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ABSTRACT

This study aimed to examine how tacit knowledge sharing directly and indirectly affects employee effectiveness
in a public sector organization, focusing on the role of knowledge quality as a mediating factor. Empirical
studies on the outcomes of tacit knowledge sharing remain limited, especially in a public sector organizational
context. This cross-sectional study involved obtaining data from 145 healthcare professionals working in the
Delta State Ministry of Health in Nigeria and subjecting this data to analysis using the partial least square
method. The study found that tacit knowledge sharing and knowledge quality effects on employee effectiveness
were positive and significant. Furthermore, knowledge quality mediated the significant and positive effect of
tacit knowledge sharing on employee effectiveness. The study concluded that enhancing knowledge quality can
achieve an optimal relationship between tacit knowledge sharing and employee effectiveness.
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INTRODUCTION

Nowadays, societal challenges are becoming numerous and uncertain. To manage the
disruptive effect of these challenges, public organizations need to fully leverage their
knowledge resources. This knowledge comprises explicit and tacit knowledge. While explicit
knowledge is captured and shared in documents via paper or electronic means, tacit
knowledge is personal and practical knowledge obtained through work-related interactions
and experiences. By this, tacit knowledge sharing is the exchange of relevant and useful
personal knowledge with others to achieve a shared understanding. Explicit and tacit
knowledge complement each other in the creation of knowledge to facilitate individual and
organizational activities. However, public organizations, given their bureaucratic foundations,
prioritize explicit knowledge over tacit knowledge to ensure stability and predictability even
when faced with changing and complex circumstances. Employees relying on structured
knowledge may not achieve optimal effectiveness owing to the lack of tacit knowledge, which
has its distinct benefits. Sometimes, the knowledge that creates public value spans explicit
knowledge and is embedded in workplace relationships and experiences. The limited
knowledge-sharing opportunities stemming from the rigid and complex knowledge-related
processes make it difficult for employees to willingly share and create knowledge together
(Amber et al., 2019). An organizational system that fosters collaborative and constructive
relationships among employees might promote tacit knowledge sharing (Lin, 2007). This is to
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say that organizational support for employees’ contributions and a team-oriented environment
reinforce the motivational influences fostering the sharing of this knowledge (Borges, 2013,
Ononye, 2022). The benefits of doing this include improvements in employee innovation,
employee attitude, employee productivity, and employee performance. The need to capture
and retain the relevant knowledge of experienced employees, particularly those who leave the
organization suddenly, has also been a source of concern. If public organizations fail to foster
the sharing of this knowledge, departing experienced employees will take their valuable
insights with them. This knowledge loss not only diminishes the quality of organizational
knowledge but also other performance outcomes that would have been enhanced with it.

The recurring performance problems in public organizations stem from employees'
inability to deliver valued outcomes that align with the changing public demands (Amoako-
Asiedu et al., 2023). The ineffectiveness and inefficiencies in public service delivery mirror
the efforts employees put into delivering public value. In view of this, it is important for
studies to uncover antecedents of employee effectiveness for their practical development and
maintenance. Here, we define employee effectiveness as scalable behaviors that enhance an
individual's tendency to deliver results of benefit to the public. The indicators of employee
effectiveness include task performance (i.e., the ability to engage in in-role behaviors for the
completion of assigned tasks), adaptive performance (i.e., the ability to adapt to work-related
changes), and contextual performance (i.e., the ability to engage in extra-role behaviors to
improve both organizational functioning and performance) (Pradhan & Jena, 2016). When
assessing employee effectiveness, public organizations take these performance behaviors into
account to improve organizational performance and responsiveness.

The study contends that tacit knowledge sharing is one of the ways public
organizations can enhance their employee effectiveness. However, research provides
inconsistent evidence about the impact of tacit knowledge sharing on employee effectiveness
in a public organizational context. For instance, Nguyen Kim and Nguyen Thi Hang (2024)
conducted a study on employees in banks within Vietnam's private and public sectors,
revealing that tacit knowledge sharing has a positive and significant effect on individual work
performance. Contradicting this finding, Alzoubi et al. (2022) conducted a study on
employees working in a defense public organization in Jordan and found that tacit knowledge
sharing had no direct but indirect effect on employee effectiveness in terms of problem-
solving, customer satisfaction, and innovation. The mixed results suggest that the presence of
intermediate factors can consistently elucidate the relationship between these constructs.
Therefore, it is crucial to identify these factors in research. This led to the selection of
knowledge quality for empirical analysis. Knowledge quality is the set of factors or properties
(e.g., completeness, accuracy, relevancy, usefulness, and uniqueness) that enable knowledge
to effectively solve evolving problems or challenges. This underscores the fact that integrating
knowledge sharing and quality management processes can help increase the creation and
utilization of knowledge within organizations (Akdere, 2009; Ansari et al., 2009). By
ensuring the conformity of knowledge to changing externalities through learning and
continuous improvement, quality processes can support the working environment of
employees.

Given the above, since bureaucratic systems utilize explicit knowledge more,
incorporating shared tacit knowledge can help improve its quality, which can have a
significant impact on how well employees do their jobs. Theoretically, knowledge quality can
provide the context in which tacit knowledge sharing influences employees’ effectiveness.
This is because employees use explicit knowledge to address known and predictable
problems, but it may prove ineffective when addressing unpredictable ones. Societal problems
are often ambiguous to solve with explicit knowledge alone. Arguably, tacit knowledge can
generate unprecedented value by providing insights into challenges or problems not yet
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defined explicitly (Ononye, 2021). According to Polanyi (2009), employees can improve the
quality of knowledge by using tacit expressions to transform explicit information into
comprehensive and meaningful conceptions. This outcome enables the knowledge to align
with the task at hand. Supporting this view, Nguyen Kim and Nguyen Thi Hang (2024) found
tacit knowledge sharing improves explicit knowledge sharing, suggesting that tacit knowledge
could improve the quality of explicit knowledge in a knowledge sharing paradigm by
accounting for practical changes. This is critical for employees to creatively navigate
challenges affecting the way they deliver desirable results in line with public expectations and
demands.

The problem facing public organizations could also be that employees use non-quality
knowledge to do their jobs. For knowledge to be effective, its quality requires a regular
assessment and adaptation with a citizen-centric focus. Tacit knowledge sharing may improve
this knowledge quality problem by making knowledge consistent with reality and
expectations for effective performance. Besides, knowledge sharing is a precondition for
knowledge creation and learning (Ononye & Igwe, 2019). According to the knowledge-based
theory, the aim of organizations is to develop their knowledge resources and apply them to
productive use. This is because knowledge is an important source of competitive advantage,
and individuals and firms that continuously improve it can optimize their performance.
Systematic knowledge development enables the integration of tacit insights from work-related
interactions and experiences into existing knowledge. The ability to adapt and update
knowledge to align with information from these evolving interactions and experiences
determines its effectiveness. Knowledge effectiveness affects employees’ initiation,
execution, and completion of different tasks and assignments.

Several studies have documented the contextual importance of knowledge quality in
the relationship between knowledge sharing and other valued firm-level outcomes. For
instance, in a survey of Chinese entrepreneurs, Yu et al. (2019) found that knowledge sharing
enhances decision quality, which influences firm performance. Given that decision-making is
a knowledge-driven process, the study suggests that tacit knowledge sharing among
employees could provide diversified and useful information to improve the quality of
decisions for better firm performance. Employee effectiveness contributes to firm
performance. Drawing a sample from small and medium enterprises in Australia, Corral de
Zubielqui et al. (2019) revealed that knowledge sharing influences innovation indirectly
through knowledge quality. The focus of this study was on external knowledge sharing with
suppliers. Ganguly et al. (2019) found that tacit knowledge sharing and knowledge quality
relate with each other to improve organizational innovation capability in the Indian industrial
domain. Taking these results into account, in order to improve the quality of knowledge, it has
to be made relevant and actionable by embedding it in a knowledge-sharing context for
effective action and performance. That being said, there is a paucity of research on the
mediating role of knowledge quality in the public organization context, and it is less clear
how tacit knowledge sharing improves employee effectiveness in an African country, Nigeria
in particular. Also, not much is known about how the relationship between tacit knowledge
sharing and knowledge quality impacts individual-level outcomes, which serve as
determinants of firm-level outcomes. The findings will improve our understanding of these
relationships to inform strategy and practice in the public sector domain accordingly.
Therefore, the study's aim is to examine how tacit knowledge sharing directly and indirectly
affects employee effectiveness in a public sector organization, focusing on the role of
knowledge quality as a mediator.
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METHOD
Data and Samples

The study employed a cross-sectional research design by collecting data from
respondents through a well-structured questionnaire at a specific time. The respondents were
healthcare professionals of the Delta State Ministry of Health, Nigeria. Public health
organizations have to deal with many evolving health problems that need to be solved by
using the knowledge that employees and stakeholders share with each other to come up with
context-specific solutions (Ononye, 2022). The constructs under examination will likely be
apparent in this setting for the determination of possible linkages. The Yamane sample
determination formula yielded a sample size of 145 from a target population of 224. Using the
convenient sampling, the researcher scheduled appointments with interested respondents to
ensure the survey does not impede their working hours. Before the administration of the
questionnaire, the respondents were implored to give verbal informed consent for voluntary
participation and asked to read the cover letter stating the research topic, aims, and their rights
as participants.

The researcher was on site to receive any queries respondents had while answering the
questionnaire items. The respondents answered questions on tacit knowledge sharing and
knowledge quality and were also instructed to present the questions on employee
effectiveness to their immediate supervisors for completion and submission in the envelope
provided by the researcher. The questionnaires given to the subordinate and his/her immediate
supervisor had matching codes for easy identification and sorting. The use of this multisource
strategy helps reduce bias. The questionnaire administration started in the first week of
September and ended in the third week of November 2024. The average completion time was
4.5 minutes. The study collected 147 completely filled questionnaires with no missing values.
The demographic profile of the respondents showed that 70 are males and 77 are females with
a mean age of 47.1 years. The respondents had a graduate degree, and an average tenure of
19.4 years. The profession of the respondents included doctors (33; 22.8%), nurses (10;
6.9%), pharmacists (8; 5.5%), and other related or allied health field (94; 64.8%).

Measures

The study adapted four (4) questions on tacit knowledge sharing from Wang and Wang
(2012) and Ononye (2022). Sample items are “People in my organization often share their
experience, skills, or insights with me when I ask them to” and “I share my experience, skills,
or insights with people in my organization when they ask for it.” Gorla et al. (2010) and
Waheed and Kaur (2016) provided the five (5) questions that measured knowledge quality in
terms of its content. A sample item is, “The information output (or content) from the
exchange of tacit, work-related experiences, perspectives, and insights among people in my
organization is often useful for work.” Pradhan and Jena (2016) provided the three (3)
questions that measured employee effectiveness in terms of their task, adaptive, and
contextual performance. A sample item is, “He or she performed assigned tasks and
assignments well.” The study rated the questionnaire on a Likert-type scale, with responses
ranged from 1 for "strongly disagree” to 5 for "strongly agree." See appendix for
measurement items.

The study subjected the questionnaire to a pilot field test prior to the full application of
the research instrument to ensure its reliability and validity. The study also conveniently
sampled 15 respondents for this test. The respondents had no issue with the questionnaire as it
was concise and easy to comprehend. Tacit knowledge sharing, knowledge quality, and
employee effectiveness had Cronbach’s alpha values of 0.778, 0.890, and 0.822, respectively.
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This suggests that the latent constructs' internal consistency attained acceptable levels of
construct reliability. The questionnaire was face-validated by three management academics
from Delta State University and two directors at the target public organization. The use of
questions from the questionnaire of previous studies also ensures its content validity.

Data analysis

The study selected the partial least squares [PLS] technique for data analysis and
hypothesis testing. The SmartPLS 4 software facilitated this analysis. This structural equation
modeling approach can achieve relatively stable estimations with a small sample size and has
less stringent data assumptions regarding the normality of data. The two-step procedure
outlined in Hair et al. (2022) was followed. The first step involves assessing the measurement
model's reliability and validity. The second step involves estimating the structural model for
testing the hypothesized paths using the bootstrap method with 5,000 subsamples. Hair et al.
(2022) provided the guidelines for interpreting the PLS results.

RESULTS AND DISCUSSION

Before proceeding to assess the measurement and structural models, the study
evaluated the factorability of the data with the Kaiser-Meyer-Olkin Measure [KMO] and
Bartlett's test for sphericity [BTS]. This preliminary test was facilitated with the SPSS 20
software. The KMO values for tacit knowledge sharing, knowledge quality, and employee
effectiveness were 0.799, 0.683, and 0.706, respectively. These values were above the
acceptable benchmark of 0.60. The BTS scores for tacit knowledge sharing, knowledge
quality, and employee effectiveness were statistically significant at p < 0.05. Taken together,
the results suggest that the collected data is factorable and the PLS procedure is applicable.
Hair and Alamer (2022) suggested that non-normally distributed data might lead to unstable
measurement parameters and estimates. The PLS spreadsheet also revealed the skewness
values, which ranged from -1.894 to 1.917. According to the guidelines of Hair et al. (2022),
the values were within the permissible threshold of -2 to +2.

Given the above, the study proceeded to the analysis of the measurement model. This
analysis was performed to evaluate the model’s reliability and validity using the selected
quality criteria. These criteria include the standardized factor loading (measures item
reliability of the observable indicators), composite reliability (measures the reliability of
each latent construct), average variance extracted (measures the convergent validity of the
latent constructs), variance inflation factor (measures the level of multicollinearity and
common method bias in the dataset), and the Fornell-Larcker criterion (measures the
discriminant validity among the latent constructs).

Table 1 shows that standardized factor loadings were above the acceptable limit of
0.707, suggesting item reliability was attained for the observable indicators. The composite
reliability and average variance extracted scores were above the minimum benchmark scores
of 0.70 and 0.50, respectively. This means that satisfactory construct reliability and
convergent validity were achieved among the latent constructs. Based on the Fornell-Larcker
criterion, there was satisfactory discriminant validity because each construct’s correlation
(bolded scores) was higher than the inter-construct correlations (non-bolded scores). The
variance inflation factors (VIF) scores were below the threshold of 5 for low levels of
multicollinearity among the constructs. Thus, the constructs were not highly correlated and
posed no significant issue in achieving stable estimations in structural equation modeling.
Furthermore, Kock (2015) suggested that scores below 3.3 show that the model has no
problem with common method bias. This is in agreement with the VIF values presented
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above. After applying the guidelines from Hair et al. (2022) and achieving satisfactory
results in the selected quality criteria, the study proceeded to evaluate the structural model
for hypothesis testing.

Table 1.

Measurement Model Results
Constructs 1 2 3
Tacit knowledge sharing 0.747
Knowledge quality 0.104 0.768
Employee effectiveness 0.219 0.232 0.733
Mean 4.121 4.195 4.087
Standard deviation 0.928 0.755 0.951
Factor loading ( > 0.707) 0.783 — 0.801 0.723 -0.799 0.794 - 0.818
Composite reliability (> 0.70) 0.874 0.766 0.783
AVE (> 0.50) 0.630 0.678 0.592
VIF 1.681 1.253
R? 0.497 0.685
SRMR (<0.08) 0.071

Note: AVE = average variance extracted, SRMR = standardized root mean square residual,
VIF = variance inflation factor

The structural model’s predictive quality was assessed using the R? and standardized
root mean square residual (SRMR). Regarding R%, Chin et al. (2008) recommended that
values less than 0.33 are weak, between 0.33 and 0.66 are moderate, and above 0.66 are
strong. The R? results show that tacit knowledge sharing accounted for 49.7% of the variance
in knowledge quality, suggesting a moderate explanatory power. Furthermore, the linkage
between tacit knowledge sharing and knowledge quality accounted for 68.5% of the variance
in employee effectiveness, implying a high explanatory power. Therefore, tacit knowledge
sharing and knowledge quality can explain a substantial amount of change in employee
effectiveness. The SRMR determines the model fitness, and scores less than 0.08 suggest a
good fit between the predicted and observed data. The SRMR score of 0.071 signifies the
achievement of a satisfactory model fit.

Table 2
Structural Model Results
Paths B (p-value) B (p-value) Decision
Model 1 Model 2
1. TKS>EE 0.290 (0.000) 0.287 (0.000) Supported
2. KQ 2EE 0.341 (0.000) 0.343 (0.000) Supported
3. TKS2>KQ 0.315 (0.000) Supported
4. TKS>KQ—>EE 0.103 (0.000) Supported

Note. TKS = Tacit knowledge sharing; KQ = Knowledge quality, EE = Employee
effectiveness; p < 0.05

Table 2 shows the structural model estimates for the direct and indirect effects of
tacit knowledge sharing and knowledge quality on employee effectiveness. The PLS result
provides support for a positive and significant effect of tacit knowledge sharing on employee
effectiveness (fp = 0.290; p < 0.05). Despite the bureaucratic foundations and the strong
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emphasis on explicit knowledge, opportunities for tacit knowledge sharing may still be
presented to employees to enhance their effectiveness in this organization. Possibly, the
volatile and complex environment in which this organization operates might cause them to
look beyond the boundaries of explicit knowledge to manage new and changing problem
context. The stability of employee performance from highly structured information and
processes is crucial, but it is also important to facilitate the sharing of tacit knowledge to
provide context-specific explanations and a comprehensive understanding of problems that
are not well-defined. This finding supports Nguyen Kim and Nguyen Thi Hang (2024) while
disagreeing with the position of Alzoubi et al. (2022) on the effect of tacit knowledge
sharing on employee effectiveness.

Similarly, the positive and significant effect of knowledge quality on employee
effectiveness was also supported (B = 0.341; p < 0.05). The quality of knowledge is essential
for the effective execution of one’s work roles. As such, improving knowledge quality can
strongly elevate the level of employee effectiveness in creating and delivering public value.
Quality considerations may be evident in this organization because of the need to align
knowledge with evolving societal demands and expectations. This conformity does not only
enhance knowledge effectiveness but also improves employees’ ability to deliver real public
value when performed for a specific problem or issue. While studies have not explicitly
examined the direct effect of knowledge quality on employee effectiveness, its positive and
significant effect has been established with other firm-level outcomes, such as improved firm
performance and organizational innovation capability (see Yu et al., 2019; Zubielqui et al.,
2019). These firm-level constructs are consequences of employee effectiveness. More so, the
study somewhat agrees with Ganguly et al. (2019), who found that knowledge quality
improves innovation. Innovation is an extra role and adaptive behavior demonstrated by
employees in the performance of a given role and may be considered a determinant of
employee effectiveness.

The study created a mediating path for tacit knowledge sharing through knowledge
quality on employee effectiveness. The PLS results show that the effect of tacit knowledge
sharing on knowledge quality was significant and positive (B = 0.341; p < 0.05). From the
specific indirect estimate, tacit knowledge sharing indirectly affected employee effectiveness
through knowledge sharing (B = 0.103; p < 0.05). This indirect effect was considered
complementary, given that the direct effect of tacit knowledge sharing on employee
effectiveness remains unchanged. However, it is important to mention that the effect of
knowledge quality is higher on employee effectiveness than tacit knowledge sharing,
implying that the potency of tacit knowledge sharing can be consistently optimized indirectly
(i.e., when it aims to increase knowledge quality). In this context, sharing tacit knowledge is
important within the organization; however, prioritizing the enhancement of knowledge
quality yields greater benefits in a knowledge-sharing context. As shown in earlier research
(Ganguly et al., 2019; Yu et al., 2019; Zubielqui et al., 2019), this finding supports the idea
that knowledge quality is important in the context of the relationship between sharing
knowledge and other desired outcomes. This study extends the desired outcomes to
employee effectiveness in a public organization setting.

CONCLUSION

The study examined the direct and indirect effects of tacit knowledge sharing on
employee effectiveness through knowledge quality and obtained data from 147 healthcare
professionals in the Delta State Ministry of Health. From the data analysis using the PLS
method, the study found that tacit knowledge sharing and knowledge quality effects on
employee effectiveness were both positive and significant. Furthermore, knowledge quality
mediated the significant and positive effect of tacit knowledge sharing on employee
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effectiveness. The mediation type was complementary. However, given the higher
correlational value of knowledge quality, the potency of tacit knowledge sharing can be
effectuated more through knowledge quality. The study concluded that the mediation of
knowledge quality can partially explain the effect of tacit knowledge sharing on employee
effectiveness.

The study recommends that public organizations can improve employee effectiveness
by supporting the sharing of tacit insights, experiences, and perspectives. In rapidly evolving
work contexts, this exchange can optimally drive task execution and completion by
reinforcing the quality of knowledge. This calls for them to develop or reconfigure their
knowledge management activities, specifically the knowledge-sharing practices, and use them
as strategic tools to improve knowledge quality and employee effectiveness. Second, since
knowledge quality is important for effective performance, mechanisms for tacit knowledge
sharing (e.g., brainstorming sessions, mentorship, public forums, meetings, and other
interactive sessions among management and employees) should be grounded in the quality
enhancement of organizational knowledge. This renders the process more value-driven.
Public organizations should link knowledge-sharing mechanisms and quality management in
a cohesive and purposeful manner. Third, the management should cultivate a positive and
team-oriented culture to foster collaborative and constructive interactions for the sharing and
use of tacit knowledge.

Future research should expand the respondents' and organizational scopes to determine
whether the findings are applicable to other organizations in the public sector. The focus of
this study was only healthcare professionals in a public organization. Second, it would be
worthwhile to make use of longitudinal data to obtain more concrete inferences about the
causal relationship, as opposed to the cross-sectional data used in this study. A mixed study
can also be adopted to not just enrich but contextualize the study’s findings. Third, other
research can improve on this research by looking at the individual and joint effect of tacit
knowledge sharing and explicit knowledge sharing in this context. This will allow for more
valid inferences regarding the benefits of knowledge sharing.
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Appendix (measurement items)

Tacit knowledge sharing
1. People in my organization often share their experience, skills, or insights with me when | ask
them to
2. | share my experience, skills, or insights with people in my organization when they ask for it.
3. People in my organization will share lessons from past failures when they feel necessary.
4. | interact with people in my organization to create a shared or common understanding of a
problem.
Knowledge quality
1. The information output (or content) from the exchange of tacit, work-related experiences,
perspectives, and insights among people in my organization is often ...............
2. Complete
3. Accurate
4. Relevant for decision-making
5. Useful for work
6. Unique
Employee Effectiveness
1. He or she performed assigned tasks and assignments well.
2. He or she easily adapted to work-related changes, even when there were difficulties and
setbacks.
3. He or she often goes beyond their assigned roles to get this done.
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