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Sammanfattning 
För att företag ska kunna hålla sig konkurrenskraftiga måste de idag ta många olika 
aspekter i betänkande såsom Knowledge Management (KM). Kunskapsfördelning är ett 
viktigt område i KM. Organisationers förståelse idag för behovet att stödja kunskaps-
fördelning bland anställda ökar. Anställda och speciellt chefer söker, testar och använder 
sig av olika praktiska lösningar för att underlätta kunskapsfördelningen. Genom att ef-
fektivt öka kunskapsfördelningen kan företag utveckla en högre konkurrenskraftighet 
gentemot andra företag. 

Syftet med denna uppsats är att ge förslag på hur kunskapsfördelningen kan förbättras 
bland säljarna i en försäljningsavdelning på ett kundorienterat företag, Arctic Paper. 

För att kunna uppfylla detta syfte och presentera en pålitlig och giltig uppsats har en 
kvalitativ undersökningsmetod använts. Vi ville erhålla en djupare förståelse för ämnet i 
fråga i detta företag, så vi utförde intervjuerna på ett semistrukturerat sätt för att kunna 
behålla ett visst mått av flexibilitet då man bättre kan följa upp de intervjuades tankar 
och observationer. 

Att utföra intervjuerna på två nivåer, den strategiska och operationella, visade sig vara 
ganska informativt. Vi fann att perspektivet på ämnet, kunskapsfördelning, skilde sig åt 
på de två nivåerna. Det verkade som det existerade ett problemfritt perspektiv på den 
högre nivån, medan de anställda på den operationella nivån lättare kunde identifiera de 
huvudsakliga problemen de upplever med kunskapsfördelningen. 

Det mest uppenbara problemet med kunskapsfördelningen i Försäljningsavdelningen 
handlar om den implicita (tacit) kunskapen då denna är den mest påtagliga typen av 
kunskap som råder här. Denna typ av kunskap har heller inget strukturerat sätt att delas 
på och kan då lättare komma bort bland de anställda. Den informella fördelningen av 
kunskap kan orsaka bortfall i information och fel i produktionen och distributionen.  

Då vi utgår från dessa problem har vi sammanställt en lista med rekommendationer för 
företaget som vi presenterar i denna uppsats. Några av de viktigaste rekommendatio-
nerna vi kom fram till utifrån problemen innefattar överföringen av den implicita (tacit) 
kunskapen till explicit utifrån externalisationsprocessen från den modell vi presenterar i 
referensramen, Nonakas model of Knowledge Creation Processes. 



 

 ii

Bachelor’s Thesis in Informatics 

Title: Knowledge Sharing in a customer-oriented organisation 

Author: Irina Gnezdova, Leyla Khorasani 

Tutor: Stefan Hrastinski 

Date:  2005-03-22 

Subject terms: Knowledge Sharing 

 

Abstract 
In order to stay competitive, companies need to take into account many different as-
pects such as Knowledge Management (KM). Knowledge sharing (KS) is an important 
aspect in the field of KM. Organizations today increasingly recognize the need to sup-
port, in one way or another, knowledge sharing amongst employees. Employees and 
specifically managers are searching, testing and using various proactive interventions to 
facilitate knowledge sharing. By effectively enhancing knowledge sharing a company can 
develop a higher degree of competitive advantage. 

The purpose of our thesis is to make recommendations for how knowledge sharing may 
be improved amongst the sales representatives in the sales department at a customer-
oriented company, Arctic Paper.  

In order to fulfil this purpose and to present a reliable and valid report a qualitative 
analysis method was used. We wanted to get a deeper understanding of the chosen sub-
ject matter in this company and therefore conducted the interviews in a semi-structured 
manner in order to have the flexibility to follow up the interviewed participants percep-
tions and thoughts. 

Conducting the interviews on the two levels, strategic and operational, turned out to be 
rather informative. We found that the view on the chosen subject, knowledge sharing, 
differed in the two levels. There seemed to exist a notion of problem-free view on the 
higher level of the company, while the employees on the operational level could more 
easily target the main problems that they face. 

The most evident problems regarding the sharing of knowledge in the Sales Department 
concerns the tacit knowledge, since this is prevalent here and do not have structured 
means of transfer among the sales representatives and therefore easily can get lost. The 
informal direct sharing of knowledge causes loss of information and errors in produc-
tion and delivery. Drawing from this we have gathered some recommendations for the 
company to consider, which will be presented in the study. 

Some of the most important recommendations that we could conclude deriving from 
the probelms concerns the transferring of a certain amount of tacit knowledge into ex-
plicit, which means paying more attention to the process of externalization from 
Nonaka’s model which we present in the our Frame of Reference. 
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1 Introduction  
In the first chapter we will outline the background of the studied subject, problem discussion, purpose of the 
thesis and delimitation. To conclude, interested parties and disposition of the thesis will be presented.  

1.1 Background  
For many companies today, the environments in which they operate have changed rather 
dramatically over the last decades. The atmosphere of corporate environment nowadays re-
lies heavily on factors concerning the customer. That is why many companies have started 
shifting their approach and outlook on how business should be conducted and as to what 
knowledge are important, even the manufacturing companies that often are production-
based. This has implications on organizational aspects, human resource aspects and man-
agement aspects to name a few. In order to stay competitive, the companies need to take 
into account many different aspects such as Knowledge Management (KM). Knowledge 
sharing (KS) is an important aspect in the field of KM. Organizations today increasingly 
recognize the need to support, in one way or another, knowledge sharing amongst employ-
ees. Employees and specifically managers are searching, testing and using various proactive 
interventions to facilitate knowledge sharing. By effectively enhancing knowledge sharing a 
company can develop a higher degree of competitive advantage and increase the level of 
organizational knowledge leading to synergistic advantages in the marketplace (Brown & 
Duguid, 1998). Today a company’s competitive advantage is largely built into the knowl-
edge it possesses, that is why how the company is managing its knowledge is of great im-
portance.  

A lot of employees in the companies today are referred to as knowledge workers due to the 
intensity of knowledge in the business environment. Knowledge workers today face an in-
formation world with challenging characteristics. Some of these challenges include dealing 
with the amount of information coming from different sources that they have to take in 
and use for their purposes. The information from these sources can be a support to the 
customer-oriented processes. The support can be an important step in helping them to 
find, access, and work with the information they require to perform their tasks and has an 
explicit account of the critical role of relationships and the individual as being central to the 
process of knowledge transfer for service firms. This especially since markets now often 
demand specific adaptation of services, and often customization to individual customer 
needs. This is why the role of KM has become an important issue for companies every-
where and in particular knowledge sharing.  

We have chosen to study knowledge sharing in the context of the sales department at the 
company, Arctic Paper, which aims at further developing their customer-orientation. The 
reason for choosing the sales department is that they handle a great deal of knowledge 
needed in order to become and stay more customer-oriented, they also handle a great deal 
of tacit knowledge which makes them a suitable unit to investigate. The company is han-
dling their customers in a long-term perspective, which makes them appropriate for our 
empirical study. Arctic Paper has for the last five years worked on becoming more cus-
tomer-oriented from a production based way of working.  
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1.2 Problem Discussion  
During the course of Knowledge Management at our school we learned about many new 
interesting issues in the management of knowledge in organizations. One of these was 
knowledge sharing and aspects relating to it such as how companies manage the sharing of 
knowledge in their everyday processes. We learned that there can be a great deal of prob-
lems with this issue and we wanted to investigate these problems in practice in a company. 
During the course we had already made a smaller analysis of a company regarding their 
knowledge generation and sharing and became more interested in studying the issue of 
knowledge sharing seeing that there were actually problems related to the different types of 
knowledge sharing. Unfortunately, we were not able to examine this deeper since we were 
limited by time in that study so we decided to examine this in the thesis. 

Since organizations today increasingly recognize the need for support, in one way or an-
other, through knowledge sharing amongst employees we wanted to investigate the level of 
problems in this regard facing companies today of certain character and how they manage 
these problems. The character of the chosen company is customer-oriented and we exam-
ined some questions in two levels of the company, strategic and operational, through the 
theory and empirical studies. 

The first issue that we studied was what companies actually do in practice to share knowl-
edge throughout the organization. We wanted to see how knowledge sharing were con-
ducted in their working processes and did they take any certain measures to share knowl-
edge. This led to our first question. 

• What type of measures does a company take to share knowledge in the organiza-
tion? 

In learning about how knowledge sharing works in the company we wanted to see the 
problems that can occur in this area. By studying their knowledge sharing processes we 
would be able to identify the problems relating to the literature and see the character of 
these leading to our next question. 

• What type of problems can occur in the knowledge sharing? 

The next step in our study was to find out with the help of our Frame of Reference how 
the problems could be improved in order for us to give recommendations to the company 
in focus.  

• How can these problems be improved? 

The last issue that we wanted to address was the importance of knowledge sharing in order 
for the company to become more customer-oriented in their working processes, since this 
has been an issue that has become increasingly important in the company of our study. 
This led us to wonder how the company manages the sharing in this regard. 

• How does knowledge sharing support the customer-oriented processes in the com-
pany? 
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1.3 Purpose 
The purpose of our thesis is to make recommendations for how knowledge sharing may be 
improved amongst the sales representatives in the sales department at a customer-oriented 
company.  

1.4 Delimitation 
Knowledge Management is a wide area to study. Taking into consideration our personal in-
terest and importance of the subject, we decided to investigate the knowledge sharing phe-
nomena and issues related to it. 

In the chosen company there are many different business areas which are dependent on 
knowledge sharing and are affected by the customer-orientation. However, we have chosen 
to focus on the areas that are on a more strategic level and more focused on customers. Af-
ter consultation with our contact at Arctic Paper, Head of Sales Department Jan-Willem 
Pijl, we decided to investigate the Sales Department. 

1.5 Interested Parties 
The paper is mainly aimed to those interested in the field of Knowledge Management and 
mainly knowledge sharing in customer-oriented organizations. The study can be interesting 
for gaining further knowledge about what type of knowledge sharing problems exists and 
how these can be improved. Especially for the studied company the study can give an in-
sight as to what they should eventually consider for future organizational needs and im-
provements. The study is written in English which makes the thesis more available for a 
wider audience than just the Swedish speaking.    

1.6 Disposition 
Introduction: 

 This section introduces the subject of the thesis, gives a background to the subject, dis-
cusses the problems, states our purpose, defines our delimitations and states the prospec-
tive interested parties. 

Method: 

In this section we outline the methodological approach and describe this for better under-
standing of the concepts. We then go on to describe our research approach. We also depict 
different data collection techniques and connect them to how we are planning to use them 
further in our study.  

Frame of Reference: 

The theoretical part will consist of our compiled collection of gathered literature and other 
sources, where the KM and customization aspects will be elaborated on. 

Empirical Study:  

In this part we will gather results from our empirical studies, presenting the company and 
summarizing the conducted interviews. 
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Analysis: 

The empirical study will be analyzed through the theory and chosen context, all of our con-
cluding findings are presented here. 

Conclusions: 

A brief conclusion drawn from the results of the analysis, this will however not be as ex-
tensive as it is customary since we have concluded all of our findings in the analysis. 

Final Discussion 

Our reflections and suggestions for future studies will be presented. 
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2 Method 
In this part we will describe the methodological approach which we have chosen to conduct in the empirical 
and theoretical study and we also give the reasons for choosing this approach. 

2.1 Knowledge Characterizing 
According to Goldkuhl (1998), it is very important in every research to state what type of 
knowledge will be developed during the study and then give characteristics of this knowl-
edge. Knowledge characterizing is done in order to see the value of knowledge produced in 
the research. It is also important for the future choice of the methodological approach 
(Goldkuhl, 1998). The author discusses nine types of knowledge, we will present two of 
them, descriptive and normative knowledge, since they are relevant for our thesis.  

Descriptive knowledge describes qualities of the examined phenomenon (Goldkuhl, 1998). 
Descriptive knowledge can be qualitative or quantitative. This type of knowledge is related 
to descriptive studies that aim to answer questions including the word how (Lundahl & 
Skärvad, 1999). Answers to our research questions about how the knowledge is shared in 
the company and how knowledge sharing supports customer-orientation will be descriptive 
knowledge in our study.  

The purpose of our thesis is to give the company recommendations to knowledge sharing 
problems.  In order to fulfill this purpose the normative knowledge is required. Normative 
knowledge includes rules, norms, alternative directions and recommendations to reach the 
desirable future scenario (Goldkuhl, 1998).  The author also calls this type of knowledge 
guidelines which tell us how to act in certain situations. The list of recommendations pre-
sented at the end of the analysis chapter will be of a normative character in our case. This 
type of knowledge is the most important in our study since it will be used for accomplish-
ing the purpose. 

2.2 Research Approach 
There are two approaches that can be applied to a research study, according to Lundahl & 
Skärvad (1999). These are the quantitative and the qualitative methods. 

In the quantitative approach data is collected to be measured and calculated on later so that 
conclusions can be drawn. These conclusions are based upon data that can be quantified 
(Lundahl & Skärvad, 1999).  

In order to give a more in depth understanding of the subject a qualitative approach can be 
conducted. The qualitative approach explains phenomenas and characterizes them in a 
more detailed way. This approach is more suitable when analyzing individual’s perceptions 
and views on different issues. One of the advantages of conducting qualitative studies such 
as an interview is that the interviewer can ask complex questions and follow up on the 
questions directly (Lundahl & Skärvad, 1999). Holloway (1997) points out that researchers 
usually use qualitative approaches to explore the behaviour, perspectives and experiences 
of the people they study. Qualitative research is a form of social inquiry that focuses on the 
way people interpret and make sense of their experiences. Repstad (1993) relates the quali-
tative research to the concept of “understanding sociology”, which is distinguished by the 
interest for the subjective reality of the persons involved. 
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Taking into account the characteristics of the qualitative approach described above, we find 
it more appropriate for our empirical studies. This approach is suitable for gaining descrip-
tive and normative knowledge, which will be developed in this research as it was stated in 
the subchapter 2.1. The qualitative method will help us to enhance our understanding of 
the studied subject and to describe the processes of knowledge sharing in a more detailed 
way by presenting the employees’ views at the sales department of the chosen company. 
We have chosen this approach also because it will allow us flexibility when it comes to syn-
chronisation of problem formulation and information gathering. It is obvious that during 
the process of working on the thesis some changes can occur, such us the problems can be 
formulated in a different way during the empirical studies. A qualitative approach will help 
us to emphasize on actual conditions and what they are, but not how many they are and 
how often they occur (Repstad, 1993).  

2.3 Data Collection 
There are different types of techniques in the collection of data such as written material, in-
terviews, questionnaires, budgets, protocols and different documents that may be relevant 
to the study (Järvinen, 2000).  Kotler, Armstrong, Saunders and Wong (2001) discuss two 
kinds of data: primary and secondary. Information, which is collected for the specific pur-
pose, is primary data. In our research primary data will be gathered through the interviews 
conducted in the company. On the contrary, information that already exists somewhere 
written is called secondary data (Kotler et al, 2001). Our literature study and already acces-
sible information about the company such as their homepage present the secondary data in 
this thesis. Below we will make a compilation of our different data collection techniques.  

2.3.1 Literature Study 
In the research we are going to conduct a literature study in order to a get a deeper under-
standing of the chosen subject and build a reliable frame of reference, which then can be 
used in further analysis. The main sources of literature studies are Jönköping University li-
brary and databases for article gathering. At the first stage of the literature search we have 
found many interesting books and articles to support the studied subject which we will use 
during our research. We also intend to look at the books, reports and articles at the other 
libraries. 

2.3.2 Interview 
According to Holloway (1997), a qualitative interview is a conversation with a purpose in 
which the interviewer aims to obtain the perspectives, feelings and perceptions from the 
participants in the research.  We will fulfill this purpose with the help of several interviews 
that will be conducted at the sales offices in the company to support our case study. By in-
terviewing the respondents at their work environment we hope to give them a higher de-
gree of comfortness in discussing issues that may be sensitive.  

The reason why we want to conduct interviews is that they are needed to deeply under-
stand the chosen subject. This is mainly because the subject deals very much with human 
perceptions and intangible knowledge. However, the difficulties with interviews are often 
trying to get a hold of the right people and getting them to participate with their time 
(Lundahl & Skärvad, 1999).  
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The interviews will be conducted on two levels, one is on the strategic level and the others 
are with the sales representatives on the operational level. The reason for conducting the 
interviews on the two levels is based on the desire to investigate how the subject of the the-
sis is perceived from a decision level and the practical level at the company to observe 
variations in perception and opinions. 

All the interviews will be formal, according to the description from Holloway (1997), since 
we will set up them in advance, contacting the participants via telephone or email, and we 
will tape-record material during the interview. We plan to have semi-structured interviews, 
since in this kind of interviews researchers do not ask each participant the questions in the 
same way and form, instead the questions’ order can be rather flexible and can be adjusted 
to the person and discussion flow, giving informants the opportunity to report on their 
own thoughts and feelings (Holloway, 1997). During semi-structured interviews we have an 
opportunity to develop questions and decide which issues to pursue, which will be helpful 
for our research, since the studied issues can seem vague and difficult to discuss. 

Each participant of the interview will receive an interview form in order to better prepare 
for the discussion. The interview guides can be found in Appendix 1 and 2. We will start 
discussion with some general questions about the tasks performed by the participant and 
the knowledge about customers that he/she needs. Then we will ask some particular ques-
tions concerning knowledge sharing processes and possible problems within this area. The 
questions about customer orientation and role of knowledge sharing in it will conclude the 
interviews. All these questions are aimed at investigating the problem discussion questions 
and fulfilling the purpose of the thesis. Since all interviews will be semi-structured we will 
have an opportunity to develop our questions and ask additional ones. 

Depending on the situation and possibility to reach the participants in time, our interviews 
may be conducted personally or done by telephone or e-mail. Personal interviews would be 
preferable for our study because of a number of advantages listed by Sekaran (2003). The 
advantage of doing a personal interview is the higher level of understanding between an in-
terviewer and respondents, it is a controlled interview situation where the interviewer has 
the possibility to ask complicated questions as well as follow-up questions. During a per-
sonal interview the contact between the interviewer and the respondent will provide more 
trust and confidence, there is also the opportunity to use visual pictures and body language. 
The disadvantage with personal interviews is the high cost, the respondents and the inter-
viewer can affect each other, and it can also be hard to ask sensitive questions. The prob-
lems of getting an appointment for an interview as well as the location of the company can 
appear in personal interviews. The studied company for this thesis is situated in Gothen-
burg and the distance can prevent direct communication in some cases, which is why the 
telephone or e-mail interview may take place, which will be less time consuming for us. 
Moreover, phone interviews have advantages like high ratio of answers, low cost per inter-
view and they are usually easy to follow up questions (Sekaran, 2003). 

2.3.3 Choice of Respondents 
Choice of respondents is about who should be interviewed and is often made with the help 
of an adjustment between what is principle desirable and what is practical possible and ac-
cessible (Lundahl & Skärvad 1999). We intend to conduct a study in a customer-oriented 
company which is also a knowledge intensive one since the research concerns knowledge 
sharing. Taking into consideration these two facts and our personal contacts and accessibil-
ity of the company we have chosen Arctic Paper. We think Arctic Paper is a very suitable 
company for this research, since it is customer-oriented and is continuously working on 
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becoming even more customer-focused. This company works with business-to-business 
sales and this requires a high level of appropriate knowledge to support the customer orien-
tation in the organization. 

According to Lundahl and Skärvad (1999), the respondents are experts because of their 
knowledge and their possibility to share knowledge within the education connection. When 
selecting respondents for this study we have used judgmental or purposive sampling ap-
proach, which is based on the judgment of researcher in the choice of respondents 
(Sekaran, 2003). This approach allows us to judge who can provide the best information to 
achieve the objectives of the study. Competence, knowledge and experience of the respon-
dents are the main criteria in our selection. Since we want to study the subject on both, 
strategic and operational, levels in the company we will conduct our first interview with the 
head of Sales of Department, Jan-Willem Pijl, who represents the strategic level and who 
can provide us with the necessary information regarding the studied issues. The operational 
level will be presented by four sales representatives from the Sales Department in Gothen-
burg. All of them have necessary competence and experience in order to participate in our 
interviews. They work tightly with each other every day and constantly share knowledge be-
tween each other, how they succeed in this process can be very interesting to investigate 
for our research.  We will be provided with information about the sales representatives be-
fore conducting the interviews during the first interview with Pijl as well as phone contacts. 

2.4 Method Criticism and Trustworthiness 
In this subchapter we will discuss the concepts of validity, reliability, generalization and ob-
jectivity, which are considered critical criteria for any research. 

2.4.1  Validity 
Lundahl and Skärvad (1999) discuss the importance of a certain level of quality for every 
research, which can be reached by two criteria: validity and reliability.  All research must 
show that it has accuracy. Validity is the extent to which findings of the study are true and 
accurate (Holloway, 1997) or in other words, absence of systematic failures when measur-
ing something (Lundahl & Skärvad, 1999). In order to avoid misunderstanding quotations 
from interviews may be used and interviews will be recorded, then the interview transcripts 
will be sent to the respondents whose feedbacks can help us gather trustworthy informa-
tion. Besides, a certain level of validity will be reached by formulating interview questions 
relevant to the purpose of the thesis.  

Lundahl and Skärvad (1999) share the concept validity in internal and external validity. In-
ternal validity is about to what degree the studies result is expressing the reality. We believe 
that internal validity can be reached through the way we designed the interviews. We will 
also have the opportunity to ask followed questions with the purpose to control different 
respondent’s answers towards each other to reach internal validity. External validity implies 
how the result is useful even in other situations than the researched one. We believe that 
companies that are in the same situation as the company we have interviewed can take ad-
vantage from our conclusions.     

2.4.2  Reliability 
Reliability is the extent to which a data collection procedure will generate the same results 
regardless of how, when and where the research is carried out. In qualitative research the 
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consistency is rather difficult to achieve because the researcher is the main research instru-
ment (Holloway, 1997). In order to carry out a reliable research we will strive for successful 
and trustworthy interpretation of our empirical material. This will be achieved with the help 
of tape recording and detailed notes of interviews as well as multiple listening to the mate-
rial. 

2.4.3 Generalization 
According to Lundahl and Skärvad (1999), generalization exists when the findings of the 
study can be applied to other cases or the whole population. However, qualitative research-
ers do not usually claim generalization of the findings because they produce only a slice of 
situation rather than whole, especially the concept of generalization is irrelevant when a 
single case or phenomena is examined (Holloway, 1997). In qualitative research it is more 
important to analyse degree of generalisation, as demands on reliability vary with the prob-
lems investigated. We are not going to generalize our findings to a large extent, though this 
study can be interesting and contributing for the customer-oriented organizations and for 
the companies operating under similar circumstances when it comes to the processes of 
knowledge sharing. This study focuses on giving recommendations to the problems with 
knowledge sharing, therefore this study and its findings may be of interest and importance 
to the companies experiencing the same kind of problems as the company in focus.  

2.4.4 Objectivity 
Lundahl and Skärvad (1999) point out that objectivity of any study implies that no subjec-
tive views of the researcher influenced the study and all data was presented correctly. Con-
clusions drawn from the empirical study should be based on the facts and not subjective 
ideas. We will strive to reach the high level of objectivity in our thesis by examining the 
conclusions a number of times and comparing them with the answers from the interviews 
to ensure that they are derived from the valid result of the conducted empirical study and 
no subjective views are presented. While presenting the interview results in the empirical 
part we will avoid our personal interpretation focusing on presenting just the information 
gained from the respondents. By this we will also try to strive for an objective study. 
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3 Frame of Reference 
In the following part we will present theories and information on the chosen subject, collected through differ-
ent literature sources, which will be further used in the empirical studies and analysis. This chapter is out-
lined as follows. We will start with defining knowledge management. Then the issue of knowledge sharing 
will be discussed. Finally, we will present the subject of customer orientation and how it is related with 
knowledge sharing.  

3.1 Knowledge Management 
It is argued that the basic economic resource in the new economy is knowledge, which is 
displacing natural resources, capital and labour (Carlsson, 2003). Knowledge management 
is a concept in which an enterprise gathers, organizes, shares, and analyzes its knowledge in 
terms of resources, documents, and people skills (http://www.download-
hub.com/knowledge-management.htm). One of the central aims with Knowledge Man-
agement in the organization is to leverage the knowledge of individuals and teams so that 
this knowledge becomes available as a resource for the entire organization and supports the 
organization in becoming more competitive (Davenport & Prusak, 1998). Knowledge gen-
eration, codification and sharing from an individual level into an organizational are three 
main aims of Knowledge Management. This thesis mainly concentrates on the third of 
these and on issues such as enabling and stimulating the process of knowledge sharing. 

It is very important for the firms to manage the existing knowledge in a proper way. Com-
panies tend to focus on knowledge workers and other creative thinkers that can make a dif-
ference in the company (Nonaka, Ichijo & Krogh, 2000). The term “knowledge workers” is 
widely-used in the KM literature. It stands for both professionals and others with either 
disciplined-based knowledge or more esoteric expertise and skills (Newell, Robertson, 
Scarbrough & Swan, 2002). However, it is rather difficult to create a culture that values 
learning, because people often have a limited interest in knowledge sharing, being occupied 
with other activities. Knowledge learning appears to be quite hard to break through. As 
Nonaka and colleagues (2000) argue, managers need to support knowledge creation and 
sharing rather than control it. This way of handling knowledge is called knowledge enabling. 
Knowledge enabling provides facilitating relationship and conversations, sharing local 
knowledge across an organization or beyond geographic and cultural borders. Knowledge 
enabling at a deeper level relies on a new sense of emotional knowledge and care in an or-
ganization, which highlights how people treat each other and encourages creativity which 
can be found in everyone (Nonaka et al, 2000). 

3.2 Different Types of Knowledge 
Von Krogh and Roos (1998) argue that knowledge in the organization consists of the 
competence of the individual and of the principles by which relationships between indi-
viduals and groups are built and coordinated. Individuals derive their knowledge from pre-
vious experience. According to Nonaka and Takeuchi (1995), knowledge sharing is a proc-
ess of interactions between explicit and tacit knowledge. Here it is necessary to give the defini-
tions of these kinds of knowledge. 

Explicit knowledge can be expressed in words and numbers and shared in the form of data, 
scientific formula, specification and manuals (Nonaka et al., 2000). This kind of knowledge 
can readily be transmitted between individuals, mostly through modern information infra-
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structures such as an intranet (Damsgaard & Schepeers, 2001). On the other hand, tacit 
knowledge is hard to transfer, because tacit knowledge is personal, and it resides in our 
heads and in our practical skills, actions and experiences (Nonaka et al., 2000). According 
to Davenport and Prusak (1998), knowledge originates and resides in the minds of the 
knower, but it also becomes embedded in organizational documents, repositories, routines, 
processes and norms. 

The interactions between tacit and explicit knowledge lead to the creation and sharing of 
new knowledge. The combination of the two categories makes it possible to conceptualise 
four conversion patterns. Figure 1 depicts the characteristics of the four knowledge crea-
tion process modes and the associated conversions between tacit and explicit knowledge. 

 

Figure 1. Nonaka´s (1995) Model of Knowledge Creation Processes. 

In the following we give characteristics of each process (Nonaka & Takeuchi, 1995): 

• Socialization – This is the first mode of the knowledge creation processes. The tacit 
knowledge is transformed through a socialization process between individuals. The 
process of transferring ideas directly to or have them challenged by fellow employ-
ees is a way to share and create personal knowledge. In short, the key to gain tacit 
knowledge is through experience and social interaction, for instance, apprentice-
ship, informal meetings outside the workplace, interacting with customers and sup-
pliers. 

• Externalization – This is a process of articulating tacit knowledge to explicit knowl-
edge that is codifiable, comprehensible and modifiable. This means that the indi-
vidual’s intentions, norms and beliefs then become integrated with the group’s 
knowledge. This can be done by different techniques such as metaphors and analo-
gies, ideas can be expressed through images or words as well as concepts and figu-
rative language.  

• Combination – This is a process of converging explicit knowledge to more complex 
and systematic set of explicit knowledge. For instance concepts can be put into a so 
called “knowledge system”, which can be achieved by meetings, documenting and 
computer networks. The knowledge is combined, edited or processed to form new 
knowledge.  
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• Internalization – This is a process of embodying explicit knowledge to tacit knowl-
edge. Explicit knowledge is shared throughout the organisation and then converged 
into tacit knowledge by individuals. This requires the individual to identify knowl-
edge relevant for him/herself within the pool of organizational knowledge. It is 
very much related to learning by doing, for example through; training programs, 
simulations and experiments. 

3.3 Knowledge Sharing 
Knowledge is constantly shared and transferred within the organization or between differ-
ent organizations whether or not we manage the process at all. Knowledge sharing raises 
issues that are relevant to the competitiveness of the company at present and contributes 
substantially to knowledge creation. It is a well-known fact that organizations possess rich 
resources of unknown and non-exploited knowledge in the form of know-how, best prac-
tices, and specific knowledge. Making this body of personal knowledge available to others 
is a central activity in a knowledge-creating company (Nonaka & Takeuchi, 1995). 

Depending on the type of knowledge (tacit or explicit), different ways of transferring it to 
others can be applied. For transferring explicit knowledge different information communi-
cation technologies can be used: Intranets, Lotus Notes, data warehouses and GroupWise, 
etc. These technologies help to store, share and transfer information saving time and over-
coming geographical boundaries, since the access to information is possible all the time 
(Davenport & Prusak, 1998). This is also a hard approach to knowledge sharing which im-
plies that various software systems are used for knowledge sharing. Ruggles (1997), Daven-
port and Prusak (1998), and Dixon (2000) stress the importance of the systems such as da-
tabases, data mining, data warehouses, expert systems, and collaborative tools in the proc-
ess of knowledge distribution. The software can be used to identify, acquire, and codify 
knowledge and makes it accessible for a wide range of users. However, the role of technol-
ogy cannot be overestimated since it has some limitations (Davenport & Prusak, 1998). 
The knowledge sharing cannot be based on only technical development. It requires support 
within the whole company. The technical tools can improve greatly knowledge distribution, 
but they are not able to replace the face-to-face communication, which is emphasized by 
soft approach on knowledge sharing. 

The representatives of the soft approach Von Krogh and Roos (1995) stress the role of 
human interactions in the process of knowledge sharing. This approach is mostly applied 
to transferring of tacit knowledge. Since tacit knowledge is harder to share and transfer, 
special occasions for transferring this knowledge should be created which can motivate 
people to share knowledge with each other creating a relaxing and informal atmosphere, 
for example, coffee rooms, water coolers, talk rooms. In such locations people can sponta-
neously talk about current problems, exchange ideas and give advice to each other (Daven-
port & Prusak, 1998). These authors give an example of the Japanese firms that have set up 
special “talk rooms” to encourage unpredictable and creative knowledge exchange. No 
meetings are held in the talk rooms, there are no organized discussions either. The expecta-
tion of these rooms is that employees will chat about their current work with whomever 
they find and that these conversations will create values for the firm. Another interesting 
example regarding sharing of tacit knowledge presented by Davenport and Prusak (1998) is 
knowledge fairs and open forums. Such occasions are unstructured meetings which allow 
spontaneity, which bring people together providing them without preconceptions who 
should talk to whom. Such occasions for employees to interact informally play an impor-
tant role in knowledge sharing. For instance, corporate picnics provide opportunities for 
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exchange between employees who never get to talk to each other in their daily work (Dav-
enport & Prusak, 1998). 

These two different perspectives on the notion of knowledge sharing, hard and soft ap-
proaches, should support each other in order to gain effective distribution of both explicit 
and tacit knowledge existing in the organization. However, much research on this subject 
have proved that sharing knowledge in an organization is far from being a smooth and self-
initiated process (Husted & Michailova, 2002).     

3.3.1 Problems with Knowledge Sharing 
In an article by Husted and Michailova (2002) the authors discuss in general the subject of 
knowledge sharing and then present their empirical studies done in certain companies. 
Husted and Michailova (2002) point out different kinds of difficulties associated with 
knowledge-sharing. They are problems related to sharing and transmitting different types 
of knowledge (tacit, explicit) and problems concerning knowledge receivers and transmit-
ters. Let us start with the first problem. 

It is always more difficult to share and transfer tacit knowledge, since the character of this 
knowledge is rather complicated (invisible, personal, hard to express). Some authors believe 
that tacit knowledge in general can be articulated as long as the organization is willing to 
bear the costs of it (Nonaka & Takeuchi, 1995). The other argue that tacit knowledge can 
mainly be acquired through experimentation, learning by doing and imitating the skills of 
the superior performers within the area, which are rather costly and slowly methods 
(Husted & Michailova, 2002). If we take into consideration the first view, that most tacit 
knowledge can be codified, for example, as best practices, manuals and other kinds of 
documents, then it gives benefits of leveraging knowledge easier and quicker across time, 
distance and boarders. Codification in organizations converts knowledge into accessible 
and applicable formats for those who need it. New technologies play an important role in 
knowledge codification (Davenport & Prusak, 1998). It sounds perfect, but here comes the 
problem of the risk of outside imitation of the company’s knowledge. Once the knowledge 
is codified, the risk of spreading of this knowledge to competing companies increases dra-
matically, but at the same time possessing just tacit knowledge can be dangerous since it 
can disappear as soon as the holder of knowledge leaves the company (Husted & 
Michailova, 2002). Davenport and Prusak (1998) suggest some guidelines to successful 
codification of knowledge: 

1. Managers must decide what business goals the codified knowledge will serve 

2. Managers must be able to identify knowledge existing in various forms appropriate 
to reaching those goals 

3. Knowledge managers must evaluate knowledge for usefulness and appropriateness 
for codification (the problem of possibility to codify tacit knowledge can be solved 
here) 

4. Codifiers must identify an appropriate medium for codification and distribution 
(the problem of spreading to competitors can be avoided by this) 

One more difficulty arises when it comes to knowledge receivers and transmitters. Un-
awareness on both ends of transfer is a major barrier to knowledge sharing (Husted & 
Michailova, 2002). Potential receivers are not aware of the existence of the knowledge they 
need, on the other hand potential sources are not aware that there may be a need for their 
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knowledge. The larger the organization is, the larger the problem of unawareness is. One of 
the solutions to this can be is not to share all knowledge created in the organization, but 
strive for transferring only the relevant pieces of knowledge (Husted & Michailova, 2002). 
The other solution is suggested by Davenport and Prusak (1998) where they recommend 
firms to create knowledge maps. Knowledge maps can be actual maps, knowledge “yellow 
pages” or cleverly constructed databases. All of them point to knowledge but do not con-
tain it. It is a guide, but not a repository. The benefit of knowledge maps is to show people 
in the organization where to go when they need expertise. 

Von Krogh and Roos (1995) also speak about lack of common language within an organi-
zation, which can be a barrier for transferring necessary knowledge. There should be a 
common language within the organization which includes specific words, expressions, jar-
gon understood by all members of the company. It can speed up exchanging knowledge 
and increase the understanding. Another factor that may influence knowledge sharing in a 
negative way is lack of willingness to distribute knowledge the employees possess (Von 
Krogh & Roos, 1995). It results from the belief that knowledge the individuals have makes 
them unique in the organization. Simple commands and orders will not stimulate knowl-
edge sharing. People must see clear reasons for distributing their knowledge. 

In order to avoid problems discussed above and some new problems with knowledge-
sharing,  the socio-organizational aspects and new forms of working together, such as team 
work, should be taken into consideration as well as knowledge-sharing culture should be 
created in the organization (Newell et al., 2002). 

3.3.2 Socio-organisational Aspects and Knowledge Sharing 
The individual is the main creator and holder of knowledge. It is important to stress that 
individual knowledge does not always result in organisational knowledge. It is a role of KM 
to integrate those two processes by creating a proper organisational culture that enables 
and stimulates knowledge transfer. 

According to Nonaka and Takeuchi (1995), certain conditions must be fulfilled to enable 
the creation of organisational knowledge, namely: 

1. Individuals need to have the widest possible and diversified range of experience 
and approaches. 

2. Individuals must be ready, willing and capable of discussing their experiences and 
knowledge. 

3. Individuals must be able to achieve compromise in order to form shared schemes. 

4. Individuals need to operate in specified conditions which stimulate knowledge dis-
tribution. 

Knowledge sharing, as mentioned by Handy (1993), is a set of behaviours that involve the 
exchange of information or assistance to others. Knowledge sharing can be compared to 
organisational citizenship behaviour (OCB) or prosocial organisational behaviour. In an or-
ganisation with a positive social interaction culture, both management and employees so-
cialize and interact frequently with each other, with little regard to their organisational 
status. These kinds of behaviours result in natural knowledge sharing and employees who 
are more knowledgeable become knowledge sources. Knowledge distributed through direct 
interactions, such as conversations during breaks, seems to be easily acquired and better 
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understood (Handy, 1993). The author proceeds, that if an organisation does not support a 
human communications network, that operates freely, seeking the shortest path between 
knowledge providers and knowledge seekers, KM will not succeed. 

In order to improve the process of distributing knowledge or the firm’s “Sharing Inven-
tory” an organisation should, according to Jackson (1953): 

• Build a climate of trust, cooperation, and support. A few people hoarding informa-
tion inhibit organisational performance. 

• Align performance assessment and compensation to encourage a sharing environ-
ment. Group success is valued over individual. 

• Organize a support system for new employees so they participate in the sharing 
processes. Mentors need to demonstrate and reinforce the positive virtues of shar-
ing knowledge. 

Although knowledge sharing must be voluntary (Kelloway & Barling, 1999), it is not always 
spontaneous. In fact, knowledge sharing is often the subject of managerial exhortations and 
organisational reward structures. Companies must provide a specific motivation system. It 
should reward knowledge sharing and team cooperation more than individual achieve-
ments. Employees should be praised more for the final outcome than for individual goals. 
Davenport and Prusak (1998) also note that successful knowledge transfer relies on a cul-
ture which supports knowledge sharing and includes trust among members of organisation. 

3.3.3 Team Working and Knowledge Distribution 
Today, according to Newell and colleagues (2002), the individual knowledge is not suffi-
cient, since it does not guarantee substantial growth and development of a company, which 
is why organizations try to transfer this knowledge into group or organizational knowledge. 

 Due to increasing complexity of organizational structure an individual is no longer able to 
spread its knowledge within organizational frames and to make decisions by him/herself. 
Besides, very often various types of knowledge and experience are needed to perform even 
most basic tasks. One person does not have all the experience and all the resources, all the 
information to perform a task or solve a problem. In such situations a team work is neces-
sary, during which experts from various fields can interact, exchange knowledge, share ex-
perience in order to generate the best option. Teams are considered to produce more crea-
tive and effective solutions than individuals. However, Newell et al. (2002) point out that 
joining a group of individuals together will not necessarily result in required output. Team 
working can also bring serious problems, such as lack of consensus within a group, poor 
planning and poorly defined goals, conflicts, poor grasp of problems, fear of speaking 
within some members and distractions.  

In order to avoid these problems and to ensure the proper process of knowledge sharing 
within and among teams Newell et al. (2002) suggest that certain conditions must be ful-
filled. Firstly, team members should work closely together over a prolonged period of time 
because only prolonged interactions guarantee deep information sharing. Secondly, all team 
members should equally contribute to final output. Thirdly, the quality of interpersonal re-
lationships ought to be possibly high: no competitiveness, conflicts or hostility among 
group mates. Fourthly, there should be a clear and commonly accepted distribution of 
power in the group.  
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Moreover, there is a set of mechanisms that if implemented make knowledge sharing 
within and between teams more effective. Grandori and Soda (1995) list the following 
mechanisms: access to communication channels, social coordination through agreed forms, 
providing individuals with particular role responsibilities for linking individuals together, 
assigning authority and control to particular individuals to ensure an appropriate mix of 
skills. 

3.3.4 Creation of a Knowledge-sharing Culture 
Our literature studies have shown, that many authors agree on that it is very important to 
develop an organizational culture that is supportive of knowledge-sharing rather than 
knowledge-hoarding. Newell and colleagues (2002) identify some factors, which can be 
helpful for the organization to move towards successful knowledge-sharing. The author 
starts with discussing the appropriate incentives and motivation for sharing of knowledge. Knowl-
edge-sharing will be more likely if individuals are rewarded for this (Newell et al., 2002). It 
is obvious that people will share and exploit knowledge more if they get a reward for this. 
Incentives range from tangible financial rewards to the intangible rewards of recognition 
and status. Knowledge-intensive environments may also permit a more innovative ap-
proach to rewarding commitment. An interesting example is given by Newell at al. (2002), 
when at one company free Lotus Notes licenses were distributed to encourage educators 
within the organization to submit comments and ideas to knowledge bases. Long-term 
achievement within a particular discipline may be rewarded by promoting individuals to 
senior expert positions. 

Adequate resources are also needed and important when it comes to knowledge-sharing. The 
individuals within the organization must be given time to share ideas as well as necessary 
tools to facilitate the acquired information (Newell et al., 2002). The authors also point out 
that appropriate breadth and depth of skills and expertise or in other words, some common under-
standing should be gained in order to be able to share ideas with others. This can be done 
with the help of training and providing the individuals with a broad range of opportunities.  

It can happen, that different groups within and across the organization often do not suc-
ceed in sharing knowledge not just because of their resistance or unwillingness, but simply 
because they operate on “different levels” and speak “different language” (Newell at al., 
2002) which is confirmed previously by Von Krogh and Roos (1995). That is why it is im-
portant to have individuals who can encourage knowledge-sharing across organizational 
boundaries. Newell et al. (2002) call them linking-pin/boundary-spanning individuals. Such peo-
ple can translate the experience of particular individuals into the language which can be un-
derstood by others in the wider organization. Finally, having a committed project champion can 
play a big role in creation of a successful knowledge-sharing culture in the organization, 
which can “catalyze” learning from a complex and uncertain situation. 

3.4 Knowledge Sharing in Customer Orientation  
Companies are assumed to have always been oriented toward accumulating and applying 
knowledge to create economic value and competitive advantage. The atmosphere of the 
corporate environment nowadays relies heavily on factors concerning the customer. That is 
why many companies have started shifting their approach and outlook on how business 
should be conducted and as to what knowledge are important, even the manufacturing 
companies that often are production-based (Pfeffer, 1999). The author states that for a 
long time the emphasis for these companies was mainly on effectivity in productions and 
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distribution. Customers were not a primary concern in the terms that the needs and de-
mands of these were seen as an objective. 

Through a customer orientation, firms can gain knowledge and customer insights in order 
to generate superior innovations (Varadarajan, Jayachandran & White, 1999). In this regard, 
moving towards customer orientation can help companies to focus on what their produc-
ing and how they produce it to enhance value for both the company and their customers as 
well as reducing customers’ switching company through relational trust. 

According to Thompson (1999) the overpowering response today in company manage-
ment when asked about the twenty-first century issues was an enthusiasm to become closer 
to the customer and to attain a more customer-oriented culture and business vision. It se-
ems that no matter what the industry or geographic environment, managing customer rela-
tionships that is attracting, developing, and retaining customers is the single most powerful 
issue for businesses today, and it is expected to be the biggest issue tomorrow. With the 
ever emerging of the Internet, this will become even more pronounced as customers’ ex-
pectations are dynamically reset and increased almost daily according to Thompson, (1999). 
The author also states that as industry boundaries are redefined and creative new e-business 
value propositions are introduced, companies will experience relentless pressure to under-
stand and meet their customers’ rapidly changing needs. 
 

The last decades have illustrated the emergence of customer power in controlling how 
products and services are manufactured or delivered to us. Simply supplying the product or 
service is not enough anymore, companies have realized that in order to attain customer 
satisfaction they need to offer augmented services as well. For companies to be able to de-
velop these augmented services they need to have good understanding and knowledge 
about the customers and their needs and demands, an orientation towards customers is 
thus necessary. Sharing knowledge has become an essential factor in this orientation for 
companies to conduct good business (Strong & Harris, 2004). The more effective knowl-
edge sharing is at a company so is the understanding of how processes can be conducted to 
maximize the orientation towards customer satisfaction ultimately leading to improved or-
ganizational procedures in this regard. 

3.4.1 The development of Customer Orientation 

As the corporate atmosphere developed towards a culture more based on service as well as 
product, so has the focus of managers. Brown and Duguid (1998) state that the business 
content is shifting from traditional manufacturing to the management of knowledge. This 
shift involves many new challenges for companies and the managers of these. As a conse-
quence this has forced companies to look at their structures to see whether they can iden-
tify areas that they can change or manage in a different way to optimize the effectivity of 
work flow to support the new prerequisites. New skills, knowledge, attitudes and standards 
are now required in industries and firms previously sheltered from competition (Pettigrew 
& Wipp, 1991). This is very much aligned with Max Webers (1927) theory that particular 
forms of organizations appear at specific moments in time embedded within existing social, 
economic and technological conditions. We have already seen the change from the indus-
trial age to the bureaucratic organization with a heavy emphasis on hierarchy and the reper-
cussions of this, mainly a focus on stability and control.  

The shift that is currently evolving and have done so for the past decades tend to focus 
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more on factors such as service delivery and intellectual technologies as a defining charac-
ter for the emergence of post-industrial forms according to Hildebrand (1989). Customer 
orientation in particular has been a primary focus for many organizations due to factors 
such as those Hildebrand (1989) mentions. With a great deal of new technology continu-
ously emerging into the business processes new knowledge have become a crucial element 
in the management of the technology in order to implement these in a desired manner. The 
growing influence of knowledge and how this is shared has become more evident in suc-
cessful competitive businesses. A company's competitiveness factor is a combination of the 
potential of its people, the quality of information those people possess and a willingness to 
share knowledge with others in the organization (Goman, 2004).    
With today's emphasis on cross functional teams, natural work groups, and continuous im-
provement task forces, companies must learn to formally plan and review the activities of 
these emerging horizontal organizations. The traditional command-and-control structures 
had their teams, but they were vertical. Employees belonged to the sales team or the inter-
nal audit team, and the manager was responsible for managing the team. Now, with the 
growing evolution of networking across departmental boundaries, team meeting skills are 
vital to the success of the teams and their organizations according to Thompson (1999). He 
also states that major companies that do not have cross-functional business process man-
agement can envision ideal new organizational structures, but they often lack the flexibility 
to implement them. The horizontal flow of business activities can be so poorly understood 
and documented that if a portion of that workflow, a person or a division of the company, 
were to be removed as the result of reorganization the work might actually stop. Poten-
tially, no one beyond that person or division would know where the workflow came from 
or went to (Thompson, 1999). In other words, if you lost the elevator operators, you 
couldn’t run the elevators. The connections between the various vertical functions, or 
“floors” of the business, are often held together by the information in people’s heads, not 
by institutionalized knowledge and formal documented processes. This exposure can have 
a chilling effect on organizational creativity and performance. The organizational structures 
have thus been forced to adjust to the new ways of doing business. The structure of the or-
ganizations that try to stay innovative tends to shift the balance of power from the top to 
lower levels in the hierarchy in order to more rapidly be able to exploit new thoughts and 
innovations from employees throughout the whole enterprise. More weight is put on flexi-
bility and empowerment of employees to find new and improved ways of conducting proc-
esses (Fletcher & Tallinn, 1997).  
This evolution is subsequently supported by the learning organization theory where the 
knowledge-organization has an imperative role. Knowledge processes are very different 
from the traditional organizational forms in organizations that are network based. Knowl-
edge management has become a strategic tool for organizations.   

In today’s environment, good managers with good intentions are simply not good enough, 
nowadays new and innovative management skills and approaches are required and new 
manager roles are increasingly becoming popular (Thompson, 1999). Their leading role is 
to manage and enhance knowledge throughout the company for better knowledge creation, 
sharing, transfer and dissemination. Since the importance of creating value to customers 
through knowledge sharing in the organization has increased, the role of the managers had 
to change in order to better preserve and develop these. Professional salespeople are often 
placed in situations where role conflict and uncertainty are common. They are generally ex-
pected to sell a company’s’ products and services to generate immediate profits, while si-
multaneously building customer satisfaction and promoting lifetime customers and the 
long-term economic viability and competitive advantage of the firm. The concept of cus-
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tomer-oriented selling illustrates the conflict, as salespeople are required to forgo immedi-
ate benefits in light of long-term rewards (Rozell, Pettijohn & Parker, 2004). In order to 
develop and sustain competitive advantages for the knowledge-intensive companies, strate-
gic management should enable development of new knowledge and sharing of knowledge 
to help the sales people which are often the ones having to deal with every day customer 
orientation to improve their operations with the help of these. The leadership challenge is 
to link these components as tightly as possible. Information and knowledge sharing is a 
cornerstone of the strategy for customer orientation. 

3.5 Discussion of Frame of Reference 
In our Frame of Reference we have brought up several important issues for our study such 
as explicit and tacit knowledge and different aspects of knowledge sharing. These issues are 
the foundation for investigating the questions in our problem discussion and finding even-
tual reasons and explanations for understanding how it is perceived and how it works in 
practice. By studying different theories on the subject we will try to connect them with the 
empirical findings in order to accomplish the purpose of the thesis. Since the purpose of 
the thesis is to give recommendations to problems in knowledge sharing, we have used the 
Frame of Reference to analyse different theories in order to establish a credible base for the 
list of recommendations as an alternative to many or all of these problems. Our intent is to 
present enough knowledge in the Frame of Reference to give the analysis of the empirical 
studies a good basis for understanding.  

The different issues brought up through the Frame of Reference gave us a good under-
standing of our qualitative study in the company regarding the different aspects of knowl-
edge sharing. Many issues brought up in the interviews such as means of sharing knowl-
edge and perceived customer-orientation could more easily be understood after reading our 
literature study. We found many similarities in the interviewed people’s statements that 
could be linked to our literature study. The employees’ perception on many aspects could 
be explained or understood through literature study. 
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4 Empirical Findings 
In this chapter we describe the history of the company and its evolvement to its present structure. We will 
then go on to describe the sales department and how processes are conducted there. This is followed by the 
empirical findings from the interviews.  

4.1 Arctic Paper 
Arctic Paper is a result of a merger of two companies Arctic Paper Håfreströms AB and 
Arctic Paper Munkedals AB, which were established at the end of the 19th century. In 1990 
the Trebruk AB group was established which led to sales offices being opened all over 
Europe. The Polish mill Arctic Paper Kostrzyn S.A. was acquired by Trebruk AB from the 
Polish state in 1993. Up until 1993, when Trebruk AB bought what is now Arctic Paper 
Kostrzyn S.A., the mill had been manufacturing both pulp and paper products.  
After the take-over Trebruk AB’s operations were rationalized, and the company only pro-
duced graphical paper. Starting on the 1st of January 2003 the aim has been, and still is, to 
ensure that all units within the company Group act as one single company. The company 
name changed to Arctic Paper. 
Arctic Paper is one of Europe’s leading companies in the field of high-quality, graphic fine 
paper. The parent company has its head office in Gothenburg, while the group’s paper 
production takes place at three units, two in Sweden and one in Poland. Arctic Paper’ pa-
per qualities cover a wide area of applications within the printing industry, including book 
production, advertising materials and office materials.  

4.2 Sales Department 
Here we will describe how the Sales Department in Arctic Paper works, after this follows 
the interviews. 

The sales department is divided in different parts. There is the Business Development sec-
tion, the External sales and the Internal sales. They all have different tasks and work pro-
cedures although they are all connected in a value chain. The Business Development sec-
tion works in districts and is close to the end customers. They are a branch of External 
sales representatives and deal with a lot of the initial communication with customers. The 
customer chain consists of three categories: the printing houses, the advertisement agencies 
and the end customers. The end customers and printing houses are handled by the Exter-
nal sales representatives while the Business Development section handles advertisement 
agencies as well as end customers. Once the end customers are established the work start 
with determining the whole value chain to work on the customers in this to make sure that 
they all agree to the products offered by Arctic Paper. The end customer might be a hotel 
wanting a certain paper with printings, therefore the sales department need to have close 
contact with both the printers and the advertisement agency to provide a wanted end 
product for the end customer. By working this way Arctic Paper provides their customers 
an overall-solution to their needs and have to take into account all of the different parties 
of the value chain which is illustrated in Figure 2.  
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Figure 2. Value chain of the Sales Department at Arctic Paper. 

 

To effectively handle customers, the different parts of the sales department need to have 
good communication between them in order to satisfy the customers. After the customer 
chain is established by the Business Development section and External sales, the Internal 
sales are ready to serve the customer with products and information. The customers are 
then registered in Arctic Paper and only need to call Internal sales to order what they need 
and how much they need. If changes should occur in their needs they inform this to the In-
ternal sales representatives that all have their special clients they handle.   

 

 

Figure 3. Organizational chart of the Sales Department in Arctic Paper. 
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4.3 Interview with the Head of Sales Department  
When interviewing Jan-William Pijl he stated that Knowledge Management has become 
more important for Arctic Paper during the last five years. This is much due to the fact that 
Arctic Paper has made a conscious effort to become more customer-oriented from being a 
very production-based company. Arctic Paper understands the importance of knowledge 
for the company’s competitive advantage that is why they pay much attention to the man-
agement of knowledge. 

As Pijl said in the sales departments they basically need a lot of information about the cus-
tomers, regarding needs and preferences. Since they have a great deal of direct contact with 
customers, the sales representatives also need to have social competence in order to attain 
contacts. What is also an important issue concerning the sales representatives is the ability 
to be open to new and innovative ideas. This requires that they are flexible in taking in 
changes and new ways of working. Pijl stressed the importance for sales representatives at 
Arctic Paper of being open to changers and staying updated at the market. 

Arctic Paper takes different measures to generate and share knowledge among employees. 
They organize two yearly meetings, Business Development Board, on the different levels, 
sales department level and strategic level, to enhance knowledge generation and sharing. 
They do this by combining seminars, workshops, lectures and social activities. These meet-
ings are contributing in many ways since they give employees from different countries to 
exchange their knowledge and learn a lot from each other. Arctic Paper also acquires 
knowledge about the situation on the market by “buying” information from other compa-
nies. 

A large amount of the customer information is gathered by the sales representatives them-
selves. They do this by researching and visiting the companies, by establishing a relation-
ship with the customers’ representatives they can find out a great deal about their needs 
and preferences. The information and knowledge is shared amongst the employees mainly 
through personal contact, phone contact, email and a certain amount through the Intranet. 

Pijl pointed out that since knowledge sharing is very important for Arctic Paper, they work 
much on finding new ways of motivating people to share knowledge. For instance, they 
have thought about introducing incentives to further enhance the sharing of knowledge 
amongst the employees. 

The information and knowledge that is hard to share through explicit means is mainly 
shared among the employees in the two yearly meetings and then passed on to co-workers 
by personal contact in their offices. 

When the questions about customer orientation were discussed, we found out the follow-
ing information. The customer relations are of great importance to Arctic Paper and have 
been so for the last five years in an attempt to become more customer-oriented. They went 
from a heavily production based company to realize that they needed to start nurturing 
their customers in order to become competitive. Arctic Paper tries to stay updated on what 
the customer’s needs and preferences are, as well as on the strategic as operational level. 
They seek to satisfy their customers by offering them a solution best suited for their image 
and preference.  

The customer-orientation occurs mainly on two different levels, the first level is the sales 
departments and the second is on the strategic level where general principles are laid down 
for how the departments should work. How the different departments choose to manage 
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their customer relations is rather free and up to that manager to decide. The operational 
decisions lie on the manager’s responsibility of the different departments. For instance, in 
one case where one sales representative in Spain recognized a need for improvement in a 
large Spanish chain of hotels, the representative approached the customer and suggested a 
new solution to how they should manage their different paper usage. This subsequently led 
to a higher sense of quality which was what the hotel wanted to instil in their image. This is 
a clear example of how a higher degree of knowledge led to a more customer-oriented ap-
proach towards their clients. 

Since Arctic Paper only focuses on long-term relations with the customers, they are very 
concerned about keeping them satisfied. As mentioned above they always try to look to 
customers needs for maximum satisfaction. 

4.4 Interviews with Sales Representatives 
In the following subchapters we disclose the information gathered from the interviews 
from the sales department.  

4.4.1 Sales Department – Product Manager 
This is the interview with Lina Åkesson, sales representative and product manager. Her 
tasks include products development, communication throughout the value chain and con-
tacts with every potential customer in the chain. In order to perform her tasks she needs 
knowledge about her customer’s products and what type of machines and technology they 
use. She also needs to stay updated about new projects. It is very important for her to have 
good and consistent communication with the customers to best transfer the needed knowl-
edge to her co-workers.  Since there is a network of people in the company that needs in-
formation about the customers it is extremely important to share this knowledge. The way 
they exchange knowledge is mainly through mail, phone, personal contact and monthly re-
ports. The most used means of communication in the company is through telephone, since 
often people in the network are located in different areas.  

A lot of knowledge in the sales department are tacit and gained through a learning period 
where a lot is learned by doing. It includes personal relations, direct communication and 
collaborations. A lot of knowledge comes through experience and being subjected to dif-
ferent work processes.  Åkesson also says that a great deal of interaction occurs between 
her and the customers to get a better understanding of their needs. 

Since the information and knowledge about customers and work procedures vary, it is im-
portant for Åkesson to share all of this with her network of colleagues. This is motivated 
by a lot of teamwork and co-relations with employees. There is a great deal of dependence 
amongst the sales department. Since everyone plays an important role, everyone is valuable 
in the business processes. In answering what would motivate Åkesson to share knowledge 
with co-workers, the answer would be the need for mutual knowledge and cooperation. 

Åkesson’s opinion when it comes to knowledge sharing at the sales department today is 
that there are no evident problems. She always knows who to contact when she has a prob-
lem and she is always sure how to get needed help. However, she recognizes the fact that 
they are very dependent on each other as a team of network with different background 
knowledge. There is a gap when the company loses an employee, since everyone possesses 
unique knowledge no longer to the company’s usage. Åkesson has not recognized any hesi-
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tations in the sharing of knowledge amongst the employees she works with. Everyone is 
willing to share and learn from each other. 

Due to the fact that Åkesson works in the sales department she recognizes that they are 
very customer-oriented in their work. They maintain their relations by always trying to stay 
updated on the customer’s wishes and needs, seeing themselves as partners. The knowledge 
sharing is therefore of great importance concerning customers in order to maintain a good 
network of contacts.  

4.4.2 Sales Department – Sales Manager  
The second interview at the sales department was held with Patrik Fredriksson, internal 
sales management, who has been working at Arctic Paper for three years. Fredriksson per-
forms the following tasks at his work: managing the whole sales group, spreading informa-
tion about sales-representatives and taking care of communication between the paper pro-
duction units and the printing house. He is also responsible for new personnel in his de-
partment, educating employees at the first stage and introducing them into work. Since 
Fredriksson manages the whole sales group, the range of knowledge about customers 
needed for performing his tasks is rather wide. He should know about the customers’ 
needs, their products and machines as well as always being updated about all the changes in 
order to inform his colleagues as soon as possible.  

It is of great importance for Fredriksson to share his knowledge with the co-workers, 
moreover it is part of his everyday tasks at work. Fredriksson says that a great deal of 
knowledge is shared by phone as well as direct personal contacts in form of meetings or 
just everyday interaction at the department. Mail is also widely used and Intranet is used 
though not so often as other means of sharing knowledge. Employees also communicate 
informally, but as Fredriksson points out they use this informal time mostly to other con-
versations than work-related topics. 

 As in any other organisation there are two types of knowledge existing in the sales depart-
ment: tacit and explicit. Today explicit knowledge is documented in three data systems, 
which is often inconvenient, that is why a new system Customer Relationship Management 
(CRM) will be introduced in the nearest future, which is almost ready for implementation. 
The CRM system is thought to be three times more effective than the old systems and to 
solve some problems. However, Fredriksson says that today tacit knowledge prevails in the 
sales department which means that the ways of transferring this type of knowledge are 
mostly used. He also adds that the key to gaining this type of knowledge is through show-
ing the new employees how they work or in other words learning by doing. It is in 
Fredriksson’s responsibilities to teach the newcomers at the beginning, that is why he is 
closely involved in the process of sharing of tacit knowledge.  

When he was asked about the motivation amongst the employees to share knowledge, he 
answered that good relations, the feeling of teamwork and support from the manager mo-
tivate people to share what they know. Along with the motivation issues, we asked the 
questions about the problems that sales representatives experience or Fredriksson himself 
perhaps has experienced related to knowledge sharing. The answer was negative, he did not 
mention any problems, pointing out that everyone is willing to share knowledge in the or-
ganisation. 

Final questions of the interview were about customer-orientation at the sales department. 
Fredriksson said, that it is very important to be customer-oriented at his work, since the 
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first aim of the whole sales department is to satisfy the customers’ needs and wishes. It is 
especially important since Artic Paper has long-term relationships with its customers which 
are built on mutual respect. Fredriksson said that everyday contact with the customers is 
the main way to maintain these relationships. He also stressed that moving towards cus-
tomers’ needs is tightly connected to effective knowledge sharing among the employees. 

4.4.3 Sales Department – Sales Representative Mattias Olovsson 
The third sales representative was Mattias Olovsson, who has been working at Arctic Paper 
for one year.  His tasks include taking orders and communicating with the production in 
order to ensure that everything runs smoothly.  To perform his tasks he needs knowledge 
about the customer and the contact-person. Olovsson also needs to know about their 
needs.  It is very important for Olovsson to share his knowledge about the customers with 
his co-workers. Everyone needs to know details about customers, since they help out each 
other if needed. This information and knowledge about the customers is shared mostly 
through direct communication and phone. Sometimes they use mail if they are located at 
different areas. A lot of knowledge that Olovsson uses is tacit and hard to learn through 
reading. He learned by doing and is still learning by doing. He mentioned that it was espe-
cially important at the beginning when he started working at the sales department. The feel-
ing of teamwork motivates him to share knowledge with his co-workers. The fact that he 
helps others also helps himself since they are so dependent on each other. This is a strong 
culture in Arctic Paper, built on trust and support. 

In experiencing problems with knowledge sharing Olovsson mentions that he feels there is 
a lot of stress at the work which can prevent sharing knowledge due to lack of time. This 
was frustrating at the beginning for him, since a lot of it is learning by doing, he felt that he 
was dependent on co-workers to share their knowledge with him. He also says that some 
information can be lost or does not reach them on time because of the lack of an efficient 
system to help. Sometimes the sales representatives need to exchange information very fast 
and stay updated about changes which are mostly done by direct communication today. 
This leads to problems in the sharing of knowledge. 

Olovsson does not feel that there are any hesitations in the sharing of knowledge with his 
co-workers. He stresses that there is an atmosphere of trust and understanding at the work-
ing place. 

As stated by the other sales representatives, Olovsson also says that customer orientation is 
important in his work and he maintains them through phone and personal contacts. 
Knowledge sharing plays an important role to stay customer-oriented says Olovsson. 

4.4.4 Sales Department – Sales Representative Suzana Dimevska 
The last sales representative, Suzana Dimevska, has been working in the sales department 
for six months. Her tasks include taking orders by phone, contacts and communication 
with the production in the mill. The knowledge that she needs in order to perform her 
tasks includes customer details, needs and contact information about the buyer. It is impor-
tant for Dimevska to share her knowledge about the customers with her colleagues in case 
they would need to handle her customers as well. This information is mostly passed on to 
her co-workers through direct communication as well as by phone and mail. Furthermore, 
they keep folders with customer information for the sales representatives to look up when 
needed.  
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Dimevska says that most of the knowledge needed in her work is tacit and learned by do-
ing, so she was trained every day by learning directly from other sales representatives by be-
ing subjected to every day work processes very early. As a result if mistakes were made she 
learned from them how to handle future occurring problems. The fact that there does not 
exist any competition amongst the sales representatives in the office motivates everyone to 
share their knowledge and experience to help each other, by doing this they help them-
selves. A strong team-feeling culture is evident in this office. The need for mutual informa-
tion also inspires people to share knowledge. 

The problems experienced by Dimevska regarding the sharing of knowledge include stress 
in handling all her customers. This can lead to knowledge getting lost in the direct commu-
nication when the sales representatives need to exchange information about unexpected 
details about customers. There is not a sufficient back-up system to handle these situations 
says Dimevska. Subsequently this leads to errors that could be avoided with the proper 
sharing of knowledge. She also spoke about inconveniences caused by having too much in-
formation stored in special folders that can be time-consuming to access. Another problem 
is that not everything is documented about needed routines in handling mistakes in order-
ing and delivering processes. The most seldom occurring problems are the hardest to han-
dle. The sales representatives rely heavily on the tacit knowledge they gain by working with 
more experienced employees. Dimevska does not experience any hesitations in co-workers 
sharing their knowledge when needed.  

Dimevska also states that being customer oriented in her line of business is very important. 
The sales representatives have to always take into account that the customer’s needs and 
expectations have to be prioritized. She does this by keeping a good communication chan-
nel with her customer’s and taking part in social events that Arctic Paper organizes.  
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5 Analysis 
In this chapter we will analyse the empirical findings gathered during the case study with the help of theoreti-
cal framework presented in this thesis. The theoretical issues will be presented in the same order as in the 
Frame of Reference. Analysis of interviews is followed by the recommendations for improvements. 

5.1 Knowledge Management 
According to Carlsson (2003), the basic economic resource in the new economy is knowl-
edge which is supported by the values of Arctic Paper. This has been stated by the Head of 
the sales department, Jan-Willem Pijl, in the conducted interview. This has been especially 
important during the last five years in the company. The role of Knowledge Management 
in the company has increasingly become important in the conscious effort of becoming 
more competitive and gaining advantages at their market. 

Davenport and Prusak (1998) highlight that an essential aim with Knowledge Management 
is to use the knowledge of employees for the evolvement of the organization towards a 
more successful one. Pijl emphasizes the importance of the knowledge possessed by the 
employees to enhance the efficiency of the work processes in Artic Paper, in doing this the 
employees are becoming more of a resource for the organization. 

Pijl recognizes the importance of knowledge-workers and creative thinkers that can make a 
difference in the company and he actively works towards a company culture that encour-
ages new knowledge, creativity and does not hesitate on changes. It is stated by Nonaka, 
Ichijo and Krogh (2000) that these are central features in a company that is aware of the 
importance of Knowledge Management in an organization. 

In order to create company culture that enables free thinking and new knowledge, it is im-
portant for employees to have a certain level of flexibility in managing in a manner that is 
best suited to the circumstances (Nonaka et al, 2000). Pijl is aware of this fact and pro-
motes this culture amongst sub-managers. In the Arctic Paper they have certain guidelines 
to work by, however a high amount of freedom of flexibility is exercised to enhance the 
knowledge culture in the organization. This was quite evident when we conducted our 
case-study at the sales department. The employees seemed to work under relaxed guide-
lines with a lot of flexibility. Though the term KM did not seem to be a studied phenome-
non in the sales department, they seemed to have put a lot of the theories into practice.  

5.2 Knowledge Sharing 
After we conducted our case-study in both the Head Office and the sales department in 
Arctic Paper, we found that the knowledge/information about customers is very important 
for employees in order to perform their daily tasks. While interviewing different sales rep-
resentatives staff we found that communication and sharing of knowledge is of utmost im-
portance in order for them to be able perform successful business. In the intricate network 
of people revolving the value chain all the sales representatives need to be able to access 
both explicit and tacit knowledge to conduct their business operations. They derive their 
knowledge from previous experience and from co-workers. This is, according to Nonaka 
and Takeuchi (1995), a successful way of interacting to share knowledge, especially when 
the need of tacit knowledge is high. This is relevant for Artic Paper as many interviewed 
pointed out, that today tacit knowledge prevails in the company. 
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Tacit knowledge is harder to transfer than the explicit one and special occasions are needed 
for this (Davenport & Prusak, 1998). Arctic Paper takes different measures to share knowl-
edge amongst employees. Organizing two yearly meetings, Business Development Board, 
in Arctic Paper is such an occasion, which contributes to knowledge sharing in the organi-
zation.  At these meetings the knowledge that is hard to share through explicit means is 
mainly shared among the employees and then passed on to co-workers by personal contact 
in their offices. They organize two yearly meetings on different levels: sales department and 
strategic, which enhance the exchange of knowledge in Arctic Paper. At these meetings 
seminars, lectures, workshops are held, where employees from different countries have an 
opportunity to learn more and share experiences with each other.  

As for the sales department our empirical studies showed that knowledge is shared 
amongst employees mainly through personal contact, meetings, phone contact, email and a 
certain amount through Intranet. The most used means of transferring knowledge amongst 
the sales representatives is direct personal contact. There are also meetings, conducted on 
the sales level, where employees from all the sales offices around Sweden meet three times 
a year. In these forums a constant interaction between explicit and tacit knowledge occurs. 
These means of sharing knowledge are mostly relevant for sharing of tacit knowledge 
(Davenport & Prusak, 1998), which also leads to the conclusion that tacit knowledge now 
prevails in the company.  

Sharing of explicit knowledge in the company occurs through Intranet, three existing data 
systems, different kinds of documentation and reports. This supports the fact stated in the 
theoretical framework that for transferring explicit knowledge different modern Informa-
tion Communication technologies need to be used (Davenport & Prusak, 1998). During 
the interviews there was also mentioned about introducing of a new system CRM, which is 
almost ready for implementation. This KM system is believed to considerably contribute to 
transferring of explicit knowledge in Arctic Paper. 

5.2.1 Interaction between Tacit and Explicit Knowledge 
The processes of interaction between tacit and explicit knowledge described in Nonaka’s 
model (Figure 1, subchapter 3.2) are very important for the process of knowledge sharing, 
that is why we would like to analyse how these processes are functioning at the sales de-
partment. 

Socialization 

Since tacit knowledge prevails at the sales department, socialization is mostly widely pre-
sented among the sales representatives. Two yearly meetings at the strategic level and meet-
ings at the sales department are the examples illustrating socialization process from 
Nonaka’s model. During these meetings tacit knowledge is transformed between individu-
als. The best way to gain tacit knowledge is through experience and social interaction. Ac-
tivities, which take place during these forums, are based on social interaction between em-
ployees. Nonaka (2000) states that this kind of interaction leads to the sharing and creation 
of knowledge. These meetings are a vivid example of intensive knowledge sharing proc-
esses which involves many people at the same time. Other means of transferring tacit 
knowledge at the sales department, such as face-to-face daily communication, communica-
tion via telephone, informal meetings outside the workplace, interacting with customers 
and suppliers are also examples of socialization process. 

Externalization 



 Analysis 

 29

In this part of Nonaka’s model tacit knowledge is transformed into explicit as we discussed 
in chapter 3.2. Today there are three data systems, which are used at the sales department. 
Inconveniences and complexity with these three systems were mentioned by the sales rep-
resentatives during our case study, which will be further discussed in the subchapter 5.2.2. 
The information and knowledge is mainly stored in them as well as a certain amount of it is 
stored in folders. Documentation during the meetings is also one of the means of trans-
forming tacit knowledge into explicit at the sales department. 

Combination 

According to Nonaka and Takeuchi (1995), during combination phase explicit knowledge 
is converged into more complex set of explicit knowledge. As the empirical studies 
showed, this process is only partly supported by the existing three data systems at the sales 
department. The sales representatives strongly believe in the CRM system, which can be a 
considerable support in the process of combination. 

Internalization 

The internalization process as the socialization mode from Nonaka’s model can also be ex-
emplified by these two yearly meetings held in Artic Paper. Internalization is the phase of 
embodying explicit knowledge to tacit knowledge, which can be achieved by learning by 
doing or training programs (Nonaka & Takeuchi, 1995). Workshops at the meetings pro-
vide the employees with an opportunity to learn by doing and to identify knowledge rele-
vant for them. The interviewed sales representatives pointed out that learning by doing is 
widely used at the sales department, especially it is important for new employees. They 
learn how to work mostly through this means of transferring knowledge. Learning by doing 
converges explicit knowledge into tacit and helps the individual to identify knowledge rele-
vant for him/herself. 

5.2.2 Problems with Knowledge Sharing 
As our theoretical studies have shown knowledge sharing is far from being a smooth and 
easy process (Husted & Michailova, 2002). The study at the sales department has proved 
this fact and a number of problems were revealed. 

Since we found that tacit knowledge is very important in this department, a few problems 
arise regarding this issue. The character of tacit knowledge is always rather complicated 
(Nonaka & Takeuchi, 1995) and therefore this knowledge is more difficult to share. Many 
researchers argue that tacit knowledge is mainly acquired through experimentation and 
learning by doing  (Husted & Michailova, 2002). This is an example of both socialization 
and internalization processes from Nonaka’s model. These methods are exercised by the 
sales department, however, the same authors recognize the fact that they can be costly and 
slow. Some of the interviewees felt that these means of learning are rather time-consuming 
and do not cover all of the knowledge needed for possible future situations. This can be 
especially difficult for new-comers who start learning from the basics and need much 
knowledge transferred from the experienced colleagues.  

Another problem with  the prevailed tacit knowledge is that it can easily be lost if the com-
pany loses an employee (Husted & Michailova, 2002). This was mentioned in the inter-
views with the sales department. Today the employees are very dependent on each other 
since they are rather few and everyone possess unique competence. There is a feeling of 
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disencouragement amongst the sales representatives to lose a co-worker since this would 
lead to a gap to fill and more work for them to handle.  

A reoccurring problem at the sales department concerns the informal direct sharing of 
knowledge. A customary way for sales representatives to communicate while working is by 
personal interaction, which can easily get lost in the stress of the working processes. This 
can lead to errors in production and delivery.  

A problem with the externalization process of Nonaka’s model is that it is not imple-
mented at the sales department to a needed degree. One problem that was brought to at-
tention in the interviews was that not enough tacit knowledge was transferred to explicit. 
This tacit knowledge includes routines for manuals needed when certain situations occur. 
Sometimes employees do not know how to handle different situations and therefore need 
guidelines which are only found today in a tacit form within employees. Lack of docu-
mented knowledge often creates difficulties in the working processes. 

During our case study the sales representatives also spoke about inconveniences caused by 
having too much information stored in special folders. This was time-consuming when in-
formation needed to be accessed. This is an example of an unsuccessful combination proc-
ess of Nonaka’s model, when explicit knowledge needs to be converged into more complex 
and systematic set of knowledge. The interviewed sales representatives also mentioned 
about stressful conditions and constant lack of time, which can be the reason for errors in 
deliveries. Dependency on each other can also play rather negative role, when it comes to 
knowledge sharing. Once a person is not at the working place, there is often a need for his 
competence. On the whole, lack of adequate Knowledge Management systems to support 
knowledge sharing was observed during this study. 

 We would also point out positive findings from the interviews. The problems with knowl-
edge receivers and transmitters (Husted & Michailova, 2002) were not found at the sales 
department. The employees seem to be aware of knowledge that other posses. They always 
know that they will be helped by others. Another problem presented in our theoretical 
study was the problem of unwillingness to share knowledge amongst the employees or lack 
of common language (Von Krogh & Roos, 1995), which was discussed during the con-
ducted case study at the sales department and evidently not a perceived problem here. Peo-
ple are willing to share knowledge and support each other. 

Depending on what position the interviewed person has we found that their perception on 
knowledge sharing problems differed somewhat. The interesting part was that the higher 
level the person was, the less they seemed to perceive problems. When discussing problems 
with the sales representatives, it was easier to get a better picture of what type of problems 
exists. This may not be so surprising since they are the ones dealing with every day practical 
issues. However, persons at the strategic level should also be aware of existing problems 
since they are usually taking the final decisions about changes. 

5.2.3 Knowledge Sharing Culture  
According to our theoretical framework, it is very important to develop an organizational 
culture that is supportive of knowledge-sharing rather than knowledge-hoarding. Our study 
of Artic Paper showed that they have been successful in incorporating an effective knowl-
edge sharing culture. A lot of this is due to the fact that departments and managers are 
rather free to decide how they manage their employees. All the interviews supported this 
fact. As Head of the Sales Department throughout all the offices around Europe, Pijl is 
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aware of the fact that in order to support knowledge sharing in all the different sales offices 
it is important to support local flexibility, since the managers of the different offices have 
more knowledge on best practices in their area.  

As we have just mentioned in subchapter 5.2.2, the problems of unwillingness to share 
knowledge and lack of common language do not exist in the company. This is much due to 
what the empirical findings have demonstrated, namely the importance of creating an at-
mosphere where people are willing to share knowledge in the organization. The company 
works a great deal on finding new ways of motivating people to share knowledge. For in-
stance, they have thought about introducing incentives for employees to further enhance 
sharing of knowledge. This kind of measures was found in our literature study as well 
(Newell et al., 2002). Introducing special rewards is a wise decision which Arctic Paper is 
going to take, since people will definitely share and exploit knowledge more it they get 
payment for this. However, there did not seem to be a need for this in the sales department 
since they all agreed on having no hesitations in sharing their knowledge much due to the 
strong team-feeling culture existing there. On the other hand, it was evident that they all 
were quite dependent on each other for help since the need for mutual knowl-
edge/information is high. In addition, the lack of competition among them enhances the 
motivation for sharing knowledge which is stated by Newell et al. (2002).  

5.2.4 Knowledge Sharing in Customer-orientation 
By examining Arctic Paper from both the strategic level and the Sales Department level we 
have come to the conclusion that they are very much focused on becoming more customer 
oriented and have been so for the last five years. When starting the empirical study by in-
terviewing the Head of Sales Department, we found out that a conscious effort on becom-
ing more focused on customers in the whole value chain was evident. 

The culture that exists on the higher strategic level does not differ much from the one in 
the Sales Department. A consistent view on how procedures should be conducted appears 
to prevail when looking at how knowledge is shared regarding customers. This is also evi-
dent when observing how human resources are handled in Arctic Paper. The culture is 
streamlined to focus on service and processes to enhance the customer orientation. This 
complies very much with Brown and Duguid’s (1998) statement on how corporate atmos-
phere effect management of knowledge. The management of Arctic Paper, both on strate-
gic level and on sales level, have started shifting their focus from a traditional way of con-
ducting manufacturing to a customer oriented one. This is supported by new knowledge on 
how the processes could be enhanced to meet the new standards. The management in Arc-
tic Paper are continuously looking to improve how they conduct business processes. This 
of course implies that new knowledge has to be brought into the company and shared 
throughout the departments in order to have an effect. This is done by consistently trying 
to educate people in the company, for instance through the different seminars and depart-
mental meetings arranged by Arctic Paper. 

5.3 Recommendations for Improvement 
After having analyzed and compared the empirical findings with the theoretical framework 
we can point out that on the whole the current knowledge sharing practices at the sales de-
partment of Arctic Paper seem to be rather sufficient and many positive issues were found: 
an existing strong culture of knowledge sharing, mutual trust among employees, a variety of 
means of transferring knowledge, support of managers. However, along with the positive 
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aspects we have found some problems regarding knowledge sharing. Before giving sugges-
tions based on the theoretical framework, we would like to summarize the problems found 
during our empirical studies and then the recommended solutions in separate lists. We will 
conclude by presenting a table of the problems with related recommendations. 

5.3.1 Problem List 
This is the compiled list of problems which was recognized from the empirical study: 

1. tacit knowledge prevails which leads to time-consuming ways of transferring it to 
co-workers  

2. tacit knowledge easily gets lost when the holder of it leaves the company, which can 
be very costly for the future of the company 

3. the informal direct sharing of knowledge causes loss of information and errors in 
production and delivery   

4. constant stress at the working place and dependence on each other also leads to 
loss of information 

5. the problem of the externalization process, there is not enough amount of tacit 
knowledge that is transferred to explicit  

6. unsuccessful combination process, the example with the information stored in the 
folders 

7. lack of adequate KM systems to support knowledge sharing 

5.3.2 Recommendation List 
In order to avoid the existing problems and new problems with knowledge sharing in the 
near future we suggest the company to take into consideration recommendations that will 
be discussed below with introductory detailed explanation of each suggestion. 

1. Transferring of a certain amount of tacit knowledge into explicit, which 
means paying more attention to the process of externalization from 
Nonaka’s model. 

First of all, it is necessary to make a balance between tacit and explicit knowledge at the 
sales department since most of the problems are caused by existence of a great amount of 
tacit knowledge in Arctic Paper presently. This balance can be reached by transferring a 
certain amount of tacit knowledge into explicit, which means paying more attention to the 
process of externalization from Nonaka’s model. As Nonaka and Takeuchi (1995) point 
out it is very important to articulate tacit knowledge into explicit knowledge that is com-
prehensible and modifiable, though it is a rather complicated process. This can be done by 
documenting meetings, codifying the knowledge of employees, developing special guide-
lines. This will be a profound support for new employees to enable them to learn fast and 
in a more sufficient way. Learning by doing, which is widely used at the sales department, is 
undoubtfully a good way of transferring knowledge although it should be complemented 
by other ways of sharing knowledge. Codification of some tacit knowledge will also elimi-
nate the problem of dependence on the holder of particular knowledge and the risk of los-
ing the knowledge will be less. 
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2. Successful codification of knowledge 

This suggestion is followed from the first one. Since the knowledge will be codified, there 
are some guidelines that must be taken into consideration in order to perform a successful 
codification (Davenport & Prusak, 1998). First of all, managers should decide what busi-
ness goals the codified knowledge will serve. Then, they must identify knowledge existing 
in various forms appropriate for reaching these goals. At the sales department it might be 
tacit knowledge possessed by employees as well as explicit knowledge stored in the folders. 
Both of these types of knowledge need to be further transformed in codified forms. Of 
course, this knowledge must be evaluated for usefulness and appropriateness for codifica-
tion. Only then, codifiers must identify an appropriate medium for codification and distri-
bution on this knowledge, so it is accessible for those who need it. 

3. Providing a wider range of activities for transferring tacit knowledge 

Tacit knowledge is mostly shared through direct communication amongst employees at the 
sales department. Davenport & Prusak (1998) underline the importance of special occa-
sions for sharing this kind of knowledge. The idea of talk rooms, knowledge fairs and other 
informal activities discussed in the chapter 3.3 is rather interesting and can be introduced at 
Arctic Paper with time. These two authors strongly recommend employees in any company 
to meeting informally more often. Relaxing and informal atmosphere will be helpful to the 
employees at the sales department who often experience stress and lack of time at work, at 
the same time it will enhance the process of sharing tacit knowledge.  

4. Converging of explicit knowledge to a more complex set of explicit knowl-
edge (combination  process) 

There are two perspectives on the notion of knowledge sharing being discussed in the 
theoretical findings chapter 3.3, namely hard and soft approaches. After having conducted 
the interviews at the sales department, we have found that soft approach is dominating 
there today. It can be explained partly by the fact that tacit knowledge prevails at the sales 
department. However, it is desirable that these two approaches should support each other 
in order to gain effective distribution of both explicit and tacit knowledge existing in the 
organization (Chapter 3.3). 

We would recommend for the sales representatives to pay more attention to hard ap-
proach, which concerns mostly explicit knowledge. During the interviews we got an im-
pression that the role of this knowledge and the means to transfer it are underestimated to 
some extent. Employees seem to trust themselves more than different KM systems, such as 
databases and data-warehouses accessible for all employees. The sales department employ-
ees do not at the present rely very much on the three data systems existing today and just a 
small amount of information is shared through Intranet. This is due to fact that these sys-
tems do not contain valuable information to the staff as it is today. The company is aiming 
to solve this by introducing a new CRM-system containing valuable information to the em-
ployees. However, an issue with this is that very few of the employees know anything about 
the system and since they already have little confidence in the present systems, they must 
be aware of problems related with implementing a new system in the processes. If the new 
system is successfully implemented and well-educated amongst the employees it will 
probably solve many of the problems in the list, one of these are the combination process 
problems. The successfully implemented new system can improve the combination proc-
esses providing convergence of explicit knowledge into more complex one. 

5. Balance between technology and human recourses 
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The ideal situation, according to our literature studies, is balance between technology and 
human resources. As Davenport and Prusak (1998) point out the technical tools can im-
prove greatly knowledge distribution, but they are not able to replace the face-to-face 
communication. At the sale department human interaction is dominating the technological 
usage and this causes some problems as it was stated before. In order to reach this balance 
and make people use technology more, it is necessary to organize some educational activi-
ties. One of the solutions can be to send some ordinary sales representatives to these two 
yearly meetings, where workshops and lectures can be very efficient in the process of learn-
ing. Introducing of different kind of incentives can also be useful in motivating people to 
use technology. This is a next issue to discuss. 

6. Introducing motivation tools including both financial incentives and recog-
nition aspects. 

One of the factors that enable knowledge sharing culture in the organization is the appro-
priate motivation tools (Newell et al., 2002). It is obvious that employees will share and ex-
ploit knowledge more if they are rewarded for this. The empirical studies have shown that 
the sales representatives do not need any special motivating tools since everyone is willing 
to share knowledge. At the same time, introducing financial incentives and recognition as-
pects can “speed up” the process of knowledge sharing to some extent, motivating people 
to learn more and use new means of sharing knowledge. It can be very useful for Arctic 
Paper while introducing the CRM system giving employees special rewards to encourage 
them to use the new system. It can be both financial incentives and recognition aspects. In 
the interview with the Head of Sales Department there were mentioned some ideas about 
incentives that are thought to be introduced in future. It is a good idea which should be 
developed further in order to put it into practice. 

7. Providing the employees with adequate resources need for knowledge shar-
ing (time, special occasions) 

During the interviews the problem of stress and lack of time was mentioned several times 
by the employees. This problem in its turn causes loss of information, failures in deliveries 
and production or in other words, unsuccessful knowledge sharing leads to errors in many 
processes. While speaking about knowledge-creation culture Newell et al. (2002) stress the 
importance of providing the employees with adequate resources for knowledge sharing. 
Time can be one of these resources since lack of time is the main factor of stress. There 
should be done some changes in working processes, in order to create less stressful atmos-
phere at the sales department. This will fulfill one of the conditions necessary for creation 
of organizational knowledge, mainly that individuals need to operate in specified condi-
tions, which stimulate knowledge distribution (Nonaka & Takeuchi, 1995). Codifying and 
documenting knowledge can also simplify some tasks and provide employees with more 
time.  

As a concluding comment to the recommendation list we would like to point out that these 
are just the suggestions based on the theoretical and empirical studies of this thesis. They 
should not be seen as the urgent measures to take, but as possible activities that will im-
prove some of the processes of knowledge sharing at the sales department. The compiled 
table of the problems and their connected recommendations for improvement can be seen 
below in Table 1. 
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Problems Recommendations 

1. tacit knowledge prevails which 
leads to time-consuming ways of 
transferring it to co-workers  

 

1, 2, 3 

 

2. tacit knowledge easily gets lost 
when the holder of it leaves the 
company, which can be very costly 
for the future of the company 

 

1, 4 

3. the informal direct sharing of 
knowledge causes loss of informa-
tion and errors in production and 
delivery   

 

4, 5 

4. constant stress at the working place 
and dependence on each other also 
leads to loss of information 

 

6, 7 

5. the problem of the externalization 
process, there is not enough 
amount of tacit knowledge that is 
transferred to explicit  

 

1, 2 

6. unsuccessful combination process, 
the example with the information 
stored in the folders 

 

2, 4 

7. lack of adequate KM systems to 
support knowledge sharing 

3, 4 

Table 1. Problems with Knowledge Sharing and Recommendations to them. 
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6 Conclusions 
In this chapter we present our conclusions drawn after the analysis of our empirical findings from the previ-
ous chapter.  

6.1 Conclusions from the Study 
The conducted study showed that the view on the chosen subject, knowledge sharing, dif-
fered in the two levels. A notion of problem-free view exists on the strategic level of the 
company, while the employees on the operational level could more easily target the main 
problems that they face. This is of course mainly due to the fact that they are facing the 
processes with problems on a daily basis, unlike the managers who most likely do not have 
a full conception of the work flow where the problems arise.  

By examining a company that is customer-oriented we observed different measures that 
could be taken to improve the knowledge sharing in their Sales Department. We wanted to 
get a deeper understanding of the chosen subject matter in this company and therefore 
conducted the interviews in a semi-structured manner in order to have the flexibility to fol-
low up the interviewed participants perceptions and thoughts. This was rather important in 
the study since the character of the subject matter is quite intangible and based on human 
perceptions. 

Conducting the interviews on the two levels, strategic and operational, turned out to be 
rather informative. The most evident problems regarding the sharing of knowledge in the 
Sales Department concerns the tacit knowledge and is brought up in our problem list and 
conveys that tacit knowledge prevails which leads to time-consuming ways of transferring it 
to co-workers. Since this is prevalent here and do not have structured means of transfer 
among the sales representatives it can easily get lost. We found that the informal direct 
sharing of knowledge caused loss of information and errors in production and delivery.  
We also found that tacit knowledge easily gets lost when the holder of it leaves the com-
pany, which can be very costly for the future of the company which is presented in the 
problem list. Another issue which was rather significant at the company was that the con-
stant stress at the working place and dependence on each other also led to loss of informa-
tion.  

The extent to which the tacit knowledge is a problem expresses itself in more problems 
such as the problem of the externalization process where there is not enough amount of 
tacit knowledge that is transferred to explicit. There are also issues where problems arise in 
the unsuccessful combination process where the information stored in for example folders 
are not easily accessible at all times needed. This is a consequence of a poor KM system to 
support knowledge sharing throughout the company. 

Drawing from this we have gathered some concluding recommendations for the company 
to consider which we find most important. These are not presented in a prioritized order 
of importance.  

1. Transferring of a certain amount of tacit knowledge into explicit, which 
means paying more attention to the process of externalization from 
Nonaka’s model. 

2. Successful codification of knowledge. 
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3. Providing a wider range of activities for transferring tacit knowledge. 

4. Converging of explicit knowledge to a more complex set of explicit knowl-
edge (combination  process). 

5. Balance between technology and human recourses. 

6. Introducing motivation tools including both financial incentives and recog-
nition aspects. 

7. Providing the employees with adequate resources need for knowledge shar-
ing (time, special occasions) 

 

This will give the company some insights to areas where improvements can be applied and 
should get more attention in these regards. 
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7 Final Discussion 
In this chapter we present suggestions for further studies and our reflections regarding the conducted research. 
We conclude with acknowledgements to the people who have contributed to this study. 

7.1 Suggestions for Further Studies 
Our first suggestion for further studies is aimed towards the examined company. Since the 
company has several offices around Sweden and Europe it could be valuable for them to 
look into the knowledge sharing and management at these to see if they also are experienc-
ing the same type of problem issues. This could compel them to make a coalescent effort 
to structurize and improve their management of knowledge which would consequently lead 
to better business processes. 

Another issue that we thought could be interesting in further studies is to conduct the same 
study in  diverse type of companies to see if companies in different industries and sizes 
would vary to a large extent in the results or not and if so due to which factors. Maybe an 
extensive study of this kind could help characterize how different companies typify their 
knowledge and manage it to best suit their purposes, industry and human resources. 

Our study was of qualitative character, it could also be interesting to perform a quantitative 
analysis of several companies or departments in companies to see the results of this since 
the qualitative study takes more time and thus gives little opportunity to compare different 
companies. This would be interesting since performing a quantitative analysis would give us 
the opportunity to examine the results of many companies to compare and see if there are 
any substantial differences and if so for what reasons. Performing an analysis on companies 
in the same industry could perhaps result in implications of the same problems and thus 
lead research to better understand the phenomenon of knowledge sharing and why it is be-
coming an increasingly important factor.  

7.2 Reflections 
The first thing to cross our minds when reflecting back on the whole process of writing 
this thesis is that we would have been well advised by starting in a different angle than the 
chosen one. We were too stuck in our mindset in the beginning with our interest in certain 
issues. These, unfortunately, were too wide for a study of this size and a process of limita-
tion began. Through several seminars and meetings with our supervisor, we came to the 
conclusion that we would narrow down our head topic to Knowledge Sharing. After that 
the process continued with fewer complications.  

The qualitative study conducted in Arctic Paper was fruitful and every participant in our in-
terviews was positive to contribute in our study. Since these were conducted in their offices 
and we could see their working environment, a deeper understanding was reached on how 
their everyday work processes flow as well as the social interactions among the employees. 
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Appendix 1 
11 November 2004 

Interview questions to Jan-Willem Pijl, Head of Sales Department 

 
1. To what extent is KM important for Arctic Paper? 
 

2. What is your perception of the term KM? 
 

3. In which department/processes is the knowledge management of greater impor-
tance when it comes to customer-oriented measures? 

 

4. In this department/processes, what type of knowledge do the employees need in 
order to manage their tasks? 

 

5.  How do you generate this knowledge, what type of measures do you take? 
 

6. How is the knowledge/information then shared amongst employees? 
 

7. How do you motivate the employees to share the knowledge? 
 

8. A lot of the knowledge/information can be tacit and hard to communicate, how do 
you manage the sharing of this knowledge/information? 

 
9. Are customer relations important to Arctic Paper? 

 

10. How do you customer-orient Arctic Paper? 
 

11. How do you maintain your customer relations? 
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Appendix 2 
17 December 2004 

Interview questions to the sales representatives at the Sales Department 

 

1. What type of tasks do you perform in your department?  
 
2.  What type of knowledge about customers do you need in order to manage your 

tasks? 
 

3. Is it important for you to share knowledge/information about customers with your 
co-workers? 

 

4. How is this knowledge/information then shared amongst your co-workers?( in-
formal activities, meetings) 

 

5. A lot of the knowledge/information can be tacit and hard to communicate, how do 
you manage the sharing of this knowledge/information? 

 
6. How are you motivated to share the knowledge? 

 
7. What would motivate you to share knowledge with your co-workers? 

 
 
8.  Have you experienced any problems with knowledge sharing in your work? 
 
9. What are the biggest problems with knowledge sharing in your work? 

 
10.   Do you feel that there any hesitations in the sharing of knowledge amongst em-

ployees? 
 

11. Is it important to be customer-oriented in your work? 
 

12. How do you maintain your customer relations? 
 

13. How important is knowledge sharing in order to be customer-oriented in your 
opinion? 

 

 

 

 


