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Motivation and Knowledge Sharing through Social
Media within Danish Organizations

Pia Nielsen, Liana Razmerita

Department of International Business Communication, Copenhagen Business School,
Denmark
pn.ibc@cbs.dk; lr.ibc@cbs.dk

Abstract. Based on an empirical quantitative study, this article investigates
employee motivation in Danish companies and aims at determining which fac-
tors affect employees’ knowledge sharing through social media in a working
environment. Our findings pinpoint towards the potential social media have for
enhancing internal communication, knowledge sharing and collaboration in or-
ganizations, but the adoption is low, at this point, due to mainly organizational
and individual factors. Technological factors do not seem to affect employees’
motivation for knowledge sharing as much as previous research has found, but
it is the influence from the combination of individual and organizational factors,
which affect the adoption of the platforms. A key finding in the study is that
knowledge sharing is not a ‘social dilemma’ as previous studies have found.
The study shows a positive development in employees’ willingness to share
knowledge, because knowledge sharing is considered more beneficial than to
hoard it.

Keywords: Knowledge sharing; Motivation; Social Media; Social Business; In-
ternal Communication; Enterprise Social Networks; Enterprise 2.0.

1 Introduction

In a digitalized world, organizations face increasingly competitive environments and
many companies are forced to downsize in order to cut costs and adapt to a changing
marketplace. This can lead to loss of valuable knowledge unless it has been captured
and stored in the organization. Knowledge is a key source of competitive advantage,
and knowledge has become the most important resource and strategic asset for organ-
izations [1,2,3]. Managing knowledge and knowledge sharing have, consequently,
gained increased attention in organizations.

Social media is slowly reshaping the concept of knowledge management in organi-
zations and more and more companies adopt ‘social business’ [4,5] communication
strategies in order to enhance the internal communication and collaboration to become
more productive and competitive.

Social media provide new opportunities for knowledge sharing through collabora-
tive platforms [6] such as social networks, blogs and wikis, which allow employees to
share knowledge easier across departmental and geographic boundaries [7]. The plat-
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forms Chatter, Yammer and Podio are examples of social media, which are used in an
organizational context for internal communication and collaboration. Salesforce Chat-
ter is an enterprise social network as well as a collaborative application based on
cloud-computing apps. Podio is also an enterprise social network and an online work
platform. Podio users can create workspaces to collaborate with specific groups of
people, and use an employee network for company-wide communication across de-
partments and get their work done using apps. Yammer is a secure, private social
network, which enables employees to collaborate easily. These platforms are also
referred to as ‘Enterprise 2.0” [8] or enterprise social networks, because they are de-
ployed in a business environment for internal communication. The platforms provide
new opportunities for organizations to benefit from the human resources and valuable
knowledge that resides in the organization, which, potentially, can enhance work
routines, business practices and knowledge sharing.

According to studies conducted by the consultancy firm McKinsey & Company,
companies, which deploy social media, have gained measurable business benefits
such as: better access to knowledge, lower cost of doing business, higher revenues
and more innovative products and services [9,10]. A more recent study conducted by
McKinsey & Company from 2012, shows that social technologies within an enter-
prise can raise the productivity of the employees by 20-25 percent [11]. According to
this study, the average employee spends an estimated 28 percent of the workweek
managing e-mails and nearly 20 percent looking for internal information or tracking
down colleagues, who can help with specific tasks. But when companies use social
media internally, messages become content; a searchable record of knowledge, which
can reduce, by as much as 35 percent, the time employees spend searching for com-
pany information

Social media provide new opportunities to manage knowledge at both personal and
organizational levels through social-collaboration and networking opportunities pro-
vided by such platforms [12,13]. Personal knowledge could be synergized into collec-
tive knowledge through social collaborative processes that may facilitate externaliza-
tion of knowledge, fostering creativity and innovation [14,15]. All these processes
may have the potential to increase companies’ competitiveness. However engaging
employees to adopt and use these platforms on regular basis seems to be the main
challenge organizations are facing nowadays owing to both organizational and indi-
vidual factors [13]. According to a recent report conducted by Gartner, the vast major-
ity of social collaboration initiatives fail due to lack of purpose and a ‘provide and
pray’ approach, which only leads to a 10 percent success rate [16].

Despite the potential social media have for enhancing organizations’ internal com-
munication [6], [3], [17,18] only few studies exist related to which factors affect em-
ployees’ knowledge sharing through social media, and how organizations can deploy
social media in order to increase their competitive advantage. Due to the recognition
of knowledge as a source of competitive advantage and the growing significance of
knowledge sharing in organizations, the purpose of this article is to contribute to a
better understanding of how knowledge workers can be motivated to share knowledge
using social media [19, 20]. The article draws on human psychology motivation theo-
ry [21]. The following research question: Which factors affect employees’ knowledge
sharing behavior through social media? was investigated using empirical data collect-
ed using a questionnaire distributed to several Danish organizations.



The article is structured as follows: Section 2 provides a literature review. In section
3, we introduce our research methodology. The findings from our study are presented
in section 4. The main findings are discussed in section 5. Our conclusions are out-
lined in section 6.

2 Literature review

Previous studies emphasize that many companies already reap benefits from the col-
laborative nature of social media, which improve collaboration and knowledge shar-
ing within and between organizations due to faster and more efficient communication
[11], [22]. And Von Krogh [23] argues that drawing increasingly on social software,
knowledge management is “becoming less costly, more cloud-based, ubiquitous,
standardized, and mobile, but also more personalized and more effective in meeting
individual needs”. Companies such as IBM, Siemens AG and Royal Dutch/shell
(KPMG) have successfully adopted social media as part of their knowledge manage-
ment strategy and are already gaining measurable business benefits [24], [22].

Central to this study is the potential social media have for enhancing internal com-
munication, knowledge sharing and collaboration in organizations. For many compa-
nies the organization’s employees are an unused source of knowledge, which could
improve the organization’s competitive advantage, if their knowledge is shared and
distributed in more effective ways through social media platforms [22].

According to recent work conducted by Von Krogh [25] social practices do not on-
ly evolve and refine employees’ tacit and explicit knowledge. Under certain condi-
tions, such as a history of interaction, their members also pursue higher collective
standards of excellence related to their work. The platforms Chatter, Yammer and
Podio, are examples of social media that are used in an organizational context for
internal communication, collaboration and knowledge sharing.

Recent studies and literature from the beginning of the 2000s till now, have identi-
fied several factors, which affect employees’ knowledge sharing behavior through
social media, as well as, identified three main categories they fit into. These catego-
ries are: individual, organizational and technological factors. The following literature

and studies have identified a number of factors, which affect employees’ knowledge
sharing through social media: [3], [6], [26], [27] virtual communities [8], [29],
knowledge sharing in multinational corporations with focus on managerial support
[30]. Furthermore, factors such as: organizational culture [31], [32], cultural influ-
ences on knowledge sharing [33], and critical barriers to effective knowledge man-

agement [26], have also been identified as significant factors tO affect employees’
knowledge sharing.

Companies need to get an understanding of their employees, their needs and their
motivation to share knowledge if they want to stay competitive. The reason for this is
that the traditional approach to doing business is a top-down approach, but social
media bring power back to people and employees. This reality challenges the existing
business model in many companies, because the implementation of social platforms is
all about the employees, which demands a more employee centric and bottom-up
approach. This means that it is crucial to focus on the employees and understand their



needs in order for management and managers to facilitate the right kind of motivation
to promote use and adoption of the social platforms.

As mentioned earlier, previous research has identified several factors that affect the
individual employees’ willingness to share knowledge using different theories. In
particular understanding knowledge sharing in virtual communities has been investi-
gated using social capital and social cognitive theories [34], social exchange theory
[35, 36] or theory of planned behavior [37]. In the this study, in order to understand
which factors affect employees’ knowledge sharing, we attempt to understand the
human psychology behind employees’ motivation to share knowledge.

The concept of motivation has been discussed frequently by using Deci and Ryan’s
framework [21] and original separation of intrinsic and extrinsic motivation, which is
applied to explain some of the factors that drive people to action. This motivational
theory framework was chosen for this study to explain why employees share or do not
share knowledge due to the simplistic and employee centric nature of the theory of
only two determinants; the two basic human needs: intrinsic and extrinsic motivation.

Deci and Ryan’s framework of motivation [21] can be divided into two categories
based on the different reasons and goals, which drive a person to action: intrinsic
motivation (internal) and extrinsic motivation (external). The two types of motivation
influence individual employees’ intentions regarding an activity as well as their be-
haviors.

Intrinsic motivation refers to motivation that is driven by an interest or enjoyment
in the task itself or enjoyment in helping others, and exists within the individual rather
than relying on any external pressure or reward. People who are intrinsically motivat-
ed are more likely to engage in the task willingly, as well as, work to improve their
skills, which will increase their capabilities as well as the organization’s productivity
[21].

Extrinsic motivation refers to the performance of an activity, which leads to a desir-
able outcome. Extrinsic motivation focuses on goal-driven reasons, such as monetary
rewards and career advancement [21]. Extrinsic motivation is typically based on the
perception of the cost (effort) and benefit (reward) associated with sharing
knowledge. If the perceived benefits exceed or equals the cost, then knowledge shar-
ing will happen. Many organizations have reward systems, which can be useful for
motivating the employees to share knowledge.

Furthermore, the concept of ‘social dilemma’ is also relevant to consider, since
some scholars [38, 39] argue that knowledge sharing can be considered a social di-
lemma, because organizational interests conflict with employees’ individual interests.
Taking a social dilemma perspective, organizations have an interest in making
knowledge available for all employees, but from an employee’s point-of-view it is a
rational choice to hoard knowledge in order to save time, conserve power and thereby
remain valuable for organization and reduce the risk of getting fired [38, 39, 40,41].

3 Research method

Based on the above presented literature review, the studies conducted by Paroutis and
Al Saleh [3], Kirchner, Razmerita and Sudzina [6] and Lin [27] were selected for this
study, because they provide the most systematic framework of analysis of individual,



organizational and technological factors, which affect employees’ knowledge sharing
through social media.

In order to provide a systematic understanding of the possible factors, which affect
employees’ knowledge sharing, the identified individual, organizational and techno-
logical factors are proposed as a framework, which is illustrated in Fig. 1.

INDIVIDUAL ORGANIZATIONAL TECHNOLOGICAL
FACTORS FACTORS FACTORS

er d usefulness (nowledge sharing
(cost/benefit)

(nowle

owledge
management resources

Fig. 1: Factors that affect employees’ knowledge sharing behavior.

Each category has several sub-categories of the identified factors, which are further
described in Table 1. The identified factors can be considered as both drivers and
barriers, depending on the point of view. For instance, if managers take on a support-
ive role, the factor can increase the employees’ use of social media. And if managers
take on a passive role, it becomes a barrier for the employees’ knowledge sharing
behavior. The factors are described in Table 1 as barriers.



Table 1. Knowledge sharing barriers

Knowledge sharing barriers

Factors Description
Individual factors

Motivation Lack of motivation and commitment
Unwillingness to do extra work
Lack of time
Lack of participation and contribution from colleagues
Lack of recognition from colleagues
Lack of content quality and relevance
Information overload
Lack of understanding of social media and its benefits

Perceived usefulness (cost/benefit) The benefits of using the platform to share knowledge should outweigh the costs
Trust and fear Lack of trust in collegaues and fear of misuse of shared knowledge

Fear of giving up expert power, authority

Fear of becoming replaceable if too valuable knowledge is shared

Fear of reducing job security

Fear and uncertainty of providing faulty information

Technical skills Lack of technical skills

Organizational factors

Managment support Lack of support and i 1t to promote knowledge sharing

Knowledge sharing culture Hierarchical organizational structure, that does not foster a knowledge sharing culture
Lack of participation and contribution from colleagues
Knowledge sharing is not promoted or expected

Recognition and rewards Lack of monetary reward system (extrinsic motivation) and recognition (social reward)
from colleagues

Knowledge management resources Lack of knowledge management strategy
Lack of money and time for knowledge management
Lack of staff with knowledge management skills

Technological factors

Usability: Functionality and ease of use Low level of usability and ease of use, which makes the tools too complicated to use
Functionality To what extent do the tools fit to the user’s needs and tasks that they need to fulfill
Training Lack of training and sharing of best practices of how to use and work with the social media

platforms as part of the current work routines

Based on the framework illustrated in Fig. 1 an online questionnaire was developed
for data collection. The questionnaire was distributed to a number of Danish compa-
nies from different industry sectors, which are using one of the social media platforms

Chatter, Yammer or Podio for internal communication and knowledge sharing. The
majority of the companies are from different industry sectors such as telecommunica-
tions, media and marketing, banking and financial services and shipping and logistics.

The survey questionnaire Consists of 15 questions. The questions are constructed in
a restricted manner in order to get answers, which are specific and related to our re-
search question: Which factors affect employees’ knowledge sharing behavior
through social media?

The questions relate to employees knowledge sharing behavior and their use and
adoption level of social media platforms during work. The first part of the question-
naire focuses on how frequent employees share knowledge, which type of knowledge
they share, and which platforms they share it on. Traditional communication channels



have also been included as part of the answer options in order to determine the adop-
tion level of the new social media platforms. The second part and the majority of the
questionnaire, entails questions, which focus on employee motivation and the drivers
and barriers to knowledge sharing. Demographic questions are included in the last
part of the questionnaire in order to provide a profile of the participants.

4 Survey results

4.1 Adoption and use of social media platforms

Employees play a central role in knowledge

sharing and social media can be a facilitator for RESPONDENT PROFILE
more effective knowledge sharing to unlock otk 11
. . POSITION
valuable knowledge in organizations. The use Maniager o .
and adoption of Chatter, Yammer and Podio Speriait 53 5%
was investigated in a number of Danish compa- Office worker 3 0%
nies from different industry sectors based on an Tz 5 5%
online questionnaire. In total 114 responses Other 9 %
were collected. The majority of the employees,
who participated in the survey (63%), are rela- AGE
tively young (between 20-39 years) and only 20-29 years pl! 1%
few senior respondents have participated. A 30-39years 8 2%
profile of the respondents is illustrated in Fig. 2. 4049 years 3 29%
The participation of female and male re- 5059 years 6 5%
spondents is almost 50/50, with only 8% more i 2 -
male respondents. The majority of the respond- Other ! 1
ents (69%) have worked from 1-5 years in their
L. . . GENDER
organization, which, most likely, correlates to — o o
the majority of the respondents’ relatively Male 6 5o
younger age. All levels of positions are repre-
sented in the survey, but it is noteworthy that WORKING YEARS
almost 50% of the respondents are specialists. <Ayear ) 2%
Specialists are employees, who possess a high 15 years 79 69%
level of expert knowledge within a field, which 5-10years 18 15%
they often are hired for. 10-15 years 9 8%
The survey results show that 95% of the 20:30years 3 3%
employees share knowledge with their col- 30+ years 3 3%

leagues. Only 5% are passive and never share
their knowledge. Over half of the employees
share knowledge frequently: 55% of the employees share knowledge daily and some
several times daily. 25% only share knowledge occasionally (weekly) and 15% rarely
(monthly), which is illustrated in Table 2.

Fig. 2. Respondent profile



Table 2. Knowledge sharing frequency

SURVEY RESULTS
Responses in total : 114

How often do you contribute and share your k rledge with your

1. Very frequently (several times a day) 35 31%
2. Frequently (daily) 27 24%
3. Occasionally (weekly) 28 25%
4. Rarely (monthly) 17 15%
5. Never 5 5%

35%

30%

25%

20%

15%

10%

5%

The survey results show that the adoption of social media platforms is limited, at this
point. The fact that 95% of the employees actively share knowledge is very positive,
but the employees, primarily, share knowledge through email (91%) and face-to-face
meetings (79%), as illustrated in Table 2. Chat (41%), intranet (27%) and Google
Docs (24%) are other frequently used ways to share knowledge in organizations.

. . Table 3. Use of traditional communication channels and social media
The social media

platforms: Yammer TRADITIONAL COMMUNICATION CHANNELS SOCIAL MEDIA PLATFORMS

(14%), Podio

(13%) and Chatter EMALL 91% SOCIAL NETWORKS

. % YAMMER 14

(14%), still score %
4 CHATTER 14%

lOWV 'comp ared  to FACE-TO-FACE MEETINGS 79% & PODIO 14%

traditional commu- 'S

nication channels. WIKS 14%

The usage of wikis CHAT 41%

also scores 14% BLOGS 4%

and blogs scores as NTRANET . R "

low as 4%, which
is illustrated in
Table 3.'

" The percentages in Table 3 do not sum up to 100% due to a multiple choice question in the
questionnaire.



4.2 Social media: The Benefits

The survey shows that the social media platforms are providing benefits and business
value, and in particular improve the internal communication (41%), increase
knowledge sharing (37%) decrease the amount of emails (35%). Other identified ben-
efits are it is easier: reaching colleagues in other departments (34%), employees get
faster response to work related problems (34%) and it is easier to collaborate on pro-
jects (30%). The key benefits are presented in Fig. 3.2

These findings are similar to previous research [27] that found that technological
tools positively affect employees to share knowledge, because it enables faster com-
munication and knowledge sharing.

Ler responst ) work rel ed )ble

It is easier to reach colleagues in other departments (34%)

Fig. 3. Key benefits from the adoption of social media platforms

4.3 Knowledge sharing drivers and barriers

The analysis and discussion of the factors, which affect employees’ knowledge shar-
ing is based on the framework developed for this study, which was introduced earlier
in Figure 1.

The survey shows that the majority of the employees are motivated by intrinsic
motivation [21], which means they are motivated to share knowledge out of altruistic
and unselfish reasons, simply, because they feel it is important to help colleagues and
provide value to the organization. This is consistent with previous studies [27], [42],
which identified similar findings. Only few employees are motivated by extrinsic

2 The percentages in Fig. 3 do not sum up to 100% due to a multiple choice question in the

questionnaire.



motivation and monetary rewards, such as a higher salary, a bonus or a promotion.
The key knowledge sharing drivers identified in this survey are presented in Fig. 4.’

Bl | sce my contribution as valuable to the organization (89%)

y Al 1 simply enjoy helping others with work related plems fﬁ%)

ird, such as status and recognitio om colleagues

' 1'm gaining social rewa
3 and managers (34%)
Vi M) | am increasing my social network (26%)

5 Iincrease the chance of getting monetary reward (higher salary/bonus) (11%)

Fig. 4. Knowledge sharing drivers

A key finding in this study shows that knowledge sharing may not be a ‘social di-
lemma’, as previous studies have found [38, 39]. Organizational interests and the
individual employees’ interests do not seem to conflict. Not even in times, where
many companies are forced to downsize. The survey results show that fear of giving
up power and authority (4%) and fear of becoming replaceable (5%) are among the
lowest scoring factors. The finding indicates a positive attitude in employees’ will-
ingness to share knowledge in organizations and that knowledge sharing is becoming
a more integral part of employee’s work life. Employees find that it is more beneficial
to share knowledge than to hoard it and thereby defy the rationality of ‘social dilem-
ma’ theorgl. The key knowledge sharing barriers identified in this study are presented
in Fig. 5.

The percentages in Fig. 4 do not sum up to 100% due to a multiple choice question in the
questionnaire.
The percentages in Fig. 5 do not sum up to 100% due to a multiple choice question in the
questionnaire.



1 ) Lack of other employees' participation
A Lack of management commitment (34%)
3 a eo 2) |
4. ‘Lack of time for knowledge sharing (24%)
(59l Lack of understanding of social media and its benefits (19%)

Fig. 5. Knowledge sharing barriers

This study identifies lack of employees’ participation (38%) and lack of management
commitment and motivation (34%) as the top two key factors, which affect employ-
ees’ willingness to share knowledge negatively. The finding emphasizes that motiva-
tion and encouragement from management and managers to get employees to adopt
social media and share knowledge is closely related. Previous studies have also em-
phasized the need for management and managers to get actively involved, since the
deployment of social media alone does not promote adoption of the platforms and
knowledge sharing [3], [6], [43], [44].

In general, employees urge management and managers to explain the value and
benefits of the social media platforms and to get more involved to motivate and en-
courage knowledge sharing and adoption of the platforms. This emphasizes the lack
of a strategic approach to knowledge management, and the deployment of a ‘provide
and pray’ approach, which according to a recent study conducted by Gartner, is the
reason why the majority of social collaboration initiatives fail and only leads to a 10%
success rate [16].

5 Discussion

Social media platforms can be a facilitator for more effective knowledge sharing and
collaboration within organizations and thereby make organizations more productive
and competitive. Due to the recognition of knowledge as a source of competitive ad-
vantage, the purpose of this study is to identify which factors affects employees’
knowledge sharing on social media platforms within organizations.

A key finding in the study is that knowledge sharing is not a ‘social dilemma’ as
previous studies [38, 39] have found. The organizational interest in making
knowledge available to all employees do not seem to conflict with the employees’



individual interest in hoarding knowledge in order to stay valuable and reduce the risk
of getting fired. The study shows a positive trend in employees’ willingness to share
knowledge, because they consider sharing knowledge to be more beneficial than to
hoard it, which defies the rationality of ‘social dilemma’ theory. The study, however,
shows that only few employees have adopted social media for knowledge sharing and
that employees, primarily, share knowledge through traditional communication chan-
nels such as: email and face-to-face meetings. A reason for this seem to be that em-
ployees are creatures of habits and prefer their current work routines due to conven-
ience, why it takes time to adopt a new platform in their work routine. Even though
the adoption of the platforms is limited, the organizations are still reaping benefits and
business value. Overall, social media have enhanced the organizations internal com-
munication, collaboration and knowledge sharing.

5.1  Factors affecting knowledge sharing

The survey results show that employees are motivated to contribute and share
knowledge by a number of different factors. In general employees feel that knowledge
sharing is an integral part of their work and it is important to share knowledge with
colleagues and provide value to the organization. The survey shows that the majority
of the employees are motivated by so-called 'intrinsic motivation' [21], which means
they are motivated to share knowledge out of altruistic and selfless reasons, because
they believe it is important to help colleagues and create value to the organization.
This is consistent with previous studies [27], [42], which also identified that recogni-
tion from colleagues and managers is a key motivating factor. Only few employees
are motivated by so-called 'extrinsic motivation' [21], which entails monetary re-
wards, such as a higher salary, bonus or promotion.

This study also identifies a number of factors, which affect employees’ knowledge
sharing negatively. Lack of other employees’ participation (38%) and lack of man-
agement commitment and motivation (34%) are identified as the top two barriers to
affect employees’ knowledge sharing negatively. The finding emphasizes the need for
management and managers to get actively involved to motivate and encourage
knowledge sharing. In general, employees urge management and managers to explain
the value and benefits of social media platforms, which 19% of the employees see as
a barrier to knowledge sharing, as well as to get more involved to motivate and en-
courage knowledge sharing. To some employees the active participation of manage-
ment and managers on the social media platform does not seem to be a particularly
motivating factor. This, however, seem to be correlated to the fact that knowledge
sharing is a part of some of the employee’s job description, why this may not be the
case for other employees.

Recent reports by Gartner emphasize that lack of a strategy is not the road to be-
come a social business. The vast majority of social collaboration initiatives fail due to
lack of purpose and a ‘provide and pray’ approach, which only leads to a 10 percent
success rate [16]. It is crucial that the individual organization get an understanding of
their employees and how they work and what their needs are in order for them to opt
into a technological and cultural change. In order to become a social business, organi-
zations need to focus on the employees, make a cultural change within the company
and make sure management and managers are actively involved [45].



Among the key factors to affect knowledge sharing negatively, the study identified
the following factors: lack of content quality and relevance (26%), information over-
load (26%), lack of time (24%) and lack of understanding of social media and the
benefits it provides (19%) (Fig. 5). It is noteworthy, that lack of content quality and
information overload are factors that have been rated as barriers to knowledge sharing
on the same level as lack of time.

Lack of content quality (26%) is among the key factors, which concern employees
when they share knowledge, since the essence of social media is to share relevant
content with colleagues and provide value to the organization. Some employees find it
hard to determine, which kind of content they should share and whether it is relevant
for their colleagues, which may prevent them from sharing knowledge. On the other
hand it prevents some employees from using the platform, due to the irrelevant con-
tent. Lack of need, simply, keeps some employees from using the platform, which
could be part of the reason for the limited adoption of the social media platforms. This
could be correlated to the fact that almost 50% of the respondents are hired as special-
ists (Fig. 2), who primarily, use other systems, where they find the majority of the
content they need during work. This indicates that there is a correlation between the
limited adoption of the social media platforms and the type of position and the specif-
ic knowledge employees have. This sort of issue could be addressed by a set of social
media guidelines, which could help employees by defining what is relevant, which
would ensure a higher level of relevance and content quality.

Information overload (26%) is also identified among the key factors, which pre-
vent employees from sharing knowledge. However, Paroutis and Al Saleh [3] argue
if, for instance, all relevant content is on the platform, and the ‘perceived usefulness’
and the benefits of using the platform outweigh the costs, then employees, eventually,
will start using it.

Contrary to the findings in a study conducted by Paroutis and Al Saleh [3], this
study identifies lack of technical skills (15%) and training (18%) among the lowest
scoring barriers to knowledge sharing. Lack of time (24%), however, is a key factor
that prevents employees from getting familiar with the platforms. Lack of time seems
to be a key factor, which affects participation from management, managers as well as
employees negatively. These findings seem to be correlated to the fact that majority
of the employees (63%), who participated in this survey, are relatively young (be-
tween 20-39 years) and only few senior respondents have participated, why lack of
technical skills and training do not seem to be factors, which affect knowledge shar-
ing in this specific case study (Fig. 2). This could, very likely, be linked to the young-
er generation is more technically skilled due to more frequent use of social media in
their private lives.

Another noteworthy finding in this study is that lack of trust does not seem to be a
factor, which affects employees’ knowledge sharing negatively. Even though many
previous studies have identified lack of trust as a key barrier to knowledge sharing,
only 6% of the employees find that lack of trust is a barrier. The finding indicates that
the employees in the participating companies, simply, know and trust each other rela-
tively well, why trust is not a barrier associated with knowledge sharing in this specif-
ic study.



5.2 Towards a research model

Our research results can be summarized based on the discussion and analysis of the
individual, organizational and technological factors, which are presented in the
framework we have proposed in Fig. 1 in this study. The findings identified in this
study are presented in a modified framework, which is illustrated in Fig. 6 below.

The original framework, illustrated in Fig. 1, is based on the findings of previous
studies, which identified a number of individual, organizational and technological
factors, which affect employees’ knowledge sharing through social media. The results
of this survey have identified a number of key findings, which differ from the previ-
ous studies, which means that some of the factors no longer are considered to affect
employees’ knowledge sharing as much as previously.

The initial framework in Fig. 1 includes 11 factors, which are, almost equally, di-
vided among the individual, organizational and technological factors. The updated
framework is slightly modified from the original version and consists only of 7 key
factors that impact the adoption and use of social media. The original framework
highlights that individual, organizational and technological factors, almost equally,
affect employees’ knowledge sharing through social media.

Based on the findings in this study, fewer factors seem to affect employees’
knowledge sharing. The organizational factors: management support, knowledge
sharing culture, recognition and rewards, and knowledge management resources have
the strongest influence on employees’ knowledge sharing followed by the individual
factors: Motivation and perceived usefulness (cost/benefit). The technological factors
do not seem to affect employees’ knowledge sharing as much as previous research has
found, but it is the influence from a combination of the individual and organizational
factors, which determine whether an employee adopts social media for knowledge

sharing.
The fgct that
tf“h“"l"g”a‘ INDIVIDUAL ORGANIZATIONAL
actors do not
seem to affect FACTORS FACTORS

the employees’
knowledge shar-
ing in this par-
ticular study is
most likely very
case  specific.
These findings
are very likely
correlated to the
fact that the
majority of the }
employees
(63%), who
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this survey, are Fig. 6. Results: Factors that affect employees’ knowledge sharing behavior.
relatively young




(between 20-39 years) and only few senior respondents have participated as illustrated
in Fig. 2. Why lack of technical skills and training, consequently, do not seem to be
factors, which affect knowledge sharing in this specific case. This could, very likely,
be linked to the younger generation is more technically skilled due to more frequent
use of social media in their private lives.

6 Conclusion

This study investigates employee’s motivation and has attempted to determine which
factors affect employees’ knowledge sharing through social media in their working
environment. The study identifies a number of factors that differ from previous stud-
ies, which shows a positive development in employees’ knowledge sharing through
social media within organizations.

The study shows that organizational factors such as: management support,
knowledge sharing culture, recognition and rewards, and knowledge management
resources have the strongest influence on employees’ knowledge sharing. Further-
more, individual factors and in particular motivation and perceived usefulness
(cost/benefit) seem to play an important role. Technological factors including usabil-
ity (ease of use) functionality and training do not seem to affect employees’
knowledge sharing as previous research has found, but it is the influence from the
combination of the individual and organizational factors, which determine whether an
employee adopts social media platforms for knowledge sharing.

A key finding of this study is that knowledge sharing is not a ‘social dilemma’ and
that employees do not hoard knowledge as much as previously found due to the fact
that it is more beneficial to share knowledge than to hoard it. The majority of the em-
ployees are motivated by intrinsic motivation, which means they are motivated to
share knowledge out of altruistic and unselfish reasons, simply, because they feel it is
important to help colleagues and provide value to the organization. Only few employ-
ees are motivated by extrinsic motivation and monetary rewards, such as a higher
salary, a bonus or a promotion. Employees are more concerned with providing valua-
ble content, since the essence of knowledge sharing trough social media is to provide
value to colleagues and the organization.

The survey shows that the social media platforms have improved the companies’
internal communication, collaboration and knowledge sharing among the limited
group of employees, who have adopted the platforms. The biggest challenge for the
organizations seems to be to promote and foster continued adoption of the platforms
in order to become a social business and reap more benefits from social media. So far,
none of the case companies can be considered to be social businesses, which means
integrating social media into all of the organization’s business practices and processes
in order to build stronger relationships among employees, customers and business
partners.

The findings of this study emphasize that a number of factors determine an organ-
ization’s success of social media adoption. Each organization is unique and has a
different structure, culture, number of employees, industry sector and so on. The
combination of these factors affects the organization’s approach to knowledge man-



agement, which will have an influence on whether the adoption of a social media
platform will be a success among employees or not.
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