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Within the last decade, more organizations are utilizing a non-traditional 

workforce. Specifically, these organizations are utilizing contract workers as resources to 

provide services and manufacture products. While this change in workforce provides 

benefits to organizations, the change also presents numerous challenges such as turnover. 

The turnover involved in such a relationship along with the addition of 

newcomers translates into an organizational socialization and knowledge transfer (KT) 

issue, because contract workers as well as employees need to be efficiently brought into a 

new organization, and knowledge needs to be shared with these new individuals so that 

they can effectively contribute to the work process. It is contended that organizations 

follow a typical, informal organizational socialization "policy" which involves KT in 

getting new contract workers and employees up to speed. This study addressed the typical 

organizational socialization policy as it is represented by formal knowledge transfer 

(FKT) via instructor-led/classroom training (ILT) and computer-based training (CBT) 

and by informal knowledge transfer (IKT) via a social network. The study focused on 

IKT, because companies understand this type of KT the least. In order to evaluate the 

organizational socialization of contract workers for this study, the contract worker 



population was compared to a baseline population of employees which was broken up 

into two employee groups: "rookies" and experienced hires. The formal and informal 

transfer of three types of knowledge (job task, role, and organizational norms) was 

assessed by using surveys and interviews (including social network methods) on a 

research population consisting of 166 employees (both rookies and experienced hires) 

and contract workers from a Fortune 100 company. The findings include: (a) Job task 

knowledge was transferred more often than role and organizational norms knowledge, (b) 

coworkers were used more than managers a source of knowledge overall, (c) worker 

classification as well as job task and role knowledge explained significant amounts of 

variance in performance, and (d) network size impacted performance. 
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CHAPTER I 

INTRODUCTION 

Within the last decade, more organizations are utilizing a non-traditional 

workforce. Specifically, these organizations are utilizing contract workers as resources to 

provide services and manufacture products. Statistics from a number of sources provide 

evidence of this change. Results of The Conference Board's international survey of 102 

companies reported that the proportion of organizations whose workforce is at least 10% 

contingent (e.g., contract workers) will increase to 35% by the end of the 1990s 

(Filipczak, Hequet, Picard & Stamps, 1995). According to the Bureau of Labor and 

Statistics of the U.S. Department of Labor, 10.6 million of the individuals employed in 

alternative work arrangements in the U.S. during the two-year period from February 1995 

to February 1997 were contract workers. Within the manufacturing industry, 51.4% of 

individuals employed in alternative work arrangements were contract workers. Given this 

utilization, a better understanding of contract workers is needed. Contract workers are 

independent contractors or individuals who are employed by a company that provides 

them as a resource to other organizations through a contractual agreement, but contract 

workers do not have an implicit or explicit contract for continuous employment like that 

of employees (U.S. Department of Labor, Bureau of Labor & Statistics, 1997). 

Prior research has suggested a number of reasons for this change in workforce 

utilization. These reasons included: reducing direct labor costs such as salary and 

1 



benefits by using contract workers (Caudron, 1997; Geber, 1993; Masters & Miles, 

1997), filling in organizational gaps in expertise by utilizing contract workers who 

possess specific skill sets (Filipczak et al, 1995; Masters & Miles, 1997), controlling the 

number of workers due to downsizing (Filipczak et al, 1995), and providing the flexibility 

to handle market demand uncertainty which relates to the probability that a job will be 

needed over time (Filipczak et al, 1995; Masters & Miles, 1997). While this combined 

research suggested numerous reasons, Masters and Miles assessed a number of them in 

building their model of external labor arrangements and asserted that two of the best 

predictors of contract worker usage were the need for specific skill sets and the need to 

meet market demand uncertainty. 

While this change in workforce provides benefits to organizations, the change also 

presents numerous challenges. One of the most salient challenges is turnover, because it 

impacts work continuity and ultimately company performance. An important contributing 

factor to the turnover issue is the nature of the business relationship between the contract 

worker and the employing organization. The business relationship that is established 

between the organization and contract worker is a "loosely coupled" (Weick, 1976) and 

often short-term relationship. The relationship is loosely coupled, because the contract 

worker generally is not perceived or treated by a given organization in the same manner 

as an employee. For instance, a contract worker is often perceived and treated as an 



outsider by employees, and a contract worker generally does not receive benefits from the 

organization. 

Not only does the employing organization often perceive and treat a contract 

worker differently, but the contract worker may also perceive himself or herself as well as 

behave differently than an employee. It could be argued that a contract worker in this 

sense is analogous to Gouldner's (1957) cosmopolitan in his local/cosmopolitan 

terminology for organizational members. A contract worker could be considered a 

cosmopolitan, because he or she is often brought in as an "expert" with specialized 

knowledge and skills, is more loyal to his or her profession than a particular company, 

and is likely to use individuals outside a given organization as a reference group. In 

contrast to a cosmopolitan, a local (generally more employees than contract workers) is 

more loyal to the employing organization, is less committed to specialized knowledge 

and skills, and usually uses individuals inside a given organization as a reference group. 

The different perception and treatment of a contract worker and the corresponding lack of 

permanence in the business relationship means that contract workers will come and go 

throughout the duration of the relationship. 

This turnover poses the problem of not only losing valued human assets but also 

getting replacements for these individuals up to speed so that they can be productive as 

quickly as possible. In other words, when a given individual (e.g., a contract worker) 

leaves the relationship, the individual takes his or her knowledge (both explicit and tacit) 

as well. Explicit knowledge can be codified and is relatively easy to articulate and 



transfer. Conversely, tacit knowledge is more subjectively related to the individual and 

his or her experiences in certain contexts which makes it extremely challenging to 

formalize and share (Nonaka, 1994; Nonaka & Takeuchi, 1995; Polanyi, 1966; Saint-

Onge, 1996; Sveiby, 1996). The removal of the individual's explicit knowledge is less 

critical, if it has been captured and represented through means such as documentation and 

work processes. More critical is the individual's tacit knowledge which is not easily 

articulated and/or captured (Polanyi, 1966). Because of this turnover, new contract 

workers are needed to replace the ones that have left the business relationship as well as 

to increase the number of individuals in the workforce and to subsequently increase the 

overall competence of the workforce that drives a large portion of company performance. 

The turnover involved in such a relationship along with the addition of newcomers 

translates into an organizational socialization and knowledge transfer (KT) issue, because 

contract workers need to be efficiently brought into a new organization, and knowledge 

needs to be shared with these new individuals so that they can effectively contribute to 

the work process. 

The purpose of this study is to address what is believed to be the typical 

organizational socialization "policy" which involves KT relative to contract workers. 

It is contended that organizations follow a typical, informal organizational socialization 

policy in getting new contract workers as well as employees up to speed. In order to 

evaluate the organizational socialization of contract workers, they need to be compared to 

a baseline population. The most logical population is the employee population. Although 



it is not intended to represent precise ratios or relationships, Figure 1 illustrates the 

organizational socialization policy by comparing the contract workers to the employee 

population which can be split into two groups (see Figure 1 in Appendix F). The first 

group of employees is composed of "rookies," who are newly hired employees 

possessing little or no prior work experience. The second group labeled "experienced 

hires" is composed of individuals who possess a significant amount of prior work 

experience. 

Given these three population types, the socialization policy refers to the amount of 

formal knowledge transfer (FKT) and informal knowledge transfer (IKT) each of the 

three populations receive in order to expediently and efficiently make them productive for 

the organization. Briefly, formal knowledge transfer refers to the amount of instructor-

led/classroom training (ILT) as well as computer-based training (CBT) each respective 

group receives upon entry into the organization. Informal knowledge transfer refers to the 

extent the individuals in each group need to depend on informal relationships, such as a 

social network, to acquire the knowledge they need to be successful at their employing 

organization. A social network is a collection of individuals that are linked together 

through their interactions and relationships (Brass, Butterfield, & Skaggs, 1998; Scott, 

1991). Knowledge transfer and social networks will be discussed in more detail in the 

"knowledge transfer" section of this manuscript. 

It is believed that the typical organizational socialization policy for contract 

workers involves a small amount of FKT, because companies usually do not want to 



invest in individuals that are not likely to remain with the organization for the long term. 

Additionally, companies may also utilize a small amount of FKT regarding contract 

workers, because they are limited by federal guidelines regarding treatment of certain 

types of contract workers: If the contract workers are independent contractors (as opposed 

to contract workers provided by an employment agency), then the employing companies 

are limited by Internal Revenue Service guidelines as to the amount of FKT they can 

provide for the independent contractors. Consequently, contract workers must rely more 

on IKT to become productive for the organization. 

In comparison to contract workers, rookies receive a large amount of FKT via ILT 

and CBT and rely less on IKT for the first year of employment. This policy is likely due 

to companies viewing these individuals as sound investments, because they are seen 

almost as human "tabula rasas" who can be molded by the company due to their lack of 

prior work experience, and rookies are much more likely to remain a part of the 

organization over time. In contrast to rookies, experienced hires possess a significant 

amount of prior work experience which provides them with substantial knowledge that 

experienced hires can use to be successful in the organization. So, the companies believe 

that experienced hires are more likely to be able to hit the ground running and do not 

need the FKT that rookies need. Consequently, the organizational socialization policy of 

experienced hires should more closely resemble that of contract workers. 

In summary, this study is addressing the typical organizational socialization 

policy as it is represented by FKT via ILT and CBT and IKT as it is represented by a 



social network. In order to fully understand this policy, the study will first discuss prior 

research literature by addressing the concept of organizational socialization, defining and 

elaborating on the concept of knowledge and KT, and finally it will identify and elaborate 

on FKT and IKT as they relate to the organizational socialization of contract workers and 

employees. The study will then outline the research hypotheses to be tested as well as the 

methods used to do so. 

Organizational Socialization 

Although there has been a fair amount of writing on socialization, a need for more 

empirical studies on this topic still exists. Therefore, this study aims to further develop 

the socialization research domain. In general, "socialization occurs whenever an 

individual changes roles or 'crosses a boundary' in an organization" (Van Maanen & 

Schein, 1979, p. 122). The majority of evident socialization typically occurs when an 

individual becomes a member of a new environment such as an organization, but some 

socialization occurs when an individual is transferred or promoted into a new 

subenvironment such as a new job (Ashford, 1986; Fisher, 1986). 

Furthermore, organizational socialization should be differentiated from 

occupational socialization. Occupational socialization involves the instilling of 

knowledge, values, and skills related to a profession which may generalize across 

organizations in which the profession may be practiced. Organizational socialization 

entails the acquisition of skills, knowledge and ways of thinking and behaving that are 

specific to an organization (Fisher, 1986; Van Maanen, 1984). While it could be argued 



that occupational socialization relates more to Gouldner's (1957) cosmopolitan which 

describes a contract worker, the type of socialization that applies to this study is 

organizational socialization, because organizational socialization is required for a 

newcomer (e.g., a contract worker) to be effective in a new organization. 

Prior research has tried to capture the basic stages of the socialization process by 

creating stage models that delineate the steps involved in progressing from an outsider to 

a fully-accepted insider. The basic stages are anticipatory socialization, encounter and 

mutual acceptance (Schein, 1978; Van Maanen, 1976). Anticipatory socialization 

represents the extent a person is ready, prior to entry, to assume a position in a given 

organization. This stage includes selecting a profession and deciding upon an 

organization to investigate for potential employment. Initial encounter is believed to be 

the most important stage for sound socialization. This stage entails the newcomer 

becoming proficient at the tasks of the new job and developing relationships with 

organizational members. Mutual acceptance occurs when the newcomer is fully 

assimilated into the organization. This stage involves the individual being considered an 

integrated member of the organization by other organizational members as well as by the 

individual himself or herself. This stage also involves this person understanding how the 

organization really functions. 

Although stage models serve as simplified representations of socialization which 

can assist in understanding the process, use of such models is not a panacea. Stage 

models suggest that socialization involves fixed, sequential phases with specific content 



and activities associated with them. This fixed, sequential representation may not be a 

valid representation of the socialization process, because it does not capture all of the 

nuances and dynamics involved in the socialization process. Furthermore, research with 

stage models has produced mixed results (Fisher, 1986). 

This prior research on organizational socialization was beneficial in addressing 

the process of bringing a new employee into a given organization, but it did not address 

the process for a contract worker. As mentioned earlier, contract workers are presently 

and are likely to continue to be a substantial component of the workforce. Because 

contract workers are so crucial, it is important to understand how they can be effectively 

brought into an organization and utilized. Consequently, a key issue is whether the 

finding with new employees generalizes to new contract workers. Given that contract 

workers and employees are both members of a given organization's workforce, intuition 

suggests that the employee findings should generalize to contract workers, but there is a 

key difference between an employee and a contract worker. This difference is the nature 

of the work relationship. As alluded to previously, the nature of the relationship between 

an employee and an employer is assumed to be a long-term and permanent relationship, 

but the nature of the relationship between a contract worker and an employer is usually 

assumed to be a short-term and transient relationship in comparison to the employee. 

In order to assess how prior organizational socialization research applies to 

contract workers, the aforementioned organizational socialization policy comes into play, 

because it provides a framework for evaluating contract workers as well as employees. As 
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the policy illustrates, knowledge transfer (both FKT and IKT) is integral to bringing a 

new individual (e.g., a contract worker) into an organization. Feldman (1991) believed 

that training has become the primary means of socialization for new employees, because 

it: (a) establishes expectations about a given job, (b) assists in the creation of group 

norms, and (c) serves as the best source of information about a company. The content of 

ILT (a form of FKT) assists the new individual in getting up to speed in the organization 

which is a benefit. 

Additionally, the interactions and relationships that result from the training 

situation can also enhance IKT through the development of a larger social network. 

Interactions with members of a social network (e.g., coworkers, mentors, managers, etc.) 

have even been rated as more helpful than formal training and orientation (Louis, Posner 

& Powell, 1983). This line of thinking is further supported by Chatman (1991) who found 

that a certain amount of organizational socialization can be attributed to the orientation 

and training program, but a large part of organizational socialization occurs informally 

through work on the job. Given this typical organizational socialization policy, the 

transient nature of the work relationship between a contract worker and an employer, and 

the need to use the contract worker population effectively, it is imperative that the 

appropriate knowledge be shared to ensure that the contract worker population as well as 

the employee population are being utilized in the most efficient manner. 
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Knowledge 

At this point, a question could be posed as to the reason for the focus on 

knowledge. Such a question is legitimate, because knowledge is an esoteric concept that 

is seemingly difficult to examine. In response to such a question, it is because knowledge 

is an esoteric concept that has a potentially significant impact on business performance 

that this study is addressing it. In general, knowledge is the cornerstone upon which 

abilities and skills are based (Prien, 1977). Knowledge enables individuals and 

organizations to perform effectively in order to attain their objectives. Quinn (1992) and 

Quinn, Anderson, and Finkelstein (1996) identified that most successful organizations 

today can be considered "intelligent enterprises," because these organizations transform 

intellectual assets from human input into product and service outputs. In both the service 

and manufacturing industries, most of the processes that contribute value to these 

products and services develop from knowledge-based activities. Consequently, 

knowledge serves as a basis for an organizational competitive advantage (Lahti & 

Beyerlein, 1999). 

A number of philosophers, researchers and practitioners have addressed the 

concept of knowledge. For instance, Polanyi (1966) believed that knowledge, or the 

process of knowing, was personal and related to the individual. Purser and Montuori 

(1995) as well as Nahapiet and Ghoshal (1998) suggested that knowledge can be viewed 

as a type of "intellectual capital" which possesses the capability to significantly change 

how individuals, professional practices and organizations view and create the world 
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around them. Quinn et al. (1996) believed, the "intellect of an organization, in order of 

increasing importance, includes: (a) know what, (b) know how, (c) know why, and (d) 

care why" (p. 7). Liang (1994) identified knowledge as one of four entities in a theoretical 

model of information processing as follows: A data element is the most basic entity, 

because it "conveys only a single value and is indivisible" (p. 651). Information is 

relevant data that is organized into a single message. Knowledge is created by combining 

related pieces of information over a period of time and applying it. Wisdom is the subset 

of new knowledge created when an individual utilizes his or her deductive ability given a 

certain base of knowledge. In this taxonomy for the model, Liang agreed with Nonaka 

(1994), Sveiby (1996) and Tobin (1998) that knowledge is not the same as information. 

Information relates to a message, while knowledge is developed and organized out of a 

procession of information based upon the beliefs, values and commitment of the 

individuals involved. Information becomes knowledge once the information is 

understood and the value of it (including how it can be used) is recognized. Therefore, 

information enables the creation of knowledge via learning. 

More specifically, Mayer (1992) suggested that meaningful learning comes about 

when learners select pertinent information, organize it into a consistent whole and 

integrate it with relevant existing knowledge. Resnick (1989) also concurred that people 

use current knowledge to build new knowledge. This line of reasoning is further 

supported by Cohen and Levinthal's (1990) concept of absorptive capacity which 

contended that the ability to assess and use knowledge is largely determined by the 
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degree of prior related knowledge. This prior knowledge allows the capability to identify 

new information that is of value, understand how it can be utilized and subsequently 

generate knowledge. 

From an epistemological perspective, human knowledge consists of two main 

types of components, and it is the combination of these two components that is managed 

under the concept of knowledge management (KM) and transferred under the concept of 

KT. These components are explicit knowledge and tacit knowledge (Nonaka, 1994; 

Nonaka & Takeuchi, 1995; Polanyi, 1966; Saint-Onge, 1996; Sveiby, 1996). Explicit 

knowledge can be codified and is therefore relatively easy to articulate and transfer. 

Gagne (1984) described it as verbal information which may not be the best representation 

of the concept. Although explicit knowledge is based upon information, it differs from 

information, because explicit knowledge is more rich than information. Explicit 

knowledge is richer than information, because the value of explicit knowledge (including 

its utility) is understood whereas information is merely a message. Explicit knowledge is 

conveyed through formal/methodical language, is similar to Anderson's (1995) 

declarative knowledge, and can be generally described as the "know-what" type of 

knowledge. This type of knowledge is discrete and is represented in records such as 

books, archives, databases and libraries. 

In contrast to explicit knowledge, tacit, or implicit knowledge is more subjectively 

related to individuals which makes it difficult to formalize and transmit. Tacit knowledge 

is similar to Anderson's (1995) procedural knowledge, and it is more of an on-going 
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process of understanding that is closely tied to "action, commitment and involvement in a 

specific context" (Nonaka & Takeuchi, 1995, p. 59). Tacit knowledge involves 

viewpoints, intuition and values that individuals develop indirectly through their 

experience (Nonaka, 1994; Nonaka & Takeuchi, 1995; Polanyi, 1966; Reber, Walkenfeld 

& Hernstadt, 1991). In Gagne's (1984) terminology, it is intellectual skill (in contrast to 

motor skill) which appropriately implies action. This type of knowledge makes up the 

major part of the knowledge in organizations (Saint-Onge, 1996), and it has been shown 

to correlate with professional success (Sternberg, 1985). 

Moreover, tacit knowledge can be broken down into cognitive and technical 

elements. The cognitive element relates to Johnson-Laird's (1983) mental models which 

allow individuals to create functional representations of their world by utilizing analogies 

in their thought process. Examples of these representations include paradigms, schemata 

and beliefs that assist individuals in understanding the environment. The technical 

element of tacit knowledge deals with definite skills and "know-how" in a specific 

context (Nonaka, 1994; Nonaka & Takeuchi, 1995). 

Most of the previous work involving tacit and explicit knowledge implied that 

these components were related in a dichotomous manner. In other words, knowledge was 

considered either tacit or explicit. There were no shades of gray. While it is simpler to 

identify knowledge as either tacit or explicit with no degrees of variation, prior research 

(e.g., Ambrosini, 1997; Lahti & Beyerlein, 1999) contended that knowledge may actually 

exist on a continuum. More specifically, knowledge may exist on a continuum with 
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explicit knowledge and tacit knowledge anchoring the respective ends of the continuum. 

This proposal is based upon the assertion that some forms of explicit knowledge may be 

closer to tacit knowledge than other forms. 

In their study of management consulting, Lahti and Beyerlein (1999) suggested 

that a consulting firm's methodology (a form of explicit knowledge) has a larger tacit 

component than other forms of explicit knowledge. The methodology provides a more 

detailed description including an idea of the organizational context and a variety of "if-

then" scenarios that gives a better indication of what should be done in a given situation 

than a document that does not provide such a description. Given the assumption of a 

knowledge continuum, the KT process for a given situation is likely to involve a 

simultaneous transfer of a combination of degrees of tacit and explicit knowledge (see 

Figure 2 in Appendix F) where a high degree of tacit and a low degree of explicit 

knowledge are transferred. 

While the preceding statement, along with Figure 2, indicate that KT in a given 

situation may really involve a combination of degrees of tacit and explicit knowledge, it 

is simpler for the sake of discussion to describe knowledge stemming more from the tacit 

end of the knowledge continuum (i.e., a high degree of tacit knowledge and a low degree 

of explicit knowledge) as tacit knowledge and to describe knowledge stemming more 

from the explicit end of the continuum (i.e., a high degree of explicit knowledge and a 

low degree of tacit knowledge) as explicit knowledge. Thus, the use of the seemingly 

dichotomous description of knowledge as either tacit or explicit should be assumed to be 
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a shortcut for referring to what is really a continuous relationship (Lahti & Beyerlein, 

1999). 

The generation of knowledge is a component of KM (Anonymous, 1995; Lahti & 

Beyerlein, 1999). Knowledge management involves all viewpoints and activities needed 

to comprehend, to utilize and to benefit from capital in the form of knowledge possessed 

by an organization (Wiig, 1993). Knowledge generation is interrelated with KT, because 

knowledge has to be established in order to transfer it. Knowledge generation involves 

activities that range from the development or creation of new ideas and concepts to the 

identification of external knowledge and previously unnoticed trends to the integration of 

distinct concepts and practices (Anonymous, 1995). 

Nonaka (1994) along with Nonaka and Takeuchi (1995) asserted that individuals 

are crucial for the creation of knowledge which occurs through a cyclical or iterative 

transformation process involving tacit and explicit knowledge. Nonaka and Takeuchi 

believed that the tacit knowledge of individuals within an organization serves as the 

foundation for the creation of knowledge for the organization. Once individuals develop 

knowledge, it is the organization that integrates, magnifies and solidifies this knowledge. 

The organization is able to accomplish these tasks, because it is a system comprised of 

individuals. Since the organization as a system integrates, magnifies and solidifies the 

knowledge created by individuals, it should be apparent that this knowledge does not 

come about in isolation. Knowledge generation involves social interaction which 

provides a setting for the further development of knowledge originating from individuals 



17 

(Nonaka, 1994; Nonaka & Takeuchi, 1995). Ultimately, social interaction serves to 

develop, refine and validate this knowledge. 

The research on organizational socialization has identified some content areas of 

knowledge in relation to a newcomer that is based upon information seeking. This 

information seeking foundation is appropriate, because information becomes knowledge 

once the value and applicability of the information is understood which occurs as an 

individual performs his or her work in an organization. Some previous research (e.g., 

Ostroff & Kozlowski, 1992,1993) identified that knowledge content areas could be 

related to organizational socialization, but it was Morrison (1993a, 1993b) who identified 

three knowledge types relevant to the present study and performed a factor analysis to 

confirm the independence of these types. The types of knowledge that Morrison found to 

be important for organizational socialization were: knowledge for performing job tasks, 

knowledge regarding roles for work, knowledge regarding organizational norms and 

values. 

Specifically, socialization regarding performing job tasks involves acquiring the 

knowledge needed to master or tasks for a job (i.e., job task knowledge). This type of 

knowledge relates to how to perform specific aspects of a job (Morrison, 1993a, 1993b). 

Socialization regarding work roles entails ascertaining knowledge regarding 

responsibility boundaries and expectations for a given position (i.e., role knowledge). 

This type of knowledge relates to what is expected of the individual in a position, such as 

what he or she should be doing and how well he or she should be performing (Morrison, 
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1993a, 1993b). Socialization regarding organizational norms concerns understanding the 

values, standards and culture of a given organization (i.e., organizational norms 

knowledge). This type of knowledge relates to the behaviors and attitudes that the 

employing company values (Morrison, 1993a, 1993b). 

These three types of knowledge, like all knowledge, are composed of varying 

degrees of explicit and tacit knowledge (see Figure 3 in Appendix F). As Figure 3 shows, 

job task likely possesses the largest degree of explicit knowledge, because it relates to the 

bare minimum of what individuals need to know to do their work which often is 

documented and relatively easy to articulate. Ilgen and Hollenbeck (1991) described a job 

at its most basic level as being comprised of a collection of formal, established task 

elements that are objective, quasi-static, bureaucratic and arranged together by prime 

beneficiaries or their agents. These established task elements are usually documented in a 

job description. 

By comparison to job task knowledge, role knowledge is more context related 

which implies a larger tacit component that is better understood over time. While a job 

seems rather stable, consistent or unchanging, Ilgen and Hollenbeck (1991) pointed out 

that a job exists in a work context that is subjective, dynamic, and personal as well as a 

context that is composed of individuals other than prime beneficiaries or their agents. 

Consequently, another collection of informal task elements emerge (i.e., emergent task 

elements) that are involved in the work context. These emergent task elements represent a 

role. 
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Organizational norms knowledge possesses the largest tacit component, because it 

relates to the culture, values, etc. of an organization which are very specific to a given 

context. The organizational culture, values, etc. may not always be easy to articulate. 

Consequently, they are better understood over time similar to other tacit knowledge. 

Fisher (1986) found that learning is most concentrated upon entry into a new 

organization, and she reported that certain types of content must be mastered. Morrison's 

(1993a, 1993b) three knowledge types are related to the three (of their four) types which 

Ostroff and Kozlowski (1992) found to be the most important for the first nine months of 

a new employee's experience in a job. These three types make sense, because a 

newcomer really needs to understand what it takes to perform work tasks; the role(s) he 

or she occupies in accomplishing work tasks; and the standards, likes/dislikes, and 

expectations of the organizational entity into which the newcomer is trying to be 

integrated. Although the purpose of this study is not to specifically evaluate tacit and 

explicit knowledge, it is important to note that the three types of knowledge also possess 

varying degrees of "tacitness" and "explicitness," because this tacit or explicit nature 

relates to how the three types of knowledge can be transferred. 

Knowledge Transfer 

Given the preceding understanding of the concept of knowledge, KT can be more 

effectively discussed. Lahti and Beyerlein (1999) indicated that KT is one of the most 

important components of KM. Quinn et al. (1996) believed that knowledge can grow 

exponentially when it is shared. Consequently, if it is to be a potential asset for a whole 
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organization or multiple organizations, key knowledge must be shared, disseminated and 

utilized on an enterprise-wide basis. 

Knowledge transfer involves conveying and diffusing knowledge within an 

organization or among different organizations (Anonymous, 1995; Darr, Argote & Epple, 

1995). For example, an innovation in one department of a company could be shared with 

or taught to another department or division of the same company. This innovation could 

also be shared with a completely separate organization external to the company that is 

responsible for the innovation (e.g., a consulting firm shares its expertise with its clients). 

Additionally, knowledge can be transferred from one organization to another by obtaining 

this knowledge without the other's consent (e.g., a company learns and utilizes a leading 

practice of its competitor). 

This conveyance of knowledge involves a combination of both tacit and explicit 

aspects (Berry & Broadbent, 1988) and can be accomplished in a variety of manners 

including regular company communication, meetings, personal contacts, learning by 

doing and training (Darr, Argote & Epple, 1995; Epple, Argote & Murphy, 1996; Kogut 

& Zander, 1993). More specifically, the transfer of explicit knowledge can be attained 

through utilizing mediums such as books, publications, archives, methodologies, 

databases and technology including groupware (Lahti & Beyerlein, 1999; Raghuram, 

1996; Reimus, 1996). 

Knowledge transfer regarding tacit knowledge can be best accomplished through 

personnel movement and the collaboration of individuals (especially via face-to-face 
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interaction), because it allows individuals to understand and utilize this knowledge in a 

common context (Raghuram, 1996; Saint-Onge, 1996; Sveiby, 1996). A lack of a 

common context explains why tacit knowledge is difficult to transfer across disciplines 

and organizational boundaries. Tacit KT is not as well understood as explicit KT. Tacit 

KT is often incidental or unintentional as a result of collaboration. Therefore, an increase 

in collaboration is often desired in order to enhance tacit KT. Collaboration can be 

enhanced in many ways including mentoring, facilitated sessions, on-the-job training 

(OJT) and job rotation (Lahti & Beyerlein, 1999; Reimus, 1996; Saint-Onge, 1996). 

Moreover, collaboration can also be augmented by formal organizational structures such 

as teams and spherical and cellular organizational forms which allow the shifting of 

individuals to satisfy an organizational as well as a customer need (Miles & Snow, 1995; 

Miles, Snow, Mathews, Miles & Coleman, 1997) and informal organizational structures 

such as social networks. 

The ease of KT is impacted by the type of the knowledge (e.g., explicit or tacit) as 

well as the nature of the transfer (i.e., internal or external to the organization). Kogut and 

Zander (1993) discovered that more tacit, or less encodable knowledge will be conveyed 

easier and more frequently within an organization than outside of an organization. This 

idea also helps explain the findings of Darr et al. (1995) that showed more knowledge 

was transferred between affiliated organizations than independent organizations. This 

result is due to the fact that members of the organization have a common context in which 

to interpret and adopt this relatively esoteric type of knowledge. 
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It should not be assumed that a KT process comes without challenges, because 

barriers to this process do exist. Lahti and Beyerlein (1999) discovered a number of 

hindrances to the KT process relative to a consulting firm. These hindrances ranged from 

compensation/benefits and performance management systems to personality conflicts to 

protectionism. Additionally, Szulanski (1996) found that key barriers to KT within an 

organization are not necessarily motivational factors. His findings showed that 

knowledge-related issues such as causal ambiguity regarding the interaction of production 

factors, a distant and laborious relationship between the source and recipient involved in 

KT, and the recipient's lack of absorptive capacity hindered the KT process. 

In contrast to tacit knowledge, it is logical that the more encodable or explicit the 

knowledge is the more it will be shared external to an organization. Because the 

knowledge is encodable and can potentially be documented in forms such as a book or 

manual, it should be easier for individuals internal as well as external to the organization 

to understand and possibly utilize. It is explicit knowledge that is usually the type of 

knowledge that is transferred by training vendors through FKT methods such as ILT and 

CBT. 

Formal Knowledge Transfer 

As mentioned earlier, training is a method of FKT. Goldstein (1993) defined 

training as "the systematic acquisition of skills, rules, concepts or attitudes that result in 

improved performance in another environment" (p. 3). Kirkpatrick (1994) and Robinson 

and Robinson (1989) reported that training is used to impact knowledge, skills, and 
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attitudes. These descriptions allude to the tie that training has with competency work. 

Training relates to competency work, because a competency at the individual level is a 

combination of knowledge, skills, abilities and other characteristics that contributes to 

individual and organizational success (Lahti, in press), and training is one way to 

minimize or eliminate a competency gap. 

Furthermore, Knowles (1984) indicated that adults are competency-based 

learners, because they desire to acquire knowledge and skills that they can utilize in 

immediate situations. Therefore, competencies and knowledge are reciprocally related, 

because knowledge is a component of competencies and competencies (e.g., 

competencies related to oral and written communication) are needed to transfer 

knowledge. Underlying the preceding statements is the assumption that training will 

contribute to learning. In other words, training will significantly contribute to a desired 

change (usually an increase) in knowledge and skills which can alleviate a competency 

gap-

Training involves instruction which Gagne and Dick (1983) described as a 

collection of events outside of the control of the trainee that are developed to enhance the 

internal processes of learning. Gagne and Dick thought that these occur in a relatively 

ordered sequence as follows: (a) gaining attention, (b) informing the trainee of the 

objective, (c) stimulating recall of prerequisites, (d) presenting the stimulus material, (e) 

providing learning guidance, (f) eliciting the performance, (g) providing feedback, (h) 

assessing the performance, and (i) enhancing retention and transfer. 
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In addition to the sequence involved in instruction, key interrelated phases are 

also involved in impacting knowledge, skills and attitudes in the training process. These 

phases can generally be identified as the needs assessment, training design, training 

delivery, training evaluation and stakeholder review phases. All of these phases are 

important, but one of the most critical phases of the training process is the needs 

assessment, or determining customer requirements phase. The reason this phase is so 

critical is because the outcomes of this phase drive the work involved in the other phases. 

A variety of methods can help to determine customer requirements, or the 

knowledge that contract workers and employees need, but one has been shown to be 

extremely helpful to individuals responsible for training. Results from the 1997 American 

Society for Training and Development Benchmarking Forum indicated that the 

introduction of new products was the number one driver (compared to other drivers such 

as creating training based upon a general demand for more training) for identifying 

customer requirements via a needs assessment (American Society for Training & 

Development [ASTD], 1997). To use an example from the high-tech industry to illustrate, 

the development of a new type of computer would elicit the need for identifying the 

customer requirements needed to sell, service and utilize the computer so that training 

could be developed. The needs assessment would focus on what competencies the 

customers need to possess in order to understand and utilize the new computer. These 

customers include both internal customers (e.g., employees of the computer manufacturer 

who need to sell and service the computer) and external customers (e.g., individuals who 
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purchase the computer). Once the needs assessment is done, the training design and the 

other subsequent training phases can proceed. 

Obviously, sound training involves more than merely conducting a workshop. A 

vast amount of analysis and planning is involved in the phases so that instructional 

objectives and organizational goals can be attained. For instance, having identified the 

business challenge, conducted a needs assessment in order to determine that training is 

appropriate to address the challenge, and defined instructional objectives, a key 

consideration is to determine how to best close the gap between the current deficiency 

and the desired proficiency. This consideration involves determining the methods to use 

to deliver the training content to close this competency gap. The 1998 ASTD State of the 

Industry Report identified 13 different methods that companies used. These methods 

ranged from ILT to learning technologies such as CBT and the Internet. Despite the 

emergence of more learning technologies, the ASTD report found that 84% of training 

delivered for the entire sample of companies is still ILT. 

Even the leading edge companies in the 1998 ASTD study used ILT 81% of the 

time. This training predominantly involved videotapes, workbooks and business books 

which are more conducive to KT of explicit knowledge (Bassi & Van Buren, 1998). 

Considering industries such as manufacturing train an average of 65% of their employees 

and nearly 80% of the companies surveyed expect training expenditures to increase, it is 

critical to ensure that a given type of training is the proper KT method to utilize which 
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has implications for the organizational socialization policy that these companies use 

(Bassi & Van Buren). 

Furthermore, results from the 1997 ASTD Benchmarking Forum lend further 

support to the 1998 State of the Industry Report. Participating companies in the forum 

indicated that they use ILT the most followed by CBT as the preferred delivery methods. 

While the companies reported using both of these methods, the largest percentage of 

training time was allocated to ILT. The forum also reported the use of a variety of 

learning technologies including an increase in the use of the Internet as a delivery 

method. In addition to these methods, forum results showed that the companies also use 

work and performance practices that can contribute to KT. These practices include job 

rotation, mentoring/coaching, line on loan (using line personnel to provide training), and 

employee apprenticeships (ASTD, 1997). It is because this prior research found that ILT 

and CBT are the most utilized FKT methods that this study is addressing them. 

The training content that these methods delivered most frequently addressed what 

the study referred to as "technical skills" followed by "professional skills." Technical 

skills training addressed job-specific knowledge and skills focusing on procedures to 

develop products, provide services, or engage in processes. Professional skills training 

entailed specialized knowledge and applications needed to develop competence in a 

discipline such as accounting and engineering (ASTD, 1997). This training content is 

pertinent to this study, because the content for technical skills training is analogous to job 

task knowledge that contract workers as newcomers need. Additionally, contract workers 
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are also brought into an organization as experts, because they possess a specialized skill 

set which relates to the content of professional skills training. 

In developing the content for training, training experts discovered some key 

principles regarding adult learning that are especially important in the current fast-paced, 

global marketplace. These principles are important, because they relate to the 

development of training, and they help to address a frequent criticism of training as being 

generic and "one-shot, cram courses" (Feldman,1991). 

Zemke and Zemke (1988,1995) and Knowles (1984) provided some key 

principles that relate to adult learning. In reference to adult learners and their motivation, 

Zemke and Zemke (1988,1995) and Knowles (1984) suggested two key principles. First, 

adults seek out and desire learning experiences at critical points in their lives (e.g., a 

promotion, a new job, and marriage). Second, there is a window of time associated with 

adults' motivation to learn as well as their ability to retain what they learn. If adults do 

not have the opportunity to practice what they have learned, the increase in knowledge or 

skill resulting from training will quickly decay. These principles suggest support for just-

in-time training, or training that is delivered just prior to the point in time when trainees 

really need to apply it at work. 

In reference to curriculum design, Zemke and Zemke (1988,1995) and Knowles 

(1984) suggested six principles. These principles were: (a) adults favor self-directed and 

self-designed learning experiences over group-learning experiences led by a professional; 

(b) self-directed learning does not mean isolated learning (i.e., self-directed learning 
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includes an average of 10 other individuals as supporters, resources and guides), (c) 

adults generally favor single-concept, single-theory courses that concentrate on applying 

the concept to pertinent problems; (d) the design of the training should enhance 

integration with what the adults already know in order to expedite learning; (e) 

storytelling enables an easier integration with existing knowledge; (f) adults learn more 

efficiently via experiential means (e.g., discussion and problem-solving) than passive 

means; and (g) adults generally prefer training content that is clear and shows them how 

to do something. 

Furthermore, these preceding principles fit with the andragogical model that 

Knowles, Holton, and Swanson (1998) believed should be the basis for the education of 

adults. This model rests upon six precepts: (a) adults need to know why they should learn 

something; (b) adults possess a self-concept of being responsible for their own decisions 

and lives; (c) compared to youths, adults bring a greater amount and variety of experience 

to a learning event; (d) adults possess a willingness to learn things that they should know 

in order to better handle real-life issues; (e) compared to youths who are more subject-

centered, adults are life-, task-, or problem-centered in their orientation to learning, and 

(f) adults respond better to internal motivators (e.g., the desire for increased quality of 

life, self-esteem, etc.) than external motivators (e.g., higher salaries, better jobs, etc.). 

In reference to interaction with adults in the classroom, Zemke and Zemke (1988, 

1995) suggested two principles. First, active trainee participation is necessary in order to 

leverage their experience and facilitate integration with their previous knowledge. 
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Second, having trainers use facilitation rather than lecture techniques is more productive 

for engaging learners in establishing objectives, helping learners share experience, and 

reaching consensus among learners. 

Tobin (1994,1998) provided some sound insight. His insight included these 

principles: (a) people learn in multiple ways (e.g., from personal experience as well as 

from the experience of others), (b) the content that is to be learned must be relevant and 

applicable to the trainees' job, (c) coaching and reinforcement are involved in learning, 

(d) all organizational members are potential instructors, (e) timeliness is often as 

important as methodology (i.e., problems need to be addressed in real time), and (f) more 

learning takes place outside the classroom than in it (i.e., via informal interaction with 

others). 

Another key issue relates to how the knowledge regarding the content areas gets 

transferred to the newcomers. Once again the issue of training becomes an important 

consideration, but not just training in the traditional sense. The content of traditional 

training (e.g., ILT) can be helpful in providing some of the basic knowledge (more 

explicit knowledge) that is needed to perform work tasks, but this is often not enough for 

the newcomer to be successful in the organization. Feldman (1991) pointed out that 

organizations often use "one-shot, cram courses" that are geared toward the lowest 

common denominator. Namely, the training is made to be relatively generic in order to 

try to provide something from which everyone can learn. While this generic training may 

sound good in theory, it often does not provide enough useful information for the 
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newcomer to use in developing knowledge (especially tacit knowledge) related to the 

task, role and organizational norms content areas. This deficit is what contributes to a 

newcomer turning to informal means outside of the training content and context such as 

IKT via a social network to get the knowledge the newcomer needs. 

Another reason for the limitations of traditional training is the fact that the work 

environment may not support the application of the training an individual has received 

(Goldstein, 1993; Kirpatrick, 1994; Mbawo, 1995; Robinson & Robinson, 1989). For 

example, the trainee may have increased his or her knowledge in the training, but a 

manager may not allow the individual the opportunity to use it due to an impending 

deadline. This short deadline forces the manager to ask the trainee to complete a given 

task as the trainee had done before (prior to training), because there is not enough time for 

the trainee to become proficient in using what he or she learned in the training. The issue 

of the support of the work environment is mitigated through the use of organizational 

socialization. Because KT involving socialization occurs in the context of the work 

environment, the environment is more likely to be supportive of the application of the 

knowledge that is gained. This support occurs because the benefit and applicability of 

knowledge is more readily apparent which means it is more likely to be utilized. 

While FKT does serve as a direct means for the transfer of knowledge through 

more formal methods including ILT and CBT, it also serves as a mechanism for 

socialization into an organization. Feldman (1991) believed that training has become the 

primary means of socialization for new employees, because it: (a) establishes 
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expectations about a given job, (b) assists in the creation of group norms, and (c) serves 

as the best source of information about a company. In a way, training is also an indirect 

means of KT, because it can provide the basis for IKT (especially tacit knowledge). In 

this sense, the focus is less on the content of the training and more on the interactions and 

relationships that are by-products of the training situation. 

Informal Knowledge Transfer 

Training provides one way for a newcomer (e.g., a contract worker) to develop 

informal relationships with other organizational members (e.g., experienced employees) 

in which there are reciprocal exchanges (e.g., knowledge sharing). Additionally, informal 

relationships can be developed as a result of merely performing work tasks. This 

development of informal relationships can be referred to as a social network. As 

mentioned previously, a social network is a collection of individuals that are linked 

together through their interactions and relationships (Brass, Butterfield, & Skaggs, 1998; 

Scott, 1991). The reason for addressing a social network is because it is a key mechanism 

for evaluating a number of issues that impact organizations. These issues include but are 

not limited to: the influence of stakeholders (Rowley, 1997), unethical behavior in 

organizations (Brass, Butterfield, & Skaggs, 1998), information and control benefits 

related to structural holes (i.e., the absence of a relationship/connection between two 

nodes/individuals [Burt, 1992,1997]), resistance to changes in organizational structure 

(Valley & Thompson, 1998), and power/influence (Brass, 1984; Brass & Burkhardt, 

1993; Krackhardt, 1990). Additionally, Liebeskind, Oliver, Zucker and Brewer (1996) 
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utilized social network analysis to evaluate how biotechnology firms source their 

knowledge, and Sherman, Smith and Mansfield (1986) evaluated organizational 

socialization by way of social network analysis. 

Analyzing social networks involves a different type of data than attribute data 

(e.g., anxiety, organizational commitment, job satisfaction, etc.) typically encountered in 

psychology and organizational behavior research. Social network analysis involves 

evaluating relational data, or what is often referred to as social capital (Burt, 1992). As 

Burt points out, this relational data or social capital is not owned by an individual or 

entity (e.g., an organization) like financial capital (e.g., cash) or human capital (e.g., 

competencies). Social capital is owned by participants in a network of relationships (e.g., 

personal contacts) and consequently represents the sum of the actual and potential 

resources resulting from this network of relationships or the potential return of taking part 

in this network (Burt, 1992; Nahapiet & Ghoshal, 1998). Furthermore, Nahapiet and 

Ghoshal believed that social capital and intellectual capital evolve together in a reciprocal 

fashion: Social capital can impact the development of intellectual capital, and intellectual 

capital can impact the development of social capital. Nahapiet and Ghoshal asserted that 

this co-evolution of these two forms of capital contribute to an organizational advantage. 

Because social network analysis entails evaluating relational data which is 

different from attribute data that is typically collected in psychology and organizational 

behavior research, it should be pointed out that the methods of data collection and 

analysis also differ. Unlike most psychology and organizational behavior research which 
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often entails the use of some form of random sampling, social network analyses do not 

follow this approach, because random sampling may miss some key relationships in the 

social network. If key relationships are missed, then the accuracy of the social network 

analysis is compromised which can produce relatively worthless results. Therefore, social 

network analysis generally uses a census approach which entails collecting data (usually 

via a survey questionnaire) from the entire population encompassed by the network's 

boundaries. Because this census approach is used to gather data from all members of the 

network which is challenging in terms of time, money, and other resources of the 

participating organization as well as the researchers, the size of the network population 

that has been assessed by most social network researchers is often less than 200 or even 

100 individuals (e.g., Brass, 1984; Brass & Burkhardt, 1993; Burt, 1997; Krackhardt, 

1990). Additionally, the subsequent data analysis is usually performed with software that 

is specific to social network analysis. 

A social network can be developed in a number of ways including performing 

typical work tasks and participating in training. For example, a newcomer could meet and 

collaborate with other newcomers as well as other employees involved in the same 

method of training (e.g., ILT), the newcomer could develop a solid relationship with the 

instructor providing ILT, and/or the newcomer could establish a positive relationship 

with the individuals from whom he or she is receiving OJT. These relationships are 

important for two reasons. First, the newcomer is forming his or her social network (the 

mechanism for IKT) through direct interaction. Second, the individuals with whom the 
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newcomer has directly established relationships also have social networks of their own 

which the newcomer should be able to use (providing the relationship established directly 

is solid enough to allow it) to gain more knowledge and subsequently expand his or her 

social network. 

As a supplement or complement to formal, traditional training (i.e., FKT), 

newcomers typically acquire a large portion of their knowledge by IKT through a social 

network, or informal relationships with individuals that include coworkers, managers and 

mentors (Feldman, 1991; Louis et al, 1983; Ostroff & Koslowski, 1992; Raghuram, 

1996). These knowledge sources are often more helpful than traditional training. Louis et 

al (1983) found that interactions with coworkers, managers and mentors were available to 

at least 75% of newcomers, and these interactions were all rated as more helpful than 

formal training and orientation. These sources (especially coworkers and managers) are 

selected largely because of their accessibility and familiarity with a newcomer's job 

(Morrison, 1993b). Interactions with these sources are believed to serve certain purposes. 

Managers play a pivotal role in the application of knowledge from formal training back to 

the office setting (Feldman, 1991; Van Maanen & Schein, 1979). Coworkers are also 

integral to bridging the gap between formal training and what is done in the real world, 

because they help to interpret and filter information for newcomers (Feldman, 1991; 

Posner et al, 1983). Mentors help to integrate different information, put things into 

context, determine what aspects of formal training to focus on, and what knowledge is 
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really needed to perform successfully in tasks (Feldman, 1980; Feldman, 1991; Van 

Maanen, 1984). 

In forming relationships with coworkers, managers and mentors, a newcomer is 

being proactive which is important for effective socialization and ultimately KT 

(Feldman, 1991; McGarrell, 1984; Morrison, 1993; Ostroff & Kozlowski, 1992). This 

"proactivity" is important for a number of reasons: (a) the newcomer will come to 

understand his or her knowledge deficit and seek out the appropriate knowledge to 

eliminate or minimize the deficit, (b) the newcomer will be able to determine what 

knowledge sources in the social network are the most beneficial, and (c) a newcomer is 

the first one that knows what he or she does or does not understand (i.e., if knowledge 

was transferred). A manager, mentor or coworker can provide a good amount of insight 

into what the newcomer needs to perform a task, assume a role, and assimilate into an 

organization, but only the new individual can quickly determine if it is helpful. In being 

proactive, the newcomer is utilizing what prior research identified as information seeking 

methods to seek out information that is converted into knowledge once the information's 

value and applicability is understood. 

Furthermore, Miller and Jablin (1991) and Morrison (1993b) criticized prior 

socialization research for focusing only on how a newcomer makes sense of the 

environment of a new organization but not considering the mechanisms by which the 

newcomer procures this information which is converted into knowledge. Miller and 

Jablin suggested that a newcomer is more attentive than an "oldtimer" to the methods 
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used in information seeking, because the newcomer is encountering a relatively foreign 

and seemingly complex organizational entity. 

Similar to other socialization research, Miller and Jablin (1991) indicated that 

managers and coworkers are key sources of information, and newcomers use a 

combination of seven different information-seeking methods. These methods include: (a) 

overt questioning, (b) indirect questioning, (c) third parties (e.g., substituting a 

coworker/secondary source for a manager/primary resource), (d) testing limits (devising 

situations to which an information source must respond), (e) disguising conversations 

(nonchalantly and subtly encouraging information sources to talk about given topics), (f) 

observation (paying attention to sources to learn specific attitudes and behaviors), and (g) 

surveillance (retrospective sensemaking based upon attending to miscellaneous cues). 

Use of these different methods is contingent upon the newcomer's uncertainty of the 

information, assessment of the information source, and perceptions of the social costs 

involved in utilizing given methods. Additionally, use of these methods is moderated by 

individual differences and factors related to the organizational context. 

Continuing the line of thinking that Miller and Jablin (1991) used to develop their 

model of information seeking, Morrison (1993a, 1993b) studied newly hired accountants 

in accounting firms. She looked at methods of information seeking that included inquiry 

(similar to Miller and Jablin's overt questioning), monitoring (similar to a combination of 

Miller and Jablin's surveillance and observation), and consulting of documentation. She 

found that newcomers sought technical information (which relates to job task knowledge) 
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the most followed by referent information (which relates to role knowledge), and 

normative information (which relates to organizational norms knowledge) via the inquiry 

method. Technical information was also the information that was sought most using the 

method of consulting documentation. Incidentally, this finding lends support to the Bassi 

and Van Buren (1998) as well as the ASTD (1997) results that showed that technical 

training is the most in demand within organizations. Therefore, it appeared that job task-

related information was the most important. 

Additionally, Morrison (1993b) found that information seeking was positively 

related to job satisfaction and performance and negatively related to intention to leave. 

This relationship between intention to leave, job satisfaction as well as turnover is not 

new. Kraut (1975) found that intention to leave was significantly correlated with 

turnover. Mobley (1977) proposed a heuristic model of employee turnover, because he 

believed that mediators (e.g., thinking of quitting, intention to leave, etc.) exist between 

job satisfaction and actual turnover with intention to leave being the stage prior to actual 

turnover. Mobley, Horner, and Hollingsworth (1978) tested a simplified version of this 

model and found that intention to leave was the immediate precursor to actual turnover, 

and intention to leave did have a direct impact on turnover (i.e., they were significantly 

correlated). This finding supported Kraut's work. Further evidence of this result was 

provided by MitchePs (1981) who also found that intentions were significantly correlated 

with turnover. 
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Job satisfaction and intention to leave are important factors to consider in relation 

to contract workers as well as employees, because these factors could potentially impact 

turnover. Given the nature of the contract workers' business relationship is transient, 

turnover is inevitable for contract workers whereas it is not necessarily inevitable for 

employees. While turnover is inevitable for contract workers, this fact does not mean that 

job satisfaction and intention to leave are only important to consider for employees. On 

the contrary, job satisfaction and intention to leave are also important considerations for 

contract workers, because lower satisfaction and increased intention to leave may initiate 

the withdrawal process for contract workers much sooner than a given company would 

like. In testing their heuristic model, Mobely et al. (1978) found that dissatisfaction with 

work related to certain stages in the withdrawal process. More specifically, dissatisfaction 

with work had a strong relationship with thinking of quitting. Also, it was previously 

mentioned that intention to leave was found to be significantly related to turnover. 

Furthermore, job satisfaction may be a good indicator of whether a contract worker would 

want to potentially obtain a future contract with a given organization. Consequently, key 

issues to consider are whether the job satisfaction and intention to leave of contract 

workers differ from employees. 

In addition to the logical findings related to job satisfaction and intention to leave, 

Morrison (1993b) obtained some unexpected results. One result was that information 

seeking was relatively unaffected by the information seeker's self-confidence. An even 

more surprising result that was inconsistent with prior research was that newcomers 
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sought technical information more from managers than coworkers. Burke and Bolf (1986) 

found that coworkers were the most important source for acquiring technical information. 

The researcher of this study believes that coworkers should be the most important source 

for technical information, because they are performing similar if not the same work tasks 

as a newcomer while a manager is not performing similar tasks. Nonetheless, this 

inconsistency beckons for clarification. 

In considering a social network in reference to organizational socialization, 

another concept related to a social network should be discussed. The aforementioned 

adult learning principles outlined by Zemke and Zemke (1988,1995), Knowles (1984) 

and Tobin (1994,1998) allude to applications-oriented, interactive, just-in-time, and 

work-related learning which describes a key characteristic of what numerous researchers 

(i.e., Brown & Duguid, 1991; Lave & Wenger, 1990; Stamps, 1997; Wenger, 1996) 

identified as a community of practice (CoP). A CoP is an informal, organizational 

structure that can span departmental and organizational boundaries and functions under 

the assumption that learning is closely tied to collaborative application, or learning while 

working. Wenger believed that learning goes on continuously, because it is a part of 

human nature. He also asserted that no distinction exists between learning and social 

interaction. In this respect, learning occurs by engagement in practice (i.e., becoming a 

practitioner and not just learning about a practice) which entails contributing to and 

participating in a shared work experience. This engagement in practice is essential to 

understanding work, because there is a difference between the way a task is perceived by 
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someone once it is finished versus the way it is perceived by someone who is resolving 

challenges in the process of performing it (Brown & Duguid). The individual involved in 

performing the task will generally have a better comprehension of the work situation. 

Furthermore, Brown and Duguid (1991) believed that training is often ineffective 

because it is prescriptive, and it transmits explicit knowledge without a contextual setting 

and community. Brown and Duguid contended that innovation and learning is promoted 

by access to and participation in a CoP. So, training should allow access to a CoP in order 

to obtain the appropriate knowledge. 

A critical challenge regarding a CoP is that it is a relatively fragile and 

autonomous structure. A CoP forms on its own through the interaction of individuals who 

need to perform tasks to meet work goals that the CoP deems important. Consequently, 

the worst thing the management of an organization could do is try to control a CoP as it 

would an individual, team or department. The best thing management could do is to 

acknowledge a CoP's existence and support it by letting it develop as needed (Stamps, 

1997). 

As a point of clarification, this study addresses the concept of a social network 

which does relate to organizational structures such as a CoP. As Eric Darr (personal 

communication, March 1998) pointed out, all organizational structures (formal and 

informal) have a social structure underlying them. Therefore, a CoP should not be 

perceived as totally separate from a social network, because a CoP also has a social 

network structure. 
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Research Hypotheses 

As alluded to previously, the purpose of this study is to address what is believed 

to be the typical organizational socialization policy as it is represented by FKT via ILT 

and CBT and IKT as it is represented by a social network relative to contract workers and 

employees. The researcher of this study contends that the typical organizational 

socialization policy for contract workers involves a small amount of FKT and a large 

amount of IKT, because companies usually do not want to invest FKT in individuals that 

are not likely to remain with the organization for the long term. In comparison to contract 

workers, rookies receive a large amount of FKT via ILT and CBT and rely less on IKT 

for the first year of employment, because they are likely to be seen as a safer investment. 

Finally, the organizational socialization policy of experienced hires should more closely 

resemble that of contract workers, because experienced hires are expected to be able to hit 

the ground running quicker than rookies given the amount of prior work experience 

experienced hires possess. Although it does not focus on it, the present research assumes 

KT involves acquiring knowledge through direct (e.g., interaction with others which may 

involve inquiry) and indirect methods (e.g., observation, or monitoring). The present 

research intentionally did not make this relatively granular distinction in the hypotheses, 

because the focal point of the research relates to FKT and IKT at a broader level, and 

some prior research (e.g., Ashford, 1986) found that inquiry and monitoring were not 

independent methods. 
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Furthermore, the present study aims to determine what types of knowledge are 

important to transfer and what methods are used to transfer these types of knowledge. 

The study is especially focusing on IKT, because it is challenging to measure as well as 

improve, and it is the method that companies understand the least. The three content areas 

of job task, role, and organizational norms knowledge are the key types of knowledge 

being addressed. Consequently, the ten research hypotheses address the type of 

knowledge and the methods used to transfer it: Hypothesis 1 and 2 address what 

knowledge is being transferred and the sources of it, hypothesis 3 relates to the 

importance of the knowledge type in terms of performance, and hypothesis 4 through 10 

assess the impact of the KT method. 

Job task knowledge is critical for sound work performance. Morrison (1993b) 

found that newcomers sought technical (job task) knowledge via a social network (i.e., 

managers and coworkers) and documentation more than other types of knowledge. Also, 

Bassi and Van Buren (1998) as well as the ASTD (1997) found that technical training 

(which relates to job task knowledge) was the most in demand within organizations. 

Therefore, it appeared that job task knowledge was the most important. 

With the blurring of jobs and roles in today's workplace, it is arguable that role 

knowledge is just as important as job task knowledge. Ilgen and Hollenbeck (1991) 

described a job at its most basic level as being comprised of a collection of formal, 

established task elements that are objective, quasi-static, bureaucratic and arranged 

together by prime beneficiaries or their agents. These established task elements are 
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usually documented in a job description. While a job (using these criteria) seems rather 

stable, consistent or unchanging, Ilgen and Hollenbeck further pointed out that a job 

exists in a work context that is subjective, dynamic, personal as well as a context that is 

composed of individuals other than prime beneficiaries or their agents. Consequently, 

another collection of informal task elements emerge (i.e., emergent task elements) that are 

involved in the work context. These emergent task elements represent a role. The reason 

that the job and role blur is because an individual working in an organization performs 

duties that coincide with both a job (the set of formal, established task elements) as well 

as a role (the set of informal, emergent task elements). Over time, the informal elements 

of the role often become incorporated into the formal elements of the job as more 

individuals perform the informal elements and they become formally documented as a 

part of work assessment techniques involving multiple sources of information (e.g., job 

analytic approaches). 

Given the preceding arguments that job task knowledge is needed the most as well 

as jobs and roles for employees are blurring in today's workplace, the researcher of this 

study believes that job task and role knowledge are higher priorities in transitioning into a 

new organization, because they represent what is typically needed first for learning a new 

position prior to consideration of organizational norms knowledge (i.e., the knowledge 

that relates to the standards, values and culture of the organization). While organizational 

norms knowledge is important, a greater portion of this knowledge is more likely than job 

task and role knowledge to be developed over time (due to the larger tacit component that 
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organizational norms knowledge possesses) as an individual better understands the 

organizational context. 

It could be argued that there might be a difference among contract workers, 

rookies, and experienced hires in terms of the type of knowledge that is transferred most 

often, but there is not enough evidence in the research literature at the present time to 

support such an argument. Consequently, the initial hypotheses refer to an organizational 

worker in general. If this individual (whether an employee or contract worker) cannot 

perform the essential functions of the position, then he or she is not likely to need 

organizational norms knowledge, because this individual will not be employed at the 

organization for very long. Therefore, job task and role knowledge are the bare minimum 

for what is needed to perform effectively in an organization. Consequently, the first 

hypotheses to test are: 

Hypothesis la. Job task knowledge is transferred more often than organizational 

norms knowledge. 

Hypothesis lb. Job task knowledge is transferred more often than role knowledge. 

Hypothesis lc. Role knowledge is transferred more often than organizational 

norms knowledge. 

In her research, Morrison (1993b) obtained a result that was inconsistent with 

prior research. She found that newcomers sought job task knowledge more from 

managers than coworkers whereas Burke and Bolf (1986) found that coworkers were the 

most important source for acquiring job task knowledge. The researcher of this study 
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believes that coworkers should be the most important source for job task knowledge as 

well as role and organizational norms knowledge, because they are performing similar if 

not the same work tasks as a newcomer. Furthermore, a manager in today's workplace is 

probably not performing similar tasks as a newcomer and often may not have the 

opportunity to consistently observe how the work is actually being performed. Similar to 

hypothesis la through lc, the transfer of different types of knowledge could differ among 

contract workers, rookies, and experienced hires, but the research literature at the present 

time does not provide enough evidence to support a clear argument. Nonetheless, the 

inconsistency regarding the source of knowledge represented by the conflicting findings 

of Morrison and Burke and Bolf beckons for clarification, which prompts the following 

hypotheses: 

Hypothesis 2a. Job task knowledge will be transferred more from coworkers than 

managers (see Figure 4 in Appendix F). 

Hypothesis 2b. Role knowledge will be transferred more from coworkers than 

managers (see Figure 4 in Appendix F). 

Hypothesis 2c. Organizational norms knowledge will be transferred more from 

coworkers than managers (see Figure 4 in Appendix F). 

In order to do his or her work, a contract worker or employee needs to know how 

to perform the tasks of his or her position as well as possess an understanding of the 

responsibilities and expectations associated with this position. Given Morrison's (1993b), 

Bassi and Van Buren's (1998), and ASTD's (1997) findings that job task knowledge is 
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needed the most and Ilgen and Hollenbeck's (1991) stance that jobs and roles are 

blurring, the argument from hypothesis 1 becomes even more important as individual 

performance is evaluated. More specifically, job task and role knowledge are higher 

priorities in becoming socialized into a new organization, because they represent what is 

usually required first for learning a new position (prior to consideration of the 

organization's standards, values and culture). If the individual (contract worker, rookie or 

experienced hire) cannot perform the essential functions of the position, then he or she is 

not likely to need organizational norms knowledge, because this individual will not 

continue to have this position at the organization due to poor performance. This statement 

is not intended to mean that organizational norms knowledge is worthless. Over time, 

organizational norms knowledge will probably be helpful to the individual in his or her 

tenure with a given company. The researcher believes that initially organizational norms 

knowledge is not as important as job task and role knowledge in performing the functions 

of a given position. Therefore, job task and role knowledge are the minimum essentials 

for what is needed to perform effectively in an organization which prompts the following 

hypothesis: 

Hypothesis 3. Organizational norms knowledge will not make a significant 

contribution to performance over and above job task knowledge, role knowledge, and 

worker classification (see Figure 4 in Appendix F). 

The next hypothesis relates to the "mere exposure effect" found in social 

psychology which showed that the more often human beings are exposed to the same 
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individual(s) the more they tend to like them (Bornstein, 1989; Zajonc, 1968). Regarding 

networks, Baker (1994) believed that more frequent interaction develops connections 

between diverse groups, decreases conflict, and helps to develop cooperative links with 

others (e.g., customers, colleagues, suppliers, competitors). Furthermore, Sherman, Smith 

and Mansfield (1986) found that more frequent communication was related to greater 

organizational socialization as represented by level of knowledge and desire for 

individual growth. Therefore, those effective populations that rely on informal 

relationships (i.e., IKT rather than FKT) as the predominant means for obtaining 

knowledge are more likely to have larger social networks which suggests the hypotheses: 

Hypothesis 4a. Contract workers' social networks are larger than rookies' social 

networks (see Figure 5 in Appendix F). 

Hypothesis 4b. Experienced hires' social networks are larger than rookies' social 

networks (see Figure 5 in Appendix F). 

The new hire populations (e.g., contract workers and experienced hires) that do 

not receive much FKT will have to rely more on IKT to obtain the appropriate types of 

knowledge. According to the aforementioned organizational socialization policy, contract 

workers and experienced hires typically do not receive much formal training which is 

believed to transfer mainly job task knowledge. Consequently, contract workers and 

experienced hires must obtain job task knowledge via a social network. Additionally, 

knowledge regarding a role and integration into a specific organization are less likely to 

be transferred via ILT and CBT, because these types of knowledge involve more 
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experience over time in a specific context (i.e., they have a larger tacit component). 

Therefore, the new hire populations that involve collaboration as a part of a social 

network are especially likely to use this collaboration as the mechanism for the transfer of 

these two types of knowledge. Moreover, contract workers and experienced hires are 

likely to utilize a social network to transfer all three types of knowledge, but rookies are 

likely to rely on a social network mainly for role and organizational norms knowledge. 

This reasoning prompts four hypotheses: 

Hypothesis 5. Job task knowledge will be transferred via a social network more 

for contract workers than it is for rookies (see Figure 6 in Appendix F). 

Hypothesis 6. Job task knowledge will be transferred via a social network more 

for experienced hires than it is for rookies (see Figure 6 in Appendix F). 

Hypothesis 7. For rookies, role knowledge will be transferred via a social network 

more than job task knowledge (see Figure 6 in Appendix F). 

Hypothesis 8. For rookies, organizational norms knowledge will be transferred via 

a social network more than job task knowledge (see Figure 6 in Appendix F). 

As mentioned previously, Feldman (1991) believed that training has become the 

primary means of socialization for new employees, because it: (a) establishes 

expectations about a given job, (b) assists in the creation of group norms, and (c) serves 

as the best source of information about a company. The content of ILT (a form of FKT) 

assists the new individual in getting up to speed in the organization which is a benefit. 
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Additionally, the interactions and relationships that result from the training situation can 

also enhance IKT through the development of a larger social network. 

Scott (1991) pointed out that as network size gets larger the possibility for 

maintaining stronger ties decreases due to time and other resource constraints. This 

contention may seem like a potential problem for KT if KT is assumed to be the most 

effective with strong ties. On the contrary, Granovetter (1973) believed that information 

can reach a larger number of people and cross greater social distance when passed 

through weak ties. Weak ties are more likely to connect individuals in different groups 

which enables the sharing of a greater variety of information and knowledge. 

Furthermore, Granovetter believed that weak ties are essential for the integration or 

socialization of individuals into communities (e.g., an organization). Therefore, network 

size is a key consideration, because it enables broader and potentially more diverse KT. 

If ILT is compared to CBT relative to the development of a social network, there 

is likely to be a noticeable difference. Computer-based training in this case refers to any 

training that was more self-paced and utilized a computer as the main delivery 

mechanism. This could include various forms of learning technology such as a company 

intranet, the Internet, and CD-ROM. Granted some of these types of CBT could involve 

some collaboration (e.g., distance learning via the Internet), but they are presently likely 

to involve less collaboration than ILT. More collaboration should provide more 

opportunity for the creation of ties (especially weak ties) between the newcomers and the 

resident individuals working in the organization which should enable the transfer of more 
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knowledge. This hypothesis differs from hypothesis 4a and 4b, because these two 

hypotheses are referring to network size for rookies, contract workers, and experienced 

hires. Hypothesis 4a and 4b address the issue that contract workers and experienced hires 

must rely on social network as the main mechanism for KT. The current hypothesis refers 

to the size of the network that ILT participants possess, if they choose to use it. 

Instructor-led/classroom training participants do not have to rely mainly on IKT via the 

social network, because they are getting some knowledge through the ILT, but they do 

have the opportunity for more collaboration than CBT participants. Consequently, the 

belief that ILT involves more collaboration elicits the following hypothesis: 

Hypothesis 9. New employees and contract workers receiving ILT will have a 

larger social network than those receiving CBT (see Figure 7 in Appendix F). 

The evidence for the impact of social networks on the work environment is 

increasing. For example, Boxman, De Graaf and Flap (1991) discovered that managers 

with large social networks obtain positions with higher compensation more often than 

managers with small social networks. Burt (1992) identified that managers with large, 

diverse social networks move up the corporate ladder at a quicker pace and younger age 

than their peers who have less developed networks. Baker (1994) pointed out that overall 

business effectiveness relies more on activities related to human interaction and social 

networks (e.g., developing relationships, communication and interpersonal competencies) 

rather than just technical competence. Furthermore, Hansen (1998) found that network 
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centrality was a solid indicator of project completion time. Therefore, the final hypothesis 

to test is: 

Hypothesis 10. A larger social network will be associated with better individual 

performance (see Figure 6 in Appendix F). 



CHAPTER II 

METHOD 

Participants 

One hundred and sixty-six individuals, who were employed by a Fortune 100 

manufacturer of office equipment, voluntarily participated in this study. These 

individuals were both contract workers and employees who worked at the company's call 

center in the southwest region of the U.S. The call center operated on a 7-day, 24-hour 

work cycle. Consequently, the employees and contract workers worked on one of three 

different shifts during the 7-day, 24-hour cycle. The management level subjects were 

customer service managers, and the non-management level subjects were customer 

service representatives. The customer service representatives functioned in self-managed 

work teams in an open workstation environment (i.e., individuals were not separated by 

offices, cubicles or other physical boundaries). Six of these individuals were responsible 

for extreme values in the data screening which could have adversely impacted the results 

of the analyses. The sample size for the study was large enough so that removing these 

six individuals from the analyses would not pose a sample size problem. Therefore, the 

six individuals were dropped from the analyses. Demographic information for the 

participants is presented in Table 1 (see Table 1 in Appendix E). 

52 
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Measures 

In order to protect the confidentiality of the respondents when they answered 

items from measures (e.g., intention to leave and job satisfaction) that the respondents 

might perceive as a potential threat to their jobs, two separate survey booklets (i.e., a KT 

survey booklet [see Appendix A] and a job satisfaction/intention to leave survey booklet 

[see Appendix B]) were distributed to collect different types of information. More 

specifically, the KT survey booklet was used to obtain: (a) demographic information on 

the participants, (b) the type of knowledge transferred, (c) and the frequency and 

effectiveness of FKT and IKT. The job satisfaction/intention to leave survey booklet was 

used for exploratory purposes to assist in future research. It collected demographic, job 

satisfaction, and intention to leave information. Each type of information will be 

addressed in subsequent sections. 

Demographic information. The KT survey booklet collected the most 

demographic information that included: (a) shift, (b) employment status (i.e., employee or 

contract worker), (c) amount of work experience, (d) tenure at the organization, (e) 

amount of education completed, (f) management classification (i.e., manager or non-

manager) and (g) gender. This booklet required respondents to provide their names, 

because it contained the items for performing the social network analysis, and the identity 

of the respondents is needed to identify the nature of the social networks. The job 

satisfaction/intention to leave survey booklet collected the following demographic 
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information: (a) shift, (b) employment status, (c) amount of work experience, (d) tenure at 

the organization, and (e) management classification. 

Knowledge types. The three knowledge content areas, or types, that were used to 

assess the KT process were: job task knowledge, role knowledge, and organizational 

norms knowledge. Morrison (1993a, 1993b) found that these three types of knowledge 

were important for organizational socialization. Specifically, socialization regarding 

performing job tasks involves acquiring the knowledge needed to master tasks for a job 

(i.e., job task knowledge). Socialization regarding work roles entails ascertaining 

knowledge regarding responsibility boundaries and expectations for a given position (i.e., 

role knowledge). Socialization regarding organizational norms concerns understanding 

the values, standards and culture of a given organization (i.e., organizational norms 

knowledge). The survey items that represent these content areas were developed by 

Morrison as a part of her information-seeking measure. 

Morrison (1993a, 1993b) conducted both a principal components analysis and a 

confirmatory factor analysis to establish the soundness of the measure. She found that the 

three knowledge content areas were distinct constructs. More specifically, a principal 

components analysis along with corresponding scales created with the inquiry and 

monitoring items yielded reliability coefficients (Cronbach's alphas) ranging from .60 to 

.65. Furthermore, evidence of discriminant validity was provided by the correlations 

between items within scales being larger than correlations between items across scales. 
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The fact that the correlations were significant indicated that they were measuring the 

same concepts. 

Morrison's (1993a, 1993b) confirmatory factor analysis using LISREL yielded 

several measures of fit which showed the factor structure (for the knowledge content 

areas) from data taken at a time 1 baseline was a solid fit to the factor structure from data 

taken at a secondary, time 2 data collection. Convergent validity was demonstrated by 

significant factor loadings (p. < .001). Evidence of discriminant validity was provided by 

the phi values (representing the correlations among the latent constructs of inquiry, 

monitoring and written sources) being significantly less than 1.0. The values ranged from 

.19 to .48 with a mean of .30. For both inquiry and monitoring models, highly significant 

factor loadings on the intended factors (i.e., the knowledge content areas) and the 

correlations between latent constructs of significantly less than 1.0 provided evidence of 

convergent and discrminant validity. The values for discriminant validity ranged from .24 

to .75 with a mean of .49. 

Knowledge transfer methods. The KT methods that were evaluated represented 

two general categories which were both involved in the organizational socialization of a 

contract worker as well as an employee. These two categories were FKT and IKT. Formal 

knowledge transfer referred to formal training methods that include ILT and CBT. 

Instructor-led/classroom training referred to instruction that was provided in a typical, 

pedagogical (non-CBT) format with a trainer establishing the structure and directing the 

flow and content of the training. Computer-based training referred to any training that 
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was more self-paced and utilized a computer as the main delivery mechanism. 

Additionally, documentation was also evaluated as a part of Morrison's (1993a, 1993b) 

measure. Documentation was defined as any book, operations or procedure manual, job 

description, etc. that was used to get a contract worker up to speed. 

In order to evaluate how well FKT via ILT and CBT transferred the three types of 

knowledge (i.e., job task, role, and organizational norms), 18 items addressing various 

forms of ILT and CBT (six ILT/CBT items used with each of the three types of 

knowledge yields 18 items) were used. Specifically, three of the 18 items (one item per 

knowledge type) represented ILT and the other 15 items (5 items per knowledge type) 

represented 5 types of CBT for each type of knowledge. These items were used to rate 

how effective the method of training was for transferring each of the three types of 

knowledge. These items used a five-point, Likert-type format (ranging from "very 

ineffective" [1] to "very effective" [5]). Ratings from each of the 5 CBT items for each 

knowledge type were summed and averaged to create an overall CBT effectiveness score 

for each type of knowledge. A higher score represented higher effectiveness for the 

training. Cronbach's alphas ranged from .92 to .93 which justified the creation of a 

composite score (Nunnally & Bernstein, 1994). 

In order to evaluate IKT, two evaluations related to a social network were 

conducted. The first one, the generic network (GN) measure, was based upon Morrison's 

(1993a, 1993b) information-seeking measure and addressed IKT involving the generic, 

network member categories of managers and coworkers. Twelve total items (four items 
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for each type of knowledge [two items for managers and two items for coworkers]) were 

used to rate how often respondents obtained the three types of knowledge (job task, role 

and organizational norms) from sources including two types of managers (i.e., an 

individual's direct manager and a manager other than the individual's direct manager) 

and two types of coworkers (i.e., a more experienced coworker and another new 

coworker). These items used a five-point, Likert-type format (ranging from "once a 

quarter" [1] to "once a day" [5]). In all cases, a higher score represented more frequent 

communication. 

The measure used in the present study was modified slightly from Morrison's 

(1993a, 1993b) original measure as follows: 

1. Items that addressed support staff, people outside the organization (e.g., friends, 

relatives, etc.) and indirect managers were not included in the measure for the present 

study, because Morrison found that these items exhibited low frequencies and little 

variance. 

2. The 7-point scale was condensed to a 5-point scale to be consistent with the rest 

of the measures used in the study. 

3. The wording was revised to represent the company participating in the present 

study (e.g., a manufacturer of office equipment instead of an accounting firm) as well as 

its terminology (e.g., "manager" used in place of "supervisor"). 

In order to evaluate how often each type of knowledge was transferred, the ratings 

from all four items (both managers and coworkers) were summed and averaged to create 
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a mean IKT score for each type of knowledge. A Cronbach's alpha was run to confirm 

that these four items were strongly associated in order to justify their combination into a 

composite score. The Cronbach's alphas for the items that comprise the job task, role, and 

organizational norms knowledge composite scores were .68, .79, and .78 respectively 

which justified the combining of the individual items into composite scores (Nunnally & 

Bernstein, 1994). 

Of the twelve aforementioned GN items, six items (two items for each type of 

knowledge) were used to evaluate managers, and six items (two items for each type of 

knowledge) were used to evaluate coworkers. In order to evaluate how often individuals 

obtained each type of knowledge from the two different knowledge sources of managers 

and contract workers, the ratings from the two items corresponding to each knowledge 

source were summed and averaged to create a mean knowledge source score for each type 

of knowledge. In other words, the ratings from the two manager items were combined to 

create a composite manager score for each type of knowledge (a job task-manager score, 

a role-manager score, and an organizational norms-manager score). Likewise, the ratings 

from the two coworker items were combined to create a composite score for each type of 

knowledge (a job task-coworker score, a role-coworker score, and an organizational 

norms-coworker score). 

A Cronbach's alpha was run to confirm that the two items for each knowledge 

source by knowledge type were strongly associated in order to justify their combination 

into a composite score. The Cronbach's alphas for the items that comprise the job task-
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manager score and the job task-coworker score were .73 and .53 respectively. The 

Cronbach's alpha for the job task-coworker measure was low, but the present study is not 

the first time this measure was used. Morrison (1993a, 1993b) developed it, and she 

obtained sound results with the measure. Therefore, the present study used the measure, 

because any potential errors, or false results, would be resolved through replication 

(Keppel, 1991). The Cronbach's alphas for the items that comprise the role-manager 

score and the role-coworker score were .78 and .77 respectively. The Cronbach's alphas 

for the items that comprise the organizational norms-manager score and the 

organizational norms-coworker score were .87 and .74 respectively. 

The second evaluation of social networks entailed having respondents use a list of 

names (LN) measure (provided by the researcher with assistance of the organization) to 

rate how frequently they communicated with specific individuals in the company in order 

to obtain the three types of knowledge. These items used a five-point, Likert-type format 

(ranging from "once a quarter" [1] to "once a day" [5]). The ratings from the list of names 

were entered into the social network analysis software package, InFlow (Krebs, 1996), 

which provided the graphic and numeric results relating to the social network. Because 

InFlow is social network analysis software, it provides statistics for standard social 

network measures including: (a) network density (the proportion of maximum possible 

connections between nodes/individuals in the network), (b) betweenness centrality (the 

extent to which a node/individual falls between pairs of other nodes/individuals on the 

shortest path connecting them), (c) closeness centrality (the sum of the length of shortest 
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paths from one node/individual to all other nodes/individuals), and (d) degree centrality 

(the number of other nodes/individuals to which a given node/individual is directly 

connected) [Scott, 1991; Wasserman & Faust, 1994]. In addition to the standard social 

network measures, InFlow (Krebs, 1996) can also provide network measures that the 

developer of the software, Valdis Krebs (a social network practitioner), created including: 

reach (similar to closeness centrality but it only includes the shortest paths from one 

node/individual to all other nodes/individuals within two path links) and informal power 

(the combination of closeness centrality and betweenness centrality). All of these network 

measures are important, because they give insight into the structure of the social network 

which is the vehicle for IKT. 

Additionally, three items (one for each type of knowledge) were used to assess 

how effective IKT was for transferring the three types of knowledge. These items used a 

five-point, Likert-type format (ranging from "very ineffective" [1] to "very effective" 

[5]). Ratings on each of these items were summed and averaged to create a mean IKT 

effectiveness score for each item (i.e., each type of knowledge). A higher score 

represented higher effectiveness. 

Individual performance. In order to compare how FKT and IKT impacted the 

work performance of employees and contract workers as well as avoid the potential issue 

of a common method bias, the company provided the individual performance information 

that it used to evaluate employee and contract worker performance. This information 

included: (a) the percentage of time available to take incoming calls (AVI), (b) the 
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percentage of time spent wrapping up a call (WRAP), (c) the percentage of solutions 

provided by the customer service representative using a computerized solution database 

(SLTN), (d) the percentage customers who were very satisfied (CSTMR), and (e) the 

number of calls taken per hour (CALLS). 

The job satisfaction/intention to leave survey booklet was administered for 

exploratory purposes to assist in future research. This booklet included items that 

evaluated job satisfaction and intention to leave. Because providing this type of 

information could be perceived by respondents as a potential threat to their jobs, this 

information was collected separately from the KT survey booklet that required 

respondents to provide their names. The only demographic information that was collected 

in the job satisfaction/intention to leave survey booklet was: (a) shift, (b) employment 

status, (c) amount of work experience, (d) tenure at the organization, and (e) management 

classification. The components of the job satisfaction/intention to leave booklet will be 

discussed in detail. 

Intention to leave. For exploratory purposes, an additional measure was used to 

assess the employees' and contract workers' attitudes toward the organization in terms of 

intention to leave. Intention to leave is used as a means for predicting turnover, because 

prior research (e.g., Kraut, 1975; Mitchel, 1981) found that intentions are significantly 

correlated with turnover. The reason for measuring this concept is to gauge the 

differences between employees and contract workers. This measure was based on a four-

item instrument used by Morrison (1993b) and developed by Kraut which had two 
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semantic differential items and two multiple choice items. Morrison found that the mean 

for this instrument was 3.01 (SD = 1.3), and the alpha was .87. In order to be consistent 

with the other measures used in the present study, Morrison's measure was modified by 

changing it from a seven-point scale to a five-point scale. Specifically, two of the items 

were presented in a semantic differential format with a five-point scale, and the other two 

items were presented in a multiple-choice format with five choices. The scores from the 

four items were summed and averaged to create a mean intention to leave score where a 

higher score represents greater intention to leave. For this study, the Cronbach's alpha for 

this measure was .78. 

This measure is probably more applicable to the employees than contract workers, 

because the nature of contract work involves working on a per-project basis for a given 

organization. Consequently, the contract workers may be more likely to possess an 

attitude that reflects the nature of the per-project work (i.e., they have a greater intention 

to leave the organization). Nonetheless, it is still interesting to measure this concept for 

both employees and contract workers. 

Job satisfaction. In addition to intention to leave, job satisfaction was also 

measured for exploratory purposes. The rationale for including this measure was to 

further assess the differences between employees and contract workers, because job 

satisfaction can impact both employees' and contract workers' desires to continue to 

remain in a given position. Mobely et al. (1978) found that dissatisfaction with work had 
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a strong relationship with thinking of quitting. Prior research (Good, Sisler & Gentry, 

1988) also found that job satisfaction and intention to leave were significantly correlated. 

The measure of job satisfaction that was used in the present study was the short 

form of Weiss, Dawis, England and Lofquist's (1967) Minnesota Satisfaction 

Questionnaire (MSQ). The short form of the MSQ consists of 20 items that use a five-

point Likert-type scale (ranging from "very dissatisfied" [1] to "very satisfied" [5]). 

Reviews of the short form of the MSQ (e.g., Cook, Hepworth, Wall & Warr, 1981; Price 

& Mueller, 1986) recommended the use of all 20 items as an index of general satisfaction 

as opposed to breaking the items up into three different indices (i.e., intrinsic, extrinsic, 

and general satisfaction). Therefore, all 20 items were summed and averaged to provide a 

mean general satisfaction score where a higher score represented higher satisfaction. 

The reliability and validity of the short form of the MSQ are sound especially 

considering it is based on the long form of the MSQ which has solid psychometric 

properties. For reliability, median Hoyt internal reliability coefficients were .80 for 

intrinsic satisfaction, .80 for extrinsic satisfaction, and .90 for general satisfaction. For 

this study, the Cronbach's alpha for this measure was .92. For validity, two data sets 

helped to establish its validity. Evidence of construct validity was established by 

statistically significant differences in mean satisfaction scores for individuals in six 

occupations being found for the three indices. Weiss et al. (1967) indicated that these 

results paralleled those found with the long form of the MSQ and in studies of job 

satisfaction. Further evidence of construct validity was established by data showing that 
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"satisfaction" and "satisfactoriness" are distinct concepts which supports the theory of 

work adjustment (Lofquist & Dawis, 1969). 

Missing data. As in most research, some of the measures in this study had missing 

data. In order to maintain a large enough sample size for the study, the researcher 

followed the methods outlined by Tabachnick and Fidell (1996). Missing values were 

replaced with the mean of the given measure prior to analysis. 

Procedures 

In order to determine the boundaries of the network to analyze, the researcher 

used Wasserman and Faust's (1994) "closed set of actors" criterion. The researcher met 

with key members of the organization (e.g., representatives of human resources and the 

call center where the employees and contract workers performed their duties) to 

determine the members of the organization who work within the area to be evaluated via 

social network methods. The boundaries of the network were defined as the call center 

which included the customer service representatives (both contract workers and 

employees) as well as the managers that worked in the call center. 

Once the boundaries and members of the social network were defined, a census 

approach was used to administer the two surveys in order to ensure an accurate 

representation of the social network. A census approach was necessary (as it always is 

when a social network analysis is conducted), because the purpose of the network 

analysis was to collect relational data. In order to obtain a true and representative 

understanding of the relationships between people, all of the nodes/individuals involved 
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in these relationships needed to be included. Therefore, an approach using some form of a 

random sample was not appropriate, because key nodes/individuals in the network may 

not have been included in the analysis thereby substantially reducing the accuracy and 

representativeness of the analysis. 

In order to be sensitive to the call center's peak busy periods, the two surveys 

(i.e., the KT survey and the job satisfaction/intention to leave survey) were administered 

in one of two ways: If the individuals were able to leave their workstations, they went to a 

conference room where the researcher was located, and the participants completed the 

surveys. If the individuals were unable to leave their workstations, they completed the 

two surveys at their workstation and returned them to the researcher. The two surveys 

combined took approximately 30 minutes to complete. 

The two surveys were distributed in two different 10" X 13" envelopes provided 

by the researcher along with an informed consent form (see Appendix C). One envelope 

labeled "A" contained the KT survey booklet, and the other envelope labeled "B" 

contained the job satisfaction/intention to leave survey booklet. The respondents were 

instructed to read and sign the informed consent. They were then instructed to complete 

the KT survey first followed by the job satisfaction/intention to leave survey so that 

respondents would not be hesitant to answer any further questions (having received the 

job satisfaction/intention to leave survey first) because the job satisfaction/intention to 

leave items addressed information that could be perceived by the respondents to 

negatively impact their jobs. The potential for order effects was considered, but the 
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researcher believed that the potential inhibition to fully cooperate by providing honest 

responses resulting from completing the job satisfaction/intention to leave survey before 

the KT survey (which had the respondents identify themselves by name) was a more 

important issue to address. 

Once the participants completed the KT survey, they were asked to seal it along 

with the informed consent in envelope A. The participants were then instructed to 

complete the job satisfaction/intention to leave survey. Once this survey was complete, 

participants were asked to seal it in envelope B. Once the participants had completed and 

sealed the informed consent, the KT survey and the job satisfaction/intention to leave 

survey in their appropriate envelopes, they returned the envelopes to the researcher. 

These procedures were done to protect the confidentiality of the respondents. 

A multiple method design was used in order to enhance the validity of the study. 

Therefore, a stratified sample of 31 individuals (22 employees and 9 contract workers) 

from the three shifts who completed the two surveys was selected for one-hour follow-up 

interviews (see Appendix D for sample interview questions). The follow-up interviews 

were used to obtain more in-depth information related to the social network as well as 

provide clarification on any inconsistent information resulting from the surveys. 

Analyses 

The data was analyzed in a manner corresponding to its type. The demographic 

data, GN data, and job satisfaction/intention to leave data were considered attribute data 

in social network terms. In the demographic data, the worker classification variable was a 
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categorical variable representing rookies, experienced hires, and contract workers in 

which the sample sizes of each category were unequal. Keppel (1991) indicated using 

unequal sample sizes is acceptable in this case, because the categorical variable is an 

integral part of the design in which the levels of the variable reflect the distribution of the 

groups in the population of interest. The attribute data was analyzed using SPSS Version 

8.0 software with the type III sum of squares involving statistical techniques such as 

analysis of variance, multivariate analysis of variance, correlation and regression (both 

linear and hierarchical). The type III sum of squares was used in SPSS, because it was 

designed to be used with unbalanced designs (e.g., unequal sample sizes). It tests the 

unique contribution of each variable, and it is equivalent to Yates' weighted squares of 

means technique [SPSS, 1998]. To address any potential issues related to the violation of 

statistical assumptions (e.g., homogeneity of variance), adjustments or corrections to 

make tests more conservative were used including: the Bonferroni (Dunn, 1961) 

adjustment, the Geisser-Greenhouse (1958) correction, and a more stringent alpha level 

(Keppel, 1991). More specifically, the data for hypothesis 1 and 2 as well as hypothesis 5 

through 8 was analyzed using analysis of variance. The data for hypothesis 3 was 

analyzed using hierarchical regression. 

Because the LN data represented actual relational data (i.e., social network data), 

it was analyzed using the social network analysis software, InFlow (Krebs, 1996). The 

data for hypothesis 4 and 9 were analyzed using InFlow to obtain centrality measures, 

and the results from the centrality measures were used in an analysis of variance. The 
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data for hypothesis 10 was analyzed using InFlow to obtain centrality measures, and the 

results from the centrality measures were used in a Pearson product-moment correlation. 

Additionally, the interview data was used to clarify the survey results in order to assist in 

the explanation and interpretation of these results. 



CHAPTER III 

RESULTS 

The purpose of this study was to address what was believed to be the typical 

organizational socialization "policy" as defined by the varying degrees and methods of 

knowledge transfer (KT) relative to contract workers and employees. The study addressed 

formal knowledge transfer (FKT) represented by instructor-led/classroom training (ILT) 

and computer-based training (CBT) as well as informal knowledge transfer (IKT) 

represented by a social network. More specifically, the present study aimed to determine 

what types of knowledge were important to transfer and what methods were used to 

transfer these types of knowledge. The study especially focused on IKT, because it is 

challenging to measure as well as improve, and it is the method that companies 

understand the least. The three content areas of job task, role, and organizational norms 

knowledge were the key types of knowledge being addressed. Consequently, the ten 

research hypotheses addressed the type of knowledge mid the methods used to transfer it: 

Hypothesis 1 and 2 addressed what knowledge was being transferred and the sources of 

it, hypothesis 3 related to the importance of the knowledge type in terms of performance, 

and hypothesis 4 through 10 assessed the impact of the KT method. Table 2 displays the 

correlations and means related to IKT and performance (see Table 2 in Appendix E). 

69 
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Types and Sources of Knowledge 

Hypothesis la and lb proposed that job task knowledge would be transferred 

more often than role and organizational norms knowledge respectively. Hypothesis lc 

proposed that role knowledge would be transferred more often than organizational norms 

knowledge. These three hypotheses were tested by summing and averaging the scores for 

the inquiry items (managers and coworkers combined) on the general network (GN) 

measure for each type of knowledge. Their means were compared using a 3 X 3 (worker 

classification by knowledge type) multivariate analysis of variance (MANOVA) with a 

split-plot design. Worker classification was the between-subjects component and 

knowledge type was the within-subjects component. A MANOVA was used instead of a 

repeated measures ANOVA, because prior research (e.g., Ekstrom, Quade & Golden, 

1990; Tabachnick & Fidell, 1996) indicated that a repeated measures MANOVA was 

more appropriate for this type of analysis. For example, a MANOVA accounts for the 

potential issue of a violation of the sphericity assumption which Geisser and Greenhouse 

(1958) as well as Keppel (1991) believed could possibly result in a positive bias in the F 

test and subsequently require adjustments such as the Geisser-Greenhouse (1958) 

correction. The results from the MANOVA using Wilks' Lamda demonstrated a main 

effect for knowledge type F (2,140) = 25.69, g < .001, r\2 = .27. Table 3 displays the F-

ratios and degrees of freedom for knowledge and worker classification main effects (see 

Table 3 in Appendix E). For comparison purposes, a repeated measures ANOVA using 

the Geisser-Greenhouse correction was also run. The results also demonstrated a main 
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effect for knowledge type F (2,141) = 34.14, g < .001, r\2 = .20. This main effect 

indicated there was a difference among the three types of knowledge regarding how often 

they were transferred. 

In order to test the specific predictions, pairwise comparisons using a Bonferroni 

(Dunn, 1961) adjustment were conducted which revealed the mean for job task 

knowledge (M = 2.89) was significantly larger (g < .001) than the mean for role 

knowledge (M = 2.15) and the mean for organizational norms knowledge (M = 2.10). 

These results provided support for hypothesis la and lb. Although the mean for role 

knowledge was larger than the mean for organizational norms knowledge, the difference 

between the means was not significant. Consequently, hypothesis lc was not supported. 

Figure 8 graphically displays the comparison of the types of knowledge transferred (see 

Figure 8 in Appendix F). A Levene's (1960) test indicated that there was a violation of 

the assumption for homogeneity of variance for job task knowledge, but the effect size, 

based upon Cohen's (1977) ranges for effect size, was small (r|2 = .05). Furthermore, the 

Bonferroni adjustment was used with the pairwise comparisons to account for any 

potential inflation in the error rate. Consequently, the small effect size combined with the 

use of the Bonferroni adjustment justified the use of the results for job task knowledge. 

In addition to knowledge type, the results also showed a main effect for worker 

classification F (2,141) = 14.06, g < .001, r\2 = .17. Table 3 displays the F-ratios and 

degrees of freedom for knowledge and worker classification main effects (see Table 3 in 

Appendix E). This main effect indicated that there was a difference among the three 
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categories of workers. Pairwise comparisons using a Bonferroni adjustment revealed the 

mean for contract workers (M = 2.78) was significantly larger (g < .001) than the mean 

for experienced hires (M = 2.10). Although the mean for contract workers was larger than 

the mean for rookies (M = 2.25), it was not significant. A Tukey (1953) honestly 

significant difference (HSD) post hoc test revealed that contract workers transferred more 

job task, role, and organizational norms knowledge than experienced hires. These results 

were significant at the g < .01 level. 

Besides the GN measure for KT, the list of names (LN) measure also provided 

results that further supported the findings that job task knowledge was transferred more 

than role and organizational norms knowledge within the call center. The network 

diagrams produced via InFlow (Krebs, 1996) software displayed the transfer of 

knowledge via social network means. More specifically, worker categories were 

compared by knowledge type where two worker categories were represented in a diagram 

to show the transfer of a given type of knowledge (e.g., contract workers and experienced 

hires relative to organizational norms knowledge). In each diagram, a point in the 

network represents a node/individual, and a line, or link between nodes/individuals 

represents IKT or communication regarding a given type of knowledge. More links 

among given nodes indicated more communication/IKT. All links that were shown were 

confirmed ties, or reciprocal links. A confirmed tie means that the communication 

between given nodes was two-way communication (e.g., node A talks to node B and node 
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B talks to node A). The social network diagrams representing IKT are presented by type 

of knowledge (i.e., job task, role and organizational norms). 

Organizational Norms Knowledge 

As mentioned previously, organizational norms knowledge referred to knowledge 

of the values, standards and culture of a given organization. This type of knowledge 

related to the behaviors and attitudes that an employing company values (Morrison, 

1993a, 1993b). 

Contract workers and rookies. Figure 9 depicts the communication between 

rookies and contract workers regarding organizational norms knowledge (see Figure 9 in 

Appendix F). This diagram shows that 14 of the contract workers and two rookies were 

involved in some communication related to organizational norms knowledge. The 

contract worker communication was largely with other contract workers, because only 

two contract workers were communicating with the two rookies. The two rookies did not 

communicate with each other. Consequently, there was more communication among 

contract workers than between contract workers and rookies or among rookies. 

Experienced hires and contract workers. Figure 10 represents the communication 

of experienced hires and contract workers regarding organizational norms knowledge (see 

Figure 10 in Appendix F). This diagram shows that 66 of the experienced hires and 21 of 

the contract workers were communicating in some manner regarding organizational 

norms knowledge. For the experienced hires, a large part of the communication among 

them involved five key nodes (three were especially important) to the left of center in the 
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diagram. For the contract workers, there was some communication among them, but there 

was also a good amount of communication between the contract workers and experienced 

hires. It should be pointed out that the communication between the contract workers and 

experienced hires was largely due to two of the three key experienced hire nodes 

mentioned earlier. 

Experienced hires and rookies. Figure 11 depicts the communication of 

experienced hires and rookies regarding organizational norms knowledge (see Figure 11 

in Appendix F). This diagram shows that 77 of the experienced hires and one of the 

rookies were communicating regarding organizational norms knowledge. The majority of 

the communication regarding organizational norms knowledge was among the 

experienced hires. More specifically, the bulk of the communication involved two key 

nodes at the center of the diagram. 

Role Knowledge 

Role knowledge referred to the knowledge of responsibility boundaries and 

expectations for a given position. This type of knowledge related to what was expected of 

the individual in a position, such as what he or she should be doing and how well he or 

she should be performing (Morrison, 1993a, 1993b). 

Contract workers and rookies. Figure 12 depicts the communication of contract 

workers and rookies regarding role knowledge (see Figure 12 in Appendix F). This 

diagram shows that 25 of the contract workers and one of the rookies were 

communicating regarding role knowledge. More specifically, there was a relatively large 
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grouping of contract workers who communicated among themselves in isolation from 

two triads (a triad involves connections among three individuals) of contract workers and 

three dyads (a dyad involves a connection between two individuals) of contract workers. 

There was only one contract worker who communicated with the only rookie involved in 

the diagram, and this contract worker was isolated from the rest of the contract workers. 

So, the contract workers that were communicating mostly communicated among 

themselves. 

Experienced hires and contract workers. Figure 13 depicts the communication of 

contract workers and experienced hires regarding role knowledge (see Figure 13 in 

Appendix F). This diagram shows that 29 of the contract workers and 71 of the 

experienced hires were communicating regarding role knowledge. Specifically, the 

experienced hires appeared to communicate quite a bit among themselves. There were 

five key nodes to the left of the center of the diagram that were involved in most of the 

communication among the experienced hires. As for the contract workers, there was some 

communication among them, and there was a fair amount of communication between 

contract workers and experienced hires which was largely through the three of the five 

aforementioned key experienced hire nodes. Additionally, there were five key contract 

worker nodes (as evidenced by multiple links to experienced hires) that were involved in 

the communication between contract workers and experienced hires. 

Experienced hires and rookies. Figure 14 depicts the communication of rookies 

and experienced hires regarding role knowledge (see Figure 14 in Appendix F). This 
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diagram shows that five of the rookies and 72 of the experienced hires were 

communicating regarding role knowledge. The majority of the communication for 

experienced hires was with other experienced hires. This communication involved five 

key experienced hire nodes (two nodes in particular) who are in the center of the diagram. 

As for the rookies, there was no communication among them. All of the communication 

involving rookies was with experienced hires, and all links except for one was with one 

of the five key experienced hire nodes. One rookie node communicated with multiple 

experienced hire nodes. 

Job Task Knowledge 

Job task knowledge referred to the knowledge needed to master tasks for a job. 

This type of knowledge related to how to perform specific aspects of a job (Morrison, 

1993a, 1993b). 

Contract workers and rookies. Figure 15 depicts the communication of rookies 

and contract workers regarding job task knowledge (see Figure 15 in Appendix F). This 

diagram shows that six of the rookies and 32 of the contract workers were communicating 

regarding job task knowledge. There were three groupings of contract workers that 

communicated among themselves, and one collection of 5 contract worker dyads (to the 

left of center) that only involved communication between two nodes. The communication 

between contract workers and rookies only occurred with 3 rookies and involved only 

two contract workers. As far as the communication among rookies regarding job task 

knowledge, there was one triad of rookies, one dyad and one isolate. 
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Experienced hires and contract workers. Figure 16 depicts the communication of 

contract workers and experienced hires regarding job task knowledge (see Figure 16 in 

Appendix F). This diagram shows that 40 of the contract workers and 98 of the 

experienced hires were communicating regarding job task knowledge. In general, there 

was more communication regarding job task knowledge for these two groups compared 

to the other types of knowledge. For the experienced hires, there was still a substantial 

amount of communication among them. There were a couple of key experienced hire 

nodes (as evidenced by the numerous lines radiating out from them) to the left of the 

center of the diagram that were involved in much of the job task knowledge 

communication. There was more communication between experienced hires and contract 

workers compared to the other types of knowledge, and more contract worker and 

experienced hire nodes were involved in communication. For the contract workers, there 

was a little more communication among them as well as more communication with 

experienced hires. 

Experienced hires and rookies. Figure 17 depicts the communication of rookies 

and experienced hires regarding job task knowledge (see Figure 17 in Appendix F). This 

diagram shows that 10 of the rookies and 99 of the experienced hires were 

communicating regarding job task knowledge. Like the diagram for experienced hires and 

contract workers, there was more communication in general regarding job task 

knowledge than the other types of knowledge. For the experienced hires, the bulk of the 

communication was with other experienced hires as opposed to rookies. There were key 
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experienced hire nodes (two in particular) that were involved in communication among 

experienced hires and between experienced hires and rookies. This result is evident by the 

lines that radiate out from them in the center of the diagram. As for the rookies, there 

were three dyads that showed communication regarding job task knowledge between two 

rookie nodes. The remaining communication for the rookies was with the experienced 

hires. There were seven rookies with multiple links to experienced hires. 

By comparing the number of links (which represented IKT) for a given worker 

category comparison relative to job task knowledge to the same worker category 

comparison for role and organizational norms knowledge, the network diagrams show 

that job task knowledge was transferred more than role and organizational norms 

knowledge. In other words, more links in the job task diagram of a given worker category 

comparison compared to role and organizational norms diagrams with the same worker 

category comparison indicated that job task knowledge was transferred more than role 

and organizational norms knowledge. For example, comparing Figure 16 (experienced 

hires and contract workers regarding job task knowledge) to Figure 10 (experienced hires 

and contract workers regarding organizational norms knowledge) and Figure 13 

(experienced hires and contract workers regarding role knowledge) showed that there 

were more links among experienced hires and contract workers for job task knowledge 

than role or organizational norms knowledge. Comparing Figure 17 to Figure 11 and 14 

showed similar results. These visual representations further supported hypothesis la and 

lb. 
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Hypothesis 2a, 2b and 2c proposed that job task, role and organizational norms 

knowledge respectively would be transferred more from coworkers than managers. These 

three hypotheses were tested by summing and averaging the scores for the inquiry items 

for managers and coworkers separately on the GN measure for each type of knowledge. 

The means for managers and coworkers were compared for each type of knowledge using 

a 3 X 2 (worker classification by knowledge source) MANOVA with a split-plot design. 

Worker classification was the between-subjects component and knowledge source was 

the within-subjects component. The results from the MANOVA using Wilks' Lamda 

demonstrated a main effect for the job task knowledge source F (1,135) = 53.68, p < 

.001, r|2 = .29. Table 3 displays the F-ratios and degrees of freedom for knowledge source 

and worker classification main effects (see Table 3 in Appendix E). For a 3 X 2 split plot 

design, the MANOVA and repeated measures ANOVA using the Geisser-Greenhouse 

(1958) correction provided the same results. This main effect indicated there was a 

difference between the two knowledge sources regarding how often they transferred job 

task knowledge. 

In order to test the specific predictions, a pairwise comparison using a Bonferroni 

(Dunn, 1961) adjustment was conducted which revealed the mean for job task knowledge 

from coworkers (M = 3.36) was significantly larger (p < .001) than the mean for job task 

knowledge from managers (M = 2.35). This result provided support for hypothesis 2a. 

Figure 18 graphically displays the comparison of knowledge sources (see Figure 18 in 

Appendix F). Although a Levene's (1960) test indicated that there was a violation of the 



80 

assumption for homogeneity of variance for job task knowledge from coworkers, the 

effect size, based upon Cohen's (1977) ranges for effect size, was small (r|2 = .05). 

Furthermore, the Bonferroni adjustment was used with the pairwise comparison to 

account for any potential inflation in the error rate. Consequently, the small effect size 

combined with the use of the Bonferroni adjustment justified the use of the results for job 

task knowledge from coworkers. 

In addition to knowledge source related to job task knowledge, the results also 

showed a main effect for worker classification F (2,135) = 4.54, p < .05, r|2 = .06. Table 

3 displays the F-ratios and degrees of freedom for knowledge source and worker 

classification main effects (see Table 3 in Appendix E). This main effect indicated that 

there was a difference among the three categories of workers. Pairwise comparisons using 

a Bonferroni adjustment showed that the mean for contract workers (M = 3.15) was 

significantly larger (p < .05) than the mean for experienced hires (M = 2.65). A Tukey 

(1953) HSD post hoc test revealed that significantly more contract workers than 

experienced hires used coworkers as a source of job task knowledge. This result was 

significant at the p < .05 level. 

The results from the MANOVA using Wilks' Lamda demonstrated a main effect 

for the role knowledge source F (1,136) = 16.95, p < .001, if = .11. This main effect 

indicated there was a difference between the two knowledge sources regarding how often 

they transferred role knowledge. 
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In order to test the specific predictions, a pairwise comparison using a Bonferroni 

(Dunn, 1961) adjustment was conducted which revealed the mean for role knowledge 

from coworkers (M = 2.48) was significantly larger (g < .001) than the mean for role 

knowledge from managers (M = 1.96). This result provided support for hypothesis 2b. 

Figure 18 graphically displays the comparison of knowledge sources (see Figure 18 in 

Appendix F). A Levene's (1960) test indicated that there was a violation of the 

assumption for homogeneity of variance for role knowledge from coworkers which was 

barely a medium effect size (t)2 = .06) based upon Cohen's (1977) ranges for effect size. 

The Bonferroni adjustment was used with the pairwise comparison to account for any 

potential inflation in the error rate. Consequently, the use of the Bonferroni adjustment 

justified the use of the results for role knowledge from coworkers. 

In addition to knowledge source related to role knowledge, the results also 

showed a main effect for worker classification F (2,136) = 7.05, g < .01, t̂ 2 = .09. This 

main effect indicated that there was a difference among the three categories of workers. 

Pairwise comparisons using a Bonferroni adjustment showed that the mean for contract 

workers (M = 2.50) was significantly larger (g < .01) than the mean for experienced hires 

(M = 1.94). A Tukey (1953) HSD post hoc test revealed that more contract workers than 

experienced hires used coworkers (significant at the g < .01 level) and managers 

(significant at the g < .01 level) as a source of role knowledge. 

The results from the MANOVA using Wilks' Lamda demonstrated a main effect 

for the organizational norms knowledge source F (1,148) = 20.72, g < .001, r\2 = .12. 
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This main effect indicated there was a difference between the two knowledge sources 

regarding how often they transferred organizational norms knowledge. 

In order to test the specific predictions, a pairwise comparison using a Bonferroni 

(Dunn, 1961) adjustment was conducted which revealed the mean for organizational 

norms knowledge from coworkers (M = 2.39) was significantly larger (£ < .001) than the 

mean for organizational norms knowledge from managers (M = 1.89). This result 

provided support for hypothesis 2c. Figure 18 graphically displays the comparison of 

knowledge sources (see Figure 18 in Appendix F). A Levene's (1960) test indicated that 

there was a violation of the assumption for homogeneity of variance for organizational 

norms knowledge from coworkers which was barely a medium effect size (rj2 = .06) 

based upon Cohen's (1977) ranges for effect size. The Bonferroni adjustment was used 

with the pairwise comparison to account for any potential inflation in the error rate. 

Consequently, the use of the Bonferroni adjustment justified the use of the results for 

organizational norms knowledge from coworkers. 

Not only was there a main effect for knowledge source related to organizational 

norms knowledge, but the results also showed a main effect for worker classification F (2, 

148) = 4.79, g < .05, r|2 = .06. This main effect indicated that there was a difference 

among the three categories of workers. Pairwise comparisons using a Bonferroni 

adjustment showed that the mean for contract workers (M = 2.40) was significantly larger 

(£ < .01) than the mean for experienced hires (M = 2.01). A Tukey (1953) HSD post hoc 
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test revealed that more contract workers than experienced hires used coworkers 

(significant at the p < .01 level) as a source of organizational norms knowledge. 

Knowledge Type and Performance 

Hypothesis 3 proposed that organizational norms knowledge would not make a 

significant contribution to performance over and above worker classification, job task 

knowledge, and role knowledge. This hypothesis was tested using each type of 

knowledge from the GN measure (similar to hypothesis 1) along with the worker 

classification variable (via dummy coding) in hierarchical regression to compare the 

variance in performance predicted using three regression equations. In equation 1, worker 

classification was entered in order to predict the performance of the company's customer 

service representatives on one of five measures of performance that the company tracked. 

These five measures were: (a) the percentage of time available to take incoming calls 

(AVI), (b) the percentage of time spent wrapping up a call (WRAP), (c) the percentage of 

solutions provided by the customer service representative using a computerized solution 

database (SLTN), (d) the percentage of customers who were very satisfied (CSTMR), and 

(e) the number of calls taken per hour (CALLS). In equation 2, job task and role 

knowledge were entered along with worker classification in order to determine how much 

job task and role knowledge contributed to performance. In equation 3, organizational 

norms knowledge was entered along with worker classification, job task knowledge, and 

role knowledge in order to determine if organizational norms knowledge significantly 

improved the predicted amount of variance in performance. Hypothesis 3 was tested by 
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determining if equation 3 explained significantly more variance in performance than 

equation 2. 

On four of the five measures of performance, organizational norms knowledge did 

not significantly improve the predicted amount of variance in performance. More 

specifically, neither equation 2 nor equation 3 explained a significant amount of the 

variance in AVI, WRAP, SLTN and CSTMR. Table 4 displays the beta weights, t-values, 

R-squared values, and F-ratios for the change in R-squared regarding worker 

classification, knowledge, and performance (see Table 4 in Appendix E). These findings 

on the four performance measures provided support for hypothesis 3. 

While the preceding four performance measures supported hypothesis 3, the 

CALLS measure did not provide results that supported hypothesis 3. Equation 2 

explained 8.4% of the variance in CALLS, and equation 3 explained 11.5% of the 

variance in CALLS which the F test for the change in R2 showed was significant [F (1, 

125) = 4.44, p <.05], 

Although it was not predicted, the results from the regression analyses showed 

that worker classification accounted for largest amount of the variance in performance. 

For AVI, WRAP, SLTN, and CALLS, equation 1 explained 17.7%, 9.3%, 5.3%, and 

6.3% of the variance respectively. The F test for the change in R2 showed that all of these 

amounts were significant. Table 5 displays the means and standard deviations for the 

performance measures by worker classification (see Table 5 in Appendix E). A one-way 

analysis of variance showed that there were main effects for CALLS, AVI, SLTN and 
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WRAP [F (2,135) = 4.52,2 < -05; F (2,135) = 14.77, p < .001; F (2, 134) = 3.36,2 < 

.05; F (2,130) = 6.49,2 < -01 respectively]. Pairwise comparisons using a Bonferroni 

adjustment revealed that the mean for rookies was significantly larger than the mean for 

experienced hires regarding both CALLS and AVI, the mean for contract workers was 

significantly larger than the mean for experienced hires regarding AVI, and the mean for 

experienced hires was significantly larger than the mean for both rookies and contract 

workers regarding WRAP. 

For all regression equations, diagnostics were used to ensure that the requirements 

for regression were met. These diagnostics included an evaluation of: (a) the normality of 

dependent variable residuals, (b) the normality, linearity, and homoscedasticity of 

predicted dependent variable scores and residuals, (c) the independence of residuals, (d) 

leverage, (e) multicollinearity, and (f) the ratio of cases to independent variables. The 

aforementioned regression equations met these requirements. 

Impact of the Knowledge Transfer Method 

Hypothesis 4a and 4b proposed that contract workers' and experienced hires 

respectively would have larger social networks in terms of a higher degree centrality than 

rookies' social networks. These hypotheses were tested by comparing the means of 

different categories of worker classification for degree centrality. Data for the degree 

centrality was gathered using the list of names (LN) measure, and it was analyzed using 

the software, InFlow (Krebs, 1996). The resulting degree centrality data was then entered 

into SPSS. The means for the different categories of worker classification were compared 
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using a one-way ANOVA for main effects, and then using pairwise comparisons in order 

to compare the three categories of workers. The results showed a main effect for worker 

classification F (2,125) = 5.38, g < .01, r\2 = .08. Table 6 displays the F-ratios and 

degrees of freedom for worker classification related to degree (see Table 6 in Appendix 

E). This main effect indicated that there was a difference among the three categories of 

workers. Pairwise comparisons using a Bonferroni adjustment were used to test the 

specific hypotheses with alpha set at .025. Per the suggestion of Keppel (1991), the alpha 

was set at .025 to account for a violation of the homogeneity of variance assumption 

which had a large effect size. Although the pairwise comparisons did show a difference 

among the categories of worker classification, the results did not support hypothesis 4a or 

4b. The pairwise comparisons revealed that experienced hires had a higher degree 

centrality than contract workers. 

Hypothesis 5 and 6 proposed that job task knowledge for contract workers and 

experienced hires respectively would be transferred via a social network more than it is 

for rookies. These two hypotheses were tested by summing and averaging the scores for 

the inquiry items (managers and coworkers combined) on the GN measure for job task 

knowledge and comparing the differences between means for the different categories of 

worker classification. The means were compared using a one-way ANOVA for main 

effects. The results did show a main effect for worker classification F (2, 147) = 6.78, g < 

.01, t|2 = .08. Table 6 displays the F-ratios and degrees of freedom for worker 

classification related to knowledge transferred via a social network (see Table 6 in 
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Appendix E). This main effect indicated that there was a difference among the three 

categories of workers. Pairwise comparisons using a Bonferroni adjustment were used to 

test the specific hypotheses. Although the pairwise comparisons did show a difference 

among the categories of worker classification, the results did not support hypothesis 5 or 

6. Although it was not predicted in hypothesis 6, the pairwise comparisons did reveal that 

significantly more (p < .05) job task knowledge was transferred via a social network for 

contract workers (M = 3.22) than experienced hires (M = 2.62). Although this result did 

violate the homogeneity of variance assumption, the effect size was small (r|2 = .05) 

which justified the use of the results. 

Hypothesis 7 and 8 proposed that for rookies, role and organizational norms 

knowledge respectively would be transferred via a social network more than job task 

knowledge. These two hypotheses were tested by summing and averaging the scores for 

the inquiry items (managers and coworkers combined) on the GN measure for job task, 

role and organizational norms knowledge and comparing the differences among the 

means for rookies. The means were compared using a one-way, repeated measures 

ANOVA with the Geisser-Greenhouse (1958) correction for main effects. The results did 

show a main effect for knowledge F (2,11) = 6.98, g < .01, rf = .39. Table 6 displays the 

F-ratios and degrees of freedom related to rookie knowledge (see Table 6 in Appendix E). 

This main effect indicated that there was a difference among the three types of 

knowledge. Pairwise comparisons using a Bonferroni adjustment were used to test the 

specific hypotheses. Although the pairwise comparisons did show a difference among the 
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types of knowledge, the results did not support hypothesis 7 or 8. The pairwise 

comparisons showed that significantly more (j> < .05) job task knowledge (M = 2.72) than 

organizational norms knowledge (M = 1.93) was transferred via a social network for 

rookies. This finding was the opposite of what was expected in hypothesis 8. 

For exploratory purposes, the analyses for hypothesis 7 and 8 were also run for 

contract workers and experienced hires. The results paralleled that of rookies. For both 

contract workers and experienced hires, pairwise comparisons revealed that significantly 

more job task knowledge (M = 3.26 and M = 2.68 respectively) was transferred via a 

social network than role knowledge (M = 2.57 and M = 1.77 respectively) and 

organizational norms knowledge (M = 2.51 and M =1.85 respectively). 

Hypothesis 9 proposed that new employees and contract workers receiving ILT 

would have a larger social network in terms of degree centrality than those receiving 

CBT. This hypothesis could not be tested, because the FKT that the individuals took part 

in combined ILT and CBT in the same session. More specifically, rookies, contract 

workers, and experienced hires were involved in FKT that included CBT as a part of the 

ILT structure. Consequently, the ILT and CBT components of FKT could not be 

separated out in order to compare ILT and CBT in terms of social network size. 

Hypothesis 10 proposed that a larger social network as defined by a higher degree 

centrality would be associated with better individual performance. As mentioned 

previously, the five performance measures tracked by the company were: (a) AVI, (b) 

WRAP, (c) SLTN, (d) CSTMR, and (e) CALLS. A higher value on AVI, SLTN, 
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CSTMR, and CALLS indicated better performance. A lower value on WRAP indicated 

better performance. Data for degree centrality was gathered using the LN measure, and it 

was analyzed using the software, InFlow (Krebs, 1996). The resulting degree centrality 

data was then entered into SPSS. This hypothesis was tested using a Pearson product-

moment correlation to correlate the performance measure with degree centrality. The 

results revealed significant correlations on four of the five performance measures (i.e., 

AVI, WRAP, SLTN, and CALLS). Table 2 displays the correlations for variables related 

to IKT and performance (see Table 2 in Appendix E). The percentage of solutions 

provided by the customer service representatives using a computerized database was 

positively correlated (r = .19, p < .05) with degree centrality. This finding supported 

hypothesis 10. The number of calls taken per hour and AVI were negatively correlated 

(r = -.20, g < -05 and r = -.31, g < .001 respectively) with degree centrality. The amount 

of time spent wrapping up a call was positively correlated (r = .21, g < .01) with degree 

centrality. These last three findings did not support hypothesis 10. Overall, hypothesis 10 

was partially supported. 

Additional Analyses 

Knowledge Type and Performance 

Additional analyses regarding knowledge type were done for exploratory 

purposes to determine which type(s) most impacted performance. More specifically, 

additional analyses were conducted separately for each category of worker classification 

(i.e., rookie, contract worker, experienced hire) to see which type(s) of knowledge 
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accounted for the most variance in performance. These analyses were conducted using 

linear and hierarchical regression with knowledge type(s) predicting a particular measure 

of performance for a given worker category. The results revealed two significant findings: 

The regression equation using only job task knowledge accounted for 18.8% of the 

variance in CSTMR for contract workers which the F test for the change in R2 showed 

was significant [F (1,26) = 6.04, p < .05]. Also, the regression equation using job task 

and role knowledge accounted for 46.8% of the variance in CALLS for rookies which the 

F test for the change in R2 showed was significant [F (1, 9) = 6.88, g < .05]. 

Impact of the Knowledge Transfer Method 

Additional analyses were also conducted for exploratory purposes in order to 

determine the impact of IKT via a social network on performance. More specifically, 

network measures (i.e., degree, betweenness, closeness, reach, and power) were used 

separately as individual predictors of a given measure of individual performance. These 

analyses were conducted using linear regression involving the network measure and the 

performance measure. The results revealed that degree accounted for significant amounts 

of variance in four of the five performance measures which was more than any other 

network measure. Specifically, degree accounted for 3.6% of the variance in SLTN, 4.2% 

of the variance in CALLS, 4.3% of the variance in WRAP, and 9.7% of the variance in 

AVI which the F tests for the change in R2 showed were significant [F (1, 124) = 4.66, p 

< .05; F (1, 124) = 5.38, p < .05; F (1, 119) = 5.28, p < .05; F (1, 124) = 13.27, p < .001 

respectively]. 
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In addition to degree, closeness, reach and power as individual predictors 

accounted for significant amounts of variance in certain measures of individual 

performance. Closeness explained 3.3% of the variance in CALLS [F (1,124) = 4.29, p < 

.05] and 6.5% of the variance in AVI [F (1,124) = 8.66, p < .01]. Reach explained 5.3% 

of the variance in AVI [F (1,124) = 6.87, g < .05], and power explained 5.5% of the 

variance in AVI [F (1,124) = 7.25, p < .01]. 

Besides evaluating the impact of IKT via a social network on performance, 

additional exploratory analyses were conducted to determine KT method effectiveness 

(i.e., the effectiveness of IKT versus FKT) for transferring the three types of knowledge. 

In order to evaluate the effectiveness of FKT, the ratings from the six FKT (i.e., one ILT 

item and five CBT items) items corresponding to each type of knowledge were summed 

and averaged to create a mean FKT effectiveness score for each type of knowledge. A 

Cronbach's alpha was run to confirm that the six FKT items for each type of knowledge 

were strongly associated in order to justify their combination into a composite score. The 

Cronbach's alphas for the items that comprise the job task-FKT score, the role-FKT 

score, and the organizational norms-FKT score were .90, .89, and .89 respectively 

(Nunnally & Bernstein, 1994). 

The means for the composite FKT score and the IKT score were compared for 

each type of knowledge using a 3 X 2 (worker classification by KT method) MANOVA 

with a split-plot design. Worker classification was the between-subjects component and 

KT method was the within-subjects component. The results from the MANOVA using 
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Wilks' Lamda demonstrated a main effect for the KT method F (1,138) = 42.11, g < 

.001, r)2 = .23. This main effect indicated there was a difference between the two KT 

methods regarding how effectively they transferred job task knowledge. In order to test 

for simple effects, a pairwise comparison using a Bonferroni (Dunn, 1961) adjustment 

was conducted which revealed the mean for IKT effectiveness for job task knowledge (M 

= 4.27) was significantly larger (g < .001) than the mean for FKT effectiveness (M = 

3.54). 

In addition to KT method effectiveness related to job task knowledge, the results 

also showed a main effect for worker classification F (2,138) = 4.46, g < .05, r\2 = .06. 

This main effect indicated that there was a difference among the three categories of 

workers. Pairwise comparisons using a Bonferroni (Dunn, 1961) adjustment showed that 

the mean for contract workers (M = 4.23) was significantly larger (g < .05) than the mean 

for experienced hires (M = 3.80). A Tukey (1953) HSD post hoc test revealed that 

significantly more contract workers than experienced hires rated FKT as more effective 

for transferring job task knowledge. This result was significant at the g < .05 level. 

For role knowledge, the results from the MANOVA using Wilks' Lamda 

demonstrated a main effect for the KT method F (1,134) = 31.11, g < .001, r\2 = .19. This 

main effect indicated there was a difference between the two KT methods regarding how 

effectively they transferred role knowledge. In order to test for simple effects, a pairwise 

comparison using a Bonferroni (Dunn, 1961) adjustment was conducted which revealed 
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the mean for IKT effectiveness for role knowledge (M = 4.21) was significantly larger (p 

< .001) than the mean for FKT effectiveness (M = 3.56). 

In addition to KT method effectiveness related to role knowledge, the results also 

showed a main effect for worker classification F (2,134) = 3.53, £ < .05, TI2 = .05. This 

main effect indicated that there was a difference among the three categories of workers. 

Pairwise comparisons using a Bonferroni (Dunn, 1961) adjustment showed that the mean 

for contract workers (M = 4.16) was significantly larger (p < .05) than the mean for 

experienced hires (M = 3.71). A Tukey (1953) HSD post hoc test revealed that 

significantly more contract workers than experienced hires rated IKT as more effective 

for transferring role knowledge. This result was significant at the p < .05 level. 

For organizational norms knowledge, the results from the MANOVA using 

Wilks' Lamda demonstrated a main effect for the KT method F (1,126) = 19.84, p < 

.001, T)2 = .14. This main effect indicated there was a difference between the two KT 

methods regarding how effectively they transferred organizational norms knowledge. In 

order to test for simple effects, a pairwise comparison using a Bonferroni (Dunn, 1961) 

adjustment with alpha set at .025 was conducted which revealed the mean for IKT 

effectiveness for organizational norms knowledge (M = 4.07) was significantly larger (p 

< .001) than the mean for FKT effectiveness (M = 3.48). A Levene's (1960) test revealed 

a violation of the homogeneity of variance assumption for IKT effectiveness. 

Consequently, the Bonferroni adjustment with alpha set at .025 was utilized which 

justified the use of the results. 
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In addition to KT method effectiveness related to organizational norms 

knowledge, the results also showed a main effect for worker classification F (2,126) = 

6.14, p < .01, r)2 = .09. This main effect indicated that there was a difference among the 

three categories of workers. Pairwise comparisons using a Bonferroni (Dunn, 1961) 

adjustment showed that the mean for contract workers (M = 4.19) was significantly larger 

(p < .01) than the mean for experienced hires (M = 3.62). A Tukey (1953) HSD post hoc 

test revealed that significantly more contract workers than experienced hires rated FKT as 

more effective for transferring organizational norms knowledge. This result was 

significant at the p < .01 level. 

For some of the analyses, the rookie sample size could have been a factor in the 

results. In order to determine the impact of the rookie sample size on the results, a power 

analysis was conducted using the computer program, G*Power (Faul & Erdfelder, 1992). 

G*Power was used to determine the sample size that would be needed to obtain a power 

of .80 with an alpha of .05 and a large effect size of .80 for Cohen's (1977) d for a t test. 

The power analysis revealed that a total sample size of at least 42 (i.e., 21 individuals per 

group) would be needed for significance. Therefore, the sample size of 12 for rookies was 

not large enough to obtain statistical significance for a number of the hypotheses that 

were tested (e.g., hypothesis 4a, 4b, 5 and 6). 

For hypothesis 4b, experienced hires were found to have a larger social network in 

terms of degree centrality than contract workers. In order to determine if tenure was 

related to the size of the network, a Pearson product-moment correlation was used to 
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assess the relationship between degree centrality and tenure. The results showed that 

degree was positively correlated with tenure (r = .38, g < .01) overall, and degree was 

also positively correlated with tenure for the worker category of experienced hires (r = 

.29, g < .01). 



CHAPTER IV 

DISCUSSION 

The purpose of this study is to address the typical organizational socialization 

"policy" as defined by the amounts and methods of knowledge transfer (KT) relative to 

contract workers and employees. The study deals with formal knowledge transfer (FKT) 

represented by instructor-led/classroom training (ILT) and computer-based training 

(CBT) as well as informal knowledge transfer (IKT) represented by a social network. 

More specifically, the present study determines what types of knowledge are important to 

transfer and what methods are used to transfer these types of knowledge. The study 

especially focuses on IKT, because it is challenging to measure as well as improve, and it 

is the method that companies understand the least. The three content areas of job task, 

role, and organizational norms knowledge are the key types of knowledge addressed. 

Therefore, the ten research hypotheses address the type of knowledge and the methods 

used to transfer it: Hypothesis 1 and 2 address what knowledge is being transferred and 

the sources of it, hypothesis 3 relates to the importance of the knowledge type in terms of 

performance, and hypothesis 4 through 10 assess the impact of the KT method. 

Types and Sources of Knowledge 

Hypothesis la and lb proposed that job task knowledge is transferred more often 

than role and organizational norms knowledge. The findings support the hypotheses as 

evidenced by the significant differences among the means for job task, role and 

Q fs 
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organizational norms knowledge which show that job task knowledge is transferred more 

than role and organizational norms knowledge. This finding is graphically displayed in 

Figure 8 (see Figure 8 in Appendix F). Consequently, job task knowledge is the most 

frequent type of knowledge transferred, and the size of the mean suggests that it is 

transferred almost on a weekly basis on average. These findings are congruent with 

Morrison (1993b) who found that employees who are new to an organization sought job 

task knowledge by way of a social network and documentation more than other types of 

knowledge. Additionally, the present findings also provide support for the results of Bassi 

and Van Buren (1998) and ASTD (1997) that showed that technical training (which 

focuses on job task knowledge) is the most in demand in organizations. 

Although the mean for role knowledge is greater than the mean for organizational 

norms knowledge, it is not significantly larger than organizational norms knowledge 

which does not provide support for Hypothesis lc. This result indicates that role 

knowledge is transferred along with organizational norms knowledge, but role knowledge 

is not transferred substantially more often than organizational norms knowledge (i.e., the 

size of the means indicate that they both are being transferred a little more often than on a 

monthly basis on average). The lack of a significant difference between role and 

organizational norms knowledge could be that the respondents do not perceive a clear 

distinction between the two types of knowledge. This reasoning is feasible, because role 

and organizational norms knowledge possess the largest significant correlation (r = .67, g 

< .05) of the three types of knowledge which indicates that they are highly associated. 
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Although role knowledge is not transferred substantially more than organizational 

norms knowledge, the results for job task, role and organizational norms knowledge 

support the researcher's argument that job task knowledge is a higher priority for 

newcomers than other types of knowledge in transitioning into an organization, because 

job task is the type that is typically needed first for learning a new position. The network 

diagrams (see Figures 9 through 17 in Appendix F) further indicate that job task 

knowledge is the most important type of knowledge being transferred according to the 

rookies, contract workers and experienced hires. By comparing the network diagrams by 

knowledge type for the same worker category comparisons, the diagrams show that the 

job task knowledge network diagrams have consistently more links between nodes for job 

task knowledge versus the other two types of knowledge. The greater number of links 

indicates more communication, or IKT regarding the type of knowledge. Ultimately, 

understanding which types of knowledge are the most important upon entry into an 

organization enables newcomers and the organization itself to determine the most 

effective methods/sources for obtaining this knowledge. 

The "explicitness" of job task knowledge as well as the individuals that 

participated in the study and the type of work that they perform lends further support to 

why job task knowledge is transferred most often. As discussed in the introduction, the 

researcher of this study believes that knowledge exists on a continuum with tacit and 

explicit knowledge anchoring different ends of the continuum. Job task knowledge is 

believed to possess a larger explicit component than role and organizational norms 
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knowledge, and explicit knowledge is easier to codify and articulate. Therefore, job task 

knowledge may be transferred more often than role or organizational norms knowledge, 

because it is easier to transfer due to its high degree of explicitness. 

Moreover, the individuals who participated in the study are customer service 

representatives in a call center. The type of work that they perform entails taking 

telephone calls from customers, answering customers' questions regarding the company's 

products (i.e., office equipment) that the customers own, and then taking the appropriate 

action to provide a solution for the customers. The interviews with 31 individuals indicate 

that the most important knowledge needed for their work is really more job task 

knowledge oriented (what is needed to perform specific aspects of their job) rather than 

role knowledge oriented (what they should be doing/how well they should be doing it) or 

organizational norms knowledge oriented (the behaviors and attitudes that the company 

values). The respondents from the interviews indicate that the specific types of 

knowledge that are most important for their work are: (a) knowledge of the office 

equipment products and the computer equipment they use to provide solutions related to 

the products (58% of the interviewees), (b) knowledge regarding customer 

satisfaction/interpersonal communication (35% of the interviewees), and (c) knowledge 

of work processes/procedures (7% of the interviewees). 

Specifically, knowledge of the office equipment products and the computer 

equipment used to provide solutions are self-explanatory. Knowledge regarding customer 

satisfaction/interpersonal communication refers to how customer service representatives 
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should interact or communicate with customers (e.g., putting the customer first, dealing 

with irate individuals, etc.) in order to ensure high customer satisfaction. Knowledge of 

work processes/procedures refers to the steps that should be taken to identify and resolve 

customers' problems (e.g., when to dispatch a technician, escalate the problem to a higher 

level, etc.). The specific type of knowledge that is identified the most (i.e., 58% identified 

knowledge of the office equipment products and the computer equipment they use to 

provide solutions related to the products) relates more to job task knowledge than role or 

organizational norms knowledge. The other two specific types of knowledge (customer 

satisfaction/interpersonal communication and work processes/procedures) relate more to 

role knowledge. 

As mentioned in chapter one, the researcher of this study believes that differences 

may exist among the categories of worker classification regarding KT, and the results 

support this belief. The results of the study do show a difference among the worker 

categories. The mean for contract workers is significantly larger than the mean for 

experienced hires. Further analysis reveals that contract workers are involved in the 

transfer of significantly more job task, role and organizational norms knowledge via 

social network methods than experienced hires. This finding is probably due to the nature 

of the relationship that contract workers have with the company. Due to their transient 

relationship with the company, contract workers do not possess as much knowledge and 

related experience to the company as experienced hires. So, contract workers need to 

obtain more of all three types of knowledge than the experienced hires. Experienced hires 
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generally have more related experience and knowledge to the company and consequently 

are involved in less KT than contract workers because of this experience and knowledge. 

The mean for contract workers is larger than the mean for rookies, but it is not significant. 

This indicates that contract workers as well as rookies are transferring knowledge, but 

contract workers are not transferring knowledge substantially more often than rookies. 

Besides evaluating KT related to job task, role and organizational norms 

knowledge in general, the type of knowledge transferred is also assessed in this study by 

looking at the source of the knowledge. More specifically, hypothesis 2a, 2b and 2c 

proposed that job task, role and organizational norms knowledge respectively are 

transferred more from coworkers than managers. The findings show that job task, role 

and organizational norms knowledge are transferred more from coworkers than managers 

which supports hypothesis 2a, 2b, and 2c. 

Additionally, the interviews with the 31 individuals are mostly congruent with the 

results of the survey. For job task knowledge, 68% of the interviewees report that they 

obtained the knowledge from coworkers or coworkers combined with FKT, 3% report 

they obtained it from a combination of coworkers and managers, and 29% indicate that 

they obtained it via FKT alone. For role knowledge, the interviewees indicate that 

managers play a more important part in this KT than for job task knowledge. Twenty-six 

percent of the interviewees report that they obtained role knowledge from coworkers or a 

combination of coworkers and FKT, 13% indicate they obtained role knowledge from a 

combination of coworkers and managers, 45% report that they obtained role knowledge 
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from managers or a combination of managers and FKT, 16% report that they obtained 

role knowledge from FKT alone. For organizational norms knowledge, 45% of the 

interviewees report that they obtained organizational norms knowledge from coworkers 

or a combination of coworkers and FKT, 13% report that they obtained organizational 

norms knowledge from a combination of coworkers and managers, 16% report that they 

obtained organizational norms knowledge from managers or a combination of managers 

and FKT, 26% report that they obtained organizational norms knowledge from FKT 

alone. 

Although the largest percentage (45%) of interviewees indicate that they obtained 

role knowledge from managers or a combination of managers and FKT which might 

question the survey results, it should be pointed out that these individuals largely refer to 

their periodic performance appraisals as the basis for the role knowledge from managers. 

Consequently, the source of role knowledge in this case is really due to the performance 

management system which managers are responsible for administering not due to the 

managers themselves. Furthermore, when the interviewees were asked whom they most 

frequently interacted with at the company, 97% of the interviewees report coworkers and 

3% report a combination of coworkers and managers. Although this large amount of 

interaction with coworkers is regarding work and non-work issues, it still provides 

support for the survey results and ultimately hypothesis 2a, 2b, and 2c, because Baker 

(1994) believed that more frequent interaction (related to work and non-work issues) 

develops connections between diverse groups, decreases conflict, and helps to develop 
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cooperative links with others such as colleagues, customers, and suppliers. Consequently, 

more frequent interaction enhances cooperation and the transfer of knowledge. 

The findings (especially from the surveys) indicate that the interviewees are 

getting all three types of knowledge substantially more often from coworkers than from 

managers which clears up the inconsistency found in prior research (e.g., Burke & Bolf, 

1986; Morrison, 1993b). The present findings contradict Morrison's results that showed 

that newcomers sought more job task knowledge from managers than coworkers and 

support those of Burke and Bolf who found that coworkers were the most important 

source of job task knowledge. The logical explanation for the present findings is that 

coworkers are more likely to be performing similar, if not identical, tasks as the 

newcomers. Conversely, managers are less likely to perform the same or similar tasks as 

newcomers. Furthermore, business and industry changes such as flatter organizational 

structures, downsizing, etc. that can increase spans of control make it difficult for 

managers to regularly observe all of their direct reports in order to obtain an accurate base 

of job task and role knowledge to pass on to newcomers. 

A likely reason that Morrison (1993b) obtained differing results from the present 

study relates to the difference between managers in her sample compared to those of the 

present study. Morrison used large accounting firms as the sources for her participants. 

Employees at these firms tend to work on different projects for a variety of clients 

compared to work on relatively similar tasks exclusively for one organization as the 
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customer service representatives do. This type of environment as well as the nature of 

accounting work involves a different type of manager than that of the present study. 

In the present study, managers are placed in more of a distant, supervisory role of 

self-managed work teams of customer service representatives that contain work content 

experts within them. These managers probably have larger spans of control than the 

managers in Morrison's (1993b) study, because managers in the present study oversee a 

large number of customer service representatives. By comparison, managers in 

Morrison's study probably had relatively small spans of control and were more like 

experienced peers or work content experts. This point is logical, because managers and 

direct reports working in an external consulting capacity for a client are more like peers 

than managers and direct reports within the present study. In an external consulting 

capacity, both the managers and direct reports from the accounting firm work as a part of 

a project team in order to try to satisfy their client (i.e., the ultimate "manager") which 

tends to reduce the level of formality between the manager and direct report. 

Furthermore, the belief that managers in Morrison's study were more like peers is further 

supported by the fact that the managers in Morrison's study were only a few years ahead 

of the newcomers in terms of career progression. Therefore, these managers possessed a 

sound understanding of what the newcomers did on a daily basis. 

The results regarding coworkers being used as a knowledge source more than 

managers is congruent with the "mere exposure effect" found in social psychology which 

contends that the more often human beings are exposed to the same individual(s) the 
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more they tend to like them (Bornstein, 1989; Zajonc, 1968). As mentioned previously, 

Baker (1994) believed that more frequent interaction develops connections in networks 

between diverse groups, decreases conflict, and helps to develop cooperative links with 

others such as colleagues. Therefore, the interviewees use coworkers as a source of the 

three types of knowledge more than managers, because the interviewees have more 

frequent interaction with coworkers, have more in common with coworkers from a work 

standpoint, and likely have a more developed relationship with coworkers than managers. 

Like the findings for hypothesis la, lb, and lc, hypothesis 2a, 2b, and 2c also 

reveal a difference among the worker classifications. For job task knowledge, the results 

show that the mean for contract workers is significantly larger than the mean for 

experienced hires. Substantially more contract workers than experienced hires use 

coworkers as a source of job task knowledge. For role knowledge, substantially more 

contract workers than experienced hires use coworkers and managers as sources of role 

knowledge. For organizational norms knowledge, more contract workers than 

experienced hires use coworkers as a source of organizational norms knowledge. 

Overall, the results for hypothesis 2a, 2b, and 2c follow the same pattern as 

hypothesis la, lb, and lc, because the results involve the means for contract workers 

being larger than experienced hires. The findings indicate that contract workers obtain the 

three types of knowledge more often than experienced hires from coworkers in all 

instances except for role knowledge. For role knowledge, contract workers use both 
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contract workers and managers as a source of role knowledge more often than 

experienced hires. 

The results regarding worker classification for hypothesis 2a, 2b, and 2c are 

similar to those of hypothesis la, lb, and lc, because they are related to the same issue. 

This issue is that experienced hires have more knowledge and experience that is useful 

for their work than contract workers which means that experienced hires do not need to 

be involved in as much IKT. Contract workers need to obtain more knowledge than 

experienced hires. Therefore, contract workers are involved in more IKT for the three 

types of knowledge which includes them using certain knowledge sources more often 

than experienced hires. 

Knowledge Type and Performance 

Hypothesis 3 proposed that organizational norms knowledge would not make a 

significant contribution to performance over and above job task knowledge, role 

knowledge, and worker classification. On four of the five measures of individual 

performance, organizational norms knowledge does not make a significant contribution to 

performance beyond that of job task knowledge, role knowledge and worker 

classification which supports hypothesis 3. Specifically, organizational norms knowledge 

does not significantly improve performance as measured by AVI, WRAP, SLTN, and 

CSTMR. 

These findings indicate that organizational norms knowledge is not a substantial 

component in rookies', contract workers', and experienced hires' AVI, WRAP, SLTN, 
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and CSTMR, but organizational norms knowledge is a substantial component of CALLS. 

This result suggests that knowledge of behaviors and attitudes that the company values 

includes taking a substantial number of calls per hour. Organizational norms knowledge 

may not impact AVI, SLTN, CSTMR, and WRAP, because these measures may be more 

job task- and role-oriented which would explain why these performance measures do not 

indicate any sort of relationship with organizational norms knowledge. 

A closer look at the results shows that worker classification impacts individual 

performance, because it explains significant variance in performance on CALLS, AVI, 

SLTN and WRAP. The results related to worker classification should not be interpreted 

to mean that job task and role knowledge are not important to performance. In fact, the 

importance of worker classification indicates the need to look at knowledge and 

performance by the category of worker classification. Additional linear and hierarchical 

regression analyses related to knowledge and worker classification reveal support for the 

importance of job task and role knowledge regarding performance. Two significant 

results should be discussed: For contract workers, job task knowledge alone accounts for 

18.8% of the variance in CSTMR. For rookies, job task and role knowledge combined 

account for 46.8% of the variance in CALLS. Organizational norms knowledge does not 

explain any additional variance in CALLS for rookies. 

Job task and role knowledge may account for substantial variance in CSTMR and 

CALLS for contract workers and rookies, because rookies and contract workers are 

getting more accurate job task and role knowledge due to more interaction than 
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experienced hires with others. Experienced hires possess a substantial amount of 

knowledge that helps them to perform their work, but they may be using less effective 

knowledge than rookies and contract workers. Because of more experience and 

knowledge, experienced hires are probably more set in their ways in terms of how they 

perform their work and are subsequently less likely to be open to other ways of 

performing their work (providing they are performing at an acceptable level). 

The type of work customer service representatives perform also relates to 

knowledge types and performance. The type of work that customer service 

representatives perform is important (e.g., taking customer telephone calls and trying to 

help customers with problems related to the company's office equipment products), but it 

is not as complex as other types of work (e.g., managing the operations of an 

organization). Therefore, a threshold regarding minimum work performance could exist 

for the customer service representatives. In other words, there is a point that individuals 

reach (due to a lack of substantial job complexity combined with a good amount of 

experience) where they can do a minimum amount of work and still be considered to 

perform at an acceptable level. Due to their greater experience, experienced hires may 

reach this performance threshold much sooner than rookies and contract workers. 

Experienced hires then realize that as long as they perform at the threshold level, their 

work will not be questioned. Consequently, experienced hires may be motivated to 

operate more in "auto pilot" based upon knowledge that they feel is accurate enough to 

get their work done at an acceptable (but not exceptional) level of performance. 



109 

By comparison, rookies and contract workers have not reached this threshold, are 

likely to be more motivated than experienced hires to obtain more accurate knowledge 

and interact more than experienced hires in order to perform as well as possible. Rookies 

possess these qualities due to their lack of total work experience, and contract workers 

possess these qualities due to their lack of experience with the company. Table 5 and the 

analysis of variance related to it provide support for these statements. Rookies perform 

significantly better than experienced hires on CALLS, and both rookies and contract 

workers perform significantly better than experienced hires on AVI and WRAP. 

Furthermore, the means for the other measures are in the right direction. More 

specifically, the means indicate that rookies are performing at a higher level than 

experienced hires on CSTMR, but it is not a significant difference. Also, contract workers 

are performing at a higher level than experienced hires on CALLS, but it is not a 

significant difference. In general, these results suggest that experienced hires are 

performing at a level (i.e., a threshold) which enables them to get by with lower 

performance than rookies and contract workers. 

While the results for hypothesis la and lb indicate that job task knowledge is the 

type of knowledge that is being transferred the most, the findings for hypothesis 3 as well 

as the additional analyses with knowledge and performance indicate that worker 

classification (as well as knowledge) should be considered regarding performance. 

Worker classification definitely impacts performance, and job task knowledge definitely 

impacts contract worker performance on CSTMR. Furthermore, the additional analyses 
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for hypothesis 3 regarding knowledge and performance indicate that role knowledge also 

should be transferred, because role combined with job task knowledge substantially 

impact performance (i.e., CALLS) for rookies. Therefore, these findings further indicate 

that worker classification, job task knowledge and role knowledge should be addressed 

regarding organizational socialization. 

These results from the present study provide support for Morrison's (1993b), 

Bassi and Van Buren's (1998), and ASTD's (1997) findings that job task knowledge is 

important. Furthermore, the results from the present study also suggest support for Ilgen 

and Hollenbeck's (1991) belief that jobs and roles are blurring, because job task and role 

knowledge are correlated (r = .49, g < .05). Given the researcher of this study's 

contention that job task and role knowledge represent the bare minimum or the 

cornerstone knowledge types for entry into a new organization, it makes sense that job 

task and role knowledge contribute to individual performance. In looking a little more 

closely at the two knowledge types, the findings from the additional analyses for 

hypothesis 3 suggest further support for hypothesis la and lb which indicate that job task 

is the most important (i.e., it is transferred most often) type of knowledge to transfer. It is 

important to transfer job task knowledge in order to enable the transfer of role 

knowledge, because individuals need to understand what their job involves in order to 

understand better what they should be doing and how well they should be doing it. 

Therefore, job task knowledge is likely to be a precursor for the effective transfer of role 

knowledge. 
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The respondents from the interviews further support the relationship between job 

task and role knowledge. When they were asked what is the type of knowledge that is 

most important to perform their work, they report three specific types of knowledge: (a) 

knowledge of the office equipment products and the computer equipment they use to 

provide solutions related to the products (58% of the interviewees), (b) knowledge related 

to customer satisfaction/interpersonal communication (35% of the interviewees), and (c) 

knowledge of work processes/procedures (7% of the interviewees). As mentioned before, 

58% report knowledge of the office equipment products and the computer equipment they 

use to provide solutions for the products which relates more to job task knowledge. 

The other two specific types of knowledge, knowledge of customer 

satisfaction/interpersonal communication and knowledge of work processes/procedures, 

represent the other 42% of the critical knowledge. This 42% relates more to role 

knowledge (i.e., expectations for what the individuals should be doing and how well they 

should be doing it). This result suggests that customer service representatives definitely 

need an understanding of the office equipment products and the computer equipment they 

use to provide solutions in order to do their work. In addition to this job task knowledge, 

a good amount of them indicate that knowing how to interact with customers and the 

procedures for doing so (i.e., role knowledge) is also important, because customer service 

representatives' work entails serving customers by phone to provide an acceptable 

solution regarding the office equipment the customers use. 
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Impact of the Knowledge Transfer Method 

Given the relationship of worker classification, job task knowledge and role 

knowledge to performance, there is a need for efficient methods of KT. This need is the 

rationale for evaluating the impact of the KT method. Hypothesis 4a and 4b evaluate the 

IKT method by looking at the structure of the network. Hypothesis 4a proposed that 

contract workers' social networks would be larger (in terms of degree centrality) than 

rookies' social networks, and hypothesis 4b proposed that experienced hires' social 

networks would be larger (in terms of degree centrality) than rookies' social networks. 

Although there is a main effect for the categories of worker classification, further analysis 

of the results do not support hypothesis 4a or 4b. The results show that the mean for 

experienced hires appears substantially larger than that of rookies, but it is not 

statistically significant. As the power analysis shows, this non-significant result can be 

attributed to sample size. The rookie sample size of 10 for this analysis is too small to 

obtain a statistically significant result. 

Although it was not predicted, the results reveal that experienced hires have a 

higher degree centrality than contract workers. This indicates that experienced hires have 

a larger social network in terms of degree centrality than contract workers (i.e., 

experienced hires are directly connected to more nodes/individuals than contract 

workers). This finding is due to a couple of reasons: First, experienced hires generally 

have a longer tenure with the organization than contract workers which enables them to 

communicate frequently and develop more relationships with other people (i.e., make 
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more connections) which the experienced hires could use if they so desired. This 

statement regarding tenure and network size is supported by the results that show that 

degree centrality and tenure for experienced hires are positively correlated (i.e., a larger 

network is associated with longer tenure). By comparison, the tenure of contract workers 

is much shorter than experienced hires. The longest amount of time that individuals can 

be contract workers with the organization is 18 months. After this time, they are hired as 

employees or the contract relationship is dissolved. 

Second, experienced hires are likely to have a better understanding of the need for 

more communication and connections within the organization (due to their wealth of 

experience and longer tenure). In other words, experienced hires know that more 

connections with others in the call center can be a potential asset for performing their 

work. Consequently, experienced hires make an intentional effort to develop connections 

as a potential asset more than contract workers. Additionally, because of the short-term 

nature of their business relationship with the company, contract workers may possess 

Gouldner's (1957) cosmopolitan perspective and not be as motivated to develop as many 

connections as experienced hires. 

In addition to evaluating IKT by looking at the structure of the network, 

hypothesis 5 and 6 assess the impact of the network on the transfer of job task 

knowledge. More specifically, hypothesis 5 proposed that job task knowledge would be 

transferred via a social network more for contract workers than it is for rookies, and 

hypothesis 6 proposed that job task knowledge would be transferred via a social network 
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more for experienced hires than it is for rookies. Although there is a main effect for the 

categories of worker classification, further analysis of the results do not support 

hypothesis 5 or 6. The mean for job task knowledge via the social network for rookies is 

definitely less than the mean for contract workers, but it is not statistically significant. 

This lack of support for the hypothesis 5 can be attributed to the small rookie sample size 

which the power analysis indicates is too small to obtain statistical significance. 

Additionally, hypothesis 6 may not have been supported, because experienced hires 

already possess a solid understanding of what is needed to perform specific aspects of 

their job (i.e., they have reached the performance threshold) due to their wealth of 

experience and longer tenure. Therefore, they do not need to utilize IKT to obtain this 

knowledge. 

Even though it was not predicted, the results show that job task knowledge is 

transferred via a social network for contract workers more than experienced hires. This 

indicates that job task knowledge is transferred for contract workers by way of the 

network slightly more often than a weekly basis on average and for experienced hires 

substantially more often than a monthly basis but not as often as a weekly basis on 

average. This finding represents the same result found in hypothesis 1. 

In addition to job task knowledge, this study assesses the impact of IKT method 

regarding role and organizational norms knowledge as it relates to rookies, because the 

researcher believes that these two types of knowledge are better transferred via a social 

network for rookies more than job task knowledge. Specifically, hypothesis 7 and 8 
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proposed that role knowledge and organizational norms knowledge respectively for 

rookies would be transferred more than job task knowledge via a social network. The 

results reveal a main effect for knowledge related to rookies, but further analysis does not 

provide support for hypothesis 7 or 8. The results show that significantly more job task 

knowledge than organizational norms knowledge is transferred by way of a social 

network for rookies which is the opposite of what hypothesis 8 predicted. This finding 

indicates that job task knowledge is transferred via IKT a little less than once a week and 

organizational norms knowledge is transferred slightly less than once a month on 

average. 

This finding as well as a lack of support for hypothesis 7 could be due to the 

results that hypothesis la and lb provide. More specifically, job task knowledge is the 

type of knowledge that is transferred most often, because it is the precursor for role 

knowledge and a higher priority than organizational norms knowledge for newcomers. As 

a point of clarification, it should be pointed out that role knowledge is also transferred for 

rookies, but it is not transferred significantly more or less often than job task knowledge. 

Job task knowledge is the knowledge that newcomers need to have in order to perform 

specific aspects of their job, and this type of knowledge is especially important for 

newcomers to the organization who have little or no prior work experience (i.e., rookies). 

Consequently, this type of knowledge is probably transferred much more often for 

rookies than the other two types of knowledge, because it is the starting point for 

understanding their work. While hypothesis 7 and 8 are not supported, this finding still 



116 

provides support for the importance of IKT, because IKT assists in the transfer of job task 

knowledge. 

The unpredicted results from hypothesis 4a, 4b, 5, 6, and 8 suggest some 

interesting conclusions regarding IKT. Hypothesis 4a and 4b results indicate that 

experienced hires have more direct connections with other people in the call center than 

contract workers, but they do not necessarily communicate frequently with these people. 

By comparison, the results from hypothesis 5 and 6 (in addition to hypothesis 4a and 4b) 

indicate that contract workers do not have as many connections with other people in the 

call center, but contract workers communicate more frequently regarding job task 

knowledge with the connections the contract workers possess than experienced hires do 

with the connections that the experienced hires possess. The lack of results for hypothesis 

7 and the unpredicted results for hypothesis 8 further indicate the importance of job task 

knowledge as the starting point for a newcomer to get up to speed in the organization. 

An additional conclusion regarding IKT relates to the organizational structure of 

the call center. The call center's organizational structure is especially conducive to IKT, 

because the call center operates using self-managed work teams of customer service 

representatives in an open workspace environment (i.e., customer service representatives 

are not separated by cubicles, offices or any other physical boundaries). This 

organizational structure encourages the development of more connections with other 

people as well as the transfer of job task knowledge via IKT, because it encourages 

communication and collaboration. Therefore, a company with such an organizational 
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structure that desires to capitalize on IKT should provide appropriate mechanisms (e.g., 

peer coaching, performance management and reward systems, etc.) that encourage IKT 

via this structure. 

The results from the interviews provide support for the benefit of more frequent 

communication/interaction (i.e., IKT). When asked what facilitated knowledge transfer 

within the organization, 77% of the interviewees report that frequent 

communication/interaction is a key facilitator. In addition to individual, face-to-face 

interaction, the following mechanisms are mentioned by the interviewees as facilitators of 

KT: (a) e-mail (32%), (b) memos (29%), (c) meetings (19%), (d) ILT (10%), (e) 

voicemail (7%), and (f) the company's intranet (3%). 

Feldman (1991) believed that training has become the primary means of 

socialization for new employees, because it: (a) establishes expectations about a given 

job, (b) assists in the creation of group norms, and (c) serves as the best source of 

information about a company. Training in this sense is FKT which consists of ILT and 

CBT. The content of ILT assists newcomers in getting up to speed in the organization 

which is a benefit. Additionally, the interactions and relationships that result from the 

training situation can also enhance IKT through the development of a larger social 

network. Because Feldman believed that FKT is the primary means of socialization for 

new employees to be socialized into the organization as well as the researcher's belief 

that FKT methods also enhance the impact of IKT through providing the opportunity for 

communication and collaboration, hypothesis 9 was designed to evaluate how FKT can 
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enable IKT. Specifically, this hypothesis proposed that new employees and contract 

workers receiving ILT would have a larger social network than those receiving CBT. 

Unfortunately, this hypothesis could not be tested, because the company's FKT that 

newcomers took part in combined ILT and CBT in the same session. More specifically, 

rookies, contract workers, and experienced hires are involved in FKT that include CBT as 

a part of the ILT structure. Therefore, the ILT and CBT components of FKT could not be 

separated out in order to compare ILT and CBT in terms of social network size. 

This study evaluates IKT by looking at the structure of the network by worker 

classification as well as how FKT enhances IKT. This study also assesses the influence of 

a network on the transfer of job task, role and organizational norms knowledge. These 

analyses are done in order to provide an understanding of the impact of the KT method. 

The ultimate evaluation of the impact of the KT method is how it relates to individual 

performance which is what hypothesis 10 was designed to address. As discussed 

previously, this study is especially focusing on IKT, because it is the form of KT that 

companies understand the least. Consequently, hypothesis 10 proposed that a larger social 

network (in terms of degree centrality) would be associated with better individual 

performance. 

The five measures of performance that the company tracks (AVI, SLTN, CSTMR, 

WRAP, and CALLS) are compared to degree centrality using a Pearson product-moment 

correlation. A higher value on AVI, SLTN, CSTMR, and CALLS indicates better 

performance, and a lower value on WRAP indicate better performance. The results show 
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significant correlations on four of the five performance measures which provide partial 

support for hypothesis 10. Specifically, SLTN is positively correlated with degree 

centrality. This finding indicates that the percentage of solutions provided by the 

customer solutions representatives using a computerized database increases with the size 

of the network (i.e., the number of direct connections). This finding is logical, because 

the customer service representatives communicate or interact with each other regarding 

providing solutions using the computerized database. If the customer service 

representatives are unsure how to navigate the database or find potential solutions, they 

consult with each other. This finding is further supported by the organizational structure, 

because the customer service representatives function in an open workstation 

environment via self-managed work teams that facilitate communication and 

collaboration. This finding supports hypothesis 10. 

In addition to the significant correlation with SLTN, degree centrality is also 

correlated with AVI, CALLS, and WRAP. Specifically, AVI and CALLS are negatively 

correlated with degree centrality. These findings indicate that a larger social network for 

customer service representatives (i.e., more direct connections with others) is associated 

with a smaller percentage of time available for incoming calls and fewer calls taken per 

hour. Additionally, WRAP is positively correlated with degree centrality. This finding 

indicates that a larger social network is associated with a larger percentage of time spent 

wrapping up calls. These findings do not support hypothesis 10. 
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Additional analyses reveal that degree centrality is the best network measure in 

terms of predicting performance. Degree centrality accounts for significant amounts of 

variance in four of the five measures of performance which is more than any other 

network measure. Specifically, degree accounts for significant variance in SLTN, 

CALLS, WRAP, and AVI. 

The findings regarding SLTN, AVI, CALL, and WRAP suggest that network size 

definitely impacts individual performance, but it can impact performance in both positive 

and not-so-positive ways. The findings suggest the communication and collaboration that 

takes place needs to be done efficiently in order to avoid unnecessary time spent on issues 

that could negatively impact performance (e.g., excessive non-work-related 

conversations, inconsistent and inaccurate knowledge being transferred, etc.). 

Consequently, IKT needs to be appropriately guided. Some suggestions include: 

1. The company could ensure that excessive "chit-chat" be discouraged. The 

emphasis is on "excessive," because some chit-chat is necessary in order to develop trust 

and relationships among customer service representatives. This trust and the subsequent 

relationships are important, because it is through these relationships that IKT occurs. 

2. The company could take steps to assure that accurate knowledge is being 

transferred in order to avoid customer service representatives obtaining conflicting 

knowledge from different sources. This suggestion could be accomplished by having a 

focal person (or people) to whom the company has provided accurate and appropriate 

knowledge as the main point of contact regarding certain issues and types of knowledge. 
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The company could have a focal person by workteam, work area or shift. These people 

should probably be coworkers, because prior results show that coworkers are used more 

than managers as knowledge sources, but managers could also serve in this role. 

3. The company could ensure that all of the rookies, contract workers, and 

experienced hires understand the performance measures and how their actions impact the 

measures. This needs to be done initially in coming on board with the organization, but it 

also needs to be reviewed periodically in addition to annual performance appraisals. 

Periodic, informal review of the performance measures would provide the customer 

service representatives with a better understanding of how their actions impact 

performance as well as give them an opportunity to adjust their performance prior to 

annual performance appraisals. 

The interview data especially points out the need for a better customer service 

representative understanding of the performance measures, because the interviewees have 

trouble identifying the measures. When interviewees were asked what the performance 

measures are, none of the interviewees could identify all five of the measures, 13% could 

identify four of the measures, 23% could identify three of the measures, 32% could 

identify two of the measures, 26% could identify one of the measures, and 6% could not 

identify any of the measures. The specific measures interviewees could identify are as 

follows: 77% identified SLTN, 52% identified CALLS, 29% identified WRAP, 26% 

identified AVI and 26% identified CSTMR. 
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These results regarding the specific measures provide further support for 

hypothesis 10 and the link between network structure and performance. The performance 

measure that is identified by interviewees the most (i.e., 77% of the interviewees) is 

SLTN which is also the performance measure that is positively correlated with degree 

centrality. Therefore, a larger network (higher degree centrality) is associated with a 

higher percentage of solutions using the computer database. Furthermore, an additional 

analysis shows that degree centrality accounts for significant variance in the percentage 

of solutions provided using the database. This significant relationship between degree and 

SLTN is due in large part to the customer service representatives being aware of the 

SLTN measure. Consequently, customer service representatives are more likely to be 

aware of SLTN and perform better if they have a larger network. 

The preceding statistics relate to the interviewees being able to merely identify the 

performance measures. In order to determine if the interviewees possess an understanding 

of the performance measures, they were asked if there are any interdependencies among 

the performance measures. Interdependencies among the performance measures include: 

(a) the number of calls taken per hour impacts the percentage of solutions that the 

customer service representatives can provide, (b) the percentage of time spent wrapping 

up calls impacts the percentage of time available for incoming calls, and (c) the 

percentage of time spent wrapping up calls impacts the number of calls taken per hour. 

The responses of the interviewees indicate that they do not fully understand the 

relationship among the performance measures, because 55% of the interviewees who 
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could identify at least two performance measures report that there are no 

interdependencies among any of the performance measures. 

This lack of understanding of the performance measures on the part of the 

customer service representatives could relate to the aforementioned findings that 

customer service representatives are obtaining most of their knowledge from coworkers. 

If coworkers do not possess a clear understanding of the performance measures, they 

cannot transfer accurate knowledge regarding the performance measures to newcomers. A 

clear understanding of the performance measures should initially be provided by and then 

consistently reiterated by the organization. The most logical vehicles for accomplishing 

this are the managers, but this does not appear to be done that effectively within the 

present organization. Although 45% of the interviewees indicate that they obtained role 

knowledge (which relates to what they should be doing and how well they should be 

doing it) from managers, further analysis reveals that their performance appraisal, which 

managers happen to administer, really is the source of this knowledge. Considering that 

performance appraisals that address the performance measures are infrequent, it is not 

surprising that the customer service representatives lack a sound understanding of the 

performance measures. 

This need for more communication, or IKT (especially regarding the performance 

measures) agrees with prior research. Baker (1994) contended that more frequent 

communication enhances connections between dissimilar groups, diminishes discord and 

assists in the creation of cooperation among individuals which assist in work 
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performance. The findings for the impact of the KT method also support the research 

conducted by Sherman, Smith and Mansfield (1986) who discovered that IKT relates to 

improved organizational socialization as defined by level of knowledge and individual 

development. Additionally, Sherman et al's and Baker's results as well as the present 

study's findings all relate to Bornstein's (1989) and Zajonc's (1968) "mere exposure 

effect" which exemplifies the fact that the more often individuals interact with the same 

people the more likely they are to like them and subsequently develop 

relationships/connections with them. As mentioned earlier, the communication or 

interaction needs to be guided by the employing organization to ensure that excessive 

chit-chat is not negatively impacting individual and ultimately organizational 

performance. 

The results also generally concur with Hansen (1998), who studied network 

structure related to KT, because network centrality does impact performance. It should be 

pointed out that there is a difference between the present study and Hansen's study, and 

this difference is twofold. Hansen's study looked at interunit KT with nodes being 

business units while this study is looking at intraunit KT with nodes being individuals. 

Second, Hansen used a modified measure of closeness centrality relative to nodes with 

related knowledge for a given project which he called "related centrality." Although the 

present study does test closeness centrality, it focuses on degree centrality which the 

results show impact more performance measures than closeness centrality. 
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More specifically, results from hypothesis 10 and the additional analyses show 

degree centrality is significantly correlated with and accounts for significant amounts of 

variance in more performance measures (four measures of performance as discussed 

above) than closeness centrality. Closeness centrality is significantly correlated with and 

accounts for significant amounts of variance in two measures of performance. Closeness 

centrality is negatively correlated with CALLS and AVI, and closeness centrality 

accounts for significant amounts of variance in CALLS and AVI. The negative 

correlations suggest that the closer (in path links) customer service representatives are to 

all other customer service representatives in the call center is related to a lower 

percentage of time available to take calls and a lower number of calls taken per hour. 

It is crucial to understand that the type of work that the customer service 

representatives perform is different from other types of work which suggests why 

network measures like degree and closeness are even more important. The customer 

service representatives work requires them to be available to take customer phone calls, 

to take customer phone calls in order to try to provide solutions to them, and to wrap up 

calls expediently in order to move on to other calls. Unlike other types of work, the 

customer service representatives cannot easily multi-task by talking to others (besides 

customers) while they are doing their work, because their work predominantly involves 

being on the phone. In general, anything that takes them away from the phone (with the 

exception of training, special projects, etc.) is interfering with the customer service 

representatives doing their work. 
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The network measures like degree and closeness suggest that the impact of the KT 

method (i.e., IKT) needs to be guided. Informal knowledge transfer definitely impacts 

performance as the degree and closeness measures indicate, but IKT can impact 

performance in productive as well as not-so-productive manners depending on if the 

communication/collaboration is efficiently utilized. This statement reiterates that 

excessive chit-chat needs to be monitored, because it keeps the customer service 

representatives from effectively taking calls, wrapping up calls, etc. which impacts 

individual and organizational performance. 

Implications for Business and Industry 

The findings related to knowledge types and sources, knowledge type and 

performance, and the impact of the KT method have some key implications for business 

and industry. First, a given organization should now realize what is needed the most 

when newcomers join this organization. New individuals (especially contract workers) 

need to obtain job task knowledge as expediently and effectively as possible, because it is 

the cornerstone for the newcomers to be able to perform their work. 

Furthermore, these findings relate to the most appropriate knowledge source for 

transferring job task, role, and organizational norms knowledge. Given that coworkers are 

the most important source for all three types of knowledge, a company should provide the 

mechanisms to facilitate IKT for newcomers (especially contract workers) in relation to 

coworkers. For example, a company could implement a buddy system, peer coaching, or 

mentoring program which would enhance interaction among newcomers to the 
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organization and their corresponding coworkers. These types of programs enable 

newcomers to identify much quicker who the key knowledge sources are within the 

organization. If a company is currently using a mentoring program that involves a 

manager as a mentor, the company might consider using more of a peer coaching 

approach or a mentor who is a highly experienced coworker, because the aforementioned 

results indicate that coworkers are the sources of knowledge that are used the most. 

Additionally, utilizing a buddy system, peer coaching or mentor (an experienced 

coworker) program may be less of a red flag to the Internal Revenue Service (IRS) 

regarding contract workers, because the company would be less likely to provide too 

much supervision or formal training to contract workers which can cross IRS supervision 

and training limits. 

A key to the success of these types of programs is to ensure that the buddy, peer 

coach, or mentor has accurate job task, role and organizational norms knowledge so that 

the newcomers are receiving knowledge that is line with what the individuals as well as 

the company need to be successful. This company might also consider further enhancing 

this interaction by revising organizational systems (e.g., compensation/benefits and 

performance management) which Hansen et al. (1999) and Lahti and Beyerlein (1999) 

found to impact KT. The refinement of these systems would help to encourage or support 

this interaction on an on-going basis. 

Regarding knowledge type and performance, the findings from the present study 

emphasize the importance of the need for the efficient use of worker classification (i.e., 
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rookies, contract workers and experienced hires) and transfer of job task and role 

knowledge, because worker classification and these two types of knowledge are the most 

related to a given company's real interest (i.e., work performance). It should be clarified 

that organizational norms knowledge should not be neglected, because it is important. If 

it is not important, it would not have been transferred at all in the present study. In this 

study, it just is not transferred as often as job task knowledge, and it does not impact 

performance to the extent that job task and role knowledge do. 

Given the fact that contract workers and rookies are new to the organization and 

may not have a chance to develop much of a social network on their own, the company 

should have mechanisms in place that can facilitate the development of the social 

network. This point provides additional support for the use of a buddy system, mentoring, 

coaching or more collaborative forms of on-the-job training. All of these methods provide 

the opportunity for on-going personal interaction which Baker (1994) believed helps to 

create cooperative connections and Sherman, Smith and Mansfield (1986) found 

enhanced organizational socialization. Additionally, if it is difficult for a given company 

to broadly utilize IKT, the company could possibly use a targeted mix of KT methods for 

job task and role knowledge. For example, FKT methods such as ILT and CBT could be 

used to get the preliminary job task knowledge, and IKT via the social network of the 

employees and contract workers could be used to transfer more of the detailed job task 

and role knowledge. 
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In addition to knowledge types, sources and performance, the findings of this 

study also have business implications in reference to the impact of the KT method. As 

Fisher (1986) pointed out, learning is most concentrated upon entering a new 

organization. So, using the appropriate form of KT is important to aid newcomers in 

getting up to speed as quickly as possible and ensure that they are appropriately 

socialized into the organization. Use of a social network for KT is especially helpful for a 

number of reasons. First, it helps to make individuals feel comfortable in a new 

organization, because they have personal contacts to use as a support system. Second, a 

larger social network can facilitate better individual performance (provided the 

communication/interaction is appropriately guided). Third, a social network is a key 

mechanism for transferring tacit knowledge which is more difficult to transfer than 

explicit knowledge. As Nonaka (1994) and Nonaka and Takeuchi (1995) pointed out, 

tacit knowledge relates to action and involvement in a specific context. Tacit knowledge 

is best transferred through collaboration or interaction, because this collaboration enables 

an understanding of a common context as well as provides the opportunity for the 

development of further knowledge (Nonaka, 1994; Nonaka & Takeuchi, 1995; 

Raghuram, 1996; Saint-Onge, 1996; Sveiby, 1996). This third point is especially 

pertinent to the transfer of role and organization norms knowledge, because they possess 

larger tacit components than job task knowledge. 

If a company is going to rely more on informal means to transfer knowledge to 

employees and contract workers (whether voluntarily or due to IRS guidelines), it should 
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provide the organizational support to guide the development and utilization of a social 

network. Collaborative work approaches like the previously mentioned buddy system, 

mentor program or coaching could be used to enhance the refinement of the network. 

Additionally, technology could help to facilitate the on-going use and development of the 

network once it has been formed. Having initially established a trusting rapport through 

face-to-face interaction, network members could then utilize technology such as 

groupware to help maintain and enhance the social network as well as transfer 

knowledge. 

Furthermore, a company could better utilize IKT via a social network by making 

use of "The Company of the Table" (Baker, 1994; Simmel, 1955) through managers that 

empower by managing conditions. The Company of the Table is derived from the 

principle that powerful and effective groups and teams are based upon relationships that 

develop from the natural interests of the individuals involved which is similar to a 

community of practice (Brown & Duguid, 1991; Lave & Wenger, 1990; Stamps, 1997; 

Wenger, 1996). The Company of the Table has been documented to be a crucial 

mechanism for key accomplishments of organizations. For example, IBM used this 

mechanism in its Silverlake Project that produced its best-selling AS/400 (Baker, 1994; 

Bauer, Collar & Tang, 1992). 

Limitations 

While this study was designed and conducted as carefully as possible, it does 

possess some limitations: 
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1. The sample size for rookies is small (i.e., 12) which the power analysis shows is 

not large enough to obtain statistical significance for a number of the analyses. 

Consequently, non-significant results should be interpreted with caution, because lack of 

power is an issue. 

2. The Cronbach's alpha for the measure of job task knowledge from coworkers is 

relatively small (ac = .53) which is not a high level of internal consistency reliability. 

This measure is not as reliable as other measures in the study. 

3. The study is cross-sectional in design. While some of the analyses and results 

replicate past research (e.g., coworkers are used more as sources of knowledge than 

managers), a longitudinal design could be used to test some of the results (e.g., degree 

centrality and performance) over time. 

4. Lastly, the results represent the call center of one company. Therefore, prudent 

judgment should be used in generalizing the results of this study. 

Future Research 

Since the limitations of this study have been laid out, future research could 

address the limitations as well as other issues. Specifically, future research could address 

four issues: 

1. The rookie sample size for this study is relatively small. So, future research could 

utilize a larger sample size for rookies to determine if a larger sample size would provide 

significant results. 
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2. The hypothesis that evaluated network size for ILT and CBT participants could 

not be tested, because the company that served as the data site for this study combines its 

ILT and CBT into the same FKT structure. Therefore, future research could test this 

hypothesis. 

3. This study is a cross-sectional study. Consequently, additional research could be 

conducted to confirm how consistent the results are over time. 

4. This study focuses on one company in the manufacturing industry. So, additional 

research could be done to see how similar results are for multiple companies across a 

variety of industries 

Conclusions 

This study makes a contribution to the research community in two areas: the 

organizational socialization/contract worker literature and the KT/knowledge 

management (KM) literature. First, it contributes to the organizational socialization and 

contract worker literature. The present study evaluates organizational socialization and 

KT (both formal and informal) related to employees and contract workers. It especially 

focuses on IKT, because companies least understand this form of KT due to the fact that 

IKT is difficult to measure and improve. This study provides both general conclusions 

and specific conclusions in reference to the organizational socialization and contract 

worker literature. The general conclusions apply to rookies, contract workers, and 

experienced hires as a whole: 
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1. The study identifies important issues to address for organizational socialization. 

Specifically, job task knowledge is transferred the most and is a likely precursor to role 

knowledge. The study also shows that worker classification, job task knowledge and role 

knowledge substantially impact performance. 

2. The study identifies the most important source of all three types of knowledge. 

This source is the coworker. 

3. The study also emphasizes the importance of utilizing IKT and not just FKT, 

because IKT is found to be more effective than FKT for transferring job task, role and 

organizational norms knowledge. 

The specific conclusions apply to worker classification and are especially 

pertinent to contract workers who represent the key focus of this study. The specific 

conclusions include: 

1. The study emphasizes the importance of considering the type of knowledge 

transferred and KT methods involved in organizational socialization, because the study 

shows that contract workers are involved in the transfer of job task, role and 

organizational norms knowledge more than experienced hires. The study also shows that 

job task knowledge especially impacts the performance of contract workers. 

2. The study identifies the important sources of all three types of knowledge for 

contract workers. Contract workers use coworkers as the source of job task and 

organizational norms knowledge substantially more than experienced hires. Contract 
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workers also use both coworkers and managers as sources for role knowledge more than 

experienced hires. 

3. The study emphasizes the importance of using IKT in addition to FKT for the 

organizational socialization of contract workers. Formal knowledge transfer is more 

effective for contract workers than experienced hires regarding job task and 

organizational norms knowledge, but IKT is more effective for contract workers than 

experienced hires regarding role knowledge. Formal knowledge transfer may allow 

contract workers (who are often perceived as outsiders) to ask a trainer job task- and 

organizational norms-related questions without feeling embarrassed in front of 

colleagues. Contract workers utilize IKT (e.g., coworkers) to obtain role knowledge, 

because this mechanism is the best way to determine what they should be doing and how 

well they should be doing it. 

Second, this study contributes to the field of KT and the developing field of KM. 

As mentioned in chapter one, KT is a key component of KM. From a strategic 

perspective, this study should help companies understand how to better manage 

knowledge, because the study aligns with research on KM related to KM strategies and 

KM systems. This study focuses on the key mechanism (i.e., the social network) that 

drives person-to-person KM systems and puts the personalization KM strategy into 

practice. 

More specifically, Hansen, Nohria, and Tierney (1999) and Sarary (1999) 

identified that companies (e.g., consulting firms) utilize different types of KM strategies 
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and systems given their basis for competition. For example, Big-5 consulting firms such 

as Ernst & Young and Andersen Consulting that perform a large number of similar 

projects (e.g., the implementation of enterprise resource planning packages like SAP, 

PeopleSoft, etc.) try to codify and reuse knowledge. Consequently, these firms utilize 

top-down/centralized (Sarary,1999) and people-to-documents (Hansen et al., 1999) KM 

systems. These systems entail having a centralized location where consultants send work 

products from their projects so that they can be cleaned of client-specific information and 

developed into a knowledge object which other consultants can access (usually 

electronically via groupware or web-based computer applications) as a starting point for 

other projects. Strategy consulting firms such as Bain & Company and McKinsey & 

Company that work on projects that differ to a large extent by client (due to the greater 

amount of context-specific information involved in these projects) utilize bottom-

up/decentralized (Sarary,1999) and person-to-person (Hansen et al.) KM systems. 

Because of the amount of context-specific information, these systems involve more tacit 

KT which is best accomplished by personal interaction among the consultants in the field 

as opposed to accessing a centralized knowledge repository. 

Hansen et al. (1999) suggested that the people-to-document KM system is driven 

by a codification KM strategy due to the need to try to codify work products and 

transform them into knowledge objects for access by other individuals who may be 

located thousands of miles apart. Consequently, a person-to-document system entails 

companies investing heavily in information technology (IT) as a core component. The 
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person-to-person system is driven by a personalization KM strategy due to the need for 

personal interaction regarding more context-specific information and the transfer of more 

tacit knowledge. Consequently, a person-to-person system involves companies investing 

heavily in building networks of people, and IT plays more of a supporting role to 

facilitate the personal interaction of individuals (e.g., enabling people to contact each 

other exchange initial information and plan face-to-face meetings). 

The present study contributes to the KM literature, because it relates to the 

personalization KM strategy and the person-to-person KM system. This strategy and 

system are based upon IKT via networks of people (i.e., a key focus of this study). 

Furthermore, the results of this study reveal that IKT is generally more effective than 

FKT for transferring knowledge, this study identifies which types of knowledge are the 

most important to transfer, and this study even identifies the most important source for 

knowledge. Therefore, this study provides insight into the refinement of KM strategies 

and KM systems as well as organizational socialization processes. 

As discussed previously, the link between KM (especially KT) and organizational 

socialization is logical, because they are interrelated. Knowledge management and 

organizational socialization are interrelated, because KT (a key component of KM) is one 

of the best mechanisms for integrating or getting newcomers (both contract workers and 

employees) up to speed in an organization. Furthermore, socializing newcomers into the 

organization also brings new knowledge and fresh perspectives into the organization that 

enhance the knowledge base and performance of the organization as a whole. Ultimately, 
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an organization is only as successful as the resources that drive it. These resources are 

knowledge as well as the employees and contract workers that transfer this knowledge. 

Therefore, effective organizational socialization and KT are not business perquisites. 

Effective organizational socialization and KT are business imperatives. 



APPENDIX A 

KNOWLEDGE TRANSFER AND SOCIAL NETWORKING QUESTIONNAIRE 

138 



139 

Knowledge Transfer and Social Networking Questionnaire 

Thank you for taking the time to fill out this survey. This survey is intended to address knowledge transfer and social 

networking in (company name) as a part of a research study being conducted by Ryan Lahti. Your participation is 

extremely important. There are no right or wrong answers. So, please be honest. Complete the survey based only upon 

your experience. Do not discuss the questions or your responses with others. Be sure to follow the instructions for each 

part of the survey and complete all sections of the survey. The results from this survey will be tabulated by Ryan. All 

information will be kept confidential. Once you have completed the survey, return it to Ryan in the provided envelope 

labeled "A. " If you have questions regarding this survey or the study, you can contact Ryan at (XXX) XXX-XXXX. 
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Instructions: Please check the appropriate box or fill in the blank with the appropriate information. 

1. Name: 

2. What is your relationship to your company? 

| | Employee (Go To Question #4) | | Contract Worker 

3. If you are a contract worker, how many months have you been a contract worker (including work for your present 
company and all previous companies)? 

months 

4. Gender: 

| [ Male Female 

5. How many months of work experience do you possess? 

months 

6. How many months have you worked for your present company? 

months 

7. Which classification best fits you? 

[ | Manager [ | Non-manager 

8. How many years of education have you completed (e.g., high school graduate = 12 years)? 

years 

9. Which shift do you work? 

| [ 1 st Shift Q 2nd shift j ~ J 3rd Shift 
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Instructions: For each question, please use the scale provided to indicate how frequently you have performed each 
activity by either circling the appropriate number for your response or leaving it blank if you have never performed 
the activity. 

1. Think about the time since you started working at your present company. To find out how to perform specific 
aspects of your job, how frequently, in general, have you done each of the following? 

Frequency of Activity Scale 
Blank: Never 

1: Once a quarter 
2: Once a month 
3: Once a week 
4: Once every few days 
5: Once a day 

Ask your direct manager. 1 2 3 4 5 
Ask a more experienced coworker. 1 2 3 4 5 
Ask another new coworker. 1 2 3 4 5 
Ask a manager (different from your direct manager). 1 2 3 4 5 
Observe how other people perform the task. 1 2 3 4 5 
Consult training manuals, memos, records, or other written material. 1 2 3 4 5 

2. Think about the time since you started working at your present company. To find out what is expected of you in 
your job (i.e. what you should be doing, how well you are expected to do, etc.), how frequently, in general, have 
you done each of the following? 

Ask your direct manager. 1 2 3 4 5 
Ask a more experienced coworker. 1 2 3 4 5 
Ask another new coworker. 1 2 3 4 5 
Ask a manager (different from your direct manager). 1 2 3 4 5 
Observe what behaviors your manager rewards and use this as a clue to 1 2 3 4 5 
what he/she expects. 
Consult written job descriptions, memos, or other written material. 1 2 3 4 5 

3. Think about the time since you started working at your present company. To learn about the behaviors and 
attitudes that your present company values and expects, how frequently, in general, have you done each of the 
following? 

Ask your direct manager. 1 2 3 4 5 
Ask a more experienced coworker. 1 2 3 4 5 
Ask another new coworker. 1 2 3 4 5 
Ask a manager (different from your direct manager). 1 2 3 4 5 
Pay attention to how others behave. 1 2 3 4 5 
Socialize with people in the company in order to learn how they behave 
and what they value. 

1 2 3 4 5 

Observe what behaviors are rewarded and use this as a clue to what is 1 2 3 4 5 
desirable. 
Consult memos, annual reports, or other written material. 1 2 3 4 5 
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Instructions: For each question, please use the scale provided to indicate the effectiveness of the training or 
learning method by either circling the appropriate number for your response or leaving it blank if you have no 
experience with the training or learning method. 

1. Think about the time since you started working at your present company. To find out how to perform specific 
aspects of your job, how effective, in general, were the following training or learning methods? 

Effectiveness of Method Scale 
Blank: No experience with method 

1: Very ineffective 
2: Ineffective 
3: Neither effective/nor ineffective 
4: Effective 
5: Very Effective 

Instructor-led/classroom training. 1 2 3 4 5 
Computer-based training using your present company's intranet. 1 2 3 4 5 
Computer-based training using CD-ROM. 1 2 3 4 5 
Interaction with colleagues at work. 1 2 3 4 5 
Computer-based training using Internet. 1 2 3 4 5 
Computer-based training using computer disks. 1 2 3 4 5 
Computer-based training using electronic performance support system. 1 2 3 4 5 

2. Think about the time since you started working at your present company. To find out what is expected of you in 
your job (i.e. what you should be doing, how well you are expected to do, etc.), how effective, in general, were th 
following training or learning methods? 

Instructor-led/classroom training. 1 2 3 4 5 
Computer-based training using your present company's intranet. 1 2 3 4 5 
Computer-based training using CD-ROM. 1 2 3 4 5 
Interaction with colleagues at work. 1 2 3 4 5 
Computer-based training using Internet. 1 2 3 4 5 
Computer-based training using computer disks. 1 2 3 4 5 
Computer-based training using electronic performance support system. 1 2 3 4 5 

3. Think about the time since you started working at your present company. To learn about the behaviors and 
attitudes that your present company values and expects, how effective, in general, were the following training or 
learning methods? 

Instructor-led/classroom training. 1 2 3 4 5 
Computer-based training using your present company's intranet. 1 2 3 4 5 
Computer-based training using CD-ROM. 1 2 3 4 5 
Interaction with colleagues at work. 1 2 3 4 5 
Computer-based training using Internet. 1 2 3 4 5 
Computer-based training using computer disks. 1 2 3 4 5 
Computer-based training using electronic performance support system. 1 2 3 4 5 
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Instructions: For each question, please use the scale provided to indicate how frequently you have communicated 
with each individual by circling the appropriate number for your response or leaving it blank if you have never 
communicated with the individual 

1. Think about the time since you started working at your present company. To find out how to perform specific 
aspects of your job, how frequently do you communicate with the following individuals? 

Frequency of Communication Scale 
Blank: Never 

1: Once a quarter 
2: Once a month 
3: Once a week 
4: Once every few days 
5: Once a day 

Name of Individual 1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
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2. Think about the time since you started working at your present company. To find out what is expected of you in 
your job (i.e. what you should be doing, how well you are expected to do, etc.), how frequently do you 
communicate with the following individuals? 

Frequency of Communication Scale 
Blank: Never 

1: Once a quarter 
2: Once a month 
3: Once a week 
4: Once every few days 
5: Once a day 

Name of Individual 1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
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3. Think about the time since you started working at your present company. To learn about the behaviors and 
attitudes that your present company values and expects, how frequently do you communicate with the following 
individuals? 

Frequency of Communication Scale 
Blank: Never 

1: Once a quarter 
2: Once a month 
3: Once a week 
4: Once every few days 
5: Once a day 

Name of Individual 1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 

! 1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
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Satisfaction Questionnaire 

Thank you for taking the time to fill out this survey. This survey is intended to address job satisfaction. Your 

participation is extremely important. There are no right or wrong answers. So, please be honest. Complete the survey 

based only upon your experience. Do not discuss the questions or your responses with others. Be sure to follow the 

instructions for each part of the survey and complete all sections of the survey. The results from this survey will be 

tabulated by Ryan Lahti. All information will be kept confidential. Once you have completed the survey, return it to 

Ryan in envelope "B. " If you have questions regarding this survey or the study, you can contact Ryan at 

(XXX) XXX-XXXX. 
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Instructions: Please check the appropriate box or fill in the blank with the appropriate information. 

1. What is your relationship to your present company? 

| | Employee (Go To Question #3) | | Contract Worker 

2 . If you are a contract worker, how many months have you been a contract worker (including work for your present 
company and all previous companies)? 

months 

3. Which shift do you work? 

• 1 St Shift 2nd Shift • 3rd shift 

4. How many months of work experience do you possess? 

months 

5. How many months have you worked for your present company? 

months 

6 . Which classification best fits you (optional)? 

| j Manager j | Non-manager 
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The purpose of the following questions is to give you a chance to tell how you feel about your present job, what things 
you are satisfied with and what things you are not satisfied with. On the basis of your answers and those ofpeople 
like you, I hope to get a better understanding of the things people like and dislike about their jobs. 

On the next page, you will find statements about your present job. Please read each statement carefully. Decide how 
satisfied you feel about the aspect of your job described by the statement. 

Keeping the statement in mind: 

• If you feel that your job gives you more than you expected, circle the number "5" which corresponds to "Very 
Satisfied." 

• If you feel that your job gives you what you expected, circle the number "4 " which corresponds to "Satisfied." 
• If you cannot make up your mind whether or not the job gives you what you expected, circle the number "3 " 

which corresponds to "Neither Satisfied nor Dissatisfied. " 
• If you feel that your job gives you less than you expected, circle the number "2 " which corresponds to 

"Dissatisfied." 
• If you feel that your job gives you much less than you expected, circle the number "1" which corresponds to 

" Very Dissatisfied." 

Remember: Keep the statement in mind when deciding how satisfied you feel about that aspect of your job. Do this for 
all statements. Please answer every item. Be frank and honest. Give a true picture of your feelings about your present 
job. 

Copyright 1977, Vocational Psychology Research, University of Minnesota. Reproduced by permission. 
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Instructions: For each phrase, please use the scale provided to indicate how you feel about your present job by 
circling the appropriate number for your response. 

Job Satisfaction Scale 
Very Dissatisfied 
Dissatisfied 
Neither Satisfied nor Dissatisfied 
Satisfied 
Very Satisfied 

Being able to keep busy all the time 1 2 3 4 5 
The chance to work alone on the job 1 2 3 4 5 
The chance to do different things from time to time 1 2 3 4 5 
The chance to be "somebody" in the community 1 2 3 4 5 
The way my boss handles his/her workers 1 2 3 4 5 
The competence of my manager in making decisions 1 2 3 4 5 
Being able to do things that don't go against my conscience 1 2 3 4 5 
The way my job provides for steady employment 1 2 3 4 5 
The chance to do things for other people 1 2 3 4 5 
The chance to tell people what to do 1 2 3 4 5 
The chance to do something that makes use of my abilities 1 2 3 4 5 
The way company policies are put into practice 1 2 3 4 5 
My pay and the amount of work I do 1 2 3 4 5 
The chances for advancement on this job 1 2 3 4 5 
The freedom to use my own judgment 1 2 3 4 5 
The chance to try my own methods of doing the job 1 2 3 4 5 
The working conditions 1 2 3 4 5 
The way my co-workers get along with each other 1 2 3 4 5 
The praise I get for doing a good job 1 2 3 4 5 
The feeling of accomplishment I get from the job 1 2 3 4 5 
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Instructions: For each question, please circle the appropriate number or letter for your response. 

1. To what extent would you prefer a job other than the one you now work in? 

No desire for Would strongly 
another j ob 1 2 — 3 4 5 prefer another j ob 

2. To what extent have you thought about changing organizations since beginning to work for 
your present company? 

Not at all 1 2 — 3 4 5 A great deal 

3. How long do you intend to remain with your present company? 

a. Less than one year b. 1-2 years c. 3-4 years d. 5-6 years e. More than 6 years 

4. If you have your way, will you be working for your present company three years from now? 

a. Certainly b. Probably c. Not sure d. Probably not e. Certainly not 
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(Date) 

Dear Participant: 

I appreciate your time and involvement in this research project that is being sponsored by (consulting firm employing 
Ryan Lahti). The study is being used to meet part of the requirements for my Ph.D. in Psychology focusing on 
Organizational Science from the University of North Texas. The research addresses how organizations share 
knowledge. While this research project does have your company's approval, your company did not initiate it. 

Your honest responses to each statement and question are extremely important to this project's success. Therefore, it is 
crucial that you answer every statement or question. One of the two questionnaires involved in this project is different 
from other questionnaires you have probably completed. Because the research is focused on the structure of 
relationships as well as knowledge sharing in the workplace, I need to know your name. Nonetheless, you can be 
assured of complete confidentiality. No individual responses will be published, and the raw information will be 
accessible only to me, the consulting firm sponsor of this research project, and the University of North Texas faculty 
on my dissertation committee. 

You should have received two envelopes (labeled "A" and "B") each containing a questionnaire. Envelope "A" 
contains a questionnaire that addresses whom you interact with and how you obtain certain types of knowledge. 
Complete this one first. Envelope "B" contains a questionnaire that addresses how satisfied you are with your work. 
This second questionnaire does not ask for your name, and the two questionnaires will be analyzed separately from 
each other. So, your identity will be protected. It will take you approximately 30 minutes to complete the two 
questionnaires. Once you have completed the two questionnaires, place them back in their respective envelopes and 
return them to me. In addition to collecting information via the surveys, a sample of 30 people who complete the 
surveys will be asked to take part in an individual follow-up interview. So, you may be asked to take part in such an 
interview. All information that is collected will be kept confidential. 

Your participation in this study is completely voluntary. You can elect to withdraw from the study at any time without 
penalty. In appreciation of your participation in this study, I will enter your name in the drawings for a Sony Boombox 
and Blockbuster gift certificates. In order to confirm your willingness to take part in this project, please fill out the 
informed consent section below and return this sheet to me in envelope "A." If you have questions concerning this 
study, please contact me at (XXX) XXX-XXXX. 

Thank you for your time and effort. 

Sincerely, 

Ryan K. Lahti 

Informed Consent 

I have read and understand the preceding statements, and I agree to participate in the study Ryan Lahti is conducting. 

Participant's Printed Name 

Participant's Signature Date 
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Sample Interview Questions 

• What is the most important knowledge you need to perform your job? 

• How did you obtain this knowledge? 

• What facilitates knowledge transfer within your company? 

• What are the measures that are used to evaluate your performance? 

• Are there any interdependencies among the performance measures that are used to 

evaluate your performance? 
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Table 1 

Demographic Information (N = 160) 
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Category n M SD Range 

Worker Classification 

Contract Worker 52 

Employee 108 

Experienced 96 

Rookie 12 

Management Classification 

Manager 10 

Non-manager 150 

Work Shift 

1st Shift 108 

2nd Shift 35 

3rd Shift 17 

Gender 

Male 50 

Female 110 

33 

67 

89 

11 

6 

94 

68 

22 

10 

31 

69 

(table continues) 



Category n P M SD 
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Range 

Organizational Tenure 6.30 7.87 .08 to 32.75 

Total Contract Work Experience .79 1.51 .08 to 9.33 

Total Work Experience 13.75 11.52 .08 to 45.00 

Years of Education Completed 13.89 1.57 12.00 to 18.00 

Note. Year is the unit of time. Rookie: 0 to 2 years of total work experience. 
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Figure 1 

Typical Organizational Socialization "Policy" 

Contract 
Workers Rookies 

SB 
m 

& 

|L 

\ 

Experienced 
Hires 

IKT 

• FKT 

Legend 

FKT: Formal Knowledge Transfer (e.g., Instructor-Led Training [ILT] and Computer-Based Training 
[CBT]) 

IKT: Informal Knowledge Transfer (e.g., Social Network) 
Rookies: Newly hired employees possessing little or no prior work experience 
Social Network: Collection of individuals that are "linked" through their interactions and relationships 
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Figure 2 

The Knowledge Continuum 

Maximum High Explicit/Low Tacit 
Explicit | 

Maximum 
Tacit 

High Tacit/Low Explicit 

Figure 3 

The Continuum of Job Task, Role and Organizational Norms Knowledge 

Maximum 
Explicit -4-

Job Task Role Maximum 
- • Tacit 

Organizational Norms 



Figure 4 

Hypothesis 2 and 3 
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IKT 

Coworkers 

Managers 

Job Task 

Role Individual Performance 

Org. Norms 

Figure 5 

Hypothesis 4 

Social Network 

Contract Workers 

Experienced Hires 

Rookies 



Figure 6 

Hypothesis 5 through 8 and Hypothesis 10 
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Job Task 
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Social Network 
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Org. Norms 
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Figure 7 

Hypothesis 9 
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