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ABSTRACT 

 

The purpose of this action research study was to examine how membership within a 

virtual community of practice impacted individual professional development, knowledge 

exchange practices, and self-efficacy.  The G-3/5/7 virtual community of practice (VCoP) 

website was created to provide members with access to a wide range of career-related 

content, while also bestowing them with the level of volition needed to be completely in 

control of when and how they consume content.  Feedback from early cycles of research 

suggested the pilot version of the VCoP wasn’t perceived as user-friendly and didn’t 

provide a broad range of professional development-related content.  Thus, the layout of 

the VCoP was completely redesigned, and content offerings in the content repository and   

on website pages were broadened.  This action research study is grounded in social 

cognitive theory, social cognitive career theory, and the community of practice 

framework.  Reviewed literature includes studies pertaining to mutual engagement within 

social learning environments, facilitating professional development, sustaining 

communities of practice, and implementing virtual communities of practice.  Participants 

in this study included a combination of Department of the Army civilian and military 

employees.  Over the course of 14 weeks, these employees were invited to voluntarily 

join the G-3/5/7 VCoP and freely access and use the site for any reason they deemed 

necessary.  At the end of the 14-week period, participants completed a questionnaire and 

participated in semi-structured interviews.  The result of the study revealed members 

generally found the G-3/5/7 VCoP website to be user-friendly.  They also believed the 

website could help them accomplish professional development goals, exchange 

knowledge with peers, and produce higher quality work more efficiently.  The analysis of 
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results includes discussion on the triangulation of quantitative and qualitative data and 

connects results to the literature that influenced this study.  Also, lessons learned, study 

limitations, implications for practice, and recommendations for future action research are 

discussed. 
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Glossary of Abbreviations 

 

ACPM – Army Career Program Manager is the individual responsible for 

administering/managing the CP-32 program. 

ACT – Army Career Tracker. 

ATD – Association for Talent Development is a professional organization focused 

specifically on employee development and training. 

CCoE – Cyber Center of Excellence is the official name of the overarching organization 

on Fort Gordon whose primary responsibility is educating and training Army Cyber & 

Signal personnel. 

CP-32 – Army Career Program 32 is a professional development support program for 

Army Capability, Doctrine, and Training Developers. 

CoP – Community of Practice is a group of people who share a craft and/or a profession. 

DoD – Department of Defense is a comprehensive organizational reference that includes 

all military branches (Air Force, Army, Navy, and Marines). 

FEVS – Federal Employee Viewpoint Survey is an annual survey that assesses employee 

attitudes and perceptions on a range of workplace conditions, processes, and procedures. 

IDP – Individual Development Plan is a document each Army employee must complete 

and includes short, mid, and long-range professional development goals and 

accomplishments. 
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NSIB – New Systems Integration Branch is a department responsible for evaluating 

training programs/material on new Army equipment, systems, and capabilities. 

SME – Subject Matter Expert is a person who is an authority in an area or topic. 

TRADOC- Training and Doctrine Command is the higher headquarters responsible for 

overseeing policy, guidance, and support for all US Army training installations. 

TSD – Training Support Division training and education department comprised of three 

separate departments (Faculty & Staff Development, Learning Innovations, and the New 

Systems Integration Branch), which carry out specific training analysis, design, 

development, implementation, and evaluation support responsibilities.  

VCoP – Virtual Community of Practice is a community of practice (CoP) that is 

developed and maintained using the Internet. 
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Chapter 1 

INTRODUCTION AND STUDY PURPOSE 

The Cyber Center of Excellence (CCoE) G-3/5/7 organization, detailed later in 

this chapter, is charged with providing training management and support of programs, 

processes, and initiatives for the various CCoE and Fort Gordon agencies.  This action 

research project was established to address the need for additional online professional 

development opportunities for a specific group of G-3/5/7 government civilian and Army 

employees whose travel schedules and/or physical work locations inhibit their ability to 

participate in traditional face-to-face professional development activities.  However, 

before fully describing the situated context, prior research cycles, and purpose of the 

study, I describe the larger contextual data and trends that influenced and supported my 

justification for launching this study within the Fort Gordon G-3/5/7 directorate.  

Larger Context 

The question of how to best develop and mature employee knowledge and skills 

remains a primary concern and aim for many organizations.  In its 2015 State of the 

Industry Report, the Association for Talent Development (ATD) stated that closing gaps 

in skills was one of the top priorities for most organizational talent development 

functions (ATD, 2015).  In another research report, ATD presented the results of a study 

that focused on how well organizations aligned business goals and performance with their 

learning functions.  Specifically, the authors reported the following:  

 Of all respondents surveyed, 43 percent indicated that their organization’s 

learning function is highly effective in achieving learning goals.  Less than half of 
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organizations have learning functions that excel at accomplishing the very things 

they exist to do. The picture is worse for achieving organizational goals – only 38 

percent of respondents reported that their learning function is highly effective. 

And less than a quarter of study participants say their organization is effective at 

evaluating the learning function in the first place. (ATD, 2012, p. 43)   

In their 2016 report, Building a Culture of Learning, ATD found that 

approximately 31% of organizations have a well-developed learning culture where 

knowledge is continuously and freely shared; and that performance improved at both the 

individual and collective levels.  Key findings from ATD’s study show high-performing 

organizations embrace all elements of learning: They establish cultures where 

information is shared, employees are motivated, change is welcomed, and processes are 

agile enough to take advantage of emerging opportunities.     

Federal Government and Department of Defense Viewpoints.  On December 

14, 2015, the Federal Employee Viewpoint Survey (FEVS) Analysis and Benchmarking 

Report was released along with the FEVS Army Trends – 2014 and 2015 Data Reviews.  

Results showed declines in employee views on future career opportunities, employment 

advocacy, leader motivation in the workplace, and opportunities to improve skills.  

Additionally, information from the survey showed only 33% of employees agree or 

strongly agree that the available learning opportunities suit their development needs.  To 

improve overall performance and talent development in several areas, the following 

recommendations were offered 

• Build a Collaborative Work Environment 
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• Improve Manager Support of Employee Development  

• Assess and Fill Learning Needs 

• Improve Experiential Learning (Department of the Army, 2015)   

In a report studying the key indicators of employee engagement from 2015 FEVS 

results, researchers consistently implored organizations to focus on promoting “top down 

and bottom up” collaborative/cooperative management; providing knowledge/skill 

development resources to promote growth, learning, and development to achieve work 

goals; and to consider “activities and interventions that are as unique as each agency’s 

culture or mission” (United States Office of Personnel Management, 2016).  Although 

subsequent FEVS reports (2016-2018) have shown slight increases in employee 

satisfaction with professional development/growth, collaboration in the workplace, and 

overall organizational communication, none of these areas saw an increase over two 

percentage points from year-to-year or had a positive response rate over 66%.  As such, 

guidance to organizations for improving these areas has not remarkably changed in the 

last few years.  These findings suggest that if an organization is serious about improving 

knowledge and skills of all its employees, it must find ways to ensure that learning 

outcomes are directly transferable to meaningful practice—both individually and 

collectively. Additionally, organizations should address knowledge and skill disparities 

among employees through activities that promote collaborative planning and action 

between people at multiple levels within the organization. 

Shatz et al. (2015) use the concept of learning cultures to stress the need for the 

Department of Defense (DoD) to make a deeper investment in the human dimension to 
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“expand sets of competencies, skills such as critical thinking, anticipation and emotional 

intelligence, encouraging and empowering social learning, and developing more efficient 

and agile pathways to expertise” (p. viii). Their vision for transforming the military 

learning enterprise hinged on the creation of the following five conditions: 

(a) Cultivating ubiquitous learner-centric, technology-enabled instruction 

(b) Building upon the foundations of data-driven learning 

(c) Fostering a learning culture at the organizational level 

(d) Encouraging and empowering social learning 

(e) Drawing upon deliberate practices and the evidence-based body of knowledge from 

learning science  

While Shatz et al. (2015) recognize the aforementioned conditions are existent in some 

form, they believe these conditions haven’t yet been fully operationalized or collectively 

implemented into real military learning environments.   

Situated Context  

The CCoE G-3/5/7 is an organization which provides staff management of the 

integration of programs, processes, and initiatives among the CCoE and Fort Gordon 

agencies.  Within G-3/5/7 are two divisions, the Training Management Division (TMD) 

and the Training Support Division (TSD).  Each of these divisions carries out specific 

training analysis, design, development, implementation, management, and evaluation 

support service to a range of stakeholders on Fort Gordon and Army installations and 

units around the world.  Although there are stark differences between specific 



5 

responsibilities carried out within TMD and TSD, most of the positions assigned within 

these divisions are classified within the Army Career Program 32 (CP-32) career field.  

CP-32 is the Army career field designated for all Training, Capability, and 

Doctrine Developers.  The CP-32 central support office (at TRADOC headquarters) hosts 

a web portal that provides employees with general information specific to the career field, 

assists in completing certification requirements, and provides developmental 

assignments.   Activity Career Program Managers (ACPMs) serve as intermediaries 

between local TRADOC installations (such as the CCoE) and the CP-32 office and are 

charged with informing local CP-32 employees with program updates and managing 

budgets for local CP-32 professional development activities.  While the CCoE ACPM has 

a critical role of facilitating development activities across installation, the ACPM 

designation is considered an additional duty, and must be carried out in concert with the 

individual’s primary job.  This reality, combined with a lack of professional development 

programs internal to their departments, means CP-32 employees do not have a steady 

source for discovering professional development trends and opportunities.   

In October 2012, TRADOC took steps to assist its workforce by creating the 

Army Career Tracker (ACT) website as a centralized database for managing individual 

career development for CP-32 employees.  Employees now had the ability to search 

recommended training for their specific career program.  However, employees soon 

realized those courses and workshops found (within this site) are often broad in nature, 

not mapped to corresponding professional attributes/skills, and/or don’t provide enough 

details for easy enrollment or finding additional information.  Furthermore, the general 

CP-32 ‘Community forum’ on the ACT website has little to no active users and only 
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sporadic blog postings or file updates.  It also doesn’t allow for the creation of regional or 

local sub-communities—leaving employees to find testimonials and recommendations 

from people within their personal network.  Today, the ACT remains the primary site for 

comprehensive career development and management; all employees are organizationally 

mandated to use the site for creating and managing their individual development plans.  

However, because of minimal site upgrades since its inception and the sparsity of details 

on courses/workshops, most employees only use the ACT site to create organizationally 

mandated individual development plans.   

Further affecting these employees’ professional development situation was the 

widely held assumption that most employees are aware of the full spectrum of resources 

made available to them and understand how to use those resources to meet career goals.  

This assumption had led to organizational assets being far too reliant on the agency of 

individual employees to catalyze local professional development efforts.  As revealed 

through prior cycles of research, a lack of attentive guidance and support led to several 

G-3/5/7 employees revealing feelings of isolation when trying to identify, establish, and 

formally plan individual development goals.  Employees who frequently leave Fort 

Gordon for business travel as well as those who do not travel (and are constantly in the 

presence of colleagues) expressed concerns over not having a way to learn what others 

have done and/or plan for career development.  These feelings of seclusion, along with 

few organizationally endorsed stimuli, had created an environment where employees 

found it unnecessarily difficult to find unique or new professional development 

opportunities. 
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Although identifying useful development opportunities presents challenges to 

employees, the CCoE and TRADOC remained committed to figuring out how to better 

support the development of their training and education professionals’ skills and 

professional acumen.  However, with employees feeling isolated and only minimally 

using the existing CP-32 and ACT websites, it appeared as though new 

programs/innovations should be implemented at the local level and be more accountable 

and responsive to the specific needs of employees.   

Previous Cycles of Action Research 

Over the past two years, I conducted cycles of research on career support, skill 

development, and collaboration within the New Systems Integration Branch (NSIB), a 

section within the G-3/5/7 Training Support Division (TSD) whose primary mission is to 

evaluate training programs/material on new Army equipment, systems, and capabilities 

prior to their full release to operational units.  I chose to focus my action research on 

NSIB employees because their constant business travel obligations pose a challenge to 

active engagement with colleagues.  Additionally, NSIB employees possess professional 

attributes (i.e. education level, prior work experience, job title, skill set, etc.) similar to 

their peers in the larger G-3/5/7 population.  I believed studying the problem of practice 

through the NSIB employee perspectives would lead me to find an innovation that 

addressed their challenges, and consequentially, would also be a solution that all other G-

3/5/7 employees could use. 

During cycle 0, I was solely concerned with understanding employees’ 

perspectives on the problem and thus interviewed five senior civilian and active duty 
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military employees.  Each interview participant openly discussed their interpretation of 

the problem and offered several recommendations on how to address the problem 

utilizing capabilities already endorsed by and/or being used within other organizations.  

The three main takeaways from those interviews were: 1. business travel/operational 

tempo severely affected teambuilding and collaboration; 2. employees desired more 

frequent, meaningful professional interaction among colleagues; and 3. professional 

development should be more highly prioritized within the organization.   

In response to cycle 0, I created and designed a website within MilBook, a suite 

of online collaboration and networking services that was approved by the Department of 

the Army.  The website is a virtual community of practice (VCoP) and was initially 

concerned with addressing the three themes from the cycle 0 interviews.  In their book 

Situated Learning: Legitimate Peripheral Participation (1991), Jean Lave and Etienne 

Wenger presented the notion of learning as a function of individuals being situated within 

social activity and practice.  The cluster or environment where this situated learning takes 

place is what they describe as a community of practice (CoP).  In a CoP, members 

continually vacillate between peripheral and fully participative roles as they encounter 

familiar and new knowledge introduced to or produced within a CoP.  In subsequent 

literature focused specifically on CoPs, Wenger goes on to describe the three main 

dimensions of a CoP as mutual engagement, joint enterprise, and a shared repertoire. As 

Wenger explains, “mutual engagement around a joint enterprise is an ideal context for 

leading edge learning, and requires a strong bond of communal competence and deep 

respect for the particularity of experience. When these conditions are in place 
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communities of practice are a privileged locus for the creation of knowledge” (1998, p. 

214).   

With this notion of a CoP in mind, I chose to implement a virtual community of 

practice where the exchange of dyadic knowledge could be accomplished virtually 

among situated members.  In addition to knowledge management functions, subsequent 

research of VCoPs revealed their utility in promulgating ideas, innovations, experiences, 

know-how, and even problems for member awareness/action (Alali & Salim, 2013)—all 

of which can be easily memorialized and archived for later access by members. 

The VCoP website I created was not the first online collaboration platform 

dedicated for use by G-3/5/7 employees, as there was still an accessible (at the time) 

SharePoint portal as well.  However, the SharePoint portal contained minimal 

administrative information and was never populated with resources beyond a few 

administrative documents.  Furthermore, a recent DoD initiative called for organizations 

to cease using SharePoint portals and transition to a new, more restrictive medium called 

InteLink, which, like its predecessor SharePoint, lacks fluid peer-to-community 

networking capabilities (such as the platform where the G-3/5/7 VCoP resides).  

In Spring 2017, a VCoP proof-of-concept was piloted by only six employees 

(myself and five other employees within NSIB) for the purpose of examining user 

behavior within the VCoP and gaining insights on how to best design and improve the 

website prior to its full release within the larger G-3/5/7 directorate.  Participant 

perceptions were captured via semi-structured individual interviews, while user behavior 

was tracked through an activity reporting feature embedded within the VCoP site.  

Results of the pilot revealed that employees’ enthusiasm for having access to the VCoP 
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site was higher than their actual use of it.  Despite overwhelming praise for the potential 

utility of the community space, only half of participants were active users of the site.  

Many admitted their activity on the website waned due to frustration from trying to post 

newly created/shared content within specific website pages.  Participants suggested that a 

‘function-focused’ user training on content management or a more user-friendly platform 

for the virtual community would be helpful. 

This feedback from the cycle 1 VCoP pilot also revealed a couple problems with 

how I designed the VCoP based on cycle 0 themes.  First, I assumed participants’ desire 

for more collaboration and interaction was specific to their duties and responsibilities; but 

the pilot exposed user-shared content on specific projects as showing no signs of 

interaction (i.e. comments, likes, views, etc.). On the other hand, users did interact with 

content that was more generally applicable.  These items included standing operating 

procedures, regulations, manuals, and job aids.  Similarly, another issue highlighted from 

the pilot stemmed from too narrow a focus on professional development content; in fact, 

users showed little interest in job-specific content, courses, and/or information papers.  

Subsequent discussions with pilot participants revealed that their professional 

development interests extended beyond those focused on traditional Army training 

associated with their current positions.  Rather, they were more interested in generalized 

education and training content and were open to receiving information through Army, 

DoD, and private sector avenues.  The insights on the themes from cycle 1 helped me 

realize that participants’ desire for more collaboration and professional growth wasn’t a 

referendum on insufficient organizational guidance for job-specific tasks.  Rather, 

participants were simply being candid about not fully realizing how to take advantage of 
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the wide range of professional development resources to satisfy professional interests that 

might extend beyond their immediate role within the organization.   

As this all began to sink in, I realized the original VCoP purpose would not 

adequately facilitate mutual engagement or support the sharing of repertoire, because it 

unintentionally led users to develop an online presence based solely on their current 

status within the organization.  So instead of user communication transcending traditional 

lines to access and share content of interest, each person took it upon themselves to share 

content specific to their position/status in the organization in the hopes that others would 

find interest.  As such, it became increasingly clear that the piloted version of the VCoP 

website was too focused on business processes and procedures.  Scaling up that version 

of the VCoP would have just created an alternate SharePoint or InteLink-like repository 

where content is primarily posted and curated to serve organizational interests in 

standardizing processes and/or satisfying knowledge management and information 

dissemination requirements from higher headquarters directives.   

After considering lessons learned from prior cycles of research, and fully 

intending to collect data on a larger pool of participants, I altered the purpose and design 

of the site.  Instead of promoting professional collaboration on interdepartmental projects 

or common interests in job duties/responsibilities, I shifted site focus towards improving 

individual professional outcomes through exposure to a wide range of administrative and 

career development resources.  I reasoned that shifting towards a broader VCoP purpose 

(from comprehensive project sharing/management to general training and education 

support) would more accurately address employees’ professional development concerns 

by offering them access to a comprehensive content repository and giving them the 
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opportunity to support and collaborate with others as they curate familiar and new 

content.  No longer would they need organizationally driven initiatives to meet their 

professional development needs, because they would now be free to tap into a community 

of like-minded peers for motivation and support.  

This new, reimagined VCoP website became more distinct in purpose and 

intended use from of any other digital platforms (SharePoint, InteLink, etc.) used by G-

3/5/7 employees.  Figure 1 shows a screenshot of the page a VCoP member would be 

directed to after authenticating their login credentials.  The homepage was titled “Career 

Management/Training” and directly displayed an array of links to administrative and 

professional development websites.  The second page within the VCoP, entitled 

“Guidance & Job Aids,” gave members access to resources and information on policies, 

best practices, and procedures.  The third page was where NSIB employees had imagined 

sharing best practices and project management-related information to serve as an 

example (to future members) of how the site could facilitate cross-departmental 

situational awareness of key projects and initiatives.  However, this page was eventually 

deleted due to another virtual collaboration space (InteLink) being designated as the 

organizational space for cross-departmental situational awareness of key initiatives.  A 

description of additional pages and the current design of the innovation is described in 

Chapter 3. 



13 

 

Figure 1. Screenshot of the first VCoP Homepage 

After informing G-3/5/7 leadership of new VCoP modifications and my intent to 

scale up its use from just a few people in one branch to the entire division, I was asked by 

the G-3/5/7 Chief of Training to consider inviting all G-3/5/7 military and civilian 

employees.  Although I was intimidated by potentially adding 75 new users to the site, I 

was just as eager to find out how the site would be received.  Furthermore, IU was 

interested to see if people would find content useful and interact with each other and if 

they would become more confident in their job performance.   

Purpose of the Study 

The purpose of this study was to implement an updated version of the G-3/5/7 

VCoP website and invite employees to voluntarily utilize the website’s various 

administrative, professional development, and career management resources for both 



14 

personal and professional growth.  A mixed methods approach was used to evaluate if the 

VCoP: 

(a) promotes individual professional development through shared communal effort 

(b) supports individual knowledge exchange practices  

(c) improves self-efficacy 

Research Questions 

1. How are TSD employee professional development goals impacted by being 

members of a VCoP? 

2. How and to what degree does VCoP membership affect TSD employee 

participation in knowledge exchange?  

3. In what ways does being a VCoP member affect TSD employee self-efficacy? 

The remaining chapters of this dissertation describe the theoretical influences, 

deployed methodology (for data collection and analysis), results, and implications 

associated with a mixed methods action research project that sought to improve employee 

professional development outcomes, knowledge sharing, and self-efficacy through 

membership in a virtual community of practice.  Specifically, Chapter 2 lays out the 

theoretical framework that influenced the development of the innovation (VCoP) and 

supports the study.  Chapter 3 describes the study methodology including the setting, 

participants, innovation description, data collection instruments, and data analysis 

procedures.  Chapter 4 presents the results of the qualitative and quantitative results.  

Chapter 5 presents the study’s implications for sustaining the VCoP in order to improve 
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or maintain positive professional development, knowledge sharing, and self-efficacy 

outcomes.  Implications for future research are also discussed in Chapter 5. 
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Chapter 2 

THEORETICAL PERSPECTIVES AND RESEARCH GUIDING THE STUDY 

In this chapter I discuss Albert Bandura’s social cognitive theory and social 

cognitive career theory.  These theoretical frameworks were critical when determining 

how to best address my problem of practice G-3/5/7 and ultimately led to my choosing to 

help employees achieve development goals by starting a CoP.  I also review CoP theory 

to better understand how social dynamics influence learning among colleagues in both 

traditional and virtual environments.  I conclude the chapter by presenting inferences and 

implications for the G-3/5/7 VCoP website.   

Social Cognitive Theory 

Bandura (2001) cogently argued that much of what we accomplish in life results 

from working with others.  He claimed, “People do not live their lives in isolation.  Many 

of the things they seek are achievable only through socially interdependent effort.  Hence, 

they have to work in coordination with others to secure what they cannot accomplish on 

their own” (p. 13).   

Proponents of social cognitive theory posit that learning takes place through 

interaction between individuals.  The theory provides a practical explanation for how 

individuals acquire both social and nonsocial skills from others and extend the concept of 

individual agency to group agency where the goals of individuals are inherently tied to 

those of the group.  Group attainments are achieved through shared knowledge and skills 

that emerge from interactive, coordinated, and synergistic dynamics (Bandura, 2001).  

Furthermore, “social cognitive theory emphasizes the situation and domain-specific 
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nature of behavior, relatively dynamic aspects of the self-system, and the means by which 

individuals exercise personal agency” (Lent, Brown, & Hackett, 1994, p. 82). 

Self-efficacy has perhaps been the most discussed concept born from social 

cognitive theory.  It refers to “the belief in one’s abilities to accomplish desired 

outcomes, powerfully affected people’s behavior, motivation, and, ultimately, their 

success or failure” (Bandura, 1997, as cited in Tschannen-Moran & McMaster, 2009, p. 

228).  Further, self-efficacy includes the notion that individuals can perform specific 

behaviors that are under their control.  Thus, self-efficacy is dynamic—moving up and 

down a continuum of belief in capability as a person encounters varying internal and 

external influences. 

Another critical component of social cognitive theory deals with outcome 

expectations, where people anticipate outcomes based on observed conditional 

relationships between time, their environment, and the results produced by actions.  In a 

study of time’s effect on the social cognitive framework, Imbellone & Laghi (2016) 

discovered that future time perspective characteristics such as planning, perseverance, 

responsibility, and conscientiousness greatly influenced the formulation of positive 

outcome expectations.  These outcomes suggest that a socially constructed 

infrastructure—that both supports and develops the time perspective characteristics—can 

increase individuals’ beliefs that participating in the infrastructure’s activities will 

eventually lead to better outcomes.  As Bandura (2001) posits,  

 Goals, rooted in a value system and a sense of personal identity, invest activities 

with meaning and purpose.  Goals motivate by enlisting self-evaluative 

engagement in activities rather than directly.  By making self-evaluation 
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conditional on matching personal standards, people give direction to their pursuits 

and create self-incentives to sustain their efforts for goal attainment. (p. 8)   

It thus stands to reason that individuals who set and/or reassess desired outcomes 

are motivated in some way and represent the desired learning and development mindset.  

Their belief in the value gained from realizing goals regulates their behavior to ensure 

they persevere until goals are reached.  Subsequent studies have explored how goal 

formation and social cognitive theory in general can be used to explain the mindset 

behind an individual’s vocational interests. 

Implications. The literature reviewed suggests G-3/5/7’s focus on knowledge and 

skill development through traditional means may not be as effective for individual or 

collective professional development as a nontraditional mechanism such as a VCoP.  It 

would seem as though the act of allowing G-3/5/7 employees to freely reflect and interact 

within a professional social environment could lead to improved individual learning and 

self-efficacy.   

Social Cognitive Career Theory   

Building upon Albert Bandura’s social cognitive theory, Lent, Brown, & Hackett 

(1994) evaluated how individual and group agency translated to the process of career 

development.  They focused on self-efficacy, expected outcomes, goal mechanisms, and 

how they may interrelate with other person, contextual, and experiential/learning factors.  

Originally, social cognitive career theory’s (SCCT) focus was on facets of career 

development pertaining to the activities and settings that people find most interesting and 

actively choose to join.  As the theoretical model began to mature, researchers began to 
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shift focus towards how people develop individual goals and adapt to changing 

circumstances (Lent et al., 2015; Lent, 2016; Lent & Ireland, 2018).   

Proponents of SCCT assume person-environment interactions of learning 

experiences influence confidence in one’s abilities to perform career-related tasks and 

activities, as well as the types of outcomes one comes to expect because of career pursuits 

(Bakken, Byars-Winston, & Wang, 2006; Anderson et al., 2016; Lent, 2016).  In relating 

this concept to my problem of practice, I interpreted it as meaning that G-3/5/7 

professional development woes might best be addressed by nurturing quality employee 

interactions within a learning environment that is sensitive to their interests.   

 

Figure 2. Model blending Social Cognitive Career Theory (Lent et al., 1994) with the G-

3/5/7 Virtual Community of Practice 

In Figure 2, I show how the original framework of Lent et al. (1994) could be 

applied to the G-3/5/7 VCOP.  In the figure, it shows how an individual’s interest and 

expectations for professional development outcomes can lead towards their involvement 

in G-3/5/7 VCoP activities or utilizing resources to produce desirable outcomes.  As 
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outcomes are met (i.e. goals attained, or skills developed), self-efficacy is boosted, which 

then yields new or evolved interests, expectations, activity choices, and so forth.  In 

applying this model to professional development, one can reasonably conclude that open-

minded, goal-oriented individuals stand to gain immensely from actively participating in 

an environment that exposes them to a wide variety of activities, information, and like-

minded colleagues. 

In their study on the effects of personality on vocational interests, Schaub & 

Tokar (2005) sought to validate their hypothesis that self-efficacy and outcome 

expectations (associated with social cognitive learning) were formed from career-relevant 

learning experiences.  The results of their study indicated that through learning 

experiences and socio-cognitive variables, personality had important direct and indirect 

effects on career interests.  Consistent with these outcomes, Lent & Brown (2008, p. 13) 

suggested that “there is a more direct affective path from traits to domain and life 

satisfaction; that is, characteristic levels of affect may well enhance the degree to which 

people experience their work (and nonwork) lives as enjoyable, a sort of things go better 

with a positive affect (or, conversely, worse with negative affect) path.”  In other words, 

offering desirable, social career learning opportunities should lead to participants being 

more pleased with their work context.  However, Xing & Gao’s (2018) work reminds us 

that even though discovering socially desirable professional communities can be 

empowering for a new member, promoting active participation and implementing 

sustainability-focused support mechanisms help ensure members stay committed to the 

community.    
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The research of Bakken et al. (2006) in social cognitive career theory revealed 

that individuals empowered to manage barriers to career goals were more persistent and 

successful in their careers.  Their work highlights that individuals yearn for situations 

where they perceive themselves as being in control of managing their career.  Duffy et al. 

(2014) defined the perception of career management as work volition, concluding that it 

was positively related to higher levels of self-efficacy, outcome expectations, interests, 

and goals.  This outcome suggested that freedom of choice, or the belief in freedom of 

choice, was important in improving career outcomes for an individual or group because 

feeling in control of career decision-making was essential.  Yet, Lent & Brown’s (2008) 

research on work satisfaction warned that if choice was unaccompanied by relevant 

support and resources (such as modeling, encouragement, and performance feedback), 

satisfaction and the pursuit of personal goals suffered.  These conclusions led me to 

believe that creating a website that facilitates autonomous pursuit of professional interests 

via social media-like communication tools would provide an ideal environment for career 

development.  

Implications.  Training programs should address group-specific nuances, with 

specific regard for how people of varying backgrounds interact and affect programs 

(Bakken et al., 2005).  These programs should seek to cater to both newcomers and 

experienced professionals alike by facilitating job relevant learning experiences that 

inform anticipated outcomes and improve self-efficacy beliefs (Schaub & Tokar, 2005).  

Learning experiences created to support professional development must be designed to 

take account of the expectations of those who will eventually participate in the learning 

event.  Approaching professional development in this way should result in an increase in 
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career self-efficacy and catalyze newcomers’ transitions to becoming experienced 

practitioners.  Thus, interventions like a CoP could be designed to assist both newcomers 

and experienced professionals by (a) enabling their own goal progress, (b) allowing them 

to develop strategies to attain valuable and alternative outcomes, (c) identifying ways to 

manage distressing work conditions, (d) fostering realistic, yet optimistic self-efficacy 

beliefs, and (e) marshalling needed support and resources (Lent & Brown, 2008).   

Communities of Practice 

As explained in chapter 1, a community of practice (CoP) is a cluster or 

environment where situated learning takes place.  Wenger (1998) describes a CoP as “a 

locus of engagement in action, interpersonal relations, shared knowledge, and negotiation 

of enterprises...” (p. 85). He highlights mutual engagement, joint enterprise, and a shared 

repertoire as three dimensions of a relationship in which a community’s practice becomes 

coherent.  The community, and the interpersonal relationships within it, grow deeper and 

stronger as more individual members engage more consistently in these three dimensions.  

CoPs serve an important role by facilitating the construction of new knowledge and 

understanding, and examining individual/collective values, attitudes and beliefs while 

also enabling the social and distributed aspects of cognition (Chalmers & Keown, 2006).   

Community of practice theory explains how individuals acquire skills from 

working in concert with others, thereby extending individual agency to group agency 

where the goals of individuals are inherently nested with those of the group.  Wenger 

(1998) claims that the way in which we identify with others creates a tension between our 

investment in various forms of belonging and our ability to negotiate meaning in various 

contexts.  Several sources (Wenger, 1998; Cohn et al., 2016; Berry, 2018; Chung & 
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Chen, 2018) explicitly or implicitly state that the best way to understand the dynamics at 

play between community member identities and relationships is to evaluate discourse 

between newcomer and experienced identities.  Experienced practitioners help mentor 

newcomers via storytelling; those exchanges directly and indirectly drew those 

newcomers into a more participative and active role in the sociocultural practices of the 

community (Blanton & Stylianou, 2009).  As newcomers become increasingly better 

aligned with the sociocultural norms of the community, they become more valuable 

contributors to the community, and eventually shed the “newcomer” moniker and then 

are seen as experienced.  The ultimate community goal, then, is to guide participants in 

developing their voice, their agency, and their professional capital (Hargreaves et al., 

2012, cited in Liu, Miller, & Jahng, 2016).  

Another critical dynamic of learning within a CoP is the process of meaning-

making or negotiated meaning.  The reciprocal exchange of individual and group 

positions regarding ideas, expectations, and behaviors associated with processes and 

products is called reification (Wenger, 1998).  Here, the culture of learning within a CoP 

cultivates collegiality among peers and endorses knowledge exchange as a means of 

creating shared understanding.  In a study examining value creation in online 

environments, Booth & Kellogg (2015) encourages leaders within a CoP to publish 

stories concerning their and others’ growth as a result of utilizing CoP resources.  

Publicizing these stories helps future learners and members know the importance of 

participating within the CoP.  It also contributes to an individual’s ability to recognize 

how learning in a social environment can be caring, purposeful, relevant, and connected; 
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Hou (2015) found this ability to be important for increasing CoP members’ willingness to 

engage collectively with one another. 

Professional development.  As Eib & Miller (2006) concluded in their study on 

improving collegial culture, an organization’s professional development aims can be 

achieved through an online CoP.  Although their specific innovation failed to result in a 

sustained CoP, their work suggests that use of (synchronous and asynchronous) 

technology aids dispersed colleagues by helping eliminate feelings of isolation through 

engagement in sharing resources and insights with each other.  However, they concluded 

that providing large amounts of resources for the creation of a short-lived CoP was not 

worth the effort and disruption—and that sustained participation was the desired outcome 

of a CoP.  More recent studies of CoP influence on professional development (Stark & 

Smith, 2016; Cohn et al., 2015; Hajisoteriou et al., 2018; Wynants & Dennis, 2018) echo 

similar sentiments on CoP having positive effects on professional development outcomes. 

Furthermore, they stress the importance of giving continuous attention to mechanisms 

that evolve and will sustain a CoP over time.   

When it comes to sustaining a CoP, a consistent challenge is maintaining a 

consistent flow of contributions from members of varying backgrounds (Hou, 2015; Liu 

et al., 2016; Owen et al., 2018), especially when the CoP consists of both newcomers and 

experienced members.  Problems can arise when newcomers leave or lower their level of 

engagement due to not feeling as though their opinions or needs are not of equal 

importance as more senior members.  Over time, this dynamic could result in the CoP 

shifting from being comprised of a diverse demographic composition to a homogeneous 

assembly of member.  When evidence suggests that mutual engagement is waning and 
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homogeneity exists within the members of a CoP, steps must be taken to lessen the 

likelihood of experienced members intimidating those with less experience, confidence, 

or time to invest in the CoP (Chalmers & Keown, 2006).  The takeaway for leaders and 

organizers of a CoP is to not solely rely on enthusiastic participants to maintain the 

vitality of a CoP—especially given the tendency for some people to lose interest or 

communicate less after acquiring whatever they sought to gain (Wenger, 1998).  

Although not many research studies provide evidence on how to reliably sustain a CoP, 

Liu et al. (2016) offered a few suggestions.  With emphasis on knowledge exchange, the 

locus of their innovation design was to ensure that the CoP employs democratic 

collaboration to promote and sustain efforts by highlighting voice, agency, and the 

professional capital of community members.  Their results suggest that achieving self-

sustainability lies in emphasizing the democratic potential of participant roles/structures 

while also limiting focus to the tools that engage participants (p. 439).    In a similar 

effort, Cochrane & Narayan (2013) found that attempting to increase sustained mutual 

engagement in a non-mandatory CoP can be complicated; instead, they advocate for 

mandating participation.   

Virtual communities of practice.   

As I read through the studies on CoP formation and sustainability, I noticed most 

settings involved participants with proximity to one another (i.e. same department, 

building, campus, etc.); this contrasts with the geographically dispersed G-3/5/7 

community at Ft. Gordon.  However, studies like those of Lee-Kelly & Turner (2017) 

involved dispersed populations and supported my intent to use a VCoP as a viable 

solution for bringing such populations together for discursive participation and practice. 
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Additionally, Lee-Kelly & Turner highlight the added benefit of the VCoP serving as a 

“repository for multi-media memory” (p. 74).  The implication for my research is that the 

G-3/5/7 VCoP content repository could be a central feature that entices dispersed 

members to frequent the website. 

In another study on VCoPs, Lev-On (2015) researched the effects of status, 

expertise, and tenure on member interactions within a community of practice.  He argues 

that a common goal of online communities of practice is to “flatten” and “equalize” status 

and expertise, which has the potential to contribute to—or detract from—the achievement 

of the community’s goals (p. 153).  The results of Lev-On’s study indicate the reality that 

expertise and status remain highly influential in VCoPs, despite the desire for true 

equality among members. This suggests that the G-3/5/7 VCoP should not try to pretend 

that a member’s offline status doesn’t matter, and instead, should explore how existing 

leader, subject matter expert (SME), and managerial responsibilities can be maintained 

though virtual means.  However, it is important that VCoP administrators not completely 

capitulate to the whims of members just because they are in management or hold unique 

responsibilities.  Instead, SME and managerial positions should be leveraged to help new 

or inexperienced members be less risk-averse or hesitant to participate. 

 The digital tools employed within a VCoP help facilitate learning, information, 

and knowledge exchanges, professional competence, and organizational goals (Christson 

& Adedoyin, 2016). However, despite all these seemingly positive aspects of utilizing a 

VCoP, several studies (Ardichvili, 2008; Harung & Oliveira, 2013; Al-ghamdi & Al-

ghamdi, 2015; Pan et al., 2015) warn of the challenges in motivating members to actively 

participate in a VCoP.  One such challenge is how to motivate individuals to return to the 
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VCoP to explore or obtain information that extends beyond their original intentions for 

participation, as they may no longer view the VCoP as a benefit (Pan et al., 2015). 

Another challenge is how to change the mindset of those who choose to hoard knowledge 

for fear of losing the comforts of power and status (Ozmen, 2013) that an offline setting 

might seem to give them.  Although face-to-face CoPs also experience this problem, the 

online environment makes it too easy for a person to enter the VCoP to read or find what 

they want without overtly contributing (Owen et al., 2019).  Additionally, VCoP users 

(especially newcomers) may be apprehensive about actively participating, as feelings of 

insecurity arise from not trusting the technology, low confidence in sharing useful or 

correct advice, or privacy concerns (Jimenez-Zarco et al., 2015).  However, if VCoP 

marketing and promotion continually highlights the utility and usability of the 

technology, users will have a more favorable expectancy of their potential performance, 

efforts, and social influence (Nistor et al., 2014).  

Implications. Traditional methods for in-service training and support can prove to 

be useful, but the Internet provides an effective delivery platform for professional 

development using a community of practice (CoP) framework (Chalmers & Keown, 

2006).  Furthermore, a CoP that builds skills, develops relationships, and engages G-3/5/7 

employees in ways that ignite the sense of personal calling that inspired them to choose 

to be a public servant (Snyder et al., 2003) seems like a reasonable way to address 

professional development through communal effort.  Because a crucial element of CoPs 

is voluntary participation, the ability to reach colleagues and motivate them to participate 

in the process of community-building and maintenance is vital. Encouraging involvement 

in CoPs requires a wide range of activities to keep participants interested and to allow 
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them to freely contribute to individual and collective knowledge building.  Furthermore, 

implementing a VCoP that has learning as its central theme can potentially appease 

participants’ imagination and increase their sense of belonging and value to a dispersed 

community of colleagues.   

Innovation design and development must not overly focus on engagement, 

imagination, or goal alignment in isolation.  Rather, a meaningful CoP-inspired virtual 

solution should address a combination of these three components to better leverage the 

strengths and weaknesses of each one (Wenger, 1998).  For example, choosing to design 

a VCoP according to the goals of any one faction of members would increase the 

likelihood of other members quickly losing interest.  Restricting the VCoP’s impact to 

outcomes desired by a few would stifle imagination and shut off possibilities which could 

benefit more people.  When designing the G-3/5/7 VCoP website, I made a point to allow 

members complete autonomy in how they chose to use the website.  Members were free 

to engage in one-on-one or group discussions, access content, and/or create and post 

content; this allowed participants to satisfy whatever their individual goals, needs, or 

interests were.  In doing so, members were free to engage with the website and each other 

to Further discussion of the design of the VCoP is detailed in Chapter 3, and the results of 

members’ activity is detailed in Chapter 4.  
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Chapter 3 

STUDY METHODOLOGY 

“The first and most fundamental task of building a collaborative culture is to bring 

together those people whose responsibilities create an inherent mutual interest in 

exploring the critical question of PLC” (DuFour, cited in Torrez & Kritsonis, 2008).   

In this chapter, I describe the methodology used for this action research project.  

This action research project employed a mixed methods convergent parallel design in 

which both quantitative and qualitative data were collected to strengthen results 

(Creswell, 2015).  Mixed methods allowed me to assess the VCoP’s effect on 

professional development, knowledge exchange, and self-efficacy through participant 

testimony. At the same time, it also helped to explain how the independent variable 

(VCoP participation) impacted the dependent variables (professional development, 

knowledge exchange, self-efficacy).  Both types of data complimented and informed 

implications of each other, ultimately helping me to determine whether the VCoP 

accomplished the established objectives of promoting a shared community purpose, 

increasing collaboration, and supporting professional development outcomes.   

The first source of quantitative data was derived from several metrics on user 

activity within the VCoP.  This data informed my research inquiry by capturing how, 

when, and where participants were accessing content and/or exchanging knowledge 

within the website, in addition to revealing how frequently they accessed the site.  The 

other source of quantitative data was collected from VCoP member responses to a 

questionnaire.  The qualitative data was gathered through one-on-one interviews for the 

purpose of understanding participant perceptions about the quality of the VCoP and its 
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effectiveness in facilitating knowledge exchange, reaching professional development-

related goals, and improving job task performance.   

Setting  

Although all military and government civilian employees in the G-3/5/7 

directorate were given access to join and utilize all features of the VCoP, this study only 

collected data from employees within the Training Support Division (TSD).  TSD is 

comprised of the New Systems Integration, Learning Innovations, and Faculty and Staff 

branches.  Figure 3 displays the TSD organizational chart.   Each branch carries out 

specific training management and support functions for an array of CCoE internal 

and external training and education stakeholders.   

Figure 3. TSD Organizational Chart 

These employees train Cyber Center faculty/staff, create gaming/simulation training 

products, conduct pre-implementation evaluations of training for new systems, conduct 

research and studies on future innovations, and manage outreach programs with local and 

national education institutions, among other things.    
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The physical locations for data collection took place in TSD employee offices or 

organizationally controlled conference/meeting spaces.  Online data collection was 

completed through a web-based survey software program called Verint, and within the 

DoD-endorsed social networking site/host known as MilSuite.   

 

Figure 4. MilSuite Infographic (Source: Miller & Miller, 2017) 
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MilSuite offers DoD users the ability to create secure, customizable, social media-like 

networking sites (like that of Facebook, LinkedIn, Twitter, etc.) for professional 

collaboration.  It is the online platform where the VCoP was designed and implemented.  

Figure 4 displays an infographic that depicts a high-level purpose of MilSuite. 

Participants  

The pool of participants in this study was comprised of approximately 30 civilian 

and military TSD employees.  TSD was chosen because in addition to containing almost 

half of the entire G-3/5/7 population and containing the full gamut of demographics 

within the directorate, approximately 40% of these employees have official business 

travel requirements that keep them away from the office anywhere from 15 to 60% of any 

given year.  Each department in TSD is accustomed to operating with staff shortages in 

key civilian and military positions while assuming a workload akin to fully staffed 

departments.  My preference for using this population stemmed from my belief that 

studying collaboration and community-building amongst an overworked, oft dispersed 

workforce (such as those in TSD) would yield opinions sensitive to the VCoP’s aims of 

servicing the needs of employees no matter where they were physically located. 

Civilian TSD employees were comprised of slightly over 80% retired military.  

They possessed job titles such as: General Education Specialist, Training Specialist, 

Instructional Systems Specialist, Training Analyst, etc.  Military employees within the 

department are typically classified as non-commissioned officers with ranks of Sergeant, 

Staff Sergeant, or Sergeant First Class—and are assigned to TSD in instructor/writer, 

training developer, or subject matter expert positions.  Age, education, and experience 
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levels vary widely among employees, primarily due to a continual inward and outward 

transition of military employees. 

Typically, a military employee will be assigned to TSD for one to two years. 

However, sometimes circumstances dictate a soldier to serve a shorter or longer 

assignment.  Most military newcomers arrive in TSD having previously been assigned as 

a (schoolhouse or training course) instructor for their career field; and while they usually 

come having completed a variety of professional training and certification in their 

technical field, it is common that they come to TSD possessing no direct experience, 

training, or background pertaining to the section.   

Innovation 

My innovation was a virtual community of practice housed in a central website 

portal where employees engaged in asynchronous knowledge exchange, project 

management, career development, and professional networking.  The initial layout, 

content, and available features of the VCoP were designed based on themes discovered in 

cycle 0, feedback incorporated from the pilot in cycle 1, and from subsequent input 

provided by G/3/5/7 management.  Although management has yet to officially direct 

employees to join the VCoP, it was fully implemented on October 8, 2018 and made 

available for all G3/5/7 military and civilian employees to voluntarily join and 

participate.  Approximately 29 employees either accepted invites or requested to join the 

VCOP in its first month; 16 have joined the website since.  The total membership of the 

site during the study was 45 people.  During the study, there were 24 pending invitations 

to employees who neither accepted nor rejected membership to the VCoP. 
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VCoP access and layout.  The only way to access the VCoP website is using a 

government common access card, either through an authorized DoD 

computer/information system or a personal computer with a common access card reader.  

Site settings have been designated as ‘private’—meaning that membership is obtained by 

approval/invitation only and only members can view content and participate.  As the site 

creator and study researcher, I am the only person with total site administrative rights.  

These rights allow me the ability to alter the site design/layout, accept/reject member 

invites, and access site-generated statistics on user behaviors within the site.   

The physical layout of the VCoP as it was implemented for this action research 

project is depicted in Figure 5.  In addition to no longer having a page for project-sharing 

(as in a previous cycle of research), the site now had a unique homepage that prominently 

displayed a “welcome” message and the G-3/5/7 directorate mission statement.  The 

homepage also presented a range of administrative links and resources that included 

information about standing operating procedures for each department in G-3/5/7.  

Administrative links provided direct access to (military and civilian) human resources 

portals, retirement planning services, dental/medical benefits information, government 

travel services, and other useful personnel management sites.  Career management and 

training resources were found on the “Professional Development” page, and featured 

content carousels that showcased popular DoD and private industry-related training 

websites/portals.  Also located on this page were links to a wide variety of other websites 

(both internal and external to the DoD) for finding new job postings within the 

government, accessing online training for industry certifications and Continuing 

Education Units, completing DoD mandatory training requirements, locating formal 
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education tuition assistance programs, completing individual development plans, and so 

much more.  The “Guidance & Regulations” page had the same look and feel as the 

“Professional Development” page but contained content and information specific to the 

many local, DoD, and Federal regulations that guide our practices and processes.  Here, 

members were able to directly find local, regional, and national regulatory documents 

that govern our organization and provide guidance on how to carry out our organizational 

functions and responsibilities.  Additional pages in the VCoP included an “Activity” page 

where status updates, open discussion and site activity can be viewed; and a “People” 

page for locating and contacting other VCoP members.   

 

Figure 5. Screenshot of the Implemented G-3/5/7 VCoP Homepage 

Content/knowledge repository.  At its core, the VCoP served as a repository for 

knowledge sharing.  It was a space where live updates could be made to ensure the 

community maintained active awareness of recent changes to resources and relevant 
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documentation.  The content repository was designed to allow community members 

control over how they shared project data, documents, videos, and/or links throughout the 

site.  It housed all the various “how to” guides, departmental standing operating 

procedures, regulations, and job aids found on other pages.  All VCoP members were free 

to add, request modifications, comment, and rate the usefulness of all content.  However, 

I (as the site administrator) was the only member who could delete documents or 

create/categorize/modify subordinate content repositories. The repository was accessed 

by navigating to the “Content” page tab. Additionally, each of three main pages 

(Homepage, Professional Development, Guidance & Regulations) of the VCoP contained 

a “Featured Content” section in the upper left-hand corner of the page to prominently 

highlight specific content contained on the website.   

Individual/collective engagement and learning support.  All participants were 

provided basic user privileges that included read-only access to all areas within the site, 

content upload/download rights, and the ability to ask/answer questions and post status 

updates, pictures, and videos.  In a previous cycle of my research, participants had many 

questions regarding site navigation and knowing the extent of their privileges.  With this 

critique in mind, I embedded an “Ask a Question,” “Answered Questions,” and 

“Unanswered Questions” section on the upper-right hand side of each of the three main 

pages.  Additionally, during initial implementation of the VCoP, I placed a video on the 

homepage that highlighted basic user privileges and explained how MilBook could be 

used as a collaboration/networking platform for DoD employees. 

 

 



37 

Role of the Researcher  

For the last two years, I worked in NSIB, a subordinate department of TSD and 

the larger G-3/5/7 directorate.  During this period, I completed the previous cycles of 

research, data collection, and data analysis for my final action research project presented 

here.    

Throughout the study, navigation between participant-researcher roles such as site 

administrator, VCoP member, and researcher was critical to completing this action 

research project.  As the lead administrator of the VCoP website, I was responsible for 

sending and responding to employee requests for VCoP membership and informing them 

on basic site functionality and different user-level privileges and accessibility restrictions.  

I altered/maintained the website layout and major content areas as community members 

recommended changes and sought to maximize member engagement by advertising and 

promoting VCoP key features, updates, and new content.  In addition to managing the 

site, my administrative role was used to pull user activity reports, which were used for 

data analysis and comparison with other data. 

As a participant-observer, I was a fully engaged insider with all the rights, 

privileges, and responsibilities as all other participants.  I engaged in discussions with 

other members and aimed to exemplify the range of privileges members had within the 

site—as all my correspondence and content uploads were visible for all to see.  I posed 

and responded to questions and used the VCoP’s resources whenever I needed to satisfy 

organizationally mandated training requirements, research other professional 

development-related information, or locate specific regulatory guidance. 
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As the primary researcher I collected all data in this study.  Quantitative data 

consisted of actual user activity within the VCoP website and member responses to a 

questionnaire.  Qualitative data stemmed from the transcriptions of one-on-one semi-

structured interviews.  Both the questionnaire and interviews focused on determining 

member attitudes toward the implementation and effectiveness of the VCoP innovation.   

Sampling Method 

The maximal variation sampling method was used to select government civilian 

and military employees for semi-structured one-on-one interviews.  This purposive 

sampling method was selected to ensure interviewees represented a cross-section of 

perspectives across the TSD population, and to ensure that opinions from different 

employee classifications were included in research findings.  In total, I interviewed four 

participants: two military and two government civilians.  Stratified random sampling was 

used for identifying survey participants after concluding the VCoP usage observations.  

As with the maximal variation, stratified random sampling requires that a researcher 

divide a population into subgroups and randomly select participants from each group 

(Creswell & Plano-Clark, 2015).  Of the 45 total VCoP users, 27 people were sent the 

survey for completion—and each person belonged to one of three different departments 

(subgroups) that comprise the Training Support Division.  

Instruments 

The questionnaire used to survey VCoP members was first used by the Asian 

Development Bank during a study where they sought to identify critical success factors 

for a CoP (Serrat, 2011).  After administering the survey, Serrat stated, “The survey 

provided a valuable overview of the operation of CoPs” (p. 6).  I altered terminology 



39 

from the original survey to make my questionnaire content pertain to a VCoP (rather than 

a traditional face-to-face CoP), to use jargon familiar to the TSD audience, and to 

simplify questions that contained too many variables for analysis.  The final 

questionnaire consisted of 30 closed-ended questions and is in Appendix A of this paper.   

The first 25 questionnaire items utilized a Likert-like five-item ordinal scale where 

respondents were asked to provide their level of agreement (with each question) by 

indicating one of five responses: (0) Not Applicable, (1) Strongly Disagree, (2) Disagree, 

(3) Agree, and (4) Strongly Agree.  The remaining five questions gathered nominal data 

on respondents’ demographic traits and VCoP participation frequency. 

The constructs measured for the first 25 questions were: (1) Access and Usability, 

(2) Professional Development, (3) Knowledge Exchange, and (4) Self-Efficacy.  

Although the Access & Usability construct did not pertain to a specific research question, 

I recalled that the piloted version of the VCoP (during cycle 1) left users somewhat 

confused by the website layout or frustrated navigating through the site.  Capturing 

members’ perceptions and preferences on the presentation and functionality of the VCoP 

for this study helped determine if the website was more user-friendly than previously 

designed.  Also, this data was used to add further context to the other three constructs 

(Professional Development, Knowledge Exchange, and Self-Efficacy), thus bearing on 

this study’s three research questions.   

In addition to the questionnaire, I also collected data through four semi-structured 

interviews.  The first interview participant was a military employee with over 23 years of 

experience working in a variety of duty positions associated with his occupational 

specialty.  However, despite having been senior in his military career, this participant was 
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considered a newcomer within the organization since he had only been working in TSD 

for less than a year (at the time of this study).  Interview participant #2 had been working 

in TSD approximately three years at the time of the study, and was also a military 

employee, but with less time served in the Army (slightly over 15 years of experience) 

than participant #1.  Participant #3 was a Department of the Army government civilian 

who had been working in TSD for approximately 10 years.  The fourth participant was a 

Department of the Army government civilian whose combined time in military (Army 

retiree) and civilian service totals over 40 years of experience.  This individual had been 

working in their current position for slightly over 10 years.   

All interview participants were male and were either currently in the Army or 

were civilians that had previously retired from Army service.  Regarding each 

participant’s highest level of education, participant #1 and #2 had taken some college-

level courses, while both participants #3 and #4 had completed master’s degrees in 

education.  At the time of their interview, all participants indicated they had been active 

members on the VCoP website, but participants #3 and #4 admitted they had not visited 

the site in over a month. Attempts were made to interview participants who were women 

and/or who had never served in the military, but all potential interviewees from these 

demographics either declined, were away on extended work travel, or indicated their 

schedules were too full.  However, individuals from these populations indicated their 

intent to provide their opinions by completing the questionnaire.  

The interview guide (located in Appendix B) explored the same constructs as the 

questionnaire and were used to add richer context and complementarity to the 

quantitative findings.  Questions in the interview guide were altered from an interview 
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guide developed by Gauvreu et al. (2016), which explored graduate student’ perspectives 

on their experiences with online professional skills workshops.  Alterations to these 

questions primarily consisted of changing verbiage pertaining to online workshops with 

that of this study’s VCoP innovation, and eliminating several redundant questions.  

Below are two sample questions from the interview guide:   

(a) How has the virtual community impacted how you exchange knowledge with 

colleagues? 

(b) Explain how the virtual community has or hasn’t improved your ability to 

accomplish your performance objectives. 

All audio recordings from interviews were transferred to and stored on a password 

protected computer.  All files were deleted from the capturing device (i.e. smartphone, 

laptop, etc.) upon successful transfer. 

Procedures and Timeline 

Pre-Innovation Implementation.  As the researcher for this project, I first 

obtained initial approval to conduct this study from the Arizona State University IRB.  

However, recruiting government employees (such as those in TSD) as research 

participants in an academic study required that I obtain authorization and formal approval 

beyond that of an institutional review board.  Following ASU IRB approval, on August 

27, 2018, I obtained endorsement from the Cyber Center of Excellence/Fort Gordon 

Deputy to the Commanding General, who authorized me to collect data from military and 

government civilian employees during duty hours.  In addition to local approval (for 

access to participants), I subjected my study materials to administrative reviews from the 
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Army Research Institute (ARI) and the Army Human Research Protection Office 

(AHRPO). To satisfy the ARI and AHRPO review criteria, minor changes were made to 

the participant recruit/consent form.  All study materials referenced in this paper were 

reviewed and accepted for study use by ARI (August 17, 2018), AHRPO (December 12, 

2018), and the ASU IRB (August 8, 2018 and November 29, 2018).  All consent forms 

and approvals for this action research project are in Appendices D, E, F, G, and H. 

Innovation Implementation.  For the purposes of this action research project, the 

period of October 8, 2018 to January 14, 2019 served as the VCoP innovation 

implementation period.  As the website administrator, I sent out the initial round of 

member invites to all potential employees during the week of October 8-12, 2018 and 29 

members joined.  Each subsequent month I sent out invite reminders to all invitees who 

had not responded to their membership invitations. Table 1 shows the number of new 

members that joined the VCoP each month. 

Table 1 

Number of New VCoP Members Each Month 

Month # of New Members 

October 29 

November 1 

December 9 

January 6 

 

During implementation, VCoP members were free to communicate amongst one 

another and view, create, modify (via recommendations to me), and rate all site content. 

Active members were defined as those who simply viewed site content.  Those who 

replied to, liked, rated/voted, or edited content were categorized as participating 

members; while those who created content were contributing members. 
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Post-implementation.  On January 14, 2019, I generated reports on member 

activity levels regarding the following: 

1. User Adoption – This metric measured the extent of user engagement with the 

community over time. 

2. Content Creation – This metric tracked the amount of content being created over 

time.  

3. Daily Activity – This metric provided a glimpse of the activity occurring within 

the community each day. 

Analysis of these activity reports are discussed in detail in Chapter 4. 

Semi-structured interviews took place between January 11-15, 2019 and lasted 

anywhere from 15-35 minutes in length.  After receiving signed consent forms, I 

interviewed participants individually. Each person was provided with the interview 

questions at least one day in advance to ensure they were given time to prepare for the 

interview and fully answer each question.  However, all participants understood that I 

could ask additional questions for clarification or deeper understanding of their 

response(s).   

As a stipulation of the ARI formal licensing exemption for this study, and for 

added security in administering the survey to government employees, the Army-endorsed 

Verint software program was used to administer the survey.  This program is utilized by 

various Department of the Army organizations and only select individuals at each 

installation/location are authorized its use.  This study’s questionnaire was inputted into 

the Verint software program and was managed by a G-3/5/7 administrator who had 

authorization.  After the G-3/5/7 survey administrator officially activated the 



44 

questionnaire, on January 16, 2019 the TSD Division Chief invited 27 members (all TSD 

employees) to complete the survey.  After initial contact had been made by the TSD 

Chief, I (the researcher) sent one survey completion reminder each week up until the 

survey was closed by the administrator, which was on February 5, 2019.  Upon closing 

the survey, the administrator provided me with a frequency report that displayed the total 

responses (and percentages) for each item on the questionnaire.  A copy of the final 

frequency report is provided in Appendix C.     

Table 2 illustrates the timeline of study procedures. 

Table 2  

 

Timeline and Procedures of the Study  

Timeframe Procedures Actions 

August – October 

2018 

Pre-Implementation • Prepared consent forms and 

study instruments. 

• Obtained ASU IRB approval 

to conduct the study. 

• Obtained local Fort Gordon 

approval to conduct the 

study. 

• Obtained ARI acceptance of 

study materials. 

October 8, 2018 – 

January 11, 2019 

VCoP Implementation • Invited/Accepted new VCoP 

members. 

• Participated in the VCoP. 

• Obtained ASU IRB approval 

of AHRPO-recommended 

study material modifications. 

• Obtained AHRPO approval 

of study materials. 

January 14 – February 

5, 2019 

Post-Implementation and 

Data Collection 
• Generated member activity 

data. 

• Conducted four semi-

structured interviews. 

• Collected survey data from 

19 respondents. 
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Threats to Validity and Study Strengths 

Threats to validity.  The threats to the validity of this project included: attrition, 

history, maturation, and the novelty effect.  Attrition refers to the possibility of 

participants being lost and/or needing to be replaced.  Working with a significant military 

population prepared me for dealing with attrition, as I was used to soldiers often rotating 

in and out of assignments based on operational needs of the Army or other factors.  To 

combat this threat, I purposely implemented the VCoP at the beginning of the first 

quarter of the fiscal year when personnel changes are typically less likely to occur.  The 

historical threat posed to this project stemmed from the possibility that the evaluated 

organization could suddenly choose, or be forced to, adopt a new collaboration tool that 

could utilize similar capabilities of the VCoP innovation used in this study.  In chapter 1, 

I briefly discussed a new collaboration tool (InteLink), which was designated as the 

official collaboration portal for official organization business.  Although the InteLink 

portal does not contain all the functionality akin to the G-3/5/7 VCoP website, there was 

a possibility that a new technology would be introduced.  My mitigation effort for this 

historical threat of new technology was my marketing of this study’s innovation (the 

VCoP) to leadership and gaining study approval from the studied organization and the 

Deputy to the Commanding General.  

Maturation, another threat to validity, comes when certain events internal to the 

research subjects occurs over a period of time, and affects them mentally or physically 

(i.e. becoming bored, more aware, tired, older, etc.) (Smith & Glass, 1987).  In this study, 

the most concerning aspect of the maturation threat was the potential for participants to 
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become bored or indifferent to the VCoP.  The loss of interest was possible, given the 

lengthy period of implementation (over three months) as well as the fact that the research 

was ongoing during the holiday season and only sought voluntary participation. The 

measures I took to combat this threat were engaging active participants within the VCoP 

by posing questions and replying to discussion boards.  Also, I sent out monthly 

notifications to both potential and current members; the former receiving invitations to 

join the VCoP and the latter receiving messages about new content additions to the 

website.   

The final threat to validity, and one which could not be addressed in this study, 

was the novelty effect.  The novelty effect refers to the unlikelihood of study results 

being consistent with results from a later point in time when the newness of the study 

wears off.  Although the relatively short research timeline of this study led me to not 

directly address the novelty effect threat, I address this threat in Chapter 5. 

Strengths. The convergent parallel design allowed for a triangulation of both 

qualitative and quantitative data for each construct. Qualitative data results were 

validated through member checks with interview respondents.  Member checks consisted 

of presenting each respondent with the finalized codes and themes to ensure I accurately 

represented their perspectives on each construct.  Additionally, the presentation of data 

analysis results included extensive quotes directly from respondents’ answers to 

questions.  Quantitative data results were produced from an instrument where the 

reliability measure for each within-construct item (questions), constructs, and overall 

instrument exceeded acceptance levels. 
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Chapter 4 

DATA ANALYSIS & RESULTS 

 

 This chapter contains the data analysis and results of both the qualitative and 

quantitative collection methods employed approximately three months after full 

implementation of the VCoP website.  The presentation of data analysis results is 

organized in four distinct sections.  The Access and Usability section describes 

quantitative and qualitative findings regarding members’ perceptions on the usability of 

the website.  As stated in chapter 3, member perceptions of VCoP usability helped me 

understand whether the website was user-friendly and provided additional context for 

data connected to the three research questions.  The findings connected to the research 

questions are presented after the Access and Usability findings.  To review, the three 

research questions guiding this action research project were: 

1. How are TSD employee professional development goals impacted by being 

members of a VCoP? 

2. How and to what degree does VCoP membership affect TSD employee 

participation in knowledge exchange?  

3. In what ways does being a VCoP member affect TSD employee self-efficacy? 

For each section, the quantitative findings are described first.   

 Data Analysis Procedures 

Quantitative Analysis.  Both member activity reports and the Training Support 

Division (TSD) Virtual Community of Practice (VCoP) Questionnaire were the 

instruments used to capture quantitative data.  To analyze member activity, I generated 
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charts of all member activity and content creation from the initial date of VCoP 

implementation (October 8, 2018) up through January 14, 2019.  The charts were 

analyzed to discover overall trends among activity.  The presentation of the member 

activity charts and their findings is detailed within the Access & Usability subsection of 

this chapter.  

A total of 19 out 27 (invited) VCoP members responded to the online 

questionnaire.  As stated in Chapter 3, a designated G-3/5/7 survey administrator 

provided me with a frequency report on the responses to each question (Appendix C).  

The data from the frequency report informed me of how many and what percentage of 

respondents indicated their level of agreement with each question.  Demographic-related 

data showed that 58% of respondents identified as Department of the Army civilians, 

while the remaining 42% were military.  Experience levels varied among the 

respondents: 32% indicated they have been in their current position less than one year, 

11% one to two years, 21% two to five years, 21% five to ten years, and 15% over 10 

years.  Over 60% possessed an undergraduate or post-graduate degree, while all other 

respondents indicated they had an associate degree or some college courses.   In addition 

to using frequency report results, I used IBM SPSS statistics software program version 24 

to evaluate the reliability of the questionnaire instrument and its items, basic descriptive 

statistics (i.e. mean and standard deviation), and chi-square tests of independence.  As 

previously stated, the first 25 questionnaire items utilized a Likert-like five-item ordinal 

scale where respondents were asked to provide their level of agreement (with each 

question) by indicating one of four responses: Not Applicable, Strongly Disagree, 

Disagree, Agree, and Strongly Agree.  The presentation of descriptive statistic findings 
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for Likert-like responses were based on the numerical scale where 0 = Not applicable, 1 = 

Strongly Disagree, 2 = Disagree, 3 = Agree, and 4 = Strongly Agree. 

Reliability Measure.  Reliability considers the consistency of scores by 

examining how consistent they are for everyone from one administration of an instrument 

to another, and from one set of items to another (Fraenkel & Wallen, 2005).  Reliability 

analysis was used as a method for evaluating each item within questionnaire constructs 

(Access and Usability, Professional Development, Knowledge Exchange, and Self-

Efficacy).  Item-construct analysis included calculating basic descriptive statistics (i.e. 

mean and standard deviation) and item/construct correlation coefficients; these 

calculations helped determine how much impact questionnaire items had on one another.  

Additionally, I produced cross-tabulation tables and applied chi-square tests of 

independence/interdependence for the constructs associated with the three research 

questions.  The chi-square statistic test was appropriate for this study because its purpose 

is to test a null hypothesis and see whether categories are independent from one another. 

A significant value of a chi-square (p < 0.05 or 95% confidence interval) indicates that 

the two variables in a population are likely associated (Smith & Glass, 1987, p. 202).   

The independent variable chosen for chi-square test evaluation was questionnaire 

item #30, which gathered respondents’ reported frequency in using the VCoP.  Each of 

the dependent variables was chosen because they were the items that contributed most to 

the reliability of their respective constructs. The results of the chi-square tests suggested 

whether I should have accepted or rejected the following null (Ho-2) and alternative (Ha-c) 

hypotheses: 
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H0: There is no relationship between participation in a VCoP and achieving 

professional development goals. 

Ha: There is a relationship between participation in a VCoP and achieving 

professional development goals. 

H1: There is no relationship between participation in a VCoP and knowledge 

exchange. 

Hb: There is a relationship between participation in a VCoP and knowledge 

exchange. 

H2: There is no relationship between participation in a VCoP and self-efficacy. 

Hc: There is a relationship between participation in a VCoP and self-efficacy. 

To measure the internal consistency of the TSD VCoP Questionnaire, I computed 

coefficient alpha estimates for the total instrument, and for each of the four constructs it 

measured.  Table 3 shows the entire instrument and all internal constructs measured over 

George & Mallery’s (2003) General Rules for Interpretation of the Cronbach Alpha 0.70 

level of acceptance.  In fact, all construct internal consistency ratings measured as ‘good’ 

(0.80+) or ‘excellent’ (0.90+).  The overall instrument alpha was .946 and indicates the 

TSD VCoP Questionnaire does an excellent job of measuring the constructs it comprises.    

Table 3 

TSD VCoP Questionnaire Coefficient Alpha Estimates of Reliability (N=19) 

Construct 

Within Construct 

Items 

Coefficient Alpha 

(Estimate of Reliability) 

Access & Usability #1-6 .843 

Professional Development #7-12 .811 



51 

Knowledge Exchange #13-20 .912 

Self-Efficacy #21-25 .792 

Total Instrument Alpha = #1-25 .949 

 

Furthermore, Table 4 shows that deleting any of the items from the survey would 

lower the overall Cronbach alpha and suggests that each item is contributing to the 

reliability of the instrument.   

Table 4 

TSD VCoP Questionnaire Item-Total Statistics 

 

Scale 

Mean if 

Item 

Deleted 

Scale 

Variance 

if Item 

Deleted 

Corrected 

Item-Total 

Correlation 

Squared 

Multiple 

Correlation 

Cronbach's 

Alpha if 

Item Deleted 

Q1: Clear focus on pages 92.13 142.981 .604 . .876 

Q2: Subsections placed 

appropriately 
92.20 143.457 .602 . .877 

Q3: User-friendly interface 92.07 142.924 .584 . .876 

Q4: Little difficulty accessing 

site 
92.20 135.886 .660 . .872 

Q5: Little difficulty 

navigating throughout 
92.47 138.695 .545 . .875 

Q6: Welcoming environment 92.33 133.095 .656 . .871 

Q7: PD focus interesting 92.27 139.924 .618 . .874 

Q8: Helps find PD I wouldn't 

find on my own 
92.27 141.781 .612 . .875 

Q9: Integrates learning in 

work life 
92.33 139.810 .664 . .874 

Q10: Helps accomplish PD 92.27 137.495 .777 . .872 

Q11: Helps find Mandatory 

Training 
92.00 143.000 .567 . .877 

Q12: Promotes collective 

Knowledge 
92.33 134.667 .636 . .872 

Q13: Drives willingness to 

develop peers 
92.40 136.543 .804 . .871 

Q14: Helps build 

relationships 
92.53 142.410 .530 . .876 

Q15: Adds to sense of 

belonging 
92.47 142.410 .593 . .876 
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Q16: Motivates me to share 

knowledge 
92.40 138.543 .814 . .872 

Q17: Access to expertise 92.20 138.600 .809 . .872 

Q18: Builds on established 

resources 
92.40 140.257 .687 . .874 

Q19: Leverages tools for info 

sharing 
92.20 145.029 .456 . .878 

Q20: Strengthens 

collaboration 
92.53 131.552 .745 . .869 

Q21: Work habits benefit 92.33 145.810 .336 . .880 

Q22: Complete individual 

projects more efficiently 
92.33 141.952 .654 . .875 

Q23: Higher Quality 

individual projects 
92.40 140.400 .676 . .874 

Q24: Complete team projects 

more efficiently 
92.60 136.829 .588 . .874 

Q25: Higher Quality team 

projects 
92.33 143.524 .523 . .877 

Q26DM: Classification 93.87 155.695 -.449 . .889 

Q27DM: Experience 92.53 152.124 -.111 . .900 

Q28DM: Education 90.40 157.114 -.306 . .896 

Q29DM: Face-to-Face CoP 

Frequency 
91.40 143.829 .075 . .899 

Q30: Used the CoP 92.33 123.381 .543 . .880 

 

Although the ‘Cronbach Alpha if Deleted’ result for questionnaire item #30 

shows the overall score would be lowered from .946 to .880 if deleted, I questioned 

whether the item was truly contributing to the reliability of the questionnaire.  On this 

specific item, there were 7 of 19 respondents who indicated they never used the VCoP, 

yet responses on almost all other questions indicated respondents had used the VCoP—as 

there were only four other questions where ‘not applicable’ was selected; and in those 

cases, it was only one respondent.  This paradox led me to believe the wording in 

questionnaire item #30 might have been unclear, and respondents had varied definitions 

and understanding of what ‘use’ meant when answering how often they used the VCoP.  

Without modifying the question, knowing who made the selection, and/or asking them 
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what they meant, I cannot definitively know the true nature as to why seven respondents 

indicated they hadn’t used the VCoP (in question #30) but answered all other questions as 

though they had. An in-depth analysis of within-construct item analysis is presented in 

subsequent sections of this chapter. 

Qualitative Analysis.  Each semi-structured interview was recorded on my 

smartphone and converted to .mp3 files using the Parrot recording application from the 

Google Play Store.  Each file was transferred to an encrypted folder on my personal 

laptop prior to submission to the Rev.com online transcription service.  Transcribed 

interviews were analyzed using a grounded theory framework, where I used theoretical 

coding to capture explicit and implicit concepts within and among participant 

interpretations and perceptions.  I used grounded theory coding techniques to define the 

range of variation within participant responses, discover conceptual leads, and to check 

findings with other data (Charmaz, 2014). 

First, I analyzed each transcribed interview via line-by-line coding, immersing 

myself within the data to study and define explicit meaning, make comparisons, and 

explore links with subsequently developed codes (Charmaz, 2014). My goal during this 

step was to create initial codes that maintained participant meaning, but in more 

generalizable terminology.  This first step of line-by-line coding consisted of numerous 

rounds of analyzing the raw transcription of each individual interview.  Each round of 

data analysis led to the collapsing of codes of similar meaning or intent.     

Second, I began to sort and categorize each code by the four instrument-measured 

constructs: “AU” (Access and Usability), “KE” (Knowledge Exchange), “PD” 
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(Professional Development), or “SE” (Self-Efficacy).  These designations were used to 

help associate codes with the three research questions and member perceptions on VCoP 

website usability.  Table 5 displays the final total number of code instances after I had 

categorized line-by-line codes by construct. 

Table 5 

 

Description of Line-by-Line Code Instances Per Construct 

Construct  # of Line-by-Line 

Code Instances 

Access & Usability 65 

Professional Development (Research Question #1) 43 

Knowledge Exchange (Research Question #2) 66 

Self-Efficacy (Research Question #3) 33 

Total = 235 

 

Next, I created a priori axial codes to find deeper connections among the data and 

refined codes.  Axial coding relates categories to subcategories, specifies the properties 

and dimensions of a category, and reassembles the data to give coherent analysis 

(Charmaz, 2014).   I chose to develop these codes a priori because I believed knowing 

which codes pertained to member actions, described conditions, or outcomes would help 

me to more easily identify connections and themes within each category.  Specifically, I 

assigned axial codes of actions/interactions, conditions, and consequences to theme-

related codes in each category.  For example, a code tagged as “KE” and 

actions/interactions would indicate the code suggests the respondent(s) belief pertained 

to participants’ behavior while engaged in knowledge exchange.  Another code tagged 

with “PD” and conditions indicates that the respondent suggested professional 

development was impacted by the circumstances pertaining to that code.   
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The final technique used for qualitative analysis was memo-writing.  During this 

step, I intermittently wrote memos about the actions, meaning, and links associated with 

refined line-by-line and axial codes.  I also reflected on my thoughts and feelings before 

and after conducting the interviews.  These memos contained generalizations about 

different codes and the links between them, as well as, how they, along with the data 

collection activities, provided insight into the research questions.  Finalized codes and 

memos were reviewed to form themes and make assertions for each construct.  Assertions 

were formulated from the process of reviewing and finding connections between a theme 

and its theme-related codes and axial codes.  

Data Collection Summary 

Combining and comparing quantitative analysis outcomes (acceptance or 

rejection of the hypotheses) to findings from the qualitative analysis helped me to reach 

what I believe to be more complete and valid conclusions (Creswell, 2015).  Analysis 

results detailed in the sections below display comparative information between selected 

constructs and variables, and present detailed differences in response patterns.   

The next section is organized by constructs related to the research questions. 

Sections are labeled according to the construct to which the data pertains (i.e. Access and 

Usability, Professional Development, Knowledge Exchange, and Self-Efficacy).  For 

each construct, a combined summary of qualitative and quantitative findings is provided 

to offer a comprehensive view (Mertler, 2014) of the findings.  Quantitative results are 

presented before qualitative findings and include figures, basic descriptive statistics, 

cross-tabulation tables, etc.  Qualitative findings are presented in summary tables that 
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include theme-related codes, themes, and assertions for each research question.  

Following the presentation of each summary table are descriptive details of each theme 

and assertion contained in the associated summary table.  

Access & Usability Results 

Member activity reports. Member behavior was automatically captured by 

website activity instruments made available to website administrators on the MilBook 

platform where the VCoP resided.  Parameters for generated reports were set for the 

VCoP implementation period of October 8, 2018 to January 11, 2019. On average, two 

members logged onto the VCoP each day.  However, it must be understood that logging 

onto the site doesn’t necessarily mean members were engaging with one another or site 

content.  To measure engagement within the site, a User Adoption report collected to 

determine how many members were active, contributing, or participating in the VCoP.  

Figure 6 shows member levels of activity during the evaluated implementation period. 

Figure 6 

User Adoption Chart
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From the data, I learned that almost every member deemed active (i.e. viewing 

content) was also categorized as a participant (i.e. replying to, liking, rating, or editing 

content). This suggests that almost every member interacted with the content they viewed 

on the site.  The first month of VCoP implementation was when the most members (31) 

were actively participating in the VCoP.  However, both levels of engagement drastically 

decreased in mid-November and didn’t begin to pick back up until after the first week of 

December—with fewer members actively participating than the first month.   

Although no more than two members were categorized as contributors (i.e. 

uploading new document, starting blogs, posting videos, etc.) at any one time throughout 

the evaluated period, these members significantly increased the amount of available 

content on the site.  Figure 7 shows that approximately 25 documents were created or 

added to the content repository within the first week of implementation.  These additions 

were primarily ‘how to’ guides, standing operating procedures, regulations, and 

checklists; and brought the content repository’s total amount of documents to 30.  The 

document total remained unchanged until mid-December when approximately 10 more 

documents were added.  Interestingly, this corresponds with an overall member activity 

increase.  In addition to documents, two discussion threads were created by contributors.  

No formal blog posts, polls, or videos were created during the study period. 

 

 

 

 

 

 



58 

Figure 7 

Content Creation Chart 

 

Quantitative findings pertaining to member perceptions on VCoP access and 
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environment was welcoming.  Frequency report (Appendix C) data results from questions 

1 thru 6 revealed over 80% of respondents either ‘agreed’ or ‘strongly agreed’ that the  

VCoP had clear focus on its pages; subsections were appropriately placed; the interface 

was user-friendly; member had little difficulty accessing or navigating through the site; 

and the website presented a welcoming environment. 

0

5

10

15

20

25

30

35

40

45

10/8/2018 10/22/2018 11/5/2018 11/19/2018 12/3/2018 12/17/2018 12/31/2018 1/14/2019

#
 o

f 
It

em
s 

C
re

at
ed

Documents Discussions



59 

Table 6 

Descriptive Statistics for Access and Usability Construct Items 

 Mean Std. Deviation N 

Q1: Clear focus on pages 3.28 .752 19 

Q2: Subsections placed appropriately 3.22 .732 19 

Q3: User-friendly interface 3.33 .767 18 

Q4: Little difficulty accessing site 3.28 .826 19 

Q5: Little difficulty navigating throughout 3.11 .832 19 

Q6: Welcoming environment 3.22 .991 19 

 

Qualitative findings pertaining to member perceptions on VCoP access and 

usability.  Participant responses in interviews revealed member perceptions on website 

access and usability.  The first two questions on the TSD VCoP interview guide sought to 

explore the construct concerning member feelings on accessing and using the VCoP.  

However, interview participants also organically disclosed insights into their perceptions 

about access and usability of the VCoP website while answering other questions during 

the interview.  The five themes discovered for this construct were: (a) it will take time for 

members to feel comfortable using the website, (b) members perceived the VCoP as user-

friendly, (c) VCoP marketing must improve, and (d) the VCoP will be useful at some 

point in the future.  Table 7 shows the theme-related codes, themes, and assertions 

gleaned from participant insights pertained to the VCoP’s access and usability.   

Table 7 

 

Codes, Themes, and Assertions Related to VCoP Access and Usability 

Theme-Related Code w/ 

(Axial Code) 

Theme Assertion(s) 

1. Need more time 

exploring site 

(Condition) 

 

 It will take time for 

members to feel 

comfortable using the 

website  

Members expressed 

difficulty with getting 

peers to use the VCoP, 

and suggested more time 

was needed to explore 
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2. Difficult getting people 

to use the VCoP 

(Action) 

 

3. Need a current member 

meeting (Condition) 

the site and meet with 

other members.  

1. User-Friendly 

(Condition) 

 

2. Easy to navigate 

(Action) 

 

3. Felt safe (Consequence) 

Members perceived the 

VCoP as user-friendly 

Members perceived the 

VCoP as user-friendly, 

easy to navigate, and 

generally safe to use. 

1. Need more “buy-in” 

from leadership 

(Consequence) 

 

2. Expand membership to 

whole installation 

(Consequence) 

VCoP marketing must 

improve 

VCoP marketing must 

improve to garner more 

“buy-in” from 

leadership and to expand 

membership to the 

whole installation. 

1. Envisions VCoP utility 

(Consequence) 

 

2. No unfamiliar technology 

challenges (Condition) 

The VCoP will be useful 

at some point in the 

future 

Members perceived the 

VCoP will be useful at 

some point in the future, 

as the site didn’t present 

unfamiliar technology 

challenges and they 

could envision its 

potential utility. 

 

 It will take time for members to feel comfortable using the website.  Members 

expressed difficulty with getting peers to use the VCoP and suggested more time was 

needed to explore the site and meet with other members.   

Need more time exploring site (Condition).  All participants stressed the need for 

themselves and other members to spend more time exploring the site.  Participant #1 

stated, “What I got out of it is once you get in there and you really start exploring…all 

these things that I wanted are there.”  Participant #2 mentioned, “…the more time that 
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you spend on there looking around through the site, things become pretty easy as far as 

the repetition and how to get to certain locations.”  

Difficult getting people to use the VCoP (Action).  A couple participants noticed 

how difficult it was to get people to want to use the website.  The following excerpt from 

the interview with participant #1 provided an example of the challenge members alluded 

to concerning this topic: 

The challenge is getting people to use it. It's like the share drive, right? Everybody 

wants to hoard everything on their personal or their own laptop, and then in the 

event that somebody else needs this stuff, it's not in a central location…  

Need a current member meeting (Condition).  When explaining their experiences 

navigating throughout the site, Participant #2 suggested holding a meeting as a way of 

ensuring members were aware of their privileges and key site features.  They stated, 

“Yeah, not have meetings all the time, but I think if we can get everybody together and 

just, hey this is what's available, kind of like an in brief.  This is what we have. This is 

what you're able to do in here.” Participant #2 also reiterated this point near the end of the 

interview when asked for final suggestions.  He goes on to say,  

One thing I would be interested to see is if, at some point if we're able to get 

everyone together face to face, and everyone talks about what their experiences 

are a little bit, maybe not in depth as what we're currently doing, but just kind of 

like an overall get everyone's ideas of what their impression is about the system, 

that might motivate each other a little bit to kind of get on there.  

 Taken together, the theme-related codes supported the overall theme, while 

showing that participants’ concerns with using the website extended beyond themselves, 
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as they were also concerned with their peers becoming more familiar with using the site.  

The two codes of needing more time to explore the site and needing a current member 

meeting describe two conditions that participants indicated would have improved their 

experience using the site. Those codes also appear to be potential solutions which would 

help address the challenge presented in the third code (difficult getting people to use the 

VCoP).  

Members perceived the VCoP as user-friendly. Members perceived the VCoP as 

user-friendly, easy to navigate, and generally safe to use.   

User-friendly (Condition). Each participant spoke of the user-friendly appeal of 

the VCoP.  Participant #2 mentioned, “Overall I really like how the website is 

arranged…it's a pretty easy experience if you're familiar with any basic social media 

template that's out there as far as navigating, getting around.”  Later in the interview he 

adds, “I think that, from the other systems that I have seen, this is probably the most user-

friendly format that I have seen available to us right now.” 

Easy to navigate (Action).  Participant #4, who, during the interview, admitted to 

not being a fan of social-media due to his reserved nature, intimated the site was easy 

enough for anyone to use—especially since he found it easy. He stated, “Like I said, if it's 

pretty simple for me to get through it, then... It's pretty easy because I'm not a 

complicated person. I don't look for complicated things, so it was pretty easy for me.”  

His statement coincides with those of the other three participants, as each of them 

explicitly stated the VCoP was easy to use.   

Felt safe (Consequence). In addition to finding the site east to navigate, 

Participant #4 mentioned the word “safe” when describing their assessment of the 
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website environment— “I'm not a social media type of guy, but if it was something I 

wanted to put out... I thought it was pretty safe and pretty interesting.  Like I say… easy 

to get to.  So, no problem.”  Although no other participant explicitly expressed specific 

feelings concerning safety, they all responded they perceived the site as ‘safe and 

welcoming.’   

The three theme-related codes for the Access and Usability construct all nest 

together, as participants’ reflections on the VCoP were that it was easy to navigate, safe 

to use, and was viewed overall as user-friendly. 

VCoP marketing must improve. VCoP marketing must improve to garner more 

“buy-in” from leadership, and to expand membership to the whole installation.  This can 

be accomplished by formally introducing the site. The two theme-related codes were: (a) 

need more “buy-in” and (b) expand membership to whole installation. 

Need more “buy-in” (Consequence). Although only Participants #1 and #2 voiced 

this opinion, the number of instances within their transcriptions made this code one of the 

most frequently recurring.  Both participants held a strong belief that stakeholder buy-in 

was important to the growth and sustainment of the VCoP.  Participant #2 stated, “This 

goes back to what I said at the beginning, that there's not enough buy-in. I really wish 

there was.”  Likewise, Participant #1 reflected, “I think you need a lot of buy-in from 

everybody and this is still a new thing. But I think once people realize…, it could be a 

great tool and I like it.” 

Expand membership to whole installation (Consequence).  When speaking about 

their desired end-state, participants recommended opening membership to everyone in 

the larger CCoE organization.  Participant #1 expressed, “I think everybody should be a 
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part of this…I want this to be more interactive…this could be a very impactful platform 

in the entire center because it's all tied in one way or the other.”  Participant #1’s 

sentiment about expanding membership beyond our organization was similar to the 

sentiments of other participants.  The premise for this desire seemed to stem from 

participants realizing that peers in different organizations, but the same career fields, also 

stand to benefit from VCoP resources.  Participant #4 explained, “I think everybody 

should at least have the opportunity to participate or be a part of that community, because 

like I said earlier, that's the way of the world now. That's the way we're going, so we just 

got to move forward. A lot of knowledge on that website is educational.”   

Both codes within this theme are recommendations that participants believed 

would help improve site use.  No matter whether the recommended task was garnering 

more buy-in throughout the organization or expanding membership to the whole 

installation, each implies that participants want awareness of the VCoP to spread.  They 

were linked to the theme ‘VCoP marketing must improve’ because both situations would 

require me or another VCoP advocate to do more to market the website. 

The VCoP will be useful at some point in the future Members perceived the 

VCoP would be useful at some point in the future, as the site didn’t present unfamiliar 

technology challenges and they could envision its potential utility. 

Envisions VCoP utility (Consequence). All participants spoke highly of the 

potential utility of the VCoP.  Whether explicitly saying “it could be a great tool” 

(Participant #1), stating that the website “…could be useful and helpful to everybody” 

(Participant #3), or suggesting that implementing the site “will be a great move” 

(Participant #4), all interviewees were clear that they envisioned the VCoP as useful in 
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the future.  There was even a participant who admitted to the VCoP already being better 

than other collaboration portals being used by our organization.  When offering their 

rationale for wanting to publicize the VCoP to a larger audience, Participant #1 plainly 

stated, “The CCoE portal is garbage. It's not updated, nobody is taking care of it. There's 

nothing in there. I'm shocked this is like the head of the dragon when it comes to the 

signal and cyber communities.” 

No unfamiliar technology challenges (Condition).  Another factor contributing to 

this theme was participants indicating they did not experience any unfamiliar technology 

challenges when using the VCoP website.  While all participants stated there weren’t any 

unique issues, they did mention that the VCoP posed challenges akin to social media 

sites.  However, no participant spoke explicitly about what ‘social media challenges’ they 

were referencing. Instead, their references to technology challenges were rather 

ambiguous—for example, Participant #3 stated, “I think the same challenges with regular 

social media would be the same as this one.” 

I chose ‘VCoP will be useful at some point in the future’ as the theme for these 

two codes because these codes surfaced in transcripts during instances when participants 

were describing their perceptions on the VCoP’s future impact.  While one code 

referenced participants’ envisioning the future, the other code (no familiar technology 

changes) was used to show that participants didn’t notice any new technological 

challenges that they had not already experienced before.  

Analysis summary for the access and usability construct.  Quantitative data from 

user activity reports and questionnaire were collected along with qualitative data from 

semi-structured interviews.  Quantitative data from activity reports showed that the initial 
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six weeks of the implementation period was when most members were active.  As time 

progressed, member activity levels declined until additional content was added to the 

repository.  The questionnaire results showed the majority (more than 80%) of members 

agreed there was a clear focus on VCoP website pages; subsections were appropriately 

located; the interface was user-friendly; respondents had little difficulty accessing and 

navigating throughout the site; and the environment is welcoming.  Qualitative data 

uncovered five assertions which help contextualize the questionnaire results and offer 

suggestions for improvement.  The five assertions were: (a) it will take time for members 

to feel comfortable using the website, (b) members perceived the VCoP as user-friendly, 

(c) VCoP marketing must improve, and (d) the VCoP will be useful at some point in the 

future.  Combined, these data suggest participants believe the G-3/5/7 VCoP is easily 

accessible, user-friendly, and designed well.  However, their confidence in the future 

utility of the VCoP comes along with the belief that enough time must pass for increased 

marketing efforts to take hold, and for members to become familiar using the site.  These 

qualitative assertions combined with the questionnaire results, showed members believed 

the VCoP website was user-friendly, and that they wanted all their peers in other 

organizations to become members.  Their suggestions of marketing the site more and 

seeking additional leadership buy-in further supports their overall desire for more 

widespread use of the VCoP.  

VCoP Membership and Professional Development Goals 

This section responds to the research question: How are TSD employee professional 

development goals impacted by being members of a VCoP?  I present both quantitative 

and qualitative results and conclude with a summarization of the results.   
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Quantitative findings pertaining to member perceptions on the VCoP’s 

impact on professional development goals.  Questions 7 thru 12 on the TSD VCoP 

questionnaire measured research question #1.   Recall, when calculating descriptive 

statistics, Likert-like responses were assigned a numerical value where: 0 = Not 

applicable 1 = Strongly Disagree, 2 = Disagree, 3 = Agree, and 4 = Strongly Agree.  Like 

the first construct, all mean scores (located in Table 8) for the professional development 

construct indicate most members agreed with all items.  The standard deviation for 

questionnaire item #12 was the only one with a relatively high deviation and means that 

scores were more widely distributed from the mean than the other items within the 

construct.   

Table 8 

Descriptive Statistics for Professional Development Construct Items 

 Mean Std. Deviation N 

Q7: PD focus interesting 3.32 .671 19 

Q8: Helps find PD I wouldn't find on own 3.16 .602 19 

Q9: Integrates learning in work life 3.16 .602 19 

Q10: Helps accomplish PD 3.21 .631 19 

Q11: Helps find Mandatory Training 3.53 .513 19 

Q12: Promotes collective Knowledge 3.21 .918 19 

 

Frequency report (Appendix C) data results from questions 7 thru 12 revealed 

over 80% of respondents stated the VCoP’s professional development focus interested 

them. It helped them find professional development information they normally wouldn’t 

find on their own; helped integrate learning into their work life; assisted in accomplishing 

professional development goals; was useful for locating mandatory training; and 

promoted collective knowledge building. 
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To better understand Professional Development Construct item data results’ 

impact on the research question, a chi-square test was performed to compare how often 

respondents used the VCoP (dependent variable) with their belief that the VCoP helped 

them accomplish individual professional development goals (independent variable).  I 

selected these two variables for comparison to see if I can infer whether the frequency in 

which a member used the site would more than likely predict a member’s level of belief 

in the VCoP’s ability to help them accomplish professional development goals. Prior to 

beginning any analysis of this pairing, null (H0) and alternative (Ha) hypotheses were 

formulated. The hypotheses were:  

H0: There is no relationship between participation in a VCoP and achieving 

professional development goals. 

Ha: There is a relationship between participation in a VCoP and achieving 

professional development goals. 

A significant value of a chi-square indicates that the two variables in a population 

are associated (Smith & Glass, 1987, p. 202).  The p-value to determine statistical 

significance was set at p < 0.05, or in other words, a 95% confidence interval.  “A 95% 

confidence interval is the estimated range of values within which it is 95% possible or 

likely that the precise or true population effect lies” (Marshall & Jonker, 2010, p. e2). 
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Table 9 

Crosstabulation Report on How Often Members Used the VCoP and Belief in Whether 

the VCoP Helped Them Accomplish Individual Professional Development Goals 

 

Q10: Helps accomplish PD goals 

Total Disagree Agree Strongly Agree 

Q30: Used 

the CoP 

Never 

N 2 5 0 7 

Q30% 28.6% 71.4% 0.0% 100.0% 

% of Total 10.5% 26.3% 0.0% 36.8% 

Quarterly 

N 0 0 1 1 

% in Q30 0.0% 0.0% 100.0% 100.0% 

% of Total 0.0% 0.0% 5.3% 5.3% 

Monthly 

N 0 2 3 5 

% in Q30  0.0% 40.0% 60.0% 100.0% 

% of Total 0.0% 10.5% 15.8% 26.3% 

Weekly 

N 0 4 1 5 

% in Q30  0.0% 80.0% 20.0% 100.0% 

% of Total 0.0% 21.1% 5.3% 26.3% 

Daily 

N 0 0 1 1 

% in Q30 0.0% 0.0% 100.0% 100.0% 

% of Total 0.0% 0.0% 5.3% 5.3% 

 

Total 

N 2 11 6 19 

% in Q30 10.5% 57.9% 31.6% 100.0% 

% of Total 10.5% 57.9% 31.6% 100.0% 

x2 (8, N=19) =12.173, p = 0.144 

 Although only 19 VCoP members were surveyed in this study, their input 

suggests there is no relationship between how many times a member uses the VCoP and 

their belief in whether the VCoP helped them accomplish individual development goals.  

The crosstabulation chart in Table 9 shows that over a quarter (26.3%) of the respondents 

who claimed to have never used the VCoP agreed that it helped accomplish individual 

goals.  The chi-square test did not yield statistically significant results (p > 0.05) and 

allowed me to accept the null hypothesis (H0) because there is a less than 95% probability 

these results did not occur by chance.   As stated previously in this chapter, although 
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respondents’ answers to other questions indicated they used the site and might have 

interpreted the word ‘use’ in a more complex manner, I do not conclusively know why 

question #30’s responses are an outlier.  Nonetheless, the percentage of those who ‘didn’t 

use the site’ is also the exact same percentage as respondents who reported they used the 

VCoP on a weekly or monthly basis.   

Qualitative findings pertaining to member perceptions on the VCoP’s impact 

on professional development goals.  The overarching theme from the qualitative 

analysis was that professional development resources were valuable but needed to 

include information on career paths. Table 10 shows the theme-related codes, themes, 

and assertions concerning participant perceptions on the VCoP’s impact on professional 

development. 

Table 10 

 

RQ1. Codes, Themes, and Assertions Related to VCoP Impact on Professional 

Development 

Theme-Related Code w/ 

(Axial Code) 

Theme Assertion(s) 

1. Comprehensive 

professional 

development content 

(Condition) 

 

2. Mandatory training 

content was useful 

(Condition) 

 

3. Gained new professional 

development insights 

(Action) 

 

4. Want more resources for 

career/position 

Professional development 

resources were valuable 

but needed to include 

information on career 

paths.  

 

 

Although members desired 

more content on career 

progression, they generally 

believed content was 

comprehensive. Members 

gained new insights from 

content and perceived 

overall professional 

development resources as 

useful.  
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progression 

(Consequence) 

 

 

Professional development resources were useful.  Although members desired 

more content on career progression, they generally believed content was comprehensive. 

Members gained new insights from content and perceived overall professional 

development resources as useful. 

Comprehensive professional development content (Condition).  Even though there 

were some instances where participants recommended content additions (discussed in 

research question #3 qualitative data analysis), all participants were pleased with the 

breadth of professional development content already present on the site.  Participant #3’s 

comment, “…the key thing about this site is there’s a lot of information that’s in there 

that could help out anybody, especially me;” and Participant #1’s explanation, “anytime 

somebody can click in, log in, then there’s everything I need. Like, I need this training or 

where should I be in my career and what kind of opportunity should I be looking for….” 

Both suggest their assessment of content extended beyond themselves and included how 

they envisioned other members using content.  While talking more personally, Participant 

#2’s stated, “I think currently we have a good baseline down.  As far as I can log on there 

and I can see baseline of things that are available to me to give me a better 

understanding.” Together, participant statements of their (and others’) ability to locate 

what they need on the website contributed more to their belief that the VCoP contained a 

comprehensive portfolio of content.   
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Mandatory training content was useful (Condition).  There were many instances 

across interviews when participants spoke of how convenient it was to easily and quickly 

locate mandatory training.  Participant #3 referenced mandatory training more than any 

other participant.  Near the end of his interview, he talked about mandatory training 

awareness as one of the VCoP’s main benefits to the community.  His point was that even 

if used for nothing else, “this would still be a really good eye opener for the community, 

this particular site, because people are interested in what they need to do as far as 

training, what they need to do for mandatory training or even career enhancement.”  

Participant #2 appreciated that the mandatory training content was made available since it 

is “required training, because it's something that comes around every year, all the time, 

and it's right there to make sure that we're where we need to be.”  His comment further 

supports Participant #3’s point about people being concerned about mandatory training 

requirements and what they need to do.   

Gained new professional development insights (Action).  This code showed that 

participants interacted with professional development content and learned new things.  

Three participants spoke of situations where new knowledge/insights were gleaned 

during VCoP professional development content sections.  When describing his 

experience finding an information paper, Participant #1 said, “That makes sense. Let me 

put that in my tool bag or let me pull that off and keep it on the side so I can have that 

knowledge and not have to maybe fumble through something.”  Instead of describing 

their own experience, Participant #3 reflected on a conversation held with a colleague 

who had heard of, but hadn’t yet joined the VCoP:  
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Somebody has already asked me about this, “What's that site?” I told them, I said, 

“This is an informational portal basically telling you about where you can get 

training or what resources that are out there to....” “What's it called?” What did I 

say? “Research your career and your career field and stuff like that. There's things 

out there and this (VCoP) right here will lead you in some of those ways.”  

Want more resources for career/position progression (Consequence).  This code 

revealed participants wanted to see information about career progression maps or 

guidance on how to move forward in their current position in the organization. When 

asked to recommend changes or additions to content, Participants #2 and #3 were 

adamant about the website needing more content that informed members of how to 

progress within their respective career/position.  For example, Participant 3 explained, “I 

want to be able to see paths to go from here to there, to get to wherever I want to go. Like 

say, I want to be a senior executive…I'm probably never going to make it there, but I 

want to be able to see how to get there.”  Like Participant #3, Participant #2 also 

conveyed this desire when stating, “I kind of wish that we had something that kind of 

gave us a pathway to success. That's kind of how I put it in my own words, but something 

that kind of just outlines our baseline requirements.”  

The theme-related codes for this theme describe an action (gaining new insights) 

and two website conditions (comprehensive content and useful mandatory training), 

which together painted a narrative on participants finding value in the content presented 

in the VCoP.  Furthermore, participants’ assessment of content included personal 

experiences and the perceived value other members could realize from accessing 

professional development-related content.  However, although participants believed the 
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VCoP contained a wide variety of useful content, they wanted the website to have even 

more content that informs them of various paths of career progression. 

Analysis summary for research question #1. Quantitative data from the 

questionnaire were collected along with qualitative data from semi-structured interviews. 

The majority (over 80%) of questionnaire respondents believed the VCoP’s professional 

development focus interested them; helped them find professional development 

information they normally wouldn’t find on their own; helped integrate learning into their 

work life; assisted in accomplishing professional development goals; was useful for 

locating mandatory training; and promoted collective knowledge building.  However, the 

chi-square test of independence revealed there was no association between the tested 

independent and dependent variables.  In other words, I could not infer a relationship 

between how often members used the VCoP and members’ belief that the VCoP helped 

them accomplish professional development goals.  Qualitative data analysis results 

revealed interview participants thought professional development resources were 

valuable but needed to include information on career paths.  Taken together, participants 

mostly agreed the professional development focus and content within the VCoP was 

valuable.  It helped them locate useful professional development information they 

wouldn’t normally find, integrate learning into their work life, and promote collective 

knowledge building.  The combination of both data sets led me to conclude that members 

believe the VCoP is a viable tool for helping them meet their individual professional 

development needs by exposing them to both new and familiar resources. 
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VCoP Membership and Knowledge Exchange 

This section responds to the research question: How and to what degree does VCoP 

membership affect TSD employee participation in knowledge exchange?  I present both 

quantitative and qualitative results and conclude with a summarization of the results.   

Quantitative findings pertaining to member perceptions on the VCoP’s effect 

on participation in knowledge exchange.  Questions 13 thru 20 on the TSD VCoP 

questionnaire measured the Knowledge Exchange construct.  According to the numerical 

value assigned to Likert responses (where: 0 = Not applicable 1 = Strongly Disagree, 2 = 

Disagree, 3 = Agree, and 4 = Strongly Agree), and like both the Access and Usability and 

Professional Development constructs, respondent scores for every questionnaire item in 

the construct revealed they agreed with the question posed.  These mean scores coincide 

with the frequency report (Appendix C) results for questions 13 through 20—which show 

that over 80% of members agree that the VCoP drives willingness to participate in peer 

development; helps build relationships with other in TSD; contributes to sense of 

belonging; motivates members to share work-related knowledge; helps provide access to 

expertise; builds upon an agreed upon set of communal resources; effectively leverages 

tools for sharing information between members; and strengthens collaboration across 

TSD.  Table 11 displays the descriptive statistics for the Knowledge Exchange construct. 

Table 11 

Descriptive Statistics for Knowledge Exchange Construct Items 

 Mean Std. Deviation N 

Q13: Drives willingness to develop peers 3.16 .688 19 

Q14: Helps build relationships 3.05 .621 19 

Q15: Adds to sense of belonging 3.00 .577 19 

Q16: Motivates me to share knowledge 3.16 .602 19 
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Q17: Access to expertise 3.37 .597 19 

Q18: Builds on established resources 3.17 .618 19 

Q19: Leverages tools for info sharing 3.32 .478 19 

Q20: Strengthens collaboration 3.06 .998 19 

 

 A chi-square test was used to determine if knowing how often members use the 

VCoP would yield inferences about whether they will be motivated to share work-related 

knowledge.  The null hypotheses tested were:  

H1: There is no relationship between participation in a VCoP and knowledge 

exchange. 

Hb: There is a relationship between participation in a VCoP and knowledge 

exchange. 

Table 12 

Crosstabulation Report on How Often Members Used the VCoP and Belief in Whether 

the VCoP Motivates Members to Share Work-related Knowledge 

 Q16: Motivates me to share knowledge 

Total Disagree Agree Strongly Agree 

Q30: Used 

the CoP 

Never N 2 5 0 7 

% in Q30 28.6% 71.4% 0.0% 100.0% 

% of Total 10.5% 26.3% 0.0% 36.8% 

Quarterly 

N 0 1 0 1 

% in Q30 0.0% 100.0% 0.0% 100.0% 

% of Total 0.0% 5.3% 0.0% 5.3% 

Monthly 

N 0 3 2 5 

% in Q30 0.0% 60.0% 40.0% 100.0% 

% of Total 0.0% 15.8% 10.5% 26.3% 

Weekly 

N 0 3 2 5 

% in Q30 0.0% 60.0% 40.0% 100.0% 

% of Total 0.0% 15.8% 10.5% 26.3% 

Daily 

N 0 0 1 1 

% in Q30 0.0% 0.0% 100.0% 100.0% 

% of Total 0.0% 0.0% 5.3% 5.3% 
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Total 

N 2 12 5 19 

% in Q30 10.5% 63.2% 26.3% 100.0% 

% of Total 10.5% 63.2% 26.3% 100.0% 

x2 (8, N=19) = 9.247, p = 0.322 

 Although the total count (N) was different for the various levels of agreement 

with the question, Table 12 percentage totals for the independent and dependent variables 

were identical to the crosstabulation percentages of the variables compared in the 

quantitative analysis results for research question #1 (in Table 8).  Also like the question 

#1, the high percentage (36.8%) of respondents indicating they had never used the VCoP 

contributed to the chi-square test also yielding results that were not statistically 

significant.  With a p-value of 0.322, there is only a 68% probability that the results did 

not occur by chance.  This value is way below the 95% confidence interval and, 

combined with the cross-tabulated score distribution, results in me rejecting the 

alternative hypothesis (Hb—there is a relationship between participation in a VCoP and 

knowledge exchange). 

Qualitative findings pertaining to member perceptions on the VCoP’s effect 

on participation in knowledge exchange.  The two themes in which all categories are 

aligned were: (a) difficult engaging with one another, and (b) the VCoP could potentially 

improve discourse. Table14 details the theme-related codes, themes, and assertions 

extrapolated from participant feedback on the how VCoP membership impacts 

knowledge exchange.  
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Table 13 

 

RQ2. Codes, Themes, and Assertions Related to VCoP Membership Impact on Knowledge 

Exchange 

Theme-Related Code w/ 

(Axial Code) 

Theme Assertion(s) 

1. Need more interaction 

between members 

(Consequence) 

 

2. Not reaching out to one 

another (Action) 

 

3. Observing Interactions 

(Action) 

Difficult engaging one 

another. 

Members desired more 

interaction and revealed 

they weren’t reaching out 

or sharing content with 

one another.  They mainly 

just watched others 

interacting on the website. 

1. Potentially constructive 

discourse 

(Consequence) 

 

2. Gained knowledge 

through interactions 

(Action) 

 

3. Potentially strengthen 

relationships 

(Consequence) 

VCoP could potentially 

improve discourse. 

Members gained 

knowledge through 

interacting with peers and 

believed the VCoP could 

improve discourse and 

strengthen relationships. 

 

Difficult engaging one another.  Members desired more interaction and revealed 

they weren’t reaching out or sharing content with one another.  They mainly just watched 

others interacting on the website. 

Need more interaction between members (Consequence).  The most frequently 

recurring code associated with research question #2 revealed that all participants 

suggested members needed to interact with one another more often.  When talking about 

how to improve collaboration on the VCoP, Participant #1 echoed, “I think everybody 

should be a part of this…because I want this to be more interactive.”  Of all participants, 
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Participant #2 was the most adamant about wanting more interaction.  During several 

instances in their interview, Participant #2 seemed somewhat frustrated about being one 

of the few people engaging others on the site. While answering a question about his 

experience exchanging knowledge within the VCoP, he replied,  

If we had more people that were involved in seeing what's going on the site, and 

being more involved, we can exchange those ideas. Then I would be able to 

obtain more personal growth. But currently, I could post a comment on there and 

other than you being on there or maybe a handful of other people, I really don't 

get a lot of dialog and exchange going back and forth. 

Even Participant #4, who admitted to not being a ‘social media-type of guy’ 

professed the VCoP was a “great move,” and even stated he’d like to interact more with 

other members—but in a face-to-face setting.  “I don't mind doing it, but like I say, face-

to-face is better to me. I get a better understanding of the situation of the project that 

we're working on, and then I can feel the vibes from those individuals of how we're 

getting this project together.”  

Not reaching out to one another (Action).  This code appeared in each interview 

and highlighted how every participant experienced communication and collaboration 

challenges within the VCoP.  When explaining his activity level, Participant #4 admitted,  

I’m not a social media guy, so I wouldn’t go out there and put all my information 

or all my professional stuff out there… I'm more of a private person …if I want to 

ask you something then I prefer to talk with you face-to-face. Person-to-person.  

Other participants, like Participant #1, were intimidated, stating that “it can be 

intimidating to go out somewhere or be involved in a project and you don't want to 
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necessarily think you're asking a dumb question or something.” Likewise, Participant #3 

did not know if he should reach out during an online discussion, as he shared, “I wanted 

to say something in there but just didn't know whether or not I should intervene or 

whatever… I couldn't just go out there and read what they had to say and then 

automatically say something unless I was already in the conversation.” 

Observing Interactions (Action).  A couple participants openly admitted to 

primarily watching others interact with each other on the VCoP and not participating 

themselves.  After being asked if they participated in any ‘community building’ activities, 

Participant #4’s response was, “You know, me personally, I didn't. But I could see where 

it would be effective, and I could see where some people were bonding in some 

statements or conversations, some of the sentences that I read. Don't know how far they 

got into the community building….”  At a similar juncture in their interview, Participant 

#3 responded, “But I was able to read some of their comments in there, some of the 

comments that they referred to… one person I saw was talking and they were voicing 

some information and then the other person says, ‘Good, I'm not the only one,’ which 

means that she's not alone and that other people have faced that same situation.”  This 

comment suggests Participant #3 only observed dialogue between other members and 

didn’t directly communicate with fellow members. 

The action codes of not reaching out to one another and observing interactions 

seemed to explain why the most frequently occurring theme-related code focused on the 

need for members to interact with one another.  If enough members weren’t making an 

honest attempt to communicate amongst each other and resorted to mainly observing 
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interactions between other members, then it was safe to conclude that members had 

difficulty engaging one another. 

VCoP could potentially improve discourse.  Members gained knowledge through 

interacting with peers and believed the VCoP can improve discourse and strengthen 

relationships. 

Potentially constructive discourse (Consequence).  Although each participant had 

described challenges they or others faced when engaging one another, every participant 

imagined a future state where the VCoP would potentially facilitate constructive 

discourse amongst members.  This code was used for instances when participants had 

either explicitly or implicitly spoke about how meaningful exchanges took place, and/or 

how members stood to benefit from engaging in or observing discussions.  When 

imagining the VCoP being used while on business travel, Participant #1 explained,  

If you think about it, we're all usually geographically separated on these projects, 

and it would be great in the future to… [imagines using site] What do I do here? 

And then just be able to get in there and just start. Maybe, almost like Skype 

business. That type of interaction. Real time in real life.  

While discussing their frustration with current member activity in the VCoP, Participant 

#2 seemed perplexed that other members didn’t communicate with each other more when 

he said, “We can all be able to communicate with each other, share those common norms, 

and just be able to give us a little bit more transparency to issues we may have. It’s a 

great opportunity and right now, I don’t understand why there are not more people using 

it.”  
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Gained knowledge through interactions (Action).  More evidence about 

constructive discourse among members was shared.  However, this action code captured 

discussion points where participants’ reflections related to their own experience on the 

site.  Participant #1 spoke of the benefits of having a place where members could all 

“pour water into the same pot,” while Participant #4 contextualized the benefit of 

interacting:  

…You want to see what other people are doing, what situations people ran into 

and how they corrected, or fixed that, or some of the problems they had that 

maybe I’m having back at my area. So, going out and seeing some of those 

individuals’ answers, was a great help to me.  

Potentially strengthen relationships (Consequence).  This code referenced points 

in interviews when participants inferred that membership in the VCoP would strengthen 

relationships.  During a brief reflection on where they saw the VCoP going, Participant 

#1 stated, “I think this can cause a larger ... I don't want to use family. But, like a very 

strong bond amongst team members, because the portal is a tool and as long as we treat it 

that way and use the tool, yeah, it will get going.”  The other participants also thought the 

VCoP could be a catalyst that fortified existing relationships between members. 

The second theme within the knowledge exchange construct consisted of one 

code that related to actual participant action, and two which described participant 

idealized future conditions.  By gaining knowledge through interactions within the VCoP, 

participants imagined the website potentially facilitating constructive discourse and 

strengthening relationships among members. 
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Analysis summary for research question #2. Quantitative data from 

questionnaire items 13 through 20 were collected along with qualitative data from semi-

structured interviews. Quantitative results for research question #2 helped explain 

members’ perceptions of the VCoP’s impact on knowledge exchange.  The feedback 

from members’ questionnaire responses showed a majority of members agree that the 

VCoP drives willingness to participate in peer development; helps build relationships 

with other in TSD; contributes to sense of belonging; motivates members to share work-

related knowledge; helps provide access to expertise; builds upon an agreed upon set of 

communal resources; effectively leverages tools for sharing information between 

members; and strengthens collaboration across TSD.  No association existed among the 

tested independent (how often members used the VCoP) and dependent (the VCoP 

motivating members to share work-related knowledge) variables.  Qualitative data 

analysis results revealed interview participants (a) experienced difficultly engaging with 

one another, and (b) believed the VCoP could potentially improve discourse.  After 

comparing both the qualitative and quantitative results, it seemed members perceived the 

VCoP as being a viable option for promoting knowledge exchange among members.  

However, their difficulty with exchanging knowledge with other members, and their 

penchant for speaking about the VCoP’s future impact on knowledge exchange suggested 

that the state of the website (during this study) didn’t align with how they would ideally 

use the website to share information with peers.  This could possibly explain why the 

seven questionnaire respondents who claimed they didn’t use the website shared similar 

sentiments (about the website) as those who indicated they used the VCoP.  

Alternatively, these individuals also could have been those members who were active in 
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the first month but, for whatever reason, didn’t return and/or use the site after the first 

month. 

VCoP Membership and Self-Efficacy 

This section responds to the research question: In what ways does being a VCoP member 

affect TSD employee self-efficacy?  I present both quantitative and qualitative results and 

conclude with a summarization of the results.   

Quantitative findings pertaining to member perceptions on the VCoP’s effect 

on self-efficacy.  Questions 21 through 25 on the TSD VCoP questionnaire measured 

research question # 3.  Keeping in line with all other constructs evaluated for this study, 

over 80% of respondents agreed with all items within the Self-Efficacy construct.  Table 

14 shows the descriptive statistics for the all items within the construct.  It suggests that, 

on average, VCoP member believed work habits could benefit as a result of participating 

in the VCoP and they could complete higher quality individual and team-based projects 

more efficiently by using resources within the VCoP.  

Table 14 

Descriptive Statistics for Self-Efficacy Construct Items 

 Mean Std. Deviation N 

Q21: Work habits benefit 3.22 .548 18 

Q22: Complete individual projects more efficiently 3.22 .548 18 

Q23: Higher Quality individual projects 3.11 .583 18 

Q24: Complete team projects more efficiently 3.06 .938 18 

Q25: Higher Quality team projects 3.28 .575 18 

 

 The dependent variable ‘How often members used the VCoP’ was compared to 

members belief in their ability to produce higher quality work on individual projects 
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(independent variable) via a chi-squared test of independence.  The hypotheses evaluated 

formulated prior to analysis were:  

H2: There is no relationship between participation in a VCoP and self-efficacy. 

Hc: There is a relationship between participation in a VCoP and self-efficacy. 

Following suit with the tests of independence conducted on variables for research 

questions #1 and #2, the results for variables selected to answer research question #3 also 

revealed results deemed not statistically significant.  Table 15 displays the crosstabulation 

between the chosen variables and includes the chi-square and significance level. 

Table 15 

Crosstabulation Report on How Often Members Used the VCoP and Belief in Whether 

Higher Quality Work Can Be Produced on Individual Projects  

 

Q23: Higher Quality individual projects 

Total Disagree Agree Strongly Agree 

Q30: Used 

the VCoP 

Never 

N 2 4 0 6 

% in Q30 33.3% 66.7% 0.0% 100.0% 

% of Total 11.1% 22.2% 0.0% 33.3% 

Quarterly 

N 0 0 1 1 

% in Q30 0.0% 0.0% 100.0% 100.0% 

% of Total 0.0% 0.0% 5.6% 5.6% 

Monthly 

N 0 4 1 5 

% in Q30 0.0% 80.0% 20.0% 100.0% 

% of Total 0.0% 22.2% 5.6% 27.8% 

Weekly 

N 0 3 2 5 

% in Q30 0.0% 60.0% 40.0% 100.0% 

% of Total 0.0% 16.7% 11.1% 27.8% 

Daily 

N 0 1 0 1 

% in Q30 0.0% 100.0% 0.0% 100.0% 

% of Total 0.0% 5.6% 0.0% 5.6% 

                  

Total 

N 2 12 4 18 

% in Q30 11.1% 66.7% 22.2% 100.0% 

% of Total 11.1% 66.7% 22.2% 100.0% 
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x2 (8, N=18) =10, p = 0.265  

 Data from the Table 15 shows that over 75% of the 18 respondents (N) agreed or 

strongly agreed that the VCoP can help them produce higher quality work on individual 

projects.  However, a third (33.3%) of those who agreed also indicated they had not used 

the VCoP.  Again, those who claimed to not have used the VCoP impacted the results of 

the chi-square test, and the implications of their response will be discussed further in 

Chapter 5.  Combined with the calculated p-value (p > 0.05), the null hypothesis (H2— 

there is no relationship between participation in a VCoP and self-efficacy) can be 

confidently accepted because there is a 27% likelihood the relationship happened by 

chance. 

Qualitative findings pertaining to member perceptions on the VCoP’s effect 

on self-efficacy.  The two themes from qualitative data for this construct were: (a) job-

focused content could improve their work quality and (b) members thought the VCoP 

could helped them in their current role/responsibilities.  Table 16 presents the theme-

related codes, themes, and assertions that emerged from participant responses on how 

VCoP membership impacts self-efficacy. 
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Table 16 

 

RQ3. Codes, Themes, and Assertions Related to VCoP Membership Impacts on Self-

Efficacy 

Theme-Related Code w/ 

(Axial Code) 

Theme Assertion(s) 

1. Using repository 

potentially improve 

work quality 

(consequence) 

 

2. Wants project 

management emphasis 

(Condition) 

 

3. Wants “Lessons 

Learned” content 

(Condition) 

 

4. Wants “Core 

Competency” content 

(Condition) 

Job-focused content 

could improve their 

work quality. 

Members desired more 

lessons learned and core 

competency-related 

content, and an increased 

emphasis on project 

management.  They 

believed job-focused 

content could improve 

work quality. 

1.  Found solutions 

(Action) 

 

2.  Gained deeper 

understanding of 

duties/role 

(Consequence) 

Members thought the 

VCoP could assist them 

in their current 

role/responsibilities. 

Members thought the 

VCoP helped them in their 

current 

role/responsibilities. They 

used the site to find 

solutions, expand 

professional knowledge, 

and gain a deeper 

understanding of their 

duties/role. 
 

 

Job-focused content could improve their work quality.  Members desired more 

lessons learned and core competency-related content and increased emphasis on project 

management.  They believed job-focused content could improve work quality. 

Using repository potentially improve work quality (consequence). On the topic of 

improving work quality as a result of using the VCoP, a couple participants explicitly 
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explained their belief in the website improving work.  When asked if they saw the 

website contributing to their doing something well on the job, Participant #3 said, “I 

really do think that this is something that could be useful and helpful to everybody in 

here.”  Answering a similar question, Participant #1 spoke of one day using the repository 

to accomplish work, stating, “I think in the future, as this thing evolves, going back to 

that robust database of things we've been working on and involved with… to go back, 

pull from that, and add to it….”  This and other sentiments (discussed in research 

question #1 results) on the comprehensiveness of the VCoPs content suggests the 

repository could be an important resource for helping accomplish work. 

Wants project management emphasis (Condition).  The presence of this code in 

interview transcriptions showed where participants stated they wanted the VCoP to more 

strongly support and facilitate the sharing of project management data and/or content. Of 

all participants, Participant #1 most often stressed the importance of members needing to 

use the site for project management.  There were several instances when he implicitly 

spoke of a need for more project management functions/content on the site, but the 

following excerpt (from their interview) best captures his desire for expanding the VCoP 

content to include work projects: 

I wrote down something when I was going through the website and then later, I 

found what I thought would be good. Around here, we're always ... We do all 

these verifications, right? It's a process. And, it's not an all one-shot thing, right? 

So, pick a project, it could take months or years until it's 100% verified and we've 

moved on from it. At first, when I saw this question I was like, I wish there was a 

space in here where we could inject lessons learned on what my experience was in 
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this IPR at this 70% or this 100% (review). That way that, when somebody else 

comes on and they're trying to put the bow on this project, they can go back and 

look and say, well, Brennan said this eight months ago and they're saying the 

same thing now.  

Participant #2 provided another example of how the VCoP could improve work—in their 

case, conducting technical reviews of systems and documentation:  

Even though our office is a part of the acquisition process, we don't really 

understand it. We don't understand the full process. There are certain things that 

are available that, if we understood more about the acquisition process, we could 

understand the importance of our job and the things that we do day in day out 

when we're evaluating TSPs and TMs, how that stuff really effects the acquisition 

process. Being in this job right here, civilian and military side, understanding that 

process makes us a lot more valuable when we're doing our job. I just think, if we 

had a little more understanding of those things, it would make us a little bit better.   

I chose to link these two codes to the theme ‘Job-focused content could improve work 

quality’ because participants’ desired condition of stronger emphasis on project 

management was closely located to the consequence code ‘using the repository to 

potentially improve work quality.’  The proximity between these two codes (in 

transcriptions), combined with the topic of conversation calling for participants’ opinions 

on the VCoP’s impact on self-efficacy, led me to conclude that the emergent theme was 

participants believed job-focused content could improve their work quality. 

Members thought the VCoP could assist them in their current 

role/responsibilities.  Members thought the VCoP could assist them in their current 
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role/responsibilities because they used the site to find solutions, expand professional 

knowledge, and gain a deeper understanding of their duties/role. 

Found solutions (Action).  The most frequently occurring code in this theme dealt 

with participants explaining how to find solutions to work challenges.  After being asked 

about the website’s impact on their work, Participant #3 reflected, “[The website] may be 

able to give them another way to view things and to fix whatever their issue is and if 

there's a problem…it could be solved by discussion or getting ideas on how to remedy 

those situations.”  Participant #4 responded similarly when also asked about how the 

VCoP impacts work, and answered, “You want to go out and see what other people are 

doing, what situations some of the other people ran into and how they corrected, or fixed 

that, or some of the problems that they had that maybe I'm having in my area.”  

Gained deeper understanding of duties/role (Consequence). This code captured 

times when participants inferred they had learned new information on their duties or 

role(s) within TSD. In talking about the breadth of content on the site, Participant #1 

stated, “…the scope here that we're focused on is so different than what I'm used to. 

There is this whole new set of standards that I've never been exposed to and I’m able to 

go on there and understand things…”; this implies they expanded their knowledge on a 

topic important to their role.  Additionally, every participant either directly or indirectly 

mentioned how the VCoP could assist newcomers in better understanding their role and 

responsibilities within the organization.  Participant #2 was the most straightforward of 

all participants on this angle, and even imagined himself as a newcomer, saying, “If I was 

new to the section and that was my resource that I went to, it would definitely outline for 
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me what it is that I do and the roles and responsibilities that I have. That information is 

there, absolutely.”  

The connection between the two codes within this theme stemmed from the close 

association between action code ‘found solutions’ and consequence code ‘gained deeper 

understanding of duties/role.’  Participants mentioned when and/or how they found 

solutions on the VCoP and described how using the website can be of assistance in better 

understanding their roles.  This supported the inference that members believed the VCoP 

could assist them in their position(s) within the organization. 

Analysis summary for research question #3. Quantitative data from 

questionnaire items 21 through 25 were collected along with qualitative data from semi-

structured interviews.  Over 80% of respondents agreed that work habits can benefit as a 

result of participating in the VCoP; members can complete higher quality individual 

projects more efficiently by using resources within the VCoP; and members can complete 

higher quality team-based projects more efficiently by using resources within the VCoP. 

No association existed among the tested independent (how often members used the 

VCoP) and dependent (the VCoP impacting member self-efficacy) variables.  Qualitative 

results showed: (a) job-focused content could improve their work quality and (b) 

members thought the VCoP could help them in their current role/responsibilities.  

Grouping the two data sources together leads me to conclude that members agree that 

participating in the VCoP can potentially benefit their work habits and the job-focused 

content additions to the VCoP repository could help improve both the quality and 

efficiency when completing individual and team-based projects.   
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Summary of Results  

 My convergent parallel mixed-methods design entailed concurrently collecting 

both qualitative and quantitative data, analyzing those data sets separately, and 

comparing/synthesizing their results to reach overall conclusions (Creswell, 2015).  

Collecting data from user activity reports, a questionnaire, and semi-structured interviews 

provided me with data to form comprehensive conclusions concerning the three research 

questions:  

1. How are TSD employee professional development goals impacted by being 

members of a VCoP? 

2. How and to what degree does VCoP membership affect TSD employee 

participation in knowledge exchange?  

3. In what ways does being a VCoP member affect TSD employee self-efficacy? 

 Quantitative data for the Access and Usability construct showed user activity 

initially ascending throughout the first month of the VCoP’s implementation.  However, 

activity levels dropped sharply soon after, and didn’t realize a positive spike in activity 

until new content additions were made in early to mid-December 2018.  Additionally, 

question results showed all respondents agreed that the VCoP focus is clear on its pages; 

subsections are appropriately located; the interface is user-friendly; respondents had little 

difficulty accessing and navigating throughout the site; and the environment is 

welcoming.  Qualitative data emphasized members beliefs that the VCoP website was 

user-friendly and would be of greater use in the future.  Furthermore, they recommended 

more marketing of the VCoP to improve member use and additional opportunities for 
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members to interact on the VCoP so they could become more comfortable interacting on 

it.  

Quantitative results associated with research question #1 revealed VCoP members 

generally agree that the VCoP’s professional development focus interested them; helped 

them find professional development information they normally wouldn’t find on their 

own; helped integrate learning into their work life; assisted in accomplishing professional 

development goals; was useful for locating mandatory training; and promoted collective 

knowledge building.  Qualitative findings suggested members believe that the VCoP’s 

professional development-related resources were valuable. 

Quantitative data associated with research question #2 indicated members 

believed that the VCoP drove willingness to participate in peer development; helped 

build relationships with other in TSD; contributed to their sense of belonging; motivated 

them to share work-related knowledge; helped provide access to expertise; built upon an 

agreed upon set of communal resources; effectively leveraged tools for sharing 

information between members; and strengthened collaboration across TSD.  Qualitative 

results revealed members had difficulty engaging with one another but believed the 

VCoP could potentially improve discourse.   

Quantitative results for research question #3 showed members believed that work 

habits could benefit as a result of participating in the VCoP and that both individual and 

team-based projects could be completed more efficiency and with higher quality.  

Qualitative results indicated members believed that the VCoP could help them in their 

current role/responsibilities and that the addition of more job-focused content could 

improve their work quality.   
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The chi-square tests of independence showed that member frequency of use is 

more than likely unrelated to members’ belief in the VCoP’s ability to help them 

accomplish professional development goals, to motivate them to share work-related 

knowledge, or to produce higher quality work on individual projects.  These 

independence test outcomes help explain how participant responses on the questionnaire 

and in semi-structured interviews showed overwhelmingly positive opinions of the VCoP 

despite user activity reports clearly displaying declining levels of activity on the website.  

I take independence test results to mean members placed high value on having content 

made accessible and available to them, even though they quite possibly did not have an 

immediate need to use the resources on the website.  For example, most employees 

annually review and update their individual professional development plans at the 

beginning of their appraisal period, which occurs around March/April (2-3 months after 

the conclusion of this study).  This reality, along with the fact that the study occurred 

during a time of year when many employees are likely to be away from work due to the 

holidays, might provide yet another reason as to why many questionnaire respondents 

seemed to answer many questions based on visiting—and not necessarily ‘using’—the 

website.   

With member participation levels not truly being a factor in the usefulness of their 

experience(s), it seems both individual professional development outcomes and self-

efficacy can be impacted by the VCoP without an increase in member activity. For 

instance, a member may need to visit the VCoP to use a job-aid or find information on 

taking a course/workshop and may not feel the need to visit the site again until a new 

need arises.  Wenger (1998) explains that such an example of peripheral or marginal 
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participation is natural, and that member identity and relationship to a community of 

practice is shaped by a combination of both participation and non-participation (p. 164).  

He further explains that both the individual and community will help define whether 

certain forms of participation are enabling or problematic as they shape (1) how members 

locate themselves in a social landscape; (2) what they care about and neglect; (3) what 

they attempt to know, understand and choose to ignore; (4) with whom they seek 

connections or avoid; (5) how they engage and direct energy; and (6) attempt to steer 

their trajectory (p. 168).   
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Chapter 5 

DISCUSSION 

 

 This action research project aimed to evaluate how a newly created virtual 

community of practice (VCoP) impacted members’ accomplishment of professional 

development goals, knowledge exchange practices, and their self-efficacy.  Wenger’s 

(1998) community of practice model was the guiding framework for the development of 

the G-3/5/7 VCoP innovation evaluated in this study.  In this chapter, I provide 

conclusive thoughts on data analysis results and their relationship to the theoretical 

frameworks guiding this study.  Also, I provide insights into lessons learned, the study’s 

limitations, and implications for future practice and research. 

Connection to Theoretical Perspectives   

 Social cognitive theory explains how individuals learn from others, and how 

oftentimes an individual’s goals are obtained from, or closely tied to, those of a group.  

The theory’s core concept of self-efficacy refers to the conviction individuals have in 

their ability to successfully execute a task that is necessary for completing a goal 

(Bandura, 1977).  Extending the concept of self-efficacy and social cognitive theory, Lent 

et al. (1994) introduced the theory within the realm of academic and career development 

and birthed social cognitive career development (SCCT).  Like Bandura’s social 

cognitive theory, the main premise of SSCT focuses on the core construct of motivation 

(Anderson et al., 2016), but primarily within the realm of how individuals choose to 

engage with professional development activities and social environments.  As individuals 

find and participate in desirable activities, they will develop skills and fulfill goals; this 
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leads to increased interest(s), boosted self-efficacy, and involvement in more activities—

thus repeating the cyclical pattern of the SCCT model.  In relation to this action research 

project, the VCoP served as the intervening activity in which members encountered 

resources for their individual development.  Although the study did not specifically 

evaluate components of self-efficacy, both qualitative and quantitative results hinted at 

members’ self-efficacy being impacted by utilizing the VCoP.  More specifically, they 

agreed that the VCoP could help them in their current roles and improve the quality of 

their work output.  Like the study of Duffy et al. (2014), the G-3/5/7 VCoP was created to 

give members a single platform where they possessed the necessary level of volition to 

completely control how they access career-related content for their own consumption and 

development.  Results show members believed the VCoP can help them in career-related 

matters and stands to vastly improve should the low levels of user activity, member 

interactions, and leader buy-in begin to increase.  If so, this should help members to 

remain active and committed to the virtual community (Xing & Gao, 2018). 

After comparing this study’s results to the Lave & Wenger (1991) notion of 

legitimate peripheral participation and community of practice framework, there simply 

wasn’t enough evidence to suggest that the VCoP website can yet be deemed a full-on 

community of practice.  Of the three main components of a community of practice (i.e. 

mutual engagement, joint enterprise, shared repertoire), the results clearly indicate that 

the VCoP implementation period evaluated in this study didn’t produce enough 

opportunities for members to mutually engage with one another.  Qualitative results 

showed members believed that the VCoP had the potential to improve discourse, but they 

also had difficulty engaging with each other.  Furthermore, user activity reports showed 
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there were only two discussion board threads created during the whole period.  

Subsequently, there were never more than two contributing members (i.e. content 

creators) during any one point in time.   

This study’s reported trends in waning activity levels were consistent with 

outcomes of several studies on VCoPs (Hou, 2015; Liu et al., 2016; Owen et al., 2018) 

mentioned within the chapter 2 discussion on theoretical perspectives guiding this 

project—and revealed that the underlying challenge is sustaining member motivation.  

Even well received VCoPs that call for voluntary participation, like the G-3/5/7 website, 

seem to consistently be faced with the challenge of keeping members motivated to 

actively participate (e.g., Ardichvili, 2008; Harung & Oliveira, 2013; Al-ghamdi & Al-

ghamdi, 2015; Pan et al., 2015).  One way to address this problem might be 

implementing mechanisms that force or mandate participation in the community 

(Cochran & Narayan, 2013).  Perhaps mandatory participation was the outcome interview 

respondents were alluding to when they repeatedly explicitly and/or implicitly stressed 

the need for more buy-in from high level leadership.  If not, then Nistor et al. (2014) 

would agree that participants’ suggestion to highlight the VCoP’s utility and usability 

through increased marketing and promotion would stand to improve overall member 

activity and/or the VCoP’s social influence. 

In concluding my thoughts on the relationship between the chosen theoretical 

frameworks and the results of this action research project, I must confess that initially, the 

preponderance of qualitative and quantitative data on low member activity levels made 
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me feel as though this entire project failed to meet its aims.  However, when skimming 

through Wenger’s Communities of Practice (1998), I ran across the following quote: 

The development of practice takes time, but what defines a community of practice 

in its temporal dimension is not just a matter of a specific minimum amount of 

time.  Rather, it is a matter of sustaining enough mutual engagement in pursuing 

an enterprise together to share some significant learning.  From this perspective, 

communities of practice can be thought of as shared histories of learning. (p. 86) 

After reading the quote, I realized that although conclusory data indicates mutual 

engagement was never robust within the VCoP, the final chapter on this website is not yet 

written.  VCoP members appeared to be generally enthused about the prospects of the 

website.  Harnessing and publicizing their stories of growth as a result of participating in 

the VCoP (Booth & Kellog, 2015) could prove to be the ideal way to expose future 

members to the virtual social environment (Hou, 2015).  

Limitations 

The purpose of the G-3/5/7 VCoP action research project was to evaluate 

members’ perceptions of the website’s impact on individual professional development, 

individual knowledge exchange practices, and self-efficacy.  Furthermore, with this study 

being an action research project, the overarching goal was to develop methods and 

produce findings that better understand and improve practice (Mertler, 2014) within the 

G-3/5/7 organization.  The limitations described in this section pertain to factors that 

negatively impacted my confidence in the data collection, analysis procedures, results, or 

implications presented for this study.  These limitations are (a) sampling (size and 



100 

procedure), (b) the condensed study timeline, (c) the novelty effect (d) and the 

experimenter effect.  Each of these limitations will be described in the section below. 

Both the participant sample size and the sampling procedure are a limitation to 

this study’s results.  With only four semi-structured interviews being held, and only 19 

people completing the questionnaire, I cannot directly attribute this project’s assertions 

and implications to all 45 VCoP members.  Furthermore, the small number of 

questionnaire respondents influenced my decision to limit quantitative analysis to basic 

descriptive statistics rather than seeking a more in-depth exploration of other quantitative 

factors.  In addition to sampling size, the purposive and stratified sampling methods may 

have led to selecting participants who may not have been an ideal representation of the 

total G-3/5/7 population.  However, the goal of action research is not to be completely 

conclusive and generalizable, but to improve practice within a situation.  As such, the 

sample size and sampling limitation should be viewed only through the lens of this cycle 

of research even though I would have liked to have based findings on a larger percentage 

of VCoP members.   

The second limitation of this study is the condensed timeline of the project.  The 

entire timeline of this study (from pre-implementation to data analysis) occurred over the 

course of approximately 20 weeks, which is a relatively short period to evaluate a VCoP.  

Each of the four interview respondents stated a desire to have more time to interact with 

peers and site content; indeed, the first theme within the access and usability construct 

was ‘it will take time to normalize the VCoP within the organization.’  Results for this 

study might have been different if there had been more time for participants to use the 
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website and mutually engage with one another.  Conducting subsequent cycles of 

research would mitigate this limitation, and would help answer whether participant 

activity, behavior, and/or opinions would improve.  

The third limitation, the novelty effect, is a byproduct of the second limitation, 

and threatens the external validity of this study because results are unlikely to be 

replicated if this action research project were to be repeated after an extended amount of 

time or when the novelty wears off (Smith & Glass, 1987).  As pointed out in chapter 2, 

many studies detail how CoPs often experience difficulty in sustaining active 

participation, engagement, and member interest over time (e.g., Wenger, 1998; Chalmers 

& Keown, 2006; Ardichvili, 2008; Cochrane & Narayan, 2013; Harung & Oliveira, 2013; 

Al-ghamdi & Al-ghamdi, 2015; Pan et al., 2015; Jimenez-Zarco et al., 2015; Hou, 2015; 

Liu et al., 2016; Owen et al., 2018).  I wonder if the majority of study participants would 

still have reported overwhelming levels of positive feelings about the VCoP if the 

implementation period lasted for at least one year. 

 My bias and subjectivity also influenced this study.  As the G-3/5/7 VCoP 

creator, website administrator, and participant, I sought to make the VCoP as appealing to 

current and future VCoP members as I possibly could.  Whether serving in these roles or 

in my role as researcher, my bias may have impacted one or more areas of this study.  

However, I tried to responsibly consider my influence by using mixed methods, 

conducting member checks on qualitative assertions, and contacting potential 

questionnaire respondents through G-3/5/7 leadership.   
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Implications for Practice 

Results of the G-3/5/7 VCoP action research project led me to infer that the 

implications for practice ultimately revolve around the three dimensions of CoPs (mutual 

engagement, joint enterprise, shared repertoire) as described by Wenger (1998).  The 

three implications are: (a) CoP sustainability hinges on members being active and/or 

contributing, (b) mechanisms must be put in place to regularly promote knowledge 

sharing among CoP members of all levels, and (c) members need to frequently assess the 

relevance of CoP resources and artifacts.   

The first implication is that CoP sustainability hinges on members being active 

and/or contributing.  Research participants in this study overwhelmingly agreed that 

increased member engagement in the VCoP is needed to fully realize its potential 

benefits. If for some reason members’ interest wanes and they no longer leave a footprint 

(via posts, replies, likes, adding content, etc.) on the website, feelings of isolation would 

set in and the core CoP dimension of ‘mutual engagement’ would slowly vanish.  

Without member interactions, the VCoP would no longer serve communally negotiated 

interests.  Instead, it would shift towards only serving the needs of a few, and likely, 

would soon see content use plummet (alongside activity levels) as members who obtained 

what they sought from the VCoP would no longer need to use the website.  On the 

contrary, if a healthy number of members remain active and contribute content and/or 

insights to the community, the VCoP would have a much better chance of becoming 

sustainable.  To improve member activity for the G-3/5/7 VCoP, I aim to increase the 

frequency in which members are alerted to new content and site features; send 

membership invites to more people; develop and conduct ‘key leader’ presentations on 
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VCoP benefits to the organization; and find or create site orientation videos/guides for 

members. 

The second implication is that mechanisms must be put in place to regularly 

promote knowledge sharing among CoP members.  Participating in symbiotic discourse 

to negotiate meaning, reach shared understanding, and exchange knowledge is a 

fundamental characteristic of a community of practice.  Study participants for this project 

indicated VCoP tools helped facilitate knowledge exchange among members.  However, 

they also indicated a strong desire for more interaction with fellow members.  Their calls 

for increased member-to-member information sharing seemed to imply they knew other 

members contained knowledge and insights that could potentially expose them to useful 

information, assist them in better understanding their role(s) within the organization, 

and/or help them accomplish developmental goals. For the members of the G-3/5/7 VCoP 

to reap the full benefits from the community, leaders and CoP advocates must find ways 

to encourage member interaction.   

I believe a novel way to encourage members to exchange knowledge within the 

VCoP is by allowing leaders and SMEs to increase community awareness through the 

dissemination of pertinent information through specific content areas within the VCoP.  

There are several members who have additional leadership, as well as content-specific 

and operational responsibilities, that would be vital to maintaining G-3/5/7 practice and 

process norms.  These leaders/SMEs would only need to upload documentation and/or 

post updates (on their designated area of the VCoP) to foster asynchronous discussion 

among interested members.  Those interested parties could then query and obtain 
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information that could help them reach conclusions, address problems, and learn as a 

member of a community of practice should.  Then maybe those members would see the 

VCoP as a vehicle for fostering a culture of learning and empowering social learning 

within a military learning enterprise (Shatz et al, 2015).    

The third implication is members need to frequently assess the relevance of CoP 

resources and artifacts.  Aside from gaining knowledge from fellow members, the other 

main resource is the VCoP’s content repository.  The repository contains all the resources 

and artifacts associated with what Wenger (1998) would call a community’s shared 

repertoire.  This repertoire and its resources are essentially the outputs from communal 

engagement in negotiating meaning and reaching shared understanding of what practices, 

documents, processes, programs, etc. are central to the CoP’s practice and purpose.  As 

such, it is vital that CoP members routinely assess their resources to ensure they are 

aligned with the current desires and needs of members.  Findings from the semi-

structured interview found members openly advocating for the addition of more job-

relevant content within the VCoP.  These content additions will need to be made. In 

addition, members should be reminded of the areas within the site where they can 

explicitly post comments and assess the utility of all content items, and where they can 

post their opinions and suggestions about changes to content and the repository. 

 Implications for Future Research 

 In this section I will provide three recommendations for future cycles of action 

research.  To build off the results and implications from this action research project, I 

recommend future studies seek to evaluate: (a) how VCoP members with varying levels 



105 

of self-efficacy participate in collaborative activities, (b) evaluate how member activity 

levels and perceptions about the VCoP are affected by being allotted more time to use the 

VCoP, (c) determine common characteristics of active VCoP members with high levels 

of experience in their field, and (d) evaluate how perceptions between members who 

voluntarily participate in a VCoP compare with members whose participation was 

mandated. 

 The first recommendation for future research is to study and compare how VCoP 

members with varying levels of self-efficacy participate in collaborative activities.  This 

current action research cycle obtained demographic data on VCoP members and gathered 

their perceptions about the VCoP’s ability to facilitate knowledge exchange.  However, a 

subsequent study that seeks to determine whether a correlation exists between members’ 

levels of self-efficacy and their participation in knowledge exchange activities might 

yield insights on to how to better motivate and involve members of varying levels. A 

potential research question for such a study might be this: How and to what extent do 

VCoP members with varying levels of self-efficacy exchange knowledge with fellow 

CoP members?  

The second recommendation for future research is to allow members more time to 

use the website and evaluate how the additional time affects member activity and 

perceptions about the VCoP. 

 The third recommendation for future action research would be to study the 

common characteristics of active VCoP members with highest levels of experience 

within their field.  Results for the semi-structured interviews of this study revealed 

participants’ belief that the VCoP would not be as appealing to senior employees as it 



106 

would be to newcomers.  Future research on active experienced members might reveal 

individual or community characteristics, cultural elements, and/or VCoP components that 

interest senior employees and motivate them to remain active in a VCoP.  A hypothetical 

research question may be: What common characteristics exist among active VCoP 

members with higher levels of experience/seniority?  Another question might be: What 

common interests are shared among active VCoP members with higher levels of 

experience/seniority? 

 The last recommendation for a future cycle of action research is a study on the 

differences in perceptions between members who voluntarily participate in a VCoP and 

those who were mandated to do so.  All research participants for the G-3/5/7 VCoP study 

voluntarily joined the VCoP.  Two common points raised during semi-structured 

interviews were that (a) all employees within the organization should be members and (b) 

leadership buy-in must increase to maximize the VCoP’s impact.  These two points make 

me wonder if a forcing mechanism, such as leadership mandating VCoP membership and 

participation, would generate authentic, frequently occurring interactions between 

members.  A potential research question for this aim would be: In what ways do member 

perceptions of the VCoP differ between voluntary participants and those whose 

participation was mandated? 

 Conclusion 

In this final section, I discuss how this action research project and completing a 

dissertation unearthed three lessons on educational leadership and innovation that will 

forever remain centered in how I approach leading and impacting systemic change in 

organizations.  These three lessons on educational leadership call for me to: (a) lead 
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versus manage change, (b) balance the need to replicate versus experiment/customize, 

and (c) center people over products/outcomes. These have become key attributes of my 

philosophy on educational leadership and innovation and surfaced in relation to my work 

context, action research, and my understanding of educational leadership and innovation.  

Lead vs manage change.  This action research project forced me to commit to 

being at the forefront of change and bear responsibility for whatever outcomes were 

produced from the implementation of the VCoP.  Independently researching a problem of 

practice, using ingenuity to develop an innovation, and planning the whole 

implementation and evaluation of the innovation clarified why it is important for 

innovators to be on the ‘front end’ leading organizational change.  Leaders of change 

must see themselves as part of the system being changed and proactively focus on 

fostering a culture where successful change can become possible (Buller, 2015).  If they 

do not, they risk being almost automatically thrust into the position of managing 

change—where too much attention gets placed on realizing specific outcome and 

expecting/forcing personnel to adapt to meet the outcome.  

Choosing to replicate or experiment/customize.  When evaluating which 

innovation(s) I would use to address the problem of practice, I faced what Rao and Sutton 

(2014) describe as the ‘problem of more’—when leaders wrestle over whether efforts to 

‘scale up’ change should be done through emulating an original model versus 

encouraging local variation, experimentation, and customization.  My eventual decision 

to create a virtual community of practice manifested during a time when many in my 

organization were outwardly frustrated with how other new initiatives had recently been 

rolled out by management.  While I personally thought some of those initiatives were 
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novel and would help employees produce higher quality outputs more efficiently, the 

pervasive narrative in the organization was that things would have been less intrusive and 

frustrating had leadership sought feedback on how changes would impact the culture of 

the organization.  This insight made me recognize that my population would likely not 

take well to having another innovation replicated and forced upon them, as they 

appreciate having their input heard and being given situational awareness of things that 

could affect them.  So instead, I sequestered the opinions of the population, piloted the 

virtual community of practice, customized it based on feedback, and will continue to 

check in with community members to ensure the site stays in line with their interests.     

Center people over products/outcomes.  Through this project, I learned that the 

overall success of any new intervention or innovation hinges on how well people at every 

level of the organization embrace it.  Early on in this project, I came to realize that the 

frustrations some research participants and I felt during the implementation of the G-

3/5/7 VCoP stemmed from the fact that innovation strikes at the very heart of 

cultural/paradigm change and most members simply were not used to collaboratively 

working to improve themselves and their peers.  Never was this reality truer to me than 

when I began analyzing data collection results and discovered that VCoP members 

weren’t as active as I would have liked.  The activity reports and reflections on 

knowledge exchange (in interviews) revealed that members had difficulty engaging with 

one another and/or stopped using the website.  I wasn’t sure if low activity was a result of 

members being overworked in their daily duties, if the geographically dispersed physical 

presence led to decreased engagement, or if it was due to some other factor.  Eventually, 

my initial feelings of bewilderment were soon replaced with those of satisfaction when I 
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noticed that although members weren’t frequently active, over 80% of study participants 

believed the VCoP website was user-friendly; could assist them in meeting professional 

goals; could facilitate meaningful discourse; and helped members produce higher quality 

work.  I soon recognized that the success of the G-3/5/7 VCoP doesn’t depend on a high 

number of daily, weekly, or monthly active users.  Rather, the value of the VCoP lies in 

how well it adapts to meet members’ expectations and provides them access to the 

resources/expertise they desire and/or need—when they need it.     

Final thoughts.  At the start of my doctoral program, I was leery of how well the 

program curriculum and objectives would translate to the non-traditional, military 

training and education context in which my entire career had been spent.  Little did I 

know that my initial introduction to action research (in the first course of the program) 

would be strengthened throughout the program to the point where I would voluntarily, 

and confidently, choose to conduct a mixed methods study for my dissertation.   

Although it wasn’t easy, and I oftentimes found myself frustrated and frequently needing 

to revisit steps I thought I had completed, the entire journey proved to be a worthwhile 

experience that will forever change the way in which I assess and go about the business 

of solving complex or ‘wicked’ problems.  No longer will I try solving these problems 

without both planning for and methodically carrying out sound research procedures.  In 

the end, this action research project, and my doctoral program, taught me how to apply 

action research to improve my own professional judgement and to garner insights into 

how best to achieve desirable outcomes (Mertler, 2014) for my organization and all its 

internal and external stakeholders.   
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TRAINING SUPPORT DIVISION VIRTUAL COMMUNITY OF PRACTICE 

QUESTIONNAIRE 
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Training Support Division (G-3/5/7) Virtual Community of Practice (VCoP) 

Questionnaire 

(Adapted from the Asian Development Bank’s employee perceptions survey on community of practice 

critical success factors (Serrat, 2011)) 
 

Section I.  Please select which answer best represents your level of agreement with the 

following statements about the G-3/5/7 VCoP. 

 

ACCESS & USEABILTY 

 

1. There is a clear focus on each page within the website. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

2. Subsections are appropriately placed within the website’s pages. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

3. The VCoP has a user-friendly interface. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

4. I have little difficulty accessing the VCoP. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

5. I experience little difficulty navigating throughout the website. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

6. The VCoP provides a welcoming social environment. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

PROFESSIONAL DEVELOPMENT  

 

7. The professional development focus of the VCoP interests me. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

8. The VCoP helps me find professional development information I normally 

wouldn’t have found on my own. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

9. The VCoP helps me better integrate learning into my work life. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

10. The VCoP helps me accomplish individual professional development goals. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

11. The VCoP is useful for locating information on mandatory training.  
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(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

12. The VCoP promotes collective/team knowledge building.  

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

COMMUNITY BUILDING & KNOWLEDGE EXCHANGE 

 

13. The VCoP helps drive my willingness to participate in peer development. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

14. The VCoP helps me build relationships with others in G-3/5/7. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

15. The VCoP contributes to my sense of belonging.  

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

16. The VCoP motivates me to share work-related knowledge. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

17. The VCoP helps provides access to expertise. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

18. The VCoP builds up an agreed set of communal resources over time. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

19. The VCoP effectively leverages tools for sharing information between members. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

20. The VCoP strengthens collaboration across G-3/5/7 departments. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

SELF-EFFICACY  

 

21. My work can benefit as a result of participating in the VCoP. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

22. I can complete individual projects more efficiently by using resources within the 

VCoP. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

23. I can produce higher quality work on individual projects by using resources 

within the VCoP. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 
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24. I can complete team-based projects more efficiently by using resources within 

the VCoP. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

25. I can produce higher quality work on team-based projects by using resources 

within the VCoP. 

(  Strongly Agree  Agree  Disagree  Strongly Disagree  Not Applicable) 

 

Section II.  Please select only ONE response for the following questions: 

 

26. What describes you best? 

 Department of the Army Civilian 

 Government Contractor 

 Military (Active/National Guard/Reserve) 

 

27. How long have you been in your current position? 

 Less than 1 year 

 1 - 2 years  

 2 - 5 years 

 5 - 10 years 

 Over 10 years 

 

28. What is the highest level of formal education you have obtained? 

 GED  

 High School  

 Some College 

 Associate Degree 

 Undergraduate Degree 

 Postgraduate Degree 

 

29. How often are you involved in face-to-face CoP activities? 

 Daily 

 Weekly  

 Monthly 

 Quarterly 

 Yearly 

 Never 

 

30. How often did you use the G-3/5/7 VCoP? 

 Daily 

 Weekly  

 Monthly 

 Quarterly 

 Yearly 
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TRAINING SUPPORT DIVISION VIRTUAL COMMUNITY OF PRACTICE 

INTERVIEW GUIDE 
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Training Support Division (G-3/5/7) Virtual Community of Practice (VCoP) Interview 

Guide 

(Adapted from the Gauvreu et al.’s (2016) interview guide on distance education students’ experiences 

with online professional skills workshops) 
 

ACCESS & USEABILTY  

 

1. What are your impressions with regard to accessing and navigating throughout the 

VCoP website? Was content appropriately placed within pages and conveniently 

located? How can the layout be improved? 

 

2. With respect to the social environment – did you feel encouraged to share ideas, 

concerns within the platform? Did the environment feel safe and welcoming to 

you? Please describe your experiences.  

 

PROFESSIONAL DEVELOPMENT  

 

3. Which content areas were of greatest interest to you (mandatory training info, PD 

portals, administrative links, etc.)? Which were of least interest? Please explain 

why.  

 

4. What other content or topics would you recommend adding to the site to improve 

individual or collective development outcomes?  

 

5. How did the VCOP assist you with respect to your current and future individual 

development goals, or accomplishing their work?  

 

COMMUNITY BUILDING & KNOWLEDGE EXCHANGE 

 

6. How has the virtual community impacted how you exchange knowledge with 

colleagues? Did you interact with your peers to accomplish tasks/goals? 

 

7. Were there any times when knowledge initially acquired/shared within the VCoP 

extended beyond the portal? If so, please describe your experience(s)?  

 

8. Did you at any time begin to feel a sense of community building occurring within 

G-3/5/7? If so, when did this begin to occur for you? If not, what else could have 

been done to enhance community building?  
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9. Do you feel that knowledge acquisition/exchange within the VCoP presents 

challenges different than other mediums or platforms? 

 

SELF-EFFICACY 

 

10. Did participation in the VCoP influence your belief in your ability to perform 

individual or team tasks/projects? If so, in what way(s)?  

 

11. Do you feel the VCoP can help you more efficiently accomplish or reach 

development goals?? If so, in what way(s)? 

 

12. Did the VCoP have any impact on how you understand your role in your 

department, G-3/5/7, or Army training & education in general? Please explain. 

 

SUMMARIZED THOUGHTS 

 

13. What did you find to be strengths and limitations of participating in the VCoP? 

How did it impact you as a participant? What did you get out of it? What more 

were you hoping for?  

 

14. Would you recommend newcomers or current G-3/5/7 employees not part of this 

study to participate in the VCoP? Why or why not?  

 

15. Do you have any questions, contributions, or thoughts you wish to make that will 

help me understand your point of view on this topic?  
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APPENDIX C 

TRAINING SUPPORT DIVISION VIRTUAL COMMUNITY OF PRACTICE 

QUESTIONNAIRE FREQUENCY REPORT 
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Training Support Division (TSD) Virtual Community of Practice (VCoP) Questionnaire 

Frequency Report 

 

Training Support Division (TSD) Virtual Community of Practice (VCoP) 
Questionnaire 

 
Type: Frequency Report 
 
Date: 2/5/2019 
 
Time Zone in which Dates/Times Appear: (UTC-05:00) Eastern Time (US & Canada) 
 
Total number of responses collected: 19 
 
 

1. There is a clear focus on each page within the website. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   42.1% 8 

Agree   52.6% 10 

Disagree  0.0% 0 

Strongly Disagree   5.3% 1 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 
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2. Subsections are appropriately placed within the website’s pages. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   36.8% 7 

Agree   57.9% 11 

Disagree  0.0% 0 

Strongly Disagree   5.3% 1 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 

 

 

 

3.  The VCoP has a user-friendly interface.  
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   44.4% 8 

Agree   50.0% 9 

Disagree  0.0% 0 

Strongly Disagree   5.6% 1 

Not Applicable  0.0% 0 

Not Answered   1 

Valid Responses 18 

Total Responses 19 
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4. I have little difficulty accessing the VCoP. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   52.6% 10 

Agree   26.3% 5 

Disagree   21.1% 4 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 

 

 

 

5. I experience little difficulty navigating throughout the website. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   36.8% 7 

Agree   47.4% 9 

Disagree   10.5% 2 

Strongly Disagree   5.3% 1 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 
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6. The VCoP provides a welcoming social environment. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   47.4% 9 

Agree   42.1% 8 

Disagree   5.3% 1 

Strongly Disagree  0.0% 0 

Not Applicable   5.3% 1 

Valid Responses 19 

Total Responses 19 

 

 

 

7. The professional development focus of the VCoP interests me. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   42.1% 8 

Agree   47.4% 9 

Disagree   10.5% 2 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 
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8. The VCoP helps me find professional development information I 

normally wouldn’t have found on my own. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   26.3% 5 

Agree   63.2% 12 

Disagree   10.5% 2 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 

 

 

 

9. The VCoP helps me better integrate learning into my work life. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   26.3% 5 

Agree   63.2% 12 

Disagree   10.5% 2 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 
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10. The VCoP helps me accomplish individual professional 

development goals. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   31.6% 6 

Agree   57.9% 11 

Disagree   10.5% 2 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 

 

 

 

11. The VCoP is useful for locating information on mandatory training. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   52.6% 10 

Agree   47.4% 9 

Disagree  0.0% 0 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 
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12. The VCoP promotes collective/team knowledge building.  
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   36.8% 7 

Agree   57.9% 11 

Disagree  0.0% 0 

Strongly Disagree  0.0% 0 

Not Applicable   5.3% 1 

Valid Responses 19 

Total Responses 19 

 

 

 

13. The VCoP helps drive my willingness to participate in peer 

development. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   31.6% 6 

Agree   52.6% 10 

Disagree   15.8% 3 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 
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14. The VCoP helps me build relationships with others in TSD. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   21.1% 4 

Agree   63.2% 12 

Disagree   15.8% 3 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 

 

 

 

15. The VCoP contributes to my sense of belonging.  
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   15.8% 3 

Agree   68.4% 13 

Disagree   15.8% 3 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 
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16. The VCoP motivates me to share work-related knowledge. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   26.3% 5 

Agree   63.2% 12 

Disagree   10.5% 2 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 

 

 

 

17. The VCoP helps provides access to expertise. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   42.1% 8 

Agree   52.6% 10 

Disagree   5.3% 1 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 
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18. The VCoP builds on an agreed upon set of communal resources 

over time. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   27.8% 5 

Agree   61.1% 11 

Disagree   11.1% 2 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Not Answered   1 

Valid Responses 18 

Total Responses 19 

 

 

 

19. The VCoP effectively leverages tools for sharing information 

between members. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   31.6% 6 

Agree   68.4% 13 

Disagree  0.0% 0 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 
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20. The VCoP strengthens collaboration across TSD. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   33.3% 6 

Agree   50.0% 9 

Disagree   11.1% 2 

Strongly Disagree  0.0% 0 

Not Applicable   5.6% 1 

Not Answered   1 

Valid Responses 18 

Total Responses 19 

 

 

 

21. My work habits can benefit as a result of participating in the VCoP. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   26.3% 5 

Agree   63.2% 12 

Disagree   10.5% 2 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 
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22. I can complete individual projects more efficiently by using 

resources within the VCoP. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   26.3% 5 

Agree   68.4% 13 

Disagree   5.3% 1 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 

 

 

 

23. I can produce higher quality work on individual projects by using 

resources within the VCoP. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   22.2% 4 

Agree   66.7% 12 

Disagree   11.1% 2 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Not Answered   1 

Valid Responses 18 

Total Responses 19 
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24. I can complete team-based projects more efficiently by using 

resources within the VCoP. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   26.3% 5 

Agree   63.2% 12 

Disagree   5.3% 1 

Strongly Disagree  0.0% 0 

Not Applicable   5.3% 1 

Valid Responses 19 

Total Responses 19 

 

 

 

25. I can produce higher quality work on team-based projects by using 

resources within the VCoP. 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Strongly Agree   31.6% 6 

Agree   57.9% 11 

Disagree   10.5% 2 

Strongly Disagree  0.0% 0 

Not Applicable  0.0% 0 

Valid Responses 19 

Total Responses 19 
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26. What describes you best? 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Department of the Army 

Civilian 
  57.9% 11 

Government Contractor  0.0% 0 

Military (Active/National 

Guard/Reserve) 
  42.1% 8 

Valid Responses 19 

Total Responses 19 

 

 

 

27. How long have you been in your current position? 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Less than 1 year   31.6% 6 

1-2 years   10.5% 2 

2-5 years   21.1% 4 

5-10 years   21.1% 4 

over 10 years   15.8% 3 

Valid Responses 19 

Total Responses 19 
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28. What is the highest level of formal education you have obtained? 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

GED  0.0% 0 

High School  0.0% 0 

Some College   10.5% 2 

Associate Degree   26.3% 5 

Undergraduate Degree   26.3% 5 

Postgraduate Degree   36.8% 7 

Valid Responses 19 

Total Responses 19 

 

 

 

29. How often are you involved in face-to-face CoP activities? 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Daily   26.3% 5 

Weekly   36.8% 7 

Monthly   15.8% 3 

Quarterly   5.3% 1 

Yearly  0.0% 0 

Never   15.8% 3 

Valid Responses 19 

Total Responses 19 

 

 

 

 

 



139 

30. How often did you use the G-3/5/7 VCoP? 
(Respondents could only choose a single response) 

Response 20% 40% 60% 80% 100% Frequency Count 

Daily   5.3% 1 

Weekly   26.3% 5 

Monthly   26.3% 5 

Quarterly   5.3% 1 

Yearly  0.0% 0 

Never   36.8% 7 

Valid Responses 19 

Total Responses 19 
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APPENDIX D 
 

CYBER CENTER OF EXCELLENCE AUTHORIZATION TO CONDUCT THE 

STUDY 
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APPENDIX E 

ARMY HUMAN RESEARCH PROTECTION OFFICE APPROVAL OF STUDY 

INSTRUMENTS 
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APPENDIX F 

ARMY RESEARCH INSTITUTE STUDY EXEMPTION FROM FORMAL 

LICENSING  
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APPENDIX G 

INSTITUTIONAL REVIEW BOARD STUDY APPROVAL 
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APPENDIX H 

INSTITUTIONAL REVIEW BOARD STUDY MODIFICATION APPROVAL 
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