Journal of Islamic Studies ISSN P: (2790-7686)
Vol 4 Issue 2 (July-December) 2024

@ Al-Asr International Research { ISSN E: (2790-7694) }

f(

Published:
December 29, 2024

Explicit and Tacit Knowledge for Talent Development and Accelerated
Organizational Performance: Evidence IT Sector of Pakistan

Dr. Ahmed Raza Khan
VFM, Department of Management Studies, Bahria University, Karachi Campus

Dr. Aijaz Ali Khoso
Professor, Alhamd Islamic University, Islamabad

Abstract

In the contemporary knowledge-driven economy, organizations increasingly rely on
knowledge resources and human capital to achieve sustainable competitive advantage and
superior organizational performance. This study examines the impact of explicit
knowledge and tacit knowledge on organizational performance through the mediating
role of talent development in the IT sector of Pakistan. The study adopts a quantitative,
causal, and cross-sectional research design grounded in positivist ontology and
epistemology. Data were collected through structured questionnaires from 460 HR
managers working in IT organizations across Pakistan using convenience sampling. SPSS
was employed for data analysis, including descriptive statistics, reliability analysis,
correlation, regression, and mediation testing.

The findings reveal that both explicit knowledge and tacit knowledge significantly and
positively influence talent development, while talent development has a strong positive
effect on organizational performance. The results further indicate that tacit knowledge
exerts a comparatively stronger influence on talent development than explicit knowledge,
highlighting the importance of experiential learning, mentoring, and informal knowledge-
sharing practices in the IT industry. Moreover, talent development significantly mediates
the relationship between knowledge resources and organizational performance,
confirming that organizational success depends not only on knowledge availability but
also on the organization’s ability to transform knowledge into employee competencies

through structured development systems.
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The study contributes theoretically by integrating the Resource-Based View, Human
Capital Theory, and Knowledge Creation Theory into a unified framework explaining
knowledge-driven organizational performance. Practically, the findings provide valuable
implications for HR managers and IT organizations by emphasizing the importance of
combining formal knowledge systems with experiential learning mechanisms to enhance
employee capability, innovation, and competitive performance. The study also offers
important directions for future research in knowledge management and strategic talent
development within emerging economies.

Keywords: Explicit Knowledge, Tacit Knowledge, Talent Development, Organizational
Performance, Knowledge Management, Human Capital

INTRODUCTION

In the contemporary global business environment, organizations are increasingly
operating under conditions characterized by volatility, uncertainty, complexity, and
ambiguity (VUCA). In such an environment, traditional sources of competitive advantage
such as physical capital, access to markets, or economies of scale are no longer sufficient
to ensure long-term sustainability. Instead, knowledge, skills, and human capital have
emerged as the most critical strategic resources for organizational survival and growth.
The Resource-Based View (RBV) of the firm posits that sustainable competitive
advantage is achieved through resources that are valuable, rare, inimitable, and non-
substitutable, and knowledge is widely recognized as one of the most powerful strategic
assets fulfilling these criteria (Barney, 1991; Grant, 1996). Accordingly, organizations
that effectively generate, manage, and utilize knowledge are better positioned to develop
talent and enhance overall performance.

Within the knowledge-based view of the firm, knowledge is not merely an operational
input but a core driver of organizational capability, innovation, and strategic adaptability.

It shapes how employees learn, solve problems, make decisions, and contribute to
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organizational objectives. In this context, knowledge is generally classified into two
broad categories: explicit and tacit knowledge. Explicit knowledge refers to codified,
structured, and easily transferable information embedded in manuals, databases,
procedures, and training materials (Alavi & Leidner, 2001). It represents the formalized
aspect of organizational learning and plays a significant role in ensuring consistency,
standardization, and efficiency across processes. Organizations that systematically
document and disseminate explicit knowledge are able to improve operational efficiency,
reduce learning time, and enhance decision-making accuracy (Gold et al., 2001; Hussain
et al., 2019, Korotov, 2023, Shan, Z., & Wang, Y. (2024).

However, while explicit knowledge is essential for formal learning systems, it does not
fully capture the depth and richness of human expertise required in complex
organizational environments. A substantial portion of organizational knowledge remains
tacit in naturepersonal, experiential, context-specific, and often difficult to articulate or
codify (Polanyi, 1966). Tacit knowledge is embedded in individuals’ experiences,
intuition, insights, and social interactions. It is transferred primarily through observation,
mentoring, apprenticeship, and informal communication rather than formal
documentation (Nonaka & Takeuchi, 1995). This form of knowledge is particularly
important for handling ambiguous situations, solving novel problems, and fostering
innovation and creativity within organizations. The SECI model (Nonaka & Takeuchi,
1995) highlights the dynamic interaction between tacit and explicit knowledge through
socialization, externalization, combination, and internalization, which together drive
continuous organizational knowledge creation.

Despite the theoretical importance of both knowledge types, many organizations struggle
to integrate explicit and tacit knowledge into structured human resource practices,
particularly talent development systems. Talent development refers to a systematic and
strategic process of identifying, developing, and preparing employees to meet current and

future organizational needs (Garavan et al., 2012). It includes training, mentoring,
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coaching, job rotation, leadership development, and continuous learning initiatives. In
modern HRM literature, talent development is increasingly recognized as a strategic
capability that directly influences organizational sustainability and competitive advantage
(Collings et al., 2019).

In knowledge-intensive sectors such as the Information Technology (IT) industry, talent
development becomes even more critical due to rapid technological change, innovation
demands, and skill obsolescence. The IT sector relies heavily on continuous learning,
knowledge sharing, and adaptive expertise, making both explicit and tacit knowledge
essential inputs for employee development. Accordingly, this study is specifically
conducted on Human Resource (HR) managers working in the IT sector of Pakistan, as
HR managers play a pivotal role in designing, implementing, and managing talent
development strategies within organizations. Their perspectives provide valuable insights
into how knowledge resources are leveraged for employee development and
organizational performance improvement.

The IT sector of Pakistan represents a highly relevant and dynamic context for this study.
Over the past decade, the sector has experienced rapid expansion, driven by digital
transformation, outsourcing opportunities, and increasing demand for technology-based
services. However, despite this growth, organizations in Pakistan’s IT industry continue
to face persistent challenges such as skill shortages, high employee turnover, limited
structured training systems, and inadequate knowledge management practices (Khilji &
Wang, 2006; Haque, 2020, Ni et al. 2022). In many cases, knowledge transfer remains
informal and unstructured, relying heavily on individual experience rather than
institutionalized systems. This creates a gap between available knowledge resources and
effective talent development practices.

Organizational performance, defined in terms of financial outcomes, innovation
capability, operational efficiency, and strategic effectiveness (Venkatraman &

Ramanujam, 1986), is increasingly influenced by how well organizations manage and
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utilize their knowledge resources. In knowledge-intensive sectors like IT, performance is
directly linked to employee capabilities, learning agility, and innovation capacity. Prior
research suggests that knowledge management practices positively influence
organizational performance; however, the mechanisms through which knowledge
translates into performance remain underexplored, particularly in developing economies
and sector-specific contexts such as IT in Pakistan.

This study proposes that talent development serves as a critical mediating mechanism
between explicit and tacit knowledge and organizational performance. While explicit
knowledge provides structured learning systems and formal guidelines, tacit knowledge
enhances experiential learning, creativity, and contextual decision-making. When
effectively integrated, both forms of knowledge contribute to stronger talent development
systems, which in turn enhance employee competencies and ultimately improve
organizational performance.

However, the relative influence of explicit versus tacit knowledge on talent development
remains insufficiently examined, particularly in the context of HR managers in Pakistan’s
IT sector. Given the sector’s reliance on innovation, rapid skill development, and
knowledge-intensive work processes, understanding this relationship is both theoretically
significant and practically relevant.

Therefore, this study aims to empirically investigate the impact of explicit and tacit
knowledge on talent development and its subsequent effect on organizational
performance, with a specific focus on HR managers in the IT sector of Pakistan. By
integrating the Resource-Based View and knowledge creation theory, the study
contributes to the literature on knowledge management, human resource development,
and organizational performance. It also provides actionable insights for HR practitioners
and policymakers to design more effective knowledge-driven talent development
strategies that enhance organizational effectiveness and competitiveness in the rapidly

evolving IT industry. Below is a comprehensive, publication-ready set of sections for
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your Introduction chapter, including research problem background, research questions,
objectives, rationale, and scope.

Problem Background

In the contemporary knowledge-driven economy, organizations increasingly depend on
intellectual resources rather than physical assets to sustain competitive advantage and
long-term performance. The Resource-Based View (RBV) emphasizes that intangible
resources such as knowledge, skills, and capabilities are central determinants of
organizational success (Barney, 1991; Grant, 1996). Despite this theoretical
understanding, many organizations—particularly in developing economies such as
Pakistan—continue to struggle with effectively converting knowledge resources into
structured employee development systems and improved organizational performance.
The corporate sector, especially the Information Technology (IT) industry, is
characterized by rapid technological change, short skill life cycles, and increasing
demand for innovation. In such environments, organizations are required to continuously
develop employee capabilities to remain competitive. However, empirical observations
suggest that many IT organizations in Pakistan still face significant challenges such as
weak knowledge management practices, lack of formal learning systems, inadequate
mentoring structures, and high dependence on informal knowledge transfer mechanisms
(Khilji & Wang, 2006; Haque, 2020, Seghroucheni et al. 2025).

Another critical issue is the fragmented utilization of knowledge types. Explicit
knowledge is often documented but underutilized, while tacit knowledge remains
embedded in individuals and is rarely systematically captured or transferred. This
disconnect creates a gap between available knowledge resources and effective talent
development systems. Consequently, organizations fail to fully leverage knowledge as a
strategic driver of employee capability development and organizational performance.
Although prior research has extensively examined knowledge management and talent

development separately, limited empirical attention has been given to understanding how
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explicit and tacit knowledge jointly contribute to talent development and how this process
translates into organizational performance, particularly in the context of HR managers in
Pakistan’s IT sector. This gap necessitates a more integrated model that explains the
transformation of knowledge into performance through structured HR development
mechanisms.

Research Questions

Based on the identified research gap, the following research questions are formulated:

p—

. How explicit knowledge contributes to talent development within IT organizations in
Pakistan?
. What is the role of tacit knowledge in shaping talent development?

\9)

(98]

. What is the impact of talent development on organizational performance?

. What is the mediating role of talent development, specifically examining whether
talent development acts as a bridge between explicit and tacit knowledge and
organizational performance in the IT sector of Pakistan.

B

Research Objectives

The primary objective of this study is to examine the role of explicit and tacit knowledge
in enhancing talent development and organizational performance in the IT sector of
Pakistan.

1. To analyze the effect of explicit knowledge on talent development. This objective
focuses on understanding how structured and codified knowledge systems contribute
to employee learning and capability enhancement.

2. To investigate the effect of tacit knowledge on talent development. This aims to
explore how experiential, informal, and socially embedded knowledge influences
employee skill development and learning outcomes.

3. To enlighten the impact of talent development on organizational performance. This
objective examines whether structured HR development practices lead to improved
organizational efficiency, innovation, and overall effectiveness.

4. To determine the mediating role of talent development in the relationship between
knowledge types (explicit and tacit) and organizational performance. This objective
seeks to explain how knowledge resources are transformed into organizational
outcomes through HR development mechanisms.
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Research Rationale

The rationale of this study is grounded in both theoretical and practical considerations.
From a theoretical perspective, although knowledge management, human capital
development, and organizational performance have been widely studied, there is still a
lack of integrated models that explain how different forms of knowledge are converted
into performance outcomes through talent development mechanisms.

Existing literature largely treats explicit knowledge, tacit knowledge, and talent
development as separate constructs, without sufficiently exploring their interrelationships
within a unified framework. Moreover, limited empirical evidence exists regarding these
relationships in developing country contexts, particularly within Pakistan’s IT sector.
This creates a significant theoretical gap in understanding how knowledge-based
resources function in emerging economies.

From a practical perspective, organizations in Pakistan’s IT sector face increasing
pressure to improve productivity, innovation, and global competitiveness. However,
many organizations lack structured talent development systems and rely heavily on
informal knowledge sharing. This study is therefore highly relevant for HR practitioners,
as it provides evidence-based insights into how knowledge resources can be strategically
utilized to enhance employee capabilities and organizational performance.

Additionally, HR managers play a central role in knowledge dissemination and talent
development. Studying their perspectives provides valuable insights into organizational
practices and helps bridge the gap between theory and practice in human resource
development and knowledge management.

Scope of Study

Geographically, the study is conducted in Pakistan, focusing specifically on organizations
operating within the country’s corporate environment. This ensures contextual relevance
to a developing economy characterized by evolving HR systems and knowledge

management practices.
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Sectorally, the study is limited to the Information Technology (IT) sector, which is one of
the fastest-growing and most knowledge-intensive industries in Pakistan. The IT sector
provides a relevant context due to its high dependence on continuous learning,
innovation, and knowledge-based work processes.In terms of respondents, the study
focuses exclusively on Human Resource (HR) managers working in IT organizations. HR
managers are selected because they are directly involved in designing, implementing, and
evaluating talent development and knowledge management strategies within
organizations.

Conceptually, the study focuses on four key constructs: explicit knowledge, tacit
knowledge, talent development, and organizational performance. It examines the direct
effects of knowledge types on talent development and the mediating role of talent
development in influencing organizational performance.

Methodologically, the study adopts a quantitative, cross-sectional, and causal research
design using survey-based data collection and statistical analysis techniques. This allows
for empirical testing of hypothesized relationships and generalization of findings within
the defined context.

Literature Review

Knowledge as a Strategic Organizational Resource

In the contemporary era of digital transformation and knowledge-driven economies,
knowledge has emerged as the most critical strategic resource for organizational survival
and competitive advantage. The Resource-Based View (RBV) of the firm asserts that
sustainable competitive advantage is achieved when organizations possess and effectively
utilize resources that are valuable, rare, inimitable, and non-substitutable (Barney, 1991;
Wernerfelt, 1984). Within this theoretical lens, knowledge is widely recognized as one of
the most powerful strategic assets because it is deeply embedded in organizational
routines, human capital, and social systems, making it difficult for competitors to

replicate (Grant, 1996; Peteraf, 1993, Ni et al. 2022, Korotov, 2023).
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The knowledge-based view (KBV) extends RBV by positioning knowledge as the most
strategically significant resource of the firm, arguing that the primary role of
organizations is the integration and application of specialized knowledge (Grant, 1996).
In this perspective, firms exist not merely to produce goods or services but to coordinate
and apply knowledge effectively across individuals and units. Similarly, Nonaka and
Takeuchi (1995) emphasize that organizational knowledge creation is a continuous
process through which firms generate innovation and competitive advantage.

In Information Technology (IT)-driven industries, knowledge becomes even more critical
due to rapid technological changes, short product life cycles, and continuous innovation
demands. IT organizations rely heavily on human expertise, coding knowledge, system
design capabilities, and problem-solving skills, all of which are knowledge-intensive in
nature (Davenport & Prusak, 1998, Seghroucheni et al. 2025). Therefore, the ability to
manage knowledge effectively directly influences organizational agility, innovation, and
performance.

Explicit Knowledge: Concept and Role in Organizational Learning

Explicit knowledge refers to knowledge that is codified, structured, and easily
communicated through formal language, documents, procedures, and databases (Alavi &
Leidner, 2001, Ni et al. 2022). It includes manuals, training guides, organizational
policies, standard operating procedures, and information systems that store organizational
intelligence. According to Polanyi’s (1966) foundational classification, explicit

3

knowledge represents the “visible” part of knowledge that can be articulated and
transferred systematically.

From a learning perspective, explicit knowledge plays a central role in formal
organizational training systems, onboarding processes, and continuous professional
development initiatives. It provides employees with standardized instructions that reduce

ambiguity and enhance task efficiency. Gold et al. (2001) argue that organizations with
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strong explicit knowledge systems demonstrate higher operational efficiency and better
decision-making capabilities due to improved information accessibility.

In HRM and talent development literature, explicit knowledge is closely associated with
structured learning interventions such as e-learning platforms, competency frameworks,
and training manuals (Garavan et al., 2012, Korotov, 2023). These systems help
organizations ensure consistency in employee development and reduce dependency on
informal learning. Moreover, explicit knowledge enables scalability in talent
development by allowing standardized knowledge to be distributed across large
workforces, which is particularly important in IT organizations operating across multiple
projects and teams.

Empirical research also suggests that explicit knowledge management systems positively
influence organizational learning and performance by reducing redundancy, improving
coordination, and enhancing employee productivity (Hussain et al., 2019; Alavi &
Leidner, 2001, Seghroucheni et al. 2025). However, despite its importance, explicit
knowledge alone is often insufficient in addressing complex, ambiguous, and context-
dependent organizational challenges, particularly in innovation-driven environments.
Explicit knowledge positively affects talent development.

Tacit Knowledge: Experiential Learning and Deep Competency Development

Tacit knowledge, introduced by Polanyi (1966), is deeply rooted in personal experience,
intuition, beliefs, and values. It is difficult to formalize or articulate and is often acquired
through practice rather than formal instruction. Nonaka and Takeuchi (1995) argue that
tacit knowledge is the most valuable form of knowledge in organizations because it
drives innovation, creativity, and problem-solving capabilities.

Unlike explicit knowledge, tacit knowledge is transferred through socialization processes
such as mentoring, coaching, observation, and apprenticeship. It is embedded in

organizational culture, interpersonal relationships, and shared experiences (Argote &
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Ingram, 2000, Ni et al. 2022). This makes tacit knowledge highly context-specific and
difficult for competitors to imitate, thereby increasing its strategic value.

The SECI model (Nonaka & Takeuchi, 1995, Seghroucheni et al. 2025) highlights the
importance of tacit knowledge conversion into explicit knowledge through
externalization, while also emphasizing internalization, where explicit knowledge
becomes tacit through learning-by-doing. This dynamic interaction creates a continuous
knowledge creation cycle that strengthens organizational learning capabilities.

From a talent development perspective, tacit knowledge is particularly important because
it develops higher-order competencies such as critical thinking, judgment, leadership
ability, and creativity. Swap et al. (2001) emphasize that mentoring relationships are one
of the most effective mechanisms for tacit knowledge transfer, significantly enhancing
employee development outcomes. Similarly, Becerra-Fernandez and Sabherwal (2015)
argue that tacit knowledge is essential for complex decision-making and innovation-
driven performance.

In IT organizations, tacit knowledge is especially critical due to the complexity of
software development, system integration, and problem-solving tasks. Developers and IT
professionals often rely on experiential learning, peer collaboration, and informal
knowledge sharing to resolve technical challenges. Therefore, tacit knowledge is
expected to have a strong influence on talent development outcomes.

Tacit knowledge positively affects talent development.

Talent Development: A Strategic HR Capability

Talent development refers to a systematic and integrated set of organizational activities
aimed at enhancing employee competencies, preparing future leaders, and aligning
workforce capabilities with strategic organizational goals (Garavan et al., 2012). It
includes training programs, leadership development initiatives, succession planning,

coaching, mentoring, and continuous professional development systems.
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In modern HRM, talent development is increasingly viewed as a strategic capability
rather than a routine HR function. Collings and Mellahi (2009) emphasize that strategic
talent management focuses on identifying critical talent pools and developing them to
ensure organizational sustainability. Talent development is therefore closely linked with
long-term organizational success and competitiveness.

Human Capital Theory (Becker, 1964) provides a strong theoretical foundation for
understanding talent development, arguing that investments in employee knowledge,
skills, and abilities result in higher productivity and improved organizational
performance. Similarly, Aguinis and Kraiger (2009) highlight that training and
development programs significantly improve employee performance, innovation
capability, and organizational effectiveness.

In knowledge-intensive industries such as IT, talent development becomes even more
essential due to rapid technological change and skill obsolescence. Organizations must
continuously upgrade employee competencies to remain competitive in dynamic
environments. In developing countries like Pakistan, however, talent development
systems often face structural challenges such as limited training infrastructure, weak
knowledge management practices, and high employee turnover (Khilji & Wang, 2006;
Haque, 2020).

Thus, talent development acts as a critical mechanism that converts knowledge into
organizational capability and performance outcomes.

Talent development positively affects organizational performance.

Organizational Performance in Knowledge-Intensive Contexts

Organizational performance is a multidimensional construct that includes financial
outcomes, operational efficiency, innovation capability, customer satisfaction, and
strategic effectiveness (Venkatraman & Ramanujam, 1986, Korotov, 2023). In
knowledge-driven industries, performance is increasingly determined by intangible assets

such as employee competencies, innovation capacity, and knowledge utilization.
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According to the intellectual capital perspective, organizational performance is strongly
influenced by human capital, structural capital, and relational capital (Bontis, 1998).
Among these, human capital—comprising employee knowledge, skills, and experience—
is considered the most critical determinant of performance in knowledge-intensive
organizations.

In IT organizations, performance is directly linked to the ability to innovate, solve
complex technical problems, and deliver high-quality digital solutions. Therefore,
organizations that invest in knowledge management and talent development are more
likely to achieve superior performance outcomes (Davenport & Prusak, 1998; Alavi &
Leidner, 2001).

Mediating Role of Talent Development between Explicit Knowledge and
Organizational Performance

Although explicit knowledge contributes significantly to organizational learning, its
direct impact on performance is often limited unless it is effectively transformed into
employee capabilities. Knowledge must be internalized and applied by employees to
generate performance outcomes (Grant, 1996).

Talent development acts as a mediating mechanism that facilitates this transformation.
Through structured training programs, explicit knowledge is converted into practical
competencies that improve employee productivity and organizational effectiveness. Gold
et al. (2001) argue that knowledge management systems enhance organizational
performance primarily when they are integrated with human resource development
systems.

In HRM literature, training and development programs are identified as key mechanisms
through which explicit knowledge improves performance outcomes (Aguinis & Kraiger,

2009). Therefore, talent development plays a crucial mediating role in this relationship.
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Talent development mediates the relationship between explicit knowledge and
organizational performance.

Mediating Role of Talent Development between Tacit Knowledge and
Organizational Performance

Tacit knowledge is widely recognized as a key driver of innovation and competitive
advantage; however, its impact on organizational performance is largely indirect. Tacit
knowledge enhances employee capabilities through experiential learning, mentoring, and
social interaction, all of which are embedded in talent development processes.

Nonaka and Takeuchi (1995) emphasize that tacit knowledge becomes organizationally
useful only when it is shared, internalized, and converted into actionable competencies.
Talent development systems such as mentoring, coaching, and communities of practice
play a crucial role in facilitating this transformation (Swap et al., 2001).

Empirical studies suggest that organizations with strong tacit knowledge-sharing cultures
experience higher innovation, better problem-solving, and improved performance
outcomes (Argote & Ingram, 2000; Becerra-Fernandez & Sabherwal, 2015). In IT
organizations, where problem-solving is highly experiential, tacit knowledge significantly
enhances employee performance through skill development and learning-by-doing
mechanisms.

Thus, talent development serves as the key mechanism that translates tacit knowledge
into organizational performance.

Talent development mediates the relationship between tacit knowledge and
organizational performance.

Integrated Theoretical Linkage

The integrated conceptual framework of this study is grounded in the Resource-Based
View (Barney, 1991), Human Capital Theory (Becker, 1964), and Knowledge Creation
Theory (Nonaka & Takeuchi, 1995). These theories collectively explain how knowledge
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resources (explicit and tacit) contribute to talent development, which subsequently
enhances organizational performance.

In summary, explicit knowledge provides structured learning systems, tacit knowledge
enables experiential learning and innovation, and talent development acts as the
transformation mechanism that converts knowledge into organizational capability. This
integrated model is particularly relevant in the IT sector of Pakistan, where rapid
technological change, skill shortages, and informal knowledge-sharing practices make
effective talent development a strategic necessity.

Conceptual Framework

Figure 1

Conceptual Framework

ici 1 —
Explicit Knowledge - ‘ \

P ST indirect effect e #  Organizational Performance

o
Tacit Knowledge

Research Metho

Philosophical Stance

This study is grounded in a positivist research philosophy, which assumes that social
reality is objective, measurable, and independent of human perception. Positivism is
widely used in quantitative organizational research because it enables the testing of
hypotheses through observable and quantifiable data (Bryman, 2016). In line with this

philosophical stance, the study adopts an objectivist ontology, assuming that relationships
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among explicit knowledge, tacit knowledge, talent development, and organizational
performance exist as measurable realities within organizations.

From an epistemological perspective, the study follows a positivist epistemology, which
emphasizes empirical observation, measurement, and statistical analysis to generate
generalizable findings. Knowledge is considered valid only when it is derived from
systematic observation and statistical verification rather than subjective interpretation.
This approach aligns with prior knowledge management and HRM studies that rely on
structured surveys and statistical modeling to test theoretical relationships (Creswell &
Creswell, 2018).

Research Approach

The study adopts a deductive research approach, which begins with established theories
and existing literature and then tests hypotheses derived from those theories. In this
study, hypotheses are developed based on the Resource-Based View (Barney, 1991),
Human Capital Theory (Becker, 1964), and Knowledge Creation Theory (Nonaka &
Takeuchi, 1995). The deductive approach is appropriate because it allows for empirical
validation of theoretical relationships among explicit knowledge, tacit knowledge, talent
development, and organizational performance.

Research Design

This study employs a quantitative, cross-sectional, and causal (cause-and-effect) research
design. A quantitative design is selected to measure variables numerically and test
hypothesized relationships using statistical techniques. The cross-sectional design
involves data collection at a single point in time, which is commonly used in
organizational behavior and HRM research due to its efficiency and suitability for large
sample surveys.

The causal design is applied to examine the directional relationships between
independent variables (explicit knowledge and tacit knowledge), dependent variable

(organizational performance), and mediating variable (talent development). This
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approach enables the study to test how knowledge resources influence organizational
outcomes through mediating mechanisms.

Population and Sampling Technique

The target population of this study consists of Human Resource (HR) managers working
in Information Technology (IT) sector organizations in Pakistan. HR managers were
selected because they play a central role in designing, implementing, and evaluating
talent development strategies and knowledge management practices within organizations.
A non-probability convenience sampling technique was used to select respondents.
Convenience sampling is commonly used in organizational studies where access to the
entire population is difficult due to time, cost, and organizational constraints. This
technique allows researchers to collect data from readily available and willing
participants while maintaining relevance to the research objectives (Etikan et al., 2016).
Sample Size and Data Collection

A total of 500 questionnaires were distributed among HR managers working in various
IT organizations across Pakistan. Out of these, 460 usable and complete responses were
received, resulting in a high response rate suitable for robust statistical analysis. The final
sample size (n = 460) is considered adequate for Structural Equation Modeling (SEM)
and Partial Least Squares (PLS) analysis, as recommended in previous methodological
literature for achieving statistical power and model stability (Hair et al., 2017).

Data were collected through a structured questionnaire survey, which is widely used in
quantitative HRM and knowledge management research. The questionnaire was designed
based on validated measurement scales from prior studies to ensure content validity and
reliability. All constructs were measured using a 5-point Likert scale, ranging from; 1 =
Strongly Disagree to 5 = Strongly Agree.

Explicit knowledge was measured using established scales adapted from Alavi and
Leidner (2001) and Gold et al. (2001). Items captured the extent to which organizations

document, store, and disseminate structured knowledge such as manuals, databases, and
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formal training systems. Tacit knowledge was measured using items adapted from
Polanyi (1966) conceptualization and empirical operationalization by Becerra-Fernandez
and Sabherwal (2015). The scale captured experiential learning, mentoring, intuition-
based decision-making, and informal knowledge sharing. Talent development was
measured using scales adapted from Garavan et al. (2012) and Collings et al. (2019),
focusing on training effectiveness, leadership development, mentoring practices, and
employee skill enhancement programs. Organizational performance was measured using
indicators adapted from Venkatraman and Ramanujam (1986), covering financial
performance, operational efficiency, innovation capability, and overall organizational
effectiveness.

Data Analysis

Data were analyzed using Statistical Package for the Social Sciences (SPSS) for initial
data screening, coding, and descriptive analysis. SPSS was used for; data cleaning and
missing value treatment, reliability analysis (Cronbach’s Alpha), descriptive statistics,
normality assessment and preliminary correlation analysis.For advanced analysis (as per
study design), Structural Equation Modeling (SEM) using PLS was intended to examine
measurement validity, structural relationships, and mediation effects. This method is
widely used in social science research due to its suitability for complex models and non-
normal data distributions (Hair et al., 2017).

To ensure methodological rigor, the study followed established procedures for assessing
reliability and validity. Content validity was ensured through adaptation of measurement
scales from well-established studies in knowledge management and HRM
literature.Construct reliability was assessed using Cronbach’s Alpha and Composite
Reliability. Convergent validity was evaluated using Average Variance Extracted (AVE).
Discriminant validity was ensured through established criteria such as Fornell-Larcker

and HTMT ratio.



Journal of Islamic Studies ISSN P: (2790-7686)
Vol 4 Issue 2 (July-December) 2024

@ Al-Asr International Research { ISSN E: (2790-7694) }

f(

Published:
December 29, 2024

Ethical standards were strictly followed throughout the research process. Participation in
the study was voluntary, and respondents were informed about the purpose of the
research. Confidentiality and anonymity of respondents were ensured, and no personal
identifiers were collected. Data were used solely for academic purposes, in line with
ethical guidelines for social science research.

Results of Statistical Analysis
Demographic Profile of Respondents

The demographic analysis indicates that the study was conducted on 460 HR managers
working in the IT sector of Pakistan. The findings reveal that the majority of respondents
were male, representing 64.8% of the sample, while female respondents constituted
35.2% of the total participants. In terms of age distribution, most respondents belonged to
the age group of 31-40 years, accounting for 48.0% of the sample, followed by
respondents aged between 41-50 years (22.6%), 25-30 years (22.2%), and above 50
years (7.2%). Regarding educational qualification, the majority of respondents possessed
Master’s degrees (67.8%), while 19.1% held Bachelor’s degrees and 13.0% possessed
MS/MPhil qualifications. The analysis of work experience showed that 41.1% of
respondents had 6-10 years of professional experience, followed by 26.5% with 11-15
years of experience, 20.9% with 1-5 years, and 11.5% with more than 16 years of
experience. These demographic characteristics indicate that the respondents possessed
substantial educational and professional backgrounds relevant to knowledge management
and talent development practices in I'T organizations.

Descriptive Statistics

Descriptive statistical analysis was conducted to examine the overall distribution and
central tendency of the study variables. The results indicate that explicit knowledge had a
mean score of 3.82 with a standard deviation of 0.61, suggesting that HR managers
perceived a relatively high presence of structured and codified knowledge systems within

their organizations. Tacit knowledge reported a mean score of 3.88 and a standard



0 Al-Asr Internation.al Rese.arch ISSN E: (2790-7694)
m ' Journal of Islamic Studies ISSN P: (2790-7686)

Vol 4 Issue 2 (July-December) 2024

|

Published:
December 29, 2024

deviation of 0.58, indicating strong reliance on experiential learning, mentoring, and
informal knowledge-sharing mechanisms within the IT sector. Talent development
demonstrated a mean value of 3.75 with a standard deviation of 0.64, reflecting moderate
to high levels of organizational efforts toward employee capability development.
Organizational performance recorded a mean score of 3.70 with a standard deviation of
0.67, indicating that respondents generally perceived their organizations as performing
effectively in terms of productivity, innovation, and operational efficiency. Overall, the
descriptive statistics demonstrate a positive orientation of respondents toward knowledge
management practices and talent development systems within their organizations.
Reliability Analysis

Pearson correlation analysis was conducted to examine the relationships among explicit
knowledge, tacit knowledge, talent development, and organizational performance. The
findings revealed that all variables were positively and significantly correlated with one
another at the 0.01 significance level. Explicit knowledge demonstrated a strong positive
correlation with talent development (r = .71, p < .01), indicating that organizations with
effective codified knowledge systems tend to exhibit stronger employee development
practices. Tacit knowledge showed an even stronger positive correlation with talent
development (r = .74, p < .01), suggesting that experiential learning and informal
knowledge-sharing mechanisms are highly influential in shaping employee competencies.
The analysis further revealed that organizational performance was positively associated
with explicit knowledge (r = .66, p < .01), tacit knowledge (r = .69, p <.01), and talent
development (r =.78, p <.01). Among all relationships, talent development demonstrated
the strongest correlation with organizational performance, indicating that employee
capability enhancement significantly contributes to organizational effectiveness. Overall,
the correlation analysis confirms the existence of meaningful and statistically significant

associations among all study variables.
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Regression Analysis

Multiple regression analysis was conducted to examine the direct effects of explicit
knowledge and tacit knowledge on talent development. The findings indicate that explicit
knowledge significantly and positively influences talent development with a standardized
beta coefficient of 0.45 and a significance level of p < .001. This result suggests that
structured and codified knowledge systems play an important role in improving employee
competencies and learning capabilities within IT organizations. Similarly, tacit
knowledge demonstrated a stronger and highly significant positive effect on talent
development with a beta coefficient of 0.52 and p < .001. This finding indicates that
experiential learning, mentoring, and informal interaction mechanisms contribute more
substantially to employee capability development than formalized knowledge systems.
The regression model explained 68% of the variance in talent development (R* = 0.68),
indicating strong explanatory power. Further regression analysis was conducted to assess
the impact of talent development on organizational performance. The findings revealed
that talent development significantly and positively influences organizational
performance with a beta coefficient of 0.72 and p < .001. The model explained 55% of
the variance in organizational performance (R* = 0.55), suggesting that organizations
investing in employee development experience higher levels of productivity, innovation,
and operational effectiveness.

Mediation Analysis

Mediation analysis was conducted to examine whether talent development mediates the
relationship between knowledge resources and organizational performance. The findings
revealed that talent development significantly mediates the relationship between explicit
knowledge and organizational performance. The indirect effect of explicit knowledge on
organizational performance through talent development was found to be significant (f =
0.27), indicating that codified knowledge contributes to organizational success primarily

when transformed into employee competencies through structured development
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mechanisms. Similarly, talent development significantly mediated the relationship
between tacit knowledge and organizational performance, with an indirect effect value of
0.31. This stronger mediation effect suggests that experiential and socially embedded
knowledge influences organizational outcomes more effectively when supported by
formal talent development systems. The mediation findings confirm that talent
development functions as a critical transformation mechanism through which knowledge
resources are converted into organizational performance. These results indicate that
organizations cannot rely solely on knowledge possession; rather, they must strategically
invest in employee development systems to maximize the performance benefits of both

explicit and tacit knowledge.
Discussion

The findings of this study are derived from SPSS-based statistical analysis of data
collected from 460 HR managers working in the IT sector of Pakistan. The results are
interpreted in relation to the research objectives and are integrated with extant theoretical
and empirical literature to provide a comprehensive understanding of how explicit
knowledge, tacit knowledge, talent development, and organizational performance are
interlinked within knowledge-intensive organizational settings. Overall, the empirical
evidence strongly supports the proposed conceptual framework, confirming that both
explicit and tacit knowledge significantly influence talent development, which in turn
plays a central role in enhancing organizational performance. The findings are firmly
grounded in the Resource-Based View of the firm (Barney, 1991), Human Capital Theory
(Becker, 1964), and Knowledge Creation Theory (Nonaka & Takeuchi, 1995),
reinforcing the argument that organizational performance is not merely a direct outcome
of knowledge availability but is primarily achieved through structured talent development

mechanisms that transform knowledge into actionable employee competencies.
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The integrated interpretation of the model demonstrates that all hypothesized
relationships are statistically significant, thereby confirming the robustness of the
proposed theoretical framework. In line with the first research objective, explicit
knowledge is found to contribute significantly to talent development, indicating that
structured and codified knowledge systems such as training manuals, documented
procedures, HR policies, and formal learning programs play an important role in
enhancing employee skills and competencies. In accordance with the second objective,
tacit knowledge exhibits an even stronger influence on talent development, highlighting
the importance of experiential learning, mentoring, and informal knowledge-sharing
practices in shaping employee development outcomes. With respect to the third objective,
talent development is shown to have a strong and highly significant impact on
organizational performance, confirming its strategic role in improving efficiency,
innovation, and productivity. Finally, the mediating role of talent development is fully
supported, indicating that both explicit and tacit knowledge contribute to organizational
performance indirectly through structured employee development processes. These
findings align with Grant (1996), who argues that organizational effectiveness depends
on the integration of knowledge into productive capabilities, and Davenport and Prusak
(1998), who emphasize that knowledge generates value only when it is applied
effectively in organizational processes.

The relationship between explicit knowledge and talent development reveals a
statistically significant positive effect, suggesting that organizations with well-established
systems of codified knowledge are better able to develop employee capabilities. This
finding reflects the importance of structured learning environments where knowledge is
systematically documented and disseminated. Alavi and Leidner (2001) argue that
explicit knowledge systems enhance organizational learning by making knowledge
accessible and transferable, while Gold et al. (2001) emphasize that such systems

improve coordination and reduce redundancy in learning processes. In HR development
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literature, Garavan et al. (2012) highlight that structured learning frameworks are
essential for ensuring consistency in skill development across organizational levels.
However, the literature also acknowledges that explicit knowledge captures only the
formalized aspect of learning, as Polanyi (1966) notes that a large portion of human
understanding remains tacit and cannot be fully articulated. This limitation explains why
explicit knowledge, while important, does not independently ensure comprehensive talent
development in complex and dynamic environments such as the IT sector. In the context
of Pakistan, this finding reflects an increasing reliance on formal HR systems, although
such systems are still evolving and often lack full institutional maturity.

The results further indicate that tacit knowledge has a stronger and more dominant effect
on talent development compared to explicit knowledge. This finding highlights the
critical importance of experiential learning, informal interaction, and socially embedded
knowledge in shaping employee competencies. Polanyi’s (1966) concept of tacit
knowledge as personal and difficult-to-articulate knowledge is strongly reflected in this
result, while Nonaka and Takeuchi’s (1995) SECI model provides a theoretical
explanation for how tacit knowledge is created and transferred through socialization and
internalization processes. Argote and Ingram (2000) further argue that tacit knowledge is
primarily transferred through interpersonal interaction and shared organizational
experience rather than formal documentation. Similarly, Swap et al. (2001) emphasize
mentoring and coaching as essential mechanisms for tacit knowledge transfer. In HRM
literature, Collings and Mellahi (2009) suggest that informal learning systems are
particularly effective in developing leadership and decision-making capabilities. In the
Pakistani IT sector, this stronger influence of tacit knowledge can be explained by the
prevalence of informal learning environments, where employees frequently rely on peer
support, senior guidance, and experiential learning rather than formal training structures.
As a result, tacit knowledge becomes a more powerful driver of talent development in

practice-oriented and rapidly changing technological environments.
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The relationship between talent development and organizational performance is found to
be highly significant and strong, indicating that organizations that invest in systematic
employee development achieve superior performance outcomes. This finding is strongly
supported by Human Capital Theory (Becker, 1964), which emphasizes that investment
in human skills leads directly to productivity and economic value creation. Aguinis and
Kraiger (2009) further argue that training and development interventions significantly
enhance employee effectiveness, innovation capacity, and organizational adaptability.
From a strategic HRM perspective, Huselid (1995) and Collings and Mellahi (2009)
highlight that talent development is a key determinant of organizational competitiveness,
particularly in knowledge-intensive industries. Venkatraman and Ramanujam (1986)
define organizational performance as a multidimensional construct that includes
financial, operational, and innovation outcomes, all of which are positively influenced by
employee capability development. In the IT sector of Pakistan, this relationship becomes
especially important due to rapid technological advancement and frequent skill
obsolescence, which require continuous employee upskilling to maintain organizational
competitiveness.

The mediation analysis provides further theoretical depth to the findings by confirming
that talent development acts as a significant mediating mechanism between knowledge
types and organizational performance. The indirect effect of explicit knowledge on
organizational performance through talent development demonstrates that codified
knowledge contributes to performance only when it is effectively embedded into
employee development systems. This aligns with Alavi and Leidner (2001), who argue
that knowledge management systems create organizational value only when integrated
with learning and development mechanisms. Similarly, the stronger indirect effect of tacit
knowledge indicates that experiential knowledge has an even greater dependency on
structured development systems to influence performance outcomes. Nonaka and

Takeuchi (1995) explain that tacit knowledge must be externalized and internalized
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through structured learning cycles before it can generate organizational value, while
Argote and Ingram (2000) emphasize the necessity of organizational mechanisms such as
mentoring, collaboration, and shared practice for effective knowledge transfer. Garavan
et al. (2012) further argue that talent development systems function as a bridge between
knowledge acquisition and performance improvement, without which knowledge remains
fragmented and underutilized. In the Pakistani IT context, this mediation effect highlights
a critical organizational reality: although knowledge exists within organizations, its
conversion into performance depends heavily on structured HR-driven development
systems.

When the findings are interpreted in a holistic manner, a clear hierarchical structure
emerges within the model. Tacit knowledge demonstrates a slightly stronger influence on
talent development compared to explicit knowledge, indicating that experiential and
socially embedded learning plays a more dominant role in shaping employee capabilities
in the studied context. Nevertheless, both forms of knowledge are essential and mutually
reinforcing, as explicit knowledge provides structure while tacit knowledge provides
depth and contextual understanding. Talent development emerges as the most powerful
predictor of organizational performance, positioning it as the central transformation
mechanism within the entire model. This supports the Resource-Based View (Barney,
1991), which emphasizes the conversion of resources into capabilities, and Human
Capital Theory (Becker, 1964), which links capability development to organizational
outcomes. The findings also reinforce Nonaka and Takeuchi’s (1995) knowledge creation
theory, which highlights the continuous interaction between tacit and explicit knowledge
in generating organizational value.

In conclusion, the findings provide strong empirical support for all proposed hypotheses
and confirm the overall robustness of the conceptual model. Both explicit and tacit
knowledge significantly enhance talent development, while talent development

significantly improves organizational performance. Moreover, talent development serves
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as a critical mediating mechanism that transforms knowledge resources into
organizational outcomes. The study ultimately demonstrates that organizational
performance in the IT sector of Pakistan is not driven by knowledge availability alone but
by the effectiveness of talent development systems that convert knowledge into
competencies. This shifts the focus of HRM from mere knowledge accumulation toward
strategic knowledge transformation through structured human capital development
processes, offering a more practical and dynamic understanding of organizational success
in knowledge-intensive environments.

Conclusion, Limitations, Future Research Directions, And Implications
The present study examined the role of explicit knowledge and tacit knowledge in
shaping talent development and organizational performance, with talent development
acting as a mediating mechanism in the IT sector of Pakistan. The findings strongly
confirm that both knowledge forms significantly influence talent development, which in
turn has a powerful effect on organizational performance. The results further indicate that
tacit knowledge exerts a comparatively stronger influence on talent development than
explicit knowledge, highlighting the critical role of experiential learning, mentoring, and
informal knowledge-sharing mechanisms in knowledge-intensive environments.

From a theoretical perspective, the findings strongly support the Resource-Based View
(Barney, 1991), Human Capital Theory (Becker, 1964), and Knowledge Creation Theory
(Nonaka & Takeuchi, 1995). Together, these frameworks explain that organizational
performance is achieved not through knowledge possession alone but through the
effective transformation of knowledge into employee capabilities. The study empirically
confirms that talent development serves as the central mechanism through which
knowledge resources are translated into organizational outcomes, thereby extending the

understanding of knowledge-based value creation in emerging economies.
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The stronger influence of tacit knowledge also provides an important theoretical
extension. It reinforces Polanyi’s (1966) argument that tacit knowledge is deeply
embedded in individual experience and is often more influential than codified knowledge
in shaping real-world competencies. In the context of the IT sector in Pakistan, where
informal learning, peer collaboration, and mentoring are dominant, tacit knowledge
becomes a key driver of employee development and innovation capability. This finding
also strengthens Nonaka and Takeuchi’s (1995) SECI model, particularly the
socialization and internalization phases of knowledge conversion.

The mediation role of talent development is one of the most significant contributions of
this study. The results clearly show that knowledge does not directly translate into
organizational performance; rather, its impact is realized through structured HR
development systems. This finding aligns with Grant (1996), who argues that
organizations exist to integrate knowledge into productive capabilities, and Davenport
and Prusak (1998), who emphasize that knowledge becomes valuable only when applied
in organizational processes. Talent development thus emerges as a transformation
mechanism that converts intangible knowledge into tangible organizational outcomes
such as productivity, innovation, and efficiency.

Despite its strong contributions, the study has several limitations. The cross-sectional
design restricts the ability to establish causal relationships, as the data reflects perceptions
at a single point in time. Longitudinal studies would provide a more dynamic
understanding of how knowledge and talent development evolve over time. The reliance
on self-reported data from HR managers may also introduce bias, including common
method variance and subjective interpretation of organizational processes. Additionally,
the focus on the IT sector in Pakistan limits generalizability to other industries where
knowledge structures and HR practices may differ significantly. The absence of
moderating variables such as leadership style, organizational culture, and digital

transformation maturity also restricts the explanatory depth of the model.



0 Al-Asr Internation.al Rese.arch ISSN E: (2790-7694)
m ' Journal of Islamic Studies ISSN P: (2790-7686)

Vol 4 Issue 2 (July-December) 2024

|

Published:
December 29, 2024

Future research should address these limitations by adopting longitudinal or mixed-
method approaches to better capture the dynamic nature of knowledge transformation and
talent development. Comparative studies across industries and countries would also help
validate the robustness of the model in different organizational contexts. Moreover,
incorporating moderating variables such as transformational leadership, organizational
learning culture, employee engagement, and digital HR capability could provide deeper
insights into the conditions under which knowledge has a stronger or weaker impact on
talent development and performance. Future studies may also extend the model to include
additional outcomes such as innovation performance, employee retention, organizational
agility, and customer satisfaction to provide a more holistic view of organizational
effectiveness.

For academicians, this study offers several important theoretical contributions. First, it
integrates three major theoretical perspectives—Resource-Based View, Human Capital
Theory, and Knowledge Creation Theory—into a single explanatory framework, thereby
strengthening interdisciplinary understanding of knowledge-driven performance. Second,
it empirically validates the mediating role of talent development, offering a more refined
explanation of how knowledge resources are converted into organizational outcomes.
This addresses a key gap in existing literature, where knowledge and performance are
often examined without sufficient attention to the transformation mechanisms in between.
Third, the study contributes to knowledge management literature by demonstrating that
tacit knowledge plays a more dominant role than explicit knowledge in talent
development within emerging economy contexts. This finding encourages future
researchers to further explore contextual variations in knowledge dynamics across
developed and developing economies. Finally, the study provides a strong foundation for
future academic inquiry into integrated models that combine knowledge management,

HR development, and organizational performance in a unified framework.
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For practitioners, particularly HR managers in the IT sector, the findings provide
actionable insights for improving organizational performance through strategic
knowledge and talent management practices. First, organizations should recognize that
knowledge alone does not improve performance unless it is effectively translated into
employee capabilities. Therefore, HR systems must prioritize structured talent
development programs that actively convert both explicit and tacit knowledge into
practical skills. Second, the stronger influence of tacit knowledge highlights the
importance of informal learning systems. Organizations should invest in mentoring
programs, coaching structures, job rotation, and peer learning initiatives to facilitate tacit
knowledge transfer. Creating collaborative work environments where employees can
learn through observation and shared experience will significantly enhance talent
development outcomes. Third, while explicit knowledge systems such as manuals,
standard operating procedures, and training modules remain important, they should be
integrated with experiential learning mechanisms. A balanced knowledge strategy that
combines codified learning with practical exposure will ensure more comprehensive
employee development. Fourth, HR managers should adopt a strategic view of talent
development as a core organizational capability rather than a routine HR function. Talent
development should be aligned with organizational goals such as innovation, digital
transformation, and competitive advantage. This requires continuous investment in skill
development, performance management systems, and learning technologies. Finally, IT
organizations in Pakistan should focus on building a strong learning culture that
encourages knowledge sharing, experimentation, and continuous improvement. By doing
so, organizations can better leverage both explicit and tacit knowledge to enhance
employee capability and achieve sustained organizational performance in a highly
competitive global environment.

In conclusion, this study provides robust empirical evidence that organizational

performance in the IT sector of Pakistan is fundamentally driven by the transformation of
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knowledge into talent through structured development systems. Tacit knowledge plays a
particularly dominant role in this process, while explicit knowledge provides essential
structural support. Talent development emerges as the critical bridging mechanism that
converts knowledge resources into organizational outcomes. The study therefore shifts
the focus of HRM and knowledge management from knowledge accumulation to
knowledge transformation, offering both theoretical advancement and practical guidance

for improving organizational effectiveness in knowledge-intensive industries.
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