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Overview
 Study context and background – the LEADER project

 Communities of Practice (CoPs) – defined ánd
operationalized?

 How can we foster CoPs development and growth?

 Approach of this study
 Literature study on theoretical background Wenger’s work (1998; 2000; 

2010)
 Context Intervention Mechanisms Outcome (CIMO) logic analysis
 Derive design propositions

 Results: design propositions

 Conclusion(s) and future work



The LEADER- project: Leadership
development in Road Transport (1)

Future

Now



The LEADER- project: Leadership
development in Road Transport (2)
 Framework for leadership development in sustainable employability through hybrid learning 
communities in road-transport

 Evidence-based framework to design hybrid learning communities for individual and collective 
leadership development of blue-collar workers



CoPs – defined? (1)
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CoPs – defined? (2)
Wenger, Trayner and De Laat (2011, p. 9):

“learning partnership and collective intention among people who 
find it useful to learn from and with each other about a particular 
domain. They use each other’s experience of practice as a learning 
resource. They use their connections and relationships as a resource 
in order to quickly solve problems, share knowledge, and make 
further connections. And they join forces in making sense of and 
addressing challenges they face individually or collectively”.
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Confusion
H OW DOES  T H I S  LOOKS  L I K E  I N  PR AC T I CE?



CoP’s – operationalized?
https://en.wikipedia.org/wiki/Barbapapa
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http://leadershiplearning.org/blog/zoe-madden-wood/2013-03-28/why-social-network-analysis

(2013)

http://leadershiplearning.org/blog/zoe-madden-wood/2013-03-28/why-social-network-analysis


Central question of study

What design propositions 
to foster CoPs development can be derived 
from CoP theory? 

https://hatrabbits.com
/onderzoek-je-probleem

/

https://hatrabbits.com/onderzoek-je-probleem/


Backtracking CoPs literature

Origins of Wenger’s literature
(e.g. 1998; 2000; 2010) and both:
• Underlying theory (e.g. Dewey, Democracy &

Education, 1916 & 1922; Experience & 
Education, 1938a and
Logic: the theory of Inquiry, 1938b)

• Subsequent theory



Approach: Context-Intervention-
Mechanism-Outcome (CIMO) logic

Component Description

(C) - Context The results that human actors aim to achieve and the 
surrounding (external and internal environmental) 
factors that influence the actors.  

(I) - Intervention Purposeful actions or measures (products, processes, 
services or activities) to solve a problem or need, and to 
influence outcomes.

(M) - Mechanism The mechanism that is triggered by the intervention, in a 
certain context, and which explains why the intervention 
produces a specific outcome. 

(O) - Outcome Various types of result of the interventions. Design  
propositions  are one  of  the  key  knowledge  products.  

https://educate-it.uu.nl/en/project-kwaliteit-en-onderzoek/

Denyer, D., Tranfield, D., & Van Aken, J. E. (2008). Developing design propositions through 
research synthesis. Organization studies, 29(3), 393-413.

Weber, M. (2011). Ontwerpstellingen en ontwerpprincipes. In: J. Van Aken en D. 
Andriessen (Eds.), Handboek ontwerpgericht wetenschappelijk onderzoek. Boom Lemma.

https://educate-it.uu.nl/en/project-kwaliteit-en-onderzoek/


Core elements of a CoP
Wenger (1998)

(a) Domain: 
Stimulating learning energy

(b) Community:
Developing mutuality

(c) Practice:
Building self-awareness

https://oxford-review
.com

/w
hy-som

e-people-learn-better-using-cooperative-learning-techniques/

https://oxford-review.com/why-some-people-learn-better-using-cooperative-learning-techniques/




Opportunities to negotiate a joint 
inquiry and work together to 
address gaps in knowledge

Opportunities for mutual 
engagement

Opportunities to develop a shared 
history of learning and commitment 
to the enterprise and other 
participants

Opportunities to envision the 
potential of the community to 
inspire participation and a learning 
agenda

Opportunities for looking at 
experiences in a variety of new ways

Opportunities for deepening the 
processing of suggestions/ideas

Opportunities to discover 
intersections of mutual relevance to 
guide participants’ activities

Opportunities for developing 
diversity and complexity in the ways 
in which participants are connected

Opportunities to develop and  share 
repertoire in an interactive and 
dynamic way

Level of learning energy Depth of social capital Extent of self-awareness

Interventions

Material for 
engagement

Material for 
imagination

Material for 
alignment



Propositions to foster joint enterprise 
(level of learning energy)

To foster the development of CoPs:

1. Engage participants in exploring how the community feeds into their common and personal 
experiences in practice to enable them to recognize opportunities for forming a learning 
partnership by developing an understanding of where and in what ways they are already 
connected and committed to learning together.

2. Let participants explore how alternative visions of the community’s potential are relevant to 
challenges in their practice to inspire participation and a learning agenda by broadening their 
understanding of what the community could be potentially about.

3. Help participants translate their interests into a collective course of action for the 
community to enable them to converge around a common focus by developing an 
understanding of where intersections of mutual relevance lie.
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Propositions to foster mutual engagement 
(depth of social capital)

To foster the development of CoPs:

4. Provide participants with challenges and responsibilities that draw out their current 
competence while simultaneously encouraging them to explore new territories to enable 
mutual engagement by developing relationships and trust.

5. Support participants in investing their background, outlook and context(s) in its activities and 
interactions to enable them to exploit their diversity and partiality by looking at the(ir) 
situation from multiple perspectives. 

6. Support participants in coordinating their various perspectives to enable them to understand 
how they are connected in diverse and complex ways by becoming conscious of the wider 
connections and implications in their mutual experiences.



Propositions to foster shared repertoire 
(degree of self-awareness)

To foster the development of CoPs:

7. Support participants in translating insights from the CoP to and apply them in their own 
practices to enable them to form their own convictions by using their own and other’s 
experiences in its application to develop shared practices that allow for continuous renewal.

8. Support participants with opportunities and tools for further exploring suggestions to enable 
participants to turn these insights into further resources for mutual engagement by using 
them to form new self-presentations or for talking in a reflective manner.

9. Support participants with opportunities to align their repertoire in a collaborative way to 
enable them to share repertoire in a dynamic and interactive way by developing an 
understanding of what is effective in the course of addressing specific issues and why.





Future work
• Case studies to detect success and fail factors to foster the
development of CoPs in the logistics and transport sector in 
practice

• An evidence-based framework to design for (optimal 
conditions for the) development of hybrid learning 
communities on leadership to foster and enhance the 
sustainable employability of blue-collar subordinates
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