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ABSTRACT 


Knowledge sharing is an essential activity for achieving a sustainable competitive advantage in 
 today’s  multinational  companies  (MNCs).  The  difficulty  for  an  MNC’s  geographically  and 
 functionally  dispersed  knowledge  workers  to  informally  share  their  knowledge  across  borders 
 gives rise to enterprise social software platforms (ESSPs) and their tools to facilitate the sharing 
 activity.  In  light  of  knowledge  worker  reluctance  to  contribute  to  these  tools,  this  research 
 analyzes determinants of an ESSP’s tools adoption and usage behaviour. 


This research addresses one main research question with three sub-questions. The main question 
 investigates  the  factors  that  influence  a  knowledge  worker’s  willingness  and  contributions  to 
 informal  cross-border  knowledge  sharing  via  an  ESSP’s  tools.  The  sub-questions  explore  a 
 knowledge worker’s attitude, behavioural intention, and behavioural usage, through identifying 
 motivational drivers and inhibiting barriers. 


Exploratory  qualitative  research  was  employed  within  this  empirical  study  to  answer  the 
 research  questions  through  conducting  nine  semi-structured  interviews.  All  interviewees  were 
 knowledge workers within one case company which provided an ESSP with the following tools 
 exhibiting varying usage: user profiles, a wiki, and a discussion board.  


Content analysis of the data was structured around the theory of planned behaviour, the unified 
 theory of the acceptance and use of technology, and social relationship theories. This resulted in 
 the  development  of  an  integrative  framework  which  illuminated  the  interrelated  influence  of 
 individual,  technological,  and  social  factors  resulting  in  a  knowledge  worker’s  adoption  and 
 behavioural  usage  of  an  organization’s  ESSP’s  tools  for  informally  sharing  their  knowledge 
 across  borders.  In  addition  to  individual  attitudinal  determinants,  behavioural  intention  was 
 found  to  be  influenced  primarily  by  the  existence  of  technological  motivational  drivers  in  the 
 form of perceived valued outcomes and inhibiting barriers embodied by one’s perceived effort. 


These were moderated by social factors related to one’s perceived social influence for each tool 
 and the perceived support from the contextual organizational environment.  


      
KEYWORDS:  Knowledge  Sharing,  Enterprise  Social  Software  Platform,  Social  Software 
Tools, Theory of Planned Behaviour, Social Capital Theory, Technology Adoption 
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1   INTRODUCTION 


This  section  presents  the  background  of  the  study,  identifies  the  research  problem, 
 develops the research questions based on the purpose of the study, establishes the study 
 scope, and outlines the structure of the Master’s thesis. 


1.1 Background of the Study 


Since  the  days  of  the  great  philosophers  Plato  and  Aristotle,  humans  have  sought  to 
 acquire a deeper understanding of “knowledge” and the role that it plays in the world in 
 which we live. It has also been argued that humans are social creatures and as such, the 
 majority  of  great  innovations  and  efficiencies  are  derived  from  the  desire  to  bring 
 individuals  closer  together  within  society.  Ever  since  man  harnessed  fire, 
 philosophically  associated  with  representing  technology,  there  has  been  a  yearning  to 
 maximize  the  potential  of  the  most  cutting  edge  technological  advancements.  The 
 combination of man’s quest for knowledge, inherent need to be social, and the desire to 
 leverage  leading  technology  has  resulted  in  today’s  proliferation  of  social  software 
 bringing  people  together  across  previously  unfathomable  distances  to  informally  share 
 their knowledge across borders. In multinational corporation’s (MNC’s), this has lead to 
 the desire to share local knowledge globally throughout the firm to achieve the benefits 
 of worldwide learning (Peng 2009).  Organizational  design challenges  in  managing  the 
 flow of knowledge across the geographically dispersed MNC has culminated in today’s 
 focus on utilizing social technologies to facilitate the knowledge sharing activity. 


The  overarching  goal  of  all  firms  is  to  thrive  in  the  highly  dynamic  international 
business  environment  through  leveraging  core  competencies  into  a  sustainable 
competitive  advantage  (Peng  2009).  In  the  last  two  decades,  this  has  resulted  in  the 
evolution of two streams of organizational theory: social-based theories and the field of 
knowledge  management  (KM).  These  concepts  have  influenced  the  ways  in  which 
academics and managers perceive social interactions and knowledge within the confines 
of  internal  organizational  boundaries.  In  particular,  top  management  have  realized  the 
requirement  to  strategically  manage  the  knowledge  within  their  organizations  as  a 



(11)means of enhancing their competitive advantage as put forward by the knowledge-based 
 view of the firm (Grant 1996; Davenport and Prusak 1998; Hansen et al. 1999: 10).  


Traditionally, the optimal way in which people share knowledge is through face-to-face 
 interactions  in  social  situations  (Panahi  et  al.  2009).  However,  as  technological 
 developments  continually  increase  the  fluidity  of  global  communication;  firms  are 
 required  to  internationalize  faster  in  order  to  keep  pace  with  competition  globally. 


Corresponding  to  internationalization,  often  knowledge-working  employees  within  an 
 MNC are required to work from geographically dispersed locations which raises issues 
 regarding the ability to share their individually held knowledge across the organization. 


Additionally,  firms  have  embraced  social  theories  to  break  down  silos  regardless  of 
 whether  they  are  between  individuals,  functional  departments,  or  geographically 
 separated subsidiaries. This has led to a plethora of technological solutions in the form 
 of  knowledge  management  systems  (KMS)  adopted  with  the  goal  of  enhancing  both 
 formal  (re:  within  teams)  and  informal  (re:  unofficial)  knowledge  sharing  within 
 organizations  (Grace  and  Butler  2005).  Together,  these  elements  allude  to  the  three 
 factor  groups  influencing  knowledge  sharing  behaviour:  individual,  organizational  (re: 


social), and technological (Barson et al., 2000; McDermott and O’Dell, 2001; Ardichvili 
 et al., 2006; Cabrera et al., 2006; Riege, 2007; c.f. Paroutis and Saleh 2009: 54). 


Despite  expectations,  there  has  been  relatively  limited  success  associated  with 
 investments  in  formal  ‘conventional  KMSs’  which  has  spurred  organizations  to 
 experiment  with  informal,  social-based  technological  tools  (Fulk  and  Yuan  2013:  20). 


Categories of which are conversational technologies (e.g. discussion boards and wikis), 
 and  tools  connected to  employee social  networking  user profiles  (Wagner and  Bolloju 
 2005). Additionally, it must be noted that there are always barriers to knowledge being 
 shared  between  two  parties  (Szulanski  1996)  as  well  as  multiple  factors  effecting  the 
 adoption of IT for knowledge sharing (Lee et al. 2007; Cabrera and Cabrera 2002). 


Over the past one and a half decades, the rise of KM has been occurring in parallel with 
the  emergence  of  Web  2.0  and  has  culminated  in  what  McAfee  (2006)  has  termed 
Enterprise  2.0.  Broadly,  this  is  the  proliferation  of  online  user-generated  content 



(12)through  numerous  social  software  tools  with  which  employees  share  their  knowledge 
 via open communication and collaboration tools. The generally accepted business case 
 supporting  the  value  of  strengthened  knowledge  sharing  capabilities  associated  with 
 implementing  these  social  tools  (Majchrzak  at  al.  2006)  has  caused  firms  to  quickly 
 embrace crowd-sourced collaboration technologies. This requires the development of an 
 internal  enterprise  social  software  platform  (ESSP)  to  encourage  collaborative 
 employee-created content with a combination of social networking and social software 
 tools, resulting in informal knowledge sharing across borders (Kügler et al. 2013: 3636). 


Deriving the most value from these social software tools requires a company to generate 
 continuous content via employees’ participatory contributions (DiMicco et al. 2008). 


As  with  all  technological  investments,  the  optimal  level  of  benefits  associated  with  a 
 system  can  only  be  achieved  if  an  organization  is  able  to  strategically  manage  its 
 information  systems  (Heikkilä  2014).  Ensuring  that  significant  investments  are  not 
 made  in  technologies  which  are  not  properly  operated  or  optimized  requires 
 organizations  to  attain  a greater  understanding  of  the  underlying  factors  at  play  which 
 must  be  leveraged  if  they  are  to  make  the  most  of  the  quickly  evolving  tools  at  their 
 disposal.  In recent  years, ESSP’s have risen to the forefront as the ideal technological 
 mechanisms  for the creation and  sharing  of knowledge within an organization (Panahi 
 et  al.  2009).  As  such,  further  research  into  the  factors  which  influence  employee 
 willingness and contributions to ESSP’s is required in order to empirically explore the 
 individual  motivational drivers  and  inhibiting  barriers  which  impact  tool  adoption  and 
 use.  It  is  at  this  crucial  juncture  that  this  Master’s  thesis’  desired  outcome  is  to  shed 
 further  light  into  the  evolving  interrelated  role  of  influential  individual,  social  and 
 technological factors in an effort to improve informal knowledge sharing across borders 
 between the knowledge workers of a diversely spread organization. 


1.2 Research Problem 


While  the  acceptance  of  social  software  tools  has  been  occurring  simultaneously  with 
the rise of social collaboration tools in the general population (E.g. Wikipedia), McAfee 
(2006:  26)  has  described  management’s  common  “if  we  build  it,  they  will  come” 



(13)approach which does not account for an individual’s motivational drivers or the barriers 
 of  technological  tool  adoption.  The  difficulty  is  then  in  determining  the  factors  which 
 can  be  leveraged  by  management  to  enhance  adoption  and  utilization  of  the  tools. 


Adoption  and  usage,  modelled  from  the  theory  of  planned  behaviour  (Ajzen  1991), 
 requires employees to move from a positive attitude towards the tools, to developing an 
 intention to use them, and finally acting on that intention demonstrated by contributions 
 within the tools and their behavioural usage for sharing knowledge.  


This study’s research problem is formally recognized as: “the reluctance of knowledge 
 workers  to  contribute  to  the  communication  and  collaboration  tools  provided  within  a 
 company’s  enterprise  social  software  platform  (ESSP)  for  the  purpose  of  informal 
 cross-border knowledge sharing.” This problem was derived from a gap identified in the 
 literature  and  evolved  through  a  discussion  with  a  representative  of  a  large 
 manufacturing  company  which  provided  a  unique  context  in  which  to  study  the 
 phenomena. This company currently utilizes an ESSP within which the following three 
 tools  have  received  varying  degrees  of  usage:  user  profiles  (a  component  of  social 
 networking),  a  wiki,  and  a  discussion  board.  It  is  of  strategic  importance  for  the 
 company  to  leverage  the  individually  held  knowledge  of  its  geographically  dispersed 
 knowledge  workers  through  utilizing  its  internal  ESSP  to  enhance  cross-border 
 collaboration and knowledge sharing. As such, it is this research’s objective to solve the 
 research problem at the large manufacturing company, from this point on referred to as 


‘the  case  company’.  Furthermore,  defining  one’s  employees  as  knowledge  workers 
 implies that knowledge is an essential aspect of the job and can be shared across border 
 within  the  organization  (Nonaka  and  Takeuchi  1995).  This  requires  tools  which 
 overcome the associated geographic challenges; however, which also enhances the issue 
 of the codification of tacit knowledge in electronic platforms given that tacit knowledge 
 is more difficult to share than explicit knowledge (Panahi et al. 2009).  


Although  the  problem  of  employee  adoption  and  utilization  of  technology  for 
 knowledge sharing within enterprises is  widely occurring and  a much research subject 
 matter  (Ashton  et  al.  2011);  this  thesis  proposes  to  close  the  following  research  gap. 


While  prior  research  has  analyzed  this  problem  either  without  including  technological 



(14)factors (Paroutis and Al Saleh 2009) or only at a conceptual level  applying innovation 
 diffusion theory and social capital theory (Kügler et al. 2013); no existing research was 
 found  which  combines  individual,  social  and  technological  factors  of  knowledge 
 sharing to specifically analyze a knowledge worker’s intentions and usage of an ESSP’s 
 tools for the purpose of informal cross-border knowledge sharing. Therefore, this study 
 will  address  the  need  of  organizations  which  have  implemented  an  ESSP  and  want  to 
 improve its knowledge sharing effectiveness but first need to understand the individual, 
 social and technological  factors at play. As such, these three  groups of factors provide 
 the triangle of theoretical concepts forming the foundation upon which this study builds. 


1.3 Research Questions 


As  the  research  problem  and  purpose  of  the  study  have  been  outlined,  the  research 
 questions crafted to focus the Master’s thesis research will now be presented. Ajzen’s 
 (1991)  theory  of  planned  behaviour  was  adopted  to  assist  in  structuring  the  research 
 questions  given  this  study’s  focus  on  analyzing  individual  employee’s  attitude, 
 behavioural  intention,  and  behavioural  usage  of  tools  within  one  enterprise  social 
 software  platform  (ESSP).  Given  the  previously  defined  research  gap,  the  research 
 questions  have  been  developed  to  gather  depth  around  the  issue  rather  than  prove  a 
 theory resulting in this study’s exploratory nature. As a result of this empirical research 
 taking  place  within  the  context  of  one  organization,  the  case  company’s  knowledge 
 workers  represent  the  subject  matter  of  focus  for  analyzing  adoption  and  utilization 
 behaviours  at  the  individual  level  of  analysis.  The  overarching  research  question  has 
 been  developed  with  three  following  sub-questions,  each  of  which  providing  a  deeper 
 understanding of the underlying factors influencing adoption and utilization of the tools. 


1. What factors influence a knowledge worker’s willingness (re: attitudes and 
behavioural intentions) and contributions (re: usage behaviours) to informal 
cross-border knowledge sharing via an enterprise social software platform’s 
tools? 



(15)1. (a) What are employees’ perceptions of their own role as knowledge workers 
 who are responsible for informal knowledge sharing?  


1. (b) How do employees contribute to informal knowledge sharing across 
 borders through the use of the specific enterprise social software platform tools: 


a user profile, a wiki, and a discussion board?  


1. (c) What are the motivational drivers that influence employees to contribute, 
 or not, to knowledge sharing via an enterprise social software platform’s tools?  


Firstly,  a  heuristic  framework  will  be  created  from  the  literature  review  of  the 
 individual,  social,  and  technological  factors  influencing  employee  knowledge  sharing. 


Secondly,  upon  completion  of  the  data  collection,  the  development  of  an  integrative 
 framework supported by the research findings will assist in analyzing the  data with the 
 aim of answering the above research questions and providing a solution to the research 
 problem. Analysis of the factors which are drivers and barriers to employee utilization 
 of an ESSP’s tools will complement the international business and management field’s 
 understanding  of  these  tools  acceptance  for  sharing  knowledge  informally  across 
 borders.  This  research  will  provide  the  case  company,  as  well  as  other  firms 
 experiencing  the  same  problem,  with  the  managerial  implications  of  the  factors 
 influencing their employees’ social software tool utilization. This can then be leveraged 
 to reduce the reluctance of knowledge workers to contribute to the company’s ESSP. 


1.4 Scope of the Study 


Due to resource limitations of time, financing, and accessibility, this study is limited to 
answering  the  research  questions  within  the  MNC  context  of  one  case  company.  The 
objective of the research is to analyze the factors associated with an individual’s attitude 
and behavioural intention leading to usage of social software tools within an enterprise 
social  software platform (ESSP). Only three tools  were selected  from  the multitude of 
those  available  for  analysis  to  compare  adoption  and  usage  patterns.  Additionally,  as 



(16)access  to  the  raw  contributions  within  the  ESSP’s  tools  was  restricted,  the  study  is 
 limited to the collection and analysis of self-reported behavioural usage.  


The  user  profile,  wiki  and  discussion  board  being  studied  represent  informal  cross-
 border  knowledge  sharing  as  they  are  tools  affording  the  opportunity  for  an  MNC’s 
 geographically dispersed knowledge workers to share their knowledge and experiences 
 within  the  global  ESSP  via  informal  communication  and  collaboration.  The  issue 
 becomes  encouraging  adoption  of  these  tools  which  requires  understanding  individual 
 user perceptions to analyze their attitude and behaviours. As the three tools are located 
 within the case company’s global ESSP used by employees in every subsidiary around 
 the  world;  the  international  dimension  of  the  study  is  attained  when  the  research  is 
 limited to studying contributions within these three focal tools without distinction if the 
 sharing  interaction  occurs  between  individuals  across  borders  either  geographic  or 
 functional.  Furthermore,  the  knowledge  sharing  of  focus  is  on  ‘informal’ 


communication  and  collaboration,  in  that  the  relationship  between  the  knowledge 
 seekers and senders is not that of members of teams or work groups either co-located or 
 virtual. This is not related to the perceived formality of the tools themselves. 


1.5 Structure of the Study 


This  thesis  is  divided  into  six  sections.  Chapter  1  provides  an  introduction  to  the 
 research, including: the background of the study, identification of the research problem, 
 development of the research questions as well as outlines the study’s structure.  


Chapter  2  summarizes  the  theoretical  perspectives  applied  in  the  study.  This  section 
 discusses the most widely recognized and accepted theoretical perspectives, models, and 
 definitions  from  the  relevant  literature  identified.  In  particular,  this  section  provides  a 
 broad  overview  of  what  is  currently  known  and  unknown  related  to  each  of  the  three 
 groups  of  factors  which  have  been  previously  found  to  influence  knowledge  sharing. 


First,  a  brief  overview  of  knowledge  management  is  provided.  This  is  followed  by  a 
critical  review of the individual, social, and technological  factors at  play.  This  chapter 
concludes with a heuristic framework which materialized from the literature reviewed. 



(17)Chapter  3  describes  the  strategy  and  method  applied  in  the  thesis  with  which  the 
 research was carried out. This section guides the reader from the data collection to the 
 data analysis process explaining how validity and reliability were achieved.  


The  findings  of  the  study  are  presented  in  Chapter  4.  Included  in  this  section  is  an 
 integrative  framework  ascertained  from  an  analysis  of  the  data  collected  via  semi-
 structured  interviews  with  knowledge  workers  from  the  case  company.  The  self-
 reported behavioural usage of the three focal tools are presented to assist in explaining 
 the  factors  which  impact  the  process  wherein  an  individual  moves  from  attitude,  to 
 behavioural  intention,  and  finally  to  behavioural  usage.  The  factors  are  classified  into 
 three groups (individual, technological, and social) within each of which two categories 
 exist  containing  multiple  influential  determinants.  The  relationships  between  these 
 determinants and behavioural intention and usage is then analyzed in detail with support 
 from contextual quotes. A summary is then provided of the knowledge outcomes being 
 shared through each of the three tools of the user profile, wiki and discussion board.  


Chapter 5 further analyzes the findings outlined in the previous chapter in relation to the 
 existing  literature.  The  aim  of  which  is  to  answer  this  study’s  research  questions 
 through discussing the implications of the integrative framework for understanding the 
 three groups of factors influencing behavioural intention. The attitudinal influencers and 
 behavioural  outcomes  of  the  tools  are  discussed  in  conjunction  with  a  critique  of  the 
 framework’s  explanation  of  tool  adoption.  Additionally,  speculations  are  formulated 
 regarding  the  existence  of  a  process  and  hierarchy  within  the  framework  which  an 
 employee  follows  when  choosing  to  adopt  and  utilize  a  tool  for  informal  cross-border 
 knowledge sharing.  


Finally,  Chapter  6  presents  the  managerial  implications  of  the  study  and  its  main 
contributions  to  the  field  of  international  business  and  management.  This  chapter 
concludes with the limitations of the study and proposes suggestions for future research. 
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2  LITERATURE REVIEW 


The  literature  review  sets  out  to  identify  both  what  is  currently  known  as  well  as 
 unknown  in  the  subject  area  of  knowledge  worker  adoption  and  usage  of  an  ESSP’s 
 tools  for  informal  cross-border  knowledge  sharing  within  the  academic  field  of 
 international  business  and  management.  As  this  research  is  exploratory  in  nature,  the 
 literature review is conducted at a broad-level across multiple subject areas, rather than 
 a  deep  dive  into  a  specific  area.  This  section  begins  with  an  overview  of  the  role  of 
 knowledge  in  the  MNC.  This  is  followed  by  a  thorough  critical  analysis  of  the  three 
 overarching  groups  of  factors  influencing  knowledge  sharing  highlighted  by  Paroutis 
 and Al Saleh (2009: 54): individual, organizational (re: social), and technological. This 
 section  concludes  with  a  heuristic  framework  to  guide  the  research  and  a  summary  of 
 the  research  gap  identified;  the  aim  of  which  is  to  develop  an  integrative  framework 
 which explains the factors and relationships existing within the heuristic framework. 


2.1 Overview of Knowledge in MNCs 


This  section  provides  an  overview  of  the  literature  regarding  the  philosophical  debate 
 surrounding  the  characteristics  of  knowledge,  the  importance  of  knowledge 
 management within organizations, and an analytic review of the research on knowledge 
 sharing to date including the activity’s dual roles and theories previously applied.  


2.1.1  The Characteristics of Knowledge 


It is beyond the confines of this study to address  the philosophical debate surrounding 
 the  question  of  “what  is  knowledge”  which  has  been  ongoing  for  years  (Nonaka  and 
 Takeuchi  1995). Although  many  debates  fall  outside  the  scope  of  this  study,  a  few 
 clarifications have been made to aid in the focus of the research. One such debate is whether 
 to view knowledge as an ‘object’ that can be captured, a ‘process’ that can be managed, or a 


‘capability’ to be built (Liyanage et al. 2009: 120). Knowledge has also been classified as 


‘know what’, ‘know how’, ‘know why’ and ‘know-whom’ (Panahi et al. 2013: 379; Chatti 
et al. 2009: 405). The contextual nature of knowledge applies to this research  primarily in 



(19)terms of being an ‘object’ that can be shared within social software tools related to all four 
 of the classification’s depending on the employee’s objective.  


Furthermore, a distinction must be made between tacit which is non-verbalised, intuitive 
 and unarticulated knowledge (Polanyi 1962) and explicit knowledge which is codifiable 
 and easily articulated (Koulopoulos and Frappaolo 1999). This distinction is significant 
 in that the main prerequisite for tacit knowledge sharing is social interaction (Yang and 
 Farn  2009).  This  research  supports  the  proposition  that  knowledge  exists  within  a 
 continuum  of  varying  degrees  of  tacitness  and  that  as  such,  different  social  software 
 tools will be more effective for sharing higher tacit knowledge than others (Panahi et al. 


2013).  In  relation  to  this  study,  the  characteristics  of  explicit  and  tacit  knowledge  has 
 resulted  in  arguments  supporting  the  suitability  of  explicit  knowledge  sharing  via 
 technological  mechanisms,  while  information  communication  technology  has  been 
 fiercely  debated  over  the  past  decade  and  a  half  as  to  its  ability  to  successfully  share 
 tacit  knowledge  (Roberts  2000:  439).  As  such,  this  study  will  follow  the  work  of 
 Mäkelä  (2006)  in  that  it  will  analyze  all  forms  of  knowledge  shared  within  the  social 
 software tools, rather than focus solely on either explicit or tacit knowledge.  


Another distinction has been made between data, information, knowledge, and expertise 
 as  stated  within  Bender  and  Fish’s  (2000)  knowledge  hierarchy.  Important  to  note  is 
 that as the movement is made from data to expertise, knowledge becomes more tacit as 
 it  is  constructed  on  an  individual  level  as  well  as  within  social  groups.  However,  this 
 thesis  will  follow  the  accepted  perspective  of  Wang  and  Noe  (2010)  in  that  the  terms 


‘knowledge’ and ‘information’ will be used interchangeably given the limited practical 
 value of distinguishing between them with regard to knowledge sharing.  


It  follows  that  this  research  will  apply  Wang  and  Noe’s  (2010:  117)  definition  of 
knowledge sharing which refers to “the provision of task information and know-how to 
help  others  and  to  collaborate  with  others  to  solve  problems,  develop  new  ideas,  or 
implement  policies  or  procedures.”  Additionally,  knowledge  sharing  is  portrayed  by 
Liyanage et al. (2009) as a bilateral exchange between people at an individual level. As 
such,  in  agreement  with  Cabrera  et  al.  (2006),  the  terms  ‘knowledge  sharing’  and 



(20)‘knowledge exchange’ will be used interchangeably in referring to the act of employees 
 engaged in both sharing and seeking knowledge. This definition also differs from one-
 directional  ‘knowledge  transfer’  in  that  the  knowledge  flows  in  both  directions; 


however, knowledge transfer theories are still valuable for their identification of barriers 
 in  the  exchange  process  between  two  parties  (e.g.  Szulanski  1996).  This  brings  the 
 discussion to the topic of how organizations strategically manage knowledge.  


2.1.2  The Importance of Knowledge Management 


In the words of Kogut and Zander (1992: 384), “the central competitive dimension of 
 what  firms  know  how  to  do  is  to  create  and  transfer  knowledge  efficiently  within  an 
 organizational  context.”  The  1996  OECD  report  “The  Knowledge-Based  Economy” 


emphasized the development of networked societies of employees interactively sharing 
 their  knowledge  with  the  aim  of  diffusing  information  throughout  an  organization 
 (OECD  1996).  At  the  same  time,  with  the  knowledge-based  view  of  the  firm,  Grant 
 (1996)  proposed  that  the  strategic  management  of  employees’  individually  held 
 specialized  knowledge  by  an  organization  plays  a  crucial  role  in  the  development  of 
 their  core  competencies.  Concurrently,  Spender  (1996)  contrasted  this  point  with  a 
 discussion of socially constructed knowledge that is embedded in the cultures, routines, 
 and norms of teams.  This  research will consider both  views  of knowledge considering 
 that  it  is  the  specialized  individual  knowledge  which  organizations  want  their 
 employees to share, yet it is through the means of collaboration and communication via 
 social software tools which develop socially constructed knowledge.  


In the past  two decades, significant  academic advances have  been  made  in  the area of 
knowledge management (KM) providing greater understanding of its antecedents (Zhao 
and  Luo  2005),  transfer  mechanisms  (Karlsen  and  Gottschalk  2004),  processes 
(Szulanski 1996), and the organizational outcomes of the flow of knowledge (Liyanage 
et al. 2009). KM and knowledge sharing between organizational members is commonly 
associated  with  the  following  benefits:  best  practice  sharing  (Szulanski  1996),  solving 
problems  (Parent  et  al.  2007),  developing  innovation  through  collaboration  (Panahi  et 
al. 2013), and improved decision making (Liyanage et al. 2009). 



(21)Within  KM  there  are  four  central  processes  which  take  place:  creation,  sharing  and 
 retrieval, transfer, and application (Alavi and Tiwana 2003: 114). This research focuses 
 specifically  on  the  role  of  informal  knowledge  sharing  across  borders;  however,  it  is 
 also  important  to  reflect  on  the  entire  process  in  order  to  acquire  a  greater 
 comprehension  of  the  influencers  of  social  software  tool  adoption.  Nonaka’s  (1994) 
 heavily cited work associated with the SECI model’s four stages of knowledge creation 
 also factors into this research. Especially concerning where tacit knowledge is converted 
 into  explicit  knowledge  in  the  externalization  stage  through  employee’s  writing  their 
 experiences  within  the  communication  tools  (e.g.  discussion  board),  and  in  the 
 combination stage where multiple employees explicit knowledge is brought together to 
 create new knowledge within collaboration tools (e.g. wiki). 


2.1.3  Knowledge Sharing in MNCs 


Although  knowledge  sharing  is  not  a  process  but  rather  a  naturally  occurring 
 interpersonal  activity  (Mäkelä  2006);  when  researching  KM,  it  is  important  to 
 understand the various process models used to describe how knowledge flows within an 
 organization. Every model reviewed has four primary factors in common, which are: the 
 existence  of  “knowledge”,  an  identified  need  or  awareness  to  share  that  knowledge,  a 
 source who will be the sender of the knowledge, and a receiver of the knowledge who 
 will be applying it (Szulanski 1996: 268; Liyanage et al. 2009: 126).  


As  previously  mentioned,  this  study  focuses  on  both  sides  of  the  knowledge  sharing 
experience  including  the  individual’s  role  of  that  as  a  knowledge  seeking  recipient 
(searching for knowledge held by others) as well as that of a knowledge sharing source 
(sending their knowledge sought by others) (Wang and Noe 2010). Going forwards, the 
terms “knowledge seekers” and “knowledge senders” will be used to represent the two 
sides  of  the  knowledge  sharing  exchange  relationship.  Regarding  the  aforementioned 
barriers,  significant  for  this  research  are  implications  related  to  the  context  of  an 
arduous  relationship  between  seekers  and  senders  given  the  social  nature  of  the  tools 
(Szulanski 1996). As this relationship requires that the knowledge seeker must first find 
the  knowledge  sender,  the  identification  of  trusted  experts  within  the  organization 



(22)holding  the  required  know-how  to  assist  the  knowledge  seeker  is  expected  to  play  a 
 significant  role  in  an  employee’s  utilization  of  the  ESSP’s  available  tools.  Factors 
 influencing the relationship between knowledge seekers and senders will be explored in 
 more detail in the social factors section of this review.  


In  analyzing  knowledge  sharing  within  organizations  to  optimize  it’s  occurrence, 
 academics  have  applied  a  variety  of  theories  related  to:  individual  determinants  (e.g. 


AMO  theory),  organizational  or  social  determinants  (e.g.  social  capital  theory),  and 
 technological  determinants  (e.g.  technology  acceptance  theories).  Wang  and  Noe’s 
 (2010:  122)  review  article  provides  a  more  exhaustive  list  of  theories  applied  to 
 knowledge  sharing  in  the  existing  research.  However,  their  review  provides  a  rather 
 limited  analysis  of  the  technological  adoption  theories  applied  to  knowledge  sharing 
 mechanisms;  especially  considering  the  rate  at  which  technology  is  utilized  for  this 
 function  within  geographically  distributed  organizations.  In  particular,  application  of 
 Venkatesh et al.’s (2003) unified theory of acceptance and use of technology was found 
 to be limited and as such, it will be analyzed later in this review. On this note, a review 
 of the individual factors influencing knowledge sharing will now be presented. 


2.2 Individual Factors Influencing Knowledge Sharing 


This  section  will  review  the  existing  literature  on  factors  which  influence  an 
 individual’s attitude and intention  to  share knowledge.  It  begins  with  a brief overview 
 of  the  theory  of  planned  behaviour  leading  to  a  discussion  of  the  role  of  knowledge 
 workers  in  the  activity  of  sharing  their  knowledge.  This  is  followed  by  an  analysis  of 
 AMO  theory  as  applied  to  knowledge  sharing  with  an  emphasis  on  a  knowledge 
 worker’s motivational drivers and inhibiting barriers towards sharing. 


2.2.1  Influence of Knowledge Worker Roles on Attitude Towards Sharing 


First  and  foremost  when  analyzing  the  actions  of  individuals,  an  understanding  of  the 
influencers  of  attitudes  and  intentions  resulting  in  knowledge  sharing  behaviours  is 
required. Ajzen’s (1991) theory of planned behaviour (TPB) has been adopted for this 



(23)study. Although the theory of reasoned action (TRA) has been frequently applied in the 
 study  of  knowledge  sharing  (e.g.  Bock  et  al.  2005)  to  describe  how  an  individual’s 
 beliefs  and  attitudes  influence  their  behaviours  (Fishbein  and  Ajzen  1975),  this  theory 
 evolved into the TPB to meet the criticism that one cannot always act in the manner in 
 which  they  desire  due  to  circumstantial  limitations  (Sheppard  et  al.  1988).  TPB  states 
 that an individual’s behavioural intentions and behaviours are shaped by their attitude 
 towards behaviour, subjective norms, and perceived behavioural  control (Azjen 1991). 


Wherein  perceived behavioural  control is  associated with  self-efficacy and expectancy 
 theory in that employees will behave according to their intended motivation associated 
 with achieving a desired outcome given the effort required and belief in their ability to 
 successfully perform the behaviour (Bandura 1977). Finally and most critically for this 
 study’s focus on the adoption of social software tools is that “the role of intention as a 
 predictor  of  behaviour  (e.g.  usage)  is  critical  and  has  been  well-established  in  IS 
 (information systems).” (Venkatesh et al. 2003: 427) 


The theory of planned behaviour (TPB) is highly applicable in this study as the clearly 
defined  outcome  of  knowledge  sharing  behaviour  requires  employee’s  to  possess  a 
positive  intention  towards  the  activity.  This  starts  with  an  employee’s  positive  or 
negative  attitude  towards  knowledge  sharing  behaviour  shaped  by  individual  factors 
which  influences  their  initial  intention.  Their  intention  is  then  influenced  by  both  the 
social factors associated with subjective norms and the technological factors associated 
with  perceived  behavioural  control.  The  work  of  Bock  and  Kim  (2002)  support  this 
claim  through showing that  knowledge sharing intentions  and behaviours were related 
to  knowledge  sharing  attitudes  resulting  from  individual’s  expectations  of  improving 
relationships  through  the  useful  knowledge  they  share.  Subjective  norms  will  be 
analyzed  later  more  closely  in  terms  of  the  social  factors  which  influence  one’s 
intentions with respect to an employee’s peers’ and supervisor’s approval of knowledge 
sharing  activities  (Cabrera  et  al.  2006).  Furthermore,  literature  relating  to  the  TPB’s 
application  within  the  adoption  of  technology  will  be  provided  in  the  technological 
factors section of the review. Overall, TPB will be useful to this research in structuring 
the process by which knowledge workers are influenced by numerous factors along the 
path from attitude formation to intention, resulting in knowledge sharing behaviour via 



(24)social software tools. This requires first defining what is a ‘knowledge worker’, and the 
 impact of this organizational role on one’s attitude towards knowledge sharing.  


In  Drucker’s  (1993)  depiction  of  the  ‘knowledge  society’  wherein  knowledge  is  the 
 central  economic  resource;  a  key  role  is  played  by  its  greatest  asset,  the  knowledge 
 worker  who  “knows  how  to  allocate  knowledge  to  productive  use”  (Nonaka  and 
 Takeuchi  1995:  7).  A  central  pillar  on  which  this  thesis  stands  is  the  role  of  the 
 knowledge  worker  as  the  primary  category  of  employee  desired  by  an  organization  to 
 share  their  knowledge  using  an  enterprise  social  software  platform’s  (ESSP’s)  tools. 


Although knowledge worker definitions vary greatly, the recurring central theme is that 
 they ‘think for a living’, solve problems in an unstructured way, and spend a significant 
 portion of their time searching for information (Sellen et al. 2002). 


This  study  applies  Sellen  et  al.’s  (2002:  228)  definition  of  a  knowledge  worker  as 


“someone  whose  paid  work  involves  significant  time  gathering,  finding,  analyzing, 
 creating,  producing  or  archiving  information.”  Nonaka  and  Takeuchi  (1995:  151-158) 
 expand  on  the  concept  to  include  a  knowledge  creating  crew  consisting  of  knowledge 
 practitioners (re: front-line operations employees), engineers (re: middle management), 
 and officers (re: top management); of which this study focuses on the practitioners and 
 engineers  who  share  their  knowledge  via  communicating  and  collaborating  with  an 
 ESSP’s tools. Past research has also utilized knowledge workers as the subject of study 
 in relation to social software for knowledge management and organizational culture fit 
 (Zhang  2012)  as  well  as  for  analyzing  behavioural  intention  formation  in  knowledge 
 sharing (Bock et al. 2005). It follows that self-identified knowledge worker roles results 
 in  a  positive  attitude  towards  both  engaging  in  knowledge  sharing  and  utilizing  an 
 ESSP’s  tools  given  the  enhanced  volume  of  valuable  knowledge  to  which  these 
 activities and tools provide access; reducing the time required searching for information.  


Although  a  knowledge  worker’s  role  specifically  involves  the  search  for  information 
and  manipulation  of  knowledge,  this  does  not  necessarily  mean  that  the  activity  of 
sharing  one’s  knowledge  is  considered  an  in-role  behaviour  (re:  expected  and 
potentially  rewarded)  as  opposed  to  an  extra-role  behaviour  (re:  sharing  not  being 



(25)within one’s formal job description) (Minbaeva 2008; Wang and Noe 2010). Treem and 
 Leonardi (2012) found that the majority of studies regarding social media tool use have 
 focused on the motivation of individual discretionary (re: extra-role) users to contribute 
 their knowledge.  However, no studies were found in which attitudes of voluntary users 
 of  social  software  technologies  for  extra-role  knowledge  sharing  were  compared  to 
 those of mandatory users associated with in-role behaviour. 


While  personal  characteristics  have  been  shown  to  positively  influence  knowledge 
 sharing behaviour such as that of openness to the experience and self-efficacy (Cabrera 
 et  al.  2006), a detailed  review of  all  influencing  characteristics is  beyond the scope of 
 this study. However, the following are two characteristics of particular relevance given 
 the study’s focus on a knowledge worker’s usage of social software tools. The first is 
 that  employees  are  expected  to  share  more  willingly  if  they  perceive  that  they  hold 
 valuable  knowledge  accumulated  over  years  of  experience  (Cabrera  et  al.  2006),  in 
 particular  in  relation  to  sharing  via  electronic  media  (Wasko  andFaraj  2005).  And 
 secondly,  usage  of  electronic  collaborative  media  for  information  sharing  is  strongly 
 influenced by a user’s computer-related comfort level and ability (Jarvenpaa and Staples 
 2000).  It  follows  that  an  employee  self-identifying  as  a  knowledge  worker  having 
 accumulated expertise through years of experience will be more motivated to share their 
 knowledge, particularly if they are comfortable in their ability to use the social software 
 tools provided. This requires a deeper review of the factors influencing an individual’s 
 ability, motivation, and opportunity shaping their attitudes towards knowledge sharing.   


2.2.2  Focus of AMO Theory on Motivational Drivers and Inhibiting Barriers 


Important  to  the  discussion  of  factors  influencing  an  individual’s  attitudes  and 
behaviour  in  relation  to  the  field  of  management  is  Appelbaum  et  al.’s  (2000)  ability-
motivation-opportunity (AMO) theory. The basis of AMO theory is that an individual’s 
behavioural  actions  are  dependent  on  the  interaction  via  multiplication  of  their  ability 
(re: having the skill to do the action), by their motivation (re: a willing attitude to act), 
and their opportunity (re: to act via contextual mechanisms) (Rothschild, 1999).  



(26)Depending  on  the  action  to  which  AMO  theory  is  being  applied,  the  specific 
 characteristics  will  vary  in  relation  to  an  individual’s  ability,  motivation,  and 
 opportunity resulting in a successful outcome. Given the context of this research, ability 
 refers to an employee having useful knowledge to share and the technical skills to use 
 the  social  software  tools  without  effort;  motivation  refers  to  desired  outcomes 
 associated  with  intrinsic  and  extrinsic  incentives;  and  opportunity  refers  to  having 
 access  to  the  enterprise  social  software  platform  (ESSP)  in  which  the  activity  of 
 informal cross-border knowledge sharing is encouraged and supported by the social and 
 organizational  context.  Siemsen  et  al.’s  (2008)  AMO  research  regarding  a  sender 
 informally  sharing    knowledge  within  a  workgroup  is  applicable  to  this  study  in  that 
 they suggest that one of the three variables will act as a constraining factor which must 
 be addressed specifically by management in order to achieve the desired action.  


Within this study, motivation and ability are of primary interest as possible constraining 
 factors, given that the opportunity for all knowledge workers to utilize an ESSP’s tools 
 is held constant as everyone has equal access to the tools. As such, both an employee’s 
 motivation to achieve specific desired outcomes using the tools as well as their ability to 
 use the tools in terms of effort required, are expected to play a more prominent role in 
 this  study.  Therefore,  as  motivation  has  been  identified  as  a  driving  factor  in  both  the 
 theory  of  planned  behaviour  and  AMO  theory,  it  is  important  that  the  review  delves 
 more  deeply  into  the  motivational  drivers  and  inhibiting  barriers  which  influence  an 
 individual’s knowledge sharing attitudes.  


Although a lack of motivation on behalf of either the knowledge source or recipient was 
not found to be a significant stickiness barrier by Szulanski (1996); studies have shown 
that  motivation  plays  an  essential  explanatory  role  in  successful  knowledge  sharing 
(Davenport  and  Prusak  1998;  Argote  et  al.  2003;  Siemsen  et  al.  2008).  One  of  the 
strongest  positive  motivator’s  for  an  individual  to  share  their  knowledge  is  the 
attitudinal  belief  that  the  activity  will  result  in  acquiring  personal  benefits  associated 
with a desired outcome (Wang and Noe 2010). Value-expectancy theory states that “an 
individual’s behaviour is a function of the perceived likelihood, or expectancy, that his 
or her behaviour will result in a valued outcome.” (Cabrera and Cabrera 2002: 696)  



(27)One  of  the  primary  research  objectives  of  this  study  is  to  discover  the  motivating 
 determinants (re: desired outcomes) of knowledge worker’s to engage in informal cross-
 border knowledge sharing via an ESSP’s tools. For example, Kankanhalli et al. (2005) 
 found  that  the  intrinsic  benefits  of  knowledge  self-efficacy  and  enjoyment  in  helping 
 others significantly impacted the usage of electronic knowledge repositories even when 
 not moderated by contextual factors; whereas the influence on sharing from the extrinsic 
 benefits  of  reciprocity  and  organizational  reward  required  contextual  social  factors. 


Furthermore,  helping  others  via  knowledge  sharing  has  been  shown  to  be  tied  with 
 one’s intrinsic motivation (Davenport and Prusak 1998; Wasko and Faraj 2005; Cabrera 
 et  al.  2006).  Despite  Argote  et  al.’s  (2003)  claim  that  incentives  and  rewards  are 
 important  components  of  the  knowledge  management  process,  Bock  et  al.  (2005:  88) 
 found  that  “anticipated  extrinsic  rewards  exert  a  negative  effect  on  individuals’ 


knowledge-sharing  attitudes.”  This  is  an  example  of  motivation  crowding  theory 
 wherein extrinsic motivators such as monetary incentives can undermine one’s intrinsic 
 motivation to perform an act, such as sharing knowledge (Minbaeva 2008).  


  


A review of the motivators  of knowledge sharing behaviour is  not  complete without a 
contrasting  view  of  the  barriers  which  have  been  proven  to  reduce  an  individual’s 
sharing of knowledge (Wang and Noe 2010). Of significant importance for this study is 
the  role  of  effort-related  costs  from  the  activity  of  knowledge  sharing  given  that  one 
must not only be motivated to share their knowledge with others, but will also have to 
overcome  the  hurdle  of  doing  so  via  technological  tools.  An  example  of  this  is 
Kankanhalli et al.’s (2005) research which found that one’s use of electronic knowledge 
repositories was negatively impacted by an employee’s weak trust in others’ use of their 
knowledge  and  reciprocating,  combined  with  the  perception  of  the  time  and  effort 
required to codify their knowledge to be shared. It is also inferred that one’s perceived 
time  and  effort  costs  are  determined  by  their  self-efficacy.  An  additional  expected 
inhibitor  of  knowledge  sharing  in  the  context  of  this  research  previously  found  by 
Bordia  et  al.  (2006)  is  regarding  the  knowledge  sender’s  evaluation  apprehension  of 
other’s negative feedback towards their knowledge contributions.  



(28)To sum, in this study it will be interesting to analyze how a knowledge worker’s attitude 
 towards knowledge sharing behaviour is influenced by their most constraining  factor of 
 ability,  motivation,  or  opportunity.  Most  influential  of  which  is  expected  to  be 
 motivation.  As  such,  additional  motivators  and  inhibitors  will  be  presented  in  the 
 following  sections  associated  with  both  social  as  well  as  technological  factors 
 influencing  knowledge sharing via  an  ESSP’s tools. Finally, as  subjective norms were 
 already  identified  within  the  theory  of  planned  behaviour  for  their  influence  on  one’s 
 intentions, the discussion now turns to the social factors and relationships at play within 
 the activity of knowledge worker’s informally sharing their knowledge across borders. 


2.3 Social Factors Influencing Knowledge Sharing 


The importance of social relationships for knowledge sharing cannot be understated as 


“all  economic  action  is  embedded  in  social  relationships  and  accordingly  that 
 interpersonal networks shape knowledge and learning within organizations by creating 
 channels  in  which  knowledge  can  flow.”  (Mäkelä  2006:  19)  It  follows  that  as  social 
 relationships  are  required  between  two  or  more  parties  (re:  seekers  and  senders)  of 
 knowledge  workers  engaging  in  the  activity  of  knowledge  sharing,  this  implies  an 
 interpersonal  social  dimension  of  the  phenomenon  within  the  social  software  tools  of 
 focus.  This  section  of  the  literature  review  provides  an  analysis  of  the  social  factors 
 influencing  the  knowledge  sharing  process  in  terms  of:  social  theories  previously 
 applied, the organizational context, and the role of social capital theory.  


2.3.1  Social Theories of Knowledge Sharing 


It has been argued that knowledge is socially constructed within groups (Spender 1996; 


Lee et al. 2007) requiring social interactions between individuals motivated through the 
process of negotiated exchanges. Furthermore, social cognitive theory has been applied 
to  a  lesser  extent  in  knowledge  sharing  wherein  employees  learn  and  apply  new 
behaviours  through  observing  the  actions  and  corresponding  consequences  of  others 
(Wang  and  Noe  2010).  The  logical  continuation  from  which  is  the  role  of  social 
learning  theory  (Bandura  1963)  applying  the  same  principle  of  learning  behaviours 



(29)through observation via  individual’s  conversational  interactions.  Hence,  Noorderhaven 
 and  Harzing  (2009)  argued  that  social  learning  theory  is  superior  for  explaining 
 knowledge sharing than the knowledge transfer process’ one directional sender-receiver 
 model applied to MNCs at a unit level of analysis by Gupta and Govindarajan (2000).  


Despite advances in communication technologies, in relation to knowledge sharing, rich 
 informal face-to-face communication has been frequently stated as the optimal method 
 of sharing due to the enhanced social interaction intensity which is a characteristics of 
 its bandwidth (re: expressing non-verbal cues) and synchrony (re: immediate feedback) 
 (Noorderhaven  and  Harzing 2009:  724). However,  this study  focuses on technological 
 mechanisms  for  knowledge  sharing  over  distances  due  to  the  continual  push  from 
 organizations to utilize less expensive mechanisms compared to the significant expense 
 involved in people-based mechanisms (e.g. expatriates) (Klitmøller and Lauring 2013). 


In  the  context  of  this  study  where  the  concept  of  social  interaction  intensity  between 
 individuals is applied in terms of technology adoption, the clear focus becomes the role 
 of  employee  interaction  visibility  in  achieving  perceived  critical  mass  through  social 
 dynamics (Kügler  et  al.  2013). An important  aspect  of Roger’s  (2003) extensive work 
 on the diffusion of innovations  is  that a technology’s adoption will grow and become 
 self-sustaining (re: achieve critical mass) once a sufficient number of adopters has been 
 reached.  This  phenomenon  is  expected  to  play  a  significant  role  in  a  knowledge 
 worker’s  adoption  of  an  ESSP’s  tools  for  knowledge  sharing  when  they  have  the 
 opportunity to observe other’s using the tools and deriving beneficial outcomes from the 
 tools’ implementation within a supportive organizational context.  


2.3.2  Knowledge Sharing Organizational Context 


The  ideal  organizational  context  in  which  knowledge  sharing  occurs  requires  the 
 creation of  a supportive  knowledge sharing organizational  culture (e.g. employee trust 
 and willingness to help) (Chatti et al. 2007; Liyanage et al. 2009; Wang and Noe 2010). 


Within  which,  social  software  tools  have  been  found  to  assist  with  the  cultural  fit  of 
knowledge workers through helping them  obtain the knowledge required to  be a more 



(30)productive  employee  (Zhang  2012).  Additionally,  Michailova  and  Minbaeva  (2012) 
 emphasize  the  link  between  organizational  culture  and  knowledge  sharing  in  terms  of 
 assisting  employees  in  perceiving  values  which  reinforce  desired  knowledge  sharing 
 behaviours. Trust being one of the most researched values associated with a knowledge 
 sharing organizational culture (Wang  and Noe 2010) as it has the ability to reduce the 
 perceived costs associated with sharing (Kankanhalli et al. 2005).  


Within the context of this study, an organization requires a culture which promotes its 
 knowledge  assets  as  well  as  has  the  technological  systems  in  place  allowing  users  to 
 locate  and  retrieve  applicable  knowledge  for  decision  making  or  problem  solving 
 (Karlsen  and  Gottschalk  2004:  4).  Of  particular  relevance  for  this  study  is  King  and 
 Marks  (2008)  discovery  that  when  controlling  for  a  knowledge  management  system’s 
 ease  of  use  (re:  effort)  and  usefulness  (re:  benefits),  no  significant  effect  of 
 organizational support on knowledge sharing was found. Although this could be a side 
 effect of the governmental setting in which the research was conducted as the finding is 
 contrary to popular belief regarding the impact of an organization’s culture on sharing. 


Bock et al. (2005) suggests that manager’s build facilitative work contexts in terms of 
 an  organizational  climate  (e.g.  supporting  fairness,  affiliation,  innovativeness)  which 
 affects an individual’s subjective norms, in turn influencing their behavioural intentions 
 towards  knowledge  sharing  within  electronic  knowledge  repositories.  This  was 
 supported  by  Cabrera  and  Cabrera  (2005)  in  that  a  supportive  knowledge  sharing 
 culture  was  promoted  by  open  communication  and  fairness  in  management  practices. 


This  clearly  demonstrates  the  expected  indirect  effect  of  management  on  employee 
 intentions regarding their perception of an organization’s knowledge sharing culture. 


This  highlights  the  role  of  management  and  supervisor  support  on  a  knowledge 
worker’s sharing attitudes and intentions (Wang  and Noe 2010) and adoption of social 
software  platforms  (McAfee  2006).  Related  to  the  previously  introduced  role  of 
subjective norms’ influence on behavioural intention, Cabrera et al. (2006) found that an 
individual’s  perceived  support  from  approving  supervisors  and  colleagues  resulted  in 
enhanced  knowledge  exchange  behaviours.  Additionally,  Cabrera  et  al.  (2006:  260) 



(31)state  the  importance  of  top  management’s  commitment  in  that  they  can  “send  strong 
 messages to the organization as to how important sharing knowledge is. These messages 
 can be direct or indirect, through modelling, rewards and recognition.”  


In  regards  to  the  role  of  supervisor  and  colleague  support  in  this  study,  the  social 
 influence factor of ‘important (referent) others’ has also been determined as one of the 
 four key constructs of technology adoption within the unified theory of acceptance and 
 use of technology (Venkatesh et al. 2003). Furthermore, highly aligned with this study’s 
 context  is  Paroutis  and  Al  Saleh’s  (2009)  finding  that  organizational  and  management 
 support  in  terms  of  promoting  and  communicating  the  benefits  of  using  web  2.0 
 technologies  were  key  factors  in  determining  employee  collaboration  and  knowledge 
 sharing  using  social  software  tools.  Also  related  to  contributions  within  ESSPs, 
 Brzozowski  et  al.  (2009)  established  the  effect  of  manager’s  and  co-workers’  visible 
 feedback  and  activity  in  the  form  of  posted  comments  to  be  highly  correlated  with  an 
 employee’s continued usage of social software. As such, it follows that supervisor role-
 modelling  and  colleague  usage  behaviours  will  be  highly  influential  social  factors 
 influencing  a  knowledge  workers’  adoption  and  usage  of  social  software  tools.  This 
 leads  to  a  discussion  on  the  final  social  aspect  significantly  influencing  knowledge 
 sharing and technology adoption, the role of social capital in social relationships.  


2.3.3  Social Capital Theory for Knowledge Sharing with ESSP Tools 


As a determinant of knowledge sharing between a source and the receiver is the social 
relationship that exists between them (Evans et al. 2011: 402), and the objective of this 
study is to acquire a deeper understanding of the determinants of employee knowledge 
sharing via an ESSP’s tools; it is crucial to acknowledge the role of social relationships 
through the perspective of Nahapiet and Ghoshal’s (1998) three-dimensional framework 
of  social  capital.  The  primary  concept  behind  social  capital  theory  (SCT)  is  that  the 
network  of  interpersonal  relationships  existing  between  people  are  an  intangible 
resource that must be maintained in order to provide benefits such as greater access to 
information  which  supports  enhanced  collaboration  and  innovativeness  through  more 
easily sharing tacit knowledge (Nahapiet and Ghoshal 1998; Inkpen and Tsang 2005). 



(32)The  following  definition  of  social  capital  has  been  adopted  for  this  study  as  it  is  the 
 most  widely  recognized  in  the  field  of  international  business  (Mäkelä  2006:  39):  “the 
 sum of actual and potential resources embedded within, available through, and derived 
 from  the  network  of  relationships  possessed  by  an  individual  or  social  unit.  Social 
 capital  thus  comprises  both  the  network  and  the assets  that  may  be  mobilized  through 
 that network.” (Nahapiet and Ghoshal 1998: 243) This definition highlights the aspects 
 within social capital which must be analyzed within a network of relationships such as 
 those existing between the users of ESSPs. Although this study applies a social capital 
 perspective, it’s important to differentiate this from the social network approach which 
 focuses on access to resources via network position or tie configuration (Hansen 1999).  


The role of SCT is widely acknowledged in its application to the activity of knowledge 
 sharing in person (Inkpen and Tsang 2005; Yang and Farn 2009), as well as combined 
 with  technology:  for  social  software  contributions  (Wasko  and  Faraj  2005),  related  to 
 social networking sites (Steinfield et al. 2009; Fulk and Yuan 2013) and most closely to 
 this  study,  individual  adoption  behaviour  of  ESSPs  (Kügler  et  al.  2013).  Social  media 
 tools have also been shown to have a strong influence in both their application of social 
 capital  to  support  one’s  connections  (Treem  and  Leonardi  2012)  as  well  as  in  its 
 formation  (Leonardi et  al.  2013).  Furthermore, the positive bi-directional  link between 
 social  capital  formation  (of  both  new  and  existing  relationships)  with  an  employee’s 
 increased  usage  of  the  social  networking  aspect  of  social  software  tools  has  found 
 strong  support  from  multiple  studies  (e.g.  Huysman  and  de  Wit  2004;  Huysman  and 
 Wulf  2006;  Steinfield  et  al.  2009).  In  relation  to  the  focal  tools  of  this  study,  it  is 
 important  to  note  social  capital’s  strong  link  with  the  social  networking  side  of  social 
 media as  applied to  user profiles;  while  conversational  technologies  (e.g.  the wiki  and 
 discussion  board)  harness  communal  knowledge  and  the  social  capital  of  groups  by 
 supporting the natural process of conversation (Wagner and Bolloju 2005: 7). 


SCT  is  an  ideal  perspective  for  this  study  given  its  ability  to  tie  together  the  fields  of 
knowledge  sharing  and  interpersonal  social  relationships  which  form  the  basis  of  a 
knowledge  worker’s  utilization  of  social  software  tools  (Kügler  et  al.  2013).  The 
research  of  Kankanhalli  et  al.  (2005)  also  applied  social  capital  to  the  adoption  of 



(33)repositories  for knowledge sharing, wherein  social capital was used to  account  for the 
 moderating influence of contextual factors (re: generalized trust, pro-sharing norms, and 
 identification).  Further  justification  for  the  use  of  SCT  to  account  for  organizational 
 climate (re: social) factors in studying ESSPs is provided by Kügler et al. (2013: 3637): 


“SCT is able to cover key aspects of organizational climate we deem relevant to 
 ESSP  usage  (such  as  trust,  norms,  and  identification)  [Nahapiet  and  Ghoshal 
 1998]  and  SCT  “has  a  direct  relationship  to  the  community  aspects  of  and 
 motivation  for  participation  in  social  computing”  [Parameswaran  and  Whinston 
 2007: 342].” 


Nahapiet  and  Ghoshal’s  (1998)  three-dimensional  social  capital  framework  (i.e. 


structural,  cognitive,  relational)  provides  a  unique  perspective  with  which  this 
 research’s  study  of  the  phenomenon  of  knowledge  sharing  via  an  ESSP’s  tools  is 
 conducted.  Furthermore,  in  explaining  informal  knowledge  sharing  using  information 
 technology tools via organizational theory, Huysman and Wulf (2006: 44) demonstrated 
 the relationship between the three factors of AMO theory applied to knowledge sharing 
 (Adler  and  Kwon  2002:  23)  with  the  three  dimensions  of  social  capital  (Nahapiet  and 
 Ghoshal 1998) in the following way: structural opportunity dimension, cognitive ability 
 dimension,  and  relation-based  motivation  dimension.  This  perspective  assists  in  tying 
 the  individual  factors  to  the  social  factors,  particularly  as  to  how  they  affect  one’s 
 contribution  motivations  through:  tie  strength;  shared  cognitive  ground;  and,  trust  and 
 reciprocity.  It is  at this point that a discussion of each of the social capital dimensions 
 will be provided as they apply to an individual’s use of the tools within an ESSP. 


Structural Dimension 


The  structural  dimension  of  social  capital  reflects  how  an  individual  is  connected 
through elements of the network associated with its: size, length, position, and intensity 
in  terms  of  frequency  of  interactions  (Michailova  and  Mustaffa  2012:  388).  The 
facilitation  of  access  to  relevant  knowledge  which  will  be  potentially  shared  increases 
with the number of relations one has within the network (van Wijk et al. 2008). Within 



(34)the social network structure there are varying degrees of ties both horizontal and vertical 
 between  members  which  assist  in  achieving  the  know-who  desired  outcome  of  expert 
 identification (Wang and Noe 2010). Hansen (1999) argued that tie strength represents 
 the  closeness  of  a  relationship  between  two  partners  (re:  a  factor  of  frequency  and 
 communication) and that weak ties are suited to sharing explicit knowledge, while tacit 
 knowledge requires stronger ties. In respect to the structural opportunity in the context 
 of  this  study,  it  follows  that  a  knowledge  worker  will  have  a  greater  opportunity  to 
 acquire and share knowledge informally with increased usage of an ESSP’s tools due to 
 building more and stronger ties across the whole organization (Steinfield et al. 2009).   


Furthermore, bonding refers to social ties which are stronger and deeper within close nit 
 homogeneous groups; whereas bridging refers to weaker ties stretching further between 
 heterogeneous  groups  (Putnam  2000).  Benefits  of  bonding  are:  mutual  and  collective 
 goals,  trust,  and  reputation  building  (Mäkelä  2006:  38).  While  reputation  building  has 
 been  found  to  be  a  significant  motivator  of  face-to-face  knowledge  sharing  behaviour 
 (Argote  et  al.  2003),  there  have  been  mixed  findings  within  electronic  mediums  both 
 significant  (Wasko  and  Faraj  2005)  and  not  (Kankanhalli  et  al.  2005).  Of  particular 
 interest to this study is Burt’s (1992) discovery that a knowledge brokerage position will 
 be held by social actors in a centralized position within the network which provides the 
 ability to bridge across structural holes to close knowledge gaps. The benefits of cross-
 border  boundary-spanning  bridging  for  knowledge  senders  and  seekers  is:  access  to  a 
 greater volume of knowledge from specialized sources, quicker time to acquire desired 
 knowledge, and referrals which can increase ones reputation via 3rd parties (1992).  


Cognitive Dimension 


Social  capital’s  cognitive  dimension  “reflects  the  extent  to  which  two  parties  are 
capable  of  sharing  their  knowledge.”  (Evans  et  al.  2011:  403)  Knowledge  sharing 
within this dimension is heavily influenced by the organization members’ shared vision, 
values,  systems  of  meaning,  language,  vocabulary,  goals,  and  mindsets  (Nahapiet  and 
Ghoshal  1998; Tsai  and  Ghoshal  1998). These shared elements  enable social  actors to 
collaborate  by  integrating  their  knowledge  and  facilitating  its  sharing  by  providing  a 
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