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1. Introduction

The business environment is in a constant state of flux. Organizations grow and diminish, products succeed and fail, and industries develop and retract. Organizations must match the dynamics of their external environment in order to maintain or develop their position. Success for organizations comes from suitable change, managed effectively and consistently, providing the organization with the necessary competences to permit the maintenance and appropriate development of their products for their business environment.

To address the challenges and opportunities presented by today’s complex, and often unpredictable markets, an organization must be able to combine resources in novel ways, dispose of, or reconfigure resources that are no longer relevant, and acquire new resources. An organization’s ability to manipulate resources continuously and rapidly becomes a competitive capability that is not easily imitated by competitors. This capability to innovate is critical to an organization’s viability since it enables the development and introduction of new products and services and thus enables an organization to maintain, or improve, its current market position.
There are many theories of change and change management available in the literature, based on practice and precept. Competitive advantage is increasingly located for organizations in intellectual resources such as the employee skills base, business systems and intellectual property.  The knowledge and understanding of how to perform differently is held within the Intellectual Capital (IC) of an organization; IC being some function of the organization’s Human Capital, Organizational Capital (sometimes called Structural Capital), Relationship Capital, and Social Capital. 

Such organizational knowledge, embodied in the IC, can be turned into commercially intangible assets and is underpinned by innovation, as it is the innovation that permits the ‘different’ action or activity. This article describes how identifying champions of innovation will facilitate the formation of communities of innovation (CoInv) that will more effectively and speedily leverage an organization’s intellectual resources and significantly enhance its innovative capability.

2. Innovation and entrepreneurship

Innovation can be defined as the process of bringing new problem-solving ideas into use (Glynn 1996). The emphasis in this quote is on the phrase into use, since just the invention of new knowledge is insufficient and innovation has only occurred if the new knowledge has been implemented or commercialised in some way. Indeed without the presence of some form of entrepreneurial activity to exploit opportunities as they arise within organizations, innovation remains little more than an aspirational destination, rather than a tangible one. 

Successful organizational innovation must be based according to innovation theory (Glynn, 1996) in co-ordination mechanisms that support the problem-solving efforts of the organization’s Human Capital, and the dynamic processes of sense making within organizations. Leonard-Barton and Sensiper (1998) argue that innovation depends upon the individual and collective expertise of employees, and innovation is characterised by an iterative process of people working together and building on the creative ideas of one another. Numerous examples are provided by Hargadon (2003) based on ten years of research demonstrating that revolutionary innovations result from the creative combining of ideas, people and objects rather than flashes of brilliance by lone inventors. Stacey (2001) places self-organising human interaction, with its ability for emergent creativity, at the centre of the knowledge creating process, and suggests that organizational knowledge depends on the qualities of the relationships between people. 

Authors such as Adaman and Devine (2002) suggest that entrepreneurship also is founded in social interaction occurring within and outside the organization. McFadzean et al (2005; pp. 352) define such corporate entrepreneurship as The effort of promoting innovation from an internal organizational perspective, through the assessment of potential new opportunities, alignment of resources, exploitation and commercialisation of said opportunities. Glynn (1996) points to the existence of “innovation champions” who have the social, political or interpersonal knowledge to influence the acceptance of innovative change. Smith (2005a) describes the personal characteristics of these “opinion leaders” and the means by which innovations are diffused, adopted, or rejected. 
These interpretations imply that entrepreneurship and innovation both add value, and that it is the corporate entrepreneur's role to manage the innovation process such that it will lead to sustained competitive advantage and organizational viability. McFadzean et al (2005) propose that the two concepts should be linked together, and McFadzean et al (2005) and Shaw et al (2005) make a strong case for considering these concepts systemically. 

4. The role of close-knit communities

Closely networked communities e.g. communities of practice (CoP), are a one of the most powerful supporting organizational forms for the social interaction described above. In such settings, the generation of new ideas that activates innovation is likely to be facilitated by the diversity and breadth of experience to hand e.g. experts who have a great deal of contact with other experts in the fields; links to users; and links to ‘outsiders’. Creativity often springs up at the boundaries of disciplines and specialties, and such communities will work through collaboration with other communities within and between organizations - inter-and intra-organizationally. Such close-knit communities are the place where new practices, new services and new products will be developed. 

Human Capital contains the intellectual capability to create and innovate through the mixing of skills with knowledge and this innovation occurs within the context of organizational culture and its shared values, beliefs, expectations and attitudes. Membership of a closely linked community implies support for the culture of that community - a shared vision - and its over-riding ethical and moral standpoint on particular activities or actions - a belief in their values above all others. 
Lesser and Storck (2001) also say that we must think of a close-knit community such as a CoP as an engine for the development of social capital. They argue that the social capital resident in communities of practice leads to behavioral changes, which in turn positively influence business performance. Social capital, in particular, they argue decreases the learning curve, increases responsiveness to customer experiences, reduces rework and prevents reinvention, and also increases innovation.

5. Communities of Innovation (CoInv)
Innovation champions are special people, with particular personality types and psychological profiles (Coakes and Smith, 2006). In order to succeed in championing innovations in organizations they need both procedural and resource support, and social and cognitive support. The influence of innovation champions comes through social contacts, multiplied through the communities in which they participate, through the genuine esteem in which they are held. We argue that developing close-knit communities around such champions makes very practical sense for organizations. We term these communities of innovation (CoInv). CoInv are a form of CoPs that are very specifically dedicated to the support of innovation, and their formation and sustainability are the responsibility of those individuals charged with organizational entrepreneurship.
We propose that CoInv provide the opportunity for all manner of innovation stimulation. Members of the CoInv, being themselves ideas champions, would naturally support creative notions; they would provide the structure to permit those interested in innovation to become involved; and by their nature as a form of CoP, they would be given autonomy in their activities (and would be supported by the necessary resources to this end). CoInv would provide the necessary ideas shelter and ideas formation resources, as part of their natural formation, and the opportunity for recognition of an individual’s part in the process due to the natural equality within any CoP. Intrinsic motivation would be a character trait of those involved in such a community and people are most creative when they are motivated by interest, satisfaction and challenge. The presence of champions operating within these communities would inspire and stimulate.

Because innovation champions often exert their influence informally, the issue for organizations is how to discover these innovation champions and their social network so that stimulation, development and population of CoInv may be undertaken; this is discussed below.

5. Networks as the foundation for CoInv 
The notion of networks as a dominant organising principle to help explain how organizations “really work” and how knowledge sharing and influence is realized continues to demonstrate practical promise (TLA, 2006). Social networks in organizations are omnipresent and are central to knowledge sharing and influence but often only the formal hierarchical network is acknowledged. There are innumerable social networks across an organization but the following networks often have a significant impact on employees’ opinions: work, friendship, subject matter expert, management, leadership, innovation, client/customer, stakeholder, CoP, and CoI (Community of Interest). These are all examples of important intangible assets and organizational structures that could contribute directly or indirectly to value creation through innovation. These trust networks support the development of this capability by building and sustaining the Social Capital necessary for innovation and for opinion leaders to develop, flourish, and support their communities.

Identifying particular social networks, legitimately influential individuals, and visualizing the complexities of their relationship patterns and communication channels, have traditionally been difficult, time consuming, and expensive. Network Visualization and Analysis (NVA) is an important part of this effort and its application to CoPs has been described (Smith, 2005b). In NVA practice, data regarding “who relates to whom” are collected from the larger organizational community, or from other groups such as CoPs. Based on these data, NVA reveals the complexities of how people communicate and interact in networks and opens them to better management and optimisation. In particular, NVA may be used to identify innovation champions so that their impact on the development of new ideas may be maximised (Smith, 2005a). Identifying these leaders and their relationship networks is important because innovation forms the part of Intellectual Capital that provides an organization with the competitive capability to maintain and improve an organization’s market position.
Once innovation champions have been located by analyzing the trust-tagged social networks, these individuals will by their nature be motivated to form CoInv. The organization must encourage and support them in this effort e.g. via traditional community building methods. The know-how and influence of these individuals may then be leveraged by sustaining and harvesting the CoInv in the same way as a CoP. Such an approach will effectively and speedily enhance significantly an organization’s competitive edge.
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