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Abstract. Research that examines the correlation of human resource manage-
ment practices and knowledge management showed inconsistencies in findings,
and differences in perspective in understanding those two variables. Previous
studies confirmed the effect of HRM practices on knowledge management in
organizations. However, a number of studies did not show a significant effect
between the two. Therefore, a study of the development of socio-cultural factors
is needed to strengthen this practice. The authors propose the concept of col-
laborative agility capital developed from a synthesis of social exchange theory
and resource-based theory of organization. This competency is expected to
contribute meaningfully to improve the quality of knowledge management
process in the organization. This article also provides direction on research to
test this conceptual novelty.
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1 Introduction

The study that examined the correlation between Human Resource Management
(HRM) practices and knowledge management showed inconsistencies and different
perspectives in understanding those two variables. A number of studies confirm the
effect of HRM practices on knowledge management in organizations. However, some
studies do not show significant effect between the two. The research of Lin [21] showed
that when knowledge management moves to a higher position, the company should
develop HR-oriented practices to motivate and encourage their interaction. Similarly,
other studies have placed HR management as part of the infrastructure used by com-
panies to support their knowledge management activities [13]. This is in line with the
research of Cabrera and Cabrera [6], confirming that companies can create a conducive
environment for the creation or knowledge sharing through HRM practices such as
team work, promotion, socialization programs, performance appraisal, and compen-
sation. Furthermore, Chen and Huang [9] also analyzed the role of mediation of
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knowledge management capacity (acquisition, transfer, and application) in the corre-
lation between strategic HR practices (training, compensation, performance assess-
ment, selection and participation) and innovation performance (technical,
administrative). Likewise, Lopez-Cabrales et al. [23] also found the intervening effect
of employee knowledge uniqueness in the correlation of the number of collaborative
HRM practices and innovation performance.

Several studies showed different findings. The research of Afacan Findikl1 et al. [2]
showed a difference in the effect of HR practices on knowledge management capacity.
The researcher examined the HRM practices variable which included training, com-
pensation, performance appraisal, staffing, and employee recruitment. The study
showed only performance and compensation assessments have a significant effect on
knowledge acquisition, knowledge application and knowledge sharing. Then, training
practices only have a significant effect on the application of knowledge. So, training
practices do not have a significant effect on the acquisition of knowledge as well as
knowledge sharing. Moreover, in relation to the application of knowledge, training
practices have the least effect of training compared to the practice of performance
appraisal and compensation. Meanwhile, staffing practices and employee recruitment
have no significant effect on the three knowledge management dimensions (knowledge
acquisition, knowledge sharing, and knowledge application).

The study of Chen and Huang [9] also showed the inconsistency results. This study
aims to examine the role of knowledge management capacity in the correlation of
strategic human resource practices and innovation performance from a knowledge
standpoint. This is based on the idea that innovation depends on the organization’s
human capital, including the skills, knowledge and attitudes of employees, which can
be affected and sharpened through existing HR management practices. However,
knowledge in the company that is attached to the individual in it is not easily trans-
ferred to other employees. Transfer of knowledge requires the capacity to manage
knowledge and motivation as well as the willingness of employees to share and apply
it. The variable of HRM Practices examined included staffing, participation, compen-
sation, training, and performance appraisal functions, while the variable of Knowledge
Management Capacity included dimensions of knowledge acquisition, knowledge
application, and knowledge sharing. The results showed that staffing and participation
have a positive and significant effect on knowledge acquisition, application and shar-
ing. However, training only has a positive and significant effect on knowledge
acquisition and application. Likewise, compensation only has a positive and significant
effect on application and knowledge sharing. Meanwhile, the practice of performance
appraisal has no significant effect on the three dimensions of knowledge management.

Research Prieto Pastor et al. [25] which examined the correlation of HR manage-
ment and knowledge management also provided different findings. HRM practices are
expected to have an effect on the ability, motivation, and opportunities of employees to
participate in knowledge management, making it possible to share, maintain and create
knowledge within the organization. HRM practices that are expected to have an effect
on employee capabilities include training and development practices, while motivation
includes valuation practices and rewards, and employee opportunities include pro-
viding support for trustworthy collaborative relationships. The results showed that
HRM practices aimed at motivating and giving employees the opportunity to behave as
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the company’s expectation, significantly affecting knowledge sharing and maintenance
of knowledge. Then, both mediate the correlation between motivation and opportu-
nities and knowledge creation. However, HRM practices aimed at increasing employee
capabilities do not have a significant effect on knowledge sharing, knowledge main-
tenance, and knowledge creation. So, knowledge sharing and knowledge maintenance
are not also variables that mediate training and development practices with knowledge
creation.

Knowledge Sharing depends on the capability of employees to share knowledge.
This capability can be improved through appropriate HRM practices. Therefore, it is
important to take it into account when designing HRM practices that are capable of
supporting knowledge sharing capabilities among employees. Abdul-Jalal et al. [1]
examined whether employee perceptions of the capability of knowledge sharing have
an effect on the success of knowledge sharing. It resulted that a combination of ability,
motivation and opportunity is a key mechanism to support the flow of knowledge
within the company. The researcher stated that the opportunity to share knowledge
depends on HRM practices that enable social exchange to support the development of
formal and informal employment relationships.

Companies engaged in the service industry whose competitive advantage is gained
through the creation of new knowledge show that their knowledge process does not
only transfer knowledge from people to documents [16], however, more focus on
personalization strategies i.e. to improve social processes to facilitate sharing of tacit
knowledge among members of the organization. The knowledge personalization
strategy emphasizes human factors, not technology. That is why socio-cultural factors
are needed to increase knowledge management activities.

2 Concept Development

The presentation in the previous paragraph underlies the idea of the need to examine
concepts related to socio-cultural factors in the correlation of HRM practices and
knowledge management. Some efforts to encourage socio-cultural factors are needed to
increase the willingness of employees to participate in knowledge acquisition. As
Hislop [19] stated, HRM practices can affect socio-cultural factors that have an effect
on the desire of employees to support the company’s knowledge management
activities.

This study develops the concept of collaborative agility capital developed from a
synthesis of social exchange theory and resource-based theory of organization. This
concept is related to collaborative interpersonal interaction behaviour in the context of
learning process. Collaborative interactions between individuals in organizations will
facilitate the creation of new knowledge to support the organization’s ability to face
external challenges. Such behaviour not only minimizes the company’s dependence on
certain potential individuals, but also increases the capability of knowledge creation
through the flow of knowledge at the level of individuals, groups, and organizations.
Therefore, it is clear that there is a connection between social network and learning
process.
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2.1 Collaborative Capital in the Perspective of Social Exchange Theory

Collaborative capital is a concept derived from the theory of social exchange which
was coined by George C. Homans in the mid 20th century or the 1950s, and later
developed by, one of them, Peter M Blau. Homans’s exchange theory rests on the
assumption that people engage in behaviour to get reward or avoid punishment, in
other words they minimize costs and increase profits. Exchange of behaviour to obtain
rewards is a basic principle in simple economic transactions. Homans saw all social
behaviour and economic behaviour as a form of exchange to get rewards. Rewards
referred here include extrinsic rewards such as salary/wages, facilities, and intrinsic
rewards such as satisfaction with work results, friendship relationships, and job
prestige.

Clear articulation of exchange orientation for the first time was given by Peter Blau
[15]. He stated that individuals are basically driven by hedonic motivations, in which
all actions are directed towards seeking pleasure and reducing painful things. To get
rewards and reduce penalties, they must carry out various behaviours. Thus, social life
is based on a series of transactions in which compensation and costs depend on the
exchange of behaviour with other individuals.

Social exchange theory is a supporter in the synthesis of theories that produce new
concepts in this study. Social exchange theory is the basis for developing social capital
in the context of the organization. Social relation both in the form of formal and
informal among individuals is the capital to implement collaboration that supports the
effectiveness of an interactive learning process. The existence of trust in these rela-
tionships has the potential to increase collaboration and encourage information sharing,
both among employees and managers and among organizational units.

Social exchange theory and the norms of reciprocity on the basis of trust lead to the
quality of resource exchange among members of the organization, contributing to
collaborative capital [27]. The concept of collaborative capital is actually social capital
according to Putnam version. In contrast to social capital in Burt’s view, which focuses
on private goods, Putnam views social capital as public property. Thus, the social
exchange that occurs will avoid opportunism and increase collective action between the
two parties. In relation to knowledge management activities, those attitudes and actions
are important for the organization.

2.2 Agility Learning in the Perspective of Resource-Based Theory
of Organization

Resource-based theory of organization states that competitive advantage can be
achieved through the empowerment of human resources. In one hand, organizations
that achieve their goals to compete using assets and resources that are valuable, rare,
and difficult to imitate will be able to achieve competitive advantage [3, 4]. The ability
of organizations to attract potential human resources consistently and effectively,
develop and renew their capabilities, increase their commitment in achieving organi-
zational goals, generate ideas for continuous improvement, and maintain their exis-
tence, will perpetuate them. On the other hand, organizations which ignore those all
which do not consider their human talents as valuable assets will lose in competition.
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Human resources are considered valuable assets because they are a source of
knowledge while being able to access knowledge and conduct learning in a sustainable
manner. Such individuals are said to be high potential talents that must be managed by
the organization. High-Po talent is not just a learning ability and high competence, but
also agility and consistency to continue learning that is able to increase the knowledge
needed and valuable for the organization in responding to the challenges of change.
That is why resource-based theory of organization underlies talent management.

Talent management is a continuous process that covers all processes of human
resource activities leading to selection, outreach, maintenance and development [14,
26]. The management of these employee talents is expected to support organizational
agility in dealing with market complexity and the dynamics of change. Employee
talents are a source of knowledge because of their ability to access external knowledge,
generate ideas/knowledge, transfer and apply the knowledge within their organization
[11, 32]. So, in order for companies to remain competitive, the company may as well,
must consistently manage the acquisition and application of knowledge among its
employees; also ensure the transfer of knowledge among them through increasing
social capital. Jones [20] stated that to build social capital, management of employee
talent becomes an important thing that must be done by the company.

In its later development, talent is defined as high potential and high performance
[31]. High potential is someone who has the ability, engagement and aspiration to
develop, while high performance is associated with individuals who have a high level
of expertise, leadership behaviour, creativity, and initiatives based on self-confidence.
Some authors recommend that a critical component of talent management is the
development of a structured process to identify high potential [8, 18]. At present and in
the future, organizations need high potential that has an open character, a desire to learn
and experience something new, and tolerance for high ambiguity, innovation, and
flexibility in carrying out complex strategies. Such individuals are a figure of learning
agility which is currently seen as a high potential key indicator [11, 29].

Human resources as a source of competitive advantage must support their orga-
nizations with the willingness and ability to learn something new, tolerance for
ambiguity, flexibility, innovation, mobile, and education [5, 12]. The key words are not
just “ability to learn” and “increased competence”. This is because both of them only
improve individual abilities, openness to experience, motivation to learn, and seek self-
development opportunities. However, the way to have continuously and skillfully
“ability to learn” to support the organization is able to deal with change and seize
opportunities. Paauwe and Boselie [24] and Lombardo and Eichinger [22] assert that
action is learning agility.

2.3 Collaborative Agility Capital

In the context of developing human resources, organizations become potential work-
places to support the learning process. The learning process is expected to provide
opportunities for potential individuals to develop their competencies (knowledge,
expertise, and abilities) through existing social networks. This social network can be
considered as a supporter of the learning process, because learning is not an individual



Collaborative Agility Capital 977

activity but there are elements of interaction in it. Therefore, there is a clear link
between talent management, learning, and social networks.

Collaborative capital is a concept derived from social exchange theory. This theory
explains that social life is colored by a series of exchange transactions between one
individual with another. There is a phenomenon of cooperation, mutual help behaviour,
the formation and acceptance of norms, and reciprocal actions. This explains the
development of social capital theory which is a network of relationships that allows the
flow of knowledge resources to be exchanged.

Social capital both internally and externally increases opportunities for employees
to capture knowledge from inside and outside the organization. Although the employee
network ties create opportunities for sharing knowledge with colleagues, adequate
norms and trust are needed to exploit these opportunities [34]. This shows that trust is a
fundamental dimension of Social Capital. The research also explores the mechanisms
underlying the effect of Social Capital on Knowledge Sharing (interactive condition).

In an organizational context, social exchange theory is used as a basis for under-
standing the feelings of obligation and pro-organizational members of the organization.
The greater the diversity of exchange relations between employees, the lower the
feeling of being obliged to reciprocate the actions of coworkers, and the lower the
identification of themselves with groups or organizations. As stated by Wikaningrum
[33], the diversity of exchange relationships often causes negative impacts on com-
munication and interpersonal attraction. Communication problems can reduce group
cohesiveness, and low personal attractiveness has an effect on organizational outcomes
through the level of desire to maintain membership in the organization.

Based on the previous description, it can be concluded that the study of interper-
sonal relations is not sufficiently discussed at the individual level, therefore, it is
important to examine at the level of relations. At this level, there is a two-way inter-
action between the receiver and sender in resource exchange activities. This is what is
meant by collaboration, which is an interactive and continuous exchange relationship
among coworkers. Meanwhile, collaborative capital shows the quality of the exchange
relationship.

The quality of the exchange relationship between individuals in the organization
will support the effectiveness of an interactive learning process. The results of learning
increase the capacity of individuals who have four aspects of dexterity as coined by
Lombardo and Eichinger [22]. First is agility in human relations that describes a
person’s ability to recognize themselves, learns from experience, treats others con-
structively, and calmly faces the pressure of change. Second, dexterity results which
describe someone who achieves under the harsh conditions, inspires others to perform
more, and their existence which is able to build the trust of others. Third is mental
agility which is related to one’s ability to face complexity, ambiguity, and explains
thoughts to others. Finally, dexterity changes reflect to someone who has curiosity,
enthusiasm to come up with ideas, and engage in activity building skills. This shows
that the agility of learning will have an effect and benefit for other individuals. If all
individuals in the organization undergo the learning, and collaboration between them
occurs, then beneficial resource exchanges will be more effective.
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3 Research Direction

The implementation of human resource management practices has a role in encour-
aging employee behaviour and positive attitudes towards learning activities. As a
statement of Hatch and Dyer [17] and Streumer [30] that HRM practices also has a
positive effect on learning behaviour. So that, it has an impact on the ability of
employees to respond to business changes quickly and flexibly. The dynamics of
change require exploration of knowledge. However, knowledge creation requires social
interaction and continuous learning among individuals. Both will facilitate the move-
ment of knowledge from the individual level to the level of groups and organizations,
and potentially transfer explicit and tacit knowledge. This becomes the background of
the correlation between learning competencies and knowledge creation in
organizations.

Collaborative agility capital as a conceptual novelty in this study is defined as an
agile learning competency. It is supported by a balanced and sustainable quality of
resource exchange. This competency is characterized by respect, trust, willingness to
learn, inspiring, flexible, partnership, and learning speed. They have the potential to
improve knowledge management process, especially knowledge acquisition and
knowledge transfer. Furthermore, it is necessary to test the contribution of collaborative
agility capital in strengthening the relationship of HRM practices and knowledge
management.

Knowledge
Management

HRM Collaborative
Practices Agility Capital

Fig. 1. Proposed empirical model

Further research needs to be implemented to test empirically the concept of col-
laborative agility capital, as the research model in Fig. 1. Testing this research model
can be applied to the settings of the banking industry which can be based on these
reasons. First, banking is a knowledge-intensive organization where the knowledge
workers interact highly with external stakeholders. Second, the principle of opera-
tionalizing the work has been standardized and must be obeyed by all employees.
Third, the level of potential employee turnover is quite high in the banking industry.
Fourth, the dynamics of change and intense competition appear in the era of financial
technology (fintech). The four of them increase banking interests to transfer knowledge
at the individual level to organizational knowledge. This is not only to minimize
organization dependence on certain individuals, but also to encourage the learning
process among employees.

The data analysis will be conducted using path analysis to test the regression equation
mediating variable. HRM practices variable uses the concept developed by Chuang [10],
i.e. with the three dimensions which include motivation, opportunity, and competency-
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enhancing HR practices. The variable of collaborative agility capital uses the indicators
of flexibility, ability to inspire, willingness to learn, respect, trust, partnership,
and learning speed. Then, the variable of knowledge management uses the concept of
Nonaka developed by Song and Kolb [28] and Chang [7], i.e. with the four dimensions
which include socialization, externalization, combination, and internalization.

4 Conclusion

Social exchange theory is very important in explaining the support of social networks
in individual learning processes that encourage the transfer/exchange of knowledge
resources. The process is supported by interactions based on a relationship of mutual
trust and mutual effort. The synthesis of the social exchange theory with resource-based
theory of organization creates a novelty concept; collaborative agility capital. This
learning competency is not only at the individual level. However, ongoing collabo-
rative learning has an impact on other members of the organization and supports the
ability of organizations to follow the challenges of change. This can be a reference for
further research to consider collaborative agility capital as a variable that plays a role in
mediating the correlation between HRM practices and knowledge management.
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