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3 Executive summary 
 

This is the first deliverable of the series of RailActivation technical work package and of the WP3. 

This report presents the concept of Interregional Community of Practice (ICoP), RailActivation 

approach to build interregional Communities of Practice (ICoP), particularities of their 

functioning and sets the framework of their description.  

Innovation and research are no longer restricted to laboratories and research centres. Today, 

new ideas and innovative approaches emerge every day from people working on customer-

facing situations and dealing with real-life issues. It is therefore essential to not only collect these 

ideas, but to encourage and reward them as well. Though many theories discuss organizational 

innovation, building an innovative ecosystem within the workplace are strategies that could be 

categorized into resource-based, and also organizational strategies as each of these elements 

includes resources as well as management strategies to encourage and inculcate innovation in 

employees, such that the entire organization works as an innovation platform, generating and 

capturing new ideas. As a result, RailActivation Projects is aimed to contribute in the Ecosystem 

of innovation through Interregional Communities of Practice, by implementing the Workplace 

Innovation Techniques. 

Comprehensive Interregional Community of Practice is contributing to the main objective of 

RailActivation Project, which consists of the creation and piloting a rail business and 

organisational mechanisms for the uptake of Workplace Innovation by SMEs from the railway 

sector as part of an Open Innovation Ecosystem. Therefore, it is aimed to generate an 

environment where creative ideas flourish, not just in R&D but throughout the organization, at 

every level. Consumers and frontline staff are in the best position to know what is needed and 

the ubiquitous availability of technology is creating innovation ecosystems out of the control of 

large corporations. 

It is an essential part of the process of building the internal capabilities and process required to 

deliver exceptional experiences for years to come, and to drive change across SMEs. Thus, the 

support to the development of open, collaborative and multidisciplinary interregional networks 

around the open design and manufacturing model, as a means to boost knowledge co-creation 

and skills development in this emerging field.  

In summary, the ICoPs main strategy consist building networking into the culture sparks 

communication across the silos and encourages and inspires new ideas, with the right cultural 

mindsets in place. 
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3.1 Disclaimer 

This document does not represent the opinion of the European Community, and the European 

Community is not responsible for any use that might be made of its content. This document may 

contain material, which is the copyright of certain RailActivation consortium parties, and may 

not be reproduced or copied without permission. All RailActivation consortium parties have 

agreed to full publication of this document. The commercial use of any information contained 

in this document may require a license from the proprietor of that information. Neither the 

RailActivation consortium as a whole, nor a certain party of the RailActivation consortium 

warrant that the information contained in this document is capable of use, nor that use of the 

information is free from risk and does not accept any liability for loss or damage suffered by any 

person using this information.   
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4 Introduction 

4.1. Objectives 

Railway industry plays an important role in the transport system. On the one hand, railway is 

known as a knowledge-based and up to date industry. This claim is totally confirmed by the 

recent advances in high-speed trains and high spread of railway transport in urban and suburban 

areas. On the other hand, railway enterprises need to be constantly developing knowledge- and 

innovation-based infrastructures to be able to answer all the requirements of their users. 

Traditionally, knowledge management exists inside organizations. And exchange of inter-

organization knowledge and the use of experts’ opinions in railway industry can be achieved 

forming Communities of Practice (CoP) at all levels (Babaei Ebrahimabadi, Majid, Reza Radfar, 

and Abbas Toloei Eshlaghy., 2019). The process of innovation development has a very strong 

networking component (Swan, 2002) what highlights the importance of creation of CoPs in the 

railway sector. 

Innovation requires that the invention has reached the market or better that a successful 

realization with enhanced customer or manufacturer benefit  (Watty, 2013), (Binz & Reichele, 

2005), (Ericson & Kastensson, 2011)). According to innovation system theory, innovation is a 

result of a complex set of relationships among actors in a system, which includes enterprises, 

universities and research institutes (Adner, 2006). The exchange of technology and information 

between people, companies and institutions is an important factor in innovation 

processes.Reviewing the literature, there is no consensus on the exact definition of an 

innovation system, and the concept is still emerging in particular in Engineering Science, which 

is an important part of the Railway Value Chain. 

The purpose of this report is to identify RailActivation approach in building Interregional 

Communities of Practice (ICoP) and to set the general framework for the activities. The 

development of new products has been considered haphazard affair, based on a combination 

of past performance and good instinct. In today's rapidly changing environment, managing 

innovation effectively has become essential. The main aim of RailActivation Project by creating 

iCoP is to achieve an effectively innovation management system in the railway sector. 

 

4.2. Contributions to other WPs and deliverables 

WP3 belongs to the mapping flow, which starts with the WP2 definition of RailActivation 

operational tools dedicated to innovating and revitalize SMEs (test objectives). The technical 

activities are composed of WP2, 3, 4 and cover the development of the capabilities and piloting 

in real conditions. These activities demonstrate the functionality of RailActivation pilot scheme 

following the test and evaluation phases under 3 different regional & national scenarios. WP3, 

and D3.1 in particular, will feed WP5 which aims in the one hand raise public awareness and 

offer policy maker recommendations for update of Workplace Innovations, as well as 

coordinates communication and dissemination of results generated throughout the project. 



Project:  RailActivation - Activating inclusive growth in railway SMEs by 
workplace innovation 

 

Title:  D.3.1. Community of Practice selection 
 

Diss.Level PU 

 

8 
This Project has received funding from the European Union’s Horizon 2020 research and innovation programme under 
grant agreement No 861887                                                                         
 

As WP3 starts with the Task 3.1, it is the basis for definition of the cascade funding mechanisms 

to create the ICoPs in which the RailActivation Project will be tested. ICoPs will be created in 

order to define the RailActivation Pilot Scheme. 
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5 CoP concept 
The concept of Community of Practice (CoP)   originated in Etienne’s work with Jean Lave (Lave, 

Jean, and Etienne Wenger., 1991), and the term community of practice (CoP) was initially 

introduced in the work of Wenger (Wenger E. , 1999). CoP refers to groups of individuals who 

share a profession and engage in the sustained pursuit of a shared enterprise. Or, in other words, 

it can be defined as “groups of people who share a concern or a passion for something they do 

and learn how to do it better as they interact regularly” (Wenger E. , 2009).  

Among the main particularities of CoP is that relationships are formed around practice and 

authority relationships in a Community of Practice emerge through interaction around expertise 

(Lesser, 2001). 

There are two main purposes of CoP: development of its members’ capabilities, knowledge 

building and exchange. 

Three characteristics are crucial for CoP (Farnsworth, Valerie, Irene Kleanthous, and Etienne 

Wenger-Trayner. , 2016): 

1) Domain - the area in which a community claims to have legitimacy to define 

competence. 

2) Community - Members of a CoP may engage in the same practice while working on 

different tasks in different teams. But they can still learn together. 

3) Practice - Members of a CoP develop a shared range of resources: experiences, stories, 

tools, ways of addressing recurring problems—in short, a shared practice. 

 

Figure 1. Communities of Practice have three distinct traits. 

A number of characteristics explain high effectiveness of building communities of practice as an 

effective instrument for developing strategic capabilities in organizations (Wenger E. , 

Communities of practice: A brief introduction., 2011):  

• Communities of practice enable practitioners to take collective responsibility for 

managing the knowledge they need, recognizing that, given the proper structure, they 

are in the best position to do this.  
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• Communities among practitioners create a direct link between learning and 

performance, because the same people participate in communities of practice and in 

teams and business units. Practitioners can address the tacit and dynamic aspects of 

knowledge creation and sharing, as well as the more explicit aspects.  

• Communities are not limited by formal structures: they create connections among 

people across organizational and geographic boundaries. 

Besides that, CoPs play a critical role in the promotion of learning and innovation in 

organizations (Swan, 2002). This can be explained with specific connections, relationships, 

common context which characterize CoPs (Lesser, 2001): 

• CoPs leverage weak ties that provide exposure to new ideas. 

• Build safe environment for brainstorming and testing new ideas. 

• Understand which problems are of common interest. 

Furthermore radical innovations frequently occur at the interstices across communities. 

Focusing on the railway sector countries have especially considered railway development 

because of specifications such as saving fuel, decreasing environment pollution and acquiring 

higher levels of security. On the one hand, railway is known as a knowledge-based and up to 

date industry. This claim is totally confirmed by the recent advances in high-speed trains. On the 

other hand, railway enterprises need to move along with developing knowledge- and innovation 

based on infrastructures to be able to compete with other companies and other modes of 

transportation. Traditionally, knowledge management exists inside organizations. However, 

exchange of inter-organization knowledge and the use of experts’ opinions in railway industry is 

not so common. 

Companies within the railway sector are highly loyal to continue on traditional methods in 
railway operation management. Furthermore,it is increasing the risk of losing time in applying 
new technologies. For applying new technologies, it is required to reach at proper knowledge 
and promote absorption capacity of railway companies. Such knowledge-based environment 
does not exist in many of these companies. Also, as a result of the lock-in phenomenon, 
companies' movement to change approaches and to apply modern railway systems is so slow. 
It is performed in a passive environment without interorganizational transactions. Therefore, 
gathering information by creating iCoP based in the sector would be key in order to create the 
Open Innovation Ecosystem communities.  
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6 RailActivation ICoPs approach and particularities 
The RailActivation project will organize 20 Interregional Communities of Practice (ICoP) to co-

create pilot actions and develop guidelines of best practices and policy recommendations based 

on the experience from these pilots. 

The composition of the ICoPs will reflect similar need of SMEs and a comparable 

entrepreneurship culture in the area covered by the network, enabling the creation of new, 

context-based support. The ICoP will meet regularly as a group to discuss common challenges, 

frustrations and ideas to improve on the transition towards open innovation model.  

RailActivation has a practical ICoP implementation framework which is addressing the key 

questions surrounding Workplace Innovation (WI) and other critical activities in each ICoP 

domain with a structured approach. Collaboration within RailActivation consortium is to identify 

key challenges such as organizational culture and performance measurements, and to provide 

practical recommendations how to overcome them. RailActivation ICoPs links knowledge 

management and open innovation through public sharing, providing clear and timely 

information.  

RailActivation´s ICoPs results will include evaluation of practice-based business performance and 

innovation, policy recommendations and best practices, as shown in the figure below: 

 

 

Figure 2: General methodology of RailActivation ICoPs functioning. Source: own elaboration 

 

7 RailActivation ICoPs   
Engaged members of every ICoP is established considering their profiles and base on the 

RailActivation goals. Information about the members of every ICoP will include name of the 

entity, its location (country, region), enterprise profile (e.g. SME, research institution, 

governmental entity etc.) and its industrial specialization (e.g. spare parts manufacturer, 

operator, logistics services etc.). 
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The participation of the stakeholders will improve the business environment of the supported 

SMEs by establishing open collaboration spaces that will involve innovation actors from different 

sectors and countries. Table 1 shows more details: 

Enterprise 
profile 

Benefits from participating in ICoP Contributions from participating in 
ICoP 

 

Universities 
and Research 
Centers 

• Access to the information about 
everyday industrial problems; 

• Inspiration to take action and 
develop research and innovation; 

• Experience in solving real-world 
and complex problems. 

• Contribute high-level theoretical 
knowledge and expertise. Complex 
system understanding and analysis; 

• Facilitate implementation of 
complicated tools to problem 
solving;  

• Stimulate and manage the flow of 
knowledge and technologies 
amongst universities. 

Business 
networks and 
clusters 

• Possibility to engage new 
members; 

• Better integration into regional 
and sectoral ecosystems; 

• Access to the information about 
everyday industrial problems. 

• Provide opportunity for SMEs to 
better access innovation sources, 
building upon and connecting 
regional strengths and smart 
specialization priorities; 

• Create innovation and 
investment opportunities through 
cross sectoral collaboration;  

• Support the growth of “groups of 
SMEs” 

Policy makers 
and 
Governmental 
institutions 

• Better understanding of everyday 
needing and challenges of railway 
sector enterprises of different size;   

• Integrate of the best available 
practices into policies; 

• Ensure the relevance and the likely 
translation of the developed 
strategies;  
 

• Explain particularities of new 
policies and governmental decisions 
to other groups of stakeholders; 

• Smarter and more strategic 
planning in the transport system and 
railway sector in particular; 

• Connect policies and actions at 
various governance levels;  

• Promote Industrial modernization, 
smart specialization and the growth 
of SMEs through a concerted effort. 

SMEs and 
other private 
entities 

• Favorable business environment 
and innovation ecosystem;  

• Connection with skilled people; 

• Access to high expertise; 

• Access to technology centers and 
support organizations within and 
across regions; 

• Integration into global value 
chains. 

• Real life stories and challenges; 

• Check usability and viability of new 
solutions and practices; 

• Data put for qualitative and 
quantitative analysis of the railway 
sector development.  

Table 1 Particularities of different groups of members of RailActivation ICoPs. Source: Own 

elaboration 
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Every RailActivation ICoP will develop its own experiences, stories, tools and ways of addressing 

actual problems. 

As RailActivation ICoPs are to develop their practice through a variety of activities, which can 

include problem solving, requests for information, coordination and synergy, discussing 

developments, visits, mapping knowledge and identifying gaps. 

All ICoPs created in terms of RailActivation must be described using general template (Annex 

1).  
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7.1 Methodology 

The methodology aims to create a management change-management and innovation-

boosting methodology designed for growing the strategic capabilities that are vital to 

organizational and business performance: in these main areas:  

• Connecting people to places and opportunities. 

• Integrating communities to create a fairer society and encourage diversity and 
inclusion. 

• Supporting local and regional economies and sharing opportunities. 

• Suggesting innovative ways to improve the way the railway works. 

 

RailActivation ICoP methodology makes a bilateral connection between internal and 

external resources of the participants. Open innovation is to be applied in order to produce, 

publish and use knowledge by identifying most important ongoing challenges of knowledge 

sharing process. Open innovation is a paradigm for companies, which requires external and 

internal idea and also internal and external paths.  In other words, open innovation consists 

of two parts including outside-in and inside-out (E. Enkel, O. Gassmann, H. Chesbrough, 

2009). The outside-in part open innovation includes gathering or purchasing different 

technologies or ideas from external resources such as consumers, suppliers and experts. 

inside-out open innovation needs those organizations to transfer unused and under-used 

internal ideas to outside the companies to be used by external players. This approach is the 

basis of the functioning of RailActivation ICoPs  

  

Figure 4 Ecosystem of RailActivation ICoP basing on the open Innovation approach 

At Identification stage (see Fig.1) a qualitative research is conducted. This means that using 

knowledge-based approach the primary factors for every ICoP will be extracted through 

reviewing background of the participants. 

Besides ICoP domain and goals the following shared issues will be defined at this stage: 

- Background. – Definition of the background statement is essential because it helps to 

set the course for all other aspects of the ICoP.  

- Vision. Vision will be built upon the Background definition and the value of the ICoP to 

the organization and community members. 
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- Mission. – Mission of every RailActivation ICoP is closely tied to its vision. But instead 

of looking towards the future, the mission states the core purpose of the ICoP. 

- Principles. – ICoP´s principles can be also considered general rules of behaviour. 

They should include such aspects as commitment, communication, competence, 

equality, etc.  

In order to identify shared issues different actions will be performed (depending on the 

particularities of the ICoP). These actions include: workshops, mapping activities, networking 

activities, gathering testimonials through questionnaires and interviews, among others (find 

detailed description of these actions in Chapter 7.3).  

ICoP members will share and receive knowledge and expertise, by participating and contributing 

to the community. The format of contribution to the ICoP is not restricted and can include 

starting and facilitating discussions about topics of interest, adding resources such as real 

stories, links to information sources, announcements about upcoming events and many others. 

ICoPs will support development of the capability and flexibility of its participants what will 

make accelerate innovative ideas together with scan technology and individuals' 

capabilities.   Sharing environment is to produce creatively and open to maximize interests 

of all the participants.  

Key activities of the ICoP will be divided into the following types:  

a) Problem solving can be achieved by finding knowledge and expertise just in time. In 

practice, it may entail any number of activities that increase access to expertise and 

experiences, such as discussions, researches, and knowledge brokering.  

b) Requests for information can be performed by asking for help, co-working on a case, 

exploring an idea, training, practice transfer, inviting experts etc. 

c) Coordination and synergy consist in creation of opportunities for new projects that may 

or may not require additional commitments from community members and 

stakeholders.Synergetic effect can also be achieved due to creating standards, creation 

and sharing stories of individual and community successes to capture the best practices 

d) Discussing developments and the most recent achievements and innovations help 

to be aware of upcoming needs, benchmarks, maturity scales, knowledge exchange. 

It leads to the timely decisions. Such discussions among professionals can also lead 

to another new ideas and opportunities for community members and define how these 

will be incorporated into the community experience (conferences, etc.). 

e) Visits between ICoP participants´ entities can benefit from exchange, learning and 

teaming up with the wide network of SMEs, educational, research institutions etc.,  

f) Mapping knowledge and identifying gaps is to be done by shared understanding, 

discussing relevant topics. It will also lead to producing assets of the common ICoP use: 

documentation, bibliographies, etc. 

Generally, as it is shown in Figure 5 RailActivation ICoP functioning structure of open innovation 

includes two parts: organizational part and innovative part. In RailActivation ICoP innovation 

process is to begin by an organization by defining a challenge (in terms of problem or necessity).  
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Figure 5.RailActivation ICoP functioning structure basing on the open Innovation approach 

7.1  Innovation Way® Methodology 

Starting from the analysis of the context of SMEs, and the study of potential causes and critical 

issues related to innovation in small companies, QUINN has created the suite of Innovation 

Way® workshops, proposed within the RAILACTIVATION project after a customisation work on 

the needs of railway sector. 

 

Figure 6: Innovation Way methodology 

The suite is made up of four workshops (delivered in 2 days, ½ a day for each workshop) in which, 

through the explanation and direct application on one's own company of tools that have been 

scaled down and refocused on the characteristics of SMEs, it acts as a "toolbox" for 

entrepreneurs who want to innovate their way of doing business by applying “employee-driven 

improvement and innovation” and “Co-created and distributed leadership” approaches.  

Through the workshops, the objective is to support the participating companies: in the analysis 

of their own context (internal and external), in product/service innovation and business 

strategy, in aligning the vision of innovation both from a technical and commercial point of view 

and in increasing the personal ability of the participants to generate, in a continuous and 

sustainable way, new innovative and effective ideas. 
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The objectives of the workshops are pursued through practical applications of the employees 

on their own business (following the experience-based learning model) through the use of 

specific templates which provide the participant with a complete picture of critical issues and 

opportunities that allows them to take decisions to improve their business right from the start. 

 

7.2 User centred approach 

RailActivation ICoPs use various forms of interaction and exchanges. Even if the thematic scope 

of ICoPs can be similar to regular activities of members´ of the community, but the approach to 

issue is particular for all created ICoPs. First of all, user-centered approach can be characterized 

as horizontal, informal, person-to-person, trust-based interactions complementing vertical and 

institutional relations.  

Undertaking activities are light and flexible to use. They do not require a massive physical 

presence, they are useful, easy to set up, they do not require heavy preparatory work, and their 

outcomes are also easy to share and disseminate. 

Mapping and workshops have in common that they help to frame an issue from a user’s 

perspective and transform tacit or unstructured knowledge into more shareable knowledge into 

more shareable structured formats. In such a way added-value is brought by refocusing of the 

core component of a clearly determined issue. 

7.3 Community building 

RailActivation ICoPs activities during working collaboration are focused on the community 

building, and include various activities, such as webinars and web-workshops, dedicated sprint 

exploration and mapping workshops.  

It is important to clarify that for all ICoPs RailActivation community building includes three 

phases:  

• Phase 1: Identifying of joint issues;  

• Phase 2:  Joint work on development of their approaches and solutions;  

• Phase 3: Obtaining results. 

Joint issues of RailActivation ICoPs are identified using following instruments:  

• Sprint exploration/problem solving workshops are used to check if similar issues have 

been already solved by other members of the community; 

• Mapping activities are used to give an added-value to the joint issues and to change the 

dynamic from a help activity to a mutual development; 

• Feedback from entities (through surveys or workshops where the first users share 

impressions with follow-on users) to explore new issues; 

• A collective search for good practices is done through Peer 2 Peer, Questionnaires, etc. 
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Capturing, capitalising on and sharing knowledge produced by ICoP will to be done by 

implementation of such instruments as: Peer 2 Peer activities, training and workshops. 

Different forms of exchanges are supported in terms of RailActivation ICoPs. For those cases 

when exchanges are based on matching a problem owner with an expert, Peer 2 Peer exchanges 

will be implemented. In other cases, more equal exchanges which are focused on joint 

development of approaches will be used. Besides that, exploration of issues is supported 

through sprint exploration and mapping-type workshops.  

Taking into account particularities of such exchanges, they will be organized using design 

centred methodological expertise rather than thematic expertise.  

For some issues, physical meetings will be performed. It will allow community members to make 

network with each other. This networking is an opportunity to identify pertinent issues and 

potential champions, as well as agreeing on strategies to take them forward. Physical meetings 

are a tool to support the community building and to develop new content.  

In addition to the mentioned above, horizontal activities are considered being a good 

opportunity to organise dedicated thematic workshops in terms of RailActivation ICoPs.  

Trainings and workshops will be organized to cover more user-centred design-based activities, 

e.g., mapping and problem exploration type activities. Targeted webinars should be used to a 

greater extent number of participants and to involve particular experts.  

Webinars and video conferencing provide low-cost meetings and an additional channel to 

disseminate knowledge and to keep the community alive and up-to-date. Webinars can be used 

for trainings, Peer 2 Peer, sprint workshops, etc.  

Webinars/web meetings will be used with the following purposes:  

• Scope issues together with the community, other concerned participants and/or 

possible external partners;  

• Keep the community up-to-date;  

• Provide access to, and gather input from, a larger number of community members to 

workshops and training sessions limited in terms of participants.  

To assure effectiveness of the webinars they will have clear agendas, clear rules of participation, 

established by consortium. 
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8 Conclusions 
The concept of ICoP is supposed to make a significant contribution to the exchange and 

dissemination of knowledge by bringing stakeholders together. 

On one hand, RailActivation Pilots also gather European experts on railway manufacturing and 

workplace innovation for collaboration, sharing knowledge and applying them to solve 

problems, activities are carried out in a structured way within the boundaries of the project Pilot 

Scheme. On the other hand, in the created ICoPs there are no clear boundaries, and goals appear 

as participation progresses. 

RailActivation ICoP methodology identifies an appropriate CoP implementation framework by 

adopting the most suitable knowledge management systems and enabling their successful and 

sustainable implementation.  
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Appendix 1. Description of RailActivation ICoP 
 

General information about ICoP 
 

 

The domain 
 

 

The community 
 

 

The practice 
 

 

Goals 
 

 

Community’s meeting space (physical, virtual or both) 
 

 

Members of the ICoP (for every member) 

Name of the entity 
 

 

Location (Country, Region) 
 

 

Enterprise profile (e.g. SME, research institution, 
governmental entity etc.) 
 

 

Industrial specialization (e.g. spare parts manufacturer, 
operator, logistics services etc.) 
 

 

Key activities of the ICoP 

Problem solving 
 

 

Requests for information 
 

 

Coordination and synergy 
 

 

Discussing developments 
 

 

Visits 
 

 

Mapping knowledge and identifying gaps 
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Partners 

 

 

 

 

 

 

 

 

 

 


