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The New Way of Working (NWOW) is changing the world in which we work today. The principles of NWOW are 

based on freedom of time and place to work, and steering on output (results) instead of input (presence). As NWOW 

is a relatively new phenomenon, research on the effect of NWOW on knowledge sharing in organizations is scarce. 

In this research two multiple-case studies were performed to investigate the effect of the New Way of Working on 

knowledge. In the first study (A) different knowledge sharing scenarios were used at organizations that were in the 

process of implementing NWOW. This provided the opportunity to compare the sharing of knowledge between ‘NWOW 

workers’ and employees that still worked in the traditional way (non-NWOW workers). In total 216 scenario results 

were evaluated to determine differences in channel choice between the traditional and new work environment. For 

the second study (B) a Knowledge Sharing Framework was developed, based on the theories of Nonaka and Alavi 

& Leidner. This framework was used to determine the type of knowledge shared, e.g. tacit or explicit knowledge, in 

84 situations. Additionally, to measure the level of NWOW adoption, a NWOW Analysis Monitor was used. The results 

show that NWOW workers use more different communication channels than traditional workers. When knowledge 

workers become more mobile, they will exchange knowledge less explicit (codified) and more tacit (personalized), 

use less face-to-face communication, but more video calls and e-mail. The adoption of the principles of NWOW seems 

to have a balancing effect on the knowledge that is shared in a tacit and explicit way, which in the view of Scheepers 

et al. is an effective knowledge sharing strategy. The research results show organizations need to realize that the 

New World of Working is affecting the way knowledge is shared. Missing out on this development may result in the 

loss of important knowledge and impact the operation of organizations.
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1. Introduction

Where in the past many authors e.g. Hammer 

and Champy (1993) envisioned a ‘New World of 

Work’ with information technologies as rule- 

breaking for the way business processes would 

change, the last decade has shown an increase 

in pace in which new ways of working are be-

ing adopted in organizations. Bødker and Chri-

stiansen (2002) were one of the first to observe 

that ‘new work is characterized by a mobile, 

networked technology, project-managed organ-

ization, and new office designs. The office de-

signs are explicitly motivated by the wish to fa-

cilitate creativity, knowledge sharing and com-

munication, carried out across a variety of set-

tings：office, home, airports, coffee shops and 

cars.’ The creation of new office spaces, that are 

breaking with all traditional rules and design 

concepts, is probably one of the most visible ef-

fects of the New Way of Working (NWOW). 

Offices transform from dull production facilities 

to inspiring meeting places, in which no effort is 

spared to create a new sense and experience of 

work (Waber et al., 2014). Though groundbreak-

ing office (re)designs also happen outside the 

realm of NWOW, the combination with ICT us-

age and new working relations, is breaking old 

rules. Employees enter into new working rela-

tions in which they have the freedom to decide 

when and where to work, and they become re-

sponsible for their results, instead of being mea-

sured by their ‘presenteeism’ at the office (Johns 

and Gratton, 2013).

As the New Way of Working is still a rela-

tively new phenomenon, scientific research on the 

effects on organizations and individuals is still 

scarce. One of the aspects that may be impacted 

by the new work environment is the way in 

which knowledge is shared. New ways of work-

ing may require, and result in, new ways of 

knowledge sharing. Not being able to cope with 

this new world of work may result in the loss 

of important knowledge, that is shared in ways 

that are not managed by today’s traditional me-

thods for managing knowledge sharing. 

In this multi-case research, the effects of the 

New Way of Working on knowledge sharing was 

analyzed in two studies. The first study (A) fo-

cused on the changes in channel choice when 

sharing knowledge, the second study (B) focused 

on the changes in the type of knowledge that is 

shared. Chapter 2 describes the backgrounds of 

the New Way of Working, knowledge sharing, 

and channel choice. The research method is ex-

plained in chapter 3. Chapter 4 discusses the re-

search results of the channel choice, the way in 

which the different types of knowledge are shared, 

and the effect of NWOW on knowledge sharing. 

This leads to a number of conclusions and rec-

ommendations for future research in chapter 5.

2. The New Way of Working 
and Knowledge Sharing

2.1 What is the New Way of Working?

In literature, the New Way of Working does 

not go by a single definition. Bijl (2011) defines 

NWOW as ‘a vision for making work more ef-

fective, efficient, pleasurable and valuable for both 

the organization and the individual. This is ach-

ieved by placing people center-stage and, within 

limits, giving them the space and freedom to 

determine how they work, where they work, 

when they work, what they work with and with 
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whom they work. The New Way of Working 

aims to touch people’s intrinsic motivation and 

entice them into giving their best in their work.’ 

Baane et al. (2010) add：‘The work principles of 

The New Way of Working give maximal free-

dom to employees, on the basis of mutual trust. 

This trust is expressed in the freedom that em-

ployees have for carrying out their work in 

ways, times and locations that suit them best. 

The employees are evaluated based on their 

personal or on the team contribution to the re-

sult, rather than their presence. Thus the em-

ployees can engage in a working relationship 

that suits them best in terms of ambition, skills, 

lifestyle or stage of life.’ In summary, the New 

Way of Working can be defined as ‘a vision for 

the organization of work and the work environ-

ment in such a way that employees are enabled 

and motivated to work in an optimal way, that 

suits them best, in order to improve employee 

satisfaction and work-life balance. Key elements 

in this vision are the freedom and trust to be 

able to work anyplace and anywhere, a result 

oriented way of working, and offices with activ-

ity-based workplaces, that are designed to en-

hance interaction, engagement and creativity’.

The context of NWOW can be divided into 

three dimensions：Bricks, Bytes and Behavior. 

(1) Bricks, the physical dimension, addresses all 

aspects of the physical work environment, (2) 

Bytes, the technological dimension, that addresses 

all aspects concerning the use and application of 

ICT, and (3) Behavior, the personal dimension, 

which addresses all aspects concerning the ma-

nager-employee relationship and the way the em-

ployee works and experiences his or her work. 

Though the work principles of NWOW can also 

be applied in ‘production and location based’ work 

environments, they are best applied in the work 

environment of the ‘knowledge worker’ (Greene 

and Myerson, 2011). 

2.2 Types of Knowledge Workers

Nowadays, the term knowledge worker often 

refers to office workers, however, this has not 

always been the case. The first professions that 

were identified as ‘knowledge workers’ were doc-

tors, lawyers, scientists and academics (Green 

and Myerson, 2011). Later, Peter Drucker ex-

tends the term knowledge worker to include 

‘knowledge technologists.’ These are computer 

technicians, lab analysts, paralegals and software 

designers; people whose work requires formal 

knowledge yet still contains elements of process 

work. He states ‘knowledge technologists are 

now among the fastest growing class of work-

ers’ (Drucker 1999).

Greene and Myerson (2011) distinguish 4 differ-

ent types of knowledge workers：

•The Anchor; has a consistent presence in the 

office; the Anchor is the person others go to 

in order to get information, hence they play a 

vital role in knowledge sharing within an or-

ganization;

•The Connector; depends on interaction with 

people from different departments and across 

different sections of the organization, but these 

interactions remain focused internally within 

the office building;

•The Gatherer; relies on relationships gathered 

away from the office. As a resource, the of-

fice is important as a place where they can 

distil, process and review information on their 

own or face-to-face with relevant colleagues;
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               nchor                  Connector                        Gatherer               Navigator

low mobility       high mobility

<Figure 1> Type of Knowledge Worker and Mobility

•The Navigator; is rarely in the office at all, 

the Navigator works for the organization at 

arm’s length. E.g. a contractor who is em-

ployed on a project basis, the nomad sales-

man who attends the office a few times a 

month, and the consultant who arrives for a 

meeting and needs access to a space where 

they can sit down and use their laptop.

<Figure 1> shows the different types of know-

ledge workers and their mobility.

2.3 Knowledge Sharing Framework

Davenport and Prusak (1998) define knowl-

edge as ‘a fluid mix of framed experience, val-

ues, contextual information, and expert insights 

that provides a framework for evaluating and 

incorporating new experiences and information. 

It originates in and is applied in the minds of 

knowers. In organizations, it often becomes em-

bedded not only in documents or repositories but 

also in organizational routines, processes, practi-

ces, and norms.’ Ipe (2003) states：‘An organ-

ization’s ability to effectively leverage its know-

ledge is highly dependent on its people, who ac-

tually create, share, and use the knowledge. Leve-

raging knowledge is only possible when people 

can share the knowledge they have and build on 

the knowledge of others. Knowledge sharing is 

basically the act of making knowledge available 

to others within the organization. Knowledge 

sharing between individuals is the process by 

which knowledge held by an individual is con-

verted into a form that can be understood, ab-

sorbed, and used by other individuals. The use 

of the term sharing implies that this process of 

presenting individual knowledge in a form that 

can be used by others, involves some conscious 

action on the part of the individual who pos-

sesses the knowledge.’

Knowledge can be divided in explicit knowl-

edge and tacit knowledge. Nonaka (1994) explains 

these two types of knowledge as follows：

‘Explicit or codified knowledge refers to knowl-

edge that is transmittable in formal, systematic 

language; Tacit knowledge has a personal qual-

ity, which makes it hard to formalize and com-

municate. Tacit knowledge is deeply rooted in 

action, commitment, and involvement in a spe-
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<Table 1> Knowledge Types (Alavi and Leidner, 2001)

Knowledge type Definition Example

Declarative Know-about What drug is appropriate for an illness

Procedural Know-how How to administer a particular drug

Causal Know-why Understanding why the drug works

Conditional Know-when Understanding when to prescribe the drug

Relational Know-with Understanding when to prescribe the drug

Pragmatic Know-what Useful knowledge; best practices, experiences, specifications, reports

<Table 2> Knowledge Sharing Framework

Knowledge type Mostly Tacit 50/50 Mostly Explicit

Declarative

Procedural

Causal

Conditional

Relational

Pragmatic

cific context.’ In other words, explicit knowledge 

is documented knowledge that can reasonably 

easily be transferred between people and sys-

tems, e.g. an instruction. Tacit knowledge how-

ever, is personalized knowledge, that is more 

difficult to share. It is acquired through study 

and experience, e.g. riding a bike.

Alavi and Leidner (2001) make a further dis-

tinction in the following knowledge types：

To collect the research data on the different 

types of knowledge sharing a Knowledge Sharing 

Framework was developed. This framework is a 

combination of the types of knowledge as de-

fined by Alavi and Leidner, with the types of 

knowledge as described by Nonaka：

In the Knowledge Sharing Framework all cho-

ices for tacit or explicit knowledge sharing are 

registered, including the option of a mixed choice 

of tacit and explicit knowledge sharing (50/50). 

In the result section (Chapter 4) the Knowledge 

Sharing Framework is used to display the results 

for the individual cases, the results per type of 

knowledge worker, and the effect of the level of 

NWOW adoption on the type of knowledge shared 

in the cases.

The question on the type of knowledge shar-

ing is：which strategy is the most effective for 

organizations? In their model of knowledge stra-

tegy and IT support Hansen, Nohria and Tierney 

(1999) argue that, in order to enable effective 

use of knowledge, organizations should select a 

80/20 knowledge strategy mix of codified (expli-

cit) and personalized (tacid) knowledge. Schee-

pers et al. (2004) do not reject this strategy, but 

they find organizations may evolve their knowl-

edge strategy mix over time.

They propose two strategic pathways in the 

‘journey’ towards effective use of organizational 

knowledge. The two pathways have an initial do-

minance for either codification or personalization, 
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<Figure 2> Model of Organizational Knowledge Strategy Evolution (Scheepers et al., 2004)

but over time a more balanced (50/50) mix of 

codification and personalization evolves as the 

most effective knowledge strategy.

2.4 Knowledge sharing and channel choice

It is often not clear what conditions lead an 

employee to choose a certain communication chan-

nel e.g. a face-to-face meeting, an e-mail or a 

phone call. Snyder and Lee-Partridge (2009) 

claim that employees nowadays have a wide ar-

ray of information and communication techno-

logies from which to choose, but may not make 

rational choices when determining what channel 

to use for sharing knowledge. Orlikowski (1992) 

states that research has confirmed the notion 

that technologies are non-deterministic, but that 

the employee’s selection and use of technologies 

emerge from situated practices. In other words：

employees tend to choose the channel for know-

ledge sharing based on their experience of avail-

ability, usability, effectiveness and convenience. 

This means that new ways of working and new 

technological opportunities will not affect the 

channel choice until the employee has gained 

sufficient satisfactory experience with this new 

channel.

Carlson and Zmund (1999) identify the following 

experiences as being particularly relevant for the 

channel choice：

•Experience with the channel;

•Experience with the messaging topic;

•Experience with the organizational context;

•Experience with communication 

co-participants.

The Media Richness Theory of Daft and Lengel 

(1984) describes organizational communication 

channels, possessing a set of objective charac-

ters that determine each channel’s capacity to 

carry rich information. According to the Media 
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<Table 3> Dimensions and Themes of the NWOW Analysis Monitor

Bricks-Physical dimension Bytes-Technological dimension Behavior-Personal dimension

Flexible work location Devices Result-oriented management

Workplace design Information availability Result-oriented working

Sustainability and mobility Knowledge availability Trust and autonomy

Communication Satisfaction and work-life balance

Collaboration Culture and motivation

Richness Theory messages should be communi-

cated on channels with sufficient and appropriate 

media richness capacities. Carlson and Zmund 

(1999) state that ‘messages communicated on 

channels that are inappropriate to the equivocally 

of a situation and richness of the information 

sought to be transmitted may be misinterpreted 

by recipients or may be otherwise ineffective 

with regard to their intended purpose.’ In both 

studies in this multi-case research all participants 

had access to the same set of communication 

channels, independent from their ‘new’ work en-

vironment.

2.5 NWOW Analysis Monitor

More and more organizations embrace the prin-

ciples of the New Way of Working. When rese-

arching the effect of NWOW on aspects such as 

knowledge sharing, the question is relevant：to 

what extent have organizations adopted the prin-

ciples of NWOW? Even when the phenomenon 

of NWOW as such is not known (for studies 

outside the Netherlands and Scandinavian coun-

tries), one could discuss that, any organization 

that focusses on implementing new ways of 

working has reached a certain level of NWOW 

adoption. The question is however：which level?

In order to be able to measure the current 

level of NWOW adoption, and the future desired 

state of NWOW implementation, a so called 

NWOW Analysis Monitor was developed (de Kok 

et al., 2014). The monitor enables an objective 

measurement of the level of NWOW adoption on 

13 themes that are clustered on the before men-

tioned three dimensions：Brick, Bytes and Beha-

vior. 

These themes are：

Within each theme, topics are defined that can 

be rated on a 4-point Likert scale. Using weight 

factors, the result can be presented at the level 

of themes and dimensions. The NWOW Analysis 

Monitor has proven to be a useful instrument 

for measuring the current level of NWOW adop-

tion and future desired level of NWOW imple-

mentation. 

Though the NWOW Analysis Monitor is able 

to present results for both the current and future 

situation, including a gap analysis, and details for 

both managers and employees, in this research 

only the current level of NWOW adoption at the 

level of the three dimensions were used for a 

comparison between the case companies.

The NWOW Analysis Monitor results were 

used to plot the results of the Knowledge Shar-

ing Framework against the level to which the 

organizations had adopted the principles of the 

New Way of Working. In this way a comparison 

could be made between the type of knowledge 

that is shared and level of NWOW adoption. 
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The results of this comparison are discussed in 

the results section.

3. Research Method

3.1 Research Approach

In this research the effect of the implementa-

tion of the New Way of Working on knowledge 

sharing was investigated. In particular the chan-

nel choice for knowledge sharing and the type of 

knowledge was researched.

<Figure 3> Research Model 

For this research two multiple-case studies 

were performed. Multiple case study A focused 

on the channel choice when sharing knowledge. 

In this study a comparison was made between 

workers in the traditional and the new work en-

vironment. Multiple case study B focused on the 

type of knowledge that is shared in a NWOW 

environment. In this study the level of NWOW 

adoption in the participating organizations was 

measured using the NWOW Analysis Monitor. 

In both studies the types of knowledge workers 

(Anchor, Connector, Gatherer, Navigator) were 

determined, enabling insight in the effect of the 

New Way of Working on the mobility of the 

knowledge worker.

3.2 Multiple-Case Study A：Channel Choice 

for Knowledge Sharing

In the first multiple case study (A), three case 

studies were conducted at large Dutch for-profit 

organizations that were all in the transformation 

process towards NWOW. By choosing organ-

izations that were in the process of implement-

ing NWOW it was possible to make a compar-

ison between employees from the same organ-

ization working according to the concepts of 

NWOW (NWOW workers) and employees that 

were still working in the traditional way (non- 

NWOW workers). In order to observe corre-

sponding findings across the cases, an overall 

case study protocol was created with the same 

set of basic set of questions for both groups of 

workers in all cases (Yin, 2009). As the imple-

mentations of NWOW may vary in the emphasis 

on the different elements of NWOW, an additio-

nal context analysis was performed to gain in-

sight in the way NWOW was implemented in 

each individual case company. 

The selected organizations for study A were：

Case A1：ProcessComp, a 22,000 employee mul-

tinational in health and nutrition;

Case A2：EnergyComp, a 4,300 employee Dutch 

Energy Operator;

Case A3：SoftwareComp, a 15,500 employee in-

ternational software company. 

In total 18 participants were interviewed, div-

ided in groups of 3 non-NWOW and 3 NWOW 

workers per company. Apart from the context 

analysis, for the interviews of the participants a 

list of 12 knowledge sharing scenarios was used.
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<Figure 4> Multiple Case Study A：Comparison between NWOW and Non-NWOW Workers 

In this study the effect of NWOW on the 

channel choice of NWOW workers, in particular 

in relation to the type of knowledge worker (An-

chor, Gatherer, Connector, Navigator), was re-

searched. For each knowledge scenario the par-

ticipants were asked what channel they would 

choose. In total 216 (12×18) knowledge sharing 

scenarios results for channel choice were resear-

ched.

The (seven) channels defined for this research 

were：

•Face-to-face

•Video call

•E-mail

•Phone call

•Chat message

•Document sharing system

• Intranet message

The channel list was not exclusive, but ap-

peared to be sufficient. Remark：when a video 

call was the preferred (and chosen) channel, a 

face-to-face meeting might in practice also be 

used when both parties happened to be nearby 

each other in the office. The details of this mul-

tiple-case study, with the used scenarios and 

intra- and cross-case analysis results, have pre-

viously been presented (de Kok et al., 2013), but 

not the effects of the channel choice on the type 

of knowledge workers.

3.3 Multiple-Case Study B：Type of 

Knowledge Sharing

In the second multiple case study (B), five case 

studies were conducted at large Dutch for-profit 

organizations that had all gone through a trans-

formation process towards NWOW. As the im-

plementations of NWOW varied across the case 

companies, and as this variation may affect the 

way knowledge is shared, again a context anal-

ysis was performed to gain insight in the way 

NWOW was implemented in each individual 

case company, and gain insight in the ways 

knowledge could be shared in the organization. 

Additionally, in order obtain comparable data on 

the level of NWOW implementation, the before 

mentioned NWOW Analysis Monitor was used. 

For the registration of the research results, the 

before mentioned Knowledge Sharing Framework 

was used for the individual case situations and 

type of knowledge workers.

Again, a case study protocol was used to ob-

serve corresponding findings across all cases 

(Yin, 2009). The case study protocol ensures the 
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Context
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3 NWOW 
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Embedded Unit
of Analysis
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2 NWOW 
workers

Embedded Unit
of Analysis

Context
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3 NWOW 
workers

Embedded Unit
of Analysis
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3 NWOW 
workers

Embedded Unit
of Analysis

Context
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Case B5

3 NWOW 
workers

Embedded Unit
of Analysis

<Figure 5> Multiple Case Study B：Type of Knowledge Shared by NWOW Workers 

cross-case validity of the findings, and allows 

cross-case comparisons. This protocol consisted 

of the context analysis, the Knowledge Sharing 

Framework, that was tailored to each individual 

case situation, and the use of the NWOW Ana-

lysis Monitor to analyze the level of NWOW 

implementation in each organization. The se-

lected organizations for the case studies were：a 

large postal company, and four consulting com-

panies in the field of Finance, Tax and ICT：

Case B1：MailComp, a 31,000 employee Dutch 

mail and parcel distribution company;

Case B2：ITconsult, a 2,500 (globally 130.000) 

employee IT consulting company;

Case B3：FinAudit, a 3,600 (globally 190.000) 

employee Financial Auditing company;

Case B4：TaxAudit, a 4,500 (globally 210.000) 

employee Tax and IT Auditing com-

pany;

Case B5：FinConsult, a 4,500 (globally 210.000) 

employee Financial consult company.

Apart from the context analysis and use of 

the NWOW Analysis Monitor, in each case com-

pany two or three employees were interviewed. 

The interviews were used to populate the Know-

ledge Sharing Framework.

4. Research Results

4.1 Channel Choice and Type of Jnowledge 

worker

In the first multiple case study (A), the effect 

of NWOW on the channel choice was researched. 

To study the effect of the mobility of the know-

ledge worker on the channel choice, when shar-

ing knowledge, the scenario results were plotted 

against the 4 types of knowledge workers of 

Greene & Myerson. Combined in all cases there 

were：5 Anchors, 5 Connectors, 7 Gatherers and 

1 Navigator. In order to be able to distinct bet-

ween the types of knowledge workers, the results 

per type of knowledge worker have been set to 

100%. This results in the following graph：

<Figure 6> shows a clear decline in face-to- 

face communication when the knowledge worker 

becomes more mobile. Instead, video calls and 

e-mail become more popular. Though there is an 

increase in e-mail, this does not cover the di-

minishment of face-to-face communication. This 

implies that, in a more mobile world, where it is 

physically not possible to meet face-to-face, 

workers seek the alternative that is most com-

parable (virtual face-to-face) to the channel they 

‘lost’. Phone calls are about equally used across 



Knowledge Sharing in the New World of Work    325

<Figure 6> Channel Choice and Type of Knowledge Worker

<Figure 7> Channel Choice for Non-NWOW and NWOW Workers

all types of knowledge workers. When the mo-

bility increases communicating via the intranet 

of a document sharing system becomes less po-

pular.

4.2 Effect of NWOW on Channel Choice

To investigate the effect of NOWW on the 

channels choice, a comparison was made between 

traditional non-NWOW workers and NWOW 

workers. <Figure 7> shows the channel choice 

for sharing knowledge across all three cases for 

these two groups.

<Figure 7> shows that NWOW workers use 

more different channels to share knowledge than 

non-NWOW workers. The NWOW workers cle-

arly have less preference for face-to-face com-

munication. Though in this study all participants 

had access to the same tools/channel set, NWOW 

workers use video calls almost as much as 

face-to-face meetings, while non-NWOW works 

almost never use video calls. The use of e-mail 

and phone calls is comparable, and when shar-

ing knowledge NWOW workers also choose chat 

messages, document sharing systems, and intra-

net messages. Further details on the effect of 
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<Table 4> Knowledge Sharing Framework with Response of Participants on Type of Knowledge Shared

Knowledge type Mostly Tacit 50/50 Mostly Explicit

Declarative 2 3 9

Procedural 5 4 5

Causal 8 4 2

Conditional 6 5 3

Relational 4 8 2

Pragmatic 0 0 14

 

Tacit Explicit

3.5 10.5

7 7

10 4

8.5 5.5

8 6

0 14

 

Tacit Explicit

25% 75%

50% 50%

71% 29%

61% 39%

57% 43%

0% 100%

<Figure 8> Knowledge Sharing for the Different Types of Knowledge

NWOW on knowledge sharing of general and 

sensitive information can be found in previously 

mentioned publication (de Kok et al., 2013).

4.3 Knowledge Sharing Framework Results

In the second multiple case study (B), 14 par-

ticipants were interviewed on how they would 

share knowledge, based the types defined by 

Alavi and Leidner (2001). This resulted in the 

following (6×14 = 84) points in the Knowledge 

Sharing Framework：

In order to be able to plot the results on a 

single 0% to 100% tacit and explicit knowledge 

scale, the middle 50/50 column is equally divided 

(between the Mostly tacit and Mostly explicit 

columns), and the result is expressed as a 

percentage. 

This results in the following overview：

<Figure 8> shows declarative knowledge 

(know-about) is mostly shared in explicit form. 

The reason for this is that explanations are of-

ten documented, for learning purposes. Declara-

tive knowledge may also be tacit, e.g. the expla-

nation of the market position and players, tho-

ugh often the explanation is in combination with 

explicit knowledge. Context is therefore impor-

tant. In this study procedural knowledge (know- 

how) was an exact 50/50 mix of explicit and 

tacit knowledge. This means procedural knowl-

edge may be documented, e.g. in a methodology 

database or a quality system, but often an in-

dividual training is added. Causal knowledge 

(know-why) is the most tacit type of know-
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<Table 5> Knowledge Sharing Framework and Type of Knowledge Worker

Anchor Connector Gatherer

Knowledge type Tacit 50/50 Explicit Tacit 50/50 Explicit Tacit 50/50 Explicit

Declarative 0 1 1 0 0 3 0 2 7

Procedural 0 0 2 2 0 1 3 4 2

Causal 0 0 2 1 2 0 7 2

Conditional 0 0 2 1 2 0 5 3 1

Relational 0 2 0 0 3 0 4 3 2

Pragmatic 0 0 2 0 0 3 0 0 9

Total 0 3 9 4 7 7 19 14 21

1.5 10.5 7.5 10.5 26 28

13% 88% 42% 58% 48% 52%

<Figure 9> Type of Knowledge Workers and Form of Knowledge Sharing

ledge. Where the know-how is often documented, 

the knowing-why is in the head of employees 

and mostly shared in a personalized way. Con-

ditional (know-when) and relational (know-with) 

knowledge are mostly shared in tacit form. 

Though some may be documented, most knowl-

edge is shared in a personalized way. Pragmatic 

knowledge is always in explicit (codified, docu-

mented) form. Pragmatic knowledge is based on 

the documentation of best practices of the other 

5 knowledge types. It is the externalization of 

the tacit knowledge on how, why, when and 

with what to perform work at best.

4.4 Knowledge Sharing and Type of 

Knowledge Worker

When the knowledge Sharing Framework is 

divided by the types of knowledge workers, the 

following overview appears：

Again, in order to be able to plot on a single 

tacit/explicit scale the 50/50 score is divided 

equally between the tacit and explicit column. 

This results is the following figure showing 
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<Table 6> Knowledge Sharing Framework per Case

Research results-non aggregated

Knowledge type Mostly Tacit 50/50 Mostly Explicit

Case B1(Mailcomp) 4 7 7

Case B2(ITconsult) 6 3 3

Case B3(FinAudit) 2 5 11

Case B4(TaxAudit) 8 3 7

Case B5(FinConsult) 5 6 7

 

aggregated

Tacit Explicit

7.5 10.5

7.5 4.5

4.5 13.5

9.5 8.5

8 10

 

in %

Tacit Explicit

42% 58%

63% 38%

25% 75%

53% 47%

44% 56%

       

<Figure 10> Form of Knowledge Sharing per Case

the types of knowledge workers.

<Figure 9> shows a gradual decline in ex-

plicit knowledge sharing against a growth in 

tacit knowledge sharing when knowledge work-

ers becomes more mobile. The results for the 

Navigator has been extrapolated, as there were 

no Navigators in study B. This result implies 

that, as the knowledge worker becomes more 

mobile, knowledge sharing becomes more tacit 

(personalized) and less explicit (codified).

4.5 Knowledge Sharing Framework per Case

When the knowledge Sharing Framework is 

presented by case, the following overview ap-

pears.

<Figure 10> shows the graphical representa-

tion of the results in <Table 6>.

<Figure 10> shows Case B3 (FinAudit) rela-

tively has the most explicit knowledge of all 

cases. This may be explained from the fact that 

Financial Auditing is a highly documented pro-

fession. A lot of rules and regulations are pre-

scribed. New rules are not only discussed in 

meetings but also posted in knowledge reposi-

tories. In Case B2 (ITconsult) relatively most 

knowledge is shared in tacit form. Knowledge 

on IT architectures are mostly shared in face- 

to-face meetings, though the templates are stor-

ed in the knowledge repository.

4.6 Results NWOW Analysis Monitor

In the second multiple-case study, the case 

companies were scored on their current level of 

NWOW adoption by using the NWOW Analysis 
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<Figure 11> Level of Current NWOW Adoption per Dimension and Case

Monitor. This resulted in the following score for 

the current level of NWOW adoption.

<Figure 11> shows that overall case B1 (Mail 

Comp), B4 (TaxAudit) and B5 (FinConsult) have 

the highest current levels of NWOW adoption 

(with B5 having the highest overall average of 

3,2). From the context analysis the following can 

be remarked on the individual scores per case：

•Case B1 (MailComp) scores high on Bytes be-

cause the IT department has put effort in 

making mobile working possible, including a 

Bring (or Choose) Your Own Device policy 

(BYOD/CYOD), and having a good knowledge 

sharing infrastructure. Behavior scores high 

because management is focused on results ra-

ther than presence at the office. 

•Case B2 (ITconsult) scores relatively low on 

the NWOW dimensions because the office is 

not flexible or sustainable, and though it is an 

IT company, the infrastructure for virtual col-

laboration and knowledge sharing is not op-

timal. In the Personal dimension there is a 

low employee satisfaction and motivation. 

•Case B3 (FinAudit) scores overall low on the 

dimensions because the employees still work 

in a relatively traditional office setting ,with 

little flexibility, traditional knowledge storage 

and knowledge sharing meetings that tend to 

be cancelled. 

•Case B4 (TaxAudit) scores high on Bytes be-

cause of the effort invested in IT and know-

ledge systems, though mobile devices are seen 

as too insecure (no BYOD policy). For Beha-

vior all aspects are implemented, e.g. result ori-

ented working and empowerment of employees.

•Case B5 (FinConsult) scores high on Bricks 

because of the high workplace flexibility and 

sustainability score. The Bytes dimension 

score relatively high, though personalized de-

vices are not allowed because of information 

security aspects. The Behavior section has an 

overall high score because of the result orien-

ted way of working and the employee satis-

faction.

4.7 Effect of NWOW on Knowledge Sharing 

Framework

Finally, a comparison can be made of the ef-
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<Figure 12> Level of NWOW Adoption per Dimension and Type of Knowledge Sharing

fect of the level of NWOW adoption on knowl-

edge sharing. When the levels of NWOW adop-

tion for Bricks, Bytes and Behavior are plotted 

against the type of knowledge shared in the 

Knowledge Sharing Framework, the following 

picture emerges：

In <Figure 12> the points for the three in-

dividual dimensions are connected via dotted cur-

ved lines. The figure shows that, when the level 

of NWOW adoption for Bricks, Bytes and Beha-

vior becomes higher, the mix of explicit (codified) 

and tacit (personalized) knowledge sharing seems 

to balance (to 50/50). The effect is most clear 

for Bricks and Behavior, as the Bytes dimension 

has a ‘hick-up’ for case B5. 

In <Figure 13> the overall score on the NWOW 

adoption level is plotted against the plotted aga-

inst the type of knowledge shared in the Know-

ledge Sharing Framework.

The cases are again connected via a dotted 

curved line. Also <Figure 13> shows that the 

(level of) implementation of the New Way of 

Working seems to have a balancing effect on 

the mix of tacit and explicit knowledge. Partly 

this effect can be explained from the type of op-

eration (see before), but partly the organizations 

that score higher on their NWOW adoption seem 

to have obtained a more balanced mix of tacit 

and explicit knowledge sharing. They not only 

have a more mature NWOW level, but also their 

knowledge sharing has evolved. It is interesting 

to see that these findings point in the same di-

rection as the research of Scheepers et al. (2004), 

who found that an effective knowledge strategy 

mix for an organization may evolve over time to 

a balanced mix of codification and personalization.

5. Discussion, Conclusions 
and Future Research

5.1 Discussion

As mentioned in the introduction, research on 

the New Way of Working is scarce. Comparable 
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<Figure 13> Overall level of NWOW Adoption and Type of Knowledge Sharing

literature on the effect of NWOW on knowledge 

sharing in organizations can hardly be found. 

The combination of knowledge sharing and the 

implementation of NWOW make this research 

one of the first steps in this area. A critical note 

is however at its place. In total 8 cases were 

reviewed in two multi-case studies, resulting in 

216 scenarios and 84 points in a framework, but 

the numbers could always be higher. Conclus-

ions on mobility versus channel choice and type 

of knowledge shared, having only 18 participants 

in study A, and 14 in study B (with only one 

Navigator in study A and none in study B), 

should be taken with care. Also, the effect of 

NWOW on the type of knowledge sharing in the 

various cases could, to a certain extent, also be 

caused by other factors e.g. company culture or 

methodologies in use. The results should there-

fore be seen as a first indication of the direction 

knowledge sharing is heading for in the future, 

i.e. for those companies that implement new 

ways of working.

5.2 Conclusions and Future Research

The New Way of Working is impacting the 

way we work and share knowledge. To inves-

tigate the effect of NWOW on channel choice and 

type of knowledge sharing, 12 knowledge shar-

ing scenarios and a Knowledge Sharing Frame-

work were developed. These were used in two 

multi-case studies, resulting in 216 scenario re-

sults and 84 points in the Knowledge Sharing 

Framework.

The first multi-case study (A) shows that：

•The type of channels that are used, change 

when knowledge workers become more mobile; 

there is a clear decrease in face-to-face com-

munication, while the number of video calls 

increases, as does the use of e-mail. In the new 

mobile world of working, knowledge workers 

seem to choose the most suitable and compa-

rable communication channels that are at hand. 

This observation seems to fall in line with 
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Orlikowski (1992), who stated that employee’s 

selection and use of technologies emerge from 

situated practices.

•Knowledge workers in the new world of work 

(NWOW workers) use a broader palette of 

communication channels than traditional know-

ledge workers (non-NWOW workers), though 

all had access to the same channels. NWOW 

workers use less face-to-face communication 

than non-NWOW workers, and more video 

calls. The broader use of channels, e.g. chat 

and internet messages, implies that in the 

new world of work, knowledge will be shared 

on more communication platforms.

The second multi-case study (B) shows that：

•Declarative knowledge (know-about) is mostly 

shared in explicit form. Causal knowledge 

(know-why) is the most tacit type of know-

ledge. Pragmatic knowledge is always shared 

in an explicit form. In general, knowledge is 

mostly shared in a mix of tacit and explicit 

forms. This implies that, in order to capture all 

knowledge shared, mechanisms need to be in 

place to capture both tacit and explicit know-

ledge sharing. 

•When knowledge workers become more mobile, 

knowledge will be shared less in explicit and 

more in tacit form. This means that in the 

new world of work knowledge is likely to be 

shared less in a documented, and more in a 

personalized form. The implication of this is 

that knowledge becomes more ‘fluid’ in the 

new world of work.

•The level of adoption of NWOW seems to 

have a balancing effect on the type of know-

ledge shared, meaning organizations with a 

higher level of NWOW adoption have a more 

equal mix (50/50) of tacit and explicit know-

ledge sharing. This observation seems to fall 

in line with the findings of (Scheepers et al., 

2004) who found that an effective knowledge 

strategy mix for an organization may evolve 

over time to a balanced mix of codification 

and personalization.

Sharing knowledge is crucial for the continuity 

of organizations and the effectivity and produc-

tivity of knowledge workers. The way in which 

organizations are able to cope with the changes 

that the new world of work brings to their op-

eration, will-to a certain extent-determine their 

future success. The contribution of this research 

to the (limited) literature in the field of NWOW 

and knowledge sharing is that the studies show 

that knowledge sharing changes because of the 

implementation of the New Way of Working. 

Knowledge is shared via more and different 

channels, and as knowledge workers become 

more mobile, the channel choice and type of 

knowledge sharing changes. Higher levels of 

NWOW adoption seem to have a balancing ef-

fect on the mix of tacit and explicit knowledge, 

which in the view of (Scheepers et al., 2004) is 

an effective knowledge sharing strategy. Organi-

zations need to realize that, in order to facilitate 

new ways of knowledge sharing, new infrastruc-

tures are needed, that can capture and dissem-

inate knowledge. When this is not realized and 

no proper action is taken, the result may be the 

loss of important knowledge that may be crucial 

for the organizations’ operation.

These studies are only a first glance of the fu-

ture that will emerge when new ways of work-

ing are implemented throughout organizations 

worldwide. There will always be more informa-
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tion to explore and describe. The results of this 

study should therefore be used with care, as 

more future research on more cases should sup-

port these first findings.
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