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KNOWLEDGE BASED HUMAN RESOURCE
MANAGEMENT AND EMPLOYEE CREATIVITY:
THE DUAL MEDIATION OF KNOWLEDGE SHARING
AND KNOWLEDGE HIDING

Introduction. Employee creativity is an essential element
that is required for the dynamic work environments. Companies
able to foster employee creativity through knowledge based human
resource management practices enhance their competitive advantage
over companies who stifle employee creativity. The conceptual
model in this paper aims to demonstrate that knowledge sharing and
knowledge hiding mediate the relationship between knowledge
based human resource management practices and employee
creativity. The implementation of knowledge based human resource
management practices can lead to increased knowledge sharing and
decreased knowledge hiding both of which will result in increased
employee creativity.

Aim and tasks. The aim of this paper is to build on social
exchange theory as the foundational theory for understanding how
knowledge based human resource management practices impact
employee creativity through the mediators of knowledge sharing
and knowledge hiding.

Results. In previous research have studied the relationship
between knowledge behaviors and employee creativity while
accounting for motivational climate, transformational leadership,
goal orientation, and various human resource management practices.
Many of these factors have traditionally been exogenous variables
to the individual employees working in organizations. While social
exchange theory implies a dyadic exchange, it would be relevant to
examine the endogenous variants within employees that might
contribute to differential reactions to reciprocation. It is
substantiated that individuals that have different exchange
ideologies react differently to organizational support. The first
section includes a literature review of the constructs - knowledge
based human resource management, knowledge sharing, knowledge
hiding, and employee creativity. The second section provides a
model focusing on the impact social exchange theory has on the
constructs, including theory-based propositions. In reviewing this
model, the paper makes theoretical contributions to the constructs
and social exchange theory. The final section provides direction for
future research and discussion.

Conclusions. Creativity is the fuel for the 21st century’s
competitive organizations. Researchers and practitioners alike rely
on creativity to solve problems and improve products and services
around the globe. It is important to deeply understand the
antecedents necessary for creativity so that organizations employ
systems and process that are conducive for creative production.
From the theoretical foundations laid out in this paper, knowledge
based human resource management practices will increase
employee creativity through increased knowledge sharing and
decreased knowledge hiding.

Keywords: knowledge based human resource management,
knowledge sharing, knowledge hiding, employee creativity.
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YHPABJITHHA JJIOACBKUMU PECYPCAMMU TA
KPEATUBHICTbD ITPAINIBHUKIB HA OCHOBI
3HAHbB: IOJABIMHE MOCPEJHUITBO OBMIHY
3HAHHSAMM TA TIPUXOBAHHSA 3HAHD

Beryn. TBopuicTh TNpamiBHUKIB € BaKJIMBHM EJIEMEHTOM,
SIKUU  HEOOXITHWI JUIs JUHAMIYHOTO poOOYOT0 CepeIOBUIIA.
Kommanii, mo 371aTHI po3BHBAaTH KPEATHBHICThH CIIBPOOITHUKIB 3a
JOMOMOTOI0  METOMAIB  yMpaBliHHS  JIOACBKUMH  PeCcypcamu,
3aCHOBaHMX HA 3HAHHAX, MIJBUILYIOTH CBOIO KOHKYPEHTHY
mepeBary HajJ KOMITAHISIMH, SKI TPHIYIIYIOTh KpPEaTUBHICTH
criBpoOiTHHKIB. KoHITenTyalbHa MOJIENb Yy Iii CTaTTi Ma€ Ha METI
MPOAEMOHCTPYBATH, 10 OOMIH 3HAHHSIMH Ta MPUXOBYBAaHHS 3HAHb
OTIOCEPEAKOBYIOTh B3a€EMO3B’S30K MK TPAKTHKOIO YIIPABIIiHHS
JMIONCEKUMH ~ pecypcaMH Ha OCHOBI 3HAaHb Ta TBOPYICTIO
CITIBpOOITHHKIB. BpoBa/pkeHHST TIPAKTUK YIPABIIHHS JTIOJICHKAMHE
pecypcamMu, 3acCHOBaHWX Ha 3HAHHAX, MOXXE TIPU3BECTH IO
po3wupeHHs OOMiHY 3HaHHAMH Ta 3MEHIIEHHS MPHUXOBYBaHHSI
3HaHb, UI0 MPU3BE/E 10 MiABULICHHS KPEATHBHOCTI CIIBPOOITHUKIB.

Mera i 3aBaaHHsi. MeTOI0 CTaTTi € pO3BUTOK Teopii
couianbHOro OOMiHY fIK (pyHIAMEHTaNbHOI Teopil A pO3yMiHHA
TOTO, SIK MPAKTHUKH YIPaBIiHHS JIOACBKHUMHU pecypcaMH, 3aCHOBaHi
Ha 3HAHHSX, BIUIMBAIOTh Ha KPEATHBHICTH CIIBPOOITHHKIB uepes
NOCepeAHMKIB 00MiHY 3HAHHSMH Ta MPUXOBYBAHHS 3HAHb

PesyabTatn. B momepenHiX MOCTIHKEHHSX BHBYABCS
B3a€MO3B’SI30K MDK  TIOBEHIHKOIO 3HaHb 1  KPEaTUBHICTIO
CITIBPOOITHHKIB, BpPaxOBYIOUH MOTHBAITI HHAN KJIIMAaT,
TpaHchopMarliitHe JIiIepCTBO, OPIEHTAII0 HA I Ta Pi3HI METOIH
VOpaBIiHHS JIOJACEKAMH pecypcami. barato 3 mHMX YHHHHKIB
TpaguIiiHO OyJIM EK30TCHHHMMH 3MIHHHUMH,  X04a Teopid
comiaylbHOTO OOMiHY Tiepenbadae JiagMdHUA  OOMIH, TOMY
aKTyaJbHUM € BUBUCHHS €HAOT€HHIX YNHHHKIB CITiBPOOITHHKIB, K1
MOXYTh CHPHUITH AW(QEpeHIIOBaHUM pEeakLisM Ha B3a€MHICTb.
BusBieno, mo mepcoHan, SIKMM Mae pi3Hy imeoJorii oOMiHy, MO-
pi3HOMY pearye Ha OpraHizaumiiiHy MiATPUMKY. Y BCTYIIi PO3KPHUTO
OTJIA[ JIITEpaTypH IIOJO KOHCTPYKLIH — YNpPaBIiHHS JIOACHKUMH
pecypcaMu Ha OCHOBI 3HaHb, OOMiH 3HAaHHSMH, HPUXOBYBaHHSI
3HaHb Ta KpPEaTHBHICTh CHiBpOOITHMKIB. B  pesympraTtax
npeicTaBieHa MOJeNb, IO 30CepeiKeHa Ha BIUIMBI Teopil
COIiaTbHOTO OOMIHY Ha KOHCTPYKIIil, BKJIIOYAIOYH ITOJIOKCHHS,
3acHOBaHI Ha Teopii Posrmsgaroum 1m0 Momens, CTaTTS POOUTH
TEOPETHYHUN BHECOK y KOHCTPYKTH Ta TEOPII0 COIIaJbHOTO
obminy. OctaHHIA po3miT Ja€ HANpPIMKH JUISI  MaiOyTHIX
JTOCITIKEHB Ta 00TOBOPEHbD.

BuCHOBKH. SIK TOCHITHUKH, TaK 1 MPAKTUKH MOKIATAIOTHCS
Ha TBOPYICTh, MO0 BHPINTyBaTH NPOOJEMH Ta IOKpaNTyBaTH
OPOAYKTH Ta TMOCIHYIHM MO BChOMY CBIiTy. BaxiuBo po3ymiTu
nepeayMOBH, HEOOXigHi JJisi TBOPYOCTI, 1100 opraHizamii
BUKOPUCTOBYBAIHM CHUCTEMH Ta MPOLECH, SIKi CIPHUSIOTH TBOPUOMY
BUPOOHUNTBY. BUXOIM4M 3 TEOPETUYHNUX OCHOB, BUKJIAICHUX Y LIl
CTaTTi, METOIM YNpPAaBIiHHA JIOACHKHIMHU PECypCaMHM, 3aCHOBaHI Ha
3HAaHHIX, MiBUIIATH KPEAaTUBHICTH CHIBPOOITHHKIB 3a PaxyHOK
po3wupeHHs OOMiHY 3HaHHAMH Ta 3MEHIIEHHS MPHUXOBYBaHHSI
3HaHb.

Kuwo4oBi ciioBa: yrpasiiHHS JIOJICEKIME peCypcaMu, OOMiH
3HAHHSAMH, TPUXOBYBAaHHS 3HAHb, KPEATHBHICTH CIIBPOOITHHKIB.
KPEaTHBHICTH CIIBPOOITHHKIB.
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Introduction. Employee creativity is
becoming increasingly important as dynamic
markets go through rapid changes due to
globalization [1]. Organizations that are able to
effectively implement knowledge based human
resource systems and practices that maximize
employee creativity have the potential to
capitalize on creativity based competitive
advantages [41]. Therefore, understanding the
factors related to creative behavior in the
organizational  setting are relevant for
practitioners and academics alike [11].

Organizations that intend to enhance
creativity benefit from systems and processes
that are designed to foster employee creativity.
For example, researchers studying human
resource management systems have produced
strong evidence to support the notion that high
performance work systems have favorable
effects on organizational [33; 40; 43] and
individual level outcomes [4].

These high performance work systems
have been defined as a set of aligned practices
that result in enhanced motivation to engage in
discretionary effort, increased participation in
making decisions, and elevated skills of the
employee workforce [45]. Specific knowledge
based human resource management practices
are a subset of the Ilarger set of high
performance work systems and they are
designed to enhance the knowledge -capital
within an organization.

Aim and tasks. The aim of this paper is to
build on social exchange theory as the
foundational theory for understanding how
knowledge based human resource management
practices impact employee creativity through
the mediators of knowledge sharing and
knowledge hiding.

The first section includes a literature
review of the constructs - knowledge based
human resource management, knowledge
sharing, knowledge hiding, and employee
creativity. The second section provides a model
focusing on the impact social exchange theory
has on the constructs, including theory-based
propositions.

In reviewing this model, the paper makes
theoretical contributions to the constructs and
social exchange theory. The final section
provides direction for future research and
discussion.

Knowledge Based Human Resource
Management. Davenport and Prusak (2005)
define knowledge as a “fluid mix of framed
experiences, values, contextual information, and
expert insight that provides a framework for
evaluating and incorporating new experiences
and information. It originates and is applied in
the minds of knowers” [18]. This definition
frames essential elements of knowledge at the
individual level but it does not apply to
organizations. The authors extend the
understanding of knowledge beyond the
individual to the organizational context with a
follow-up statement, “In organizations, it often
becomes embedded not only in documents or
repositories but also in organizational routine,
processes, practices, and norms” [18]. In order
for organizational knowledge to benefit the
organization over time, there must be systems
and processes in place to capture and motivate
dissemination of knowledge [23].

Knowledge based human resource
management systems are designed to maximize
the human, structural, and relational capital that
exist in organizational structures, processes,
systems [32]. Organizations do not “own”
human capital because they do not own the
humans that work within the walls [44].
However, employees that work for an
organization for decades house extensive
knowledge capital ~which can impact
organizational level outcomes. Knowledge
based human resource management systems are
implemented in order to extrapolate and harness
human capital with a high degree of
effectiveness and efficiency in order to take
advantage of the human capital that exists
within the organization [5; 9].

Organizational knowledge exists in human,
structural, and relational capital but the simple
existence of the knowledge is not particularly
useful unless it is accessed and disseminated.
According to Martinsons [36] the human resource
management systems that have knowledge based
applicability include: manpower planning, training
and development, job analysis, performance
appraisal, personnel administration, selection,
recruitment, compensation, payroll and benefits
recordkeeping, and labor-management relations.
However, the author recognizes that not all of
these systems have the same sensitivity to
knowledge bases systems.
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Kianto, Saenz, and Aramburu [32]
suggest that the HRM systems that revolve
around recruiting and selection, training and
development, and performance evaluation and
compensation are the major systems that
contribute to knowledge dissemination. Chen
and Huang also point to staffing, training,
performance appraisal, and compensation as
human resource practices that contribute to
knowledge sharing [12].

Knowledge Sharing. Knowledge
sharing has been defined as “the provision of
task information and know-how to help others
and to collaborate with others to solve
problems, develop new ideas, or implement
policies or procedures” [17]. There are
environmental factors, motivational factors,
individual characteristics, and behaviors
associated with knowledge sharing that need to
be addressed in order to understand the holistic
nature of knowledge sharing as a construct
[47].

Environmental factors that have been
found to impact knowledge sharing include the
organizational context, interpersonal and team
characteristics, and cultural characteristics
surrounding and impacting the organization
[47]. Motivational factor related to knowledge
sharing include beliefs about knowledge
ownership, perceived benefits, justice and trust
[47]. If an employee or group of employees is
not motivated to share the knowledge that they
possess for any of the reasons mentioned, it
will be difficult for management to cultivate a
culture conducive to knowledge sharing.
Individual characteristics that have been found
to affect knowledge sharing in the work place
include propensity to share knowledge [29],
education and work experience [13], comfort
and ability to wuse technology [31], and
openness to experiences [10].

Each of these factors influence when and
how employees in organizations will engage in
behaviors based on beliefs and attitudes about
the impact of their behaviors [27].
Employees’ intentions to share knowledge will
increase when they believe the information
they share will positively impact their
situations; as intentions to share knowledge
increases it will consequently increase
knowledge sharing behaviors [7].

Knowledge sharing behavior in an
organizational context, which is inspired by
knowledge sharing intentions, occurs when an
individual provides information of some type
to another individual, group, or system within
the organization [17]. Knowledge sharing
behaviors can be operationalized for research
purposes  through the observation of
information transfer by way of face-to-face
interaction or through technologically aided
intermediaries [36]. However, employees often
do not share knowledge, but rather engage in
knowledge hiding behaviors.

Knowledge Hiding. When an employee
intentionally withholds or veils knowledge that
has been requested by somebody else, this is
known as knowledge hiding [14]. It should be
noted that in order for knowledge hiding to
occur an individual must request information
from another individual; simply failing to
provide information is not considered
knowledge hiding unless a request has been
introduced. In particular, there are the three
types of knowledge hiding which consist of
evasive hiding, rationalized hiding, and playing
dumb [14].

Evasive hiding occurs when, “the hider
provides incorrect information or a misleading
promise of a complete answer in the future,
even though there is no intention to actually
provide this” [15].  While this type of
knowledge hiding is deceptive in nature it is not
always intended to be harmful as the individual
who withholds the information might be trying
to protect or shield the individual who requested
the information [14].

Another form of knowledge hiding that
necessarily includes deception is playing dumb
[15]. Playing dumb occurs when an individual
pretends not to possess knowledge that has been
requested or pretends not to understand what is
being requested [15]. This intentional decision
to hide knowledge does not mean that the
individual wishes to harm the other party
because there could be a number of different
motives behind the action.

The last form of knowledge hiding is
rationalized hiding. This form of knowledge
hiding occurs when the respondent gives an
explanation as to why the information cannot be
shared [15].
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The explanations provided as to why the
information cannot be shared include under
classification of position, lack of necessity,
intentional concealment, or it might be
attributed to a legitimate or illegitimate
restriction put in place by another party.
Rationalized hiding does not necessarily require
deception and it is employed at different times
for different reasons. Knowledge sharing and
knowledge hiding impact employee creativity in
organizations.

Employee Creativity. Researchers have
found that organization must foster and capture
employee creativity in order to sustain a long
term  competitive advantage [30; 39].
Therefore, it is important to understand the
antecedents related to creative behavior in the
organizational setting in order to efficiently
stimulate desired actions [11]. One of the most
widely accepted definition of employee
creativity has been provided by Amabile [2]
“Creativity is the production of novel and useful
ideas by an individual or small group of
individuals working together”. The creative
“products” or ideas that are generated by
individuals are a result of both personal
characteristics of the employees and the
contextual factors by which they are surrounded
[38].

Personal characteristics include self-
motivation, cognitive abilities, risk orientation,
content expertise, diverse experiences, social
skill, brilliance, and personality traits such as
persistence, curiosity, energy, and intellectual
honesty [1].

While some personal characteristics are
believed to be static in nature there are other
characteristics that can be influenced by
exogenous sources. Managers that seek to
possess a proper understanding of the makeup
of their employees’ personal characteristics will
be in a position to enhance knowledge capital
by enticing knowledge behaviors that fit the
needs of the employees and organization.

In addition to personal characteristics,
contextual factors of the organization influence
employees’ creativity in the workplace.
Anticipated evaluation reviews, deadlines, and
goals are a few of the contextual factors that
have been found to impact creative performance
[43]. Job complexity and supervisor style have
been found to impact intrinsic motivation and

further creative performance on the job site
[38]. Additionally, challenging jobs that have a
significant amount of flexibility, require a
variety of skills, provide a sense of identity and
significance, and are laden with feedback
provide employees more of an opportunity to
contribute creatively than those jobs that are
more routine and simple [19]. Jobs that have
complex designs also have the potential to
demand creative outcomes [38] therefore
providing motivations beyond the intrinsic
perspective.

The style of supervision is also another
contextual element that contributes to employee
creativity in organizations [19].  Supportive
supervision that emphasizes a concern for
employee’s needs, encourages vocal
contribution, provides informational feedback,
and contributes to skill development can
enhance creativity [20]. Employee creativity
requires ample amounts of knowledge [2],
therefore, it is important for organizations to
consider the personal characteristics and
contextual factors of job complexity and
supportive supervision within the organization
because these will ultimately contribute to
employee creatively in the workplace.

Model and Propositions. The perceived
benefit associated with knowledge sharing
motivates employees to engage in knowledge
sharing behaviors in the workplace. Social
exchange theory has provided a solid
framework for understanding how individuals
make behavioral choices based on the perceived
costs and benefits that they attribute to their

potential decisions [6; 24; 46]. Increased
internal  satisfaction, enhanced reputation,
helping to advance the community, and

expecting reciprocal assistance are all perceived
benefits that researchers have discovered
employees to assume as they make decisions to
share knowledge in the workplace [34; 48].
Perceived benefits will impact an employee’s
motivation to engage in knowledge sharing.

Social exchange theory (SET) has been
widely influential in guiding the collective
understanding of behaviors in the workplace [16].
Researchers have proposed various views of SET
that have resulted in the illumination of different
elements related to social exchange but a common
theme among their contributions highlights the
exchanges that lead to obligation [24].
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The resource exchanges that take place are
possible due to the rules and norms of
reciprocity that are generally considered
interdependent because the action of one actor is
a reaction to another actor’s behavior [6].
Organizations that employ knowledge based
human resource management systems can
leverage the rules and norms of knowledge
resource  exchange  through  knowledge
behaviors to impact employee creativity. Below
is the conceptual model of the proposed
relationships.

Knowledge based human resource
management practices can have an impact on
knowledge behaviors in the workplace. Two
common knowledge behaviors that can be found
in academic literature include knowledge
sharing and knowledge hiding [11; 35].
Organizations that utilize knowledge based
recruitment and selection, training and
development, and performance evaluation and
compensation anticipate favorable reciprocity

Knowledge Based
Human Resource Management

from their employees based on the rules and
norms of exchange established in SET. It is
believed that the knowledge based human
resource practices and systems mentioned
throughout this paper will impact knowledge
sharing and knowledge hiding in different ways.
Knowledge sharing can only occur if the
knowledge capital exists in the organization and
companies that utilize knowledge based
recruitment and selection increase the likelihood
that expert knowledge is available. Once the
knowledge is available, knowledge based
training and development systems emphasize
the importance of information distribution.
Information that is distributed is considered by
SET to be one of the six resources that can be
exchanged [28]. Once an organization initiates
and incentivizes informationally  driven
exchange relationships the rules and norms of
reciprocity have the potential to take effect and
it can lead to mutual commitment, loyalty, and
trust over time [16].

Knowledge

Sharing

Employee Creativity

Knowledge
Hiding

Fig. 1. Presentation of proposed relationships.

Knowledge based performance evaluation
and compensation systems that reward and
incentivize knowledge sharing behaviors will
motivate employees to share information. Once an
individual shares information with another
individual the norm of reciprocity can create a
knowledge sharing climate. The pursuant
established norm results in a collective
understanding of how individuals should behave in
the organization [37]. Based on the elements of
SET mentioned above, two propositions have been
developed that relate to knowledge based human
resource management practices and knowledge
behaviors.

Proposition 1: Knowledge based human
resource practices are positively related to
knowledge sharing.

Proposition 2: Knowledge based human
resource practices are negatively related to
knowledge hiding - Knowledge behaviors and
employee creativity. It has been shown that
knowledge plays a critical role in employee
creativity [1]. In order for knowledge to be
utilized widely it must be disbursed through
behaviors of individuals within an institution.
Consequently, researchers have found that
knowledge behaviors affect employee creativity
in the workplace.




Economics. Ecology. Socium, Vol. 5, No.4, 2021

Ma et. al. [35], in a study conducted
utilizing 370 participants from software
development, information technology,
manufacturing, and brewing companies, found
that knowledge sharing increases employee
creativity. Other researchers have found that
knowledge sharing at the team level leads to
increased team creativity in addition to being a
positive mediator between individual skill
development and individual creativity [22].
This leads to the third proposition of this paper.

Proposition 3: Knowledge sharing is
positively  related to employee creativity.
Knowledge hiding, whether it is evasive hiding,
playing dumb, or rationalized hiding, is a
behavior that restricts information exchange.
The absence of an exchange relationship violates
a precondition necessary for reciprocity under
SET and the proceeding norms for information
constraint can take effect. Cerne, Nerstad,
Dysvik, & Skerlavaj [11] conducted an empirical
study using 240 employees in the metal
processing industry and found that knowledge
hiding actually reduces the individual creativity
of the knowledge hider. This is due to the
distrust and pursuant reciprocal knowledge
hiding behavior that takes place in an
organization that employs knowledge hiding.
Employees are less likely to be creative when
they employ inefficient uses of time when they
exercise redundant learning and have inefficient
problem solving techniques as a result of a lack
of information exchange [49]. This leads to the
fourth proposition of this paper.

Proposition 4: Knowledge hiding is
negatively related to employee creativity. 1t is
believed that knowledge based human
resource management systems will impact
employee creativity through the mediators of
knowledge sharing and knowledge hiding.
Knowledge based practices will increase the
likelihood of employees engaging in
knowledge sharing which will in turn increase
employee creativity.

Knowledge based practices will decrease
the likelihood of employees engaging in

knowledge hiding which will increase
employee creativity as well. Overall,
knowledge based human resource practices
will  increase employee creativity in
organizations.

Future Research and Conclusion.
Previous researchers have studied the

relationship between knowledge behaviors
and employee creativity while accounting for
motivational climate, transformational
leadership, goal orientation, and various
human resource management practices [11;
22; 32]. Many of these factors have
traditionally been exogenous variables to the
individual employees working in
organizations. While social exchange theory
implies a dyadic exchange, it would be
interesting to examine the endogenous
variants within employees that might
contribute to differential reactions to
reciprocation. Researchers have found that
individuals that have different exchange
ideologies react differently to organizational
support [26]. In the future researchers should
explore how individuals with high and low
exchange ideologies reciprocate knowledge

hiding and  knowledge  sharing in
organizations.

Creativity is the fuel for the 2l1st
century’s competitive organizations.

Researchers and practitioners alike rely on
creativity to solve problems and improve
products and services around the globe. It is
important to  deeply understand the
antecedents necessary for creativity so that
organizations employ systems and process
that are conducive for creative production.
From the theoretical foundations laid out in
this paper, knowledge based human resource
management practices will increase employee
creativity  through increased knowledge
sharing and decreased knowledge hiding.
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