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INNOVATION CHALLENGES AND FIRM RESPONSES 

Innovation is the building engine of any company -> in the past we used to think about innovation just for 
technological companies, but nowadays most companies work daily on new projects and need to innovate, 
otherwise they cannot sustain their competitive advantage.  
What is changed?  
In the past, innovation was mostly seen in companies as a one-off project, and most of the employees time was 
spent into managing current offering, and current products/services, while only a limited part of the time was 
devoted to innovation; nowadays it is exactly the opposite, so most companies work everyday on new projects 
and most of their time is linked and focus on innovation and the rest on managing current offering. 
Why it is so important, and why innovation become the engine of any company? 

It is fundamental to keep high the competitive advantage, meaning by this that being innovative is no more 
optional, and to keep it high we need to: 

a. Innovate first, meaning by this making high noise -> we need to stay relevant, and so, we need to say 
something that sets out.  

b. Being tech -> the rise of technology has an impact almost on everything, just think about AI as a lever for 
increasing and enhancing consumer experience.  

c. The speed of change, which is connected to technology -> when we introduce something new in the 
market it last, as new, just for a little amount of time, then other novelty starts to enter the market, 
because consumers are willing to change more than in the past and they are always asking for new things. 

d. Finally, another important element to consider is the fact that now, more than before and always because 
of technology, we have a lot of new companies that are emerging in the markets, while in the past there 
were just a few giants for each industry -> already existing companies need to change to adapt 
themselves with the changes of the market. 

 

Innovation has the potential to destroy industries. 
EX: Netflix, which emerged as a streaming company, has changed not only the distribution part of movies, but it 
has changed completely the way in which we consume movies, but also the type of movies that we like -> they 
have not just become the major distributors of movies and TV series, but they have become an important content 
creator that somehow has also changed the preferences of consumers. 
EX: Invidia with their GPUs. At the beginning the companies mainly impacted by them were chip processor, such 
as IBM, Intel. Before Ai GPUs were used for gaming industry, since these graphical units were not so used in many 
other situations; then thanks to machine learning, algorithms and neural networks, GPUs became super 
interesting, and Invidia boomed because they were the ones who had invested in that technology before the 
others, and so they could actually exploit the knowledge that they had been developed. 
EX: in the travel industry Uber, Airbnb disrupt businesses which lasted for years.  
EX: Amazon versus book and retail industries 

EX: Google 

EX: Tesla versus car industries 

The important thing to highlights, beyond the fact that they have destroyed industries, it the fact that they have 
changed the way incumbents were approaching innovation. Even established companies needed to keep up with 
this kind of revolution, and so, they needed to change completely their approach to innovation, their culture of 
innovation, and the tools that they were using for innovation without the fear of ruin their reputation if a project 
failed -> as a consequence data came, and as we know, data are the most important source of insight for 
innovation. 
 

How companies leverage on current opportunities to sustain innovation over time and thus their 
competitive advantage? 

We need to think as brand entrepreneur, within existing companies. 
 

Innovating with data and Artificial Intelligence 

The course is divided in three parts: 



1. Innovating in the data economy 

a. Innovation challenges and firm responses -> how to keep and sustain your advantage in the data 
economy 

b. Overcoming innovation roadblocks (that generally start-ups do not have): the case of Gucci in 
fashion 

c. Innovating in the data economy -> change the mindset of innovation 

2. Opportunity identification & new ideas generation 

a. White space and behavioral analysis with social media data 

b. How to be creative: the process 

i. Design thinking methodology 

ii. Design thinking application 

3. Innovating testing and launch 

a. Concept testing with GenAI and silicon consumers 

b. Positioning map with social media data 

c. Brand audience analysis with social media data 

 

Innovation funnel 
1. Opportunity identification + idea generation 

2. Selection + tools 

3. Market  
The idea is that we start from many ideas, and we try along the way to make a section that allows us to arrive and 
identify the most prominent ideas, that we want to actually launch into the funnel. 
 

COMMON ASSUMPTIONS ABOUT INNOVATION 

This is a list of things that we usually associate with innovation: 

• Tech 

• Process innovation (McDonalds & AI) 
• Design (Create) 
• Customer experience (Self-checkouts, Amazon) 

 

1. Innovation is risky 

a. 95% of new products fail in the first 5 years 

b. 90% of new products launches attract 1% of the market share 

c. New products fail at a rate between 40% and 90% and this figure hasn’t changed much in the  
2. Innovation is technology driven  
3. Innovation responds to widespread need of the existent market – i.e. big market, big rewards 

4. Innovation has to be developed internally and protected by patents  
a. Closed innovation system 

 
The reality is that there are a lot of opportunities for companies to actually exploiting their own patents -> roughly 
40% of the patents that companies register, are not used; they are either blocking patents or sleeping patents.  



Sleeping patents: are the patents that have been filed by large corporations, but that are not used.  
 There are a lot of opportunities if we open up to boundaries of our organization to actually develop something. 

 
 

Firm responses to innovation challenges 

1. Innovation is risky, but it is necessary 

a. 30% of corporate profits come from new products launched in the past 5 years 

b. some 70% of corporate leaders say innovation is among their top three priorities for driving growth 
(McKinsey Global Survey, 2019) 

c. investors react to innovation 

 
The green line shows how the percentage of stock in the hands of investors, which changes when the 
companies introduce just one radical innovation. The blue line shows what is the reaction of investors 
when the companies introduce 10 or more radical innovation.  
The companies that introduce just one radical innovation in all of those quarters, do not attract 
investors' investments; while those companies that attract investor investments, are those that are 
really radical because they invest on the future.  
On the other side, for the line extension, we can see that those companies that introduce just the line 
extension lose the investments on the market of investors, meaning by this that companies that are 
willing to sustain their capitalization of the markets, need to invest in radical innovation. 

d. investors stick to those companies that introduce more new-to-the-market 

products than line extensions 

2. The dreams on innovation: “When senior managers think of product development, they all dream of 

the same thing: a steady stream of breakthrough products – the kind that will enable their companies to 



grow rapidly and maintain high margins. And managers set ambitious goals to that end, demanding, for 

example, that a high percentage of sales come from products that did not exist a few years ago….” 

…reality about innovation: “… Unfortunately, the development groups at many companies don’t deliver 

the goods. Instead of breakthroughs, they produce mainly line extensions and incremental 

improvements to existing products and services. And as the pace of change accelerates in today’s 
markets, that’s a recipe for decline, not growth” (von Hippel, Thomke, and Sonnack, 1999 – HBR). 

 

 
 

This matrix shows the dimension that matters when we want to classify the innovation.  

First of all, the first dimension is where to play, so whether companies want to play into existent markets 

or segments or new markets or new segments, and the second dimension is how to win, so what are the 

capabilities that are necessary to introduce an innovation, that can either existing capabilities or can be 

new capabilities. 

Looking at the last column, we can say that the new to the world products account just for 1% of all the 

new product launches. On the contrary, in the left-hand side we have improvements, line extension and 

cost reductions; this part, which is called core innovation, insists on existing markets and capabilities, 

but above all accounts 84% of all the innovations. 

 it's cheaper to work on something that has already been established, but above all with the “New-to-the-

world”, we have a higher level of volatility, a higher risk. Moreover, in the “New-to-the-world” everything is 

done for the first time, meaning by this that it can be very successful, but also a big failure -> it's more a 

disruptive approach. While when we deal with existing markets and capabilities, we are just mixing 



something that already exists, so it's more a step-by-step approach that allows us to understand what to 

improve or what to change -> in the “New-to-the-world” there is no expertise  

Repositioning means a safer investment, which is also good from an economic viewpoint, since it is just 

a matter of adjusting a little bit what already exists. 

As well as for category extension, reposition is also an adjacent innovation, since allow us to 

understand what are the options that companies have. 

 
 

 Most of the innovation fall into the transformational innovation, but we need the investment into these kinds 

of companies and the adjacent transformation to be able to finance and to leverage the money that comes 

from core innovations and to invest into radical innovations. 

3. Big market, big rewards 

Companies tend to address the mainstream markets to be successful, so clearly the problem of the 
incumbents is the fact that they think big, meaning by this that when they introduce something new, they 
are thinking about covering all the segments into the market. But companies such as Deezer and Spotify 
weren’t able to reach a very big market at the beginning. In today's market, we work with a segment, and 
we work by starting with a very small niche segment try to address and to satisfy the need of a niche 
market which is not covered by the existing products -> this is what we call disruptive innovation 

a. Innovative and cheaper 

b. Initially low performing and less profitable – need to find correct business model 
c. Starting from a niche – low end 

d. Leading consumers rejection (temporary) 
 

Implications 

1. Disruptive technologies attack an established business, but provide enormous 

opportunities for new net growth 

2. Focusing on your core market can lead to organizational rigidity – Trying Harder Can Be 

Part of the Problem! 
3. Identifying these opportunities requires different lenses: 

a. Reconsidering technologies viewed as “inferior” in your core market 

b. Targeting “overshot” where the primary alternative is non-consumption 

4. Developing these opportunities requires different tools: 
a. A different development, review, and funding process than the core business 

b. A venture process that is patient for growth, not for proof of concept 



c. A willingness to look outside of core business—venture autonomy, talent, partnerships, and 

acquisitions 

4. Open innovation system: is the use of purposive inflows and outflows of knowledge to accelerate 
internal innovation, and expand the markets for external use of innovation, respectively” (Chesbrough, 
2003).  
This is because companies do not have anymore the resources to actually keep up with their innovation 
in a systematic way, so they basically tend to develop this innovation together with other companies or 
even with consumers -> they are buying the products, buying the license to specific patents from other 
organizations 

 

To sum up: 
a. Innovation is risky, but necessary 

b. Technology is important, but what is critical to success is the ability to incorporate technology into an 
appealing value proposition -> follow a portfolio approach 

c. Niche markets might be, in the long run, more interesting than large markets 

d. Data today offer incredible opportunities to generate new solutions or to envision innovation 
opportunities into new territories. 

 

INNOVATION IN STRATEGIC POSITIONING: THE CASE OF GUCCI IN FASHION 

The importance of symbolic innovation in addressing new customers 

EX: Nintendo, launched more than 20 years ago, an innovation in gaming console: the Wii -> the technology was 
reading automatically the movements and players do not need to push any buttons, meaning by this that the Wii 
is more use-friendly, also for people that were not gamers, allowing to use body to interact with the game. The 
technology itself was already installed into most of the other gaming consoles, but it was not used in this way. 
The objectives of Nintendo when launching Wii were: 

a. First of all, they pushed towards a more inclusive game -> it was not only for gamers, but was expanded 
also to the families 

b. Shift from an individual and traditional gaming, where each individual was in front of the game console, 
to a group gaming as a social gaming 

c. The third one, which was the reason why they set the first two, as well as the major strategic goal, was to 
expand the gaming market and the gamers market -> there is an opportunity for people that have never 
played to enjoy gaming.  

The most successful game that they introduced was Wii, where people were doing some sort of sport, having an 
active gaming versus the traditional one, and also they were going beyond the traditional gamers, since they 
attract also older people  
 What they did with this approach was changing the meaning of the console, which is no longer as a techy 

product for people that were used to play alone, but was now perceived as something that even people in 
their 50s or 60s could use and was an active activity, rather than a passive one as before.  
 

Symbolic VS. Technical innovation
 

Technical innovations “are those that spring from 
the addition or alteration of tangible features in a 
product that serve to distinguish it from prior 
models” 

Symbolic innovations “are those which result from 
the reassignment of social meaning to an existing 
product, generating a secondary diffusion for it 
among those identifying with the relevant reference 
group 

 



The matrix shows us that we can have two main drivers of change of a product or a brand: 
1. The first one is related to the product performance that has to be the tangible aspect of this product that 

is basically sometimes driven by the technology  
2. The second one is the product itself 

 

Within this  two dimensions we can have an incremental or evolutionary change in the product meaning or we 
can have a radical or incremental change in the technology of the product performance ->  if we have an 
incremental change in both the technology and the product meaning we are doing nothing new, but as we said  
last time the incremental innovations are still relevant since they allow us to change step-by-step and learning 
by doing.  
We can also decide to change just the technology and in this case, we have a product that is positioned 
dramatically new from a technological point of view -> EX: the electric vehicles or the hybrid vehicles  
Finally, we have the change in the product meaning, which is what we call symbolic innovation  
 

The content of an innovation 

1. Innovation may or may not affect the tangible elements of the product -> innovation can be also 
connected to the meaning hat the product has, and the associations that consumer might have with the 
product, which has a lot to do with marketing  

2. The change in the meaning of an existing product or of a slightly changed one is not always defined a 
priori 

3. The meaning of an innovation is not the same for different cultures and different social groups – this 
implies that the signalling value of a new product is not the same but depends on who is judging it 

 

GUCCI CASE 

The new Gucci 
Mr. Bizarri is appointed CEO of Gucci in January 2015 

The Gucci Manifesto where he envisions the transformation of Gucci aims at one goal: “Making Gucci a 
definitive 21st century statement of contemporary coolness” -> Gucci has a lot of heritage, a lot of elements 
that can be inspiring, but they need to become relevant again in a context in which the company operates. 
An authentic combo -> Mr. Bizzarri and Mr. Michele authentically and independently, believe in the same set 
of values. 
 

Which were the associations that were connected to Gucci brand before the transformation? 

 
 

From these associations it is possible to understand the position of the brand in the mind of people. 
What is really different from the other brands, the reason why should the consumers buy from Gucci are the 
brand values, which is something really distinctive, especially in the fashion industry. 
 



Gucci’s vision 

 

 

Gucci aims to be a platform for people to express 
who they are -> the brand must be a statement of 
contemporary coolness, meaning by this that the 
brand should stand for or something. 
The association with the values is very important for 
Gucci, since it was a tool to communicate its 
transformation -> moving towards a new 
positioning and a new symbolic innovation. 
Moreover, Gucci started serving other market 
segments: males and genderless 

 Gucci shouldn't be targeting anymore only the ultra high net world individuals (UHNWI) that means the people 
that can afford the products, but they move their focus from this top of the pyramid of buyers towards different 
communities which shared the same values -> the idea was again to build a platform where everyone could use 
the brand Gucci to express her or his own way of being.  
 

Strategy and actions 

 

 
The shadow committee is Gucci’s way to reach in a more impactful, effective is fast way the target audience: 
younger generations -> this shadow committee that was made by young people discussed exactly the same 
point in the agenda of the board executive committee, in order to generated insights about the target audience 
and verify that the alignment with their interest was took into account.  
The Gucci 9 is a sort of call-center; it's a very efficient service that provides a luxury customer experience to all 
consumers that are online. 



Finally there is the program Gucci 25.0, which is a plan to make sure that the people's talent could be nurtured 
within the organization 

 

The pieces of the puzzle 

1. THE BIG BANG: Mr. Bizarri Appoints Michele 

2. The Market First, then the Organization 

3. Evangelism and Conversion 

4. From Religion to Faith 

 

1. The Big Bang  
Envisioning Gucci 
Sometimes the past works as a prison that ends up freezing the identity of a brand as opposed to make it evolve 
to remain modern and relevant in the world of today, still within its framework, the brand DNA. I think that 
identity is an evolving and adaptive process (…) 
What is crucial is to recognize those key values that characterize Gucci and translate them in the language of 
today. 
 

The biggest challenge today is to create a new image of Gucci able to project its past into the future through the 
definition of a more appealing and contemporary imagery. The historical brand codes need to be 
reinterpreted (…) by the noises of the world… The reinterpretation of these codes is necessary to create a new 
story that is able to fulfil contemporary desires, expectations and dreams, still rooted in the unique DNA of the 
brand. 
 

The brand DNA 
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Our campaign should be able to (…) portray a woman in the world of today, but always with a certain edge, that 
sense of herself and security that is the jet-set of today. We need visual stories that are able to transform Gucci 
products in objects of desire. 
 

In order to achieve these objectives, we also need a courageous rethinking of the typology and quantity of 
products we are currently selling. The current offer is too wide and too spread in terms of products and price 
points. 
 

Gucci 25.0 - values 

a. Inclusiveness 

b. Self-expression 

c. Authenticity  
d. Joyfulness 

e. Creativity & Innovation 

f. Human touch 

 

2. First the market, then the organization  
Changing a brand: Gucci’s journey 

 

The plan: 
1. Win the market -> the market is much more 

ready, so let’s show our employee that we 
are right 

a. Involving peripheral gatekeepers 

b. Double heading 

c. Transform the vision into commercial 
products 

2. Use positive financial results to buy time 

3. Change the organization 

This change was possible because the market was ready for it, even more than the people inside the company  
-> a lot of people decided to leave the company. 
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What happened is that the leadership team pushed the new values from the inside, while, at the same time, the 
market was doing the same thing but from the outside of the company. 
 

From the market to the organization -An Act of Faith 

It is very likely that many employees did not embrace, or even understand, the new values. 
Miraculous financial results were the proof for skeptical Gucci employees that the new values worked and 
they’d better embrace them. 
Moreover, at the very beginning Bizarri admitted that he was not really democratic, because the company, and 
so decision-making, must be quick to be successful. 
 

3. Envagelism and conversion 

A nice business problem 

2017: how to maintain sales growth that had hit the 43% market in the past year? 

At this point the company itself was ready to change, and so the transformation of the organizational structure 
began. 
 

Pressure on the stores 

Gucci announces new organizational structure 

 

 

 

 

They created peculiar and unique stores into the 
different geographical location: the booster store in 
Soho, the Gucci Garden in Florence and so on and 
so forth, each one of them with their uniqueness 
and specificities they created their creativity in 
operations allowing them to convince even the 
more skeptical ones that the company was on the 
right side -> at that point creativity could really 
flourish from any part of the organization not just 
from the creativity directors. 

 

Fostering creativity in production 

Marco Bizarri, CEO of Gucci, commented “Gucci ArtLab is the perfect expression of the corporate culture that 
we have been building and nurturing within the company. It is the tangible expression of a place to learn skill 
and techniques, a workshop to generate ideas, and ideas are the lifeblood of culture.” 

 

4. From religion to faith 

One organization, one heart 

Creativity will come from any part of the organization, not just from its creative director. 
Any idea will be consistent with the vision that Michele and Mr. Bizarri sowed 4 years ago 

 “We have to empower talents, we cannot always tell people what to do there’s no limits to growth if you are 
exposed to innovation.” 

 

Nudge after nudge: toward Gucci 25.0 

Gucci has a “shadow committee” of millennial advisor 

 

Key learnings: the formula behind Gucci’s success 

When organizations are under time pressure to radically change their positioning in the market: 
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a. Start with a core leadership team of people who, authentically and independently, share the same 
values 

b. Invert the order of change: 
1. First the market 

2. Then the organization 

c. How to fast conquer the market? 

1. Involve peripheral gatekeepers 

d. How to conquer the organization? 

1. Nudge strategy that supports the structural changes 

2. Double-headed strategy 

 

INNOVATING IN THE DATA ECONOMY 

Data economy: data is the new oil of the digital economy -> data economy is a system where data are a 
commodity. Data, per se, are raw material that we are going to create and than exchange 

 

Sources of competitive advantage 

1. Collect the data -> we collect a great variety of data 

2. Analyze the data -> we can do it through the help of machine learning and artificial intelligence 

3. Innovate with data 

 

Collect the data 

Big data: generally speaking, when we talk about big data referring to a big amount of data, that are able to 
explain a lot about something, in this case about consumers. 
 it is a matter of size, and we can gain insight about consumers 

 

a. Data of a very large size, typically to the extent that its manipulation and management present 
significant logistical challenges – OED 

b. Datasets whose size is beyond the ability of typical database software tool to capture, store, manage, 
and analyze – McKinsey, 2011 

c. Data sets are generally quite large, taxing the capacities of main memory, local disk, and even remote 
disk. We call this the problem of big data – Cox & Ellsworth, 1997 – NASA 

→ According to this definition, we can easily understand that big data are a size and technological issue 

 

EX: Fitbit create and record data about the physical activity: number of steps per day, the heartbeat, kilometers 
done per day, calories intake, sleep time and so on. 
As Fitbit, we can use these data to better personalize the experience, we can create communities, we can 
create and informative page on the app where to post a lot of health articles -> we can serve one single 
consumer but, at the same time, we can also create a community, where people can make new friends. 
Another important thing that we can do, is track data to understand people’s routine and than keep our 
attention high every time that there is a deviation from the routine, to leverage on these changes. 
 

Different types of data: 
a. Numbers 

b. Text 

c. Pictures 

d. Audio 

Big data allowing us to see second after second what people are doing, what they are saying, what they are 
watching and also what they are listening to. 
 

It is important to remember that usually these data are separated, and what we have to do is find a way to put 
all of them together to improve our understanding of the individual, with the aim of creating value for the brand, 
meaning by this that we have to create value either for our target/consumers, or create value try to reach out 
new ones. 



Analyze data 

 
From June 2017 in the business world there was a shift from "I understand what big data is, I understand that I 
need to have it” to “now tell me how I can transform this data."  
 

Innovate with the data 

EX: Spotify has a lot of, such as the amount of time a person spends listening to song, music preferences, they 
can infer the emotional state in which a person is in, even though it is not always a reliable piece of information, 
they can track habits. Through the data collected, Spotify is able to:  

1. Create value for customers 

2. Find new customers 

 

New products from data: 
1. The specific playlist 

2. The sponsored playlist -> usually there is affinity between Spotify and the sponsored brand (ex: Coca-
Cola) 

3. Ad retargeting -> this is possible through digital geo-localization, which is also important for global 
ranking. 

Playlists are created with the same logic, auction, used by Google when we ask for something on the search 
engine. 
 

EX: LinkedIn pass from owing data about millions of people to realizing that most of the information was related 
to job to create new services for two different groups of clients: 

• Suggest potential jobs and How a perspective employees compare to previous applicants 

• Find job candidates with similar profiles and Directly contact them 

 

Data unbundling and sales 

a. DHL Geovista sell air quality data it collects from sensors on its delivery vans. 
b. ADP sell reports about the state of the economy, based on the HR-data collected from its payroll 

services 

 

It’s the end of the world as we know it (and I feel fine) 
It is the usual innovation game 

a. Create unique value propositions 

b. Sell information that only your company owns 

 

Educate yourself: we do not need to know the ins and outs of how Computer Science algorithms work, but we 
must know what is possible and know the language 

 

Deep dive into machine learning and predictive AI 

Artificial intelligence is the ability of a computer, or a robot controlled by a computer to basically complete  
tasks in which the human intelligence and discernment are needed, and the machine learning is the ability to  



the machine to understand and identify patterns and infer rules about that. 
Artificial intelligence is a technology that enables us to transform data into knowledge 

 
 

AI conquering human sense: 
1. NPL 

2. Computer vision 

3. Audio analytics 

4. Embodiment 

 MULTIMODAL LEARNING 

 

There are two separate phases in the machine learning process: 
1. Training: machines learn to perform a certain task. The outcome is a model with parameters optimized to 
perform this task with the highest accuracy possible. The model develops its capabilities. This phase ends 
when we think that the machine learned enough about a certain topic. 
 

2. Inference phase: 
a. AI applies the learned patterns to new data 

b. The model applies the learned capabilities 

c. Predictive AI to make predictions 

d. Generative AI to generate new content 

 

Predictive AI  
Three main types of learning paradigms during training: 

1. Unsupervised 

2. Supervised 

3. Reinforcement 

Goal of the inference phase: make predictions 

 

Supervised machine learning 
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Through the supervised learning, we feed the machine with the information, and it will be able to create the 
algorithms. 
During the training phase we provide the machine two types of information: 

1. The data -> in the example the data are represented under the form of images of fruits 

2. The answer, which are the labels -> in the example color, dimension, and shape can well describe the 
data available. 

The reason why we gave the machine the features, is linked to the fact that is the easiest way to allow the 
machine to understand the distinctive features of our data, in order to recognize them. 

We assign a number to each feature, since the machines are not able to read words, but just numbers -> this 
procedure is called vectorization. 
This is how the machine learns, and then trough repetition, the machine starts improving its learning, through a 
learning by doing approach, which implement information each time that the machine makes a mistake. 
N.B. If we train a machine with a sufficiently big amount of data and for a sufficiently long amount of time the 
difference with the human brain is going to decrease and at the certain point 

 

EX: Machine learning to predict a new song’s success -> when we talk about prediction in marketing, we need 
to keep always in mind that we are not able to actually predict the future, it is more a matter of inference 

 

Hitwizard takes into account the various sound parameters of a song (like BPM, valence, tempo, consumers’ 
tastes, the length) -> vectorization 

Compares them against airplay data sourced from Dutch radio stations and Spotify 

After the comparison the assign a label to each song: 0= unsuccessful or 1=successful. 

Good at predicting which songs will flop with an accuracy of 93 percent. Bad at predicting success (66%)  
-> that can be link to  a vectorization problem, that need to be optimized; but in this case, since the 
vectorization seems really good , due to the fact that is the same used by Spotify, the problem can be caused by 
the high volatility of consumers’ tastes in the music industry, meaning by this that the model should be trained 
more than just one year to work properly 

 

Deep learning with neural networks 

Reproduce the structure of neurons and synapses in the human brain 

Neurons are organized in layers 

• Neurons on the input layer receive signals 
form the inputs (i.e., vectors) 

• Neurons in the top layers have their outlets 
connected to the “answer” (e.g., [0, 1] if the 
image is a peach) 

 
 

How does a neural network work? 

1. The neuron in the input layer passes the input to the neurons in the second layer 

a. The input is multiplied by a certain weight 

2. Each neuron in “layer 2” passes its input to the neurons in “layer 3” 

a. Each input is multiplied by a weight 

3. Neurons in “layer 3” pass their inputs to the final neuron “output” 



 
 

A more formal presentation 

 

 

 



What does it mean to train a deep learning model? 

1. Determine the weights of the model 
2. Determine the architecture of the model 

a. How many layers? 

b. How many neurons in each layer? 

 

1) Training the weights 

  

 
 

Different architectures 
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Transfer learning 

Take a model that has been trained on a large-scale data and use it as it is to solve your problem 

 
 

 

The limit of tranfers learnign 

 

 

WHITE SPACE ANALYSIS AND BEHAVIORAL ANALYSIS 

1. Download new data 

Apify 

Apify is a platform with a simple interface that allow s you to download data from TikTok starting with 
keywords. 
Below are the steps to use the platform and take advantage of the $5 free monthly credit to add data to 
those already distributed for group work.  

1. Account creation 

Open the page: https://apify.com/ and click on "Get Started" on top rig ht. 
a. Create an account using an email address (you can create a new account for each email address - 

they allow you to create about 4 with similar names/same IP before asking for phone number 
verification).  
You cannot use disposable emails (you risk having your pc blocked by the platform). The platform 
does not require you to enter any card to get access to free credit. With each $ 5 credit you  are able 
to approximately download data for 4 to 7 keywords (depending on how many hashtags are linked to 
each). 
The best way to create an account is to use your Gmail account (log in directly with Google). 
NB: the platform has alert systems for IPs from which many requests come, it is recommended not to 
create many accounts from same network at the same time (i.e ., many studbocconi accounts with 
Bocconi network). 

b. Confirm the email address following the link in your mailbox. 

https://apify.com/


c. Enter a name of your choice (even a fantasy one). The username suggested by the platform does not 
need to be changed. 

d. In the second step, answer “Not sure yet” and proceed by clicking “Continue”. 
2. Using the TikTok Hashtag Scraper 

a. On the Store’s search bar, look for “TikTok hashtag scraper” 

Select the first solution (clockworks/tiktok-hashtag-scraper) 
b. In the text box, write the keyword to be used as the hashtag (it is not necessary to a dd the # 

symbol) 
• Example in the screenshot: “sustainability”. 
• Set the limit of number of posts per searched hashtag to 799 (to comply with the limits imposed 

by the TikTok API). 
• No other settings need to be changed. 
• Click on “Save & Start” to start the process. 

3. Monitoring data export 

a. It takes few minutes to visualize the output 

b. The process is complete when the red button “Abort” becomes a green “Export” 

c. Click on “Export” to save data in a JSON format. 
• The files will be automatically saved in Donwload folder, unless it has been specified differently 

4. File organization 

a. Rename the exported file using the reference keyword 

In the example: sustainability.json 

• NB: Beware to not remove the (.json) extension 

• JSON files will be opened via Jupyter Notebook/Lab. 
• Files can be inspected with any app from your pc with which you would open a .txt file. 

For the use and analysis of this data, the code shared in class will be used. 
b. Move the file to a dedicated folder to collect all files related to different keywords or brands . 

 

How to organize files on you PC? 

To maintain orderly and efficient file management, you can use the shared structure on blackboard: 
It contains two different folders: 
1) One for brands (as early as the “White Space Analysis” session). 
2) One for target interests  
3) One for attribute contributing keywords (Will be used in the “Positioning Map and Brand Audience 

Analysis” session) 
 

2. White space analysis 

The New Product Development (NPD) process 
1. Opportunity identification 

a. White space analysis 

b. Behavioral analysis 

2. New idea generation 

3. Concept testing -> we go to the market to understand what our target consumers think about us, and 
we get feedback from these customers to select the idea the we want to develop 

4. Product development 

5. Launch of the new product 

a. Positioning map 

b. Brand audience analysis 

In the first two steps, the idea is avoiding any kind of judgment, we just want to brainstorm and develop as 
many ideas as possible -> these two steps are the finding, the variation phases of the NPD, with the goal of 
generating as many ideas as possible => we need to order a selection process. The opportunity identification 
is a variation process, meaning by this that generation several ideas is needed, even though they are not going 
to be the final choice. 



The last point is linked to brand audience analysis in order to introduce the new product developed into the 
market. 
Each part of this process is associated with a type pf analysis and a type of data that needed to be collected or 
used: 

 
 

The secondary data that we are going to use are mainly from social networks, above all TikTok. 
In the phase 2, “New idea generation”, since creativity becomes relevant, we are going to use primary data, as 
well as when dealing with concept testing. 
We will use ChatGPT for our questionnaire, since it represents the new frontier of market research, and if done 
properly, is even better than questionnaire launched on Facebook in terms of results. 
For the last phase we turn back to secondary data. 

 
At the very beginning it is important to come up with as many ideas as possible, without discarding any 
opportunity, since we need to test these opportunities to understand first of the feasibility of each idea, but we 
also need to understand whether the target audience is ready to accept our idea and so receive good 
responses. Finally, we need to check the cost of develop the idea, that cannot be too expensive -> this means 
do two evaluations: technological feasibility and market feasibility, and it is very statistically unlikely that we 
meet both these goals with the first idea. It is more likely to have an evolution of idea quality. 
 

The evolution of idea quality 
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The data are going to be distributed along the normal curve; some ideas will be exceptionally good, some ideas 
will be exceptionally bad, but most of the ideas will be average quality. What we are going to do throughout the 
process is testing and trying to figure out, and eventually select, the best ideas.  
In order to reach this goal, we need to do the white space analysis, which follow a logic pretty similar to the 
one used in the blue ocean strategy. 
 

Blue ocean strategy: is a business framework that encourages companies to create new market spaces 
(called "blue oceans") rather than competing in existing, saturated markets (known as "red oceans").  
Key Principles: 

1. Create uncontested market space: instead of fighting for market share in existing industries, 
companies should seek to create new demand by offering innovative products or services. 

2. Make the competition irrelevant: by focusing on value innovation, companies can make competitors 
less of a threat because they operate in a different playing field. 

3. Break the value-cost trade-off: blue Ocean Strategy seeks to deliver greater value at a lower cost, 
rather than choosing between differentiation or low cost. 

4. Pursue differentiation and low cost simultaneously: instead of competing on price or product 
features alone, successful strategies combine both elements. 

 

White space analysis 

The process firms use to evaluate their existing products and markets to address unmet customer needs -> 
the idea is to use secondary data to understand what the unmet customer needs are. 

The opportunities can be searched: 
1. Within the main category -> the category in which the firm competes 

2. Across categories -> opportunities in other product categories. 

 
Each bubble is a brand, and the size of the bubble represents the popularity of the brand; the axis are 
meaningless, but they are just a visual way for us to understand the positions of the brands compared to each 
other. Finally, the colours represent the industry, the category to which the brand belongs. 
One thing that we have to pay attention to is how the brands are clustered together, meaning by this that we are 
not interested in the absolute position of the brand on the map, but what we care about is the relative position  
-> what we see in the map is how consumers perceive brands, included brands that are perceived as similar by 
consumers. 
The white space analysis is an important tool because we are going to use it to define our integration or growth.  
EX: we are Tesla (the blue dots in the middle of the map) and we want to use the map to highlight growth 
opportunities in the direction of the big red dots (suppose it is a representation of Apple), meaning by this 
introduce more tech features in the Tesla’s cars. 
 



What market opportunities can a white space analysis reveal? 

1. Upselling (premiutization) 
2. Cross-selling 

3. Target a new audience 

4. Co-branding  
 

Upselling at crunchbase 

 
 

Cross-selling 

 
 

White space analysis with big data: Input 

 



The hashtags associated with the brand represent our units of analysis -> when consumers mention a brand, 
the hashtags that they use are an indication of the brand associations made by them. 
 

White space analysis with big data: Output 

We are going to produce two outputs: 

 

 
In this case the heat map is a sort of correlation marix, where we have the representation of the level of 
competition between pairs of brands. Each level is linked with a color, where the lighter color means that there 
is a very negative association/correlation, while as the color becomes darker, there is a stronger positive 
correlation. 
 

Market structure 

The classification of brands into submarkets that consumers perceive to be more similar than the market taken 
as a whole. 
How can we retrieve these perceptions from social data? 

 

Hashtag co-occurence on social networks 

The composition of hashtags associated with a brand represents the associations of that brand in consumer 
mind. 
Brands that share a high number of hashtags have similar brand associations 



EX: the partnership between GoPro and Red Bull, which leveraged the shared affinities of their common 
followers: action, adventure, and fearlessness. 

 
Brand perceptions based on co-occurence 

 

 

Brand similarity: if a hashtag appears in both posts 
that mention brand A and those that mention brand 
B, then it is likely that A and B are perceived as 
similar. So, the more hashtags A and B have in 
common, the greater the perception of similarity 
between the two brands by consumer. 

 
 

Larger brands (e.g. Coca-Cola, Starbucks) generate 
a higher volume of conversations on social media  
-> higher number of associated hashtags. 
Well-known brands tend to have more hashtags in 
common with other brands, simply because they 
are mentioned more frequently. 
Hence, we need to normalize the number hashtags 
in common by the size of each brand. 
 

 

 
If we just focus on the absolute number, we are going yo conclude that brand A is perceived to be similar to 
brand B, and brand B is perceived as similar to brand C. The statistical problem is that C is bigger, it receives 
many more hastags, meaning by this that is easier to find associtiaons with other brands. To manage this 
problem we need to avoid boundary conclusions, by normalizing for the size. 

 



Measuring relationships between brands 

Let us suppose that we have two brands: A and B, which are the two sets that contains the hashtags of brands A 
and B, respectively 

Relationship A -> B= 𝐴∩𝐵/𝐴 

Relationship B -> A= 𝐴∩𝐵/𝐵 

Where: 𝐴∩𝐵 = Intersection between A and B; 𝐴= Number of hashtags of A; 𝐵= Number of hashtags of B 

 

 
Numbers represent the relationship of the brand in the column toward the brand in the row. 
For example, only 0.086 of the hashtags used in connection with Blue Bottle coffee were also used for 
Starbucks. However, 0.167 of the hashtags used in connection with Starbucks were also used for Blue Bottle 
coffee. 
 

Unsupervised machine learning  

 
To define the white space map we basically run an unsupervised machine learning algorithm, that is going to 
cluster our brands. 
When we deal with unspervised learning we basically do not add any additional information to the machine, but 
we just rely on its ability to to find similarities across two different members -> it is a very good approach for 
clustering. 
 

Visualizing the market structure 

t-SNE Algorithm (t-distributed Stochastic Neighbor Embedding), which is a specific type of unsupervised 
algorithm 

• A dimensionality reduction algorithm like PCA 

• Relevant as we can separate data that cannot be separated by any straight line 

 

t-SNE perplexity 

It sets the effective number of neighbors that each point is attracted to 

 The larger your dataset, the higher the perplexity 



 
 

3. Behavioral analysis 

Behavioral analysis with social media data
Social media provides a wide range of information about people's interests and beliefs 

Shared content can reveal cultural trends, consumption preferences, and social attitudes. 
Hashtags effectively summarize the content of more complex texts (Nam, Joshi, and Kannan, 2017) 
 

Behavioral analysis and your project 

This analysis aims to facilitate and focus the first two phases of Design Thinking (Understanding the needs of 
users and defining the problem) 

This analysis helps us to: 
a. Identify key themes in online conversation. 
b. Gain insights about latent needs and desires of target consumers. 

c. Understand inspirations and beliefs that influence consumer choices. 
 

Logical steps 

1. We start with the description of a target of consumers to identify keywords. 
Let us suppose that we want to target “art lovers”. What keywords do they use on social media? 

You can ask ChatGPT or you can check on Instagram

 
2. Check how relevant each keyword is. You can use Instagram 
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3. Get all the other keywords that appear in the posts containing the selected keywords (e.g., 
#artscollective, #artcommunity, #artgallery) 

 
4. Use ChatGPT to understand the interests, beliefs, and inspirations of the target consumers. 

ChatGPT-4 excels at grouping semantically similar themes together. 
Thanks to its ability to interpret the language of social media, it can identify connections between 
concepts in different languages, cultures, and contexts. 
We will use it to group consumers into: 
1. Interests 

2. Beliefs  
3. Inspirations 

Visual output 

 
 

Target description 

 

 

NEW IDEAS GENERATION: DESIGN THINKING METHODOLOGY 

The second phase of the NPD is design thinking or human-centred design approach, meaning by this that we 
move the focus on users, consumers and social ideation. 



The main idea is that, in this methodology, we put people at the center of any design process, where design is 
not jut the creation of a prototype, but it is about building a new value proposition to offer, that can be a 
product, a service, a solution and so on. 
These people can be highly like a user, either actual users or potential users, but can be also someone that 
interacts with the user and with the product or someone that somehow intervenes in the customer experience. 

 

OpenIDEO Case discussion 

IDEO is a Silicon Valley based design company firm, expert not for a specific technology, a specific industry or a 
specific solution, but they are expert in the process of creating solutions -> they have designed their own 
methodology, which is called deep dive 

 

The deep dive: a three-step immersion process 

The methodology adopted by IDEO to generate new ideas is a process in three steps: 
1. Inspiration -> companies don’t come with existing problems, they come with symptoms 

2. Ideation -> this all phase starts from insights and hypotheses derived from the inspiration phase, then 
used to come up with potential ideas and potential solutions. 

3. Implementation. 
 This idea of the deep dive is like a sort of immersion of the people that are involved into design process, into 

the innovation process, immersion into the context where they want to innovate. 

 
 

Inspiration  
Inspiration is the first phase of IDEO’s deep dive process that is centered on consumers. The objective of this 
phase is to develop a deep sense of the users’ problems and the possibility that exist in creating solutions. 

This phase is articulated into different moments: 
a. Data collection: Data are collected through observation, interviews to consumers and people 

interacting with consumers along the value chain, videos representing the customer journey, pictures, 
and so on. At the end of the process data are collapsed into post-its and organized by themes 

b. Brainstorming: different iterations of brainstorming involving IDEO’s people and the client help shape 
the idea, modify it, and start a rough prototyping. 

 



Ideation 

During the ideation phase idea are conceptualized and prototyped. 
a. Conceptualization: This step implied moving from an idea to something more refined, that is a 

concept. The concept usually integrates the insights coming from the inspiration phase with 
commercial, competitive, and regulatory issues that need to be taken into account while developing the 
final solution. 

b. Prototyping: This phase is very important in the deep dive by IDEO; it enables visualize the solution and 
to narrow down the potential options. Prototyping has to be rough, rapid, and right and is a powerful 
way to visualize the solution not just for IDEO’s people and for the customers, but also to share the idea 
and its form with consumers. 
Prototypes are an important step into the deep dive methodology. 

 

Implementation 

The implementation phase is when the concept/prototype is transformed into a product. 
This part of the process is mostly carried out by the client but even in this phase IDEO’s support is central to 
make sure the concept that has been developed is respected in the phase of implementation. 
 

Nature od IDEO deep dive process 

The main characteristics of IDEO process for the generation and implementation of a new concept are: 
a. Importance of a user-centered approach to designing, which relies on empathy as a value and a deep 

understanding of the context 

b. Importance of collaboration 

c. Need for diversity of perspectives 

d. Notion of creating the future more than being tied to the past 

e. Importance of prototyping 

f. Working collaboratively with the client to ensure a deep understanding of their capabilities and vision 

g. A process that allows many ideas to emerge uncensored (divergence) before evaluating and combining 
ideas (convergence) 

h. Value of visual media in creating innovative designs. 
 

More specifically, the process off-line ensures: 
1. Quantity versus quality 

2. Flexibility 

3. Unique tools 

4. Trial and error 

5. Insights from different markets 

6. Changing teams 

7. Microcontributions 

8. User-centered solutions 

 

Characteristics of IDEO process online 

IDEO PROCESS OFF-LINE 

Quantity versus quality 

Flexibility 

Unique tools 

Trial and error  
Insights from different markets 

Changing teams 

Microcontributions 

User-centered solutions 

 

 

IDEO PROCESS ONLINE 

Diverse people; 
Incremental ideas 

Collaborative approach 

User-centered approach 

Multi-phased approach (divergence/convergence) 
 

 

 

Challenge of IDEO process online 

The challenges od moving IDEO process online are related to the following problems: 



1. Transferring the know how and understanding of the client value chain and competences from offline to 
online 

2. The biggest challenge is of not cannibalizing IDEO’s consulting activity with the OpenIDEO’s platform; 
3. There is no guarantee of the implementation of the identified solution 

4. How to use the prototyping phase when transferring the model online? 

 

Opportunities/challenges of the platform for clients
OPPORTUNITIES 

Access to IDEO consulting services at an affordable 
price 

Access to avery different competences and 
experience through the community 

No problems of Intellectual Property Rights (IPRs) 
Opportunity to go online without committing to a 
self-developed community 

 

CHALLENGES 

Public disclosure of their projects 

Transfer of background knowledge and company’s 
culture to the community 

Engage the community on a specific problem 

Identify the right project that can be of interest for 
the community 

Devote time, feedback, and effort to the community 

When is fruitful to crowdsource ideas? 

 
Opportinuties/challenges of the platform for community 

OPPORTUNITIES 

Opportunity to show her competences to IDEO and 
become eligible for a position within the consulting 
company 

Learn from others 

Face new and different problems 

Social recognition through the DQ 

 

CHALLENGES 

Accept the no financial reward policy of IDEO 

Keep up the motivation and interest in the 
community over time 

Maintain a sustained effort over time 

Show commitment to projects even with the risk of 
not seeing them implemented.

Opportinuties/challenges of the platform for IDEO 

OPPORTUNITIES 

Opportunity to catch up with competitors emerging 
online like Quirky 

Access to a vast array of expertise and 
competences 

Enter the online world without affecting its core 
business. 
 

CHALLENGES 

Keep the community alive and engaged into 
different projects 

Animate the different discussions 

Make sure there is a follow up from the client in the 
implementation of the solution ideated from the 
community 

Maintain a balance between competition and 
collaboration.

 

Involving consumers in new products ideation 

What kind of research to use? 



 
In this phase, most of the methodologies that we are going to use to understand the user and the context are 
methodologies related to explorative research. 
 

A new product from a survey 

‘We did a survey where we asked girls if Barbie should get a new boyfriend or stick with Ken,’ explained Lisa 
McKendall, Mattel’s manager of marketing and communications. ‘They wanted her to stay with Ken but wanted 
him to look. . . cooler.’ 
NB: when we ask the consumers directly, we need to remember that they have a number of issues: 

1.  they are not creative  
2. they are unreliable reporters of their behaviors -> the observation provides us with better insights  
3. they are limited by their current knowledge.  

 

Scientific method and design thinking 

 
 

The design thinking approach allows us to empathise with consumers, but above all it is an approach really 
similar to the scientific method, in the generation of hypotheses and ideas that address specific hypotheses. It 
is a very recursive process that is based on the interpretation of facts and data done by the development team.  
 

1. Understand trends and phenomena 

2. Empathize  
How do you empathize? 

a. Observation (IDEO) -> we mainly use social media 

b. Put yourself in other’s shoes (Nissan and MIT AGNES Lab) 
c. Observation in the social media age (Ditto Labs) 

 

Observation 

Empathic design technique 



It involves all the information you may gain by observing people in their own physical environment. 
It enables company to gain additional information (compared to those gained by observing people in usability 
labs) with respect to the following aspects: 

1. Triggers of Use -> what prompts a consumer to use a product? Not always consumers use the product 
for the purpose of its creation; most of the time consumers adapt the product to their needs -> this can 
provide insights to the brand and to the company 

2. Interactions with the User’s Environment 

3. User Customization 

4. Intangible Attributes of the Product 

5. Unarticulated User Needs (people may be not consciously aware of their problems, or they may 
experience difficulties in articulating their needs) 

 

EX: Haagen Dazs Cream Crisp 

Their main aim was to innovate the snack category, focusing in particular on handheld segment, which was 
growing strongly and which is dominated by Magnum. 
Strong positive affect in retail 
Stick Bar HD perceived of a higher quality but still a “me too” 

Premium HD strong barrier for trial (up to 120% vs. Magnum) 
Need to find a way to be stronger in the handheld segment 

 

Consumer insight process 

They started with observation -> ethnography with HD target and Magnum users 

Primary need for HD consumers: little treat for myself, indulgence 

Magnum users: more focused on the amount 

Magnum “Crack” key characteristic of the mix 

Idea generation session: mix of employees and consumers 

30 ideas generated around Stick-bar 

Identified 5 “feasible” ideas particularly appreciated by non users of Magnum 

Screened down to 2 to be tested in PreVu 

Positive PreVu on 1 idea, first prototypes created 

Negative Evaluator… -> they need to start again 

Step back and all process analysed: low uniqueness and price key barriers 

Generate a stick enough different from Magnum to justify a premium price was not easy… 

Decision to simply follow consumers’ needs 

a. Smaller size vs. Magnum 

b. Less messy 

c. Extreme high quality 

d. Have a “WOW!” effect (focus till now was mainly shape and ingredients) 
e. In line with the brand promise “Voyages pour vos senses” 

 

Final mix 

Stick not present anymore even if still a handheld product 

Contrast among wafer, thin caramel coating and ice cream 

Extremely basic flavours: vanilla, chocolate and caramel 
Extremely easy to eat: not messy, coating does not crumble, slightly smaller than Magnum (80ml vs. 120ml) 
High quality ingredients: Loacker wafer, HD ice cream 

 

Results 

Volumes 30% higher than expected 

Mostly incremental volumes thanks to the new occasion for the brand 

Able to drive distribution in both impulse and retail 
Premium price justified 

Mix globally exported 



 

EX: AFOL 

Adult Fan of LEGO – AFOL User’s Group 

Self-formed (organic) brand community 

Exists online/offline 

Specialized according to themes and interests 

53 known LUG’s (33 in NA, 14 in EU, AU and Asia, 6 in Canada) 
AFOL’s are men 

LEGO purists! 
Mostly in their 20-40s 

Many AFOL’s spend >2,000$ per year buying LEGO 

 

Putting yourself in others’ shoes 

Graying population, the aging of America: a business opportunity 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Age Lab: calibrated to make the wearer experience old age, the Agnes – short for the Age Gain Now Empathy 

System - has harnesses and bands that restrict joint and limb movements. 
This is a useful technology that allows young people to understand what the impediments of older generations 
are, allowing them to be able to design products for older people 

 

Observation on social media 

Surfing images to generate insights 
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TRIGGER OF USE: “We used to Ditto to look at actual phots. We found that Gatorade wasn’t just consumed 
during exercise, but by teens during meals” 

INTERACTION WITH USER’S ENVIRONMENT: “We used Ditto to land a new client, because our agency had 
data about the brand the others didn’t have.” 

 

From observation to insight 

Design thinking and apps: the Rise case 

Rise: A data platform for college and professional athletes to track their sleep and adjust their behavior so that 
they played at peak performance. 
Rise expected athletes to look at data-driven charts and graphs to determine what decisions to make next 

But players struggled to find those insights 

 
 

The new Rise app 

1. Athletes do not care about statistics and data 

2. Transform the app into a coach 

 

The novel chat section 

The chat section is partially fueled by an algorithm. 
If it sees an irregular pattern, it asks the player if something is going on. 
Then, the player can get personalized advice from a person. 
A human coach can intervene. 
 

Build personas 

Personas and consumer archetypes 

 



 
 

Personas 

Personas are fictional representations of segments of buyers based on real data reflecting their behaviors. Their 
purpose is to put the people in charge of company decision-making in the shoes of the customer. 
Customer personas can be as basic or complicated as you like. They can take various forms, but at the end of 
the day, their value lies in how clearly they reveal what drives different types of buyers. 
 

The process of creating buyer personas relies on using data and insights to identify, understand, and uncover 
the values, behaviors, affinities, attitudes, conversations, and patterns of your ideal customer. The analysis 
can extract data from primary research, web analytics, social media, or all three. 
 

Ideate 

More specifically, the process off-line ensures: 
a. Quantity versus quality 

b. Do not be scared of crazy ideas 

c. Flexibility 

d. Unique tools 

e. Trial and error 

f. Insights from different markets 

g. Changing teams 

h. Microcontributions 

i. User-centered solutions. 
 

Prototype and test 

 

GUEST SPEAKER: SOCIAL ANALYTICS FOR INNOVATION 

The aim of the lesson is trying to leverage social analytics and digital in general to make smart decisions. 
Through social we are able to evaluate feedback of our content, we can evaluate how many followers we're 
getting, we can evaluate how many likes, how we get to have a lot of content, how many videos views, and so 
on. At the same time there are several other things that we can unlock with social data and also very big co-
authority. Corporations are not aware of the full power that they can unlock when they move deeply into social 
data. In order to do so, we have to take a step back, and we have to start by asking a very popular question: is 
social media really dead? 

If we look at the numbers of users joining social media, this is not really true.  
As we can see from the social media time line is that there is a steady and constant growth in terms of users 
and entities joining social media platforms -> we close 2024 with more than 5 billion social media entities all 
over the world, meaning by this that the majority of the world population has an entity on one social media. 



 
 

We need always to remember that we can on social media with multiple entities at the same time, but what 
really matters is the fact that the trajectory is a growing one over time. 
Answering more properly to the previous question we can say that social media is not dying, but it is changing: 
back in the days, in fact, social media started as social networks, so as a way to stay in touch with each other, 
and things remain stable until Covid.  
From COVID onwards, and specifically with the rise of interest-based platforms, like TikTok, also Instagram and 
YouTube, started to develop a little bit more of an interest-based content in the forms of Reels and Youtube 
Short -> all these contents are scrolling based, meaning by this that they are not necessarily content from our 
community, but just content in which we might be interested in and this is the focal point of what social media 
are today (social media today are becoming a little bit less social and a little bit more media). 
 

 
 

Moreover, we have to analyze that there are different social media platforms and we are using social media as 
an entertainment platform to all extent, like TV. What is important to say is that according to these movements 
that we see in social media, also social media platforms are changing their position in the market. 



 
The more time we spend on social media platforms, of course the better for social media platforms because we 
are consuming more content, we are exposed to more ads, and this means that we spend more time on those 
platforms.  
Looking at the table we can see three blocks: 

1. Long tail platforms: platforms which are not performing bad in terms of people joining, but that stay 
more or less the same in terms of minutes per visitors and in terms of population of the platforms, such 
as LinkedIn, X, Pinterest, Reddit and so on. Basically all platforms that are very specific in terms of need 
or very specific in terms of markets. 

2. Tiktok, the market challenger 

3. Meta, which includes Instagram, Facebook, Whatsapp 

 

  
Another important things to keep in mind is that we use social media for answering to different needs. Most of 
the time different needs are also associated with different periods of our life. 
For Gen Z, and for very young users in general, it is a way to explore, to find these contents and new creators, to 
see new celebrities, new artists, new sports, new entertainment formats.  
For Gen Y, so when becoming a little older, we start to have more clarity in what we like. We start posting about 
ourselfves, we start seeing ccontents from brands, we are more focused on the work-related network and 
research and our area of interest becomes a little bit more narrow. 
As we get older, these things becom stronger and stronger and the informative function of social media 
becomes stronger again -> this is why we say that now Facebook is a very strong among older people 



 We don't have to make a mistake to think about social media platforms as silos for different generations 

  
 

The graph below shows that, for younger generations, TikTok is becoming a little bit of a search engine (46% of 
users are using social networks as search engines). On social media people are searching experiences of those 
who have already experienced what we are searching -> it's a different level of user experience and this is the 
reason why social media also can be more and more used with this regard. 
 

 
 

 



The influencer era is ending, what we are looking for is a more genuine connection with people we are inspired 
by, we admire, and not necessarily they have to make millions of followers to get our attention.  

 
 

Social listening allows us to analyze what users are talking about on social media, but it doesn’t really matters 
anymore how many people are talking about that specific topic, what we care is only the positive/negative 
sentiment. 
Another important thing to metion that matters a lot when dealing with social media is that we can work real 
time adjusting what we are doing according to the sentiment analysis results. 

It is also really important to understand the reputation that we have on social media to understand how we are 
perceived against our competitors, as well as understanding real time if we are doing right. 
 

 
 

 



THE INTER CASE 

  
The first step in this research was to create a reference audience, in order to use it as a benchmarkof the results 
coming from the target audience to undestand if there are specific nuances or specific results which are 
defined by the target audience itself. In this case the reference audience was the US general population. 
Doing a market research this way rather than following a traditional patter becomes easily very expensive; on 
the other hand, since it is entirely social-based, we are not asking questions to anybody, we are not central-
based, but we see and we look at the entire population of people interested, who is on Instagram. Moreover, ith 
this type of study, we got the results after 30 seconds, rather than after weeks/months, as with traditional 
research. 

 
When the percentage of the target group is higher than the one of the reference group means that we have a so-
called over-index, and we also have a positive infinity. Through this approach it is also possible to analyze 
passive behaviors: we can also track people that are not following Inter, but that every time that they scroll their 
feed they see an Inter content, meaning by this that there is an interest as well -> this process allow us to detect 
people that are possibly interested in Inter. 
That was the first step; then the second stepis understanding where they are. 

 



The green bubbles represent where we have the positive opinion, while the red bubbles represent the negative 
opinion; the size of the bubble represents the streght of the opinion. 
Looking at the map, we can see that boston, New Your, Miami, Los Angels and Houston are the most relevant 
spaces. 
 

 
  

Here the focus is no longer on what type of content we have to use, but it schift to which investment in TV, as a 
TV series, as a media branch, should be done. 

 
 

Also games was a very good deal for Inter-transit in the United States, due to the fact that FIFA is made in the 
United States. 
But something more creative should be done; that is the reason why Fortnite was born. Fortnite essentially 
developed a set of skills, especially in north America, useful for Inter-transit in the States. 



 
 

After understanding the initial idea of content to be produced, we need to undersatnd where to produce these 
contents. In particular two platforms shown an interest: Youtube and Spotify. 
In particular, on Spotify people are interested and pay attention to podcast, but at the same time they are also 
exposed to ads. 

 

  



Inter has been the first professional group of clubs to launch a kit on a high-requivalent magazine. 

 

 

 



 
Finally, we ended up with a country by country, local strategy involving partners, shelters and contents. 
Starting by analyzing already existing partners, it is also importasnt to think about future expansion through the 
usage of new partners. 
 

 
 

Using social data in these fields, allow us to be able to see how we can detect where people are, how we can 
detect the demographics of these people, how we can use a content strategy accordingly, which are the ideas 
that we have on the table and on which we are able to act on today. 
Finally, we can also use this methodology to understand if there are any potential companies to make the 
things that we have to do together, what are the best things for us to invest on if we want to do competition, and 
so on and so forth. 
 a lot of decisions which are not social-based are made based on social. 



 
 

 

 



Understanding the role of influencers allows brands and marketers to efficiently work with them on a set of 
different marketing objectives. 
1. Become relevant over a specific target or niche 

  

 
2. Increase brand awareness and users’ interest 

 
 



3. Expand brand footprint on new platforms  

 

 
4. Optimize campaign coverage while maximizing ROI 

  



 
 

Final Remarks 

1) Understanding existing and potential digital audiences is crucial to define key strategic activities. With new 
methodologies like Digital Audience Profiler, we are now able to analyze behavioral and unprompted data 
with speed and effectiveness. 

2) Selecting the most relevant touch points, platforms, contents and creators can not be based on gut-feeling. 
In a digital-first world, we now sit on an unexplored set of data that can drive and support decisions. 

3) Influencer Marketing is becoming more sophisticated: from top-funnel- only marketing goals to mid and 
lower-funnel objectives as well. Therefore, a renewed and comprehensive data-driven approach is needed. 

CONCEPT TESTING 

While with focus group we tent to connect the engagement into the generation of ideas, in this case we collect 
data, we generate insights and only then we have the ideation phase, with the idea of postponing the creative 
effort -> the first phase is so collecting the evidence to support the ideation phase. 
 

New product testing 

 
 

From the concept generation, which is basically the ideation phase, till the final product launch, there are 
different milestones, different moments. The idea is that we test the concept, the product and than the market, 
where we test the consistency with the product that we are launching and the marketing strategy than we are 
proposing. 



Setting up a concept testing depends on the area on which the concept test is built, but of course there is a 
common pattern. There is an initial phase called pretotype, which is not always executed (it depends on how 
much money we are able to invest). It is a fake prototype of a product that doesn’t exists just to have a visual 
representation of what we will have at the end.  
 

Why conduct testing?  
Theranos case 

The company came up as a scam, and the scam was coming from the the fact that she fakes most of the 
results of the lab testing of her technology. 
The reason why company, and investors, engage with concept testing is to avoid this type of errors. 
 

Type 1 error (false positive): invest in an idea that doesn’t not work 

• Reputational damage 

• Financial loss 

• Time loss 

• Cost opportunity on alternative projects -> the resources that we are investing a in start-up cannot be 
invested in another start-up 

Type 2 error (false negative): lack of investment in an idea that could work 

• Loss of profits and market opportunities 

• Loss of first-mover advantage 

 This process is mainly used to reduce the confidence interval, and the range of volatility of our results.  
 

From ideas to concepts: definitions and examples 

When we talk about concept, we usually talk about an object, not physical, to test an idea outside the 
boundaries of our company, understanding the consumers responses. It is a way to show consumers what we 
are thinking for them.  
 

What is a good product concept? Which are the relevant characteristics of a concept, the ones that we 
need to make sure that the concept testing is providing us with relevant information? 

The concept testing should start from a consumer need and should give back a benefit and a promise to the 
market. The benefits have to be relevant for the consumer, so we need to give them a reason why to buy that 
product instead of other existing product, we do not care that much about the feasibility of our idea if it is very 
relevant for our consumers at this initial point. 

 
 

Example: Barilla – Pandistelle 

Panidstelle at the beginning were just biscuits, now the line is really extended including ice-cream, snack, 
spreadable cream and so on. 
In adding products into the line, Pandistelle also tought about a sereis of elements such as the jingle, the wrap-
up, the prices and the packagins. 



Concept examples in the exploration phase – Green giants 

 
 

Example - Roc hydra+: concept board 

New ROC HYDRA + 

a. 24-hour moisturizer for visibly glowing skin 

b. Every day your skin is exposed to pollution 

c. Discover the new RoC Hydra+: moisturizes and protects your skin for 24 hours and allows it to 

breathe freely 

d. Exclusive RoC complex, vitamins and anti-radical ingredients help your skin replace residue from 

the environment with revitalizing substances 

e. Visible results: new Hydra+ keeps your skin hydrated, glowing and soft. Throughout the day. 

f. RoC -Keeps its promise. 40ml Price: euro 24.00 

g. Non-oily texture. No-gas spray 

 

External concept evaluation: concept testing 

Goals: 
1. Identify and delete potentially unsuccessful concepts -> avoiding the incurring into type 1 and type 2 errors 

2. Estimate the sales and the trial rate the product would have if launched in the marketplace -> we need to 
plan in advance whether our investments will be a success or a failure 

3. Help the innovation team develop an idea -> now it is time to also estimates the sales, and we need to 
inform the innovation team about the features of the new product that are interesting for consumers  

4. Share the product idea with other departments within the company  
 

How to do: concept testing 

How to carry out concept testing?  
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Some companies use qualitative research, and the advantage of it, is that we can interact with consumers, and 
we have the opportunity to analyze the reactions to understand which are potential solutions that might have 
sens to make the final product relevant. 
Most of the companies, however, use a quantitative approach, which means launch a survey or use a cojoint 
design approach. 
 

Basic concept testing model to estimate the trial of the new product: the model of the new concept 

This model is used by most of the companies in leveraging on concept testing to estimate the trial and it is a 
modle that tells us the market share that a new product is going to reach, meaning by this that the market share 
depends on 4 variables: 

1. Awareness 

2. Trial 
3. Availability 

4. Repeat 

 It is a multiplication of the percentage of awareness that the product will enjoy, the percentage of trial, the 
percentage of availability and the percentage of repeat. 

 
 

In the flow of the consumer, the market share depends on the fact that they are aware that there is a new 
product on the market; if they do not know that there is a new product, they are probably not willing to try it. 
Once they are aware they need to try it, and so they need to to find it in a place that is convenient for them. 
Finally, once they have bought it the first time, if they are happy, they might repeat their choice. 
 This model is mainly adopted for non-durable goods. For durable goods there is other models that leverage 

more on big data. 
 

Which is the difference among these four varibales? 

Awarenes and avialability depends on the investments of the company, and how much strategic is the product 
in the portfolio of the company, while the other two elments are more related to the product itself and the 
consumer behaviors. 
Awareness and availabilty are also something that we can leverage on, because from our first prediction we get 
a certain market share, but if we are willing to keep the market stronger, what we can do is invest more, so 
change the investment in one of these to areas. 
The problem is more on understanding the trial and the repat phases, since we do not have a real product, 
maybe just a prototype: that is the reason why in this stage we need to test the trial. 
 

Data collected through concept testing 

How do we test the trial? 
1. Intention to trial 
2. Evaluation of the concept as a whole 

3. Evaluation of the single attributes 

4. Consumer profiling  
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Purchase measures – trial & repeat estimation 
Purchase measures that capture purchase intention and expected frequency. The form is typically, “Based on 
the description of the product, how likely would you be to try it if it were available in your area?”: 

a. I would definitely try it 

b. I would probably try it  
c. I am uncertain about trying it 

d. I probably would not try it 

e. I definitely would not try it 

 

We estimate the trial through the top-two-boxes methodology, which is a methodology that is used in many 
evaluations of consumers. The idea is that basically the percentage of trial is a sum of the percentage of those 
who answered a and those who answered b. Of course this gives us an estimation of the trial, but in most 
cases, this is not exactly the trial that we are going to consider. 
 We need to move from the trial to the adjusted trial, which is a discount factor that we apply to the 

percentage of those who answered, “I would e definitely try it” and those who answered “I would probably 
try it” in different ways (generally speaking, the rule is to have a higher discount for the second box because 
of course it's less certain than the first one). 
To define the discount factor, companies usually use past data on similar launches in similar categories, 
since they know more or less how many of the consumers that declared that they would buy, or they 
probably would buy the new product, actually bought it. 

 

Frequency of the purchase 
Another thing that we try to understand is the frequency of purchase (critical for nondurable products): “Which 
statement best describes how often do you think you would buy this product if it were available to you?”: 

a. Once a week or more often 

b. Once every 2 or 3 weeks 

c. … 

d. Less Often 

e. Never 

 

Evaluation of the product as a whole 
This assessment is critical to understanding the variables that explain the purchase measures. A series of 
questions linked to the following items is used for this purpose: 

1. Uniqueness and differentiation from other products 

2. Credibility 

3. Importance in responding to a consumer problem 

4. Interest 

5. Value for the money 

 

Evaluation of the single attributes 

 



In this phase we should have a conjoined approach to the question, since thank to the conjoint analysis we can 
really estimate what is the contribution of each single characteristic of the product to the overall perception of 
the consumer. 
This graph gives us a ranking of importance of the different characteristics, but even more impart it also 
highligth those variable that are perceived as indifferent by consumers. This is really imporatnt since it is a way 
to understand where invest more and where, on the other hand, stop investing. 
 

Consumer profiling 
Demographic variables are the most traditional ones in defining a targeting strategy. However, additional 
variables that help understand perceptions of current market offerings are also useful. For example: 

a. Current buying behavior 

b. Category perceptions 

c. Barriers to brand change 

d. Influence in current buying process 

 

Stima del trial – Nestlè Contadina Pasta Case 

Case Study: Nestlé Contadina Pasta 

• 300 buyers 

• 75% top-two-boxes score (24% would definitely buy it + 51% would probably buy it) 

• The median split (the way we split a sample) of respondents between favorable and unfavorable to the 
product shows that: 

o Both groups appreciate the following features: natural product, variety, freshness, ease of 
preparation, time saving 

o Negative aspect: price 

• Adjusted Trial: 80% of “definitely will buy” + 30% of “probably will buy”: (0.8*24%) + (0.3*51%) = 34.5% 

• Assuming 48% awareness & 70% availability: AW*T*AV = 0.48*34.5%*0.70 = 11.6% 

• Potential market: 77.4 mil. 
• Trial: 77.4 mil. * 11.6% = 9 mil. 
• Repeat for similar products= 39% 

• Repeat for average consumer = 2.5 times 

• Number of units bought each time = 1.4 

• Repeat estimate: 39% * 2.5 * 1.4 =136.5% 

• Estimate of the final market: 9 mil. * 136.5% = 12.3 mil. units 

 

Let’s now apply this to different concepts. These 5 are real products that have been launched, and the data are 
real data that these products have experienced. Assuming that the discount factors are 80% for the first group 
and 30% for the second one, we need to calculate the trial. 
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Which products are they? 

 
 

The product A, Coke Black, since does not have a good percentage of repeat, is not a good product to invest on, 
even tough the awareness is really high. 
The Innocent Smoothies even though the awareness is not that high, has a really high repeat percentage, as 
well as the availability, meaning by this that it represents a successful product. 
The third product, with a very high awareness, availability and repeat percentage, represents an immediate 
success. 
Then we have Google glass, bad execution, cool technology, and Amazon Basics the silent but unstoppable. 
 

What would you do as a CMO? 
The information that we gather from the concept testing allow us also to identify which kind of variables or 
specific parameters we need to invest more.  
 

A-T-A-R and marketing mix 
How do the different elements of the marketing mix influence the parameters in the ATAR model? 
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Concept test survey 

This is a concept that Hiro, a brand already existent into the category of health boosters, wanted to launch. In 
particular, they wanted to understand which position it would attract more consumers, and it would be more 
interesting for consumers, focusing mainly on male. 

 

 
First of all, we need to put screening questions to avoid making interviews to people that we do not really care 
about. 
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GenAI & SILICON CONSUMERS 
Introduction to Generative AI 
How AI will divide the best from the rest? 
Nowadays, Ai is becoming a strong ally in many work places; on the other hand, there is ths emerging comenno 
wisdom that the generative AI is goint to kill marketig. Many businesses, newspapers and magazines are siying 
that the generative AI is going to lead to a decrease in marketign jobs, marketing budgets and the team size of 
marketig teams. 
This reaction is due to two misconceptions: 

1. The first misconception is what the generative AI can do and what can't do 

2. The second one is what the marketing is 

 to survive, marketing people need to understand what the generative AI is and need to educate people 
about what we want to do. 

 

Another reason why we should not care a lot about this, is that when GenAI arrived, there was this hope that is 
was going to close the gap between skilled workers an those with less skills. After two years of research, there 
is a new understanding of this reality: AI is going to increase the gap even more -> in fact, the skill that is going 
to be rewarded most in the short run is imagination in finding creative ways to use AI. In order to advantage over 
AI, we need to have a deep understanding of our context and of what these tools can do. 
 

Training variety -> training size 

Let’s assume that we want to train a model that identifies elephants.  
How can the model learn to identify elephants? 



Generally speaking, the goal is to identify distincly the figures, meaning by this that the model need to learn the 
distincitve features of an elephant: the long nose, the trunk and so on. 

 
The problem here, it that the computer also see the bushes, which are something that our methal model 
doesn’t even see, since we learned to disregard it. The problem is that if e feed these images to a computer, the 
computer is going  to associate bushes to elephants, making them a distinctive feature. 
How can we solve this problem? 
We need to provide more pictures without bushes, to help computer to disregard bushes from elephants. In 
order to o so, we need a big annotating dataset (annotating a dataset refers to the process of labeling or 
tagging data, such as text, images, audio, or video, with relevant information or metadata, in order to train, 
validate, or test machine learning models), which is necessary to guarantee sufficient variety. 
 

Generative AI (GenAI) 
Main learning paradigm during training -> self-supervised, which means something very smart that re-create 
human intelligence. Generative AI refers to a class of artificial intelligence models capable of creating new 
content, such as text, images, audio, video, or code, by learning patterns and structures from existing data. 
 Goal of the inference phase: generate data 

 

Generative AI: a paradgim shift 

 
 



 
A type of GenAI: Large Language Models (LLMs) 
1. Self-supervised language model trained by being provided with excerpts of text in which some words have 

been removed 

2. The model must try to predict the missing parts 

 
The important thing to highlight is that there is no human providign the label used in the prediction, but the 
label is self-contained in the model.  
This represent an evident advantage with respect to the supervised model, since human beings are no longer 
needed. 
This process allows the model to learn quicker, and more knowledge make it smarter and better at multiple 
different tasks. 
 

Emergent abilities 
An ability is emergent if it is not present in smaller models but it is present in larger models 

 
 

Predictive VS. Generative AI: different capabilities 
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a. Predictive: narrow and domain-specific capabilities. Predictive AI is based on one specifc type of 
learning, which is the main learning paradigm behind the predictive AI. The main limit to the 
development of predictive AI is that there is a human concern.  

b. Generative: fungible and generic capabilities. The pardigm used is the foundation model, a model that 
has been trained with all possible kind of data that we found. 

 

Predictive AI world  

 
 

Generative AI: the foundation 
A fundation model is a large, pre-trained language model that serves as the starting point for creating more 
specialized and task-specifc models.  
There are 3 main advantages of using this model: 

1. Lower traing costs, especially in the long run 

2. Privacy is granted, since we do not need to share data with big tech companies 

3. We can profit from selling the fundation models to other companies in our industry 

 



GenAI: the fruit (adaptation) 

  
 

 

Training 

How much does it take? 

 
 

Inference 

How GenAI works: the case of LLMs 
1. Let’s imagine that we ask an LLM to complete the sentence “I am going to …” 

2. During the training, the foundation model used in the LLM has memorized, for each word, the probability of 
being the one that comes after “I am going to …” 

  

 

 

3. It randomly choose among the most plausible words 

This is exactly what happens with generative error, due to the fcat that GenAI must give us an answer always.  
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The fact that the choice of the world is random as both a positive and a negative consequence: even if we use 
the same promt, we will have each time a different answer, meaning by this that we have sevarl opportunities. 
On the other hand, and this is the cons, it makes mistakes. 
 

The importance of the promt 

1. Now let’s imagine that our initial sentence is “I am at the university and I am going…” 

2. The new prompt changes the probabilities of each word to be the next one. This change is called 
conditioning of the model. 

 
Differently from the previous example, by adding some context, the probability of some worlds increases, 
above all classroom since we are talking about univeristy, while other probabilities decrease, such as the 
theatr one. 
 

 By just adding appropriate context in the prompt, what we are doing is improving the accuracy of the 
predictions that the motor makes. 

 

How does GenAI create? 
1. Born this way -> trained to predict the next item given the preceding sequence 

2. Designed to generate approximately the staistically most plausible sequence of text based on their 
training data (not the msot likely) 

3. In a random way 

a. Swiftly generate variations of the same content 

b. Impossible to detect whter something is GenAI-generated 

 

Beware of hallucinations 

Google’s AI chatbot Bard makes factual error in first demo. 
When working with GenAi we need to always check its work, since as we know very well, it can make mistakes. 
 

A better positioning 
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The boundaries of GenAI 

 
 

In what sense is AI intelligent? 

 
 

 

 

How can firms use GenAI? 

Adaptation 
Purpose: To specialize the generic capabilities of a generative model 
1. Use off-the-shelf-models (transfer learning) 

a. No adaptation 

2. Prompt-tuning (specific to GenAI) 
a. Adaptation in the inference phase, while using it 

b. A temporary form of adaptation, which specifies the task that the model has to perform (Radford et 
al., 2019) -> in the moment in which we close the chat, ChatGPT will foget everything we told to it. 

3. Fine-tuning 

a. Adaptation in the training phase with novel and domain-specific data 

b. A permanent form of adaptation 

 



1) Off-the-shelf 

 
 

Promting strategies: zero shot 

Simply ask the model to do something, but provide context. 
 

SYSTEM PROMPT 

You are working for a gym in the West Coast of the US. You want to develop a novel idea to increase yearly 
subscription to the gym. You are a creative entrepreneur looking to generate new product ideas. The product 
will target college students (PERSONA) in the United States. It should be a physical good, not a service or 
software. I'd like a product that could be sold at a retail price of less than about USD 50. The ideas are just 
ideas. The product need not yet exist, nor may it necessarily be clearly feasible. Number all ideas and give them 
a name. The name and idea are separated by a colon. 
 

USER PROMPT 

Please generate ten ideas as ten separate paragraphs. The idea should be expressed as a paragraph of 40-80 
words. 
NB. The user promt must be very specific, otherwise the output will be probably full of mistakes. 
 

Results  
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Here we are in the variation phase of the new product development process, so the goal here is to generate 
variation, meaning by this as many ideas as possible. In this phase, we don't care if they make sense, if they are 
technologically feasible, we simly need ideas. 
 

Can we be more creative? Promt strategies 
Promting strategies: few-shot 

Provide demonstrations in the prompt: one can use a text or template known as a prompt to strongly guide the 
generation to output answers for desired tasks. 

 
Does not work for complex reasoning tasks. 
 

GenAI VS. MBA studets 

2) Fine-tuned with examples 

  

 



Promting strategies: chain-of-tough 

InstructGPT: Inducing LLMs to "reason step-by-step" (Wei et al., 2022) 

 
 

Idea generation with CoT 

Generate new product ideas with the following requirements: The product will target college students in the 
United States. It should be a physical good or a service or app. I'd like a product that could be sold at a retail 
price of less than about USD 200. 
The ideas are just ideas. The product need not yet exist, nor may it necessarily be clearly feasible. 

Follow these steps. Do each step, even if you think you do not need to: 
1. First generate a list of 10 ideas (provide the short title only and no description) 

2. Second, go through the list and determine whether the ideas are different and bold, modify the ideas as 
needed to make them bolder and more different. No two ideas should be the same. This is important! 

3. Next, give the ideas a name and combine it with a product description. The name and idea are 
separated by a colon and followed by a description. The idea should be expressed as a paragraph of 40-
80 words. Do this step by step! 

 

Results 
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Silicon consumers 

Can we use LLMs to replace consumers? 
1. Downward demand slope 
GPT has to choose between: 

a. A laptop (Surface Laptop 3)   
b. Another laptop that costs $1000 (reference price) 
c. Nothing 

 

The Surface Laptop price varies between $749 and $1249 across simulations. 

 
When the laptop price is below $1000, the share of consumers who buy the laptop is almost 10% bigger than 
when the price is higher than $1000. 

2. Effect of income on demand 
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This graph shows that poor consumer are more responsible to buy if they cheaper, while the rich 
consumers are more responsible if they are expensive. 

3. Inertia in the choices 

 

The consumer is asked: “Which toohtpaste have you bought (if any)?” 

 



4. Decreasing marginal utility 

 

 

Type of product 

 
 

Same product, different context 

 



Same context, different product 

 
 

Same product, different quantities 

 
 

LLMs seem to be able to reproduce behaviors consistent with the economic theory: 
1. Downward demand slope 

2. Effect of income on demand 

3. Inertia in choice 

4. Decreasing marginal utility 

 

1. Positioning map with ChatGPT 

Promt: the car brand X is similar to the car brand …?  

 
 

2. Conjoint analysis with LLMs 

A type of statistical analysis used to understand the economic value that consumers attribute to each product 
component 



 
3. Concept testing with silicon consumers 

Conjoint analysis with ChatGPT, please use the prompts described in the file “Concept Testing - prompt for 

ChatGPT” contained in the folder “03_concept_testing” of your repository. 
NB. Remember to create a new file “concept_testing_survery_mine.docx” to provide to ChatGPT. 
The file contains the description of the concepts that you want to test. 

 
Remember to replicate the interview for each persona that you are interested in. 
 

BRAND AUDIENCE ANALYSIS AND POSITIONING MAP 

Positioning map 

Graphical representation of the relative position that brands occupy in consumers’ minds. It is also called 
perceptual map and it is made of two axes, that refers to the two most important attributes that we want to 
measure. 

 



In this case, we have one attribute that is discontinued from conservative to sporty, and another attribute that is 
discontinued from practical to classy; the different brands are positioned in this perceptual map according to 
the value that they have along these two attributes. 
 

When do we use positioning map in the NPD process? 

We use the positioning map in two main phases: 
1. When identifying white spaces in the market -> at the beginning of the NPD process, we use the map to 

identify market opportunites, and we need to verify wheter the opportunity is good or bad for our 
business 

2. When deciding how to position and sell the product -> at the end of the NPD process, to identify we are 
the closest competitors 

 

Steps to create a positioning map with questionnaires 

1. Identify a set of relevant brand, a set of relevant competitors in the market ->  e.g., a seet of car brands 

2. Identify the two most relevant attributes in the industry, and this largely depends on the experience of 
the managers, or basing of the consumers answer to a survey ->  e.g., eco-friendlyness 

3. Obtain customer perceptions -> this process is coslty and time consuming, because companies have 
to go around and survey consumers 

4. Factor analysis 

5. Positioning map 

 

Steps to create a positioning map with big data 

a. Look for keywords associated with the attribute we are interested in, and that we want to use along one 
of the two axes -> e.g., environment 

1. Keywords: #environment, #nature, #climatechange 

b. Collect the hashtags used in the post in two groups containing: 
1. Keywords associated with the attribute 

2. Brand mentions 

c. Calulate the similarity between each pai of keyword and brand -> to do that we use the metric called 
Jaccard similarity 

d. Use the similarity to position the brands in the positioning map 

 

Jaccard measures of similarity 

Let us suppose the we have two accounts: B (brand) and E (keyword) -> B and E are the two sets of hashtgas of 
B  and E, respectively 

 
where the numerator is the intersection between B  and E, while the deminator is the union between B and E 

 

How do we combine different keywrods? 

So far, we have a measure of similarity between brand B and one keyword E. We will get this measure of 
similarity for each of the n keywords E. We need to combine these n measures of similarities to understand 
how «environmentally friendly» brand B is perceived to be. 
 

Weigthed similarity 

Let us assume that we have two kewyords for eco-friendliness: 
• #nature has 1,115 hashtags 

• #climatechange has 727 hashtags 

Intuition: if brand B is associated with hashtags related to #climatechange, then it represents stronger 
evidence of the environmental affinity of brand B … Than it being mentioned with hashtags related to a more 



general keyword such as #nature 

We weight each keyword inversely proportional to its number of associated hashtags. 
 

Social perception score 

We weight each keywords inversely proportional to its number of associated hashtgas. 
Social Perception Score between Brand B and attribute E:  

 
 

 The social perception score is the weighted Jaccard similarity! 
 

Brand audience analysis 

We are at the very end of the NPD process and we want to decide how to engage our customers with the 
innovation that we just developed. 
The brand audience anlysis followed the same procedure as positioning map, just with as many attributes as 
we want, and since we are going to have more than two attributes, we are not going to be able to represent it on 
a typical graph, but we are going to use a heat map. 

 
 

To interpet this map we need to look at the scale on the rigth, which basically says that as the color gets more 
and more closer to yellow, it means that the consumers of a brand are interested in that attribute, while as the 
color becomes closer to purple or blue, it means that the consumers are not interested in that attribute. 
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