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a b s t r a c t

Firms can obtain competitive advantages from their employees’ knowledge sharing behaviors. This paper
presents a research model to examine the direct and indirect effects of knowledge management systems
(KMS) quality, KMS self-efficacy, organizational climate and attitude on the intention to share knowledge
in the new product development process. The hypotheses are tested on data collected from 134 major
electronic manufacturing firms in Taiwan, using partial least squares regression. The results of the empir-
ical study suggest that attitude is the key factor influencing intention to engage in knowledge sharing.
The more a factor (such as KMS self-efficacy and organizational climate) positively contributes to atti-
tude, the more the factor contributes to knowledge sharing. The findings provide useful insights into
how organizations should encourage employees’ collaborative behaviors or activities so as to reinforce
KMS self-efficacy create a favorable organizational climate that will in turn enhance attitude and inten-
tion to engage in knowledge sharing leading to benefits for the organization as a whole.

� 2012 Elsevier B.V. All rights reserved.

1. Introduction

Knowledge sharing has become a key determinant of a firm’s
competitive advantage [3,11,91]. The primary objective of knowl-
edge sharing research and practices is to facilitate effective knowl-
edge flow among organizational members [65,91]. Firms must
continue to improve their skills and competencies by accumulating
and sharing knowledge [71,85]. To improve intra-organizational
coordination, product quality, and firm performance, firms often
demand that different organizational units such as production,
marketing, and R&D departments implement common processes
which often require the sharing of knowledge. Intra-organizational
studies have shown that knowledge sharing is the fundamental
basis for creating collective knowledge in intra-organizational net-
works [16,38,72,78]. Through knowledge sharing, differently func-
tioning departments are able to build a jointly held knowledge
base, which enhances mutual understanding [16,38,72,78] and im-
proves coordination efficiency [72,90]. Knowledge sharing within a
firm has become a common practice because it enhances the com-
petitive advantage of the organization as a whole [3,91].

Knowledge sharing is particularly relevant in the new product
development (NPD) process [93], because this process involves
complex and interdependent tasks [72]. The product development
process is composed of a series of activities involved in conceptual-

izing, planning, designing, and commercializing a product [14,95].
These activities involve a great amount of knowledge exchange
[14,15]. The team members for NPD are often made up of multiple
units such as R&D, marketing, production, sales, and purchasing.
Knowledge sharing depends on continuous interaction and
communication. Huang [52] proposed an evolutionary theory in
which organizational knowledge creation is a self-organizing pro-
cess, where knowledge is shared by means of interaction and com-
munication flows between individuals, groups, departments, and
organizational boundaries. Maruta [75] emphasizes that through
knowledge sharing, individuals are able to access appropriate
knowledge resources from others, and then create new knowledge
by combining existing knowledge with their intrinsic insight. In-
sight refers to the capability to obtain a desired outcome through
selecting appropriate knowledge and integrating it with related
knowledge. Good insight and knowledge exchange activities will
facilitate the realization of product innovation and productivity
improvement [75]. In other words, successful teamwork in NPD pro-
jects depends on the interaction and knowledge sharing between
team members, which leads to superior NPD performance [50].

To achieve the advantages of knowledge sharing, it is of strate-
gic value for firms to understand the factors that affect knowledge
sharing behaviors and cooperation during the NPD process. A re-
view of the intra-organizational literature reveals that most stud-
ies of the relationships among the business units of a multi-unit
company have focused on factors that directly affect knowledge
sharing behavior, whereas few have examined the interactive ef-
fects that affect knowledge sharing and these relationships [14,42].

0950-7051/$ - see front matter � 2012 Elsevier B.V. All rights reserved.
doi:10.1016/j.knosys.2012.02.001

⇑ Corresponding author. Tel.: +886 3 422 7151x66103; fax: +886 7 3465568.
E-mail address: ywchuang@gmail.com (Y.-W. Chuang).

Knowledge-Based Systems 31 (2012) 106–118

Contents lists available at SciVerse ScienceDirect

Knowledge-Based Systems

journal homepage: www.elsevier .com/locate /knosys

http://dx.doi.org/10.1016/j.knosys.2012.02.001
mailto:ywchuang@gmail.com
http://dx.doi.org/10.1016/j.knosys.2012.02.001
http://www.sciencedirect.com/science/journal/09507051
http://www.elsevier.com/locate/knosys


Intra-organizational linkages and networks, which concern the
maintenance of the relationships within a firm, are major determi-
nants of competitive advantage [94]. Knowledge sharing is depen-
dent on trade-offs affected by factors including attitude [13],
organizational climate [59,70], self-efficacy [7,22], and information
system quality [68]. It is widely accepted that the willingness to
share knowledge is greater if parties have a close relationship.
Thus, value-based relationships become an essential part of net-
work cooperation, helping to bring different organizational units
together to exchange resources and knowledge [94]. In the intra-
organizational network environment, NPD requires cross-func-
tional cooperation with abundant, frequent, and reciprocal sharing
of knowledge [76]. Knowledge sharing by the NPD team can help
with problem solving, design improvement, cost reduction, and
production of a higher level of product [92]. To achieve the benefits
of intra-organizational knowledge sharing, it is vital for all parties
involved to be in a cooperative relationship [14,15]. Cross-unit col-
laboration in the organization creates and maintains the basis for
jointly held knowledge through knowledge sharing, thus enhanc-
ing mutual understanding and expectations [18].

Recognizing the strategic importance of knowledge manage-
ment (KM) and knowledge sharing, a great range of firms has
implemented various KM initiatives. A knowledge management
system (KMS) is a common solution [2,47]. KMS may play an
important role in stimulating the knowledge sharing of the firm.
KMS can be used to facilitate, generate, preserve, and share organi-
zational knowledge [2,85]. Social cognitive theory suggests that
self-efficacy regulates individual behavior and activities, which
are based on forethought of the trade-offs between required effort
and motivation [7,46]. When the motivation for executing a behav-
ior (e.g., knowledge sharing) is adequate, high levels of perceived
self-efficacy will encourage the pursuit of the expected outcomes
and overcome the obstacles, meaning that the stronger the per-
ceived self-efficacy, the more effort exerted towards knowledge
sharing [7,46]. Institutional theory posits that institutionalization
is the ‘‘social process by which individuals come to accept a shared
definition of social reality’’ [88, p. 496]. Institutional theory empha-
sizes the relationship between the organization and the environ-
ment, and incorporates cognitive, rules, norms, beliefs shared by
relevant members [26,41]. When the organization is inclined to
form a climate of cooperation and reciprocal knowledge sharing,
employees will comply with common organizational values [13].
This study draws on the KMS perspective, supplemented by social
cognitive theory and institutional theory in its examination of
which value-based relationships can improve the effects of related
factors on knowledge sharing in an NPD context.

The primary focus in the majority of studies [71,73,102] has
been on the KMS architecture, on the building process and on
the mechanism for agent-based knowledge sharing. Liu et al. [71]
presented a knowledge sharing community model and adopted
an agent-based solution to perform the functions of knowledge
sharing in virtual enterprises. Mahalakshmi and Geetha [73] pro-
posed a ‘‘tarka’’-based argumentative reasoning and discussion,
where each member participates in discussions and gains knowl-
edge through reasoning and inference. After every argument activ-
ity, the internal knowledge is updated and increased. Some KMS
studies concentrate on the conceptual principles or case studies
describing how such systems can improve firm performance.
Quaddus and Xu [85] used qualitative methods to identify the fac-
tors leading to KMS diffusion and proposed a combined KMS diffu-
sion model. Becerra-Fernandez [10] introduced and summarized
various versions of People-Finder KMS. Gottschalk [37] identified
the stages of KMS in police investigations. Lin and Huang [69] at-
tempted to use task technology fits and social cognition to under-
stand KMS usage. However, overall, empirical research on KMS
related issues is still limited.

In other words, there is a scarcity of empirical research on KMS
issues [24,39], and little is known about the implications of the in-
ter-relationships between KMS factors and the organizational fac-
tors that influence knowledge sharing behaviors in networks and
across unit levels. To address this important issue, we develop a
new research model that treats attitude as a mediating factor for
investigating factors influencing intra-organizational knowledge
sharing. As such, we can examine how attitude interacts with other
influencing factors to have impact on intra-organizational knowl-
edge sharing.

The rest of the paper is organized as follows: the next section
presents a brief review of intra-organizational relationships and
knowledge sharing. In Section 3 the research model and hypothe-
ses development are presented. Section 4 describes the methodol-
ogy used in this research study, including the measurement and
data collection procedure. The data analysis and results are pre-
sented in Section 5, including an analysis of the measurement
model and test of the partial least squares (PLS) structural model.
Section 6 includes a discussion of the results, and Section 7 con-
cludes the paper and offers directions for future research.

2. Intra-organizational relationships and knowledge sharing

To improve NPD team coordination and enhance product qual-
ity, firms often demand that common processes be implemented
by different departments such as R&D, marketing, and production,
which requires the sharing of knowledge [14]. Inter-unit collabora-
tion enables better knowledge sharing, resulting in greater com-
petitive advantages for the organization. A primary objective of
knowledge sharing is to speed up information flow [40], improve
the efficiency and effectiveness of the NPD process, and respond
more quickly to changing customers needs [50], which is essential
to the maintenance of reciprocal relationships.

Intra-organizational networks are important for the mainte-
nance of organizational competitive advantage [94]. Cooperation
in the network is embodied in both the structure and the process
of developing intra-organizational relationships, especially the ex-
change of resources and knowledge in the organization [93,94],
which has been shown to result in better problem solving and im-
proved performance [92]. Institutional theory and social cognitive
theory, as related to organizational environments and individual
capabilities, emphasize the development of value-based relation-
ships in the organizational sharing culture and increased personal
capacity. The establishment of a high level of knowledge sharing
through close relationships among between units enhances the
competitive advantage of the organization as a whole [15].

Social cognitive theory is a major theoretical perspective for ana-
lyzing individual motivations and behavior [46]. KMS self-efficacy
is a specific application of the concept of self-efficacy, which is an
essential determinant in social cognitive theory and is developed
through individual learning and behavior [7,46]. KMS self-efficacy
will affect individual behavior by influencing the individual’s
beliefs, attitude, and self-confidence in the face of obstacles in
KMS related tasks [42,46,51].

In the organizational management literature, institutional the-
ory is applied in an organizational setting [12,32]. Institutionaliza-
tion is a means of instilling shared beliefs, offering intrinsic value
to the organizational structure or process [88]. Institutional theory
emphasizes that institutions affect common organizational values
and behavior [53]. Therefore, the institutional context surrounding
the organization regulates its decisions [6]. When the organiza-
tional climate is inclined to pro-sharing norms, the knowledge
sharing behavior is encouraged [13].

In addition to social cognitive theory and institutional theory, a
KMS success model is a key determinant for the assessment of
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