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ABSTRACT 

 

The knowledge management process (KMP) can be used as a framework to understand how 

organizations create, store, distribute, and use knowledge. Previous research on KMP is conceptual, nor 

associated with any particular event or organizational context, indicating a shortcoming in explaining 

how it unfolds as a phenomenon occurs in a specific organizational context. Organizational actions 

corresponding to the various phases of KMP are presented in previous literature, although not tested in 

relation to a specific phenomenon as it occurs. This study explores the KMP during a rollout of a New 

Business Practice (NBP) within a multinational corporation (MNC), by exploring how knowledge flows 

and organizational actions influence the KMP in NBP rollout. Employing a qualitative case study, the 

study analyzed the insights from 36 interviews, based on participants' experiences of the NBP. The 

findings highlight what characterizes the various phases of the KMP, and how they interrelate, 

suggesting the KMP to be an ongoing process in which the NBP is continuously refined. It was found 

that organizational actions have the possibilities to facilitate the various phases of KMP, suggesting an 

MNC to direct its attention towards organizational actions. The findings are limited to a specific context, 

implying restricted generalizations.  
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1. Introduction 

1.1 Background 

Business processes form the basis for business practices, which outlines how specific activities can be 

done in the organizational setting. The processes refine over time and contribute to business practices 

where new business practices (NBP) arise from innovations, which can be created or adopted, 

originating internally within the organization or obtained from external sources in the market (Arakji 

& Lang, 2010: 145). Indicating there can be knowledge related aspects of how the activities are being 

performed. Hence, attention can be directed towards how these NBP are created or adopted from a 

knowledge management perspective, and it may be feasible to examine how that is managed in a 

multinational corporation (MNC) due to its multiple relations within the organizational context. MNC 

can be defined as a business entity operating in more than two countries, typically comprising a home 

country where it is incorporated and foreign branches or subsidiaries (Kogut, 2001: 10197). As 

business practices are assumed to consist of knowledge related elements, there are difficulties to give 

knowledge a precise definition due to the intangibility of the term (Gonzalez & Martins, 2017: 249). 

Knowledge can be explained as consisting of data information, realization action and reflection 

wisdom flows, and by that, developed throughout an evolutionary cycle. Thus, knowledge can be seen 

as information that has been processed (Gonzalez & Martins; 2017: 249; Kakabadse et al., 2003: 77). 

Knowledge can be classified into two different types, tacit knowledge and explicit knowledge, where 

tacit knowledge aims to the human skills and competencies and explicit knowledge explains 

knowledge which can be documented and codifiable (Demarest, 1997: 378; Goh, 2002: 27; Gonzalez 

& Martins, 2017: 257-258; Hislop, 2005: 19; Krogh & Nonaka, 2000: 7). An important activity for 

organizations is building organizational capabilities which produce knowledge and further transfer 

that into services or products, indicating the importance of knowledge management (KM) (Gao et al., 

2008: 13). The knowledge management process (KMP) consist of four phases: acquisition of 

knowledge, storage of knowledge, distribution of knowledge, and use of knowledge, which can be 

used as a model when studying KM, to facilitate a better understanding of how an organization 
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creates, retains, distributes, and reuses knowledge (Gonzalez & Martins, 2017: 258, 261). Hence, 

organizations will need to coordinate and organize knowledge to facilitate its strategies where KM can 

stipulate a system in which the organization can mobilize its acquired knowledge (Gonzalez & 

Martins, 2017: 251).   

 

1.2 Problem Discussion 

Practice transfer has been given attention in previous research, where focus have been directed 

towards transfer of quality management practice (Kostova & Roth, 2002: 221), transfer of 

apprenticeship-based training as a strategic organizational practice (Fortwengel, 2017: 694), and 

transfer of best practices (Szulanski, 1996: 28). The majority of the research on MNCs and transfer 

processes has primarily focused on the outcomes of transfers, rather than the dynamics and process of 

the practice transfer processes (Bjerregaard et al., 2016: 104). Research in the area of new practice 

transfer, initiated by the headquarters (HQ), has underscored results in a range of outcomes where 

replication, adaptation and hybridization have been found (Bjerregaard et al., 2016: 103; Collings & 

Dick, 2011: 3860). Previous literature has identified several areas of new practices that require further 

exploration, including transfer of systems in MNCs, in adaptation and standardization, and the 

contributions of subsidiaries to different tasks (Chryssochoidis & Wong, 1998: 19). Given the 

suggestions there is a need to examine transfer of systems and management in MNCs, the adaptations 

and standardization of transferred practices, and subsidiaries’ contribution to tasks, implies there are 

knowledge related aspects to the practice transfer. KMP can be used as a framework to analyze an 

organization’s KM, by understanding how knowledge is being created, stored, distributed, and reused 

within an organization (Gonzalez & Martins, 2017: 258-260). All KM programs are unique to a 

particular organization (Demarest, 1997: 380), and a key task for management is to coordinate and 

integrate organizational knowledge (Hislop, 2005: 204).  
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Delving deeper into the KMP literature, Alavi and Leidner (2001), Demarest (1997) and Gonzalez and 

Martins (2017) examine the KMP, although not specifically tied to any particular type of organization, 

such as an MNC, nor any specific type of practice transfer. Moreover, numerous research on KMP is 

conceptual (Alavi & Leidner, 2001; Demarest, 1997; Gonzalez & Martins, 2017), indicating there is a 

lack of focus on empirical research on KMP capturing the phenomena of NBP when it occurs. Apart 

from the lack of empirical studies linking KMP to NBP, there is also a shortcoming in the KMP 

literature. Firstly, the KMP is depicted by Gonzalez and Martins (2017: 250, 253) and can be 

perceived as linear, while Alavi and Leidener (2001: 131) suggest KMP to be a dynamic process. 

However, Demarest (1997: 376) argues the KMP can be dynamic through a certain amount of 

simultaneity between the phases, and also suggested to unfold in a linear manner. Implying there is a 

need for empirical research on how the KMP unfolds. Secondly, knowledge gets produced and used in 

organizations to some extent without being intentional (Demarest, 1997: 377) where Andreeva and 

Kianto (2012: 618) propose that merely looking at the KMP will not be enough to provide solutions 

that can accelerate the various phases of the KMP. Gonzalez and Martins (2017: 261) suggests that 

there are organizational actions that can facilitate the phases within the KMP, although conceptually 

driven. Consequently, there is an absence of a concrete link between facilitating organizational actions 

and the various phases of the KMP as the phenomena occurs. Organizations need to coordinate and 

organize knowledge, in which a system for doing so needs to be stipulated (Gonzalez & Martins, 

2017: 251). Therefore, attention needs to be directed to how the KMP can be influenced through 

organizational actions, as this can support in understanding how the process should be mobilized.  

 

1.3 Purpose & Research Question 

Given the limited focus on empirical studies of KMP, the purpose of the study is to enhance the 

understanding of the KMP as it occurs during the rollout of an NBP within an MNC, and to identify 

the organizational actions undertaken in the various phases. The study will answer the research 

question:  
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Throughout the rollout of a new business practice in a multinational corporation - how does the 

knowledge management process unfold? 

 

Through a qualitative case study of an MNC during the rollout of an NBP, the study will explore KMP 

and its potential organizational actions, from a dual perspective of HQ and subsidiaries, henceforth 

referring to local markets. The study seeks to contribute to the literature of knowledge management by 

advancing on the KMP. This is intended to be achieved through exploring the KMP and what 

characterizes its various phases, and further, enhance the understanding of how these phases may be 

interrelated. Therefore, enriching the understanding of KMP of an NBP rollout, which previously has 

not gained a considerable amount of attention in the research field.  

 

1.4 Delimitations 

The study has a single case study approach, providing insights of the specific case company which in 

this context, focuses on the KMP during a rollout of an NBP. The study does not attempt to provide a 

comprehensive account of a general KMP as the analysis is constrained to the outcomes of a specific 

NBP rollout. Instead, it focuses on exploring the specific element of rolling out an NBP within the 

applied literature context, allowing a detailed and nuanced understanding of how knowledge is 

managed between HQ and local markets. 

 

The scope of the study is geographically limited to Europe, which enables a targeted and profound 

analysis, while consequently, the findings will primarily be validated in that area. The decision to only 

include the European region, recognizes both challenges and advantages inherent in using relatively 

homogeneous markets in the study. This scenario has the potential to provide valuable insights due to 

the  homogeneity. The presented empirical analysis is related to a specific NBP within an MNC in a 

specific industry. 
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1.5 Outline of the Thesis 

The study is structured into several sections including introduction, theoretical framework, 

methodology, empirical findings, analysis, a conclusion and suggestions of future research. Each 

section is designed to provide the readers the knowledge and insights gathered during the process. The 

overall structure is illustrated in Figure 1. 

 

Figure 1. Disposition of the thesis. Compiled by the authors. 
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2. Theoretical Framework 

2.1 New Business Practice  

NBPs occur and arise from innovations in business processes and management approaches that 

organizations create or adopt. The innovations can originate internally within the organization, be 

obtained from external sources in the market, or be co-created in collaboration with clients, lead users, 

or user communities (Arakji & Lang, 2010: 145). In MNCs, the HQ can demand for practice change 

(Bjerregaard et al., 2016: 116; Kostova & Roth, 2002: 216) where the HQ strives to standardize and 

disseminate new practices across their subsidiaries. It often happens that the recipient units respond to 

different extent and not as intended or as desired by HQ (Bjerregaard et al., 2016: 102). Previous 

research in the area of practice transfer from HQ to subsidiaries have found that the process and 

implementation are characterized and influenced by the internal relationship and communication 

between the HQ and subsidiaries (Bjerregaard et al., 2016: 102; Kostova & Roth, 2002: 218; Saka, 

2004: 212). Attention needs to be directed towards the legal and regulatory aspects, which are related 

to the external environment, referring to the regulations defined by the local governments in the 

markets and their legal requirements (Chryssochoidis & Wong, 1998:19). The technological 

environment explains that there can be differences or lack in technological standards in relation to 

product technology and specifications in markets, which can imply a need for an adaptation to the 

specific requirements (Chryssochoidis & Wong, 1998: 20; Zou et al., 1997: 112). Customer and 

market environments present heterogeneity and divergence in the preferences by the customers, 

together with product and information awareness across the markets. The market heterogeneity holds 

a great pressure on the MNC to adapt the marketing strategy and practice of the new product to suit 

the market in order to reduce eventual hick-ups in implementation (Chryssochoidis & Wong, 1998: 

20). The internal environment encompasses a company's activities to address coordination across 

markets. Furthermore, it is highlighted that informal communication and socialization is an integral 

part of the internal environment (Chryssochoidis & Wong, 1998: 20-23). ​
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2.2 Knowledge Management Process  

The KMP can be defined through four phases (Alavi & Leidner, 2001: 131; Demarest, 1997: 376; 

Gonzalez & Martins, 2017: 258), which explains how the organization create, retain, distribute, and 

reuse knowledge (Gonzalez & Martins, 2017: 261). The phases are named differently depending on 

authors where Gonzalez and Martins (2017: 258) use creation, storage, distribution and use of 

knowledge, Demarest (1997: 376) name the phases as construction, embodiment, dissemination and 

use of knowledge and Alavi and Leidner (2001: 131) refers to creation, storage and retrieval, transfer, 

and application. The first phase in the KMP is the knowledge acquisition, which relates to the creation 

of knowledge. The second phase of the KMP is knowledge storage, which relates to the way the 

organization stores knowledge in different ways (Gonzalez & Martins, 2017: 261). The distribution of 

knowledge corresponds to the third phase, where the focus is to share, distribute and exchange 

knowledge among individuals, groups and communities. The fourth phase is the use of knowledge and 

aims to explain how the knowledge is applied and used practically in the organization (Gonzalez & 

Martins, 2017: 255, 257).  

 

KMP can be studied as a process consisting of four phases (Figure 2) where the phase “use of 

knowledge” is the final step in which the organization closes the life cycle of knowledge 

transformation (Gonzalez & Martins, 2017: 259-261), implying KMP can be perceived as unfolding 

in a linear manner. The formal process unfolds in the following manner, acquisition to storage to 

distribution to use (Demarest, 1997: 376), inferring that the KMP can unfold linearly. However, the 

KMP can also be understood as a dynamic and continuous process, where the organization and its 

employees can be involved in multiple processes simultaneously (Alavi & Leidner, 2001: 131; 

Demarest, 1997: 376). An overview of how authors have conceptualized  KMP as a process is 

summarized in Table 1. 
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Table 1. Visualization of how authors have conceptualized KMP as a process. Compiled by the 

authors. 

 

Demarest (1997: 376) further suggests the simultaneousness of the phases of the KMP to be 

construction to use, as knowledge is being put into practice while it is being constructed, and 

construction to dissemination, as constructed knowledge is disseminated for testing its use value. 

Understanding the four phases of the KMP and how they function in an organization is a key to 

successful KM, as it provides avenues for making the suitable decisions about actions that can 

facilitate each phase and design the optimal constellation of the entire process (Demarest, 1997: 376). 

By understanding how the phases function, there is a possibility to make decisions about the optimal 

actions to facilitate each phase, as well as designing the optimal constellation of the entire process 

(Demarest, 1997: 376).  
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Figure 2. Gonzalez and Martins (2017) model of knowledge management process. Compiled by the 

authors.​

 

Management can carry out conscious and intentional activities with the aim of influencing aspects 

within the organization, which is often referred to as KM practices (Andreeva & Kianto, 2012: 618). 

The purpose of KM practices is to facilitate and manage processes and resources to further create 

benefits and values for the organization through its knowledge assets (Andreeva & Kianto, 2012: 618; 

Hussinki et al., 2017: 1599). The KMP can be supported by two groups of organizational actions, 

namely “soft” actions and “hard” actions (Gonzalez & Martins, 2017: 261). The “soft” actions involve 

the development of an organizational context which support the creation, distribution, and the use of 

acquired knowledge, while the “hard” actions support the storage and distribution of knowledge 

through the use of IT tools (Gonzalez & Martins, 2017: 261). The study will henceforth refer to 

conscious and intentional activities as “organizational actions”. The phases of the KMP and its 
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corresponding organizational actions are outlined in table 2, and further incorporated in the following 

sections of the theoretical framework. 

 

 

Table 2. Organizational actions associated with the phases of KMP. Adapted from Gonzalez and 

Martins (2017), with modifications and additional sources. Compiled by the authors. 

 

2.2.1 Acquisition of Knowledge 

The first phase of the KMP is knowledge acquisition, where organizations create knowledge internally 

through a learning process, and knowledge can also be carried out through acquiring external 

knowledge in association with other organizations, business consultants, and universities (Gonzalez & 

Martins, 2017: 253, 261).  

 

Organizational learning involves the acquisition of knowledge through a process of reconfiguring 

internal routines (Gonzalez & Martins, 2017: 253, 259). These routines are stable patterns of 

behaviours formed in response to internal or external stimuli causing organizational reactions (Zollo 

& Winter, 2002: 340). The organization’s learning process may occur passively through experiential 
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learning via experience accumulation, commonly referred to learning by doing, and also through 

deliberate cognitive processes characterized by articulation and codification of collective knowledge 

(Zollo & Winter, 2002: 340). Knowledge articulation is the process when implicit knowledge is 

articulated through collective discussions, briefing sessions, and performance evaluation, where focus 

is on achieving an improved level of understanding of actions required to execute a certain task (Zollo 

& Winter, 2002: 341). Knowledge codification is the process when individuals codify their 

understanding in written form, which is a step beyond knowledge articulation. These types of learning 

mechanisms are responsible for evolution of operating routines, that is operational functioning of the 

organization including staff and line activities (Zollo & Winter, 2002: 340, 342). 

 

Knowledge acquisition also focuses on the ability of the organization to absorb new knowledge, 

which depends upon the organization’s primary knowledge that facilitates the absorption of new 

knowledge (Gonzalez & Martins, 2017: 259). Absorptive capacity is the ability to recognize and 

absorb external knowledge that is relevant (Goh, 2002: 29; Hislop, 2005: 169).  Knowledge inflows 

from other units of the MNC can be valuable for subsidiaries’ knowledge creation, although, sourcing 

local knowledge from relationships with other stakeholders in the local environment may be more 

convenient to utilize and exploit in the creation of new knowledge due to that knowledge being better 

aligned with the context and existing knowledge stocks of subsidiaries, compared to knowledge from 

geographically distant sources such as other units within the MNC (Colakoglu et al., 2014: 100). The 

starting point of knowledge acquisition can be seen as constructed by individuals (Andersson et al., 

2016: 160; Krogh & Nonaka, 2000: 7, 31), and can begin when team members share their expertise in 

a specific area (Krogh & Nonaka, 2000: 7). In that light, the knowledge creation process should 

involve multiple disciplines, multiple functions, organizational members with different experiences, 

and extend to suppliers, customers, and competitors (Demarest, 1997: 376; Krogh & Nonaka, 2000: 

30). Consequently, knowledge creation should be without boundaries, and cross organizational 

boundaries, to allow for the organization to be a true knowledge creating company (Krogh & Nonaka, 

2000: 30).  

 

11 



Knowledge can be inherent in human skills and competencies (Gonzalez & Martins, 2017: 258). 

Focus can be directed to the human capital of the organization, where the organization can increase its 

amount of knowledge capital by building on its human capital, which can be done through recruitment 

and retention of staff (Hislop, 2005: 126). A changing environment for an organization can affect the 

requirements for staff’s skill sets, and in some instances there is a need for re-skilling or upskilling 

when individuals assume new roles (Li, 2024: 1707-1708). This implies that knowledge acquisition 

can be viewed from the perspective of how individuals acquire knowledge. The organization can 

respond to environmental changes by developing its human capital through integrating skill sets 

training, and through recruiting new personnel with the right skills (Gonzalez & Martins, 2017: 260; 

Hislop, 2005: 126-127; Li, 2024: 1707-1708). In terms of recruitment and selection, emphasis should 

be placed on identification of individuals possessing suitable personalities related to the task and 

activity in question (Hislop, 2005: 127). Thus, organizational actions aimed at increasing its human 

capital are characterized by training of existing individuals, and hiring new employees with right 

skills and knowledge (Gonzalez & Martins, 2017: 260; Hislop, 2005: 126-127; Li, 2024: 1707-1708). 

 

2.2.2 Storage of Knowledge  

The second phase of the KMP refers to knowledge storage, explaining how the organization stores 

knowledge. The storage phase is critical for an organization to stay competitive, as retention of 

knowledge hinders the loss of institutional assets and primary knowledge (Gonzalez & Martins, 2017: 

259, 261).  

 

When there is an intention to store knowledge, an organizational storage formation process starts in 

order to ensure that the knowledge is getting stored and retained in physical systems to enable the 

opportunity to use it in later occasions (Alavi & Leidner, 2001: 108; Argote et al., 2003: 579). The 

process of knowledge storage implies and represents a conversion process where rendition of existing 

knowledge involves organizing, structuring, storage and linking storage to knowledge units, to 

facilitate use of knowledge in the future (Lin, 2007: 645). The need of structuring and organizing the 
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knowledge is essential to facilitate the access of the knowledge within the organisation (Nonaka & 

Takeuchi, 1996: 592; O’Dell & Grayson, 1998: 163). An organizational underlying existence of 

effectively storing knowledge is by using a properly and inter-linked process to make the knowledge 

accessible and contribute to increase of knowledge exploitation (Gold et al., 2001: 196). 

 

The organization can support knowledge storage by using information technology (IT), where explicit 

knowledge can be retained through storage in physical memory such as IT tools (Alavi & Leidner, 

2001: 118-119, 124; Gonzalez & Martins, 2017: 255). Stored knowledge can constitute the 

organizational memory, which can be explained by containing stored information from history, and 

can serve to support decisions in the present time (Walsh & Ungson, 1991: 61). The organizational 

memory can be constituted by individuals, as knowledge can be stored in the minds of individuals, in 

which they can be seen as retention devices for storing knowledge (Alavi & Leidner, 2001: 124; 

Gonzalez & Martins, 2017: 255, 260; Walsh & Ungson, 1991: 78). Individuals can create knowledge 

by having new insights, and immediately apply this knowledge as a basis for making decisions, 

without having it stored in any formal memory but the individual’s internal memory (Alavi & Leidner, 

2001: 124). Additionally, IT tools can also constitute the organizational memory, in which knowledge 

can be stored in IT systems and enable future retrieval (Alavi & Leidner, 2001: 118-119). The 

organization can adopt actions to retain its individuals that are a part of the organizational memory, as 

well as use IT as a support tool for knowledge storage (Alavi & Leidner, 2001: 118-119, 124; 

Gonzalez & Martins, 2017: 255, 260-261).  

 

2.2.3 Distribution of Knowledge 

The distribution of knowledge corresponds to the third phase, where the focus is to share, distribute 

and exchange knowledge of tacit and explicit character, corresponding to knowledge sharing through 

IT tools and social contact (Gonzalez & Martins, 2017: 256)  
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The distribution of knowledge within the organization can be made possible through human processes 

and technical infrastructure, where the knowledge can be distributed to people within the organization 

with the purpose of enabling performance (Demarest, 1997: 376). Hubner (1991: 90) presents and 

refers to information distribution to the process of sharing information from various sources, which in 

turn fosters the creation of new knowledge or deeper understanding. Information interpretation 

involves assigning one or more commonly understood meanings to the distributed information.  

 

The organization can benefit from investing in a design that encourages communication by reducing 

the barriers that block communication flow (Goh, 2002: 29; Krogh & Nonaka, 2000: 8), where an 

example of such is the use of IT tools to ease the sharing and accessing of information (Goh, 2002: 

29). Gonzalez and Martins (2017: 255-256) emphasizes the importance of sharing through IT systems, 

where effective distribution relies on IT in order to facilitate the explicit knowledge sharing. The 

organization can take actions by establishing a use of IT tools for distribution of knowledge (Alavi & 

Leidner, 2001: 124; Goh, 2002: 29; Gonzalez & Martins, 2017: 260). Although, technology systems 

for sharing knowledge need to be introduced with care, consultation, and in accord with appropriate 

incentives to facilitate a successful knowledge sharing within the organization (Buckley & Carter, 

2003: 23). Establishing communication processes can avoid duplication of effort and resources 

(Kakabadse et al., 2003: 87).  

 

Social interaction, where the aim is to interchange experiences and knowledge is emphasized as 

important, as it fosters exchange of tacit knowledge in the form of direct social contacts (Gonzalez & 

Martins, 2017: 255-256). Knowledge exchange requires a balanced approach of formal mechanisms 

and informal interactions, where formal mechanisms include sharing through structured processes 

where valuable information and insights are exchanged, and informal interactions aim to describe the 

mentoring, personal and social intranets and group conversations (Goh, 2002: 29). The sharing 

process requires a mobilization initiated from the organization to create an environment that enhances 

the sharing of knowledge (Lee & Yang, 2000: 790). Factors of soft characters such as encouraging 

knowledge sharing through leadership, culture and values (i.e. trust) are elements that play an 
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important role (Goh, 2002: 25; Liu, 2019: 818). In parallel to that, management can mitigate cultural 

barriers to knowledge sharing through facilitating relationship building activities between culturally 

dispersed groups aimed at employees feeling more integrated (Raab et al., 2014: 39).  

 

In the context of an MNC, researchers have also focused on the directional flows of knowledge. Gupta 

and Govindarajan (2000: 489) highlights that knowledge flows in different directions, hierarchical, i.e. 

between the parent company and the subsidiary, and lateral, i.e. between peer subsidiaries. 

Traditionally, the parent company has been found to be the main diffuser of knowledge within an 

MNC (Gupta & Govindarajan, 2000: 489, 490). Advancing on the hierarchical flow of knowledge, 

attention can be directed toward the vertical flow, where knowledge flows from subsidiaries to HQ. 

This type of bottom up transfer is referred to as reverse knowledge transfer (Kogut & Mello, 2007: 3). 

It has been found that subsidiaries can acquire knowledge through multiple channels, including 

communicating with customers, collaborating with a partner, and learning among subsidiaries (Fu et 

al., 2018: 213). Previous research has shown that subsidiaries not only generate knowledge but can 

also and transfer it back to the HQ, which ultimately can benefit the entire MNC (Ambos et al., 2006: 

306-307; Chung, 2004: 247; Eden, 2009: 177-178;  Frost, 2001: 120; Jiménez-Jiménez et al., 2020: 

641). In that sense, MNCs have unique advantages in the way they can source, generate, transfer, and 

utilize knowledge, partly due to subsidiaries being dually embedded in the intra-MNC network and in 

the MNC host environments (Michailova & Mustaffa, 2012: 392; Nuruzzaman et al., 2019: 7).  

 

2.2.4 Use of Knowledge  

This phase involves the understanding of the forms of knowledge use, which can be categorized into 

exploitation and exploration, where exploitation is related to the use of existing knowledge to improve 

efficiency, and exploration is in relation to seek new knowledge to foster innovation (Gonzalez & 

Martins, 2017: 257).   
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Knowledge should serve as the foundation for generating new knowledge through creation and 

integration as well as through expansion of existing knowledge, while it can be used as basis in 

decision-making (Cohen & Levinthal, 1990: 131; Ganzaroli et al., 2016: 171; Nooteboom et al., 2007: 

1018). Knowledge utilization can be exploitative when it is applied to make decisions or 

improvements, based on existing knowledge (Ganzaroli et al., 2016: 183; Nooteboom et al., 2007: 

1019). The exploitation of knowledge can reduce issues such as duplication of efforts by using 

existing knowledge in a more efficient way (Swan et al., 1999: 264). The utilization of knowledge is 

linked to an individual's capability to identify, retrieve and apply information and knowledge stored in 

both formal and informal organizational memory systems (Zack, 1999: 54-55). Knowledge can have 

an explorative nature where the knowledge base is used to generate new knowledge through 

innovative approaches (Ganzaroli et al., 2016: 183; Nooteboom et al., 2007: 1019).  

 

When the organization faces complexities and uncertainties in relation to activities they are ought to 

perform, the organization can respond by actions in the form of creating problem solving teams with 

prerequisite knowledge to solve the issues (Alavi & Leidner, 2001: 122; Gonzalez & Martins, 2017: 

260). 

 

2.3 Conceptual Model  

Based on the theoretical framework, a conceptual model has been developed by the researchers to 

study the KMP during a NBP rollout in an MNC context (Figure 3). Firstly, the conceptual model 

includes HQ mandated NBP, aligning with Bjerregaard et al. (2016: 116) and Kostova and Roth 

(2002: 216) describing HQ to mandate an NBP in which the organizational units have to adhere to. 

Secondly, the phases of the KMP are presented including a description of what they revolve around 

(Gonzalez & Martins, 2017: 258, 261). The phases are additionally adapted to the research context, 

where MNC elements are added. Therefore, the directions of knowledge flow are included, as 

suggested by Gupta and Govindarajan (2000: 489). Thirdly, it is assumed that organizational actions 

can support the phases of KMP (Gonzalez & Martins, 2017: 261). The theoretical framework presents 
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organizational actions that can be related to the phases of KMP. These organizational actions are 

outlined and connected to its respective phases of the KMP, as suggested by Alavi and Leidner (2001: 

122, 124), Goh (2002: 29), Gonzalez and Martins (2017: 255-256, 260), Hislop (2005: 126-127), Lee 

and Yang (2000: 790), and Li (2024: 1707-1708). Fourthly, the KMP can be perceived as unfolding 

linearly (Demarest, 1997: 376; Gonzalez & Martins, 2017: 259-261), the conceptual model assumes 

the NBP to progress through the four phases in a linear manner, resulting in a refined business 

practice. Hence, the conceptual model assumes the HQ mandated NBP to be configured through the 

KMP, where organizational actions can have the potential to facilitate the process, and subsequently 

enable refinement of the NBP.  

 

 

Figure 3. Conceptual model based on the theoretical framework. Compiled by the authors. 
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3. Methodology 

3.1 Research Strategy 

The study's research question is formulated as: ”Throughout the roll-out of a new business practice in 

a multinational corporation - how does the knowledge management process unfold?”. The research 

strategy outlines the overall approach of the study and serves as a plan for how to answer the defined 

research question (Bell et al., 2019: 35-36; Saunders et al., 2019: 189). A part of defining research 

strategy is to separate the approaches qualitative and quantitative, as the approaches have discrepant 

epistemological basis, which constitutes the distinctive differences between the research methods 

(Bell et al., 2019: 35-36). The qualitative research strategy is useful when there are complexities and 

nuances of the explored phenomena, where the basis is from the individual perspectives, which further 

allow a more in-depth understanding of the object (Saunders et al., 2019: 179;  Soulsby et al., 2011: 

24). It was deemed most suitable, as knowledge can be constructed by individuals (Andersson et al., 

2016: 160; Krogh & Nonaka, 2000: 7, 31). The ontological position this study has adopted guided the 

researchers’ understanding of reality, while the epistemological position guided the researchers to 

understand what represents valid and legitimate knowledge (Lee & Saunders, 2018: 14).  The 

ontological position adopted in the study is constructivist, which asserts that reality is constructed 

through social interactions among participants (Lee & Saunders, 2018: 15). This position guided the 

researchers’ to view knowledge as something that can be constructed by individuals (Andersson et al., 

2016: 160; Krogh & Nonaka, 2000: 7, 31), and the KMP may be influenced by interactions between 

units within the case company. The study rests upon an interpretivist epistemology, which allows and 

acknowledges reality as subjective and the meaning shaped by individuals is based on experiences 

(Hammersley & Atkinson, 1995: 29). The researchers acknowledge there may be different 

interpretations of the same event (Lee & Saunders, 2018: 15), in which they recognized participants 

can have different experiences on how knowledge is constructed and how the KMP unfolds. 

Furthermore, the researchers made sure to discuss their own interpretations of the literature and the 

interviews together on a regular basis, and sought feedback from the two supervisors at the case 

company, and in some instances the participants, to validate their interpretations of the interviews. 
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3.1.1 Research Approach  

The research has adopted a qualitative strategy, with an abductive approach. The abductive approach 

is characterized by moving back and forth between theory and empirical data, where the process can 

start with a surprising fact, and seeks to explain it (Bell et al., 2019: 25; Saunders et al., 2019: 

155-156). Studies relying on an abductive approach exhibits features of successively modifying the 

original framework when empirical findings are revealed and further theoretical insights are gained 

through the process (Dubois & Gadde, 2002: 559). Most of the previous research on KMP is 

conceptual (Alavi & Leidner, 2001; Demarest, 1997; Gonzalez & Martins, 2017), indicating less is 

known about the phenomena as it occurs. Therefore, an abductive approach was deemed most 

suitable, as the abductive approach inherits the possibilities of capturing the empiric world and theory 

through a combination of established theoretical models and new insights when confronted with 

reality (Dubois & Gadde, 2002: 559). Furthermore, previous research on KMP exhibits a shortcoming 

in applying KMP to any specific event or organizational context (Alavi & Leidner, 2001; Demarest, 

1997; Gonzalez & Martins, 2017), in which Yin (1994: 285-289) suggests an exploratory approach to 

be suitable when the desire is to explore the new or unknown, or if the researchers are unsure of its 

precise nature (Saunders et al., 2019: 187). 

 

3.1.2 Research Design  

The research has adopted a design in the form of a single case study. The research design further 

guides the execution of the research method and analysis of the data (Bell et al., 2019: 45). A case 

study opens up the possibility to, in a detailed manner, study a specific case where the focus is on a 

bounded situation  (Bell et al., 2019: 45, 63).  A case study design favors and provides a deeper 

exploration and analysis of a social phenomena and involves conducting empirical research on a 

phenomenon within its context, particularly when the boundaries between the phenomenon and the 

environment are not clearly defined (Dubois & Gadde, 2002: 555; Yin, 2004: 284). Even though the 
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study is based upon a single case company, the nature of the KMP (Gonzalez & Martins, 2017: 258) 

can imply a risk of an effusive amount of information. Therefore, a clear and well-defined research 

question as well as determined delimitations are essential for managing information in a systematic 

way in the study. Allowing some flexibility within a general guiding framework enables the research 

question to be refined and adapted throughout the process of the study (Eisenhardt, 1989: 536). 

Ghauri (2004: 111) and Yin (1994: 285-289) emphasize the use and suitability of a case study 

approach and particularly in the cases when the research question is focused or formulated to 

understand the phenomenon of “how” or “why”, which is directly related to the study's research 

question: Throughout the roll-out of a new business practice in a multinational corporation - how 

does the knowledge management process unfold?  

 

It can be argued that a case study approach can be useful and valuable in emerging or in new research 

areas or fields that have been insufficiently explored (Ghauri, 2004: 109) or when current theory is 

underdeveloped, as it complements the gradual process of building theory (Eisenhardt, 1989: 548). As 

the study is based within the area of KMP, it further demonstrates the suitability of case studies, 

particularly given its focus on cross-border activities and involvement of multiple cultural contexts 

(Ghauri, 2004: 111). Due to the complex and diverse contexts explored in such studies, it often 

produces findings which are not that easy or useful in comparable situations, overly restrictive 

methodological approaches may lead to misleading conclusions. Therefore, interviews generate and 

offer the potential for deeper, more nuanced insights into the phenomenon (Ghauri, 2004: 111). The 

study has adopted interviews as the main method for collecting data and have ensured to collect 36 

participants to strengthen and enhance the quality criteria credibility and confirmability where a more 

in-depth discussion is presented in section 3.6.1 and 3.6.4.  
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3.2 Choice of Case  

3.2.1 Choice of Case Company 

The chosen case company provided an avenue for studying how the KMP unfolds in an MNC during 

the rollout of an NBP. A single case often represents a critical case, or something extreme or unique, 

but may also be selected purposively as it provides an opportunity to observe a specific phenomena 

that few have studied before (Saunders et al., 2019: 198).  

 

Access to the particular case company was underpinned by one of the author’s ongoing employment, 

which facilitated and provided access through existing contacts. This resembles a convenience sample 

due to readily access to the company (Saunders et al., 2019: 324). Convenience sampling may be 

given little credibility as bias and influences can be out of researchers control (Saunders et al., 2019: 

324). However, an organization chosen for convenience can still meet purposive sample selection 

criteria that is relevant to the research aim (Saunders et al., 2019: 324). In the study, the case company 

was ultimately chosen due to its NBP rollout, which allowed the researchers to explore the KMP 

during the NBP rollout. This further highlights that samples that are relevant to research aim often 

meet purposive sample criteria even though they have been chosen for convenience, by offering 

insights to something unusual (Saunders et al., 2019: 324). To mitigate for a potential lack of 

credibility was sampling of participants done meticulously in a purposive manner to ensure the 

research question to be answered, as the participants had profound insights into the NBP. The case 

company and all participants, representing several HQ departments and 11 local markets (Table 3), 

were offered anonymity in the study due to the confidentiality of the NBP. 
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Table 3. List of departments represented by participants at HQ and positions in the local markets. 

Compiled by the authors. 

 

3.2.2 Choice of Markets 

The process and choice of markets to be included in the study, was based on which local markets had 

rolled out the NBP. That aspect was crucial for the study due to the research focus and research 

question, to explore how the KMP unfolds. The decision to involve all eleven European markets 

rolled out the NBP was decided upon its overall suitability for the study's research focus and 

strengthen the credibility and confirmability of the study, and facilitated a strong and deep research. In 

relation to the study's qualitative nature, the objective was not to give an overall applicable process or 

generalizable findings. The eleven markets selected in the study were managed from a unified 

perspective, meaning that the study did not address individual markets' perspective due to time 

limitation and the degree of scope it entailed and required.  
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3.3 Data Collection  

The study and research was conducted during spring 2025 (Figure 5). The research process began 

with two informal kick-off meetings with employees at the case company which have served as 

supervisors during the research. The two supervisors provided further insights and understanding of 

the case company and of the NBP. The informal meetings highlighted the need for a wider perspective 

on data collection to get a more comprehensive understanding of the NBP and provided suggestions 

of participants to interview. That facilitated a nuanced and refined exploration of the phenomena and 

collection of data (Ghauri, 2004: 115) for the research of the case company. The study used a 

dual-tiered approach which implied using both primary and secondary data, consisted of interviews 

and external documents, which ensured a comprehensive methodology, also called triangulation of 

data (Bell et al., 2019: 296, 438; Ghauri, 2004: 115).  

 

3.3.1 Primary Data Collection 

The primary data was collected through interviews. The primary data serves as the evidence collected 

specifically for the research (Lee & Saunders, 2018: 50). Bell et al. (2019: 45) explains the research 

design provides a framework for the technique used for collection of data, where the method chosen 

for collecting data for the study was decided to be interviews. The choice of data collection 

procedures depends on the focus of the research question (Lee & Saunders, 2018: 50). In case study 

research methods that inform understanding and interpretation are widely used, offering the 

opportunity for understanding of the complexity of a phenomenon in a real-life setting (Lee & 

Saunders, 2018: 50). Saunders et al. (2019: 179) emphasizes that interviewing is a technique for data 

collection that allows the researcher to explore points of interests, and clarify and confirm meanings 

that are expressed by participants. The interest of the study was the KMP during a NBP rollout as the 

phenomena occurs. The conducted interviews consisted of participants' insights spanning a year back 

from spring 2025. As the study was able to capture the phenomena of the rollout as it occurred, there 

was an opportunity to also capture lessons learned and insights in real-time, from the participants. The 
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insights were still deemed to be recent enough due to the time span of one year, which mitigated the 

retrospective biases of the participants.  

 

3.3.2 Selection of Participants 

The selected participants in the study were mainly based on a purposive sampling with additional use 

of snowball sampling. A common approach to sampling in case studies is that samples should be 

selected on the basis of appropriateness to the purpose of the investigation (Bell et al., 2022: 9-10). 

Purposive sampling is a form of non-probability sampling with its goal of sample participants in a 

strategic way so that the research questions are being answered through participants' relevant insights 

(Bell et al., 2022: 388;  Merriam, 1998: 62-64; Saunders et al., 2019: 321). In relation to the research 

question, a purposive sampling was employed where the participants were selected upon their insights 

into the NBP through their involvement. The study consists of two sub groups within the case study to 

better understand the HQ and local market perspective and involvement in the NBP. Therefore, 

participants at HQ and local markets, with different positions, were included. Such a heterogeneous 

sample has its strengths in providing variation in the data collected through participants' diverse 

characteristics (Saunders et al., 2019: 321). During the interview process, the sampled participants 

suggested additional individuals they considered have relevant insights to the study. Four individuals 

were approached and requested to participate, which they agreed upon. This resembles snowball 

sampling, (Bell et al., 2022: 394) to be when sampled participants further propose participants with 

experience relevant to the research. The sample consisted of 36 interviews outlined in Table 4, 

assigned with a code.  
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Table 4. Overview of participants. Compiled by the authors. 

 

3.3.3 Interview Guide 

The interview guide was designed to have a semi-structured approach for the interviews. The 

semi-structure approach provides a balance between conversational flexibility while keeping a 

structured direction, which further allows an in-depth exploration of participants' experiences and 

perspectives of the subject (Bell et al., 2019: 436). The interview guide was developed to bridge the 

outlined theoretical framework with the empirical data collection (Ghauri, 2004: 115). The study 

collected data primarily through semi-structured interviews, that is explained by Saunders and Lee 
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(2018: 52) to comprise of a set of themes with key questions, but providing the interviewer with the 

possibility to modify, which the questions are being asked depending on the research situation, and 

offering the interviewer to ask new questions to follow up on relevant topics and aspects. The 

interview guide in Appendix A, visualized the structure of four key themes based on the theoretical 

framework, covered the KMP corresponding to acquisition of knowledge, storage of knowledge, 

distribution of knowledge, and use of knowledge,  from a dual perspective and considered the two sub 

groups: HQ and local markets. As mentioned, the interview guide had a flexible design and approach, 

as suggested by Bell et al (2019:439) and started with broad questions to encourage open discussions 

and thoughts from the participant. The other questions were divided and based on the themes and 

more specific follow up questions were asked during these questions, based on the responses and 

input during the participant. This structure permits and preserves the empirical data qualitative 

richness, according to Bell et al. (2019: 440) and Marschan-Piekkari and Welch (2004: 192)  as it 

allowed frequent adjustments of dynamic character in the interviews (Bell et al., 2019: 439). Due to 

the complex area of the research focus of KMP, the semi-structure was necessary for the process as it 

contributed to a greater depth of the subject as the participants' insights highlighted other aspects than 

what the researcher had planned. To ensure precise data collection, preparatory steps were taken, such 

as understanding of the participants’ context in relation to the NBP and employing digital recording 

tools to secure and capture the data (Bell et al., 2019: 441). The interview guide provided a strong 

framework for collecting the data and encouraged nuanced perspectives from the participants, which 

is crucial for maintaining research integrity, according to Bell et al. (2019: 439-440) and Yin (2018: 

245). 

 

3.3.4 Conducting Interviews 

The selected participants were initially contacted through email where details about the study and its 

thematic focus of the interview questions were presented. The participants were strategically selected 

based on their role and relevance related to the study's research focus and question.  
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After the first email, a meeting request in Microsoft Teams where provided and the participants were 

at this stage in the process fully aware and informed about the purpose of the study.  In relation to that, 

the study assured that the participants did the interview voluntarily. As the case company operates 

globally and the majority of participants were located outside Sweden, the interviews were conducted 

via Microsoft Teams. The participants located in Sweden and one participant from a local market, 

who visited Sweden during the current interview day, were conducted through in-person meetings and 

could benefit from in-person interplay such as body language and face expressions, recognized by 

Bell et al. (2019: 452). All the digital participants had cameras on, which enabled the opportunity to 

still catch some face expressions during the interview. Due to the scope of the European markets 

included in the study and with the goal of interviewing two relevant participants from each market, 

the digital interviews facilitated the data collection from a time pressure and economic limitations 

perspective.  

 

All participants consented to having the interviews recorded and transcribed to ensure that the data 

was captured in an accurate way (Bell et al., 2019: 441). Recording and transcribing also enables 

integrity in the verbal communication during the interview and also provides a reliable and 

trustworthy base for the analysis (Bell et al., 2019: 217). Both researchers attended each interview to 

ensure a consistent understanding of the primary data and to foster a coherent data interpretation as 

well as minimize and mitigate potential biases of the researchers. All interviews were structured and 

conducted in the same way where one of the researchers held the interview and asked the questions 

from the interview guide and the other researcher ensured that all questions were answered. Utilizing 

the Microsoft Teams transcription feature the data collection was collected in a structured way, which 

also enabled full engagement in the conversations without distraction of manual note taking (Bell et 

al., 2019: 448). Furthermore, a dedicated time was allocated after each day to summarize and reflect 

upon the interviews, which was a useful practice for the analysis of the study. It further facilitated the 

data contextualisation, which was necessary to get a thorough understanding of the analysis, 

according to Marschan-Piekkari and Welch (2004: 198). The majority of the interviews were 

conducted in English, while a limited amount, corresponding to five interviews, were conducted in 
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Swedish as it was requested by the participants. The interview questions were then adapted to the 

language while some terms and explanations were not available to be translated.  

 

3.3.5 Secondary Data Collection 

The secondary data used in the study corresponded to external public documents. To improve and 

strengthen the quality and reliability through triangulation, secondary data have been used beside the 

primary data (Bell et al., 2019: 12; Yin, 2018: 182). The secondary data consists of external 

information of the company's annual sustainability report, to get a deeper understanding of the 

background of the company. Complementing a study's primary data with secondary data entails a 

more extensive and richer understanding of the phenomena (Bell et al., 2019: 297; Merriam, 1998: 

204). However, the secondary data has been used to a limited extent, as the study mostly relies on the 

primary data collected through interviews. The study has put great focus on collecting comprehensive 

primary data through 36 participants, which explains the lesser importance of secondary data in the 

study.   

 

3.4 Research Process 

The systematic approach of the research process used in the study (Figure 5). The abductive reasoning 

and logic have been forming each step of the process, enabling a dynamic interplay between theory 

and empirical data. In relation to the study’s research focus, examining and reviewing existing 

theoretical frameworks relevant for the focus area was carried out in the initial phase, in order to 

identify eventual gaps (Bell et al., 2019: 24). The study has combined the research field of KMP, KM 

actions, and business practice where KMP in relation to an NBP rollout was found to lack empirical 

support, which is a gap spotting approach according to Sandberg and Alvesson (2011: 30). 

 

The databases JSTOR and Supersearch, provided by the School of Business, Economics, and Law at 

Gothenburg University, have been used to source and collect articles to the research, which mostly 
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consist of peer-reviewed articles (Bell et al., 2019: 99). Furthermore, the researchers found relevant 

literature through references in previously read articles (Saunders et al., 2019: 94). For example, 

Demarest (1997) was found in the article by Andreeva and Kianto (2012), and Alavi and Leidner 

(2001) was found in the article by Gonzalez and Martins (2017). In addition, some keywords, divided 

based on the research fields, were used to find relevant literature for the research areas (Figure 4). 

 

 

Figure 4. Illustration of the consolidation of the research areas and keywords utilized. Compiled by 

the authors.  

 

A preliminary study was conducted which covered informal discussions with the case company with 

an exploratory perspective, to identify and refine the scope of the study, including aligning the input 

with the findings in the existing theoretical literature and the envisaged study research question. Based 

on the insights from the preliminary study, a theoretical conceptualization was developed, which 

served as a guiding tool for analyzing the empirical data. The theoretical conceptualization facilitated 

a dynamic process and exchange between the theory and the empirical data and implied a nuanced and 

contextual understanding and interpretation of the data (Alvesson & Kärreman, 2007: 1268). When 

the empirical data was examined, adjustments and revisement of the theoretical conceptualization was 

done to better fit the empirical findings. The conceptual model was tested by the empirical data to 

challenge or validate the theoretical assumptions of the study, exemplifying the abductive reasoning 

process (Atkinson et al., 2003: 38). 
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Figure 5. Overview of the research process. Compiled by the authors. 
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3.5 Data Analysis  

The data analysis of the study is based on a comprehensive coding process including themes, 

concepts, codes and quotations (Figure 7). The coding process can be related to an abductive reason 

(Ghauri, 2004: 118). A thematic approach was used to manage and organize the data from the 

transcription of the 36 conducted interviews. To be able to categorise and identify themes for the 

empirical findings and conceptual model, the approach also involved a coding process of iterative 

character. The initial stages of developing the analysis framework were iteratively processed and 

refined in response to the themes and concepts identified, which emerged from the open coding 

process (Schwartz-Shea & Yanow, 2012: 78). This process further encompassed an analysis of the 

empirical data using a comprehensive coding approach to ensure depth and nuance in interpretation 

(Bell et al., 2019: 519). The transcripts of the interviews were analyzed thoroughly, where color 

coding was used to identify key concepts and themes (Ghauri, 2004: 118; Merriam, 1998: 179). The 

codes were subsequently mapped to their corresponding themes and concepts, relevant for the study. 

The concepts that emerged from the empirical data were grouped under the predetermined themes 

based on the conceptual model, allowing for modification of the conceptual model, which resonates 

with an abductive approach (Dubois & Gadde, 2002: 559). An example of how quotes were coded, 

assigned under a concept, and grouped under its conceptual theme (Figure 6). The organizational 

actions emerged from the analysis process when reviewing the predetermined themes and the concepts 

belonging to those. All data did not fit into any of the predetermined themes of the conceptual model, 

but were used to create a thick description of the case company and its context. 

 

Figure 6. Visualization of the data analysis process. Compiled by the authors. 
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Figure 7. Visualization of the data analysis process. Compiled by the authors. 

 

The study has an interpretivist character, focusing on narrative, stories and perceptions (Saunders et 

al., 2019: 145) where the empirical findings were structured to provide a narrative of the KMP during 
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the NBP rollout within the case company. To present a comprehensive narrative capturing all relevant 

aspects, the researchers ensured that the narrative visualized the phenomena, aligned with the 

participants' insights. The narrative is constructed by the researchers, and influenced by their 

interpretation of the empirical data, where insights from 36 participants were included, which 

strengthened the quality and credibility of the study. Visualization of examples of how the empirical 

data was processed during the research (Table 5). The empirical chapter retained coding during the 

process, to ensure transparency in the analysis process. To enhance the readability of the narrative, all 

coding was removed after the finalization of the empirical chapter. Although, some codes remained 

where a limited number of participants expressed their opinions and the researchers deemed the 

insights to still be valuable to highlight.  

 

 

Table 5. Illustration of how the empirical data was coded during the process and then presented as a 

narrative when finalized. Compiled by the authors. 

 

3.6 Quality Criteria  

Ensuring the quality of research requires a nuanced approach, traditionally evaluated through the 

criteria of reliability and validity (Bell et al., 2019: 48). There is a perception of limited applicability 

due to the measurement focus of these concepts, in relation to qualitative research (Bell et al. 2019: 
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363) and therefore, there are suggestions to include a broader set of concepts to cover the 

trustworthiness in the research (Bell et al. 2019: 363; Guba & Lincoln, 1994: 106). The criteria of 

trustworthiness fulfills when it includes credibility, transferability, dependability and confirmability 

(Bell et al., 2019: 48). The aim is to provide a framework, more comprehensive in order to 

acknowledge the different nature of social phenomenons, to evaluate research of qualitative character 

(Bell et al. 2019: 363). In the following sections, the quality has individually been evaluated for each 

of the criteria.  

 

3.6.1 Credibility 

The criteria of credibility is based on the findings and the trustworthiness of the presentation of the 

findings (Bell et al., 2019: 363-364; Guba, 1981:84) where Bell et al. (2019: 363-364) indicates that 

the empirical findings and the participants experiences aligns. Due to that qualitative research seeks to 

explore social phenomena within their contextual settings (Bell et al., 2019: 26) phenomena 

understood as dynamic and socially constructed, (Merriam, 1998: 21-23), the researcher’s role 

involves interpreting the data, which may lead to multiple, equally valid interpretations of the 

findings. Ontological assumptions affect the researcher's perspective on the nature of the subject under 

investigation, as well as epistemological considerations regarding the means through which 

knowledge can be acquired (Bell et al., 2019: 500). However, enhancing the credibility of the research 

requires adherence in order to establish scholarly practices as well as methodological protocols. To 

ensure the accuracy of the interpretations and also mitigate potential bias, Bell et al. (2019: 364) 

suggests participants validation which refers to the process of seeking feedback from the participants 

and share the empirical data after the interview, for confirmation or clarification to ensure the accurate 

and intentional meaning (Bell et al., 2019: 363).  

 

The created narrative, consisting of primary and secondary data, aimed to capture a full story of the 

empirical findings, where the 36 participants contributed with a comprehensive amount of data, to 

ensure the qualitative perspective and strengthen the credibility. The balance of empirical saturation 
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was a considered aspect during the research and, even though the local markets were processed as one 

unit, it was important to include all relevant participants to be able capture the full story of how the 

KMP unfolded in relation to the NBP rollout. An aspect that increased the study’s credibility is related 

to the fact that the phenomena of the KMP and NBP rollout was captured in real time, where the 

insights from the participants, allowing for timely insights and lessons learned to be documented as 

they unfolded, and furthermore, did not contain embellishments or diminution of the experience, 

which can occur when the phenomenon happened further back in time. Due to the lack of studies 

being able to capture and study a phenomena in real time, the researchers consider and argue that it 

will strengthen the credibility of this research.  

 

3.6.2 Transferability  

The transferability is dependent on how applicable it is across different contextual preferences, 

settings or contexts (Bell et al., 2019: 363, 365; Guba, 1981: 86). It is important to provide detailed 

and thorough descriptions and information of the context and the process (Merriam, 1998: 198-199), 

which can be seen as a basis for enabling the assessment of the transferability of the study (Bell et al., 

2019: 365; Lincoln & Guba, 1985: 316). Exploring different perspectives is emphasized as essential 

where the importance is to not only rely and use sources confirming the initial understandings (Guba, 

1981:86). In similarity, validity is highlighted in qualitative research as important, where the findings 

should be aligned, examined and compared in relation to external validity (Andersen & Skaates, 2004: 

475). This has been adopted, consequently throughout the study by providing well elaborated 

information regarding the presented results. The confidential requirements of the study, where the 

participants as well as the case company were anonymous, impacted the transferability as some 

contextual details were not able to be included in the study. To improve and strengthen the 

transferability, the study has introduced and given an overview of the case company (Table 2) and also 

included perspectives from both HQ and local market. A list of all participants from the case company 

are presented, including their roles, to give an understanding of the different competencies and 

perspectives (Table 4). Section 4.1 provides an overview of the case company. The details of the 
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setting provided in the study relates to what Bell et al. (2022: 369) refer to as a thick description, 

which provides avenues for others to make judgements of possible transferability of the findings to 

other social contexts.   

 

3.6.3 Dependability 

Dependability of the research process relies on transparency and a systematic process, to visualize the 

appearance of the study and the approach of the analysis (Bell et al., 2019: 363). The study has 

ensured the dependability by documenting step by step, every stage throughout the research process, 

to assure accessibility of the material used. By using an auditing approach which enables detailed 

records of the stages in the research process (Bell et al. 2019: 365) facilitate the visualization of the 

accessible format and ensure an appropriate and structured process (Guba, 1981: 87). To strengthen 

the dependability of this study, a thorough documentation of methodological and theoretical decisions 

was provided, along with a clear understanding of how the research process unfolds during the 

empirical data process, visualized in Figure 7 and Table 4, and the analytical discussion. Additionally, 

the study encompasses detailed explanations and visual representations to illustrate the application of 

the theoretical framework within the empirical context (Figure 5). Significantly efforts were made in 

the analysis, to provide detailed and comprehensive information regarding the arguments and 

conclusion to facilitate that the readers understand the analytical process of the study. Furthermore, 

feedback from the supervisor, master peer students and continuous dialogues with the two supervisors 

at the case company, been serving as a control function which have ensured that the research practice 

is adequate and equivalent, enhancing the dependability of the study (Lincoln & Guba, 1985: 316; 

Merriam, 1998: 204-205). Hence, all these efforts contribute to a structured and transparent research 

approach, which strengthens the study’s dependability.  
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3.6.4 Confirmability 

Confirmability can be referred to the efforts, from the researchers, to avoid and mitigate biases in the 

research process. In qualitative studies the idea of total or completely objectivism is rejected (Bell et 

al., 2019:365). In the research process, peer reviews can support and mitigate the challenges in 

relation to objectivism, though absolute objectivity is widely recognized as unattainable (Bell et al., 

2019: 365). Therefore, it is a good idea to involve others, as peer reviews and participants, to validate 

and strengthen the findings in the research (Yin, 2018: 290). During the study, the researcher 

continuously received feedback from peers and had informal meetings on a continuous basis with the 

supervisors from the case company to validate the empirical data. A method useful to reduce and 

mitigate bias during the research is triangulation (Bell et al. 2019: 364; Guba, 1981: 87; Yin, 2018: 

290). 

 

A risk of bias recognized related to the selected case company, was due to an ongoing employment for 

one of the authors. This was carefully considered throughout the research and during the empirical 

data collection, where the study strengthened the confirmability by reducing the bias of the 

researchers as well as of the participants, by including the amount of 36 participants in the research 

(Table 4). From a qualitative perspective it can be argued that just the  amount of participants 

increased the confirmability. In addition, as the 36 participants represented several different 

departments at HQ and from 11 local markets, further strengthened the confirmability. The 

researchers' risk of biases where the ongoing employment for one of the researchers, were mitigated 

due to the amount of participants, as well as adjusted and balanced by the other researcher during the 

interviews. 

3.7 Ethical Considerations 

Maintaining transparency through continuous measures is essential aspects of the research quality and 

integrity (Bell et al., 2019: 375). This was demonstrated by the researcher by providing the 

participants an explanation of the study's purpose before the interviews, and the researcher obtained 
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information regarding audio recording and transcription, according to the Swedish Research Council 

(2017: 16). The 36 participants included were also informed that the research will be publicly 

available, and by that, highlighted that the insights shared during the interviews would be subject to 

public disclosure. This was of importance, particularly given that the empirical data and findings were 

based on participants, employees in the case company, and could involve confidential information 

(Swedish Research Council, 2017: 66). In order to mitigate and avoid the risk of disclosing non-public 

information, the quotes used in the empirical findings, were submitted to the specific participants for 

review and verification before being published. The quotes included in the empirical chapter were 

redacted in some instances to conceal information that could have been perceived as having the 

potential to be related to a specific participant. That step ensured that no unauthorized information 

was unintentionally disclosed, and thereby the research avoided potential legal consequences (Bell et 

al., 2019: 114-115). 

 

In general, all participants should be considered as anonymous by the researchers, in order to be 

aligned with research practices, in accordance with ethical standards (Bell et al., 2019: 117-119). This 

approach may concurrently undermine the research transparency of the study, as the readers would be 

unable to ascertain how the information might differ, based on the source of the information (Swedish 

Research Council, 2017: 41). This study offered the participants to be anonymous to support open 

dialogues of the individual's perspective and opinions in relation to the studied phenomena (Bell et al., 

2019: 114). The study offered all participants to be anonymous which was accepted. However, all 

participants and their roles have been kept as anonymous as allowed, without removing the 

importance of the respective roles.  

 

The study has ensured that the presented information is original and not derived from other sources 

without proper attribution, and that the empirical findings and quotations has been preserved in its 

original form without alteration (Swedish Research Council, 2017: 65-66). Furthermore, in 

accordance with the guidelines at the School of Business, Economics and Law in Gothenburg, the use 

of the AI tool ChatGPT has been limited to correcting grammatical errors. 
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3.8 Criticism of Methodological Approach 

The study adopted a qualitative case research strategy, involving both benefits and constraints. A 

challenge lies in the restricted potential for empirical generalization, as findings derived from case 

studies often are deeply embedded in specific contexts and may not readily extend to broader settings 

(Merriam, 1998: 207-208). Hypotheses from observed patterns are involved in the abductive research 

approach Bell et al., 2019: 24) which is the approach the study has utilized, and thus, there is a risk of 

interpretation biases of the data, which might undermine the validity of the data.  
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4. Empirical Findings 

4.1 Background and Context 

Background of the case company 

The case company is an MNC operating in the automotive industry with its HQ located in 

Scandinavia, where it was founded. The operations span worldwide across Europe, Asia Pacific and 

North America with production in several markets. The core of the company has always been the 

focus on an uncompromised design and innovation on the products with sustainability as a 

cornerstone of the company ([case company], 2024: 5, 10).  

 

The company had a centralized organizational structure where HQ operated as a centralized hub 

deciding upon sales target, campaigns and expected performance and the local market operations was 

steered after these decisions with facilitation and support by the HQ. HQ was also involved in 

discussions in the local markets with sales agents and managers, which will henceforth be referred to 

external stakeholders, and investors such as banks, loan operators or other financial operators which 

will be referred to external investors.  

 

The visualized organizational map (Figure 8), is constructed before the rollout of the new business 

practice (NBP), referring to the new sales model (NSM) in the study. The HQ organization illustrates 

a decentralized structure internally, including a short description of their respective focus areas (Table 

6) where the several departments operate and collaborate on a horizontal level. The organizational 

structure of local markets is illustrated with a certain simplification where the participants included do 

not represent individual departments in the local markets, rather the entire local market.  
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Figure 8. The old organizational structure. Compiled by the authors. 
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Table 6. Overview and description of involved actors. Compiled by the authors. 

 

Background of the old sales model 

The old sales model the company operated within (Figure 9), was an online channel, decided upon 

when the company was founded. The old sales model was steered and managed centrally by HQ and 

all distribution was managed directly through the online channel to the end-consumer, inferring the 

old sales model did not facilitate active sales. A reason for the lack of focus on sales can be explained 

by the company's focus on sustainability during the establishment and construction, and its focus on 

global expansion. The old sales model was based on an HQ steered sales process where the local 

markets served as delivery center for the end-consumer and did not have the opportunity to influence 

nor increase the sales volumes.  
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Figure 9. The old sales model. Compiled by the authors. 

 

Formation of the new sales model 

The formation towards a NSM started after an internal review where the conclusion was that the 

company did not hit the sales target due to the lack of focus on sales. HQ started to look at existing 

capabilities and tried to evaluate potential needs for further capabilities regarding how to increase 

sales. The idea for the NSM evolved from internal discussions between individuals that had a solid 

knowledge base from the automotive industry, where the NSM was decided upon by the HQ. The 

NSM  (Figure 10) enabled sales through digital tools and sales enablement processes to be used by 

external stakeholders.  

 

The pressure for a NSM came from the local markets regarding their inability to actively sell as they 

expressed frustration over not being able to take charge of the selling process. Hence, the general 

attitude towards the shift was positive and welcoming from the local markets, while there were some 

different opinions regarding the timeframe of the rollout. The concerns of the local markets were 
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related to HQs wish to roll out the NSM rapidly while there were not a vast amount of examples to 

draw inspiration from, as it is not a common sales model in the automotive industry.  

 

The NSM affected multiple business departments within the MNC, such as commercial, finance, 

global network, and the digital systems that underpinned the NSM. The shift to the NSM was 

comprehensive and the difference compared to the previous sales model was considerable, as the 

NSM implied an addition of a new streamline where the distribution was through the local markets’ 

external investors and external stakeholders to the end-consumer. Participants from the local markets 

explained that the NSM was complex in legal terms and it was pivotal to make sure the NSM was 

compliant with European Commission laws and with local laws in the different markets. 

 

Figure 10. The new sales model. Compiled by the authors. 
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Transitioning into the new sales model 

The insights provided by the participants regarding the NSM spanning a year back from 2025, when 

the first market rolled out the NSM. HQs initial intention of the NSM as a centralized strategy across 

all markets, was challenged by the local markets, who perceived that HQ lacked understanding of the 

NSM in market context, and underestimated local complexities in relation to the rollout. The aspect of 

implementing in a centralized and similar way across the markets was to make it comparable, 

according to HQ, while the local markets want to implement the NSM in order to fit the market 

specific requirements. One participant implied: “there should have been some resources that HQ has 

that can help other markets to make that transition, because not everyone's done it before and it's still 

quite a new concept. So I do think that we need to, as an organization, create more material that 

supports the transition to [NSM]. Otherwise, you're just relying on the experience and knowledge of 

the market employees. Which is fine, but actually if you want it done in a particular way, there should 

be a standardized set of processes”.  - (LD8). 

 

HQ expressed their intentions to transfer into the NSM swiftly, and further acknowledges that some 

local markets have moved faster than others. That is attributed to some markets being less regulated 

than others. A participant from a local market explains that HQ had a tendency to push this forward 

quickly, although lacking understanding of the local market's context. Explained by a participant from 

a local market: “You need to come and see what's going on to have an impression of the speed at 

which we operate and what works and what doesn't work and I think there the tendency from an HQ 

/../ push forward is that there's not enough alignment between HQ and [local markets] of the reality of 

what's going on. And you can only assume, but until you've been in the country, you will then have the 

knowledge of how it really works”. - (LS3).   

 

New organisational structure 

In relation to the rollout of the NSM, the company also shifted from a centrally managed organization 

to a set up where the local markets should have more responsibility and ownership of performance 

(Figure 11). However, the market responsibility and the attitude towards the need for more market 
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ownership is something that has been an ongoing discussion, even before the rollout. Although, 

important aspects such as sales targets, performance and long term goals have previously been 

decided in a central way. With the NSM, the local markets will have more freedom and opportunity to 

influence their performance as the NSM will allow active selling, which furthermore are more aligned 

with the point of departure of local market ownership.  

 

Figure 11. The new organizational structure. Compiled by the authors. 

 

4.2 Acquisition of Knowledge 

4.2.1 Internal Knowledge Sourcing  

This section examines the companys' way of source knowledge internally from the different HQ 

departments and the local markets, including previous experience from both individuals and teams. 

 

Sourcing legal insights internal to ensure compliance 

To understand the needs and requirements of the NSM, the first way was to source knowledge and 

information internally. HQ started to review the NSM from a legal perspective as they realized that 

there was a need for some market adjustments, to make sure that the operations were legally anchored 

in the local markets, according to participants from HQ. A majority of the participants highlighted the 
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essential aspect of being compliant with the local laws and regulations. The legal perspective was also 

important to evaluate in-depth, as the decision for the NSM started from a commercial perspective, 

and the preliminary work regarding the NSM had not been done in sufficient proportion, where a 

participant from the legal department at HQ described it as: “we needed to work from a framework 

that works, not only from a commercial perspective, but also from a legal perspective” - (H5), which a 

participant from a local market agreed upon with a similar insight: “Not only, do we do it legally 

regarding the agreements with the external investors but also, what are we allowed to do 

commercially? How can the potential in [market] be legally aligned with the new agreement?” - 

(LD7).  

 

The legal department at HQ also shared insights to give an overview and general understanding of the 

NSM to the local markets, as the NSM was a relatively unknown model in some markets,  as well as 

guidelines of the NSM and how it will work out in comparison to the previous sales model. It was also 

important to conclude the local market's limitations and capabilities in relation to market specific 

regulations and how the NSM would impact the way of operating. The legal department at HQ held a 

large role in developing the framework of the new contracts with the external investors in the local 

markets, which was important and necessary to receive, according to local market participants. 

 

Sourcing internally insights from HQ departments  

In addition to the legal department at HQ, knowledge from other departments at HQ was crucial for 

the local markets to understand the NSM fully and what the requirements were. Besides the legal 

department, the commercial-, global network - and -finance department had supportive insights in the 

discussions with external investors. HQ and the several departments were supporting the rollout in 

different ways based on their department focus, impacting how the NSM adapted and fit to the local 

market. 
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Sourcing internal insights at individual level 

Individuals at HQ were also highlighted as important in supporting the local markets, especially in the 

dialogues and negotiations with the external investors for the new agreements of the NSM, due to 

their previous experience in the sales model for other companies. As some individuals in the local 

markets also had previous experience and knowledge of the sales model, it entailed that some local 

markets needed less support from HQ during the rollout, according to participants from a particular 

local market (LD8, LS5). The individual knowledge base was also deemed useful when sourcing 

insights of how to manage and operate within the NSM. Previous experiences working with external 

investors in other sales models and being familiar with investor dialogues and negotiations facilitated 

the rollout in some local markets, according to multiple participants in local markets. A participant 

from the local market with previous experience in NSM stated: “It was a relatively smooth shift 

because of the [NSM] and journey, as I had already been with [company] in [market] who switched to 

the [NSM] where I was a part of those discussions and that team. So I had a good understanding of it 

and the investors” - (LD8). Another participant also representing a local market further elaborated: 

“Before I started at [case company] I was working at [company] for two years where we looked at 

another business model and the [NSM] was the main track to implement” -  (LPM3). The HQ showed 

a high level of openness and trust to the local markets and their judgements, with the reasoning that 

they know their market and customers best, and highly valued the local markets experiences and 

knowledge, as explained by HQ participants: “Then of course, the market themselves are a huge 

knowledge pool of that, like I said” - (H3) and: “We sourced mostly from, probably from the markets 

and their experience” - (H1). 

 

Sourcing internal insights from other local markets 

The encouragement and allowance to learn from colleagues in the local markets resulted in useful 

knowledge to make adaptations, where the insights were used by other local markets during their 

rollout. Participants from local markets describe the sharing and exchange of insights and knowledge 

between the local markets as regional, where aspects such as similar market specifics, as laws and 

regulations, and shared directors affect the lateral knowledge sharing. The regional sharing was 
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mostly based on flow between the market directors, teams and individuals in the local markets. 

Therefore, the knowledge sharing at the local level had an informal structure, where some initiatives 

from HQ have been done to support the knowledge sharing between the local markets, but still with 

limitations and lack of lateral sharing of insights, knowledge and best practices, according to 

participants from local markets. Multiple participants explained that a reason for the lack of sharing as 

well as lack of HQ initiatives in the area can be due to the differences between the local market in 

ways of operating and being structured. 

 

4.2.2 External Knowledge Sourcing  

This section describes how the company sources knowledge from external sources to be used in 

relation to the NSM. Core sources are highlighted to be external legal counsels, external investors, 

media publications, federations in the automotive industry, and external stakeholders. 

 

Sourcing legal insights externally to ensure compliance  

The legal department at HQ sourced knowledge not only internally but also from external sources, as 

it was crucial that the NSM complied with the guidelines and directives of the European Commission. 

As local laws may differ, a participant from HQ explained that the legal department at HQ sourced 

insights from external legal counsels specializing in the local regulatory framework of the respective 

market (H5). Knowledge was sourced externally depending on the department within the HQ, where 

the finance department sourced insights from external investors when drafting contracts for the NSM 

(H1, H2). HQ relied upon feedback from the local markets, who are in contact with external investors, 

which then transferred insights back to HQ with legal limitations concerning the NSM. The legal 

limitations for specific markets were highlighted by participants from HQ, and that legal adjustments 

are needed to be compliant with local laws of the different markets. Participants from the local 

markets further elaborated upon the need to be compliant with european laws and local laws 

simultaneously, and sourced knowledge from external local legal counsels to be sure what applied in 

the respective markets.  
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Sourcing external insights to navigate market level specifics 

Apart from the legal implications of each market, knowledge was sourced externally to achieve a 

better understanding of the specific conditions of the local markets. Participants from the local 

markets mention that research was done on what the NSM is, where they turned to publications in 

media and from automotive journalists to get an understanding of the NSM. Insights were also 

sourced from competitors in the industry that had applied a similar type of sales model, to further 

understand the success and failures they are facing when operating in a similar sales model set up. 

However, there is only a limited number of examples in practice to rely on to get an understanding of 

the NSM. One participant from a local market mentioned that insights were gathered at events hosted 

by a local federation in the automotive industry where external parties participated, which were linked 

to the participant’s context and translated into actionable plans (LD10).  

​

Knowledge sourcing from external stakeholders 

Further insights were sourced from external investors concerning how they are working and how they 

are thinking, to understand how the NSM could be accepted by them. Participants from both HQ and 

local market mentioned that shaping of contracts were developed with insights from external 

investors. Sourcing knowledge from external sources continues as the rollout of the NSM proceeds, 

where external stakeholders’ are an important link between the local market and the end-consumers, 

and subsequently providers of insights concerning the NSM, as framed by one participant from a local 

market: “We are receiving info and suggestions and everything directly from [external stakeholders] 

because they are on the ground in contact with the customer and they cope with our system on a daily 

basis, so we receive suggestions from them and from the customer as well” - (LS6).  

 

According to participants from local markets, insights provided by the external stakeholders were  

feedback on how the digital tools and system underpinning the NSM are working, feedback 

concerning external stakeholders plans and needs to move forward with the NSM, and feedback on 

the principles that one external investor believed did not work. One participant from a local market 

elaborates upon the importance of feedback from external stakeholders: “The best feedback we get is 
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from our operational people. /…/ [external stakeholders] because they are using our tools, they know 

our tools and they can tell us, yeah, actually if you really want me to sell that product I need to be 

able, or one thing to earn some money on it. Because now I'm a salesperson, so I need to have that 

incentive to sell the car. How can you solve that?” - (LPM5).  

 

4.2.3 Engaged Knowledge Acquisition 

This section describes the approach to human capital development from the perspective of HQ and 

local markets. The NSM required both new and improved competencies and skills, which was 

addressed through development of existing human capital, but also through recruiting. 

 

HQ orchestrating initial training 

Participants from HQ mentioned that HQ made sure to have onboarding and training sessions with the 

internal teams at local markets and the external stakeholders operating in the local market when the 

NSM was decided upon. Those training sessions aimed at setting the scene and the strategy behind the 

NSM to equip them with operational competencies on how to operate the databases that are a part of 

the NSM, data privacy matters, and provide training for external stakeholders to make sure they 

acquire necessary financial licenses to operate. Other types of competencies HQ updated external 

stakeholders with concerns the sales enablement process. It was mostly the central training team at the 

HQ who was in charge of the training sessions, albeit certain departments at HQ were responsible for 

providing training with external stakeholders in certain aspects that concerned their department’s 

function, as explained by participants from HQ. The central training department was explained to 

engage in training sessions with the external stakeholders at local markets, where most of the training 

is directed towards how to use the new system that is a part of the NSM. Even though HQ emphasized 

onboarding and training during the rollout of the NSM, a few participants from local markets 

expressed the training sessions took place rather too late (LS1, LD2). One of the participants further 

explained that competencies concerning the processes and systems should have been acquired before 

rolling out the NSM (LD2). Moreover, because local markets differ, partly in terms of local legislation 
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that affected tax legislations, it was mentioned by participants from local markets that HQ faced 

difficulties in creating standardized financial training that would apply for all markets. 

 

Local market orchestrating training towards upskilling 

The NSM implied a change throughout the MNC and that takes time, and education concerning the 

aspects of the NSM is needed, where especially a mindshift change towards being an active seller 

were highlighted. One participant from a local market provided insights concerning the mindshift 

change: “To change the culture or education is the thing that takes more time. So it is not because you 

signed a contract with the people, have the right mindset, so you have to educate people, educate, 

repeat, repeat. Be patient and repeat again to your team's colleagues in the market to your team 

colleagues in HQ. Because everyone should go in the same way from the [external stakeholder] to 

HQ. The same supply chain. So for me, yeah, culture is one of the things that we are working on. Have 

made a lot of progress. We still have a lot of work to do on it.” - (LD1). Participants from local 

markets mentioned that they had to update the external stakeholders with competencies on how to 

operate the systems behind the NSM. Ongoing training with external stakeholders is conducted by the 

teams at local markets to continuously update and improve the skill set concerning sales enablement 

process, where skills in sales processes and sales excellence were updated, further elaborated upon by 

a participant from a local market: “we knew that we had to get our people towards sales and that they 

had to be trained to become salespersons” - (LS3). In similarity, another participant from a local 

market explained: “But what is more difficult to manage is the fact that we need proper salesmans in 

[sales location] /.../ a way of working that they only need to show [products] and not sell. And that 

means that the employees that I hired are not true salesmen and if you switch to [new sales model], 

we expect them also to switch to real salesmen. But that takes time /…/” - (LPM2). The training for 

the external stakeholders was mentioned by participants from local markets to concern better 

knowledge of the products, improved techniques for a shorter closing time when it comes to 

end-consumers, overall sales techniques, and financial training. A participant from a local market 

explained the advantages of improving the skill set of external stakeholders involved the ability to 

discuss with the end-consumers on a higher level when competencies regarding fiscal impacts and 
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benefits of the products are enhanced (LS3). In some instances, representatives from the local market 

asked external stakeholders to conduct training with their staff, where the aim was to improve their 

knowledge about the products, financial offerings, and the advantages for an end-consumer.  

 

Recruiting 

Participants from the local markets explained that decisions have to be made whether new employees 

should be recruited or if existing employees should be educated to become sales specialists. In 

similarity, HQ acknowledges that in certain instances, recruiting new personnel with a sales mentality 

is necessary (H7). Representatives from the local market engaged in training of existing personnel, 

recruiting of new employees, and asking external investors to hire new employees that have specific 

competencies related to the sales enablement process, according to multiple participants from local 

markets. The existing external staff was evaluated by external stakeholders and representatives from 

the local markets jointly, as HQ and local markets mentioned that existing staff were able to be 

educated to a large extent. In the case of educating and training the external sales staff, one participant 

from the local market realized that the staff receiving education and training with the aim of upskilling 

their competencies were happy and loyal as they felt a personal and professional growth (LD10).  

 

4.2.4 Experiential Learning  

This section describes that additional knowledge was acquired through a learning by doing process. 

 

Knowledge related to the NSM has been acquired by both HQ and local market while operating in it. 

Gathering learnings from the rollout of the NSM can be considered as inevitable, but there was no 

system or directive to actually reflect and make use of the knowledge, stated by one participant 

representing the HQ:“We'll just implement and we learn as we implement and that's. I think /.../ that's 

not the ideal” - (H4). Another participant from HQ explained: “We don't begin to capture learnings 

from what it's like to operate under the [NSMl] until all of the markets are launched.” - (H1). In 

similarity, a participant from a local market elaborates: “We have started [NSM] and then yes but I 
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don't know how to do it now. Little by little, we are getting the information now, maybe with more time 

/…/  Now we are learning just by putting in place the model. This is the way in which obviously with 

the change of how we have to accelerate that./…/” - (LS4). HQ further emphasized open 

communication when acquiring knowledge and integrating it into the NSM, as highlighted by a 

participant from HQ: “As we are acquiring new knowledge, understanding that we can improve 

things. We have open conversations about it. It's like no pride in that, how we did yesterday must be 

the way forward. We try to take in the acquired knowledge at any time to see how we can be even 

better tomorrow” - (H2) 

 

Multiple participants from local markets explained the NSM to be new to them, and further mentioned 

there was a need to learn how to operate in the NSM. The learnings were accrued on a daily basis, 

mostly concerning the sales enablement process and how that could further be improved. While 

operating in the NSM, both HQ and local markets recognized the need for additional digital tools to 

facilitate for the local markets and for the external stakeholders' way of operating. These insights 

concern the understanding of digital tools that need to be developed and adapted to fit the 

environment of the external stakeholders, to facilitate the sales enablement process.  

 

4.3 Storage of Knowledge 

4.3.1 Dispersed IT Storage Location 

This section highlights the perceived importance of storing knowledge and explains how knowledge 

related to the NSM is stored. Emphasis is placed on the use of IT tools, while highlighting the 

dispersed nature of knowledge storage locations. 

 

Perception of storing knowledge​

Proper storing of relevant knowledge and information is considered crucial for HQ, partly due to the 
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possibility to retrieve knowledge that facilitates the daily work, but also due to the possibility for 

successors to track what has been discussed in the past. In similarity to HQ’s view upon the 

importance of storing relevant knowledge, participants from local markets consider knowledge 

storage to be important in case individuals leave the company, as it allows knowledge to be retained 

within the company. Participants from local markets explained other benefits of storing knowledge 

related to aspects of the NSM to be the possibility of tracing communication, tracking how decisions 

were made, tracing evolution of contracts with external investors, storing of existing contracts with 

external investors, and facilitating understanding of the NSM when new individuals enter the 

company. A specific instance of retrieval of stored knowledge was mentioned by a participant from 

the local market, who explained that contractual setup with existing external investors was retrieved 

from an IT storage location and used when advancing on discussions with new external investors 

(LD8). ​

 

Knowledge storage locations​

The most common locations for storage are different types of IT services, where process maps, 

training content, documents of status updates, and previous discussion are stored, as explained by 

participants from the HQ. A participant from HQ noted that knowledge and training becomes outdated 

quickly, therefore, explains it is essential for the respective HQ departments that stored the knowledge 

and training to make sure it is continuously updated to ensure accuracy and relevance (H2). However, 

due to the NSM being broad and having an impact on many different teams, each team has their own 

guidelines and storing of documents related to their specific part of the NSM, implying a 

decentralized structure of knowledge storage, as explained by participants from HQ. That is further 

fueled by the perception of participants, who explained that different departments have different ways 

of working. According to a participant from HQ, the involvement of many teams and individuals in 

the NSM has led to the establishment of a vast number of communication channels and multiple 

locations for storing relevant knowledge (H2). That is further highlighted by a participant from the 

local market, who explains: “We have many places, but finally we are all using teams for that and 
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many groups. I named so many groups that I don't know the real people that are there and why I have 

been creating those teams for them. Those tasks. So finally people use that, they say OK, Those tasks, 

I remember that in the teams /…/ Let me check and this is not the place. So I know that we have the 

real tools, but we don't know how to use them” - (LS4). A majority of the participants from the local 

markets indicated that most knowledge related to local market specifics is stored on local IT 

platforms, while some knowledge on certain topics, such as budget approvals, is stored centrally. In 

similarity, departments at HQ also store knowledge on local IT platforms, according to participants 

from HQ. 

 

4.3.2 Disconnected IT Storage Location 

This section describes the structure and guidelines of how and where the knowledge should be stored. 

It highlights a lack of structure on how knowledge should be stored, which causes difficulties in 

retrieving information and knowledge in a timely manner. Participants suggest that a central database 

and better overarching structure would be beneficial for easier retrieval, sharing, and use of existing 

knowledge. 

 

Participants express uncertainties of knowing the other teams’ guidelines for storing their knowledge, 

while being sure the internal team has clear guidelines on how to store relevant documentation. 

However, one participant from a local market explained that HQ had a clear structure of how 

documents and relevant information should be stored (LD4), while some other participants from the 

local markets disagree and highlight the lack of structure on how relevant information and knowledge 

should be stored. The issue with the decentralized structure is that it has created a silo effect which 

makes it difficult to know how to access information of different teams, and further causing struggles 

for new hires to find and access the relevant documents, and not knowing who to approach to retrieve 

relevant knowledge according to multiple participants. Participants from local markets express their 
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confusion regarding the existence of a central database for knowledge storing and suggest that it 

would be beneficial if knowledge and information were stored centrally. In response to that, 

participants from HQ highlighted that an overarching structure of storing information would be 

beneficial. A participant from the local market elaborates upon the benefits of standardizing the way 

knowledge is being captured and shared: “By standardizing the way we capture and share knowledge. 

So a knowledge hub. Like an example, I think a good example is our [department] teams, they use the 

functionalities in [system] to share knowledge across their teams and I think that works really well 

and that is a good example of how we could transition. How we could, let's say, distribute knowledge 

around the [NSM] as well within the organization.” - (LS2). In addition, investing in development of 

relationships with other local markets, may facilitate sharing of that team’s stored documents, as a 

relationship may potentially improve their willingness to share documents across teams (H1). 

However, participants from HQ and local markets emphasize that certain access restrictions are 

deemed necessary due to the confidentiality and sensitivity of certain information. This is considered 

essential, as unauthorized access and unintentional modifications by personnel can lead to significant 

consequences. ​

 

The lack of proper storing of knowledge has had some impacts at the local level, where 

miscommunication due to meetings not being stored properly was mentioned by participants from the 

local markets. While another participant from a local market mentioned that improper storing at HQ 

level of previous decisions could have led to a potential conflict or challenge at local level when 

negotiating with new external investors, but was curbed due to that individual's knowledge retention 

(LD10).  
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4.4 Distribution of Knowledge 

4.4.1 Sharing through IT 

This section explains how the company shares knowledge and insights through IT tools 

 

Internal knowledge sharing through different IT tools 

Knowledge sharing through IT tools are commonly used internally in the company, as the global 

operations entail geographically dispersed units, yet there is a need for communication and 

collaboration within the company and extending to external stakeholders. The geographical spread 

affects the possibilities to have in-person meetings. Based on individual preferences, what type of 

knowledge to be communicated, and who the end receiver is, there is a combination of used IT tools 

such as digital meetings, Teams calls, -chats, -recorded meetings, and email conversation. Digital calls 

and meetings through Teams is the most common way to communicate internally as Teams is 

considered to be the basis platform in the company, which a participant from HQ explains: “Lets say, 

if there is a meeting at HQ, we try to book a room or so to have the meeting physically, but there is 

almost every time a case where at least one person calls in through Teams, we are so used to that” - 

(H1). 

 

The applicability of IT tools to share knowledge 

A reason that Teams are used so frequently corresponds to the ease of using Teams as it enables 

recording of meetings, according to the multiple participants from HQ and local markets. That further 

facilitates the daily work, for example, if persons have conflicting meetings or are not able to attend a 

meeting, they can see the recording afterwards and still get the information. It is also easier to share a 

recorded meeting session with someone who needs to get the information rather than share a full 

email conversation, which might be a bit confusing. Furthermore, meetings or calls are also easier to 

use when sharing complex information as it is easier to ask questions directly during meetings as well 

as to avoid misunderstandings which can be the case when having an email conversation, where an 

HQ participant stated: “Meetings with the markets have been the best and most efficient way, rather 
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than sort of sending tons of emails back and forth” - (H3). The majority of the participants preferred 

digital meetings or calls instead of communicating through emails. In contrast, one participant from 

the local market suggested sharing knowledge through emails could have been a good idea as the 

NSM was of such complex character and included insights from different departments, as it increased 

the risk of misunderstandings (LD2). “There were a lot of meetings and to be honest, I would say that 

it would have been better to share the information via email. /…/ there was so much information about 

this quite complex project, to get that verbally, there was a risk that you missed something. So I would 

have preferred to get those, let's say decisions and directions, more in emails than verbal meetings. 

But then if we look at the investors or the [sales location] and us, I think we noticed quite fast that we 

need to put everything in writing. Even though we had meetings, we had to be very clear with 

documenting, what was said and decided and so forth. Because directly when you didn't have that, 

there was a lot of confusion” - (LD2). 

 

Meetings through Teams were also useful when communicating externally with external investors and 

external stakeholders, mentioned by both the HQ and the local markets. Local market participants 

explained that the IT tool Teams was used when organizing training sessions with external 

stakeholders to exchange knowledge regarding the NSM and how to operate in it. A participant from a 

local market explained: “We organize meetings on a monthly basis and we organize sales managers, 

quarterly meetings where they present their plans. And so that's how we get their full understanding of 

what they need as well” - (LD10). 

 

4.4.2 Sharing through Social Contact 

This section explains how the company shares knowledge and insights through social contact. 

 

The fact that the communication through IT tools needs to work in a sufficient and effective way is 

necessary due to the global operations of the company, while there also is knowledge sharing in a 

social context such as in-person meetings with external stakeholders, according to the majority of the 
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local market participants. One participant from the local markets explained that internal meetings with 

HQ departments or other local markets usually were done digitally, while workshops and training 

sessions with the sales location and the external stakeholders often are done physically, or preferred to 

be done in a physical set up (LPM5). A reason for that is that the engagement was mostly low when 

the training sessions with the external stakeholders were digitally organized, and having the meetings 

physically was different as it facilitates the opportunity to ask questions and integrate in a more 

natural way (LPM4). The shift to the NSM was a complex change where meetings with the external 

investors to discuss the agreements and train the external stakeholders on site, was needed to make the 

shift properly, according to participants from the local markets. Another participant representing a 

local market explained: “My opinion is that training sessions online are good and are necessary but 

complementary to physical sessions, because if you don't do physical sessions, people forget about 

everything very, very, very easy. You need to get their commitment face to face. Is it the best way of 

doing it. Meaning it's working really well" - (LS4).  

 

In the beginning of the rollout, face to face meetings with the external investors were highlighted as 

necessary, specifically in some local markets to make sure that the external investors understood all 

the details about the NSM, as it was quite unfamiliar for some investors in several markets, according 

to a few participants in the local market. “I think /…/ it's always best to sit in the same room. I think at 

least the first meetings always have to be physical to understand and, then of course, you can, if you 

have adjustments and so, always can make digital. But I think if an investor really wants to buy into a 

new concept, you have to meet him. And sit until he understands it./…/ For us, it's super important 

that he understands it. Because he has a lot of questions. /…/ The investor is a major player to 

convince or explain to them why they should go for a poster into the [NSM]. And here again you have 

to sit together and discuss and explain it physically”. - (LD4). 
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4.4.3 Evolving Knowledge Flow Dynamics 

This section describes how the knowledge flows within the MNC, and between the MNC and external 

stakeholders. The direction of the flow showcased that HQ was a pivotal sender of knowledge in the 

beginning of the rollout, while the directional flow shifted as the rollout proceeded to place a greater 

emphasis on the local markets being active senders of knowledge and the HQ being a receiver. 

Furthermore, local markets' perception on how HQ responds to knowledge inflows and acts upon it is 

highlighted. 

 

HQ as an initial sender of knowledge  

Most of the participants from local markets perceived themselves to mostly receive knowledge from 

different departments at the HQ, where departments such as finance, commercial, legal, global 

network, customer experience, and digital, were frequent senders of knowledge. Nonetheless, 

participants from local markets perceive that HQ knowledge transfer was too limited, and further 

explained that management at HQ should have provided more information concerning where the 

company was heading with the NSM. One participant from a local market suggests the commercial 

department to be the driving force behind the NSM, but the movement of the NSM should be seen as 

a project, and further stated that knowledge was transferred and received from multiple departments 

within HQ (LD1). “I will say from the commercial, internally here, and HQ, these are the most 

important departments, where we are actively working together on improving and then the rest for me 

is not that they are less active, it is that they are coming as a whole” - (LD1). The legal department at 

HQ was an important sender of knowledge in the beginning of the rollout. According to local market 

participants, the legal department at HQ transferred knowledge and insights concerning the constructs 

of contracts with external investors to the local markets, and insights on what the NSM actually is and 

what can be done within legal terms. In similarity, participants from HQ explained that the legal 

department at HQ provided other departments at HQ with insights on what is possible to achieve 

within the legal framework of the NSM. The commercial and finance departments within HQ had 

been important senders of knowledge for other HQ departments. Thus, HQ was a pivotal sender of 
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knowledge in the beginning of the transition into the NSM, providing local markets with information 

on how to develop the NSM. However, some concerns regarding the alignment between different 

departments at HQ were highlighted. HQ was explained to be working in silos, and that caused 

contradicting information about expectations on local markets as information was transferred from 

different departments at HQ to local markets (LPM2).  

 

Lateral knowledge flows 

Not only was the vertical flow highlighted during the rollout of the NSM, a lateral flow between local 

markets was also underscored, and showcased different characteristics. Knowledge exchange between 

local markets took place between the markets who share the same directors and sharing the same 

teams, explained by the local market participants. Most of these knowledge transfer sessions were 

informally organized between the local markets based upon individuals' own initiative to engage in 

knowledge transfer, but also through strategic sessions organized by the HQ, with the directors of the 

different local markets, explained by participants from the local markets. An example of knowledge 

that was exchanged concerned insights to be used when drafting contracts with new external 

stakeholders (LPM2). Exchange knowledge with similar markets was expressed to be of importance, 

as it was possible to align with other markets with similar operations, and understanding the behavior 

of external investors. The lateral knowledge exchange proved to take place based on regional 

groupings of markets, as framed by a local market participant: “What I saw in my previous role and 

also in my current role, is that there is exchange between markets, but it's quite regional, meaning the 

[market], [market] and [market], they team up quite well. The [region] countries, especially 

[market], and [market] are a team in that sense. They exchange knowledge. There is some logic 

change between, let's say, [region] European countries, [market], [market], by sharing the same /…/ 

director” (LS2). Knowledge was also exchanged across all local markets in Europe, highlighted by 

another participant from the local market: “I share my knowledge regularly with my European 

colleagues in terms of our developments and what we are looking to advance and change. So and 

that's at market level as well. So I will regularly share that information with them” (LS5).  
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Directional shift of the knowledge flow 

As the rollout of the NSM proceeds, the knowledge of market needs and experience resides in the 

local markets in the hands of local teams and the external stakeholders, explained by multiple 

participants from the local markets. Participants from the local markets explain that HQ is not that 

heavily involved in transferring new knowledge anymore, but rather gets informed by the local 

markets about the rollout progress as it is the local markets who drive the transformation forward and 

has the current knowledge. “We don't actually receive knowledge from HQ. It is the other way round 

in that we have the knowledge in the market in terms of what works and what doesn't work. Naturally, 

we liaise and engage with the HQ teams as to what we want to do. And what we want to achieve, but 

the knowledge sharing is mostly from the experts in the market back to the HQ.” - (LS5). Much of the 

knowledge that has been transferred internally at the local market, and between local team and their 

external stakeholders, had then subsequently been transferred to the HQ with requests of what the 

local market needs in order to drive the transformation forward. A specific department mentioned as 

receiver was the digital department at HQ, highlighted by the local market participants. It was 

explained by the participants from HQ that insights concerning the market needs were important, and 

that they were asked what they needed in order to drive the transformation forward and achieve 

certain tasks. A specific need mentioned was the digital system, which, according to participants from 

local markets, had to be additionally developed and adapted to fit the environment in which the 

external stakeholders operate. 

 

Perception of HQ’s response to knowledge inflows from local markets 

Participants from local markets expressed contradicting perceptions on how well they perceive HQ to 

listen to them. Some participants mentioned that HQ is listening to the local markets needs and 

prioritizes the local needs and requests, while another participant from a local market perceives HQ to 

listen but does not take action (LPM5). One of the former participants explained that deep dive 

sessions with respective teams were needed in order to ensure that HQ is prioritizing the right 

developments, especially concerning the digital development process (LD10). The latter participant 

(LPM5) suggests that HQ did not take action due to its silo way of working, but further elaborates that 
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HQ had improved on the matter: “Or that we want to implement it, or markets we don't always feel 

like it's being heard. Or yes, it's being heard, but at HQ level it's there's a very currently at least silo 

way of working. So if one person heard of it and says yes, OK, I agree with you. We need to do that. 

But it's not with the right team necessarily, or they need to then talk to other teams to make it work, 

/…/ Now I think they're working together. When the beginning was not necessarily the case /…/  they 

needed to work together /…/ to make it work, which doesn't always happen, which is why then 

sometimes it just stays there and nothing happens. /…/ For some projects, it doesn't trickle down 

properly and it's not like it's taken care of /…/ This should be on the agenda, but then there is not 

always the level of reaction that we'd expect or action.” - (LPM5).  

 

4.5 Use of Knowledge 

4.5.1 Explore and Refine  

This section describes how knowledge is being formulated on a daily basis and used to generate new 

knowledge. 

 

Knowledge is being created on a daily basis, as framed by one participant from a local market: “I 

think it's possibly still a bit early for most of the markets to be able to clearly say with determination 

that we already have. I mean, we might have a bit of knowledge that we are sure it's the right 

knowledge to store, but there may be things that we are still developing.” - (LD3). Similar insights are 

provided by another participant from a local market, who explained that initial acquired knowledge 

becomes outdated and not valid anymore as scenarios change, which prompted the local market to 

discover new knowledge that can further be used when communicating with external stakeholders 

(LS6). A participant from HQ highlighted “we acquire a lot of new knowledge and we learn new 

things each and every day basically which can improve [NSM]. And then I think it's more about also, 

you know, making sure that we capture this feedback knowledge input in a proper manner.” - (H2). 

Participants from local markets explained that additional insights regarding digital tools to support 
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external stakeholders' way of working were gathered while operating in the NSM. These insights 

formed the basis for understanding that such tools needed to be developed and tailored to fit the 

environment of the external stakeholders. 

 

4.5.2 Utilizing Existing Knowledge 

This section explains how existing knowledge is being retrieved and utilized in relation to the NSM. 

 

A few cases when knowledge were retrieved and applied are highlighted by participants from local 

markets. One instance revolves around how previous knowledge concerning the contractual setup 

with existing external investors was used to advance discussions with new external investors. The 

previous knowledge was explained to be retrieved from an IT storage location where previous 

contracts had been stored (LD8). In the other case, knowledge from ongoing operations with existing 

external stakeholders, where the contractual setup was proven effective, served as the basis for 

negotiations with new external stakeholders (LPM5). Other examples concern how individuals’ 

acquired knowledge has been used in relation to the NSM. An example highlights that one 

individual's acquired knowledge about competitors’ offerings, and investors’ habits and preferences, 

was used to advance discussions concerning contractual setups with external investors (LPM1). While 

another participant explained how personal knowledge was acquired by operating in the NSM and by 

comparing it to other sales models in the automotive industry, which served as a basis to make 

decisions concerning future developments of the NSM (LS2). Besides the given examples of 

individual knowledge to be retrieved and utilized at local market level, individual acquired knowledge 

at HQ level was highlighted in addition. Participants from HQ explained how individual knowledge 

was acquired from discussions and dialogues with local markets concerning timing perspective, which 

was utilized going forward to avoid making mistakes.  
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5. Analysis 

5.1 Acquisition of Knowledge 

The phase acquisition of knowledge suggests that knowledge can be created internally by a learning 

process as well as externally through external organizations (Gonzalez & Martins, 2017: 253, 261), 

where the empirical findings demonstrate actively knowledge sourcing internally and externally. The 

knowledge sourcing started internally before the rollout, where the legal department at HQ started to 

review the NSM from a legal perspective, to make sure that the NSM was compliant with the local 

markets laws and regulations. The legal department also needed to seek knowledge externally, from 

guidelines and directives from the European Commission as well as from some external legal 

counsels, that were specialized in local regulatory, as some local markets had complex laws.  

 

Knowledge inflows from units within an MNC can foster knowledge creation and locally sourced 

knowledge can be more relevant and easier to apply, as it is better aligned with the subsidiary’s 

context (Colakoglu et al., 2014: 100). The legal department at HQ had an important role in facilitating 

learning across the organization with contribution of distributing and development of new routines 

regarding the NSM. The organization’s ability to absorb new knowledge depence on existing 

knowledge base, which enables the recognition and application of new insights (Gonzalez & Martins, 

2017: 259), this absorptive capacity, refers to the organization’s ability to identify and internalize 

relevant knowledge (Goh, 2002: 29: Hislop, 2005: 169). Besides the legal department, several other 

departments at HQ were involved before and during the rollout of the NSM, such as commercial, 

global network and finance, with insights based on their function, to ensure that the NSM was adapted 

to local market needs. The local markets were trusted to source knowledge externally by reviewing 

publications and reports from automotive journalists to gain insights of the NSM. Additional 

understanding was observed from competitors in the industry, who had implemented similar sales 

models, in order to assess both the successes and challenges. The local markets also sourced and 

integrated knowledge from external stakeholders during the rollout. These external stakeholders 

provided feedback of the NSM, explained by a participant from the local market: “We are receiving 

66 



info and suggestions and everything directly from [external stakeholders] because they are on the 

ground in contact with the customer and they cope with our system on a daily basis, so we receive 

suggestions from them and from the customer as well”. - (LS6). 

 

Knowledge acquisition is constructed by individuals and starts with the individuals sharing knowledge 

within their specific area of expertise (Andersson et al., 2016: 160; Krogh & Nonaka, 2000: 8),  

relating to the empirical findings that reflect individuals with prior experience of the NSM or in 

similar sales models, that was useful in bridging the knowledge gap of the NSM internally. 

Individuals’ representing the HQ, with expertise within the NSM, were particularly valuable in 

discussions with external investors concerning the new contracts. The individuals with previous 

experiences in the local markets, were useful when sourcing insights on how to manage and operate 

within the NSM in the local markets which further led to reduced need from HQ during the rollout. A 

participant from a local market framed the rollout as: “it was a relatively smooth shift because of the 

[NSM] and journey, as I had already been with [another company] in [market] who switched to the 

[NSM] where I was a part of those discussions and that team. So I had a good understanding of it and 

the investors” - (LD8).  

 

The empirical findings proposed the need for human capital development in relation to the transition 

into the NSM. The old sales model did not allow for active sales, and therefore sales competencies 

were not emphasised when operating in the old sales model. The transitioning into the NSM allowed 

for active sales, indicating the need for new competencies. Empirical findings suggest the possibility 

for upskilling of existing individuals, while in some instances the need for recruiting individuals that 

possessed other personality traits was deemed necessary. In line with Li (2024: 1707-1708) can a 

changing environment of the organization affect the requirements of its staff’s skill set, where 

re-skilling, upskilling or recruitment of new personnel with the right skills can be necessary. The skills 

needed for operating in the NSM include how to use the digital system, and skills revolving around 

sales excellence and sales processes. The organization can respond to upskilling through 

organizational actions such as training of individuals (Gonzalez & Martins, 2017: 260; Hislop, 2005: 
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126-127; Li, 2024: 1707-1708), as supported by the empirical findings. The training department at 

HQ are in charge of training the external stakeholders, as well as local markets, concerning how to 

operate the digital systems, behind the NSM. Furthermore, local markets were also in charge of 

training their staff concerning sales processes and sales excellence. Both HQ and local markets 

explained that existing staff had been educated to a large extent, which resulted in loyal staff as they 

felt a personal and professional growth. In some instances, there is a necessity to hire new staff with 

skills and competencies that are matching the skills needed (Hislop, 2005: 126-127; Li, 2024: 

1707-1708). The organization can respond to such through organizational actions aimed at recruiting 

employees (Gonzalez & Martins, 2017: 260; Hislop, 2005: 126-127; Li, 2024: 1707-1708). The 

empirical findings suggest the need for recruiting individuals who possessed a sales mentality. 

Consequently, new individuals were recruited that possessed skills related to sales enablement. This 

type of organizational action was executed by the local market jointly together with external 

stakeholders.  

 

The empirical findings suggest knowledge to be acquired through an experiential process of learning, 

while underscoring an open communication process to facilitate understanding of actions required to 

execute tasks associated with the NSM. Participants from HQ acknowledge new learnings to be 

captured when operating in the NSM. In similarity, participants from the local markets explained that 

learning was accrued while operating in NSM, as knowledge about the sales enablement process on 

how to operate in the NSM was not there initially. Organizational learning is an acquisition process 

involving reconfiguration of internal routines (Gonzalez & Martins, 2017: 253, 259), where routines 

are stable patterns of behaviours created through internal or external stimuli causing organizational 

reactions (Zollo & Winter: 2002: 340). The empirical findings indicate that routines of how to operate 

in the NSM, related to the sales enablement process, had to be created, which was done through a 

learning by doing process. Organizational learning can be accrued through learning mechanisms, 

where the experiential process of learning by doing is explained to be a passive means for acquiring 

new knowledge (Zollo & Winter, 2002: 340). Empirical findings propose a potential suggestion for 

the experiential learning process to be attributed to the lack of understanding of the NSM, as it was 
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explained to be an uncommon sales model in the industry, and due to lack of knowledge within the 

case company on how to operate in the NSM.   

 

In addition, organizational learning can be accrued through a deliberate cognitive process, where 

articulation of knowledge is a process of implicit knowledge being articulated through collective 

discussions, briefing sessions, and performance evaluation, where focus is on achieving an improved 

level of understanding of actions required to execute a certain task (Zollo & Winter, 2002: 341). 

Participants from HQ explained that emphasis is being placed on open conversations about how 

acquired knowledge can be integrated into future operations, and to improve for the future. While 

operating in the NSM, local markets have recognized the need for additional and adapted digital tools 

to facilitate external stakeholders’ work process when operating in the NSM, which has been 

communicated to HQ. This type of open communications between local markets and HQ opens up for 

an understanding of the work processes that contributes to the possibility to execute certain tasks 

associated with the NSM. 

 

5.2 Storage of Knowledge 

The phase storage of knowledge relates to the way the organization stores knowledge in different 

ways (Gonzalez & Martins, 2017: 261) where storage ensures that knowledge is retained and enables 

future use of the knowledge (Alavi & Leidner, 2001: 118-119; Argote et al., 2003: 579). Participants 

from both HQ and local markets agree upon the importance of storing knowledge, and offer multiple 

perspectives on the benefits and opportunities it provides. Participants from HQ underscore that stored 

knowledge has been retrieved and used to facilitate daily work and operations. Storage of knowledge 

hinders the loss of institutional assets and primary knowledge (Gonzalez & Martins, 2017: 259). In 

relation to knowledge retention, participants from the local markets underscores the benefits of storing 

knowledge to be that knowledge is retained within the company if individuals leave. 
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Storage of knowledge can assist as an organizational memory of information from the past that can 

serve as a basis for facilitating decisions of the present time (Walsh & Ungson, 1991: 61). Participants 

explained that the storage of knowledge is a means for tracking what has been discussed and decided 

upon in the past, and storing existing contracts with external investors. Implying this can be used to 

facilitate decisions when negotiating with external investors. Furthermore, a specific instance of 

retrieval of stored knowledge was mentioned by a participant from the local market, who explained 

that contractual setup with existing investors was retrieved from an IT storage location and used when 

advancing on discussions with new external investors (LD8).  

 

The knowledge can be stored in different ways in an organization, where IT services can serve as 

physical memory for storage of knowledge (Alavi & Leidner, 2001: 118-119, 124; Gonzalez & 

Martins, 2017: 255). The empirical findings highlight the NSM to have an impact on many different 

teams and departments, and each team has their own guidelines on storing knowledge related to the 

NSM. The various teams and departments explained how IT platforms are used for knowledge 

storage, although local markets and departments within HQ rely heavily on local IT platforms. 

Participants from HQ explained that the use of local IT platforms for knowledge storage is fueling a 

decentralized structure, which inhibits access of knowledge by individuals belonging to other 

departments of the organization. An organization’s effective knowledge storage relies on a well 

structured and interconnected process that ensures accessibility and contributes to knowledge 

exploitation (Gold et al., 2001: 196) which imply that knowledge storage contributes to the retrieval 

and use of knowledge, the extensive use of local IT platforms may act as an inhibitor to accessing the 

knowledge across the MNC.  

 

The process of knowledge storage represents a conversion process in which existing knowledge is 

organized, structured, stored and linked to relevant knowledge units to facilitate future use  (Lin, 

2007: 645). To support this, a structure for knowledge storage has to be established to ensure access 

and retrieval of knowledge across the organization (Nonaka & Takeuchi, 1996: 592; O’Dell & 

Grayson, 1998: 163). The empirical findings noted that participants were uncertain about other teams’ 
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and departments’ knowledge storage structure, which led to difficulties in accessing knowledge and 

identifying the right people to approach for retrieval. Opposing views on a structure for knowledge 

storage were presented, where one participant from a local market explained that HQ had a clear 

structure on how knowledge should be stored (LD4), while some other participants from the local 

markets highlighted a lack of structure on how relevant knowledge should be stored. Participants from 

HQ acknowledged that it would have been beneficial to have an overarching structure for knowledge 

storing, while participants from local markets expressed their wishes for a central IT hub for storing  

knowledge related to the NSM. Participants from both HQ and local markets explained that certain 

access restrictions are necessary for confidentiality reasons, implying potentially constraining a 

central database with full access throughout the MNC.  

 

Alavi and Leidner (2001: 118-119, 124) and Gonzalez and Martins (2017: 260-261) suggest that 

knowledge storage can be supported through organizational actions that involve the use of IT tools, as 

indicated by the empirical findings. Although possibly not to its full potential due to a decentralized 

storage structure which inhibits effective access and retrieval of existing knowledge across the MNC. 

For this organizational action to reach its full potential, there is a need for establishing a structure for 

knowledge storage that ensures access and retrieval of knowledge across the organization (Nonaka & 

Takeuchi, 1996: 592; O’Dell & Grayson, 1998: 163), which is brought forward by participants from 

both HQ and local markets accordingly.  

 

5.3 Distribution of Knowledge 

The empirical findings exhibit that the case company has used a combination of distributing and 

sharing knowledge through IT tools and social contacts, as suggested by Goh (2002: 29) which 

Gonzalez and Martins (2017: 255-256) emphasize as important aspects for effective distribution of 

explicit and tacit knowledge. According to the majority of the participants, the IT platform Teams are 

commonly used for sharing information as it facilitates the communication internally within the 

company as well as with external stakeholders. The communication tools include digital meetings, 
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-calls, -chats and -recorded sessions, based on preferences and the nature of information being shared. 

The ability to communicate openly throughout the MNC, despite the geographical scope of the local 

markets, can be related to the importance of having no barriers that block communication flows (Goh, 

2002: 29; Krogh & Nonaka, 2000: 8) across the MNC. The use of IT tools aligns with Hubner’s 

(1991: 90) understanding of information distribution, as the process of information sharing from 

various sources supports the development of new knowledge or deeper understanding. Participants 

highlighted that the ability to record meetings was especially valuable as it allowed access to the 

information afterwards, ensuring broader reach and continuous access to shared knowledge. In 

comparison to email communication, recorded meetings were also perceived as easier to interpret, 

especially regarding complex information. The empirical findings indicate organizational actions 

applied to facilitate the distribution of knowledge were the use of IT tools, further aligning with the 

proposed organizational actions by Alavi and Leidner (2001: 124), Goh (2002: 29), Gonzalez and 

Martins, 2017: 260). 

 

Through social interaction the aim is to interchange experiences and knowledge (Goh, 2002: 29; 

Gonzalez & Martins, 2017: 256) where an aspect of human processes relates to distributing 

knowledge (Demarest, 1997: 376). The empirical findings found that social interaction to share 

knowledge occurred through in-person meetings and face-to-face training sessions, particularly with 

external stakeholders according to participants at HQ and local markets. Participants from the local 

markets noted that physical workshops and training sessions were preferred when engaging with sales 

locations and external investors. A reason for this preference was explained by participants from local 

markets to be due to the observed lack of engagement during online sessions, whereas physical 

meetings allowed for more natural interaction. Due to the complexity of the NSM, physical social 

interaction was deemed essential to ensure that external investors understood the NSM’s structure and 

implications according to the participants. Given the discussion above, the empirical findings 

provided evidence that organizational actions had been undertaken with the aim of sharing knowledge 

through social contact, aligning with the suggestions by  Goh (2002: 29) and Gonzalez and Martins 

(2017: 256). 
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In the context of an MNC, knowledge can flow in both vertical and lateral directions (Gupta & 

Govindarajan, 2000: 489) where the empirical findings found evidence that knowledge indeed flows 

vertically between the HQ and local markets, and laterally between local markets. According to Gupta 

and Govindarajan (2000: 489, 490) has the parent company been found to be the main diffuser of 

knowledge. In similarity, most of the local markets perceive to mostly receive knowledge from the 

HQ. The departments within the HQ that transferred most of the knowledge were explained by local 

markets to be commercial, finance, legal, global network, customer experience, and digital. Although 

multiple departments at HQ have been active senders of knowledge, commercial was the department 

most participants from the local markets perceived to receive knowledge from. An explanation for 

such was highlighted by a participant from a local market which suggests that sales is the driving 

force behind the project (LD1). A majority of the participants explained that the legal department at 

HQ was an important sender of knowledge in the beginning of the rollout of the NSM, where insights 

concerning legal limitations, what was possible to do within legal terms, and insights to be used when 

constructing contracts with external investors was a major topic. The empirical findings are 

correlating with Gupta and Govindarajan (2000: 489, 490) concerning the parent company to be the 

most active sender of knowledge to some extent, where the empirical findings found that HQ indeed 

is an active sender of knowledge in the beginning of the rollout, especially the legal department at HQ 

was deemed the most active sender in the beginning. 

 

Not only was the vertical flow highlighted during the rollout, a lateral flow of knowledge was 

underscored by the participants from the local markets. Gupta and Govindarajan (2000: 489) suggests 

that knowledge can flow laterally between peer subsidiaries, which the empirical findings provided 

evidence of. These knowledge transfer sessions were mostly organized informally between the local 

markets, but HQ had also organized strategic sessions between directors of the different local markets, 

as explained by participants from the local markets. The knowledge gained from the lateral 

knowledge flows were explained by participants from local markets to concern aspects of contractual 

setups. The lateral knowledge exchange with similar local markets had benefits stemming from the 

possibility of aligning with other local markets that can provide inputs on what works and not in 
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relation to external investors. The lateral knowledge sharing indicates that subsidiaries can learn from 

each other (Fu et al., 2018: 213). Advancing on Gupta and Govindarajan (2000: 489) suggestions that 

knowledge flows laterally between peer subsidiaries, the empirical findings found some evidence that 

knowledge flows between local markets took place based on a geographical regional grouping of local 

markets, explained by the local markets. Further insights concerning the grouping of markets 

explained that geographically close markets team up well, but also took place as particular local 

markets share the same director.  

 

As the rollout of the NSM proceeded, the emphasis on the direction of the knowledge flow shifted, 

where prominence is being placed on knowledge possessed by local markets and their efforts to 

transfer it back to the HQ, as explained by participants from local markets. Subsidiaries can generate 

knowledge from the host environment and transfer it within the MNC (Nuruzzaman et al., 2019: 7), 

which provides MNCs with unique advantages as they can generate, transfer, and utilize knowledge, 

partly due to subsidiaries being dually embedded in the host environment and in the intra-MNC 

network (Michailova & Mustaffa, 2012: 392). Fu et al. (2018: 213) notes that subsidiaries can acquire 

knowledge by collaborating with a partner, which the empirical findings provided evidence of. The 

local markets generate knowledge by working together with external stakeholders, where knowledge 

was gathered concerning what the needs are to be able to drive the transformation of the NSM 

forward. Those insights were subsequently transferred back to HQ with requests of what is needed to 

develop the sales model further. In line with the suggestions by Michailova and Mustaffa (2012: 392) 

and Nuruzzaman et al. (2019: 7), the local markets gathered knowledge that is valuable for further 

development of the NSM. The knowledge generated by subsidiaries, and transferred to HQ, can 

ultimately benefit the entire MNC (Ambos et al., 2006: 306-307; Chung, 2004: 247; Eden, 2009: 

177-178;  Frost, 2001: 120; Jiménez-Jiménez et al., 2020: 641). In parallel to that, the type of 

knowledge gathered by local markets and transferred to HQ may have the possibility of benefitting 

the entire MNC through its ability to further develop the NSM. A specific topic that was transferred 

back to HQ was the need for developing and adapting the digital tools that are a part of the NSM. 

However, the empirical findings provided contradicting perceptions upon how well local markets 
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experienced HQ to listen and prioritize the local markets needs, where both positive and negative 

experiences were underscored, explained by the local markets.   

 

5.4 Use of Knowledge 

The empirical findings provide limited concrete examples of how acquired knowledge concerning the 

NSM is retrieved and applied to ongoing operations. Participants from HQ and local markets 

explained that the NSM is in its early stages and knowledge is still being developed and acquired on a 

daily basis, which subsequently needs to be stored in a correct way for later retrieval. Therefore, 

implying it may be limited knowledge stored and retrieved for later use. However, some examples 

have been brought forward by participants when existing knowledge has been retrieved and utilized in 

negotiations with new external investors. The existing knowledge was retrieved from an IT storage 

location, mirroring Zack (1999: 54-55) suggestions that knowledge can be retrieved from formal 

memories. In the other case, knowledge was retrieved from an individual's internal memory, and 

applied without being stored in a formal memory, suggested by Alavi and Leidner (2001: 124) and 

Gonzalez and Martins (2017: 255), who explain that individuals can act as knowledge retention 

devices, by applying knowledge without having that knowledge stored in any other formal memory. 

The retrieval of existing knowledge to be used for advancing on negotiations with new external 

investors aligning with the suggestions by Alavi and Leidener (2001: 124), Cohen and Levinthal 

(1990: 131), Ganzaroli et al. (2016: 183), and Nooteboom et al. (2007: 1019), who highlight that 

existing knowledge can be used as a basis to make decisions. Another benefit of utilizing existing 

knowledge is to reduce issues of duplication of efforts (Swan et al., 1999: 264), which can be seen in 

the empirical findings as existing knowledge concerning contractual setup was used as a basis for 

advancing on discussion with new external stakeholders, implying a reduced effort in starting from 

scratch when negotiating with new external investors.  

 

The use of knowledge can also have the characteristics of being explorative, where exploration is 

when knowledge base is used to generate new knowledge and to foster innovation  (Ganzaroli et al., 
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2016: 183; Gonzalez & Martins, 2017: 257; Nooteboom et al., 2007: 1019). Participants explained 

that new knowledge is being generated on a daily basis, while initially acquired knowledge may 

become outdated and therefore there is a need to further generate new knowledge. During the rollout 

of the NSM, new knowledge concerning work processes was further found on how to facilitate for 

external stakeholders, aligning with Ganzaroli et al. (2016: 183), Gonzalez and Martins (2017: 257), 

and Nooteboom et al. (2007: 1019) who explain that knowledge base is used to foster innovation. In 

this case, participants from local markets explained that while operating in the NSM, knowledge was 

gathered and provided a basis for understanding that the digital tools needed to be additionally 

developed and adapted to fit the environment of external stakeholders. Subsequently, the new 

acquired knowledge provides avenues for refinement of the NSM. 

 

Organizations can face complexities and uncertainties in relation to activities they are ought to 

perform, an action presented by Alavi and Leidner (2001: 122) and Gonzalez and Martins (2017: 260) 

is to form teams with prerequisite knowledge to solve the presented problems and issues. The 

empirical findings found a need for additional and adapted digital tools to fit the external stakeholders 

environment of operating, as a part of the NSM, those insights were subsequently transferred back to 

HQ. However, the empirical findings did not provide any evidence that a problem solving team was 

created to address those challenges. A possible reason why no evidence of organizational actions was 

found and applied in this phase could be that the rollout is still in its early stages. This may imply that 

the MNC has not yet realized how to support the use of knowledge in relation to the NSM, as the 

organization has not experienced a shift in the NSM context before. Possibly it has not yet recognized 

what actions to take to support the use of knowledge.  

 

5.5 Interrelations of the Phases  

The KMP can be perceived to assume a certain linearity (Demarest, 1997: 376; Gonzalez & Martins, 

2017: 259-261), where the formal process unfolds in the following manner, acquisition to storage to 

distribution to use (Demarest, 1997: 376). However, the KMP can also be viewed as a dynamic 
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process, where the phases can assume a certain simultaneity (Alavi & Leidner, 2001: 131; Demarest, 

1997: 376). A given example of how simultaneity unfolds are construction to use, and construction to 

dissemination (Demarest, 1997: 376). The empirical findings indicate that the phases of KMP in this 

case are interrelated and not unfolding in a formal linear manner (Figure 12), insinuating the KMP can 

be seen as an ongoing process where knowledge evolves and flows throughout the KMP. However, 

the phases interrelate differently at the MNC level, where all units are involved, compared to how 

they interrelate at the local unit level.  

 

Firstly, at an MNC level, the empirical findings indicate that “acquisition of knowledge” is 

interrelated to “distribution of knowledge”, as emphasis is being placed on the distribution of 

knowledge between local markets and HQ (Gupta & Govindarajan, 2000: 489). An example of such is 

when HQ distributed knowledge to the local markets, enabling them to acquire knowledge from the 

HQ. Directing attention towards the local unit level, “acquisition of knowledge” is interrelated to 

“storage of knowledge”, as knowledge related to the NSM is stored mostly in local IT tools by the 

respective units.  

 

Secondly, “storage of knowledge” is rather disconnected from the KMP at a MNC level, as a 

dispersed structure of knowledge storage was highlighted by the participants. Multiple participants 

call for an overarching structure of knowledge storage that would facilitate access of knowledge 

concerning the NSM across the MNC. Although at local unit level, “storage of knowledge” is 

interrelated to “use of knowledge”, as knowledge has been retrieved from a local IT storage location, 

and in one instance from one individual's internal memory, and used as a basis to negotiate with new 

external investors. This highlights how storing knowledge at a local level enable retrieval and 

application of existing knowledge to ongoing and future operations (Alavi & Leidner, 2001: 108; 

Argote et al., 2003: 579; Gonzalez & Martins, 2017: 256; Nonaka & Takeuchi, 1996: 592; O’Dell & 

Grayson, 1998: 163; Walsh & Ungson, 1991: 61). 
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Thirdly, “distribution of knowledge” is interrelated to “use of knowledge”, as knowledge was 

distributed laterally between local markets at an MNC level, in which the knowledge was integrated at 

the recipient unit when advancing on discussions with external investors. However, the participants 

did not explicitly mention if the knowledge that was transferred to peer local markets was retrieved 

from a formal or internal memory before it was transferred. There is no empirical evidence suggesting 

that “distribution of knowledge” is interrelated to “storage of knowledge”, potentially this happens 

unconsciously.  

 

Fourthly, “use of knowledge” is interrelated to “acquisition of knowledge” through “distribution of 

knowledge” at an MNC level. As the rollout proceeds in the MNC, knowledge can be generated at 

local markets by operating in the NSM and recognizing how the NSM needs to be additionally 

developed and adapted, which is being transferred back to HQ and ultimately can benefit the entire 

MNC through integrating the acquired knowledge to enable further refinement of the NSM (Ambos et 

al., 2006: 306-307; Chung, 2004: 247; Eden, 2009: 177-178; Frost, 2001: 120; Jiménez-Jiménez et al., 

2020: 641). In that sense, in an MNC context, knowledge can be applied to seek new innovations that 

can be integrated in the NSM. Although, at the local unit level, “Use of knowledge” is directly 

interrelated to “acquisition of knowledge”, as knowledge on how to operate in the NSM and 

concerning the sales enablement process is acquired on a daily basis through a learning by doing 

process by operating in the NSM (Zollo & Winter, 2002: 340). Furthermore, “use of knowledge” is 

also reversely interrelated to “storage of knowledge” at the local unit level, as knowledge is being 

retrieved from a local IT storage location and utilized as a basis to make decisions in some instances 

(Ganzaroli et al., 2016: 183; Nooteboom et al., 2007: 1019).  

 

The interrelatedness of the phases illuminates how the KMP functions and by understanding how the 

phases function, there is a possibility to make decisions about the optimal actions to facilitate each 

phase, as well as designing the optimal constellation of the entire process, which is a key to successful 

KM (Demarest, 1997: 376). The most surprising finding was that the phases of KMP interrelated 

differently at the MNC level and at the local unit level, indicating there may be a difference in how 
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KMP unfolds depending on the organizational context. Figure 12 illustrates both the interrelatedness 

at an MNC level, where the arrows are solid, and at local unit level where the arrows are dotted. At an 

MNC level, “distribution of knowledge” was found to be an important connecting link in the KMP in 

this particular case. This could potentially be attributed to the MNC having the advantage of having 

multiple units (Kogut, 2001: 1019), allowing knowledge to be acquired by more units than the parent 

company, and allowing transfer of knowledge vertically and laterally. It could be argued an optimal 

vehicle for knowledge transmission should be orchestrated to enable the knowledge to flow and 

provide avenues for both acquisition of knowledge and use of knowledge. Furthermore, it could be 

argued that the MNC should acknowledge how the phases may interact with each other to anticipate 

the next step in the process and respond proactively. Understanding how these phases are interrelated 

could further guide the MNC how the knowledge could optimally be created, stored, distributed, and 

used.  

 

Figure 12. Visualization of how the phases are interrelated. Compiled by the authors. 
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5.6 Revised Conceptual Model  

The initial conceptual model (Figure 3) was constructed based on the theoretical framework, 

encompassing the KMP and its four phases, with additional insights offering adjustment towards an 

MNC context, and organizational actions corresponding to the phases. The revised conceptual model 

(Figure 13), is empirically driven as it explains what the four phases of the KMP are characterized by 

in the particular case context, allowing for enhanced understanding of how the MNC creates, retains, 

distributes, and reuses knowledge in relation to the rollout of the NBP, as suggested by (Gonzalez & 

Martins, 2017: 258, 261). The revised conceptual model visualizes the KMP in relation to an NBP 

rollout in the particular situation of this MNC, aligning with Demarest (1997: 380) who suggests that 

KM programs are unique to a particular organization. The organizational actions undertaken by the 

MNC are presented lateral to its corresponding phases, further advancing on the suggested 

organizational actions presented by Alavi and Leidner (2001: 108, 118-119, 122, Goh (2002: 29), 

Gonzalez and Martins (2017: 255-256, 260), Hislop (2005: 126-127), Lee and Yang (2000: 790), and 

Li (2024: 1707-1708). The circle connecting the four phases of the KMP elucidates the 

interrelatedness of the phases, in this particular phenomena, and suggests the NBP to be continuously 

refined through knowledge that flows through the KMP, further indicating there is no start or end for 

the continuous refinement cycle. The interrelatedness aligns with the notion that the KMP is a 

dynamic and continuous process, as suggested by Alavi & Leidner (2001: 131), and Demarest (1997: 

376). The revised conceptual model advances on the conceptual research on KMP (Alavi & Leidner, 

2001; Demarest 1997; Gonzalez & Martins, 2017) by providing an empirically driven conceptual 

model of the KMP. 
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Figure 13. Revised Conceptual model. Compiled by the authors. 

6. Conclusion 

 

Given the limited focus on empirical studies of KMP, the purpose of the study was to enhance the 

understanding of the KMP as it occurs during the rollout of an NBP within an MNC, and to identify 

the organizational actions undertaken in the various phases. The research question of the study was 

evolved: 

Throughout the roll-out of a new business practice in a multinational corporation - how does the 

knowledge management process unfold?  

 

The first phase of the KMP concerns how the knowledge is acquired in the MNC. The acquisition of 

knowledge was characterized by sourcing knowledge internally and externally when forming the 

NBP. When HQ initiated the NBP it was crucial to understand how it should be compliant to 

European and local laws. HQ sourced knowledge internally from the legal department, who further 

sourced knowledge externally through legal counsels in the local markets who had complex 

regulations. Furthermore, other departments at HQ were part of the internal knowledge sourcing with 
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focus on how the NBP should be managed locally, from an operational perspective. Besides the HQ 

department's involvement in the formation of the NBP, the local markets were trusted to form the NBP 

to fit their market specific needs and by that, trusted to sourcing knowledge externally with external 

investors. As the NBP implied a transition into a new way of operating, it was necessary to make sure 

that the external stakeholders had the skills and competencies to operate in the NBP. Thus, the focus 

was directed towards training of the individuals on the digital system and the sales enablement 

process. In some instances, there was a need to recruit individuals with the right skill sets. The NBP 

was previously relatively unknown to the MNC, therefore, further knowledge concerning how to 

operate in the sales enablement process was acquired through a learning by doing process. 

 

The second phase of the KMP revolves around how knowledge is being stored in the MNC. This 

phase is characterized by the use of local IT platforms by the different HQ departments and local 

markets, which is fueling a decentralized structure of knowledge storing and further inhibits access 

and retrieval of knowledge throughout the MNC. Most of the participants call for a central hub for 

knowledge storage, although highlighting the need for certain access restrictions due to confidential 

reasons.   

 

The third phase of the KMP concerns how the knowledge is distributed in the MNC. The distribution 

of knowledge is characterized by sharing through IT tools and through social contact across the HQ 

and the local markets within the MNC. In the context of an MNC, it was highlighted that HQ was a 

pivotal sender of knowledge in the beginning of the rollout, while emphasis was placed on a 

directional shift as the rollout proceeded into local markets transferring knowledge back to HQ 

concerning how the NBP was functioning in a local market context and how it could be additionally 

developed and adapted.  

 

The fourth phase of the KMP revolves around how knowledge is being applied. It was highlighted, 

although limited, that existing knowledge was retrieved and applied to advance in negotiations with 

new external investors by the local markets. Knowledge was also created on a daily basis while 
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operating in the NBP, where it provided an understanding of the need of digital tools to be additionally 

developed and adapted to the environment of the external stakeholders.  

 

The analysis of the empirical findings revealed that the different phases of the KMP in this context 

were interrelated to each other, and at an MNC level, did not unfold in a formal linear manner. 

Although, indicating an inconsistency in how the phases interrelate within the MNC in this context. 

Some of the phases were interrelated at the MNC level, while some other phases were interrelated at 

the local level unit and not across the MNC. At an MNC level, “acquisition of knowledge” and 

“distribution of knowledge” are interrelated, allowing respective units to acquire knowledge. 

“Distribution of knowledge” and “use of knowledge” are interrelated, allowing local markets to 

integrate and use knowledge that was distributed laterally. “Use of knowledge” is interrelated to 

“acquisition of knowledge”, through “distribution of knowledge”, indicating knowledge can be 

generated by local markets when operating in the NBP and transfer it back to HQ which enables the 

NBP to be additionally developed by integrating new knowledge. “Storage of knowledge” was found 

to be disconnected from the KMP at an MNC level, as most knowledge was stored in local IT 

platforms which inhibited access and retrieval throughout the MNC. At a local unit level, the phases 

of the KMP interrelated differently, where “acquisition of knowledge” was interrelated to “storage of 

knowledge”, and “use of knowledge”. Acquired knowledge was stored in local IT platforms and 

individuals’ internal memory, retrieved from storage locations, and applied to ongoing operations. 

“Use of knowledge” was also interrelated to “acquisition of knowledge”, as knowledge on how to 

operate in the NBP was acquired through a learning by doing process. 

 

In conclusion, the revised conceptual model (Figure 13) illustrates the key characteristics of each 

phase and its corresponding organizational actions during the rollout of an NBP within an MNC. The 

NBP evolves through the stages of the KMP and allows for ongoing refinement by integrating 

knowledge. It was found that the phases of KMP are interrelated to each other (Figure 12), indicating 

that the KMP did not unfold in a formal linear manner, and should be seen as a continuing, dynamic 

process rather than linear with a defined startpoint and endpoint (Figure 13). 
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6.1 Theoretical Implications  

This study has contributed to theory by empirically advancing the understanding of the KMP (Alavi & 

Leidner, 2001; Demarest, 1997; Gonzalez & Martins, 2017) by illuminating the characteristics and the 

interrelatedness of the phases, and elucidating the organizational actions applied in the various phases 

of the KMP, in an NBP rollout within the context of an MNC. The study bridges the existing gap of 

the KMP, where neither the organizational context of MNCs nor the rollout of a NBP capturing the 

phenomenon as it occurs, have received considerable attention in prior research. 

 

The study advances on KMP by showing the interrelatedness of the phases, and that the KMP does 

not unfold in a formal linear manner, implying the KMP should be seen as an ongoing process where 

the NBP is continuously being refined through the KMP. Suggestions of organizational actions to 

facilitate the various phases of the KMP have been presented in previous literature (Gonzalez & 

Martins, 2017: 260), although not explored in a similar context as this study presents.  

 

6.2 Practical Implications  

The practical implication of the study is to understand what organizational actions can be applied in 

the various phases of the KMP. To facilitate the acquisition of knowledge, HQ and subsidiaries should 

prioritize training and recruitment to make sure the involved stakeholders have the skills and 

competencies needed to operate in the NBP. The storage of knowledge can be supported by IT tools, 

although a structure that enables retrieval throughout the MNC should be emphasised, which can 

facilitate the use of existing knowledge. The distribution of knowledge can be supported by the use of 

IT tools for sharing knowledge between units within the MNC, and through social contact for more 

complex phenomena. 
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6.3 Future Research  

The study has explored the KMP during an NBP roll out within an MNC, providing an understanding 

of the particular phenomena. Due to the nature of the study, limited to qualitative research and a single 

case company approach within a specific industry, the findings are not generalizable. Furthermore, 

previous research indicates a lack of focus on the transfer of an NBP, in which this study has focused 

on an NSM as an NBP, inferring the findings might not be generalizable for the phenomena of a 

general NBP rollout. 

 

Additionally, the study was delimited to manage the local markets as a unit, with no space for specific 

context. Future research in the area should consider including a wider scope and conduct the research 

across several industries to grasp potential similarities and differences. Contemplating fewer local 

markets, to be able to manage the subsidiaries as individual units and departments, which would 

enable a further dimension of complexity in the research. A comparative study approach within the 

context of MNCs would further imply insights where the factors are congruent, and by that, the 

research will deep dive into the theoretical aspects of KMP in relation to NBP. Expanding the 

organizational context, other organizational structures beyond MNCs, such as SMEs, or private or 

public organizations, could examine and support the nuance of the research field by identifying 

aspects and perspectives of how the KMP unfolds in other organizational contexts. Hence, it will 

further discover common and unique aspects within how the KMP and the organizational actions are 

managed in relation to an NBP. 
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Appendix 1  -  Interview guide 

General questions ​

HQ Perspective 

1.​ What's your role in relation to the [new business practice]? 

2.​ What is your attitude towards the use of the [new business practice] and what was, from your 

perspective, the attitude from the local markets?  

Local market Perspective 

1.​ What's your role in relation to the [new business practice]? 

2.​ What is your attitude towards the use [new business practice]? 

Acquisition of knowledge 

1.​ What type of insights, information and knowledge do you find to be most valuable for 

refining the [name] new business practice? making the [new business practice] practice work? 

2.​ From where do you source the most relevant insights, information and knowledge ? 

3.​ What do you believe has been done intentionally by management to facilitate the process of 

acquiring knowledge in relation to the [new business practice]? 

4.​ What do you believe you could have done differently to facilitate acquisition of knowledge in 

relation to the [new business practice]? 

Storage of knowledge 

1.​ How does your organization (HQ/local market) organize and store knowledge, do you have 

any structure or system to facilitate access and future access to the [new business practice]? 

2.​ Do you consider knowledge storage as important for further improvements of the [new 

business practice]? 

3.​ What do you believe have been done intentionally to facilitate the process of storing 

knowledge in relation to the [new business practice]? 
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4.​ What do you believe you could have done differently to facilitate the storage of knowledge in 

relation to the [new business practice]? 

Distribution of knowledge 

1.​ Which unit or units do you receive most knowledge from and frequently share most of your 

knowledge with, in relation to the [new business practice]? 

2.​ How is the knowledge concerning the [new business practice] most commonly transferred, 

both in terms of receiving and sending?  

3.​ Which channel do you perceive as the most successful for sharing and transferring knowledge 

regarding the [new business practice]? 

4.​ What do you believe have been done intentionally to facilitate the distribution of knowledge 

in relation to the [new business practice]? 

5.​ What do you believe you could have done differently to facilitate the distribution of 

knowledge in relation to the [new business practice]? 

Use of knowledge 

1.​ Do you think you can use the acquired knowledge to improve or enhance the [new business 

practice] and can you give any example of how you think you can use it? 

2.​ Give an example of how you have used the acquired knowledge and insights to refine the 

[new business practice]? 

3.​ What do you believe have been done intentionally to facilitate the process of using the 

knowledge in relation to the [new business practice]? 

4.​ What do you believe you could have done differently to facilitate the use of knowledge in 

relation to the [new business practice]? 
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