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Abstract—The key to understanding the development of 

competitive advantage is understanding knowledge and how it 

is managed and shared. Organisations not only need to 

understand comprehensively the concept of knowledge in order 

to manage it effectively, but also to create and maintain 

competitive advantages, especially as the business environment 

has become increasingly competitive. The aim of this study is to 

understand how the knowledge management concept can be 

harnessed as a vital factor in the enhancement of productivity, 

performance and the competitiveness of organisations. In this 

paper, we have used grounded theory strategy, which provides 

in-depth information relevant to KM implementation. Data 

were collected from face-to-face semi-structured interviews 

with 24 top managers from 19 different top-ranking companies 

operating in Saudi Arabia. It found that the most important 

factor influencing the success of KM implementation is the 

employees’ willingness to participate in KM activities and share 

their knowledge. A theoretical model based on the findings of 

this study was developed and the theoretical and practical 

contribution to this model is discussed, as well as the findings. 

 
Index Terms—Critical successful factors (CSFs), employees’ 

willingness, knowledge management (KM), organisational 

performance (OP).  

 

I. INTRODUCTION 

 More than a decade ago, knowledge was considered to be 

one of the most important assets for businesses, and an 

essential strategic resource for a firm to retain a sustainable 

competitive advantage [1]-[3]. Many authors have claimed 

that knowledge is the most important resource [1], [4] even 

more important than physical assets such as land, capital and 

labour, etc. [1]. Knowledge management (KM) has become a 

common function in business organisations [5]. Many 

organisations are concerned with  improving their 

productivity in order to become more competitive in the 

market, and to do so they should be able to identify sources of 

productivity [4]. Competitive advantage no longer relies on 

tangible assets such as natural resources or material 

production, but it has instead become dependent on 

intangible assets such as KM, which helps organisations to 

perform more productively and thus increases their 

competitiveness [6]. Moreover, KM helps organisations to 

reduce costs, increase efficiency and meet customer needs 

[7], [8]. KM drives organisations to increase profits, identify 

new markets, improve their market share, improve efficiency 

and be more effective [7]. 

KM is a process that helps organisations to generate and 

gain knowledge, and to select, organise, use, disseminate, and 
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transfer important information and expertise owned by the 

organisation that is necessary for administrative activities 

such as making decisions, solving problems, learning, and 

strategic planning [9]. The implementation and use of KM 

has increased rapidly since 1990. The percentage of the 

largest global organisations which have KM projects is 80 

percent [10], [11]. Moreover, a report from the Economist 

Intelligence Unit stated that more than 1,600 senior 

executives in 100 countries believe KM offers the greatest 

potential for gains in productivity during the next 15 years 

(about 43% of the total responders). Most academics and 

senior executives also believe that KM is the only way for an 

organisation to be able to meet the challenges of maintaining 

a continuous competitive advantage [12]. 

An exploratory quantitative survey study determined that 

KM practices not only have a direct relationship with 

Organisational Performance (OP), but also have a direct 

relationship with intermediate measures of strategic OP 

which, in turn, are directly related to financial performance 

[5]. Today, knowledge workers are considered the key to 

organisational growth since they create innovations, and 

design marketing programmes and strategies which help their 

organisations to be competitive. Moreover, the 

fastest-growing and most profitable organisations are those 

which have the best-quality knowledge workers and consider 

themselves to be knowledge-based organisations [13]. 

Reference [14] argues that the ability for knowledge 

innovation among all of a firm‟s employees is the key factor 

that leads an organisation to be successful in the current 

competitive environment; it is no longer the investment of 

capital, labour and raw material. Therefore, organisations 

should have the capability to understand knowledge, not only 

to be able to comprehend the development of competitive 

advantage, but also to manage it effectively [6]. 

Reference [6] states that the key to understanding the 

development of competitive advantage is understanding 

knowledge and how it is shared. However, defining 

knowledge is a big challenge due to its complex nature. A 

major challenge facing organisations is the management of 

tacit knowledge through processes that attempt to convince, 

coerce, direct or otherwise get individuals within 

organisations to share their knowledge [9], [15]. An 

individual may not be willing to share his tacit knowledge 

because it may involve risks to him, such as a loss of 

competitive advantage over his peers [16]. In many 

companies, people feel that their likelihood of promotion 

depends on their expertise, and not on the extent to which 

they share their knowledge and help others [17]. Reference 

[18] states that factors involving individual employees cause 

some potential barriers towards KM utilisation. These 

include  a lack of time; fear about job security; lack of 

awareness for KM; lack of interaction with others; poor 
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verbal and written communication and interpersonal skills; 

age, gender, and cultural differences; lack of networking 

skills; and lack of trust. Moreover, Reference [19] points out 

the main knowledge-sharing barriers as codification process 

issues, lack of employee initiative and strategy, lack of time 

and resources, and unsuitable IT. 

Reference [20] argues that increasing investment in 

information technology may facilitate the storage and sharing 

of explicit knowledge, but it will not result in better sharing 

and use of tacit knowledge because individuals are the ones 

who will  decide whether or not they will share and use tacit 

knowledge. Moreover, developments in communication and 

information technology are having a considerable effect on 

organisations‟ ability to acquire (or create), refine, store, 

transfer, share and utilise knowledge because management 

has developed its styles and cultural and structural 

paradigms. But the most important factor affecting KM is the 

human factor. Many organisations have introduced new 

technology before motivating and sensitising their employees 

to the use of the new system, which leads to failures in the 

implementation of such systems [21]. Key to the success of 

tacit knowledge transfer is the willingness and capability of 

employees to share what they know and to use what they 

learn [22], [23]. Reference [20] argues that the willingness of 

employees to share and use tacit knowledge may depend on 

the extent to which co-workers are trusted as receivers and 

sources of knowledge. Moreover, trust in a co-worker and a 

good personal relationship with them has the most significant 

effect on willingness to share tacit knowledge. In addition, 

reference [18] states that organisational cultural can also 

cause potential barriers towards KM utilisation, such as the 

inability to communicate and collaborate; fear and insecurity; 

lack of awareness and sensitivity; lack of integration skills 

and will; language issues; and fear of imitation. 

Reference [24] pointed out the aim of KM is to implement 

a comprehensive approach in order to manage organisational 

knowledge while taking into consideration the limitation 

upon the organisation.  Reference [25] argues that KM can 

improve the effectiveness, efficiency, and degree of 

innovation of organisational processes by helping 

organisations to select and perform the most appropriate 

processes. A survey study was performed by Reference [5] to 

prove the relationship between KM and OP. The sample size 

of the study was 88 mid-level managers and senior executives 

representing ten different industry sectors from Canada, 

Australia and the USA. Revenues ranged between $2M and 

$10B and the age of the organisations ranged between two 

and 187 years, with numbers of employees ranging from 30 

to over 300,000. It was found that KM practices do not only 

have a direct relationship with OP, but they also have a direct 

relationship with intermediate measures of strategic OP 

(customer intimacy, product leadership and operational 

excellence - or the three value disciplines). In addition, it was 

found that the three value disciplines have a direct 

relationship with financial performance, and therefore OP 

has a significant and direct impact on financial performance. 

Moreover, it was found that there is a significant relationship 

between KM practices and OP, but there is no significant 

relationship between KM practices and financial 

performance [5], [14].  

II. METHODOLOGY 

The research methodology used in this study is grounded 

theory. Grounded theory is a research methodology primarily 

associated with qualitative research [26], which was 

developed by Glaser and Strauss in 1967 [26]-[30] for the 

purpose of building theory from data [28]. According to 

Reference [26] the researcher in grounded theory does not 

concentrate on testing existing theoretical hypotheses from 

the same field of study, but focuses on developing a new 

theory from the collecting of empirical data. Therefore, 

grounded theory has become very popular in qualitative 

research over the last two decades [31]. 

Nineteen top-ranked companies operating in Saudi Arabia 

were studied in order to enhance understanding of the issue at 

hand, develop theory, and to overcome the risk of failing to 

collect reliable data. Those companies operate in the 

following sectors: manufacturing, telecommunication, 

aviation, oilfield services, wealth and real estate 

management, IT outsourcing services, software products 

services, mineral exploration, chemicals and petroleum, 

banking, education, and marketing communications. Six of 

these companies are multinational enterprises. The 

workforces of the participating organisations varies between 

3,000 and 105,000. Eleven of the organisations are 

knowledge-based and eight are non-knowledge-based. The 

main reason behind this selection is to determine the 

difference between knowledge-based and 

non-knowledge-based organisations and thus to determine 

the impact on OP of implementing KM. We decided to select 

more knowledge-based organisations than 

non-knowledge-based in order to benefit from their 

experiences of implementing KM and to learn from them 

what challenges they faced, how they overcame those 

challenges, what they have learned from this experience, and 

what the impacts of KM have been on their OP. 

We suggested a code name for actual companies that 

participated in this research for ethical reasons. Therefore, we 

have labeled each interview and each paragraph of written 

text in order to facilitate the analysis of the interviews and to 

ensure that each excerpt will be referenced to the relevant 

interviewee. So, each excerpt was coded as follows: 

(company code – the level of management or position of the 

interviewee, such as Director (D), General Manager (GM) 

and Manager (M) - interview number - paragraph number). 

For example, an excerpt drawn from paragraph number six of 

the interview transcript from the first interview with the 

General Manager of organisation BHC could be coded as 

(BHC-GM-01-06). Table I shows the participating 

organisations, sectors, and the number of interviews in each 

organisation.  

 

III. CASE STUDIES ANALYSIS 

This section presents the results of the grounded 

theory-based analysis of data. It assesses and evaluates the 

data gathered in this research to understand KM concepts and 

issues, and explain how these bodies of knowledge and 

processes can be applied to enhance productivity, 

performance and competitiveness among organisations in 

Saudi Arabia. As a result of constant comparative analysis of 
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open coding, five categories emerged: barriers to KM; 

organisational learning; means of communication; critical 

successful factors (CSFs); and impacts of KM on OP. 

 
TABLE I: THE PARTICIPATING ORGANISATIONS 

Companies Sectors Total 

Interviews 

SG 

SL 

BHC 

STC 

BNGF 

Airlines Co. 

HAC 

F-Service 

O-Co. 

M-Co. 

A-Co. 

S-Bank 

H-Bank 

CBA 

S-Co. 

U-Co. 

AACC 

SE 

TS 

 

Manufacturing-Food 

Oilfield services 

Oilfield services 

Telecommunication 

Manufacturing 

Aviation industry 

Real estate management 

IT outsourcing services 

Software products and services 

Mineral exploration 

Chemicals/ Petroleum 

Banking 

Banking 

Education 

Wealth management 

Manufacturing-Consumer products 

Aviation industry 

Manufacturing-Electrical equipments 

Marketing communications 

2 

1 

1 

1 

1 

2 

1 

1 

1 

1 

1 

1 

1 

1 

2 

1 

2 

2 

1 

 

A. Barriers to the Implementation of KM 

Implementing KM in any organisation is a difficult task 

and a lot of barriers and challenges may be faced. Real-world 

evidence of such barriers emerged from the informants‟ 

statements. This section introduces the barriers to KM 

implementation and each barrier will be discussed in detail. 

This category is sub-divided into seven concepts as follows: 

knowledge is power-unwillingness of employees to share 

knowledge; lack of job security and trust; resistance to 

change; lack of time and time consuming processes; costly; 

poor verbal and written communication; and difficulty in 

documenting certain types of knowledge. 

A number of informants argued that the main reason 

behind the unwillingness of their employees to share their 

knowledge is because they believe that knowledge is power. 

That is, they believe knowledge makes them valuable to the 

organisation and protects their position. Most employees 

think they will lose their power by sharing their knowledge.  

“The biggest challenge facing KM implementation is 

creating willingness among employees to share, manage and 

transfer knowledge, because there are a great number of 

employees who do not like to share their knowledge because 

they consider it as a source of power and they do not want to 

give up this source of power to anyone else. They want to 

keep knowledge to themselves to keep their power and value” 

(A-M-01-14). 

Many informants argued that the second issue making 

people unwilling to share their knowledge is lack of job 

security and trust.  Some employees believe that if they share 

their knowledge they will be abandoned by the organisation 

or they will lose their power and value.  

“Some of them do not like to share their knowledge and I 

believe the reason for this is lack of trust that the company 

will not abandon them if they give up their knowledge, or 

lack of trust in their colleagues not to take over their position. 

Trust is a very important factor of knowledge sharing” 

(SC-M-02-05). 

The third barrier to the implementation of KM projects is 

that there are some employees who resist change for a 

number of reasons, such as that they do not like change 

overall, or that they have become used to performing their 

work according to the same routine every day for decades and 

they do not want to change the way they do their jobs. Some 

employees do not like to learn anything new or learn how to 

use new systems. One of the informants interviewed pointed 

out that getting people to change is the hardest thing to do, 

especially after a long period of time doing the same job 

according to the same routine.  

Moreover, a number of informants posited that sharing or 

posting knowledge requires enough free time to do it. Most 

employees are overloaded and are too busy with their daily 

work to participate in knowledge-sharing practices. Indeed, 

lack of time is considered one of the main barriers to sharing 

knowledge. The following statement shows how this issue 

creates an obstacle to KM: 

“The lack of time… Ah…there are some employees 

willing to share their knowledge but they are very overloaded 

and they have no time to coach other people and they said 

either I do my work or I will be as an instructor” 

(AACC-D-01-05). 

A number of informants have argued the initiation of KM 

implementation in some organisations will be costly, 

particularly if those organisations need new systems, as they 

will need to train their employees how to use the new system. 

“I believe there will be several challenges, first of all at the 

beginning of implementing KM it will be costly because you 

have to pay for a system and pay for training and I think you 

have to create a KM department because it will affect 

employees so you will need someone to run the process” 

(S-M-01-10). 

Poor verbal and written communication and interpersonal 

skills is considered one of the barriers to KM utilisation. 

According to an informant from company H,  

“Some employees are willing to share their knowledge and 

have no problem with the time issue, but they do not know 

how to communicate with people or do not communicate 

well” (H-M-01-08). 

Some informants said there are types of knowledge that are 

difficult to document, such as technical knowledge, 

experience and skills. Also, in some departments or types of 

business it is hard to record all knowledge and practice due to 

there being hundreds of scenarios, such as sales and service 

businesses and customer service. 

B. Organisational Learning (OL) 

A number of informants pointed out that OL is very 

important. It is considered to be the main goal of KM and it 

helps the organisation to sustain a competitive advantage and 

to improve employees‟ performance and efficiency. OL 

encourages employees to learn by creating a good learning 

environment.  

“SG considers OL to be the goal of KM through the 

distribution and application of knowledge, and it helps the 

organisation to achieve its goals and to sustain a competitive 

advantage” (SG-M-02-01). 

The organisational learning category can be sub-divided 

into six concepts as follows: training programmes (teaching); 

learning by doing (On-the-Job training); e-learning activities 

(self learning); investing in research and development 
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(R&D); knowledge worker recruitment, and standard 

operation procedures (SOP). 

A number of informants believed training to be the most 

important priority and a very important issue. Their 

organisations have adopted training in order to coach 

employees and give them a great deal of important 

knowledge that improves employees‟ performance. Also, 

they said training has been designed depending on job 

requirements or the skills required to perform specific jobs 

efficiently. Organisations must encourage people to share 

their knowledge through teaching others. This informant 

explained that the main goal of adopting a training program is 

to transfer and share knowledge between people and to 

improve employees‟ performance and efficiency: 

“SG has adopted different ways to ensure that knowledge 

has been transferred and shared among all employees by 

adopting a special training programme to train employees 

and give them a great deal of important knowledge that 

improves employees‟ performance and efficiency” 

(SG-M-02-01). 

A number of informants stated that OTJ training is the best 

way to transfer and share knowledge, and it the best way to 

learn something new, especially when it comes to technical 

issues and „functional training‟. They all agreed that 

organisations must provide all new employees with OJT 

training by selecting the most experienced employees to 

coach new employees for a period of time, until those 

employees are ready to do their jobs alone. Moreover, some 

organisations provide their staff with E-learning websites that 

consist of a considerable number of courses and 

presentations. This kind of learning is a type of self learning 

and its success depends on the willingness of people to 

improve and develop themselves and learn something new. 

 One of the informants interviewed pointed out that his 

organisation focused on R&D, and that there is a special 

department for this. The investment of his company in R&D 

increases every year, and in 2011 it invested $802 million in 

R&D for oilfield activities. He said this is the main reason 

why his company is number one in the world in the oilfield 

services sector. 

“SL has always invested a significant amount of time and 

money on research and engineering as a long-term strategy to 

support and grow its technology leadership. The most notable 

factor in the company‟s competitive advantage is that it is 

investing more each year in research and development than 

all other oilfield services companies combined. In 2011, SL 

invested $802 million in research and development for 

oilfield activities” (SL-GM-01-01).  

Many of the informants argued that it is very important to 

record the process of all business transactions in a manual or 

system in order to sustain the quality of the work and support 

people in how to perform their job according to the standards 

of the company. This manual or system should be accessible 

and easy to use. This manual has been given different names; 

some call it a standard operation procedure (SOP).  

C. Means of Communication 

A number of informants suggested that a well-structured 

communication system is a vital factor of KM success 

because its role is to facilitate the passing of knowledge to the 

appropriate people. There has to be direct communication 

and contact in order to share knowledge and find common 

solutions to problems. Examples of the best communication 

practices are meetings, newsletters, magazines, public 

lectures, presentations, direct phone calls, help desks and 

emails. Communication categories can be sub-divided into 

four concepts as follows: meetings/ networking; newsletters; 

public lectures and presentations; and direct phone calls/help 

desks. 

“The method SG has adopted to increase sharing is a 

monthly meeting called “learning hour”. Every month, the 

company selects an expert person and asks him to choose a 

topic from his experience and present this topic within one 

hour by explaining briefly about his experience or about the 

topic” (SG-M-02-04).  

D. Critical Successful Factors (CSFs) 

The study identified 14 important factors that aid the 

implementation of KM successfully, as follows: 1) top 

management commitment and support, 2) awareness 

campaigns, 3) KM project teams, 4) organisational culture, 5) 

organisational structure, 6) team work, 7) technology, 8) 

time, 9) roles of managers, 10) reward and punishment 

systems, 11) reassurance of knowledge-possessing 

employees (job security), 12) involvement in decision 

making, 13) job rotation, 14) follow-ups and audits. 

Many informants said that the commitment and support of 

top management is the most important factor in achieving 

successful KM implementation in any organisation. Top 

management are not only the initiators of KM 

implementation, but they are also the providers of all 

necessary budgets, manpower, time and systems. In other 

words, they will provide whatever is necessary to ensure the 

success of KM. 

“The most vital factor for the successful implementing of 

KM in SL is that the top management fully supports the 

objective, and provides whatever is necessary to ensure the 

success of KM and organisational learning” (SL-GM-01-06). 

The second important factor is the operation of awareness 

campaigns in order to get employees‟ attention and to 

indicate the importance of implementing KM. Also, 

awareness campaigns aim to ask workers to personally 

commit to the KM project. A number of informants argued 

that any organisation intending to implement KM should 

educate their employees by explaining to them what KM is, 

the reasons why it needs to be applied, and what advantages 

there are to applying it. This campaign should occur before 

the organisation commences the implementation of KM in 

order to prepare the employees to accept it and use it. 

Otherwise, if the organisation does not prepare employees 

before beginning to implement KM, it will struggle to 

convince them to change and accept the process. This 

informant explained the importance of awareness campaigns, 

due to them helping to educate people of the aims and 

benefits of implementing KM.  

The third important factor is the creation of a KM project 

team. Many informants believe that there should be one team 

who is responsible for coordinating and obtaining knowledge 

from expert employees. The KM team should include experts 

from the human resources department, not only because they 

understand the regulations and policies of the company 

procedures, but also because they can help to create a culture 
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that encourages knowledge creation and sharing.  

“Any organisation that wants to manage its knowledge 

successfully should have a special team to coordinate and 

manage the knowledge...Ah...this team should consist of 

employees from both HR and IT departments and...Ah...the 

chief knowledge officer (CKO) is the manager of this team, 

who should report directly to the CEO” (STC-M-01-08). 

Fourthly, imbuing a knowledge culture is one of the CSFs 

of KM implementation. The role of organisational culture is 

to create an environment that encourages KM activities and 

knowledge sharing between people. In fact, organisational 

culture is a very important factor because its role is to 

establish the strategic framework of the organisation. It 

affects organisational structure, HR management and 

management style. Also, an organisational learning culture 

makes KM implementation easier because it has a big role in 

motivating people and making them more willing to share 

their knowledge within the organisation. Organisational 

culture also helps to promote trust between people, encourage 

a team work culture, involve people in decision making and 

stimulate people to commit to KM practice through a rewards 

system.  

Fifthly, having the right organisational structure facilitates 

communication between employees and motivates 

teamwork. The study found that organisational structure has 

an impact on the distribution of ideas, and removes all 

barriers that inhabit the diffusion of ideas, allowing them to 

flow across the whole organisation.  

“The organisational structure enables the ideas to get into 

and across the organisation. It aids the diffusion of new ideas, 

allowing them to flow across the whole organisation without 

the rejection of any new things or the rejection of change. The 

organisational structure is considered to be the framework 

that enables the effective distribution of ideas to the 

maximum number of people. Also, it influences the 

organisational culture by making the organisation more 

willing to take risks and adopt new ideas” (F-GM-01-08). 

Sixth, a number of informants stated that the principal of 

team work is a very effective tool to get people together to 

solve problems or to increase the level of trust among them, 

and thus increase knowledge sharing. Team work is the best 

way to ensure the sharing of knowledge among the team, not 

only by putting the employees in teams and giving them 

tasks, but also by motivating the whole team by rewarding all 

the team members when they do the task given successfully. 

In this way, all team members will work together and share 

their knowledge, and no one will hide any knowledge that 

might be helpful to complete the task.  

The seventh factor is a supporting system, which must be 

easy to use and have all the necessary functions, such as an 

intranet. Employees can easily locate specific information by 

searching the knowledge base, which saves employee time, 

and therefore company expenditure.  

“A standard and user-friendly web interface makes it 

easier to get information and solutions quickly and 

conveniently. The system should be easy to use, accessible 

and not complicated” (O-M-01-09).  

Eighth, the study found that to ensure the successful 

implementation of KM, organisations should allocate special 

time or extra time for each employee to post knowledge or 

post best practice.  

“All employees are required to spend about 10-15% of 

their working time in developing best practice KM 

value-adding activities” (F-GM-01-07). 

Ninth, managers must plan and implement the processes 

and structures that encourage employees and teams to share 

and use organisational knowledge. Furthermore, there are 

some techniques which can be used to encourage and 

motivate employees to share their knowledge, such as 

applying a reward system linked to promotion or bonuses. 

The company should reassure expert employees that the 

company will not abandon them because they have shared 

their knowledge, but that this activity will in fact increase 

their value and the company will keep them because the 

success of the company derives from the success and 

effectiveness of its staff.  

“We should reassure the knowledge-possessing employees 

that the company will not abandon them because they have 

shared their knowledge, but that sharing knowledge will 

increase their value and the company will keep them because 

the success of the company depends on the success of its 

effective staff” (SG-GM-01-07). 

Also, the study found that employees should be involved in 

decision making in the things that relate to them. In this way, 

the loyalty and commitment of people will increase and they 

are more likely to support the decisions that are made. 

Moreover, job rotation is extremely helpful for sharing 

knowledge. Companies perform job rotation between people 

every time a set period of time has passed, and in this way 

employees have to hand over all the knowledge they have to 

their colleagues.  

Finally, organisations should conduct internal audits and 

follow up with experts to share their knowledge. Those 

people who are not participating in KM should be punished.  

E. Impacts of Knowledge Management on Organisational 

Performance  

There are eight main benefits gained by knowledge-based 

organisations due to the implementation of KM, as follows: 

retaining a sustainable competitive advantage; making 

information available, obtainable and accessible;  increasing 

employees‟ learning curve, commitment and loyalty;  better 

decision making based on required information;  sustaining 

mission critical knowledge;  learning lessons and solving 

recurring issues and problems; benchmarking; and improving 

OP and efficiency. Most informants stated that there is a clear 

relationship between KM and OP, productivity and 

efficiency. 

 

IV. DISCUSSION OF FINDINGS 

We have continuously studied the data collected from the 

interviews and the five main categories that emerged through 

axial coding in order to select the core category. Reference 

[28] stated that the first step of the integration process is 

identifying the core category. Moreover, it found that the 

most important factor influencing the success of KM 

implementation is the employees‟ willingness to participate 

in KM activities and share their knowledge. This implies that 

organisation that want to be a knowledge-based organisation 
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by implementing KM activities need to improve the 

willingness of employees to participate in the project, 

otherwise it will fail. Therefore, we label this category 

employees‟ willingness and we select it as a core category. 

We believe that this category can provide new insights into 

implementing KM successfully.    

After we studied the five main categories once again, we 

found the employees‟ willingness category is the highest 

potential category for linking all the five main categories 

together.  In brief, unwillingness of employees to participate 

and share their knowledge is the biggest barrier to 

implementing KM and all other barriers are affected by 

employees‟ willingness. Moreover, the main aim of 

organisational learning, good communication, and CSFs is 

positively affecting employees‟ willingness to participate in 

the knowledge activities by encouraging them and facilitating 

sharing. Then, the high level of employees‟ willingness to 

participate in knowledge activities leads to the successful 

implementation of KM, which impacts positively on OP. 

Therefore, a theoretical model has been developed in Fig. 

1. The theoretical model of this study demonstrates the 

relationships between the employees‟ willingness category 

and the other five categories. In this respect, the model 

illustrates how employees‟ willingness can be influenced by 

the others categories. We used two colours of arrow: blue and 

red. The blue arrows are used to indicate the positive 

influence of these main categories on employee willingness. 

These categories are critical successful factors, 

organisational learning and means of communication. Red 

arrows are used to indicate the negative influence of these 

barriers to employee willingness. 

 

 

Fig. 1. Theoretical model of knowledge sharing. 

A. Comparative Analysis of Organisational Performance 

between Knowledge-Based and Non-Knowledge-Based 

Organisations 

In this Section, we present the comparative case-analysis 

between the two types of organisations, and we focus on the 

organisational performance of these two types. As mentioned 

previously, there were 11 knowledge-based organisations 

and they are SG, SL, STC, HAC, F, A, S-Bank, CBA, U, SC 

and O. There were eight organisations that are 

non-knowledge-based and they are H-Bank, BHC, BNGF, 

Airlines Co., M, SE, AACC and TS. It is difficult to perform 

a comparative analysis between all nineteen organisations; 

therefore, we grouped the participating organisations in this 

study into two groups according to whether or not they are 

knowledge-based and we considered all organisations in one 

group as a singular case study. The comparative analysis 

starts with the impact of implementing KM on the 

organisation's performance and the main advantages of 

implementing KM in organisations. The main aim of 

comparative analysis between knowledge-based and 

non-knowledge-based organisations is to determinate how 

KM enhances productivity, performance and competitiveness 

within those organisations. In addition, comparative analysis 

aids us to identify the similarities and differences between 

two types of organisation, and thus facilitate the determining 

of the impact of implementing KM on an organisation's 

performance. 

 
TABLE II: THE COMPARATIVE ANALYSIS 

Knowledge-based organisations Non-knowledge-based organisations 

Sustain critical knowledge by 

transferring tacit knowledge to 

explicit knowledge. 

Losing mission critical knowledge. 

Having the information available, 

obtainable and accessible. Easy to 

obtain required information, facts and 

knowledge. 

 

Information is not available, not 

obtainable and not accessible. It is very 

difficult to obtain required knowledge 

and employees are wasting their time 

looking for information. 

Facilitate the communication and 

sharing of knowledge among all 

departments. 

Communication is difficult between 

departments and there are a lot of 

barriers to knowledge sharing. 

Benchmarking. No benchmarking. 

Lessons learned and solve recurring 

problems and issues, which will 

reduce cost and time. 

Reinventing the wheel from the 

beginning whenever recurring problems 

happen. 

Increase learning curve. Learning curve is very slow. 

New employees can learn quickly 

and take over jobs in a short period of 

time.   

New employees get lost and they need a 

long time to learn how to do the work. 

Knowledge workers will be happier 

in such an organisation. 

Knowledge workers are not happy in 

such an organisation and will look for 

jobs elsewhere. 

Managers and employees able to 

make decisions based on facts, 

information and knowledge. 

It is very difficult to make the right 

decision without the available 

information to hand. You need to collect 

information because it is not available. 

Eliminate the costs associated with 

duplicated effort and wasted time 

(save cost and time). 

Duplicated effort and wasted time and 

money. 

 
Help companies to foresee and avoid 

future problems. 

It is less easy to foresee future problems 

Retain sustainable competitive 

advantages. 

Loss of competitive advantage. 

Increase the loyalty, commitment and 

morale of employees. 

Reduction in loyalty, commitment, and 

morale of employees. 

Increase efficiency, performance, and 

effectiveness; reduce cost and capital 

expenditure; improve return 

investment; meet customer needs and 

satisfaction; identify new markets 

and market plans; and increase profit 

and OP. 

Reduction in efficiency and 

performance. Less effective. 

 

Table II shows the difference between knowledge-based 

and non-knowledge-based organisations, and lists the 

benefits of implementing KM in those organisations. At the 

end of the day, all the main benefits will impact positively on 
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OP by increasing efficiency and performance; improving 

effectiveness; reducing cost and capital expenditure; 

eliminating the costs associated with duplicated effort and 

wasted time; improving return investment; meeting customer 

needs and satisfaction; identifying new markets and market 

plans; retaining a sustainable competitive advantages; and 

increasing profit and OP. 

 “In BHC there were no training courses at all, which 

caused new employees to get lost, not knowing what to do for 

a period of time. Even when the employee became a 

manager, he did not know how to be a good manager. It was 

very difficult to obtain information in BHC. In SL an 

employee can be a good manager within four years, but in 

BHC the employee needs more than 14 years to be just a 

manager” (BHC-GM-01-02). 

“A very good example of this is SL and BHC companies - 

because of the successful implementation of KM, SL is the 

largest worldwide company in the oilfield services sector, 

with revenues of $22.7 billion in 2009; whereas BHC is the 

third largest worldwide company in oilfield services, with 

revenues of  $5bilion in 2009” (BHC-GM-01-04).  

The following informant argued that KM enables his 

organisation to double its productivity and decrease the 

manpower by half. To that end, it improved OP.  

“…now with the new system I can get any information 

within no time and I can do the production plan within an 

hour...Ah we have in the factory in Jeddah 460 employees 

and only six production lines but now after implementing 

KM and the new system we have 214 employees and 13 

production lines...I mean we doubled our productivity and 

decreased manpower by half...Ah we have made the system 

more efficient, which has improved the efficiency of the staff 

and thus improved the performance of the company” 

(U-M-01-09). 
Reference [9] states that KM can be defined as a process 

that helps organisations to generate and gain knowledge; and 

select, organise, use, disseminate, and transfer important 

information and expertise owned by the organisation, which 

is necessary for administrative activities such as making 

decisions, solving problems, learning, and strategic planning.  

Moreover, the study found that there is a clear relationship 

between KM and OP, productivity and efficiency.  

“There is a clear relationship between KM practices and 

organisation performance and productivity” (SG-M-02-05). 

A survey study of 88 mid-level managers and senior 

executives representing ten different industry sectors from 

Canada, Australia and the USA has been performed by 

Reference [5]. The revenues of those organisations ranged 

between $2M and $10B and the age of those companies 

ranged between two and 187 years, with numbers of 

employees ranging from 30 to over 300,000. The study found 

that KM practices have a direct relationship with OP.  

 

V. CONCLUSIONS 

The study found that the most common barrier to 

knowledge sharing is the unwillingness of employees to 

participate and share their knowledge due a number of 

reasons, which are: knowledge is power; lack of trust; 

resistance to change; lack of time; poor verbal and written 

communication; and that there are types of knowledge that 

are difficult to document. All of these reasons negatively 

affect employees‟ willingness to participate in KM and share 

their knowledge. 

Moreover, we found that OL is very important and it is 

considered to be the main goal of KM. It was also found to 

help organisations to sustain a competitive advantage and to 

improve the employees‟ performance and efficiency. OL 

encourages employees to learn by creating a good learning 

environment. This study found that knowledge-based 

organisations adopted the following methods to encourage 

people to learn: training courses, OJT, E-learning, and 

investment in R&D. In addition, the main aim of adopting OL 

is to transfer and share knowledge between people and to 

improve employees‟ performance and efficiency. Thus, it 

will increase employees‟ willingness to participate and share 

their knowledge. Therefore, the learning curve of employees 

is very high in knowledge-based organisations compared 

with non-knowledge-based organisations, which is very 

slow. Employees in the knowledge-based organisations can 

easily find the information they require and can learn how to 

perform their work in a short period of time because all the 

information they need is in their hands. Therefore, 

knowledge workers are happier and wish to remain in the 

knowledge-based organisation because the work 

environment is very good and there is a lot of learning 

involved. These organisations will earn employees‟ 

commitment and loyalty, and thus they will earn employees‟ 

willingness to share knowledge. 

The study found that there are certain factors that are very 

important to the successful implementation of KM and these 

positively influence the employees‟ willingness to share 

knowledge. They are: top management support, 

organisational culture, organisational structure, user-friendly 

systems, trust, job security, time, reward systems, KM teams, 

awareness campaigns, and auditing. Moreover, a 

well-structured communication system is a very vital factor 

for KM success because its role is to ensure and facilitate the 

passing of knowledge to the appropriate people. Examples of 

the best communication practices are meetings, newsletters, 

magazines, public lectures, presentations, direct phone calls, 

help desks and emails. Therefore, good communication 

improves the level of support for employees and facilitates 

KM activities, especially knowledge-sharing activities. Thus 

it will increase employees‟ willingness to share their 

knowledge. 

The comparative analysis between knowledge-based and 

non-knowledge-based organisational performance was 

presented in this paper in order to determine the similarities 

and differences between the two types of organisations. The 

main aim of comparative analysis between knowledge-based 

and non-knowledge-based organisations was to determine 

how KM enhances productivity, performance and 

competitiveness. This facilitates the determining of the 

impact implementing KM has on OP. Finally, this study 

presented a theoretical model of knowledge sharing. 
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