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   ABSTRACT 
 

Aim: The aim of this study is to investigate how ethnic diverse individuals contribute 

to knowledge sharing. We have found that people from different ethnic backgrounds 

hold different knowledge, however organisation struggle with how to manage the 

knowledge that can be shared. 

  

Method:  

This paper is based on a single case study involving a swedish company called 

Sandvik. Qualitative research methods have been applied which include in-depth 

interviews. 

  

Result & Conclusions:  

The research results suggest that ethnic diversity is visible at Sandvik, however one 

of the main issue relates to how diversity is spread throughout the hierarchical ladder. 

This study shows that individual behaviour is one of the main contributing factors 

when it comes to knowledge sharing. Barriers such as communication and equal 

opportunities may be seen as problems in knowledge sharing, however, the empirical 

results show that the leading issue is an individual and what that person is willing to 

do in order to share knowledge. 

 

Suggestions for future research: Suggestions for further research would be to 

include perspectives from native swedish employees in order to compare these with 

the responses given by the individuals from different ethnic backgrounds. Moreover, 

it would be interesting to conduct observations at an organisation in order to see how 

knowledge is shared. 

  

Contribution of the study:  

This study shows that organisations that are identified as ethnically diverse entail 

different knowledge however, regardless of different ethnicities or not, there are 

issues when it comes to knowledge sharing. This study provides organisational 

insights of what thought processes individuals have when it comes to ethnic 

diversity. 
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1. Introduction 

 

The introductory chapter is aimed to provide the reader with background information 

about sustainable development related to diversity, ethnicity and knowledge 

development. Moreover the problem statement is presented followed by the research 

aim and research questions. The aim of the chosen topic is described in order to 

underline the scope for the chosen study.  

 

"Diversity is being invited to the party; inclusion is being asked to dance," (Myers, 2014) 

The concept of sustainability has grown its importance since 1983 as the UN (United 

Nations) addressed concerns about “the deterioration of the human environment and 

natural resources, and the consequences of that deterioration for economic and social 

development” (The Economist, 2009).  While environmental concerns have 

predominated research attention (Dillard, Dujon & King, 2008) the social aspects of 

sustainability have been neglected in the past years (Dillard et al., 2008) and mainly has 

focused on businesses implementation of the social integration in practice (Dillard et al., 

2008). Diversity is one of the important concepts for attaining social sustainability within 

a society. It plays a pivotal role and encourage people to work together for the betterment 

of the society as a whole (Åhman, 2013). Ethnic Diversity is part of the diversity aspects, 

and by ethnic diversity it means people that come from different countries. An ethnically 

diverse workforce has shown to provide better quality solutions to tasks related to 

brainstorming, cooperative behaviour and this leads to organisational efficiency and 

profitability (Iles, 1995). People belonging to different backgrounds, when working 

together are evident to have a broader perspective towards tackling different situations 

and reach optimal solutions. When people from different cultures work together, they can 

pool in more knowledge persisting to their experiences, skills and insights (Ely & 

Thomas, 2001). 

According to Lauring (2009) the diversity of skills and knowledge leads to innovative 

business practices. However, when knowledge is not distributed effectively in an 

organisation due to barriers such as language, communication and identification, these 

cause implications on organisations leading to social barriers towards employees in terms 

of expressing themselves and sharing knowledge (Lauring, 2009). Al-Qadhi, Md Nor, 
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Ologbo & Knight (2015), argue that individuals in a diverse workforce may be afraid to 

share knowledge because of the fear to lose knowledge power in the organisation. As few 

studies have studied the social and knowledge development implications of how ethnic 

diversity promotes organizations, this study intends to study how this challenge is 

managed in a global corporation; Sandvik.  

 

1.1 Problem statement 

The utilization of knowledge derives from the method of how employees create 

knowledge and how it is shared between workers (Al-Qadhi et al., 2015). Discussed is 

how diversity improves creativity and innovation by accumulating different ideas from 

diverse people (Roberge & Van Dick, 2010). A diverse workforce provides an 

organisation with access to external knowledge consisting of different knowledge and 

experiences which leads to innovativeness (Wuyts & Dutta, 2014; Cox, 1994). Shown is 

how a diverse working groups entail different beliefs, values and different ways of 

thinking to provide distinctive information (Shen, Chanda, D'netto & Monga, 2009). The 

main issue found is that ethnic diversity has shown to lead to knowledge development, 

however, there is a gap on how to manage knowledge sharing. It is the employee’s role 

to generate, share and use knowledge and therefore it is crucial for organisations to make 

use of shared knowledge in order to benefit from these (Al-Qadhi et al., 2015). In order 

to create new knowledge and to make use of existing knowledge in an organisation, 

knowledge sharing between individuals is important (Ojha, 2005). According to Lin 

(2007), knowledge is constitutional and a powerful source for creation of new and 

innovative ideas that are extremely essential for businesses. Ahmad & Karim (2019), 

elaborates further that companies focus on sharing knowledge however they do not 

understand if the knowledge sharing is not managed, companies can only gain very small 

proportion of the actual benefit. However, it is very challenging for businesses to manage 

knowledge sharing without which the purpose of knowledge sharing remains incomplete. 

As few studies have investigated diversity from knowledge sharing perspective, this study 

intends to identify how ethnical diversity contributes to knowledge development and how 

this is managed within an organisation. Three research questions are developed: 

RQ1: What practical actions does Sandvik take to incorporate ethnic diversity? 
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RQ2: How does ethnic diversity contribute to employee's knowledge building? 

RQ3: What steps does Sandvik take to  manage knowledge sharing within an 

organization? 

This paper will be carried out in a form of a case study research method based on a 

Swedish company called Sandvik that focuses on tooling and machining solutions. 

Therefore, the result of this study is based on how one global corporation manages 

diversity knowledge and will not reflect this topic from different company 

perspectives.  Qualitative research methods are used by conducting in-depth interviews 

at an organisation with 10 employees coming from different ethnical backgrounds, 

therefore the research is based on the employees' perspectives, holding different positions 

within an organisation. 

1.2 Aim of the study 

The aim of this study is to investigate how people from different ethnic backgrounds 

contribute to knowledge development in an organisation.  

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

7 

2. Theoretical Discussion 

The theoretical chapter provides insights about ethnic diversity contributes to 

sustainability and the background of it. Moreover, we discuss how knowledge is created 

and shared, the barriers that arise in terms of knowledge sharing and the possible 

solutions. 

The implementation of sustainability is vital in today's globalizing world, especially with 

the rise of global challenges. Social sustainability is a new concept for many organisations 

as up until now the major focus has been on economic sustainability. Diversity has 

relatively gained a lot of importance due to globalization and businesses with diversified 

workforce are susceptible to sustain longer in the global market. Ethnic diversity 

promotes the acceptance of differences and yet work together for a common goal. This 

leads to more ideas flowing in the company and adapting to the changes required to 

sustain in different markets (Smallbone, Kitching & Athyade, 2010). 

 

2.1 Background of Sustainable Development  

The concept of sustainability has shown to be difficult and vague to define. However it is 

known that it revolves around the moral obligation that we have for our future generation 

(Solow, 2019). The notion of sustainable development has grown due to the causes linked 

to environmental problems, socio-economic issues that arose due to poverty and 

inequality and the general concern about the population and its future (Hopwood, Mellor, 

& O'Brien , 2005). 

The following framework demonstrates the structure in which the background of 

sustainability will be explained, moreover it will help in understanding how ethnic 

diversity was chosen as a focal point. 
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Figure 1: Sustainability Funnel, source: own 

 

The notion of sustainability arose when people started to forgo the needs of future 

generations in order to fulfill their current requirements. After great emphasis and 

awareness on the causes of neglecting environmental issues, sustainability was about 

focusing on environmental issues (Goodland,1995).With the rise in the need for 

sustainability, the notion around sustainable development has established which meets 

the human needs whilst preserving the planet (Kates, Clark, Corell, Hall, Jaeger, Lowe, 

McCarthy, Schellnhuber, Bolin et al., 2001). Sustainability is a broad concept and its 

importance is recognized in the corporate world; however, it will take a lot of time to 

incorporate this concept in business practices. It will gain an immense importance in the 

near future and sustainability will be made obligatory for all companies (Kumar, Rehman, 

Kazmi & Goyal, 2012). 

In 2002, the importance of sustainable development was confirmed during the World 

Summit in Johannesburg, South Africa where the concept of sustainable development 

was spread as a common goal by becoming part of numerous international organisations 

(Kates, Parris & Leiserowitz, 2005). Even though a sustainable environment has been 

accepted as an important issue, many businesses are still reluctant towards incorporating 

sustainability as they feel it may deteriorate their profits (Revell & Blackburn, 2007). 

CSR and sustainability concepts are interrelated and emphasizes about the responsibility 

of corporations to be answerable for the impact they have on the economy caused by their 

working model.  CSR and sustainability when indebted in businesses attracts intelligent 

individuals as it passes a positive image of that particular company (Persons, 2012). 
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However, businesses who are adapting and changing their business processes and 

aligning them with sustainability have gained competitive advantage in the market and 

acceptance from consumers for their products (Sharma, Iyer, Mehrotra, & Krishnan 

(2010). Sustainable development plays a pivotal role when it comes to knowledge 

because the improvement in the well-being of humans requires the inclusion of all 

individuals (Clark, Van Kerkhoff, Lebel & Gallopin, 2016).  

2.1.1 Social Sustainability 

According to Sharma et al., (2010), sustainability is not only about the environment but 

it also incorporates social and economic factors to ensure the well-being of future 

generations. The concept of sustainable development has become a core part of the 

corporate world, which cannot be ignored in order to sustain in the market. Social 

sustainability incorporates the methods in which organizations, governmental institutions 

and people are involved in the process of how stakeholders are held accountable in terms 

of the social and environmental impact on individuals (Dillard et al., 2008).  

Social sustainability promotes the wellbeing of individuals and focuses on eliminating 

human deprivation, which includes the equal distribution of wealth by removing social, 

economic and legal barriers. Businesses have to incorporate sustainability in the process 

of achieving their goals in order to avoid its negative effects on the business as a whole 

(Sharma et al., 2010). 

 

2.1.2 Importance of Diversity 

According to the UN (United Nations) Sustainability goals, there is a global focus on 

targeting diversity “By 2030, empower and promote the social, economic and political 

inclusion of all, irrespective of age, sex, disability, race, ethnicity, origin, religion or 

economic or other status” (United Nations, 2019). 

Diversity is an important element that has to be incorporated within an organization in 

order to compete and sustain in the market for longer tenure with continuous innovation. 

Globalization has played a vital role for increasing the need of diversified workforce 

within an organization, which helps to gain a better understanding of different cultures 

and compete successfully (Wentling & Palma-Rivas, 1998). A diversified workforce 
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tends to benefit the organizations with different ideas and perspectives which businesses 

can take advantage of and gain competitive edge in the market (Cady & Valentine, 1999). 

Many organizations are accepting and inducting diversity to exhibit a positive image of 

the company. Also, the advantages of diversity cannot be ignored by organizations and 

to excel in the industry this aspect have to be indebted (Cho, Kim & Barak, 2017). 

Diversity is not just important at the lower level in an organization but has gained an 

immense importance in having diversified teams and indebting diversity at higher levels 

of an organization that would enhance the thought process and introduce innovative ideas 

(Cady & Valentine, 1999). According to Van der Walt & Ingley (2003), an organization 

comprising a diversified team of board members tend to tackle issues and make decisions 

more wisely through the varied experience and skill shared. Organizations consisting of 

culturally diversified board members attract more investors, since investors have the 

confidence that they shall have the acceptability from board members. 

2.1.3 Ethnic Diversity 

With the rise of globalization, communication networks have become better or worse in 

certain areas. Intercultural relationships have increased in the past decades through 

language and cultural diversity. Culture is an important role in today's business world as 

is involves multiple activities including, safeguarding the heritage of different ethnicities, 

the promotion of creativity and enabling intercultural communication (UNESCO, 2009).  

Ethnic Diversity has shown to bring multiple benefits to a company including access to 

new consumer markers, progress corporate image, superior creativity, new problem-

solving skills, overall employee performance and increased market share (McKay, Avery, 

& Morris, 2008). Ethnic diversity is related to increase competitiveness and enhances 

creativity. Smallbone et al., (2010) mention ethnic diversity as an important source and 

need in the global world which increases the chances of a company to succeed in different 

markets which have ethnically different requirements. People with different backgrounds 

can be an asset for the company as they can contribute pertaining to their experience and 

skills which the organization can take advantage and compete with innovative ideas. 

Furthermore, ethnically diversified team is more sustainable in different markets as it is 

easier for the company to understand culturally differentiated markets and their potential 

(Smallbone et al., 2010). 
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An organization consisting of a multicultural workforce is prone to operate successfully 

in an international market as its employees are more acceptable towards the differences 

in each market (Al-Qadhi et al., 2015). People from different cultures and backgrounds 

when work together enhances the knowledge and increase the overall competence of an 

organization. The knowledge development is highly dependent on the employees of the 

company who are the main source for introducing and using knowledge (Al-Qadhi et al., 

2015). 

 

2.2 Knowledge Development 

In order to understand the concept of knowledge development, a description of the 

background of knowledge creation has been stated. Moreover, factors that influence the 

creation of knowledge and the implications of knowledge sharing have been identified. 

2.2.1 Background of Knowledge Development 

Understanding what motivates employees to increase productivity becomes important as 

companies want to perform well and additionally focus on the greater wellbeing of the 

planet (Glavas, 2012).  

Knowledge is a concept that entails multiple meanings, however, Nonaka (1994) defines 

knowledge as a dynamic human process of justifying personal beliefs in the quest of 

finding the truth. Knowledge is created by individuals and an organisation will not be 

able to create knowledge without individuals (Nonaka, 1994). Knowledge is an important 

component in organisations as it helps to improve the performance of a business, however 

it also adds value to sustainable development (Jiang, Zhong & Cheng, 2014).  Knowledge 

is existent between individuals which have faced exclusion, however the mobilization of 

knowledge which involves the utilization of existing ideas, technologies and practices is 

an issue in organisations (Clark et al., 2016). Basit & Medase (2019) argue that 

knowledge depends on the individuals that create it, this phenomenon can be referred to 

tacit knowledge which derives from relational interaction. According to Nonaka (1994) 

tacit knowledge is based on action, commitment and involvement in a specific context. 

This shows that knowledge goes beyond only words and numbers. 
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2.2.2 Knowledge Creation  

The creation of knowledge depends on a lot of circumstances, one of them is how 

employees communicate with each other which involves social relations and how 

information flows between these (Smith, Collins & Clark, 2005). In order to share tacit 

knowledge, it must be converted into explicit knowledge and to do so, dialogues and 

experiences must be shared in an organisation (Alipour, Idris & Karimi, 2011; Nonaka & 

Konno, 1998). Nevertheless, the creation of knowledge is based on multiple components 

which will be discussed below. 

Nonaka & Konno (1998), explain that a knowledge conversion process can be divided in 

four different ways. These include socialization, externalization, combination and 

internalization. Firstly, when knowledge is created, individuals absorb tacit knowledge 

from experiences that are developed during the process of socialization. Assumptions are 

then produced during the period of externalization and thereinafter, new knowledge is 

created during problem-solving processes and that is part of the combination procedure 

(Yoon, Song, Lim & Joo, 2010; Nonaka & Konno, 1998). Spending time at a job 

physically, often leads to tacit knowledge which is created through experience and 

therefore, also leads to relevant knowledge which can be shared (Smith et al., 2005). 

According to Lin (2007), experiences create individual characteristics which accordingly 

lead to additional knowledge which can be shared. 

The organizational climate plays an important role when it comes to knowledge creation, 

employees that are introduced into a risk-taking environment are more open and willing 

to interact with other employees which exchanges knowledge between the individuals 

(Smith et al., 2005). This would also lead to teamwork which stimulates the creation of 

knowledge between workers as creative knowledge work requires inputs of multiple 

individuals (Pearce, 2004; Smith et al., 2005). Smith et al. (2005) argue that in terms of 

knowledge creation, a collective approach is more suitable than individualism. This 

means that when it comes to learning, a group setting where individuals communicate 

with each other is preferred over an approach where people work by themselves on 

individual goals. 
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When it comes to the benefits of knowledge development, we have found that creativity 

is the result of shared knowledge. Creativity is a process in which individuals generate a 

culturally and contextually original valuable in a specific area (Yeh, Yeh & Chen, 

2012).  Creativity expresses the individual’s personal characteristics which mainly 

consists out of knowledge, skills and strategies. Therefore, Yeh et al. (2012) conclude 

that knowledge is the main characteristic of creativity because a certain amount of 

expertise in a field is needed in order to be creative. Nevertheless, certain tasks require 

creativity but it is only important up until a certain extent as knowledge and experience 

may be more important in order to achieve a team outcome and to reach a certain result 

rather than focusing on sharing creativity (Pearce, 2004). Besides individual creativity, 

team creativity is an addition to the development of knowledge. Research on Team 

creativity is still limited as researchers have focused on individual creativity. 

Nevertheless, team creativity is created by interactions in a group level that has been 

created from an individual's creativity and has been developed into team levels. 

According to Yoon et al. (2010) diversity becomes an important characteristic when it 

comes to team creativity. Moreover, the authors have found that team creativity has 

positive impacts on the collaborative process of creating knowledge (Yoon et al., 2010). 

When it comes to explicit knowledge, Education is one indicator that can lead to the 

creation of knowledge and possibly an intangible asset that can be shared. Education is a 

contributing factor when it comes to knowledge because it improves individuals 

understanding about their previous knowledge with new information (Smith et al., 2005). 

Learning is an essential part when acquiring knowledge and therefore, a system to enable 

learning for an organisation as a whole is important so that knowledge can be created and 

developed (Alipour et al., 2011).Characteristics such as education have shown to have 

positive effects on group settings (MacCurtain, Flood, Ramamoorthy, West & Dawson, 

2010). Therefore, a higher level of education may lead to more creative solutions 

(MacCurtain et al., 2010). Individuals that identify themselves as part of a minority, 

including a type of organisation may be resistant to sharing knowledge (Ojha, 2005). 

The following model summarize the factors influencing Knowledge Development.  
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Figure 2: Knowledge development factors. Source: own 

 

The creation of knowledge development depends on a variety of components, we have 

used Nonaka’s (1994) division between tacit and explicit knowledge as a guideline. that 

can start from education for example, the skills that an individual has or different 

experiences. However, in order to share the knowledge that a person owns, certain actions 

influence the process of knowledge sharing. We have found that experiences linked with 

tacit and explicit knowledge plays a major role when it comes to how knowledge is 

shared. One of the benefits from knowledge sharing that we have found is creativity, 

however, creativity is built from different experiences that one has (Pearce, 2004). 

Moreover, from individual creativity, team creativity is created as one person shares his 

ideas and those ideas are taken in by a team of multiple people (Yoon et al., 2010). 

Therefore, we have established what the contributing factors are to knowledge creation, 

however as Lauring (2009) mentions, there are barriers that employees may face when it 

comes to knowledge sharing in an organisation. Knowledge sharing refers to 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 (Titi Amayah, 

2013). The next part of the literature will investigate the barriers found in regards to 

knowledge sharing further into detail. 
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2.3 Barriers of Knowledge Sharing 

It is clear from the previous parts that people who are ethnically diversified encourage 

knowledge sharing within an organization. According to Gao & Bernard (2018), sharing 

of knowledge is surrounded with many hurdles, especially in large companies having 

multi-cultural workforce are more prone to facing these obstacles. It is mainly the 

individuals working in the company or the environment prevailing in the company, that 

are major barriers for knowledge sharing.   

Due to the barriers of knowledge sharing it makes it difficult for the organizations to 

consummate their objectives and goals related to knowledge (Riege, 2005). However 

there are certain factors which hinders knowledge sharing are mentioned in the following 

discussion: 

2.3.1 Communication 

Communication can be defined as the process of transmitting information and common 

understanding from one person to another (Lunenburg, 2010, p. 1). 

In any organization, when employees lack communication skills it results into less 

interaction; verbally and in written, which creates a vacuum for sharing ideas and views 

(Riege, 2005).  Furthermore, lack of communication develops a sense of fear amongst the 

employees that they may share incorrect information and hence lose their credibility 

(Rosen, Furst & Blackburn, 2007). 

According to Welch & Welch (2008), language is an active agent in relation to knowledge 

sharing. Employees can show resistance towards sharing knowledge due to the lack of 

fluency in the common language spoken in an organization. Employees feel more 

comfortable in sharing knowledge with people who have some common similarities in 

which language plays is one of the significant factors (Welch & Welch, 2008). 

Another reason could a be the common corporate language used for all the 

communication within an organization. It is highly dependent on an individual whether 

to share knowledge or not. There are employees who do not prefer to talk much and 

restrict themselves with the work they are assigned (Harzing, Koster & Magner, 2011). 
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2.3.2 Individual behaviour 

Individuals working under one roof to achieve one common goal differ mostly from each 

other because of their beliefs and attitudes. Despite having a knowledge sharing 

environment and encouraging individuals to share their opinions and ideas, organizations 

can still lack in enhancing knowledge because of the individual’s approach towards 

sharing their thoughts, experience and the induced knowledge they inhibit (Lin, 2007). 

Riege (2005); Muqadas, Rehman Aslam & Rahman (2017), emphasize on individual’s 

personal choice for sharing knowledge which helps organization to gain competitive 

advantage and survival ideas in the long run. Intellectual capital of the company is the 

primary resource for the success of any business and their positive behavior towards 

sharing knowledge enhances the overall competence of an organization (Muqadas et al., 

2017). Individuals who are at a certain position or receive certain benefits are reluctant to 

share knowledge because they fear of getting replaced or losing those benefits that they 

receive because of the knowledge they possess (Arshad & Ismail, 2018). 

Riege (2005), elaborates on the influence of certain factors that have an impact on an 

individual's ability to share knowledge amongst which educational background, social 

network and trust are included. People resist in sharing knowledge because of the mistrust 

they have towards others (Arshad & Ismail, 2018) and also are reluctant to receive any 

feedback. Many people cannot take criticism effectively and thus prefer not to participate 

in any such activities (Riege, 2005). 

 

2.3.3 Trust  

Trust is a component which triggers knowledge development in an organization. Trust 

between coworkers enhances employees trust on organization as well which promotes a 

positive environment and contribute in achieving desired goals (Tan & Lim, 2009). In the 

competitive world where dynamics are changing every day, it is essential that 

organizations should work towards building trust between employees (Tan & Lim, 2009) 

to increase knowledge sharing and ideas for gaining a stable position in the market (Riege, 

2005). 
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Employees cannot be forced to share knowledge as it a voluntary act, however 

organizations can take several steps to ensure that employees are encouraged to dispense 

their knowledge with others for which building trust amongst employees is extremely 

important (Titi Amayah, 2013). Knowledge is an important source through which 

businesses gain competitive edge in the market. Most important the transfer of tacit 

knowledge highly depends on a particular individual as this knowledge is normally shared 

if there is trust between two parties; the sender and the receiver (Welch & Welch, 2008). 

If there is a lack of trust, people tend to avoid sharing or expressing their ideas and 

knowledge with the fear of being misjudged, losing of power or just because it is not 

valued (Titi Amayah,2013). 

Organizations play an important role in building trustworthy environment because if the 

employees are treated with incivility, they are likely to have trust issues with the company 

and its employees. However, if employees distrust each other they are likely to hide and 

not share any knowledge (Arshad & Ismail, 2018). 

 

2.3.4 Organizational Structure  

The structure of an organization can also be a potential barrier in terms of knowledge 

sharing. If there is a strict hierarchical structure, employees will be reluctant to share 

knowledge and focus more on the orders given (Riege, 2005). Furthermore, employees 

working at lower level in an organization, do not share knowledge due to job security as 

their seniors might not appreciate the junior level employees having more knowledge than 

them. Also, people at the higher level of organization might be resistant towards any 

knowledge shared from the lower level staff (Riege, 2005) 

Strict organizational structure slows down the process of knowledge sharing (Ismail Al-

Alawi, Al- Marzooqi & Mohammed, 2007). Due to strict structure, employees might not 

get enough chance to interact and build a relationship with other employees that promote 

knowledge sharing. A flat structure implies strong ties among employees and top 

management which encourages employees to share their ideas, knowledge and 

experiences (Ismail Al-Alawi et al., 2007). 

The physical structure of building also has an impact on knowledge sharing. If the 

departments are not accessible or people are not free to meet each other, it demotivates 
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employees and everyone intends to focus more on the work assigned than sharing 

knowledge (Fullwood, Rowley & Mclean, 2019; Riege, 2005). According to Amayah 

(2013), centralized and bureaucratic styles discourage knowledge sharing process. In a 

company where individual competitiveness is valued, it is less likely that any knowledge 

sharing will take place as every individual will aim to keep the knowledge to themselves. 

The following model summarize the barriers of knowledge sharing: 

Figure 3:Barriers of knowledge sharing. Source: own 

 

 

The barriers that have been found within knowledge sharing are communication skills, 

individual behaviour, trust and the organisational strcuture. In the lowest row, each box 

represents the keywords related to the factors of the barriers. 

 

 

 

Barriers of knowledge 
sharing

Communication 
skills

Interaction

Language

Individual restriciton

Individual 
behaviour

Beliefs and attitudes

Uncertainty

Trust

Lack of trust

fear of misjudgement

loss of power

Crtiticism

Organisational 
structure

Hierarchical structure

job security

Physical structure of 
building

Individual 
competitiveness



 

 

 

19 

2.4 Managing Knowledge Sharing: Solutions  

The process which leads to the solutions of how to manage knowledge sharing will be 

discussed below. Firstly, the core problem of knowledge sharing seeks for solutions in 

terms of how to manage knowledge sharing which consists of formal and informal tools. 

Aimed to find solutions to how to overcome the barriers of knowledge sharing, this 

chapter will suggest possible solutions to the barriers. The formal and informal tools have 

been divided into two different sections. 

 

2.4.1 Informal Tools  

According to Al-Qadhi et al. (2015) managing knowledge revolves around a method for 

improving the way a company shares, distributes, creates and understands knowledge. 

Factors that influence the management of knowledge involve trust, management support, 

leadership, organizational structure, trust, reward, personal benefits and many more (Al-

Qadhi et al., 2015). Trust is an important element within knowledge sharing, because 

employees require trust amongst each other in order to feel comfortable to share 

information related to knowledge with one another. When relationships are established 

amongst employees, trust acts as an enabler in order to share knowledge because 

individuals know that the knowledge will not be used wrongly (Al-Qadhi et al., 2015). 

Good relations between people will enable individuals to share knowledge more freely. 

Therefore, trust becomes important as it adds personal value which leads to enhancing 

the teaching and learning process between people (Von Krogh, 1998). 

Culture plays a very compelling role in enhancing the knowledge within an organization. 

It is culture in an organization that promotes and encourages employees to put forward 

their opinions and share their skills and expertise (Warrick, 2017). Organizational culture 

has more influence whether positive or negative on knowledge sharing (Fullwood et al., 

(2019) than its structure. 

Fullwood et al., (2019), elaborates further regarding the importance of right culture within 

an organization. An open culture where people are welcomed to talk and share their views 

can take businesses to a new level as human capital is the only resource which cannot be 

copied. It is essential to have such an organizational culture which inspire the employees 
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to take an active part in knowledge sharing putting their personal differences aside (Chow 

& Chan, 2008). 

Organization having a knowledge sharing culture behaves like a catalyst for its employees 

to voluntarily dispense the knowledge with others (Lin, 2007). Every organization has 

distinct culture (Ismail Al-Alawi et al., 2007) which is an important factor in relation to 

knowledge and source of achieving the knowledge being human capital (Muqadas et al., 

2016).). Organizations should seek to reform their culture and encourage its employees 

to share new knowledge whilst ensemble the previous knowledge to gain sustainable 

competitive advantage and can rightly be said as one of the success factors for a business 

(Tseng, 2010). 

Management support is another crucial component when it comes to knowledge sharing. 

The role of top managers is to provide a space for the employees for the knowledge 

creation. By doing so, knowledge becomes manageable if leaders embrace the process of 

knowledge creation (Nonaka & Konno, 1998). Providing a space for employees to share 

knowledge could be solved by improving the inclusion at an organisation. 

 

2.4.2 Formal Tools 

Minorities in an organization are prone to invisible barriers that stops them to reach at the 

higher level within an organization. People are the main source of knowledge and 

knowledge that is transferred from a higher level is more quickly adopted. Employees 

who are ethnically diverse are unable to expand their experience and skills because of 

lack of chances (Wilson, 2014). 

According to Cook & Glass (2014), employees who are ethnically diverse are not given 

a fair chance of promotion which is why they are unable to perform according to their 

potential and are somewhere to learn and add more knowledge within an organization. 

Knowledge that is delivered in the form of command is absorbed and acted upon and it is 

important that people should be able to share their knowledge and positioned in an 

organization according to their expertise and skills and the value that they could add for 

any business rather than not able to reach at a position because of their ethnically 

differences from the majority (Riege, 2005). Therefore, focusing on inclusion could help 

to find a solution to people that face issues related to inequalities at the workplace. 
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Inclusion relates to the extent to which an individual feels as a member of a group where 

the need for belongingness and uniqueness is satisfied (Shore, Randel, Chung, Dean, 

Holcombe Ehrhart& Singh, 2011). Inclusion would involve all employees and 

accordingly it would give the people the opportunity to share knowledge between each 

other. According to Holvino, Ferdman & Merrill-Sands (2004), a multicultural 

organization entails different perspectives and knowledge that are brought by employees 

and these accordingly shape the strategy and core values for a company’s success. 

Interpersonal practices that support inclusion require engaging people that may have 

different perspectives than oneself (Ferdman & Deane, 2014). In order to deal with such 

complex relationships self- awareness must be assessed in order to look beyond our own 

thoughts but more towards what is being done and can be achieved within a group 

(Ferdman & Deane, 2014). 

Yang (2007), claims that motivation is needed in people in order to share knowledge 

between employees, this may be assisted through mentoring programs. Mentoring 

programs can help senior members to help new employees to ease into the organisation 

(Von Krogh, 1998). If the senior employees realize that they receive an incentive by 

helping through mentoring program, then perhaps they feel like they are individually 

growing but moreover the new employee will grow as well (Von Krogh, 1998). 

Other training programs can encourage employees to learn more practical knowledge and 

learn from first-hand experiences. These take place during work hours but can also take 

place after work hours. Such events are seen as rather formal, organisation also implement 

social events in order to connect people with each other so that they meet in a more 

comfortable environment which can affect the organisational relationships in the future 

(Von Krogh, 1998). 

Trainings can be useful as often employees feel like information that they can share may 

not be useful to other people. Therefore, making use of training programs showing how 

to make use of knowledge-sharing tools can help those employees as they can easily 

locate information and they can share knowledge on such tools as well (Cabrera & 

Cabrera, 2002). One solution to knowledge sharing can therefore be enabling employees 

to easily make use of technological tools, however, individuals have to be taught how to 

make use of these tools. Cabrera & Cabrera (2002), argue that large organisations such 
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as Accenture for example make use of large electronic document and groupware systems 

as these enable the diffusion of working methods. 

2.5 Theoretical Framework of this thesis 

The theoretical framework has been developed in order to summarize the findings of the 

Literature Review. After choosing social sustainability, the topic of Ethnic Diversity has 

proven its importance. Thereafter, Ethnic diversity affect organisations in many ways, 

therefore, the framework shows that knowledge development is created by different 

components such as tacit knowledge and explicit knowledge which has also been 

discussed in the beginning of the literature review. The focus is based on how knowledge 

is developed between different ethnic groups and in line with the research gap, knowledge 

sharing is an issue in this area. Within the framework, we can see that there are barriers 

towards knowledge sharing which means communication kills, individuals behavior, trust 

and organizational structures are factors that can hold back people from sharing 

knowledge. Additionally, in order to overcome these barriers, potential solutions have 

been presented in the theory which include Organizational culture, Inclusion, Equal 

opportunities, formal and informal tools. 

Figure 4:Theoretical framework, source: own 
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3. Method 

Research implies different data collection methods that can be chosen in order to conduct 

the study. An inductive and deductive approach are known in research, moreover, 

quantitative and qualitative study methods support the quest in answering research 

questions. 

3.1 Research Design 

According to Amaratunga, Baldry, Sarshar & Newton (2002), there is no best approach 

to research, however it can be carried out in a variety of situations. The objectives and 

needs for the specific research play a major role in the choice of research approach. The 

different research approaches will be discussed below. 

3.1.1 Inductive approach 

While the deductive concentrates on testing data in order to analyse the consistency with 

prior research (Thomas, 2006). Moreover, it evaluates the truth behind theories by making 

use of observations and instrumentation (Lewis-Beck, Bryman & Liao, 2003). The 

inductive approach refers to a way of extracting raw data to analyse themes and concepts 

out of these (Thomas, 2006). Moreover, theories and hypotheses are built through the 

inductive method as it starts from empirical observations which are elaborated on further 

throughout the study (Patton, 1987). 

The Inductive approach has been applied in this study as theories are used together with 

empirical data consisting of in depth interviews. Concepts have been identified in 

the  theoretical chapter and these will be analysed with the empirical observations. 

3.1.2 Qualitative  

The notion of qualitative and quantitative research methods have been discussed over the 

past centuries (Bryman, 1984). Quantitative methods are often carried out in forms of 

surveys and are quantifiable in terms of numerical data. However, in this thesis we have 

used qualitative research method which differs from the quantitative method. In 

qualitative methodology, the sine qua non 1is how the social world is seen from the actors 

view, hence, there is a higher involvement of the researcher (Bryman, 1984).  Qualitative 

 
1 Sin qua non: something absolutely indispensable or essential 
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research is set on exploring unexpected findings and it is based on interactions (Bryman, 

1984). There are three types of data collections which are in-depth, open-ended 

interviews; direct observations and lastly open ended written documents (Patton, 1987). 

In this study, we will conduct in-depth interviews in order to extract as much information 

as possible from the interviewees. Qualitative methods offer rich process descriptions that 

direct the researcher to focus on more than one theoretical perspective (Doz, 2011). 

 

3.2 Research strategy 

A case study is a research strategy which has been applied to this research paper. As this 

paper focuses on a large organisation in Sweden, a case study ought to be the most suitable 

option. Case studies have been used widely in documenting implementation processes, 

however, it can also be used in order to analyse outcomes of a specific case (Yin, 2011). 

Case studies become valuable especially when wanting to analyze the differences of 

variances from one setting to another or perhaps from one experience to another (Patton, 

1987). 

A case study supports the idea of conducting in-depth research about a particular company 

which supports the researchers by focusing on one problem.By choosing a case study in 

research, a phenomenon is studied through various data sources which enables to analyze 

the phenomenon through multiple lenses rather than one (Baxter, & Jack, 2008; Patton 

1987). Moreover, by focusing on multiple perspectives, the researchers do not solely 

focus on the opinion of one individual, however a group setting and how people interact 

with each other becomes important (Tellis, 1997).  

A case study has been used for this study as it is an appropriate measure as it focuses on 

one global company. In this way, we try to extract as much information about one 

company only and intend analyze the problem statement within this company. 
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3.3 Data collection 

The purpose of this study is to gain a thorough understanding of how people from 

different ethnic backgrounds develop knowledge and moreover how knowledge is 

managed in an organisation. The chosen research design is based on a qualitative 

approach in order to analyse how employees from different ethnic backgrounds work 

together. Choosing this strategy will help us to understand working patterns, moreover 

both managers and employees will be interviewed so that different perspectives can be 

analysed. The purpose of the chosen data collection is aimed to provide insights on the 

employee’s opinion when it comes to diversity at the workplace. In order to analyze these 

patterns, we have made use of primary and secondary data.  

3.3.1 Primary data  

According to Patton (1987), informal conversational interviews, general interview guide 

and open-ended interviews are different types of ways in which interviews can be carried 

out during research. In this case, we have chosen open-ended interviews as it allows 

participants to answer as thoroughly as possible. Making use of this structure gives the 

respondents the opportunity to express their complete viewpoints and it provides 

researchers with a large amount of information (Turner III, 2010). 

In-Depth Interviews were conducted in order to gain as much information as possible 

during the interview. Each Interview took approximately between twenty five to one hour 

with every employee and the interviews were held individually which each person. 

This study is based on a case study focusing on a Swedish company called Sandvik. The 

company was chosen because firstly it is located in Sandviken which is close to our 

University in Gävle which would simplify the face-to-face interviews for us. Secondly, 

we wanted to focus on a global company where we knew that we would be able to find 

ethnically diverse people. Thirdly, as most researchers know, it becomes difficult to find 

organisations that are able to devote time to researchers, and therefore Sandvik was 

chosen through our network. Ten employees from different ethnic backgrounds were 

chosen as it provided us with the most insights about diversity at the workplace. Our 

contact person was the global compensation and benefits manager of that company, 

accordingly we sent him a company letter and our research proposal in order to see if our 

topic would be accepted by him. The company letter included information about the 
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research topic and moreover it states the possibility for the employees to remain 

anonymous during the interview. After holding multiple conversations on the phone with 

the global compensation and benefits manager, we were told that 10 employees have been 

shortlisted for us that come from different ethnic backgrounds. Thereafter, we were 

connected with the 10 chosen employees that agreed to be interviewed. We sent emails 

to employees in order to schedule appointments for the interviews, thereof 8 agreed to 

meet us in person and one preferred to hold the interview over a phone call and the last 

person responded to our interview questions via email. 

In Appendix 2 the details about the interviewees have been listed, showing the details 

about the individual, which working position the person holds and the length of the 

interview in minutes. The nationality is important as the topic of our research is based on 

ethnic diversity, gaining information from ethnically diverse people is beneficial and 

provides further insights about the organisation, nevertheless, due to the anonimity of 

certain respondents we had to leave out the nationality of some respondents. Additionally, 

the job position is mentioned as every person has a different title and the table shows the 

managerial vs. non managerial positions. The working experience for the company itself 

in years has been listed as it is important to know how much experience an employee has 

at that particular organisation. 

Upon meeting the interviewees, each person was informed about the option to remain 

anonymous during the interview. Each interviewee received the interview questions in 

advance so that they could prepare in advance and ask us any questions if necessary. 

Moreover, we asked each interviewee if we were allowed to record the entire conversation 

as we would use it in order to transcribe the interview later on. Before starting the 

interview, we introduced ourselves and presented the interviewees with background 

information about ourselves and explained the aim of our study alongside with what we 

intend to do with this research. For all the interviews we both were present at all times. 

One was conducting the interview whilst the second person was observing the respondent 

and penning down the answers 

At the end of each interview, we informed each respondent that we could provide them 

with the results of our study once our dissertation has been approved and published on 

the Diva Portal. Moreover, we kept in touch with the interviewees via email after 

conducting face-to-face interviews in case we had follow up questions. 
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As mentioned above, the other two interviews were held over E-mail and one over a 

phone call. These respondent also received the interview questions in advance. The 

Interview over e-mail was simply answered on the same document that was sent to the 

respondent. The over the phone interview was similar to the face-to-face interviews, we 

asked the respondent the questions that were sent in advance and we took notes and 

recorded the interviews so that it could be transcribed later on. 

 

3.3.2 Secondary data 

Secondary data can be defined as data that has been collected by other research in the 

past, however used for other purposes such as in statistics, records or other accounts (Hox 

& Boeije, 2005). Researchers widely make use of secondary data, and it becomes 

beneficial for others as the data collection that has been carried out by one researcher 

becomes available for others in a timely manner (Heaton, 2005). The key to secondary 

data is to apply theoretical knowledge by using existing data in order to answer the 

research questions (Johnston, 2017). 

The internet is another source of information, however in order to use if effectively, the 

user must use the appropriate keywords (Hox & Boeije, 2005). When secondary data is 

used, the quality of the information is important, therefore often tables explaining the 

operationalization are developed in order to explain the study purpose in connection with 

the data collection in depth (Hox & Boeije, 2005). 

The corporate website of Sandvik ( www.sandvik.coromat.com) was used in order to gain 

background information about the company. Additionally, a company presentation was 

provided to us which helps in understanding how the company operates. 

3.3.2.1 Literature  

The interview questions which can be found under Appendix 1 have been developed after 

composing the Literature Review chapter. The literature was found on online library 

sources, firstly we made use of the University of Gävle library online platform in order 

to search for scientific articles and books. Secondly we used Google scholar in order to 

read additional scientific articles that are relevant to our research area. In order to find 

relevant articles, we used keywords such as : “Ethnic Diversity”, “Knowledge 
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Development”, “Knowledge Sharing”,”Sustainability AND Diversity”, “Ethnic Diversity 

AND Knowledge development”, “Social Sustainability”, “Managing shared knowledge” 

in the search options. 

3.3.3 Operationalization 

In order to understand how the interview questions are related to the theory, we have 

developed a table about the operationalization. The first three questions aimed to 

understand how important is sustainability for respondents especially ‘social 

sustainability’ which was specific to diversity. To ensure that we do not impose our 

understanding on respondents, open ended questions were structured which will give us 

a better understanding if social aspect of sustainability is also important for Sandvik. The 

later questions focused on our topic specifically and listed in a way that made it easier for 

the respondents to understand the connection between different sections of questionnaire. 

The table is aimed to show how the interview questions help to connect the theoretical 

findings and the interviewees answers with in correlation with the concepts. 

Table 1:Operationalization 

 

Interview 

Question 

Number 

Concept Theoretical link Motivation 

Interview 

Question 1 

Social 

Sustainability 

Hopwood et al. 

(2005) 

 

Dillar et al. 

(2008)  

To understand how organisations work with 

sustainability and the importance of it. 

Interview 

Question 2 

Social 

Sustainability 

(United Nations, 

2019) 

(Wentling & 

Palma-Rivas, 

1998) 

Cho et al. (2017) 

 

Understanding if Sandvik is diverse and how this 

plays a role within sustainability 

Interview 

Question 3 

Social 

Sustainability 

Smallbone et al. 

(2010) 

To understand specifically if Sandvik 

incorporates Ethnic diversity and if they work 

with different nationalities 
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Interview 

Question 4 
Ethnic Diversity Kitching & 

Athyade (2010)  

Understanding if diverse employees have an 

impact on the outside world 

Interview 

Question 5 

Ethnic Diversity Glavas (2012) Understanding whether Sandvik cares about the 

employees or if it is only for the sake of PR 

Interview 

Question 6 

Ethnic Diversity Empirical results In order to understand if Sandvik goes out of its 

way in order to implement and work with ethnic 

diversity 

Interview 

Question 7 
Ethnic Diversity Empirical results Understanding the work culture of Sandvik and 

if there is any specific approach that has to be 

taken when it comes to ethnically diverse people 

in terms of culture. 

Interview 

Question 8 

Knowledge 

Development 

Al-Qadhi et al. 

(2015) 

Understanding whether diverse group lead to 

knowledge sharing or not. 

Interview 

Question 9 

Knowledge 

Development 

Nonaka & 

Konno (1998) 

Understanding the components of knowledge 

sharing and what the benefits are 

 

Interview 

Question 10 

Knowledge 

Development 

Nonaka & 

Konno, (1998) 

The background of knowledge and how it is 

created, how other people can benefit from it. 

Interview 

Question 11 

Knowledge 

Development 

Nonaka & 

Konno (1998) 

Whether formal setting or informal setting are 

more beneficial for employees 

Interview 

Question 12 

Knowledge 

Development 

Ojha, (2005); 

Lin, (2007) 

Understanding the problem when it comes to 

knowledge sharing 

Interview 

Question 13 

Managing 

Knowledge 

 

Lauring (2009) 

Understanding whether knowledge sharing is an 

issue at an organisation or not. 

 

Interview 

Question 14 

Managing 

Knowledge 

Al-Qadhi et al., 

2015 

What can be done in order to manage the 

knowledge sharing process 
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3.4 Data Analysis 

According to Sutton & Austin (2015), in qualitative study it is the respondents views and 

opinions that needs to be analysed. The answers and the further research should reflect 

respondents approach towards that particular topic. So, the data, which is collected 

through interviews and observations gathered during the time of conducting an interview, 

is coded into 3 different components of our theoretical framework. Ethnic Diversity, 

Knowledge development, and Solutions for Managing Knowledge Sharing, which are 

further divided for an in depth understanding and explanation. Once the data was 

collected, the recordings were heard again to ensure that the complete interviews were 

scripted word by word to guarantee that the results reflect only respondents views. 

Furthermore, 2 of the questions in the interview were based on ranking where 1 being the 

lowest and 5 highest. The results of these questions are presented in the form of bar chart 

where respondents answers are marked according to the ranking given by them. The 

questions were reviewed thoroughly to ensure that we are able to extract the answers for 

our research questions and yet back them with allowing respondents to further elaborate 

and explain their answers.  

3.4.1 Transcript of records 

Sutton & Austin (2015); Stuckey (2015), mentions that transcription of data is the most 

difficult step as it forms the basis of the conclusion and further research. Understanding 

and transcribing exactly what the respondents say and mean is extremely important 

because it is their side of story that shall be presented.  

In every interview, we both were present where one was conducting the interview whilst 

the second was recording the interview, scripting the main points and observing the 

respondent. Once the interview was over, the recording was played again and scripted to 

ensure that nothing that was said by respondent is missed out.  

According to Sutton & Austin (2015), if the researchers feel that respondents are not 

having difficulty to understand or respond to any specific question, the researchers should 

try to elaborate their questions further until the respondent understands exactly what the 

researcher is trying to ask. Following the same approach for some questions we elaborated 

some questions further so that respondents are clear in what direction the research is being 

carried out. Also the questions were designed to be an open end so that respondents are 
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given a fair chance to explain their views and opinions, including their personal life 

examples.  

3.4.2 Coding 

The coding process including categorizing the interview results. This means that the main 

concepts were identified and thereafter organized in order to match the concepts. 

According to Stuckey (2015), coding scheme should be based on real study and the 

observations are correctly understood by the target readers. The entire pattern should be 

connected to the aim of the study.  

We identified the main themes of our study and the keywords that backs up the research 

and then coded the data according to responses received by the respondents. It allowed 

us to focus on the our purpose of the study and reach the analysis by understanding 

different points of views and ideas of each respondent.  

 

Table 2: Coding, source: own 

 

Coding Themes Discussion Headings 

Core installment 

Top level/ high on the charts 

Part of every strategy 

Social sustainability as the 

main pillar 

Incorporation of Sustainability Role of social sustainability at 

SANDVIK 

Helps sustain a global company 

Critical factor 

Different views 

Opportunity for tolerance 

Importance of Diversity in terms of 
sustainability 

Allows different perspectives  

Contributes to sustainable 

environment 

The contribution of ethnic  

diversity 

Employees portfolio is 

potentially strong 

Impact on company image Ethnic Diversity 



 

 

 

32 

Socially exposed 

Good Public Relation (PR) 

Promotes respect & honesty 

Fair play indebted in core 

values 

Equal opportunities 

Steps taken towards ethnic 

inclusion 

Core values remain the same 

Creates a lot of dynamics  

Influence on culture 

 Different perspectives 

Different experiences 

Diversity in connection with 

knowledge 

Knowledge Development 

 Individual behaviour Individual growth through 

knowledge 

 Creativity How knowledge is created 

 Equally important Training programs vs. Knowledge 

sharing 

 Communication  Potential barriers 

 Extremely important  Importance of managing shared 

knowledge 

Manage Knowledge sharing 

Formal & informal tools Possible solutions 
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3.4.3 Truth Value 

It is essential to ensure that the answers are not biased or manipulated, in fact a valid 

explanation like sharing personal experiences or elaborating their point of view can 

enhance the validity of the research (Noble & Smith, 2015). The research was conducted 

to understand the link between knowledge and ethnically diverse workforce for which 10 

employees were selected who were ethnically diverse. All the respondents were given an 

option if they want to remain anonymous or if we could use their names. This helped 

respondents to share their point of view more openly without any hesitation of their names 

being used in the report. We also tried to elaborate our questions and encouraged our 

respondents to share their life experiences in our research context and gave them a fair 

chance to talk about the topic in as much detail as they want. This gave us an in depth 

understanding because we could connect as to why a specific respondent is giving any 

statement.  

 

3.4.4 Consistency 

In all the interviews the same questionnaire was used for conducting an interview. 

Respondents were from varied departments,holding different positions in Sandvik, which 

gave us a broader perspective about our research area. Once the date of interview was 

decided we sent the questionnaire to our respondents for giving them enough time to 

prepare and also if they have any further questions regarding our topic. Before the start 

of each interview, all the respondents were given a brief description about us and our 

topic. Also the purpose of our research and how this date will be used was elaborated to 

all respondents to clear out any further confusions. We also confirmed that once the 

research will be completed, a copy will be shared with every respondent so that they can 

read through our research. According to Noble & Smith (2015), there should be clarity in 

research area and methods used to conduct the research as this enhances the reliability of 

the research paper. Furthermore, the responses should only present the respondents point 

of view and not be changed to prove researchers point.  

The same approach was used in our research as all the interviews were recorded and the 

further parts only present respondent answers which were further used to reach a 

conclusion.  
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3.5 Limitations of the study  

We were faced with some constraints in the company for access to its employees since 

most of the people had time issues and some of them were not willing to participate in 

our survey and thus we had to focus on a limited number of employees. Therefore our 

survey and analysis are not based on a large sample but we had a chance to interview 

people from different departments holding different positions. Another constraint which 

we faced was limited time due to which we were not able to spend much time in the 

company for further observations and analysing their work processes and attitudes related 

to our topic.  

Furthermore, since our topic refers to a new concept, though getting popular with the 

passage of time, companies are still in growing phase with respect to the social aspect of 

sustainability.  

Additionally, we were not able to contact two interviewees after conducting the interview, 

as we wanted to ask further questions. Therefore, the empirical results are missing the 

input of two individuals for two questions. 
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4. Empirical Study 

4.1 Company Background 

Sandvik company came into being in 1862 by its owner Göran Fredrik Göransson for 

steel production on an industrial scale. Initially the company went on manufacturing steel 

drilling equipment for several years and continued with R&D in the same field. Following 

the continuous progress of the company, it introduced three business areas amongst which 

Sandvik Coromant was one of the unit (Sandvik, 2019).  

Sandvik Coromant was founded in 1942 and employs 8200 people in 150 

countries  (Sandvik Coromant, 2019). “Sandvik Coromant is the world’s leading supplier 

of tools, tooling solutions and know-how to the metalworking industry.” (Sandvik 

Coromant, 2019). The company constantly strive to innovate and improve its products, 

solutions and methods. Innovations for Sandvik Coromant is the base for its all future 

endeavors (Sandvik Coromant, 2019). 

Sandvik tries to work towards a more sustainable future as they are aware of the footprint 

that is left. The aim of the company is to continuously innovate with incorpating 

sustainability at every stage for which it has identified four main areas, (circularity, 

climate change, safety and fair play) which will be their focus in terms of promoting 

sustainable business.  

“We see sustainability as an opportunity for new innovations and new ways of working 

that will drive efficiency and productivity, open new markets, support our customers and 

help us sustain long-term growth,” says Björn Rosengren, President and CEO of Sandvik 

(New sustainability goals for Sandvik, 2019). Sandvik strives to get all its employees on 

board and work towards achieving sustainability as it’s a challenging goal for which 

everyone’s participation is necessary.  

 

 



 

 

 

36 

4.2 Sustainable Development 

In order to investigate how Sandvik works with sustainability, the first interview 

questions are based on sustainability and thereafter move towards the specifics of ethnic 

diversity. The details about the respondents can be found under Appendix 2. 

4.2.1 Sustainability 

When asking the interviewees how Sandvik works with sustainability and how it is 

incorporated in its future goals, nine out of ten respondents expressed how sustainability 

is important at the company. Sustainability is the core instalment as both internally and 

externally, Sandvik tries to be sustainable according to R10. 

Sustainability can be seen at the top level as expressed by R2, and in every company 

presentation, the topic of sustainability comes up, the company presentation was also 

mentioned by R4. Moreover, it serves as a driving force to continuously work in a 

sustainable way. Additionally, R2 refers to the aspects of Planet, Profit and people as 

Sandvik works with all three of these aspects and the company invests a lot in developing 

people. R5 also states that Sandvik incorporated all three aspects of sustainability, 

however, it is done in a broader perspective as Sweden is the smallest market for Sandvik. 

Sustainability is part of every strategy and now the company has people working in roles 

specifically with sustainability. Nevertheless, according to R6, not all areas of 

sustainability are covered. Sandvik definitely tries to reduce the footprint but the company 

cannot claim to be environmentally friendly too much because what the company does is 

not environmentally friendly. The company does try to implement ways in order to make 

the products that are products more environmentally friendly. R10 mentioned that 

recently a strategy sitting was held where the topic of sustainability was discussed and 

what an individual can do to contribute to sustainability. Nevertheless, this is not a mature 

company 

Some of the sustainability goals are being met and the company is doing quite well but 

perhaps the importance of sustainability in the everyday life has not been grasped by 

everybody according to R8. Both people and environmental aspects are incorporated at 

Sandvik when it comes to sustainability according to R7. 
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R1 mentioned that the social aspects of sustainability is one of the main pillars and 

Sandvik has a culture of innovation, moreover the respondent mentioned that it is part of 

the Core Values and therefore contributes to how the company can be more competitive 

in a global market. When it comes to the social aspect of sustainability, R6 also mentions 

that every two years Sandvik sends out a survey called ‘employee management’ which is 

targeted  to help employees to develop themselves, however, this part may not be fully 

executed yet and it is more theoretically based. 

Therefore, sustainability is high up on the charts, however R8 was unsure whether the 

intentions of being and becoming sustainable are correct and she wondered whether these 

are genuine.  

 

4.2.2 Diversity 

In order to understand how diversity works at Sandvik and what the employee’s thoughts 

are about this topic, the next interview question was aimed at understanding further 

information and thoughts about this. 

First of all, most respondents agreed that Sandvik is ethnically diverse; however, one 

respondent claimed that there is no connection between diversity and sustainability. R3 

claimed that both these aspects were important, however according to that person a 

company does not need diversity in order to achieve sustainability. 

Other respondents such as R4 stated that:  

“What happens especially when it is a big global company, you have global clients, 

global tracks, so then if you have more diversity what happens is that you get all those 

different aspects in your thinking, in your company and I think that definitely helps sustain 

a global company at least.” 

A global company needs to be ethnically diverse, according to R5, in order to grow then 

a company has to be sustainable, and therefore diversity is important. Especially at 

Sandvik, the people believe in that, and they follow it to the core in terms of people 

coming from different backgrounds working in Sweden. Diversity is a critical factor 

because without it the company cannot succeed. According to R10:  
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“Because it means you will, if you are not prepared to take in people from different 

cultural backgrounds, you will sink.” 

 Diversity is very important as everybody has different views when it comes to hiring 

because there are often stereotypes in different kind of age, skin colours, race and more, 

nevertheless, Sandvik does not have these kind of prejudices according to R6. Moreover, 

diversity contributes to understanding and it is an opportunity for tolerance. It allows to 

gather more ideas according to R8 and people from different backgrounds contribute 

much more to the organizational goals. Moreover, R8 mentions the Sustainable 

Development goals (SDG’s) from the UN, diversity is important. According to R1, 

diversity brings diverse experiences, backgrounds, cultures and, competencies.  R7 

claims that Sandvik does a lot in terms of diversity as they work with a lot of companies 

and organisations but moreover, they work a lot with local organisations as well. 

Therefore, the majority of the respondents were aware of the diversity aspects related to 

sustainability and most of the individuals connected diversity with ethnic diversity. 

 

4.2.3 Ethnic Diversity 

Ethnic diversity is a driving force at Sandvik, that’s why Sandvik Coromant is the leader 

in its own domain according to R2 Sandvik welcomes people from different cultures and 

backgrounds, they work with that a lot, not only culture but gender as well and at higher 

positions, according to R7. Ethnic diversity can be seen and it is a centre part of Sandvik 

and the ethnic diversity is obvious according to R10. Thinking processes are different 

within ethnic diversity. R4 gives an example of problem solving, as people coming from 

different backgrounds have different ways of thinking and therefore, different solutions 

can lead to seeing things from a different angle. Therefore, according to R4 , ethnic 

diversity contributes to a sustainable environment. The prospects are different as it 

challenges the existing core processes every time when new people are brought in, 

according to R5. Ethnic diversity works towards a better understanding of different 

perspectives. Sandvik is a global company and it works in many different countries and 

Sandvik plays a big role because of its varied employee force. R8 claims:  

“Companies cannot be successful if they do not pay attention at different cultural 

backgrounds.” 
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The respondent claims that the hierarchy is very homogenous and that says a lot about 

the company because there is not a woman at a higher position that comes from a different 

ethnic background, at least at the location in Sweden. According to R9, the ethnic 

diversity could be improved, the trend is going up which is a big accomplishment for 

Sandvik. 

Nevertheless, R6 claims that you don’t really see the ethnic diversity at the company and 

that Sandvik is a money-making company. R3 repeats that there is no connection between 

ethnicity, diversity and sustainability. They are two different subjects when it comes to 

diversity and sustainability. Therefore, eight out of ten respondents do see the ethnic 

diversity as a visible at Sandvik, however two respondents do not have the same 

perspective about that. 

 

4.3 Ethnic Diversity 

Sustainability is a core part of Sandvik in terms of planet, place and profit. However, to 

understand Sandvik’s approach towards ethnic diversity, the second part of interview 

questions focus on ethnicity and the impact on Sandvik image and culture. This part of 

the interview also sheds light on how Sandvik works with ethnic inclusion.  

 

4.3.1 Company Image  

The first question was to inquire about how a company’s image is affected by having a 

diversified employees’ portfolio for which majority of respondents agreed that it exhibits 

only a positive image of a company in society. However according to R7, diverse 

employees’ portfolio is more potentially strong for company and is not sure if it leaves 

any image on society as it could be both depending on the way an individual perceives. 

R3 also mentioned that specifically the image can be affected both ways, not important 

that it will be only positive, however, diversity can bring minds in the company and 

emphasizing on inclusion can keep the company go a long way. According to R5 it allows 

companies to be more socially exposed and it gives good PR. With a company having 

diversified employee portfolio is more inviting for minorities and foreign people as stated 

by R5. 
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Moreover, the second question was an extension of the first one and focused more on 

company’s intention toward diversity which was how a diversified workforce can be 

beneficial for a company or is it mostly adopted for maintaining company’s positive 

image. 

There were mixed responses for this question. R2 mentioned about the normal working 

tenure of people in Sandvik ranges from 10-20 years, which further clarified that the 

concept is not adopted only for company’s image, but it understands the importance of 

sustainability. Total of 4 respondents out of 10 agreed with R2 that Sandvik understands 

sustainability concept which eventually leaves a positive image. So, it is positive for each 

other and goes both ways. 

Sandvik is working towards diversity but for now they have it more in theoretical aspect 

than in practical. R3 claims; 

“I don't really know how to say exact because with Sandvik I see more on paper and less 

in action.” 

Sandvik does take steps for diversity and have well diverse employee portfolio but in 

particular with ‘ethnic diversity’ it is mainly for image. Sandvik International Club is for 

international employees and not just people who are ethnically diverse which was 

elaborated by R8. R1 believes that diversity could be a potential factor influencing the 

company image. Nevertheless, the company’s goal is to benefit from the employees by 

giving them the opportunity to grow and once knowledge is inside the company it should 

be “borrowed” in order to benefit from it. 

 

4.3.2 Inclusion 

Sandvik cares about its employees and promotes respect and honesty within the company 

where Fair Play in indebted in the core values. Sandvik understands that they work with 

different people and ensuring safety for its employees is extremely important due to which 

they have introduced Psychological safety that is for everyone present in the company. 

Due to so many diverse people working under the same roof, everyone mindset is 

different, however Sandvik is moving in the right direction but is still far way behind. R3 

mentioned that it depends more on the team leader one is working under and the 
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individual is more important when it comes to treating people from different 

backgrounds. 

Sandvik works with inclusion to enhance the collaboration of employees from different 

countries working as a team but as R4 mentions that it depends on culture to culture. In 

some parts of the world people are shy to speak whereas in other countries people prefer 

to put forward their point of views. To explain this further, an example was quoted which 

compared people from USA who are extrovert whereas people from Asia tends to be shy. 

Sandvik being a global company has to have employees from all around the world and 

according to R5 the company does not hire people because they have to instead it is based 

on ones’ competencies because Sandvik provides equal opportunities to everyone. 

Sandvik take initiatives to make people feel comfortable for which they have Sandvik 

International Club. 3 out of 10 respondents appreciate this initiative and share their 

thoughts of how it allows all the international people to socialize. R10 in fact shared his 

personal experience of when he came to Sweden and the way his manager helped him not 

only officially but with things outside work as well. 

Sandvik is around 75 years old company in which making changes does take time. They 

have started working in the area of sustainability and introduce several programs like 

Diversity and Inclusion program but as R10 explained that they are very immature and a 

lot more needs to be done in this area. 

  

4.3.3 Impact on culture of an organization 

Culture is an important part of any organization and Sandvik being a global company 

cannot survive without adapting to the cultures where it operates in. 8 of the respondents 

agreed that when you work with people from different backgrounds and have your 

company in different parts of the world than the culture of one country cannot be 

implemented. Sandvik is becoming more proficient in understanding culture and strives 

to find a common ground as mentioned by R2. 
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The culture of Sandvik has changed with more ethnically diverse people joining the 

company however, the core principles remain the same regardless of the country they 

operate in. Sandvik in each country adopts different principles but its core values remain 

the same. Nevertheless, Sandvik incorporates more universal approach where it is 

accepted in every country which was further elaborated by R5 by mentioning the use of 

English language. 

With ethnically diverse people working together, it allows different angles and 

perspectives within the company and thus creates a lot of dynamics for the company. 

Sandvik has a lot people who belong from different ethnical background which allows to 

hear and understand the way of thinking of different people and thus with different minds 

working together more sparkles are created. However, R8 had a different point of view 

towards culture and ethnic diversity and states that especially ethnically diverse people 

has no influence on culture, and it is more of people that adjust to the existing culture. It 

all comes down to individual with what R3 even agreed. 

 

4.4 Knowledge Development 

The topic of knowledge development was investigated in the interviews in order to 

understand what creates knowledge and moreover what kind of benefits employees can 

gain from this 

4.4.1 Knowledge Creation 

Diverse working teams coming from different backgrounds lead to different experiences 

and perspectives which, moreover, can impact the creativity of employees according to 

R1. When there is an exchange from both sides from ethnically diverse people, knowledge 

is created. R2 also mentions that creativity is something that could be a result from 

knowledge between diverse people. 

According to R4, Knowledge is improved when it comes to people from different 

backgrounds, because everybody has the same problem, but it is seen from different 

angles, and strengths from different people will help with knowledge. Nevertheless, you 

have to have a good culture around it and you learn from different experiences.  
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R5 claims that: “bringing two different people from different backgrounds bring 

perspectives, and that different perspectives on a business level, on an idea level it 

influences a lot. To challenge the traditional way of thinking, to challenge the existing 

concepts, so I think its really important.” 

The way of thinking changes with different people because you see the gaps and 

perspectives much broader as stated by R7. Universities in different countries focus on 

different topic which means that people from different countries bring different 

knowledge. R10 claims: “So I think if you mix that, you can benefit out of that because 

you can use the strengths out of each and every topic. How you learn, how you act, how 

you teach and how you work.” 

The interviewees were asked which concepts are applicable when it comes to knowledge 

sharing. The ranking started with the number one by being the lowest meaning it is less 

applicable and five being the highest which means it applies to a high extent. The table 

below reflects the data that was gathered. 

Figure 5:Knowledge creation, source: own 

4.4.2 Knowledge sharing 

Diverse working groups lead to sharing knowledge by learning more about each others 

culture and way of working which is the best things that people can offer, in that way 

people adopt what another one does better. People from different backgrounds think in 

different ways. 
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R2 claims: 

 “We share our best practices. It is about thinking outside the box.” 

R4 agrees with the fact that diverse groups lead to knowledge sharing, however it is 

important to have a leader involved to ensure that everybody is sharing their knowledge. 

Whereas R6 is not sure whether diversity improves sharing knowledge and it comes down 

to the individual personality. R7 also claims that knowledge is always shared by default, 

but it is nor sure whether diversity increases this. The more diverse backgrounds there 

are, the larger the pool of ideas are, however, R8 mentions that different ethnic 

backgrounds do not deliver different dramatic results. Homogeneous groups share 

knowledge just as much according to R9, and there is no connection between diversity 

and knowledge sharing in particular. 

4.4.3 Training programs 

R1 claims that training programs can help, but nothing like living the immersion and dive 

deep into the experience helps to get the best of it when it comes to knowledge sharing. 

Sandvik is mixing programs with training from classroom session to practical where they 

utilize different people to train, not only one set of people. 

Five Interviewees claimed that both training programs and working in ethnically diverse 

groups helps in the knowledge sharing process. However, R10 claims that: “Usually when 

you are grouped together, you are passionate about the same topic. Which tends that it 

flowers up and it blossoms into something that you can actually feasibly touch and work 

with.” Nevertheless, a mix of both training programs and the experiences of people is the 

best. 

R6 claims that: “Training gives the general knowledge and then you can work with others 

and learn how to do it differently” 

4.4.4 Barriers 

R2 claims that there are only positive sides to barriers, for example when it comes to 

language problems in communicating with others, it only stimulates creative ways in 

order to communicate which helps personal development, the respondent claims that: 

“The only barrier is your own self.” 
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According to R3, Individual behaviour is the most important barrier as well, because they 

all have different perceptions, education and own experiences which can go further down 

to a lot of reasons with their mindset. R4 also mentions that individual behaviour is 

important because you have to be proactive in you own sense. Moreover, language and 

culture are barriers because people that are not fluent in that language, then they might 

feel uncomfortable in a group. It is also the leaders group to ensure that this is reduced.  R5 

also mentions that it comes down to the personality because some are introverted and 

others are extroverted, one must understand how people work. The atmosphere of the 

team needs to be visible in order to enable sharing knowledge, different cultures or gender 

do not affect this problem in particular according to R6. 

R9 mentions that there are a lot of barriers, as people from Asia, for example, are very 

shy and the language as well, because many people think that their English is not good 

enough when in fact it is. Moreover, the respondent mentions the Scandinavian term of 

“Jantelagen” which means that one is not supposed to feel superior than another and one 

should not stick out. 

The company strategy together with the hierarchy of the management and leadership are 

the number one barrier according to R10, the interviewee claims: “Because in the end, 

the human person is a group animal. So we are a group animal, we need to be led in 

groups, we need to have a leader, and a leader needs to lead the way, and it has been like 

that since like a long time ago. It's in our behaviour, so behaviour wise, that's the honest, 

my true opinion. That's how you can change the world, by really good leadership.” 

4.5 Managing shared Knowledge 

The last section of the interview questions consisted of 2 questions where the first one 

focused on, whether managing knowledge sharing is important according to respondent’s 

opinion for which all the respondents had the same answer with further additions. 

Everyone agreed that managing knowledge sharing is equally important, however 

according to R2 knowledge is very well shared in Sandvik and there is always a person 

available to help an individual. 

Respondents believed that there is a lot of documentation for knowledge in Sandvik but 

due to work pressure there is less attention paid in this particular area as explained by 

R10. Sandvik understands the importance of knowledge and so do the people working in 
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Sandvik. According to R2, if a person does not understand anything, they can book a one-

day session as well. 

With a diverse workforce there is a lot of knowledge shared which should be preserved 

by the company in order to take advantage of longer tenure and can be used as a guidance 

for the future. In R8 opinion, Sandvik should incentivize people to motivate them for 

sharing more knowledge and provide knowledge of sharing knowledge to employees in 

the company. 

Sandvik core business is in manufacturing technical tools due to which the manpower 

hired comprises of technically sound people who are experts and specialize in their field 

and thus has a potential of sharing high value knowledge. However, managing knowledge 

is a whole big topic and yet difficult to take full advantage because knowledge is not 

quantifiable as expressed by R5. 

 

4.5.1 Solutions to manage knowledge sharing 

The last question of our interview was to understand how Sandvik manages knowledge 

sharing for which certain tools were mentioned and respondents were asked to rank them. 

The ranking started with the number one by being the lowest meaning it is less applicable 

and five being the highest which means it is highly used by Sandvik to manage knowledge 

sharing. Also the respondents were asked to share if there are any other steps that Sandvik 

takes to manage knowledge sharing. The table below reflects the data that was gathered: 
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Figure 6: Solutions to Manage knowledge sharing, source 'own' 

 

According to respondents the first three factors were important and are also used by 

Sandvik for managing knowledge sharing and 3 respondents added organizational culture 

as another tool for managing knowledge sharing and the ranking indicates that Sandvik 

does promote a knowledge sharing culture. However, training programs were ranked 3-4 

by most respondents whilst for others it ranked low especially for R6 who mentioned that 

there are less training outside the work scope. Management tools however had the highest 

ranking compared to the other tools. 5 respondents ranked it higher stating that Sandvik 

has many management tools and platforms for knowledge sharing, but 2 respondents also 

mentioned that because of having too many tools it makes it difficult to understand which 

one is most efficient or used by more people within Sandvik.  

Furthermore, for equal opportunity the ranking was also high as respondents agreed that 

everyone gets a fair chance in the company to speak up and share their views but R6 had 

a slightly different opinion explaining that its not the same for everyone.  

However, R8 had a completely different opinion regarding training programs and 

management systems and gave 1 for training programs and close to zero for management 

systems. She further elaborated with a reason that Sandvik training programs are more 

one sided and thus do not enhance knowledge sharing between employees as it is more 

about official work and with management systems because too many tools makes it more 

complicated for users. 
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5. Discussion 

In this part of the paper, empirical findings are connected with the theoretical 

discussion and will be analysed reflecting the main terms used in the paper.  

This study is interesting from both theoretical and practical perspectives. Knowledge 

sharing has always been considered as a core aspect for organizations and managing 

knowledge sharing is equally important as knowledge development. This study focuses 

on knowledge development from people belonging to different ethnical backgrounds 

along with barriers for sharing knowledge and possible solutions to enhance knowledge 

sharing.  

 

5.1 Sustainable Development 

The importance of sustainability has shown to be prominent with the issues found related 

to the population and its future (Hopwood et al., 2005). In order to investigate whether 

the sustainability concepts are incorporated by Sandvik or not, the interview questions 

were aimed at answering this topic. The majority if the interviewees expressed how 

sustainability is on the top level of the company and the employees are aware of the 

concept of People, Planet and Profit as every company presentation talks about 

sustainability. According to Kumar et al. (2012), the importance of sustainability will 

grow even more in the future and every company will implement sustainable practices. 

Nevertheless, many companies are still reluctant towards incorporating sustainability as 

most companies focus on making money (Revell & Blackburn, 2007). A global company 

such as Sandvik, expresses major concerns when it comes to sustainability as they are 

aware of the fact that their production sites are harmful to the environment. At Sandvik, 

most of the sustainability goals are being met, nonetheless this concept has not been 

grasped by everybody. Therefore, sustainability is a core value at Sandvik, however, as 

many other organisations, there are more actions that could be taken in order to become 

more sustainable and, especially when it comes to the social aspects, people should 

become more aware of it. According to Sharma et al. (2010), sustainability has to be 

incorporated in order to achieve its goals. Therefore, the company takes a lot of actions 

in showing the importance of sustainability, however, not every employee understands 

the issues related to sustainability on all levels especially when it comes to the social 
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aspects, nevertheless, other employees are highly aware of the sustainability aspects and 

the importance of these. 

When taking the UN SDG (Sustainable Development Goals) from 2019 into 

consideration, it becomes imperial that diversity is one of the aspects that can’t be 

overseen (United Nations, 2019). Diversity leads to an improvement in the organizational 

goals. Therefore, the employees are very well aware of the issues related to diversity and 

ethnicity as well. However, the individuals expressed that stereotyping related to race and 

gender is also still a major issue in today’s society. From the empirical results, we can 

say that Sandvik is ethnically diverse which can be seen when visiting the company in 

person as we have met employees from different countries. and the interviewees 

confirmed that the organisation is diverse. Only a minority expressed that Sandvik could 

perhaps be even more ethnically diverse, but this can depend from department to 

department. Therefore, from a bigger perspective one can say that Sandvik is ethnically 

diverse, however if this is analyzed from a micro level we may receive different lookouts. 

Especially when regarding the hierarichal levels, it would be interesting to know if the 

employees on top levels are diverse, however we do not have information or any data 

regarding this. 

Smallbone et al. (2010) argue that ethnic diversity is important in the global world as it 

increases the company’s success. This can also be said for Sandvik as ethnic diversity can 

be seen as a centre part of the company and it contributes to a sustainable environment. 

Nevertheless, different ethnicities are only one part of diversity, and the other components 

are just as important for businesses to incorporate. As diversity includes gender as well 

for example, one can even combine gender and race in terms of hierarchy because women 

being in leadership positions have become a rising concern for the past decades, but what 

about an ethnically diversified woman being in a higher position. This is an important 

aspect because being ethnically diversified can perhaps lead to additional issues when 

combined with another minority group component. 

There are various benefits that are linked with ethnic diversity (McKay et al.,2008; 

Smallbone et al., 2010; Al-Qadhi et al., 2015). The interviewees in question agreed that 

ethnic diversity can lead to benefits as well such as different thinking processes and 

problem-solving skills. Nevertheless, there are still concerns when it comes to ethnic 

diversity as certain individuals expressed that these aspects could be improved and what 
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was more worrisome was that one individual did not see the connection between 

sustainability and diversity. At global companies such as Sandvik perhaps, it is easier to 

see ethnic diversity, however at other organisations this diversity may not be seen to such 

an extent. As Dillard et al. (2008) argued, the social aspects of sustainability have been 

neglected in the past years. Nevertheless, we can see that at companies such as Sandvik, 

they are taking specific actions towards improvement by introducing psychological safety 

programs and other initiatives are being introduced in order to increase awareness about 

diversity. This means that Sandvik is aware of the issues and taking actions towards 

imporving sustainability issues, nevertheless, many organisations focus on talking about 

these issues but if concrete actions are taken towards sustainability is a different issue. At 

Sandvik, the environmental issues seem to be of priority and the social aspects seem to 

be a rising topic of concern at the moment.  

5.1.2 Company Image 

According to Persons (2012), a positive image can be portrayed when a business is 

involved in CSR processes by attracting intelligent employees. Generally, a diversified 

employee portfolio leads to a positive company image, however when investigating 

whether a company does implement diversity for the benefits of the people or for good 

PR we have drawn different conclusions. As sustainability and especially diversity is so 

important today, many organisations want to portray themselves as being sustainable, 

however this does not automatically mean that the company is doing it for the people. 

Therefore, it becomes difficult to analyse whether a company’s intentions are genuine or 

not. With the rise of the generation of social media use, a PR scandal can lead to major 

monetary losses at a company, therefore, conveying a positive company image can affect 

the profit side of an organisation as well. When it comes to Sandvik, it becomes obvious 

that such a global company wants to make sure that a positive company is maintained. 

However, it becomes critical even for such companies to remain sustainable at all times, 

especially when handling materials that are bad for the environment. Essentially, the 

company image can work in two ways: both positive and negative. On the one hand, a 

company can improve its image by showing that they have a diversified employee 

portfolio and, promote that they are incorporating social sustainability concept. On the 

other hand, the negative aspects may rise once an organisation is part of a scandal related 

to the environment or even when it comes to the people because many businesses employ 

individuals from different nationalities, however, the way these people are treated once 
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they have entered the company is a different story. Certain things are only seen on paper 

but not in reality. Sandvik may have many presentations that promote sustainability, 

however how can this be seen and measures up in reality as mentioning points on slides 

do not guarantee that every individual has an equal access or is getting the same rights as 

everyone else. There are many issues that need consideration in terms of working towards 

social sustainability and thus bigger steps have to be taken to achieve the level of 

sustainability. This can work the other way around as well, Sandvik may promote the fact 

that they have a diversified employee portfolio and encourage foreigners, however in 

reality, hiring foreigners only takes place when it is beneficial for Sandvik to  hire a 

foreigner rather than a local employee. This is further backed up by the pattern followed 

in the top level of an organization which is ruled by locals and share certain similarities. 

The concept of sustainability has gained an immense traction and global companies like 

Sandvik, to enhance their  business are incorporating sustainability, however it is mostly 

on papers in the current stage, especially the social sustainability aspects. A lot of efforts 

and work needs to be done in this area to achieve the level where they could rightly say 

that the concepts are not just on paper but are implemented and are practised. For now, 

there are big gaps as people despite of the awareness and emphasis on importance are not 

treated equally. 

 5.2 Knowledge Development 

The creation of knowledge can depend on various aspects, as discussed by Nonaka 

(1994), tacit knowledge is based on action, and explicit knowledge derives from dialogues 

and experiences which are shared. The empirical results show that when there is an 

exchange between two people, including ethnically diverse people, knowledge is created. 

Nonaka & Konno (1998) emphasized on the conversion process of knowledge, which 

includes the socialization process consisting of experiences that are shared after 

knowledge is created. The empirical results have shown that different perspectives of 

people and that individual learn from different experiences. The indicators that have been 

most influential in knowledge creation in the interview results are firstly experiences, 

secondly skills exchange and lastly education. 

According to Smith et al. (2005), Education is an essential part of knowledge creation as 

it enables the organisation as a whole to create and develop knowledge. However, at 

Sandvik education may not be the most important component which leads to knowledge 
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sharing. This is due to the fact that Sandvik is focused on engineering and the employees 

mostly have the same knowledge in terms of education. Therefore, different experiences 

and skills exchange are more valuable to the employees because they would actually learn 

something new from another individual. Nevertheless, educations coming from different 

countries is beneficial in our opinion because schools and universities are different 

worldwide and people learn different kind of skills and formal types of education. When 

it comes to specific subjects, the education and knowledge that is learned may be similar 

worldwide, however, individuals can acquire skills related to presentations or IT 

proficiencies which can be retained by people and implemented and shared with other 

employees at a company later on. 

Problem-solving processes lead to new knowledge creation as assumptions are gathered 

during the externalization process (Yoon et al., 2010; Nonaka & Konno, 1998). The 

empirical results show that knowledge can be improved in many ways when it comes to 

people from different ethnical backgrounds, and this can be related to problem-saving 

skills as well, because every person has the same problem when working in a team 

together, in such a case, the organisation will get the strengths from different people 

because the problems are tackled from different angles. This challenges the people’s way 

of thinking which overall can lead to seeing things from a broader perspective. The more 

people discuss over a problem, the more ideas are shared, which is beneficial in many 

ways as it helps to see an issue from a different lense and overall helps to lead to a 

common ground. 

Knowledge can lead to creativity as stated in the interview results. However, Yeh et al. 

(2012) state that creativity consists of knowledge, skills and strategies. Therefore, 

knowledge derives from people coming from different ethnical backgrounds and 

contributes to knowledge in terms of experiences and perspectives rather than creating 

creativity. Creativity is something that may be a result of knowledge sharing, however 

the practical results show this is not the main outcome that has been seen at the company. 

According to Von Krogh (1998), training programs can help people learn more practical 

knowledge, these programs can exist in formal and informal settings. The empirical 

results show that training programs serve as basis of knowledge creation and sharing, 

however the actual experiences that employees gain when working together are 

inimitable. Employees are often forced to attent training programs, however, the people 
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do not see these programs as beneficial at all times. Therefore, in order to gain knowledge, 

a company should focus on what the best way is to make a training productive and 

beneficial for the employees in order to gain more knowledge. Organisations that are 

ethnically diverse, should focus on how to make use of the individuals that carry different 

knowledge so that all employees can learn and benefit from this.  

Nevertheless, overall knowledge is created and improved when individuals come together 

as a team, however, the interviewees specify that knowledge development does not have 

to necessarily be a result of people from different ethnical backgrounds sharing 

knowledge together. People have a lot of knowledge and the problem is how this 

knowledge is shared once people sit together in different settings. Moreover, 

homogeneous groups may face the same issues as heterogeneous groups because people 

do not share their knowledge. One employee may have learned a lot by working with 

diverse people, however when that person regroups with a different group of people, this 

knowledge may not be shared because of the fast working pace of organisations. 

Therefore, more focus and time should be devoted to this because it can help organisations 

in the long-term. 

 

5.3 Barriers of knowledge sharing 

Knowledge sharing is an important factor for companies to survive in the long term 

however due to the barriers, it is difficult for companies to excel in this area according to 

Riege (2005); Gao & Bernard (2018), which was proven when compared with the 

interview results.  Furthermore, as mentioned by Gao & Bernard (2018), there are 2 main 

sources that act as a barrier; individual or environment of organization which can halt the 

sharing process and when the results were compared it was quite obvious that mainly 

individual behavior or the communication skills were the main barrier in Sandvik. Welch 

& Welch (2008), discussed how language can have a major impact on a person's intent to 

share knowledge which was agreed and reflected in the responses of interviewees, who 

also believed language is a major barrier due to which a lot of people hold back their 

thoughts and views. According to Riege (2005), lacking in communication skills in a 

specific language does have an influence on an individual which was further proven in 

the empirical results as learning the spoken language can bring an understanding of how 

it actually works ,nevertheless, not knowing the common language can distant an 
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individual from the socializing group. Communication may not be the significant barrier 

but as mentioned by Rosen et al., (2007), it is still a barrier to some extent, as people who 

are not good in communication do not step forward to speak regardless of the knowledge, 

they possess because of the confusion they have within themselves. Communication is 

not a problem in large companies like Sandvik as people are encouraged to speak up in 

meeting regardless of their communication skills or can share their views in private. It is 

more on an individual as some people are less talkative in general, which supports the 

discussion by Harzing et al., (2011); Lin (2007).   

Promotion and incentives are motivating factors for an individual to perform well and 

excel further. Sandvik is a company that is operating in a technical sector and the man 

force employed are mainly experts and specialist. In an organization where experience 

and competence add to an employee’s value, the knowledge sharing is not very 

motivating which was also argued by Muqadas et al., (2017); Arshad & Ismail (2018). 

People from different countries are prone to have a different approach and attitude 

towards situations. Sandvik consists of diverse employee portfolio in which some people 

are more extroverted while some prefer to not speak or share much to avoid any negative 

reaction. Riege (2005), has put a lot of emphasis that  the attitude of people towards 

receiving comment or feedback reflects a lot about their approach towards sharing 

knowledge. 

 

Arshad &Ismail (2018), highlighted another barrier in their study which was the absence 

of trust amongst employees. the results of interviews reveal that with Sandvik, employees 

are promoted to share for knowledge for which many activities are organized to increase 

socialization amongst people which eventually leads to trust building, as mentioned by 

Titi Amayah (2013). 

 

By reflecting on the empirical results, it is obvious that Sandvik take steps to ensure that 

its employees are provided with help for matters that are not related to help. Arshad & 

Ismail (2018) claims that the companies should strive to build trust with its employees, 

which is very much applicable on Sandvik. The company has always been welcoming for 

international people by creating different clubs and initiatives to help them adjust in 

Sweden. These steps often lead to building trust amongst people and on the company as 

well.  
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Despite all the barriers, if the organization adopt some specific models, they will by 

default pave the way for sharing knowledge across every tier and will encourage 

individuals to share their views, experiences etc as agreed by Ismail Al-Alawi et al., 

(2007).  Sandvik, according to the empirical results, motivate its employees to speak and 

share their point of views which boost up different ideas and create new dynamics for the 

company. A decentralized structure as stated by Fullwood et al., 2019; Riege (2005), will 

enhance knowledge sharing when everyone will be heard regardless of the position or 

rank they hold in a company. 

 

It is understood that the structure is important. however, from the empirical results it is 

revealed that people at higher level can also affect the knowledge sharing process. A 

leader is extremely important as they are assigned to bring out the best from their team 

members and provide them the comfort that motivates the team to share their knowledge. 

Riege (2005), have paid special attention in this area as if employees feel heard and part 

of the company, they are likely to benefit the company in the long run. 

5.4 Managing Knowledge sharing 

Knowledge is the core element of any organization with which a business can gain 

multiple advantages over its competitors, however only knowledge development is not 

enough. Unless the knowledge sharing process is not managed it will not be beneficial. 

According to the empirical results, managing knowledge sharing is the most important 

aspect of the knowledge process which can be related to what Al-Qadhi et al., (2015), 

also stressed on. 

  

Trust was not assumed as a major barrier however, the missing of trust element can have 

a much bigger impact on the overall knowledge sharing (Al-Qadhi et al., 2015; Von 

Krogh, 1998) which was further observed in empirical results as well. large companies 

like Sandvik cannot ignore this element because knowledge and its manpower are the 

contributing tools for its success for which trust is extremely important as it encourages 

people to share knowledge more freely. 

According to Warrick (2017), Culture is an essential part of managing knowledge sharing 

as it promotes employees to share their opinion which also reflected in empirical results. 
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Sandvik, being a global company with multicultural workforce ensures that such a culture 

is developed where everyone feels a part and work together to move forward. It is evident 

that culture supersedes all other factors as it impacts directly on the type of knowledge 

that is shared; positive or negative which is also highlighted by Fullwood et al., (2019). 

For companies it is vital to motivate its people for sharing knowledge regardless of the 

differences that differentiate them from each other (Chow & Chan, 2008). The empirical 

results show that people are more comfortable with sharing knowledge with people who 

have similarities, however because Sandvik promotes equal opportunities and common 

ground for people to speak it can lessen the gap of being hesitant towards sharing 

knowledge with others. While promoting to share new knowledge in the company it is 

important to save the one that has already been shared as mentioned by Tseng (2010). 

However, knowledge that has already been shared can be viewed again for the same 

problem when exist again which will take less time to solve the same problem that existed 

before. 

A global company with diverse workforce can benefit much more than other companies 

when they incorporate the knowledge shared by different backgrounds, culture, 

experiences etc. However, Wilson (2014) argues that this can be done only when the 

minorities are given a fair chance to excel and share their views as people are encouraged 

when they are treated equally and have the same opportunities as offered to the majority 

of groups (Cook & Glass, 2014). Nevertheless, at Sandvik it was evident from the results 

that they play fair when it comes to equal opportunities and giving fair chance which is 

the reason that people from so many different ethnic backgrounds are working under one 

roof. 

Shore et al., (2011), emphasize the importance of making employees feel a part of the 

company or group. At Sandvik, managers ensure that they everyone in the group is heard 

and feels part of the team which is another reason for their continuous success. Also, 

employees tend to work for longer tenure is another sign of the importance that Sandvik 

pays towards inclusion. 

According to Holvino et al., (2004), diverse people helps to broaden the thinking process 

by bringing in different perspectives and views entailing with their previous experience 

and backgrounds. In Sandvik case, they are viewed to be in the right direction as reflected 
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in the empirical results and also the equal opportunity and inclusion were highly regarded 

as tools to manage knowledge in Sandvik. 

Companies incorporate some formal and informal tools to streamline the knowledge 

sharing process. These tools pave the way for more knowledge exchange because formal 

tools like training programs on different topics can encourage people to speak more (Von 

Krogh, 1998). Sandvik pays a lot of attention for training related to work and not many 

trainings are conducted for personal growth. According to our empirical results, 

employees are further encouraged to share knowledge on topics that are not related to 

work only. 

In Sandvik, many management tools are installed for sharing knowledge and exchanging 

ideas. Nonaka & Konno (1998), suggest that it is important to have space for informal 

communication as well where employees can freely talk about different things as this 

builds trust and enhances knowledge sharing process. However, at Sandvik, the managing 

tools are in place but having too many at the same time can create confusion regarding 

which one is the best to use. 

Nevertheless, managing knowledge sharing is extremely important and Sandvik is 

working in the right direction, however as expressed by some interviewees the balance 

needs to be created in order to manage knowledge more effectively. 

 5.5 Theoretical Framework 

The theoretical framework has been modified according to the results that have been 

found in the analysis. We have found that different experiences and individual behavior 

are the main contributing factors when it comes to knowledge development. Education 

has been removed as it does not leave to a major difference in the case of Sandvik. 

When it comes to knowledge sharing, the main barriers that have been found are 

communication skills and individual behavior. This is due to the fact that in most cases, 

an individual is responsible for his actions and how knowledge is shared according to the 

Empirical results. 
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Figure 7: Revised Theoretical Framework, source 'own' 

Leadership has been added as a solution because we have found that when an organisation 

has a good management structure and support of superiors, individuals are keen to share 

knowledge. Moreover training programs have shown to be crucial depending on the 

situation, however we suggest that specific training programs regarding knowledge 

sharing should be implemented. Formal and informal tools play an important role, 

however the empirical results have shown that in certain occasions there are too many 

platforms that are used at the company and therefore, perhaps it would be better to focus 

on one or two platforms in order to reduce confusion. Therefore, the most important 

aspect that we have found overall, is individual behaviour. This is the most influencial 

factor because it goes beyond language barriers, culturual issues and many more. 
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6. Conclusion 

The urgency of sustainability is inevitable in today’s world (Hopwood et al., 2005; 

Goodland, 1995; Kates et al., 2001). The sustainability aspects are not unseen by 

organisations such as Sandvik as seen in the empirical data. The company is taking 

sustainability seriously and focuses on incorporating the social aspects more in its future 

goals. Sandvik identifies itself as ethnically diverse and from our empirical study we can 

confirm that Sandvik is way ahead in terms of hiring and giving opportunities to 

foreigners. People from different countries work under one roof and specifically many 

people from various backgrounds are hired in different departments. Although Sandvik 

is a global company and has its offices in many countries, still in Sweden they have 

employees from around the globe which further clarifies that Sandvik is open when it 

comes to ethnic diversity.  

Employees that come from different ethnic background contribute to knowledge building, 

in terms of sharing different perspectives, ideas and improving problem-solving skills. 

This does not only help people to enhance their knowledge related to work but also helps 

in individual growth by sharing their life experiences, different cultures and point of 

views. However, if diverse people lead to improved knowledge building and sharing 

would have to be investigated in a future study as it is hard to measure knowledge. The 

main contribution that can be taken is that individual behavior is a major concept when it 

comes to knowledge sharing. Individual behaviour is something that goes beyond culture, 

language and many other barriers, the motivation and drive that one has to reach certain 

goals depends on the person itself. 

Sandvik takes a lot of actions towards knowledge sharing in terms of formal tools, 

however, managing knowledge sharing needs a lot more focus in practical terms. An 

organizations operating globally and have a wide range of portfolio, thus have an 

uncontrollable flow of knowledge and to manage knowledge sharing, the right tools have 

to be in place as too many can deteriorate the entire process and too little can be a barrier. 

Also leadership and team managers were brought up as one of the important tool for 

managing knowledge sharing on which not much research has been conducted. For now, 

it is going in the right direction but still much improvement is needed.  
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Future research implications: 

What can be seen is that diversity aspects can be improved, and for future studies it would 

be interesting to investigate how diversity is spread across each department and up the 

hierarchical stream. 

Furthermore, it would have been noteworthy to interview a group of native swedish 

people working for the same company, in order to make a comparison between the 

perspectives of the diverse groups and the native groups and how Sandvik operates in 

different countries when it comes to ethnicity. 

What we have seen is that diversity in regards to ethnic diversity is an issue that global 

companies are aware of and working towards it, however further studies should 

investigate how smaller companies deal with these kind of issues and furthermore to make 

observational studies about this in terms of observing how people work together. 

Moreover, more in-depth studies into the HR practices could help to include people from 

different ethnic backgrounds as our study shows that global corporations focus on 

showing diversity aspects on paper and not in practice. 

However, research can also be conducted in the area of leadership in connection with 

managing knowledge sharing. In today’s fast moving world, knowledge is an important 

element and thus can be rightly regarded as one of the tools to gain competitive advantage. 

Companies are struggling to manage the knowledge and avail its advantages and they 

take many steps to improve the process. According to the respondents, regardless of how 

advanced tools (formal and informal) or training programs a company has in place, 

leadership and employees positioned in higher level of hierarchy has the most important 

role to play as they are the drivers of the team. it would be interesting to see if this aspect 

can impact the process and if it does, which leadership qualities will enhance the progress.  

 

Limitations: 

The limitations of this study entails a time constraint. An extended research period could 

have opened further opportunities of data collection methods, such as further observations 

of how employees from different ethnic backgrounds work together during certain 

projects. Nevertheless, we gathered our data from ten respondents holding different 
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positions due to which we cannot say if the attitude is same at the very lower level of 

hierarchy. Moreover, there is a limitation in how we can measure knowledge, and 

particularly how to measure knowledge in terms of increase or decrease due to diversity. 

Moreover we have not added any perspectives of national culture which would have been 

the swedish individuals. 
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Appendix 1: Interview Questions 

Name of respondent:  
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Job Title:  

Nationality:  

Date:  

Anonymous: YES/ NO 
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Appendix 2: Interviewee’s information 
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Table 3: Respondent's data 

Respondent Country of 

origin 

Position (Experience in 

years) 

Method Interview 

Time in 

Minutes 

Respondent 

1 

ANONYMOUS 
HR Information 

Management Specialist 

N/A E-mail Not applicable 

Respondent 

2 

Pakistan Product Information 

Specialist 

6 years Face-to-

face 

60:02:02 

Respondent 

3 

China Global Product 

Manager          

6 years Phone 30:03 

Respondent 

4 

India Global product Manager N/A Face-to-

face 

25:53 

Respondent 

5 

India Product Pricing Strategist N/A Face-to-

face 

25:54 

Respondent 

6 

ANONYMOUS 
Business Reporting 

Specialist  

10 years Face-to-

face 

25:53 

Respondent 

7 

ANONYMOUS 
Development Engineer 9 years Face-to-

face 

32:14 

Respondent 

8 

ANONYMOUS 
Supply Chain Process 

Expert 

8 years Face-to-

face 

62 
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Respondent 

9 

Russia Manager Turning Product 

Applications 

6 years Face-to-

face 

31:12 

Respondent 

10 

ANONYMOUS 
Process Manager 7 years Face-to-

face 

28:06 
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