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ABSTRACT

Guanxiis one of the major dynamics in Chinese societyene knowledge sharing in an organization
revolves aroundguanxi Previous research conducted gnanxi in a Chinese society has confirmed the
importance of it in the organizational setting. §hesearch tries to explore the relationships batvikmowledge
sharing and its antecedents by consideguognxi and organizational commitment as critical medmtok
conceptual model is proposed in this research.hin groposed model, knowledge sharing is influenced
indirectly by outcome interdependence and cowoda@rgruence through the mediation giianxi and by
distributive justice and procedural justice throdgh mediation of organizational commitment. Fipadleveral
propositions are provided for future research, gl discussions are also addressed.

KEY WORDS: Knowledge sharingguanxi organizational commitment.

INTRODUCTION

Knowledge sharing among employees may be defineal pasitive force of sharing knowledge with
others (Lin, 2006). This study explores the relaiups between knowledge sharing and its antecedssitig
Chineseguanxiand organizational commitment as mediators. Insigtio the relative merits of alternageanxi
relationships can be also gleaned from the knovedaitsed view of the business organization (Fu.e2@06).
Grant characterized this emerging perspective astlat “views the organization as a set of knowdedgsets
and the role of the organization in generating apglying these assets to create value (Fu et @G0§)2 The
propensity for knowledge sharing in business omgtions can be viewed as part of the attitudes ribwa
pro-social organizational behaviors (Connelly aredlédvay, 2003). Numerous business organizations taed
applying reward systems to encourage employeebkaie sheir knowledge with other organizational merab
but knowledge sharing is above and beyond thosecpbed by job descriptions, are voluntary in natuand
cannot be directly or explicitly rewarded, due tteit intangibility (Grant, 1996). This researcle#rito include
guanxiand organizational commitment that may supportanstrain the individual's knowledge sharing in an
organization.

Prior research has addressed the importance ofledges sharing in a social context, apganxiis an
important factor in the social context in a Chineseiety. Havingguanxiwith co-workers is likely to influence
an individual's beliefs and attitudes by providieglient, credible, and relevant knowledge and métion
about an object or situation. Even though busineganizations that seek to improve knowledge shgaimong
their employees put huge investment on a varietyesd technologies, there are more substantial métants

of knowledge sharing than the mere availabilityref technologies (Connelly & Kelloway, 2003), apganxiis
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such a determinant that impacts knowledge sharinthé organizationsGuanxiis similar to the notion of
strong social ties in network theory. Strogiganxiinvolves frequent social interaction, mutual trstd a high
degree of intimacy (Granovetter 1973). People wigosacially connected by same business organizatmm
some common background or experiences in the pabtas being former classmates, or coming fronsémee

hometown (considered typical formsgfanx) would be anticipated to possess more or lesdasiinformation

and knowledge (Fu et al., 2006).

Knowledge sharing apparently has a positive effecthe creation of innovative organizations, b th
organizational and interpersonal factors that eobasr discourage knowledge sharing among orgaoizaiti
members are often ignored (Lin, 2006). Despitanitportance, discussion of knowledge sharing congs$t
vague terminology, hand wringing and frequent sutiona that “it’s all about culture” (Levin, Cros8prams
& Lesser, 2002). In response to this incorrectuson, the objective of this study is to contrébtdg a thorough
understanding of the process, mediators, and afgate of knowledge sharing that ultimately aids Génese
management in encouraging employees to sharekiheivledge. Besides, the proposed model of thisystad
also shed some light on employees’ organizatiooalmitment that also leads to the achievement oherdge
sharing.

The main purpose of this research is to providéeoretical understanding on the framework for
knowledge sharing that is established using orgaioizal commitment anduanxias two critical mediators.
This is built from the widely accepted assumptibattthe success of knowledge management initiaiives
likely to reply heavily on having employees who anding to share their knowledge (Hislop, 2003) h&/eas
there have been tentative suggestions that orgamiah commitment may influence the intention ofpdayees
to share knowledge (Hislop, 2003), little resedrab been discussed on this area by simultaneoosgidering
the factor ofguanxi

More specifically, the central objective of thisudy is to develop a rigorous understanding to the
forming process of knowledge sharing by embeddiath guanxi and organizational commitment as critical
mediators, eventually helping to achieve the sicoé&nowledge sharing in business organizatiohss $tudy
differs from previous literature in a critical ptinThat is, this study proposes a theoretical fraork
concerning knowledge sharingyanxiand organizational commitment by accordingly usinganizational and
interpersonal antecedents (e.g., justice and cengme) as exogenous variables. This study can tédeili
management to learn how to effectively boost kndgte sharing with a broad horizon during business

operations.

Conceptual M odel and Proposition Development
The conceptual model is presented in Figure 1hénproposed model, knowledge sharing is influenced
indirectly by outcome interdependence and cowoda@rgruence through the mediation giianxi and by

distributive justice and procedural justice throtly@ mediation of organizational commitment.
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Figurel. Conceptual model of knowledge sharing

Guanxi and knowledge sharing

Chinese are ubiquitous in which the entire socigtstructured around networks of social relatiopshi
which are embedded in various basegwdnxi (Bian, 1994).Guanxiis the existence of direct particularistic
relationship between two or more individuals (Tanod Farh, 1997). It is also one of the major dymanm the
Chinese society (Luo, 1997). As increasingly bussneen around the globe enter the pan Chinese n{atiet
Taiwan, Hong Kong, Singapore, etc.) and try thaistbto understand the complexity of theanxiin the
Chinese society, there is also an increasing isteamong researchers to study the impaaguzEnxi on the
knowledge management among Chinese firms (Fu,e&2G06).

Although previous research indicated tlgatanxi has several social psychological meanings to the
parties involved and is governed by different sdtmterpersonal rules (Tsui and Farh, 1997), stisly further
argues thatguanxi presents a variety of social networks that haveoitant implications for knowledge
management within business firms (Fu et al., 2008ferstanding the role guanxiin a Chinese society helps
us discover and effectively utilize the differempés ofguanxiin sharing knowledge in business organizations,
as business organizations demonstrate differenisneed capacities faguanxi cultivation (Park and Luo,
2001).

Prior studies have stressed on the structurguahxiand its relationship to outcomes. For example, it
was examined tht the role glianxiin establishing successful organizational cultiaed suggested that “not
understanding the differences between the ChineSemnofguanxiand the American relationship notion may
lead to the mismanagement of relationships betweemers or between superior and subordinatesffefelt
cultural backgrounds” (Hui and Graen, 1997, p. 439jditionally, guanxi was assessed as “substitutes for
formal institutional support” in privateowned commges (Xin and Pearce, 1996). They found that exeesitof
private organizations, compared to their counteéspar other sorts of business organizations (st&ate- or

foreign-owned), considereglianxi(business connections) as more important, gave moreciprocated gifts to



establish or maintain such connections, and coumtede on connections for protection. discussing the
difference betweeguanxiand the Western concept of relational demogralpash, Tsui, Xin and Cheng (1998)
surveyed the applications of both in the Chinesé@ioa¢ dyads. Their findings supported the impoc&of both
guanxiand relational demography for subordinates' frugtteir supervisors.

Meanwhile, Park and Luo (2001) tested the effeguznxion organizational performance and their test
results indicate that Chinese business organizatipplyguanxito promote sales growth and market expansion
as well as to competitively position the organizasi. Additionally, it was drew from indigenous Cése
literature and relevant English publications by Clad Chen (2004) to examine the intricacies oh€e
guanxi Their three-stagguanxi model, which shows howuanxi is discovered, developed and utilized,
suggests the subtle differences between the nofiguanxiin Chinese and the concept of social networks in
the West.

Guanxiis an important influence on knowledge sharingalbese it takes goaglianxifor organizational
members to provide each other with valuable infdioma future contacts, and referrals (Fu et alQ&0Guanxi
is highly related to knowledge sharing given thetaity of Chinese social interactioguanx) as a vehicle for
knowledge learning (Cross et al., 2001). In palticuhe strength and range gifianxiare likely to determine
how much knowledge can be shared. Employees whe @iazlityguanxiwith their coworkers are more likely
to result in strong knowledge sharing with othe#s. employees privy to information sharing within an
organization that occurs in goamianxi enjoy a distinct advantage over those left outheSe relationships,
having noguanxi with others means isolation from important infotima and knowledge sharing. Hence,
employees establishing gogdanximay create a subgroup that is more likely to skamwledge through its
own communication channels, suggesting that gpahxiinfluence knowledge sharing positively.

There is more, employees seek information fromrtheivorkers that they frequently interact with,
because they have developed a trusgjngnxiwhich allows them to share innovative informati@iven that
guanxiis an important element of social capital in ar@se society, which facilitates knowledge sharirgay,
2002). From the above discussion, the propositionte stated as below.

P1: Guanxiis positively associated with knowledge sharing.

Organization commitment and knowledge sharing

Albeit organizational commitment has intereste@agshers because of its beneficial effects on kasin
organizations, relatively little has been discussdxbut its positive effects on knowledge sharingam
organization. To date, there exist only few studieg have assessed organizational commitment & spect
of organizationally knowledge sharing (Cullen, Raeeah, & Victor, 2003). As such, this researchtrilontes
to the literature on organizational commitment Bgessing its mediating effects on knowledge shavimgch
represents an important outcome in knowledge manege

According to the organization theory, organizatiooammitment has been suggested as a potential
construct in explaining knowledge sharing in somuelies (Jarvenpaa & Staples, 2001; Van den Hooffaf
Weenen, 2004). The strength of an employee’s ifiesiion and involvement with a particular orgariaa is

considered organizational commitment (Porter, Stebtowday, & Boulian, 1974). Views of organizatibna



commitment have often highlighted the notion asfiactive response to the entire organization ratihen to
any specific context (Farmer, Beehr, & Love, 2003).

Positively associated with individuals’ willingnegs commit extra effort to their workplace job (Mey
& Allen, 1997), organizational commitment is alémtght to be related with willingness to donate eswkive
knowledge (Van den Hooff & Van Weenen, 2004). Ip#stially supported in previous research thatrtaeire
and pattern of individual behavior on knowledgersttais influenced by the individuals’ commitment their
immediate organizations (O'Reilly & Chatman, 198@n den Hooff & Van Weenen, 2004). Employees who
perceive the strong emotional attachment to thejamization are likely to share their knowledgehwathers
whenever they learn that they share their knowledga environment where doing so is appreciatetivemere
their knowledge will be effectively applied andimlately beneficial to their organization (Hall, 200/an den
Hooff & Van Weenen, 2004).

Employees’ organizational commitment is likely sxifitate their knowledge sharing with others, whic
would benefit their organization in a long-run lzom, given that employees who are strongly comuhitte
their organization may attach significant imporeane their organizational membership (O’Reilly & &man,
1986). The phenomenon has been supported by Jaae&pStaples (2001) that strong organizational
commitment engender beliefs that the organizatias the right to the information and knowledge omas h
created or acquired. Accordingly, organizationainogtment has been found to be strongly related wétles
force contexts with various supportive spirits (elqowledge sharing) (MacKenzie, Podsakoff, & Almea
1998), indicating that organizational commitmentsighstantially associated with knowledge sharinbiciv
reflects a crucially supportive context. Thus, pineposition is stated as follows:

P,: Organizational commitment is positively assodatéth knowledge sharing.

Outcome interdependence and guanxi

When dealing with Chinese management, exchangmt@ndependent) partners are often dependent on
each other for limited resources, specialized kedgé, information, and assistance on job (Lee ahdeNong,
2001). Interdependence is an important determinanguafnxi because interdependence among organizational
members has a lot to do with interpersonal soc#lvark and collaborations (Van der Vegt et al., 899
Outcome interdependence is considered the extemhich organizational members believe that thenspeal
benefits and costs count in the successful goaihatents by other organizational members (Lin, 20@& der
Vegt et al., 1998).

Previous research in channel literature has appliadous approaches to discuss and assess
interdependence. These contain the importance safurees obtained from the relationship, the nundfer
alternative resources from which the desired ressurmay be obtained, the difficulty of replacing th
relationship partner (e.g. Keith, Jackson and Gro&B90), the level of investment in the relatiapsfe.g.
Heide and John, 1992), and the extent to which ar@nel member counts on another channel member in
obtaining goals or resources (Keith et al., 199 Et al., 2001). Albeit outcome and task interddpace are
both necessary in influencing different perspestioé organizational functioning, outcome interdegesce is

salient toguanxigiven that outcome interdependence means intendepé rewards and common interests for



organizational members (Wageman, 1995), suggestiogg incentives for their willingness to maintgiood
relationships with other organizational membersn(I12006; Sias and Cahill, 1998; Jurckiewicz and dé§s
1996).

Based on social and organizational psychology, eygas working under circumstances of positive
outcome interdependence are more open-minded & otbmbers’ arguments and desires, and they are mor
concerned about organizational outcomes (Tjosvbhl.e1991; Van der Vegt et al., 1998), suggessingnger
guanxi That is, when positive outcome interdependeneedpminates, an employee who benefits from the
sound job performances of fellow organizational rbers is more likely to emerge stronggranxiwith others,
becauseguanxi arises in the performance of work and facilitdte transfer of physical, informational, or
financial resources in an organization (Lin, 2008jus, the proposition is stated as below:

Ps: Outcome interdependence is positively associatddguanxi

Coworker congruence and guanxi

Congruence can be defined as fit, compatibilitysomilarity (Angeles and Nath, 2001). Coworker
congruence denotes a matching of individuals tor twvorkers and also refers to the fit of chardstes of
organizational members - that is, interpersonal patibility (Van Vianen, 2000), suggesting coworker
congruence is related withuanxi Indeed, previous literature has interpretpdhnxiis highly related with
interpersonal relationships (e.g., Fu et al., 2008jus, it is the dynamics ajuanxi and, specifically the
mechanisms that govern tlgaianxi relationship, that distinguishes it from the tefoongruence" as it is
understood in the Western cultures.

It is obvious that value congruence has a stromgpg@mmanent impact aqquanxiamong group members
(e.g., Dose and Klimoski, 1999). Previous reseasciggests there should be congruency among the
organizational components of people, formal andrimil groups, and resources so as to gain internal
effectiveness within an organization (Nadler et 4892). Employees seek for consensual validatiotheir
opinions and values and attempt to maximize theistency among the elements of their belief syg@gynne,
1971; Lott and Lott, 1965; Van Vianen, 2000). lhetwords, employees are more comfortable with ckers
who are closer concerning their own opinions antliag which in turn enhance thajuanxi with their
coworkers (Van Vianen, 2000). According to the abaliscussion, this research proposes that coworker
congruence, conceptualized as the similarity ahdditween employees’ values and those values af the
coworkers, result in strorguanxiin Chinese organizations. The proposition is ttased as below.

P,: Co-worker congruence is positively associatedh gitanxi

Distributive justice and organizational commitment

Organizational justice is an influential determinah employee behavior or attitudes in the workplac
(Chang, 2002). It is also an important issue indtganizational context of knowledge sharing, bsegustice
counts heavily upon individual's perceptions thatwr within the exchange relationship and emphasire's
perceptions about the duties that are owed by stf@aldwell, Campbell, & Parks, 2001; Primeaux, rka&
Caldwell, 2003). According to the equity theoryeyious literature has differentiated between pracaidand



distributive justice while assessing organizatiopadtice (Lin, 2006). Distributive justice represerthe
perceived fairness of the outcome that employeesive, while procedural justice is regarded witle th
perceptions of fairness about procedures usedtéordime those outcomes (Brockner & Siegel, 1996).

This study proposes the relationship between Hidisie justice and organization commitment because
distributive justice has been found to predict aigational commitment in some studies (Roberts, €y &
Chonko, 1999). Particularly for instance, the dfeof varying levels of perceived distributive jost on
organizational commitment are found to be greateranditions of low perceived procedural justicartlthey
are in high perceived procedural justice conditi(Reberts et al., 1999). It has been indicated plagt rules,
pay level and distributing tasks (forms of disttiga justice) are related with organizational cormant
positively. Consequently, the proposition is dediees follows:

Ps: Distributive justice is positively related to amgzational commitment.

Procedural justice and organizational commitment
Whereas distributive justice and procedural justice both associated with organizational commitment

organizational commitment seems impacted more byqatural justice than by distributive justice parkarly
in a Chinese society (Chang, 2002). The theoreliesdtage connected to the relationship betweeneggharal
justice and organizational commitment stems fromdbmain of justice-based research (Lind & Tyl&38),
which suggests procedural justice judgments of eygas in general have positively unambiguous effeat
higher-order attitudes of commitment (Kim & Mauboeg 1991). The path analyses of data from inteandlt
supervisors and staff level auditors suggested ghasfaction with promotion opportunities (a tyglikind of
distributive justice) and satisfaction with the kension criteria used (a typical kind of procedupatice) are
strongly correlated with organizational commitmémt the respective groups (Quarles, 1994; Robdrigl.e
1999). That is, procedural justice is more stronghsociated with institutional evaluations thatuies a
long-term observation, like organizational commitm@.ind & Tyler, 1988). Hence, the propositiondsrived
as follows:

Pe: Procedural justice is positively associated withanizational commitment.

DISCUSSION AND MANAGERIAL IMPLICATIONS

This research suggests that outcome interdependeaesorker congruence, distributive justice and
procedural justice have indirect influences on kieolge sharing via the mediationgifanxiand organizational
commitment. It appears that low knowledge shariray fme attributed to a lack of interpersonal rel&tdp or
organization-person interaction. Hence, managemaay recheck their internal organizational atmospher
because the atmosphere that efficiently fosteespersonal relationship (e.gyanx) and organization-person
interaction (organizational commitment) may intiiadly generate strong knowledge sharing. For imsta if
outcome interdependence is well taken care of amulayees perceiving close interdependence, thelikaly
to maintain good workplace partnerships with othsugigesting good qualiguanxi

There might be a variety of training methods, saslthe practice of a focus group, active listeniagm

building, and expressing thoughts and emotionschlvban be beneficial for employees not only to ust@@d
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the degree of mutual assistance between them a@mdcirworkers, but also to learn about how to agenhg
well and effectively communicate with co-workerdr(L.2006). A scan for thguanxiperceived by employees
can be an essential checkpoint to evaluate knowlatigring). To assist management particularly ilortag
management practices to different individuals, exygés should be administered a standard battesyroéys
periodically, which should include measurementgwénxi organizational commitment and their antecedents
(Lin, 2006). Throughout the evaluation of their gegtions, management can filter out unnecessargtiveg
impacts coming either interpersonal relationshifram the organization-person interaction (Lin, 8R0

A stronger influence ofguanxi on knowledge sharing implies thguanxi can effectively reduce
“cognitive noise” and finally facilitates strong éwledge sharing. To sum up, management should ttake
guanxias a precedent indicator for employees when dagabe level of knowledge sharing in an organaati
If management ignore the critical influence gfanxj employees may immediately respond with low
knowledge sharing.

The influence of co-worker congruence guanxiimplies that employees demonstrate a strong néed o
friendships with co-workers. This phenomenon presithe support that friendships develop, due taimity
and shared experience among homogenous co-worfBermén et al., 2002; Lin, 2006). Management should
prioritize the co-worker congruence as a criticatetiminant for understanding tigelanxi among employees.
The frequent workshop for learning communicatiorillskis necessary for employees, since it takes
knowledgeable communication practices to recogthizevalues of co-workers and gradually achieve ooker
congruence (Lin, 2006).

The influence of outcome interdependencegoanxiimplies that employees demonstrate substantial
workplace partnerships with co-workers when peiiogithat they and their co-workers share the saestirdy
of team honor or dishonor (Lin, 2006). A fair pgliof shared rewards and advancement opportunitiescbon
the entire team’s performance may thrust employetesclose workplace partnerships with their co-kers
(Combs, 2003). Meanwhile, good quality communigativzetween management and employees is able to
enhance interpersonal understanding regarding tveir responsibilities of being cooperative membars
team (e.g., Lin, 2006). Realistic job reviews, otéion training, and internal education for emgley can help
them learn their outcome interdependence in degtimately resulting in strong knowledge sharingg(eLin,
2006).

LIMITATIONSAND FUTURE RESEARCH

This research suffers from a critical limitatioriat is, the major limitation is that this studyda
exploratory one developed from a qualitative poihview. The future empirical work based on thisdst may
help learn more insights about knowledge sharirfge Model developed and validated herein could ltenef
from being tested from either a cross-sectiondbngitudinal designs. Future studies can try toriop such
shortcomings by directly observing the subjectsrdiree and using a large sample sizes so that ¢émeiige
antecedents ojuanxiand knowledge sharing can be transparently fobnture studies can also decompose
organizational commitment into several differemhdnsions (e.g., affective organizational commitneatthat

their influences on knowledge sharing can be knowdepth.
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