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Innovationsschub durch

digitale Plattformen und

Kinstliche Intelligenz?

Marketing bedeutet, ein Unternehmen
konsequent nach den Bediirfnissen des
Marktes und den Konsumentinnen und
Konsumenten auszurichten. Damit dies
nachhaltig gelingt, ist Innovation un-
erlasslich. Denn Innovation ermoglicht
einem Unternehmen, sich an sich stetig
verdndernde Bediirfnisse anzupassen oder
gar neue Bediirfnisse zu schaffen, was eine
Abgrenzung zur Konkurrenz ermdoglicht
und hilft, Preispotenziale zu erschliessen.

Die Zeit, in der Innovation ausschliess-
lich in abgeschotteten Teams, in unter-
nehmensinternen Forschungs- und
Entwicklungsabteilungen mittels teils
kurios anmutenden Kreativitatsansatzen
geschah, ist jedoch langst vorbei. Vielmehr
haben sich skalierbare, plattformgestiitzte,
kollaborative und offene Ansétze durch-
gesetzt, bei denen Mitarbeitende sowie
Konsumentinnen und Konsumenten

iiber digitale Kanale und Plattformen in
den Innovationsprozess eingebunden
werden. Crowdsourcing ist ein wesent-
liches solches Instrument, welches fiir
unterschiedlichste Marketingtatigkeiten
genutzt wird. Open Innovation ermoglicht
so, nicht nur kundennihere Angebote zu
geringeren Kosten zu entwickeln, sondern
macht es der Kundschaft moglich, Teil

des Innovationsprozesses zu werden. Die
dabei entstandenen Produkte und Dienst-
leistungen kommen im Markt oft besser
an und erzielen hohere Umsitze.

Der erste Artikel dieser Ausgabe von
Fiiller, Bilgram und Hahn thematisiert des-
halb die Frage, welche Konsumentinnen
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und Konsumenten sich tiberhaupt auf
solchen Plattformen beteiligen und

wie wir diese erkennen. Im Artikel von
Karpukhina, Schreier, Janiszewski und
Nishikawa geht es um mogliche negative
Konsequenzen beim Einsatz von Crowd-
sourcing, ndmlich die Enttduschung bei
Konsumentinnen und Konsumenten,
deren Ideen ausgesiebt werden.

Aber nicht nur die Kreativitat der Konsu-
mentinnen und Konsumenten, sondern
auch jene der Maschinen kann angezapft
werden. Immer mehr Unternehmen
entdecken Ansitze, um mit Kiinstlicher
Intelligenz (KI) Kreativitdt und Innovation
zu fordern. Signifikante Verbesserungen
in der KI-Technologie haben dazu gefiihrt,
dass die KI nun haufig die menschliche
Kreativitat tibertrifft. Dadurch ergeben
sich fiir Unternehmen neue Chancen, aber
auch Herausforderungen, welche in dieser
Ausgabe der Marketing Review St. Gallen
aus unterschiedlichen Perspektiven im
Rahmen von Forschungsprojekten unter-
sucht und in einem Interview mit dem CIO
des KI-Start-up neuroflash, Dr. Jonathan
Mall, diskutiert werden.

Ferner liefert der Artikel von Hofstetter,
Clegg, Blohm und Bravin einen Uberblick,
wie die Kreativitdt der Menschen auf
Crowdsourcing-Plattformen mithilfe von
KI unterstiitzt werden kann. Dartiiber hi-
naus wird im Artikel von Wahl, Fiiller und
Hutter gezeigt, wie KI-basierte Sprach-
modelle Manager bei der Evaluation und
Selektion von Ideen unterstiitzen kénnen.

Illustration: © Studio Nippoldt

Editorial

Prof. Dr.

Reto Hofstetter
Ordentlicher Professor fiir
digitales Marketing an der
Universitat Luzern
reto.hofstetter@unilu.ch
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Schwerpunkt Interview

Y
Mensch

oder
Maschine

Wer behdlt die Vorherrschaft
bei der Kreativitat?

Die Themenfelder Crowdsourcing und Open Innovation
illustrieren zweifellos den grossen Wert der kreativen
Leistung des Menschen. In der Domdne des kreativen
Schaffens hat der Mensch noch immer die Oberhand '
gegeniiber der Kiinstlichen Intelligenz. Oder etwa \
doch nicht? Dr. Jonathan T. Mall, CIO und Co-Founder
bei neuroflash, gibt in diesem Interview tiefe Einblicke
in die Vor- und Nachteile menschlicher und Kiinstlicher
Intelligenz. Unter anderem erklart er die optimale
Einbindung Kiinstlicher Intelligenz in den Innovations-
prozess und beleuchtet, warum Kiinstliche Intelligenz
vielmehr Chance statt Risiko ist. Ein Gesprach tiber
menschliche Grenzen, maschinelle Denkprozesse

und wie man eine Kurzgeschichte liber eine Schnur,

ein Taxi und eine Gurke schreibt.

Das Interview fiihrt Felix Schakols, M.A.,
Doktorand und Wissenschaftlicher Assistent
am Institute of Marketing and Analytics
an der Universitdat Luzern

Quelle: neuroflash GmbH.
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Jonathan, kénntest du uns zu Beginn erkliren,
worum es bei neuroflash genau geht?

neuroflash hilft Copywritern dabei, schnelleren und
besseren Content zu erstellen. Das Unternehmen
ist von mir gegriindet worden und ich komme ur-
spriinglich aus der Psychologie, wo ich mich mit
vielen neurowissenschaftlichen Themen wie z.B.
unserem Arbeitsgeddchtnis beschaftigt habe. neuro-
flash ist eine Kombination aus Psychologie, Neuro-
wissenschaften und Data-Science.

Wenn man bei euch auf die Website geht, sieht
man, dass euer KI-Textgenerator iiber 80 ver-
schiedene Texttypen behandeln kann. Das geht
von Marketingkampagnenideen iiber Vortrags-
titel bis hin zu Geschichten, erzihlt aus der Ich-
Perspektive. Welche Texttypen stossen denn in
der Praxis auf die grosste Resonanz?

Das hédngt von der Gruppe der Nutzerinnen und
Nutzer ab. Viele Leute nutzen neuroflash auch fiir
einfache Aufgaben, wie z.B. einen Text in Sie-Form
auf «du» umzuschreiben oder generell einen Text
umzuschreiben, also neue Worter zu finden fiir
das Gleiche, moglicherweise zusammenfassend.
Allerdings werden aktuell auch viel langere Texte
generiert, d.h. ganze Blog-Artikel in wenigen Klicks.
Andere langere Texte sind z.B. auch Produkt-
beschreibungen oder Beitrage fiir soziale Medien.

Welcher Texttyp ist denn dein ganz persénlicher
Favorit?

Die Ich-Geschichte ist ziemlich cool. Du kannst
dem Tool wirklich sagen: «Erzdhle mir eine
Geschichte tiber eine Schnur, ein Taxi und eine
Gurke» und dann kommt da eine Geschichte raus.
Jeder Mensch, der das hort, denkt schnell: «Das
hiangt nicht miteinander zusammen, wie mache
ich daraus eine Geschichte?» Die KI macht inner-
halb von acht Sekunden eine komplette Geschichte
aus der Ich-Perspektive daraus. Die ist meistens
noch nicht perfekt. Vielleicht vergisst sie, wofiir
die Schnur war. Dann fiigst du das hinzu und bist
fertig. Deine kreative Leistung wird auf jeden Fall
dadurch erleichtert.

Dr. Jonathan T. Mall
CIO und Co-Founder
neuroflash GmbH
neuroflash.com
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Wie kann man sich die Funktionsweise eures Text-
generators vorstellen?

Wir haben quasi zwei Kls, die in unterschiedlichen
Raumen sitzen und unseren Kundinnen und Kun-
den helfen. Die eine generiert Texte, da benutzen wir
Transformer-Modelle, welche von uns fein-getuned
sind. Dieser KI kannst du z.B. sagen: «Ich habe eine
Idee, ich hatte gerne einen Text, der tiber Weintrauben
geht» und dann schreibt sie den entsprechenden Text.

Dann haben wir eine zweite K1, die darauf trainiert
ist, das, was die andere KI generiert hat, zu be-
werten. So kannst du simulieren, was passiert, wenn
jemand einen bestimmten Text liest. Diese zweite KI
wertet das aus und sagt dann z.B. «Dieser Text {iber

«neuroflash ist eine Kombination

aus Psychologie, Neuro-

wissenschaften und Data Science.»

Trauben ist sehr nachhaltig», weil du etwa {iber die
Natiirlichkeit des Bodens und die Sonne und wenig
Pestizide redest. Beide Kls funktionieren technisch
unabhéngig, aber am Ende ist es die Synthese aus
beiden Kls, die dem Kunden hilft, schneller etwas
zu schreiben, was dann aber auch entsprechend
gut ankommt.

Hier kommt dann dementsprechend wieder die
psychologische Komponente der menschlichen
Wahrnehmung dazu?

Das kann man so sagen, obwohl natiirlich in beiden
Seiten die Trainingsgrundlage von Menschen ge-
schriebene und gelesene Texte sind. Bei beiden Kls
—also bei der ersten KI sind es Transformer-Modelle
oder bei der Zweiten mehr Word-Embedding-Mo-
delle - sind also Muster enthalten, die menschlichen
Denkmustern nahekommen.

Welche Methoden stecken denn hinter dem Text-
generator und sind diese auch wissenschaftlich
fundiert?

Bei beiden KIs gibt es Validierungen auf Basis
menschlicher Einschitzung. Du kannst z.B. das
Transformer-Modell auf Intelligenz testen, indem
du es fragst, was die Hauptstadt von Frankreich ist.



Schwerpunkt Interview

Auf der Dimension ist die KI sogar ein Ticken in-
telligenter als Menschen, weil es eine Unmenge an
Wissen im Modell hat. Ein Transformer-Modell hat
z.B. ganz Wikipedia gelesen. Ein Word-Embedding-
Modell kann man ebenfalls dhnlich testen. Dort
sind die Bewertungskriterien hdufig so etwas, wie
gut du z.B. eine Emotion vorhersagen kannst. Wie
nah kommst du zum Durchschnitt von dem, was
drei Leute sagen wiirden, wie sie ein bestimmtes
Wort empfinden? Auch da wurden entsprechende
Untersuchungen natiirlich gemacht. Man liegt
zwischen 93% und 98% innerhalb einer Standard-
abweichung der durchschnittlich von Menschen
gegebenen Bewertung zu der Emotion eines Wortes.

Trotz des wachsenden Einfithlungsvermogens
von KT ist der Effekt «Algorithm-Aversion», also
die Neigung des Menschen, dass man einer KI
gegeniiber negativer eingestellt ist als einem
Menschen, in der Forschung heiss diskutiert.
Wie beurteilst du die Akzeptanz von KI-Losun-
gen bei Unternehmen und deren Kunden?

Das sehe ich dhnlich. Das sehen wir iibrigens auch
in den Modellen. Die starken Assoziationen mit KI
sind immer noch «Jobverlust» oder «Ierminator».

Ich glaube, der Trick ist es, inwiefern man unser Tool
als Werkzeug sieht. Bist du sauer auf den Hammer,
wenn du dir auf den Daumen haust oder auf dich
selber, weil du dir auf den Daumen gehauen hast?
Unser Tool bleibt eine Maschine, die auch fehlbar ist
und sie wird aber auch besser, wenn der Mensch sie
besser bedient. Da glaube ich, steigt die Akzeptanz,
wenn man die KI wirklich nur als ein Werkzeug im
eigenen Werkzeugkasten sieht. Ahnlich zu einem
Hammer im eigenen Werkzeugkasten.

In welchen Branchen wird euer Tool denn als
erfolgreicher Teil des Werkzeugkastens ein-
gesetzt? Was sind Business-Cases?

Migros Online nutzt unsere KI, um E-Mail-Betreff-
zeilen zu schreiben. Unserer zweiten KI haben wir
ausserdem beigebracht, wie denn eine Betreffzeile
aussieht, die eher geklickt wird. Migros Online sieht
mit unserem Tool eine leichte Verbesserung der
Klickrate. Aber nicht nur die Klickrate verbessert
sich. Du kannst deinen ganzen Prozess verandern,
weil du, anstatt nur eine Betreffzeile zu schreiben,

Quelle: neuroflash GmbH.

du dir die Top 5 raussuchen kannst, welche die
KI vorschldgt. Danach wahlst du dann diejenige,
welche beim Menschen am besten ankommt und
schickst sie raus. Das hittest du mit menschlicher
Kreativitat nicht in der gleichen Zeit geschafft, weil
es lange dauert, sich sehr unterschiedliche Betreff-
zeilen auszudenken. Die K1 schafft das Gleiche aber
in weniger als zehn Sekunden.

Marketing Review St. Gallen
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Abb. 1: neuroflash Semantic Network

swear_

Ein semantisches Netz stellt Beziehungen zwischen einzelnen Wértern dar, wobei semantisch dhnliche Worter naher beieinander liegen. Quelle: neuroflash GmbH.
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Quelle: neuroflash GmbH.

Schwerpunkt Interview

«Wir streben sehr

stark an, dass der Output
der KI den Menschen

im Innovationsprozess
optimal unterstitzt.»

Nun kann die Integration von externen Inputs
und Tools fiir Unternehmen von Zeit zu Zeit eine
grosse Herausforderung sein. Wie gestaltet sich
deiner Erfahrung nach die organisationale Ein-
bettung eures Tools in den Marketingprozess von
den Unternehmen?

Unser Produkt funktioniert hier als ein Bau-
stein. Nachdem die KI etwas generiert hat, muss
ein Mensch filtern und {iber den Output driiber
schauen. Beispielsweise in der Versicherungs-
branche oder bei medizinischen Produkten gibt
es rechtliche Vorgaben dazu, was man als Unter-
nehmen kommunizieren darf. Dementsprechend
wird der KI-Textgenerator zwischen anderen
Produktionsschritten wie der Quality-Control bis
zur Distributionsplanung und Ausfithrung ein-
gebettet. Idealerweise wird unser Tool dem Copy-

writer bereitgestellt, der dann einfach schneller und
besser produziert und ansonsten funktionieren die
Prozesse im Unternehmen wie davor. So sehen wir
eigentlich die effektivste Einbettung, weil du nichts
am Grundprozess veranderst.

Kann man neuroflash als Chance begreifen,
als Unternehmen wieder grissere Teile des
Innovationsprozesses zu internalisieren? Also
ein gegenldufiger Prozess zu Crowdsourcing und
Open Innovation?

Aber ist das wiinschenswert? Der Innovations-
prozess richtet sich ja am Ende immer nach den
Bediirfnissen der Kunden. Die diirfen ja fiir die
Innovation bezahlen, weil es ein Problem z.B.
besser 16st und deshalb ist es das wert, dafiir
mehr oder etwas zu bezahlen. Ob du jetzt Crowd-
sourcing, also eine Masse von Menschen und
deren Kreativitdt nutzt oder eine KI, die ja auch
auf Basis menschlicher Kreativitéat trainiert wurde,
ist die eine Frage. Aber es schlagt eigentlich in die
gleiche Kerbe. Fiir mich ist das keine «entweder/
oder»- sondern eine «wie kannst du das sinnvoll
kombinieren?»-Frage.

Kannst du uns ein Beispiel dafiir geben, wie man
KI und Crowdsourcing optimal kombinieren
kann?

Wir streben sehr stark an, dass der Output der
KI den Menschen im Innovationsprozess optimal
unterstiitzt. Das hast du ja auch beim Crowd-
sourcing z.B., wenn mehrere Leute eine sehr dhn-
liche Idee haben. Aber du als Kundin oder Kunde
willst ja nicht all diese unterschiedlichen, aber am
Ende gleichen Ideen evaluieren, sondern du willst
nur die eine neue Idee und dann die nichste, aber
andere neue Idee sehen. Das haben wir auch schon
implementiert. Wir sortieren Vorschldage anhand
ihrer Relevanz, aber dann auch nach ihrer Unter-
schiedlichkeit, sodass du nicht dreimal die gleiche
Idee liest, sondern dreimal unterschiedliche, pas-
sende und dennoch verschiedene kreative Losun-
gen. Ich glaube, da muss man schauen, dass man
Crowdsourcing und KI nicht einfach nur benutzt,
um mehr Output zu generieren, sondern auch zu fil-
tern und zu sortieren. Eine Kuration muss auf jeden
Fall stattfinden, um hier den effektivsten Prozess
zu haben. Unser Arbeitsgedédchtnis, das ist ja der
Grund, ist sehr limitiert. Wir konnen nicht an alles
denken. Du kannst mir 50 Ideen bringen und ich

Marketing Review St. Gallen
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habe 47 davon ziemlich schnell wieder vergessen
und die drei, die mir aufgefallen sind, die aber
auch in mein Arbeitsgedachtnis passen, iiber die
kénnen wir reden. Wir miissen die Limitation der
menschlichen Kognition beriicksichtigen, damit
die Augmentierung mit der KI optimal funktio-
niert und dich nicht tiberfordert.

Uberfordernd wirken kann auch die deutsche
Sprache mit ihrer komplexen Grammatik und
grossem Wortschatz. Viele Tools arbeiten mit der
englischen Sprache, aber ihr konzentriert euch
auf die deutsche Sprache. Hat denn auch die KI
Miihe mit der deutschen Sprache?

Wir mussten ihr schon eine Menge beibringen,
um z.B. auf Hochdeutsch zu antworten und nicht
irgendwo abzudriften. Sie hatte am Anfang die
Eigenheit, einfach auf Englisch weiter zu reden.
Das haben wir ihr tatsdchlich abgelernt, bis sie es
irgendwann verstanden hat, und jetzt sind nur noch
ein Prozent der Generation in falscher Sprache. Die
konnen wir auffangen und automatisch tibersetzen,
sodass der Kunde nie etwas Unpassendes sieht.

Jetzt will ich dir zum Abschluss noch eine letzte
Frage mit Blick auf die Zukunft stellen. Diirfen
wir uns auch auf Projekte zum Thema «Text-zu-
Bild-Generation» von neuroflash freuen?

Ich spreche mal im Prdsens, weil, wenn das
Interview rauskommt, ist unser Bild-Generator
verfligbar. Man kann mit einer einfachen Bild-

Quelle: neuroflash GmbH.

612022

beschreibung ein Bild generieren, was dieser
Beschreibung entspricht. Also eine Schildkrote
unter Wasser im postimpressionistischen Stil.
Aber der Bild-Generator hilft auch, noch mal
tiefer in die Materie einzusteigen. Wenn man z.B.
Partnerschaft ausdriicken mochte, findet man
bei Stock-Bildern immer zwei Hande, die sich die

Hand geben. Das ist nicht schlecht, aber das haben
natiirlich auch schon 90% der anderen Leute ge-
nutzt und da kann man bei uns in Zukunft ver-
bildbare Worter finden, um Partnerschaft auszu-
driicken, z.B. Briicke. Eine Briicke ist ebenfalls
eine Assoziation mit Partnerschaft. Genau das
finde ich sehr spannend. Was willst du sagen, was
ist deine Nachricht fiir die Welt und wie konnen
wir dir das beste Bild dafiir liefern? So, dass die
Menschen es sofort mit einem Augenaufschlag
verstehen, deinen Text lesen und dann immer
tiefer zu dir angezogen werden. | |

Das ist doch ein sehr schénes Schlusswort. Lieber
Jonathan, ich danke dir fiir das tolle Gesprich.

11



Schwerpunkt Crowdsourcing Participants

«Golden Crowdy

Engaging the Users that Deliver
on Your Crowdsourcing Goals

Companies run branded crowdsourcing contests to achieve
two main goals: generate ideas and create brand equity.
This paper provides an empirical typology of contest users
and reveals five distinct user types: jacks-of-all-trades,
devoted brand fans, pure innovators, reward seekers and
passive customers. Based on the users’ characteristics we
derive actionable insights on how to attract, recruit and
manage the crowd for different purposes.

Prof. Dr. Volker Bilgram, Prof. Dr. Alexander Hahn, Prof. Dr. Johann Fiiller
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Companies run branded crowdsourcing contests to achieve two
main goals: collect and refine innovative ideas and create brand
equity within the contest community and beyond by engaging
users in meaningful interactions that result in positive attitudes
and desirable behavior such as word-of-mouth (Bilgram et al.,
2013; Hutter et al.,, 2010). Therefore, crowdsourcing contests
invite individuals such as innovative users or brand fans to
solve challenges in return for a prize (Afuah & Tucci, 2012;
Boudreau & Lakhani, 2013).

Much research focuses on how companies can design and
manage their contests to receive more and better innovative
ideas (Leimeister et al., 2009; P6tz & Schreier, 2012). Consumer
goods companies and, in particular, those offering high-in-
volvement products increasingly embrace crowdsourcing to
intensify consumer—brand relationships. However, research
on how to engage different user types to strengthen the com-
pany’s brand and balance innovation and marketing purposes
is scarce. Which users can create more and better ideas? Which
users help in promoting marketing goals such as awareness of
the brand or purchase intention?

The research goal of the present empirical research on a
branded contest is to provide a better understanding of the
heterogeneous crowd and to draw a nuanced picture of the
purposes various types of crowd members can serve.

The authors find five distinct groups of user types by employ-
ing a two-stage cluster algorithm to data on users’ motivation,
ability, and opportunity to engage in the contest. Managers can
use the results of this study to target and recruit specific user
types. This ensures that the crowd solves their challenges in the
best possible manner — be it innovation or marketing, or both.

Theoretical Background

Crowdsourcing is de rigueur in innovation management
(Boudreau & Lakhani, 2013) as well as in marketing management
(Lawrence et al., 2013). Managers employ crowdsourcing in both
domains for various purposes from idea generation, idea evalu-
ation, and problem-solving to strengthening consumer-brand
relationships and stimulating word-of-mouth (Bilgram, 2013).

To guide these managerial agendas, researchers have explored
the mechanisms for successful crowdsourcing initiatives.
Among other parameters, such as tool support, community
management or incentive strategy, the design of the community
crowd is very important (Prpic et al,, 2015). Companies need
to align the diversity of their crowd with their crowdsourcing
goals since crowd members with different characteristics and
skills can help with different challenges.
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The striking advantage of crowdsourcing is the diversity of the
individuals in the crowd community (Boudreau & Lakhani,
2013). The heterogeneous crowd with its diversified knowl-
edge, skills and interests can be more efficient in tackling
a problem and creating novel ideas than traditional organ-
izational settings such as functional units (Brabham, 2013;
Franke et al., 2013). As crowdsourcing contests rely on the
self-selection principle, they are open to anyone interested
(Howe, 2009). Users do not have to meet specific preselection
criteria (Jeppesen & Lakhani, 2010). Consequently, the crowd
is a black box or like a box of chocolates — you never know what
you're gonna get.

For innovation, this is a benefit rather than a drawback: In-
novation managers are highly interested in creating relevant,
novel ideas or solutions. The self-selection mechanism ensures
that suitable users participate in the contest, i.e., users who are
motivated to contribute and qualified to tackle the challenge.
Jeppesen and Lakhani (2010) found that 72.5% of the winning
submissions in their sample were partially or fully based on
existing solutions available to the external user. This strong
contribution of external knowledge shows that for companies
it does not matter whether the idea comes from the outside
—as long as the idea is good and the company’s problem gets
solved.
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Schwerpunkt Crowdsourcing Participants

Management Summary

This paper sheds light on the black box crowd by
providing an empirical typology of crowdsourcing
contest users. It defines five distinct user types based
on their motivation, abilities and opportunities.

The findings provide guidelines on how to identify these
user types, motivate them to participate and manage
them throughout the process to achieve innovation
and/or marketing goals.

In contrast, traditional market research — which was an early
form of user integration — focuses on representative samples
of existing target groups. Here, careful sampling of users does
matter; otherwise, companies risk basing their decisions on
invalid answers from respondents who do not represent their
target groups.

In recent days, however, the immense diversity of users in a
crowd has become a challenge for companies and requires
sophisticated recruitment and management to consistently
match the crowd with the goals of the crowdsourcing initiative.

Empirical Approach

Data Collection

To explore this diversity of crowd users, the authors compiled a
multi-source data set of the users of the SWAROVSKI GEMS™
Lifestyle Electronics Design Competition 2011. The contest’s
challenge was to create lifestyle electronics designs, such as
mobile phones, notebooks or tablet PCs with incorporated
gemstones. In addition to the submission of freely created
designs, a configurator was implemented to facilitate par-
ticipation and attract users that lack the skillset to create
high-quality ideas. Besides relying on Swarovski’s own com-
munity and an established crowdsourcing community for
creative tasks, recruiting efforts included announcements on
social media, at design schools and in other lifestyle and de-
sign communities. The company announced to reward users
with a total of 9,000 EUR in prize money. A jury consisting
of six experts selected the winners based on several openly
available criteria. In total, more than 2,600 users signed up
for the challenge and created more than 2,500 ideas.

After completion of the contest, all participants were invited to

complete an online survey. The response rate of 6.7% yielded
147 respondents. To test for non-response bias, the means of
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early and late respondents regarding their activity on the
contest platform were compared and showed no significant
differences (Armstrong & Overton, 1977). The survey data was
complemented by actual behavioral data of the users on the
contest platform.

Measurement

In the data set, the authors included active and passive cluster
variables.

The active cluster variables are based on the established
MAO-framework of users’ motivation, ability and opportunity
to engage in various tasks (Jiang et al., 2012; MacInnis et al,,
1991). All active cluster variables are measured via established
multi-item survey variables. Motivation, defined as the users’
desire and readiness to engage in the contest, is operationalized
via the two variables of intrinsic and extrinsic motivation (Deci
& Ryan, 1985). Ability refers to the users’ skills or proficiencies
in engaging in the contest challenge and is operationalized via
innovator characteristics, such as creative abilities (Fiiller et al.,
2012). Opportunity, defined as the extent to which users perceive
the contest as relevant and their skills as suitable to solve the
challenge, is operationalized via brand ownership, self-deter-
mination and perceived impact (e.g., Deci & Ryan, 1985).

To describe the clusters in terms of desired user behavior, the
authors employ the passive cluster variables of brand passion
and word-of-mouth (Albert et al., 2013; Alexandrov et al., 2013).
Furthermore, actual contest performance is measured via the
number of ideas, which is the number of submitted ideas as
well as the quality of ideas as measured by the evaluation of
the jury. Specifically, the jury selected 309 ideas as promising
and the authors counted for each user how many ideas had
been selected.

Data Analysis

To analyze this data, the authors employed a two-step cluster-
ing procedure. Firstly, they determined the number of clus-
ters. Secondly, they assigned users to clusters. They began
by identifying outliers using single-linkage clustering and
eliminated 16 users as outliers because they formed clusters
of their own (Punj & Stewart, 1983). Next, the authors deter-
mined an appropriate number of clusters using Ward’s (1963)
algorithm. As Ward'’s algorithm is sensitive to scaling, the
authors standardized the active cluster variables by means
of a z-transformation (Milligan & Hirtle, 2003). Various test
statistics were used to determine an appropriate number of
clusters. Duda and Hart’s (1973) Je(2)/Je(1) index, the pseudo-
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T-squared index as well as Calinski and Harabasz’s (1974)
pseudo-F index suggested a five-cluster solution. The authors
also examined the face validity of this solution by inspecting
the dendrograms.

In accordance with the users’ motivation, ability, and opportu-
nity to engage in the contest, the resulting groups are called: (1)
jacks-of-all-trades, (2) devoted brand fans, (3) pure innovators,
(4) reward seekers, and (5) passive customers (see figure 1).

In the second step of this cluster analysis, the authors assigned
observations to clusters using a hybrid approach. The authors
employed Ward'’s algorithm to obtain a starting solution and
then employed a k-means algorithm to optimize this solu-
tion (Arabie & Hubert, 1994; Punj & Stewart, 1983). Next, the
authors tested for the distinctiveness of the cluster solution.
Kruskal-Wallis tests demonstrated that the means of the var-
iables differ significantly across clusters (p < 0.01). Moreover,
a multivariate analysis of variance yields additional evidence
of cluster distinctiveness as the means of the groups are not
equal (p < 0.01). When interpreting the cluster solution for
content validation, the authors focused on the values of the
active cluster variables as shown in figure 2. Additionally, the
passive cluster variables are shown.

Results

The analysis uncovered five clusters that differ from one an-
other across the active cluster variables. The groups also show

Figure 2: Cluster Characteristics

Figure 1: User Types in the
Crowdsourcing Contest

(1) Jack-of-all-
Trades
29% of the sample

(2) Devoted
Brand Fans
15% of the sample

(3) Pure
Innovators
15% of the sample

(4) Reward Seekers
28% of the sample

(5) Passive Customers
13% of the sample

Source: Authors’ illustration.

different attitudes and behaviors across the passive cluster
variables after the contest.

The largest cluster in the sample is called the jacks-of-all-
trades, as they bring a lot to the table. They are loyal customers
of the brand, innovative, highly motivated and feel empowered
by participating in the crowdsourcing challenge. However,
looking at how they can contribute to the crowdsourcing
contest, the results are divided. On the one hand, they are
passionate brand fans who serve as useful brand ambassadors.
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all-Trades Brand Fans Innovators Seekers Customers
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Main Propositions

_—

1 The users active in crowdsourcing contests can
be categorized into five different types.

—

2 The user types differ in their motivation, abilities

and opportunities and show different innovation-

and marketing-related behavior in the contest.

“\

The user types vary in their ability to help achieve
marketing and/or innovation goals.

=\

The categorization has various implications on
how to design different elements of a contest,
such as the challenge, recruiting and community
management.

On the other hand, they submit only an average number of
ideas of mediocre quality.

The group of devoted brand fans is characterized by very
high levels of intrinsic and very low levels of extrinsic moti-
vation. These users enjoy spending time on the platform and
feel empowered by expressing their creativity and helping
their beloved brand. However, they are not equipped with the

knowledge and skills of innovators, as they do not contribute
high-quality ideas. The devoted brand fans do create by far the
most ideas of any group but these are mostly of poor quality.
Despite their rather low innovation performance, these users
still feel passionate about the brand after the contest and keep
spreading the message.

In contrast to the devoted brand fans who own several prod-
ucts of the brand the group of pure innovators is primarily
attracted to the crowdsourcing contest by the actual innovation
challenge. They have hardly any previous affiliation with the
brand. They also show high levels of intrinsic motivation, but
at the same time high extrinsic motivation. Also, they are the
most innovative and skilled group of participants. While they
generate high-quality ideas, they submit fewer ideas - thus
not “polluting” the contest with low-quality submissions. In-
terestingly, despite low previous brand usage, pure innovators
develop a strong passion for the brand and intend to engage
in word-of-mouth after the contest even more than the devoted
brand fans.

The reward seekers experience significantly lower feelings of
empowerment during contest participation, meaning they per-
ceive less freedom and self-determination while contributing
and do not expect to make an impact on the company’s future
through their contributions. While their intrinsic motivation
is low, they show a high level of extrinsic motivation. This
motivational profile indicates that they primarily participate
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for monetary rewards. With rather strong innovators’ char-
acteristics, they also appear to be equipped with the skills
to compete for the reward. However, the contribution reward
seckers make to the contest is surprisingly poor. Not only are
their ideas the poorest among all clusters, reward seekers also
submit far fewer ideas than the average participant. In line
with the low empowerment they experience, they do not feel
passionate about the brand after the contest and do not intend
to spread recommendations for the brand.

The final cluster consists of regular buyers of the brand and is
called passive customers. These users have a very high affil-
iation with the brand; however, they differentiate themselves
from the other clusters by their poor abilities and very low
levels of motivation and empowerment. Similarly, they show
very little brand passion and intention to engage in word-of-
mouth after the contest. Passive customers contribute very few
ideas, which are of average quality.

Implications and Discussion

Monoculture vs. Diversity:
How to Assemble the Crowd

The analysis above sheds light on the black box of crowd mem-
bers and the output they can create in a crowdsourcing contest.
Depending on the goals of a crowdsourcing project, insights
can be derived regarding the ideal participants and suitable
recruiting strategies. In general, three of the five clusters seem
to be particularly valuable for companies: jacks-of-all-trades (to
drive brand equity), devoted brand fans and pure innovators (to
drive idea output and brand equity).

The authors argue that a more targeted recruiting strategy
may play an essential role in assembling a suitable crowd
and matching it with the challenges to be tackled (see the rec-
ommendations for recruiting and activating selected crowd
clusters in the box “Lessons Learned”).

At the same time, the authors advise against creating “monocul-
ture” crowdsourcing communities as crowdsourcing communi-
ties benefit from the diversity of the crowd and different roles
users take on in temporary communities. For instance, compa-
nies aiming at generating innovative ideas may feel tempted
to cater solely to pure innovators as they are the obvious par-
ticipants of choice due to their innovation skills. However, a
typical challenge in any crowdsourcing initiative has to feature
initial content on the platform to be attractive to new users. In
providing this content, devoted brand fans can be a major factor.
With their massive content creation, they can help kick-start the
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initiative and lure more and possibly more innovative users.
Generally, the authors recommend that companies maintain the
diversity of the crowd while emphasizing recruiting efforts for
particular users that support the goals of the project.

Pure Innovators: Innovation Prowess
and Future Brand Fans

Managers looking for high-quality ideas should hunt for pure in-
novators, who are keen to solve problems and have the skills and
knowledge to submit superb ideas. In the case of SWAROVSKI
GEMS™, designs created by users served as an inspiration for
new product development (for some examples see Millard, 2012)
and for communication with consumers and partners. For in-
stance, SWAROVSKI GEMS™ prototyped outstanding user
ideas to exhibit innovative use cases of how gemstones can be
used in products at B2B trade fairs. Although pure innovators
join crowdsourcing contests almost exclusively for the innova-
tion challenge, the analysis revealed that over the course of the
crowdsourcing initiative they could also be turned into brand
fans willing to serve as influencers. This is even more remarka-
ble as pure innovators were not a priori part of the customer base
and typically had no prior relationship with the brand.

The downside is that pure innovators are a rare and hard-to-
recruit user type. Managers need to approach the recruitment
strategy of this group differently as pure innovators usually

Lessons Learned

1 Managers should proactively manage the black box
crowd via analyzing psychological and behavioral
traits of the users and adjusting the recruiting
strategy.

M

By recruiting jacks-of-all-trades, managers can drive
brand equity.

w

By recruiting devoted brand fans and pure innovators,
managers can drive idea output as well as brand
equity.

=\

By designing the contest challenge less
competitively, managers can avoid reward seekers.

<\

For passive customers, managers can design
convenient and engaging tasks, such as betting on
winning ideas.
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are neither following the brand nor buying its products. One
promising strategy to attract pure innovators is a combination of
targeted search and the self-selection principle. First, companies
should select the right places to seed the “call for contributions”.
Second, they need to rely on the mechanism of self-selection so
that only interested and capable users who enjoy solving the
task and have a realistic chance of winning the contest will opt
to participate in the challenge. A promising place for seeding
a crowdsourcing challenge are so-called “communities of in-
terest” that are relevant to the crowdsourcing challenge. For
instance, subreddits on Reddit, Facebook groups or subsections
on Medium or Quora are valuable online platforms that may be
utilized. While crowdsourcing contests are usually conducted

Crowdsourcing contests can

be both a viable innovation

and branding tool if they attract
the right people for the task.

online, managers should not forget about offline sources of
talent to tackle the challenges, such as universities, meetups,
associations, conferences and events. For a more targeted
search, the authors suggest involving colleagues with specific
domain knowledge in the area of the innovation challenge to
learn about specific communities of innovators, e.g., where
they meet, how they communicate and what motivates them.

Finding pure innovators, however, is only half the battle. Attract-
ing and convincing them to participate may be an even trickier
challenge — especially in modern times where the competition
for attention has escalated. The present research shows that
pure innovators have hardly any prior brand affiliation and just
enjoy being creative and solving problems. Thus, companies
can attract them by focusing less on the brand narrative and
more on the innovation challenge. For example, managers can
share background information and domain knowledge, such
as relevant new technologies or consumer trends, to address
pure innovators’ interest in problem-solving and their intrinsic
motives, such as tackling challenges and learning about new
technologies.

Devoted Brand Fans: Loyal Influencers
and Massive Content Creators

For companies primarily interested in creating brand equity,
the devoted brand fans are the “go-to-crowd”. They are loyal cus-
tomers who love to support the brand without expecting mon-
etary compensation. Participating in branded contests makes
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them feel included and empowered. As a result, devoted brand
fans spread positive messages that help companies increase
awareness for the contest and build brand equity.

In line with their dedication to the brand, devoted brand fans
also contribute a vast number of ideas albeit of relatively poor
quality. Such users will boost the crowdsourcing contest by
creating a lot of content and ideas. In doing so, they kick-start
the community activity and help overcome the dilemma that
users usually do not want to be among the first to contribute
in a crowdsourcing environment.

Devoted brand fans are already customers of the brand, so man-
agers can recruit them via customer databases or by seeding
their “call for contributions” in their own social media chan-
nels. Additionally, managers should consider creating their
own brand communities to ensure easy and ad-hoc access irre-
spective of the algorithmic limitations of social media platforms
owned by third parties.

In terms of contest design, it is important that the goals of
the contest are reflected in the incentive strategy. Specifically,
crowdsourcing contests that aim to improve brand equity
should consider offering rewards for certain user behaviors,
such as sharing content or inviting other users. Moreover,
companies can tailor the nature of the rewards to the intrinsic
motives that drive this group of participants. Recognition by
the company or non-monetary rewards, e.g., special branded
devotional items or invitations to visit company sites, can
serve as potent incentives. As devoted brand fans feel highly
empowered in the contest environment, these feelings of
self-determination and meaning can be supported by coherent
storytelling, intensive moderation by the company’s experts
and transparent communication on how the contest impacts
the company’s future.

Jacks-of-all-Trades: Backbone of the
Community and Brand Advocates

Just like the devoted brand fans, the jacks-of-all-trades are regu-
lar customers of the brand and constitute a large part of the
contest crowd, forming the backbone of the community with
an extremely versatile profile. They are highly motivated, feel
tremendously empowered during the contest and show both
passion for the brand and intent to engage in word-of-mouth
behavior after participation. The only drawback is their less
than superior contribution of ideas, since both quantity and
quality are only average. Companies are advised to capitalize
on the jacks-of-all-trades to increase the community and make
their platform an attractive and vivid place. Furthermore, this
group is predestined to become advocates of the brand.

Marketing Review St.Gallen 6 | 2022



With regard to recruitment and activation of this part of the
crowd, the same strategies apply as for the devoted brand fans.

Reward Seekers:
Stimulating the Competitive Element

The benefit of reward seekers is somewhat ambiguous. In a
way, they fit the nature of the crowdsourcing contest very well
as they are reward-driven and highly competitive. They have
little intrinsic motivation and seem to participate mostly for
external reward. In the same vein, they hardly feel empow-
ered during the contest and show no passion for the brand, let
alone become active ambassadors. Unfortunately, their ambi-
tion to win the contest prize does not equate to the quantity
and quality of the ideas they contribute. Some reward seekers
may be opportunistic, hoping for a lucky contest victory with
shallow or re-used ideas. As reward seekers show little to no
contribution to building brand equity or generating ideas, the
authors recommend designing contests that do not overstate the

competitive nature but foster a spirit of collaboration to attract
fewer reward seekers. Nevertheless, including a minor share
of reward seekers in the contest may stimulate competitiveness
within the community and eventually result in better output.

Passive Customers: Present but in Need
of the Right Interaction Format

Passive customers were the smallest cluster in the sample. Across
all cluster variables, they score very low except for brand own-
ership. These customers seem to be rather traditional buyers
who do not care about being involved in this type of co-creation.
It might be ascribed to their brand ownership that they still
follow the initiative despite a lack of empowerment and passion
for the brand. Generally, passive customers appear to be a little
“out of place” in the contest. Companies should connect these
customers with appropriate content and links to utilize their
brand interest. For example, some more conventional marketing
initiatives, such as raffles or links to related shopping oppor-

Figure 3: Recommendations on How to Harness, Recruit and Manage Different Types of Users

User Type Qualities and how best to harness them

How to recruit and manage them

Jack-of-all-Trades * Backbone of the community

* Spread positive word-of-mouth

* Recruit via your existing social media channels or customer
databases

* Provide a coherent story and meaning to your challenge

Devoted Brand Fans
vibrant innovation community

* Massive content creators that turn the contest into a

* Recruit via your existing social media channels or customer
databases

* Participation nourishes and intensifies their bond with « Ensure Devoted Brand Fans do not pollute the contest

the brand and word-of-mouth behavior

* Intrinsic motivation may help to stimulate a sense of

collaboration rather than pure competition

with entirely irrelevant content
* Integrate non-monetary incentives that support intrinsic
motivation (recognition, feedback, resources from experts etc.)
* Reward them for activities beyond creating ideas, e.g., sharing
content, inviting other users and supporting other users

Pure Innovators + Contribution of outstanding ideas

* Participation in the innovation challenge may turn

them into legit brand fans

* Brand ambassadors engaging in word-of-mouth

» Search for them in specific communities of interest both
online and offline (e.g., subreddits, subsection on Medium;
or in research groups, meetups)

* Attract them by focusing less on the brand but the innovation
challenge, e.g., by providing the latest insights and data relevant
to the challenge and interesting to these special users

Reward Seekers * No direct value added for brand equity

(neither brand passion nor word-of-mouth) or

idea generation (low-quality ideas)

* Might spur the competitiveness of the contest

* Do not cater to opportunistic customers in crowdsourcing
initiatives too much

* Therefore, do not overstate the competitive nature of your
contest and the monetary incentives

and potentially increase the quality of submissions

Passive Customers  * Contributors of very few but solid ideas

+ Contest serves as a starting point to interact with

them in different ways

* Their attention to the brand should be redirected
and utilized in more conventional ways
*» Make sure you do not confuse your customers

Source: Authors’ illustration.
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tunities (e.g., special editions), may serve as viable means to
activate passive customers. Companies may also want to try to
include a task in the contest that specifically caters to passive
customers’ needs. For instance, these users could help evaluate
ideas by betting on the winning idea, which represents a more
conventional customer activity and role. Measures that cater to
passive customers need to be carefully designed and integrated in
the crowdsourcing initiative to avoid confusing them.

One promising strategy to
attract pure innovators is a
combination of targeted search
and the self-selection principle.
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Schwerpunkt Crowdsourcing Participants

Beware of
Sore Losers!

Crowdsourcing Might Have Backfiring
Effects Among Participants

This research identifies a surprising downside of crowdsourcing:
Those participants whose ideas are not selected disengage from the
brand after having learned about the outcome. From this perspective,
crowdsourcing might better be framed as a communal effort rather
than a competition.

Tatiana Karpukhina, Martin Schreier, Chris Janiszewksi, Hidehiko Nishikawa
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Crowdsourcing, that is, soliciting ideas
from a crowd of anonymous partici-
pants, has gained popularity among
companies across industries over the
last few decades. In particular, firms are
frequently observed to collect ideas from
their customers, and customers seem to
be excited. For example, PepsiCo’s Do-
ritos brand has been regularly inviting
its customers to create their Super Bowl
commercials for over a decade, Starbucks
has implemented over 200 ideas from
150,000 customers to improve their ope-
rations and service offerings, and Lay’s
“Do Us a Flavor” campaign generated
an impressive 3.8 million submissions.

For companies the benefit of launching
a crowdsourcing campaign is two-fold.
First, crowdsourcing may be an effective
means to innovate. In particular, studies
show that crowdsourced ideas can be
more novel and provide a better custo-
mer benefit compared to internally deve-
loped ideas for new products (Kristens-
son et al., 2004; Magnusson et al., 2003;
Poetz & Schreier, 2012). In addition—or
because of these unique characteristics
-, crowdsourced new products have also
been shown to sell better —and for longer
(Nishikawa et al., 2013).

Second, research has demonstrated
that crowdsourcing may function as a
marketing tool. Specifically, merely kno-
wing that a company engages in crowd-
sourcing makes observing customers
feel psychologically empowered and
they perceive such user-driven brands,
compared to more traditional brands, as
more customer-oriented and innovative
(Dahl et al., 2015; Paharia & Swaminat-
han, 2019; Schreier et al., 2012). In short,
customers value companies that actively
seek feedback from people like themsel-
ves (Hoyer et al., 2010; Liu & Gal, 2011)
and they value the products that result
from such initiatives. Indeed, marketing
crowdsourced new products as such, that
is, marketing the focal product as “cus-
tomer-ideated” at the point-of-sale has
been shown to incrementally increase the

Marketing Review St.Gallen 6| 2022

sales of the focal product by up to 20% in
the course of a series of field experiments
conducted with the Japanese retail chain
Muji (Nishikawa et al., 2017).

Furthermore, inviting customers to par-
ticipate in a crowdsourcing campaign
may be an effective engagement tool.
Theoretically, any form of customer
engagement should have a positive
marketing impact (Harmeling et al.,
2017; Verhoef et al., 2010). Thus, we might
also predict positive effects from crowd-
sourcing participation. Importantly, ho-
wever, a crowdsourcing campaign does
not end with idea collection. Out of the
many ideas submitted the company se-
lects only one or a handful of winners.
It is here where an unresolved tension
exists: among those whose ideas are not
selected, will there be positive or nega-
tive effects? Likely the latter.

Not winning implies that one’s idea is
rejected. Experiencing rejection can be
emotionally frustrating and disappoin-
ting despite objectively the low a priori
odds of winning (Blackhart et al., 2009;
DeWall & Bushman, 2011). Can this ex-
perience taint the focal consumer—brand
relationship? Crowdsourcing partici-
pants tend to demonstrate high levels
of involvement and identification with
the firm to begin with, as they are often
recruited from the company’s fan base
via Facebook, Twitter and other social
media platforms (Djelassi & Decoopman,
2013; Franke et al., 2013). Hence, firms
should be wary of upsetting these valua-
ble customer groups. If the non-winning
participants indeed take the rejection
close to heart, is there a way to frame
crowdsourcing differently without com-
promising on the quality of the ideas or
the cost of the campaign?

In order to address these questions, we
conducted four experiments (the origi-
nal research is reported in more detail
in Karpukhina et al., 2022). In short, this
research tested whether backfiring ef-
fects indeed exist and how the framing
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Schwerpunkt Crowdsourcing Participants

Table 1: Study Design Summary (Studies 1-3)

Study

Experimental Design

Study 1

N =183 (full study completion including 3 winners),
Mage = 22.32, 61.4% female

Crowdsourcing firm

Local student café on campus (WU Vienna)

Task

New “grab&go” breakfast bundle

Experimental design

2-part between-participants (student sample)

Experimental manipulation

Crowdsourcing participants vs. non-participants

Winner announcement

In the second lab session (Time 2)

Dependent measure

50% off coffee voucher redemption behavior
(incidence and time)

Study 2a

N =152 (full study completion including 4 winners),
Mage = 22.23, 72.7% female

Crowdsourcing firm

University merchandise store (WU Vienna)

Task

New product ideas

Experimental design

2-part 2 x 2 between-participants (student sample)

Experimental manipulations

1. crowdsourcing participants vs. non-participants
2. competitive vs. communal framing of the crowdsourcing task

Winner announcement

In the second lab session (Time 2)

Dependent measures

Customer engagement composed of purchase
and word-of-mouth intention (1=low, 7=high)

Study 2b

N =169 (full study completion including 1 winner),
Mage = 22.54, 50.5% female

Crowdsourcing firm

New Asian restaurant on campus (WU Vienna)

Task

Name for the restaurant

Experimental design

2-part between-participants (student sample)

Experimental manipulation

Competitive vs. communal framing of the crowdsourcing task

Winner announcement

In the second lab session (Time 2)

Dependent measures

Customer engagement composed of purchase and
word-of-mouth intention (1=low, 7 =high)

Study 3

N =169 (full study completion including 1 winner),
Mage = 22.54, 50.5% female

Crowdsourcing firm

One of the top three convenience store chains in Japan

Task

Name for a new mascot

Experimental design

Difference-in-differences field experiment

Experimental manipulation

Competitive vs. communal framing of the crowdsourcing task

Winner announcement

By email invitation to log-in and check the results

Dependent measure

Loyalty card spending tracking for 28 days pre- and 28 days
post winner announcement. Pre-announcement spendings
allows for balanced comparison of the experimental groups
post-intervention.

Note: For more details regarding the studies’ methods and findings see Karpukhina et al., 2022.
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of crowdsourcing affects participants’
post-campaign engagement.

Methodology

We ran four experiments embedded in
real crowdsourcing campaigns in co-
operation with local brands.

All studies encompassed three major
phases: (1) collection of ideas by means
of crowdsourcing; the key experimental
manipulations took place at this stage;
(2) announcement of the winning idea(s)
selected by the focal brand represen-
tative(s); (3) collection of customer en-
gagement measures, such as voucher
redemption behavior, future purchase
and word-of-mouth intention, and actual
spending behavior.

With the aim to investigate potential
negative effects among non-winning
crowdsourcing participants, we com-
pared customers who participated in a
firm’s crowdsourcing to those who did
not. Critically, the decision to participate
was not left to the customer as this would
have posed a severe threat to the inter-
nal validity of the test: customers who
decide to participate in a crowdsourcing
initiative may be systematically different
from those who decide against it. Thus,
participants were randomly assigned to
a crowdsourcing participation or a cont-
rol condition. Therefore, any differences
observed between conditions are due to
the treatment, the focal crowdsourcing
participation.

In addition to testing the backfiring effect
of crowdsourcing, we utilized three dif-
ferent contexts to assess how the framing
of crowdsourcing affects results. In par-
ticular, we developed a fundamentally
different approach to framing the focal
crowdsourcing call (communal effort vs.
competition).

Importantly, all studies followed the
recommended best practices of conduc-
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Management Summary

Crowdsourcing is frequently used
by firms to leverage the collective
creativity of their customers. This
research identifies a backfiring
effect among crowdsourcing
participants: those whose

ideas are not selected (i.e., the
overwhelming majority), disengage
from the crowdsourcing brand,
with implications for subsequent
sales. From this perspective,
firms might consider framing
crowdsourcing as a communal
effort rather than a competition.

ting crowdsourcing (Hanine & Steils,
2019; Hofstetter et al., 2018; Piezunka &
Dahlander, 2019). Specifically, we actively
informed participants about the result
of the crowdsourcing and thanked them
for their contributions. Furthermore, to
recognize their time and effort, parti-

---- BUSINESS 'l'
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cipants were offered small gifts that
either were available to all or raffled
out to some. Finally, standard monetary
incentives were paid to all participants
enrolled in the crowdsourcing through
the research lab.

A total of 5,481 unique customers (72.8%
female) submitted 5,217 ideas in the
course of four experiments. For a sum-
mary of the various study designs emp-
loyed, see table 1.

Findings and
Recommendations

The Overlooked Downside

Study 1 provides initial evidence for the
unintended negative effect of crowd-
sourcing. The study was conducted in
cooperation with a local student café.
The owner was looking to add “grab&go”
breakfast bundles to their offerings and

needed ideas. All participants received a
50% off coffee coupon as a small token of
appreciation at the end of the study. We
observed voucher redemption behavior
at the focal café over a 30-day period. The
results demonstrate that non-winning
crowdsourcing participants significantly
delayed their next interaction with the
local café. Despite an attractive discount,
only 9% of crowdsourcing participants
redeemed their coffee voucher within the
first ten days; this percentage was more
than twice higher for control participants
(21%). Given students’ need for coffee on
campus, and the good deal of the voucher,
the focal effect continuously decreased
over time resulting in similar overall re-
demption behavior after a 30-day period.
Yet, crowdsourcing participants took
almost twice longer (M =18.87 days) to re-
deem their coupons compared to control
participants (M = 10.53 days). This effect
was statistically significant. Thus, there
is a sharp and immediate drop in brand
engagement following the feedback that
one’s idea was not among the winners.

CREATIVITY

Source: © Adobe Stock.
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Schwerpunkt Crowdsourcing Participants

Study 2a conceptually replicates the
backfiring effect of participating in
crowdsourcing in the context of new
product idea generation for a university
merchandise store. In particular, the
results demonstrate that the bitterness
of losing manifests also in other key mar-
keting measures such as future purchase
and word-of-mouth intentions.

What can managers do about this nega-
tive effect?

Credit to All

With the crowd as the key element of
crowdsourcing, managers typically
need to engage a high number of custo-
mers within the community to get a few
high-quality ideas (Fombelle et al., 2016).
Crowdsourcing initiatives are typically
framed as individualistic competitions
or contests where the winner competes
against all others and takes all. Such fra-
ming implies that all others are losers,
while in fact they are contributors who
as a joint community brought about the
final outcome. With this in mind, we
propose that it might be better to frame
(= phrase) a crowdsourcing initiative as
a joint communal effort rather than a
competition as this may strengthen con-
sumers’ feeling of having contributed to
the final outcome even if factually the
winning idea was submitted by someone
else (see figure 1 for a visualization of
the competitive vs. communal crowd-
sourcing frame employed in study 2a).

Empirical evidence indeed shows that
compared to crowdsourcing partici-
pants exposed to a typical competitive
framing, participants in a communal
framing condition scored significantly
higher on future purchase and word-
of-mouth intention. This effect was
obtained across two different crowd-
sourcing settings (studies 2a and 2b).
Interestingly, we found no interaction
between the focal framing and the par-
ticipation factor (but instead two main
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Figure 1: Sample Study Design Materials (Study 2a)
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effects; study 2a). This suggests that the
communal framing also helped to lift ob-
serving customers’ engagement (and not
only the post-campaign engagement of
crowdsourcing participants). While this
finding resonates with prior research on

Main Propositions

—

1 Crowdsourcing might have
a backfiring effect among
crowdsourcing participants.

—

2 Not seeing one’s idea win

might negatively affect

customers’ subsequent brand
engagement, with potential
implications for sales.

“\

The way crowdsourcing is
framed might matter in this
regard.

customers who merely observe crowd-
sourcing efforts of brands (Dahl et al.,
2015), future research might dig deeper
into the processes underlying this inte-
resting pattern of effects.

Moreover, study 3, a difference-in-dif-
ferences field experiment utilizing loy-
alty card data obtained from a Japanese
convenience store chain, demonstrated
that after learning about the outcome,
participants in the communal (vs. con-
trol) condition exhibited significantly
higher aggregated spendings within
the first 3 days (+8.34%), 7 days (+5.41%)
and even 14 days (+4.53%). Similarly to
study 1, the effect is attenuated over a
longer time period. This again is likely
due to the specific study set-up: leading
market position of the focal brand (20%
market share), initially high customer
loyalty, habitual purchasing behavior,
and economically incentivized study
participation.
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The WU store thanks you for your help and feedback in the course of this study.

Why don't you check out the sfore at some point?

Stay in touch and have & nice day!

Source: Karpukhina et al. 2022.

The Best of Both Worlds

There was a concern that the communal
framing intervention may interfere with
the benefits of crowdsourcing, namely,
consumers’ eagerness to participate and
the resulting quality of their submissi-
ons. A thorough investigation of this pos-
sibility (studies 2a and 2b) demonstrated
that the quality of the ideas per se and
participants’ efforts did not differ across
the framing conditions. Thus, framing a
given crowdsourcing initiative as a com-
munal effort (rather than a competition)
does not have any negative impact on
idea quality.

Discussion

Prior research has predominantly
focused on the positive effects of
crowdsourcing as an effective means
to innovate (Kristensson et al., 2004;

Marketing Review St.Gallen 6| 2022

There are two
sides to every coin,
and there is a
downside to crowd-
sourcing, too.

Magnusson et al., 2003; Nishikawa et
al., 2013; Poetz & Schreier, 2012) and a
powerful marketing tool (Dahl et al.,
2015; Hoyer et al., 2010; Liu & Gal, 2011;
Nishikawa et al., 2017; Paharia & Swa-
minathan, 2019). Yet, there are two sides
to every coin, and there is a downside
to crowdsourcing, too. In particular, our
findings demonstrate that consumers
who actively participate in crowd-
sourcing and lose — that is, the overw-
helming majority of all participants —
temporarily disengage from the brand,
reflected in slower coupon redemption
(study 1) and lower purchase intent and

desire to engage in word-of-mouth (stu-
dies 2a and 2b).

Theoretically, the best way to keep all
the participating customers happy is to
create a setting where everyone is a win-
ner or, at least, the number of winners
is maximized. While seemingly unrea-
listic, this could be possible in online
contexts where the cost of “producing”
a winning idea is very small. For exam-
ple, IKEA and Gatwick Airport invited
their customers to use Instagram to post
brand-related visual content (e.g., home
interior, terminal view). The content
was then reposted on the brand’s offi-
cial Instagram page quoting the creator.
Our own exploratory studies on this
topic show that such treatments have
a significant positive effect on brand-
related marketing measures. That is,
making customers winners in the course
of crowdsourcing might boost their sub-
sequent brand engagement.
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Nonetheless, even in contexts where
only one or a few winners are feasible,
the overwhelming majority of contri-
butors do not have to feel like losers.
Firms can give the credit where credit
is due and acknowledge every custo-
mer’s contribution. This approach is
inexpensive and can be adopted from
the very beginning: by the framing
of the focal crowdsourcing call. As
such, reframing crowdsourcing from
a competitive contest to a communal
effort was shown to increase partici-
pants’ intention to patronize the brand
(studies 2a and 2b) and led to higher
actual spending with the hosting brand
shortly after learning about the cam-
paign’s outcome (study 3).

A limitation of the experiments presen-
ted here is that we did not capture the
effects” underlying psychological pro-
cess. What is driving the negative par-
ticipation effect and the positive effect
of the communal framing intervention
(among participants and observers)?
Future research might look into this
matter and thereby provide further ac-
tionable advice for crowdsourcing ma-
nagers. Our own exploratory follow-up
studies on this topic revealed that the
communal framing increases the parti-
cipants’ feeling of contribution. In other
words, despite the factually identical
outcome of the crowdsourcing cam-
paign, the non-winning participants
no longer feel like losers, but rather as
contributors.

Future research might also look into
potential nuances within competitive
crowdsourcing. How does the specific
feedback provided to losers affect results
and to what extent does the number and
type of winners as well as the underlying
selection process (e.g.,, company execut-
ives vs. target customers) matter?

In sum, our work uncovers an uninten-
ded negative effect of crowdsourcing.
Importantly, this negative effect oc-
curs among highly loyal and involved
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customers, namely among those who
voluntarily invest their time and effort
to support a brand’s crowdsourcing
initiative. However, the overwhelming
majority of these consumers do not win
the crowdsourcing contest. The resul-
ting bitterness of losing manifests itself
in subsequent disengagement with the
brand. To counter this negative effect,
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-Assisted
edrching

Through Crowdsourced
Solution Spaces

In crowdsourcing contests, managers have to process hundreds
of potential solutions on different topics and from different
perspectives. This is resource-intensive, and the cognitive limits
of humans are quickly exceeded. Applying contemporary
Al-based language models is a promising way to help structure
and explore crowdsourcing solutions.

Julian Wahl, M.Sc., Prof. Dr. Johann Fiiller, Prof. Dr. Katja Hutter
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Hardly anyone engaged in the field of open innovation would
deny that it is beneficial to have access to many different ideas
in the front-end of new product development processes. But
innovation managers that have to deal with the large number
of ideas shared in crowdsourcing contests (Afuah & Tucci,
2012; Terwiesch & Xu, 2008) and extricate the potential of the
shared suggestions may not always be that enthusiastic. Rea-
ding hundreds or even thousands of ideas is likely to lead to
high cognitive load levels, negatively affecting decision quality
(Blohm et al., 2016; Sweller & Chandler, 1994). Insights into
the structure of the crowdsourced solution space (Jeppesen
& Lakhani, 2010; von Hippel & von Krogh, 2016) may help to
absorb essential information and better solve the broadcasted
innovation problem. However, innovation managers tend to
lose sight of essential and promising solutions and overlook
important patterns in the gathered content. Thus, new approa-
ches are needed to capture the full range of proposed solutions
and overcome limited human processing capacities.

Integrating artificial intelligence (AI) into new product develop-
ment allows for efficient processing of large-scale solution-re-
lated information and rethinking entire innovation processes
(Fiiller et al., 2022; Haefner et al., 2021). In this context, applying
Al-based language models presents a promising way to analyze
large amounts of text. With these models, texts can be transfor-
med into numeric vectors and allocated at specific locations in
a high-dimensional space depending on their semantic content.
Recently, pre-trained contextual language models that learn
the semantic representations through transformer network
architectures have revolutionized the field (Wolf et al., 2020).
For example, sentence-BERT (SBERT) models (Reimers & Gure-
vych, 2019) based on Google’s popular BERT model (Devlin et
al., 2019) are tuned for automatically mapping entire sentences
or paragraphs into a semantic space.

While there have been initial efforts to enrich the wisdom of
the crowd with Al-based language models (Rhyn & Blohm,
2017), little research has explored how pre-trained contextual
models for text representation can be implemented to gain
insights into the structure of crowdsourced content and sup-
port human decision-making. Thus, in collaboration with Hy-
vecrowd — a leading German crowdsourcing platform — we
explored how SBERT and complementary algorithms can be
applied to facilitate Al-assisted searches through crowdsourced
solution spaces. Using data from a crowdsourcing contest on
future mobility and energy services, we show how Al-assis-
ted searching can support managers to automatically identify
clusters of similar ideas giving insights into their popularity,
uncover latent topics and important interrelations, or directly
spot ideas that meet a specific need or sub-problem. Thereby,
it reduces the time and cognitive effort required to analyze the
vast amount of submitted ideas.
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Literature Background

Crowdsourced Solution Spaces

Compared to situations where organizations search for new so-
lutions by themselves, crowdsourcing allows for richer insights,
as the various contributors have information on different parts
of the entire solution space (Jeppesen & Lakhani, 2010; von
Hippel & von Krogh, 2016). Problem-solving literature suggests
that the generation of multiple ideas can enable new ways of
thinking (Boden, 2004; Ulrich, 1988). Therefore, decision-makers
should not limit themselves to analyzing single search paths
but rather consider a broad collection of possible solutions to
find the right one (Simon, 1996). However, when organizations
review crowdsourced idea content, they often focus on filtering
out a specific number of winning contributions (Merz, 2018). As
a result, a myriad of perspectives — representing the crowd’s
collective intelligence —is not considered in further decision-ma-
king. Yet, insights into that knowledge structure can be helpful
to learn from the shared input and explore promising solutions.

Humans quickly reach their cognitive limits when processing
many different ideas with multiple interacting components. If
too many ideas are delivered at a particular time, the incoming
information cannot be sufficiently organized and recognized
according to its thematic content (Hiltz & Turoff, 1985; Sweller &
Chandler, 1994). Thus, innovation managers engaged in crowd-
sourcing contests often struggle to develop a clear picture of the
gathered knowledge. Although human experts can draw on a
high level of domain-specific knowledge and experience, they
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Management Summary

This study explores how Al-based language models
can complement the search through large numbers of
solutions shared in a crowdsourcing contest. It outlines
four search applications that automatically aggregate
semantically similar ideas into clusters to explore
characteristic agglomerations in the solution space,
unveil underlying themes and interrelations to build a
holistic understanding of the solution space, and identify
solutions that address a pressing need or sub-problem
within a few seconds without any noteworthy costs or
cognitive effort. Innovation managers are encouraged
to implement Al-assisted searching to improve the
exploration of solution spaces in crowdsourcing
contests and beyond.

need to find ways to overcome their limited processing capacities
and develop a holistic understanding of the vast space of possible
solutions to identify valuable crowdsourced contributions.

Al-based Idea Representations

Recently, insights gained from analyzing large amounts of text
with the help of language models for semantic text represen-
tation have gained traction in innovation and crowdsourcing
research (Antons et al., 2020; Rhyn & Blohm, 2017). Since ideas
shared in contests are described in text, processing ideas with
language models powered by deep learning algorithms is pre-
destined to uncover semantic similarities.

In the last decade, the application of deep learning algorithms to
generate Al-based text representations has pushed the field of
natural language understanding forward. Popular models like
Word2Vec (Mikolov et al.,, 2013) or GloVe (Pennington et al., 2014)
are learning semantic embeddings for words depending on
how frequently they appear close to each other in a text corpus.
Consequently, semantically similar words obtain similar vector
values in the embedding space. Some models map entire senten-
ces or short documents in an semantic space (Kusner et al., 2015;
Le and Mikolov, 2014). For example, in the models the sentence
“We published an article on open innovation in the Marketing
Review St. Gallen” will have a similar semantic vector repre-
sentation as “We wrote a paper on crowdsourcing practices
for the Harvard Business Review.” However, distributional
models for text representation like Word2vec or GloVe ignore the
different meanings of words in different contexts. For example, a
processed word like “paper” may encode different information
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depending on whether it is used by an academic researcher or
by an industry expert on packaging solutions.

Unlike distributional word representation models in which each
word of a vocabulary corresponds to a single word embedding,
contextual models consider the environment of each word oc-
currence. Thus, the value of the word vector varies depending
on the sentence or paragraph in which the word is used. The
capturing of the context is enabled by powerful transformer ar-
chitectures, which can generate universal representations of an
unprecedented amount of text data (Wolf et al., 2020). Contextual
models such as BERT (Devlin et al., 2019) or GPT-3 (Brown et al.,
2020) are pre-trained on large language datasets scraped from
web corpora, such as Wikipedia, Gigaword, Google News, and
many more. Pre-trained models using the SBERT framework
(Reimers & Gurevych, 2019) deliver state-of-the-art embeddings
for entire sentences or short documents.

The benefits of applying modern Al-based language models
to automatically create similarity mappings of numerous
crowdsourced ideas are apparent, as they can help innovation
managers structure solution-related content automatically and
extend their information processing capacity. However, the
representation of potential solutions based on their semantic
content is of limited value without search applications that
support them in exploring the emerging solution space.

Research Context and Data

In collaboration with the leading German crowdsourcing plat-
form Hyvecrowd, we experimented on how Al-based represen-
tations of hundreds of crowdsourced solutions implemented
in practical applications can enrich search practice. For this
purpose, we used data from an innovation contest, in which
the car manufacturer BMW reached out to the crowd to identify
mobility and energy services that will potentially be establis-
hed by 2030. More specifically, BMW wanted to know which
services are changing the mobility ecosystem, which startups
satisfy emerging customer needs, and which developments are
in the early stages and have the potential to become established
within the next ten years. With the chance to win prizes of €
3,000 in total, 151 participants generated 289 potential solutions.

To better process the heterogeneous perspectives shared by
the crowd and navigate through the large amount of ideas,
we applied state-of-the-art SBERT models from the Python
package Sentence Transformers (Reimers, 2021) to automatically
generate a similarity allocation of the 289 idea vectors. In seve-
ral experiments, we explored how this allocation can support
decision-makers in organizing the wisdom of the crowd more
efficiently and effectively. Together with practical experts from
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the team of Hyvecrowd and backed by academic concepts on
solution search, we came up with four different approaches to
navigate through crowdsourced knowledge that can be used
sequentially: 1) exploring density structures; 2) determining
topics and interrelations; 3) combining density structures and
topics; 4) matching ideas with specific needs.

Search Applications

Exploring Density Structures

We assume that in exploration processes insights into the struc-
ture of the solutions space (Newell & Simon, 1972) facilitated
by an automated allocation of ideas according to their semantic
meaning can significantly support the search for solutions.
Structuring the crowdsourced solution space by clustering
the embedded idea vectors allows for a first understanding of

the characteristics of the shared set of solutions and facilitates
processing the numerous possible solutions. Innovation mana-
gers often start their search by simply exploring exciting ideas.
Using density-based clustering, managers can learn whether a
proposed solution is part of a popular or unique neighborhood.
For example, dense agglomerations might create an unbiased
structure indicative of ideas addressing a relevant problem or
need (Kornish & Ulrich, 2011).

In a hierarchical Ward clustering analysis (Scikit-learn, 2022),
we uncovered 176 cluster groups that range from one to six
solutions. Another clustering model with higher similarity
threshold levels yielded 76 groups and revealed additional
insights at broader levels of the crowdsourced solution space.
Thus, two solution landscape structures on different levels of
granularity emerged (figure 1). While the actual idea vector
was generated based on a longer text, the subtitles validate
the face validity of the generated similarity structure. For

Figure 1: Section of Clustered Solution Spaces on Two Different Granularity Levels
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Figure 2: Topic Network
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example, the red cluster in figure 1 involves solutions dealing
with electric vehicle (EV) charging. This cluster can be divided
into three further groups covering batteries, new charging
services, and platforms. To obtain the representation, the
768-dimensional SBERT vectors of each service description
were reduced to two dimensions using the UMAP technique
(McInnes et al., 2018). This allows for more nuanced insights
into the semantic density structure of the solution gathered
in the crowdsourcing contest.

Determining Topics and Interrelations

Besides semantic clusters, innovation managers engaged in
crowdsourcing contests may also be interested in common
themes independent of density structures in the crowdsourced
solution space. Topic modeling based on SBERT embeddings
allows the identification of interrelations between ideas that
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share similar topics but might approach them from different
perspectives (Bianchi et al., 2021). In the cluster exploration
outlined above, the more latent interrelations might remain
undetected. We ran a contextual topic model analysis over all
232 crowdsourced ideas using the Python package Contextua-
lized Topic Models (Bianchi et al., 2020). For the analyzed data,
a model with 70 topics turned out as most effective for revea-
ling coherent, diverse, and fine-grained regularities among
the shared mobility and energy service descriptions. Insights
into the regularities across contributed solutions and their
components may further transform the overall understanding
of the innovation problem. We manually labeled the solutions
by focusing on the topic words with the highest scores and
removed six noisy topics with incoherent and meaningless data.

In the network shown in figure 2, the topics are linked based on
their common occurrence in the crowdsourced service descrip-
tions. The different colors of the nodes in the network represent
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different topic communities, the different transparencies of
the nodes indicate their importance, with the most opaque
ones highlighting the connector nodes in the network. The
thickness of the connecting lines corresponds to the strength
of the correlation between the topics. For example, in the top
left corner of the figure, the light brown topics deal with char-
ging and electricity services around the car of the future and
indicate exceptionally high correlations. This topic community
further involves the two important topics of charging battery
temperature and battery life that connect it to other communi-
ties. Innovation managers can learn from the unveiled patterns
and understand the solution space, including underlying sub-
problems, important interrelations, and potential components
of solutions. In a further step, nuanced and holistic representa-
tions of possible ways to solve the crowdsourced problem may
become more transparent. For example, topic combinations may
serve as a template that stimulates the search for new solutions
beyond the ones created in the crowdsourcing contest.

Combining Density Structures and Topics

When one has information about the semantic mapping, den-
sity structures, and underlying themes of the crowdsourced
solution space, combining this information into a single search
application makes sense. Figure 3 illustrates an interactive
visualization of the crowdsourced solution space in three-di-
mensional space. This allows to roam through all 289 service

descriptions and gain information on their content, popularity
in the contest, i.e., likes and comments, and the density in the
semantic neighborhood, i.e., the number of contributions in the
fine and broad clusters. While dense clusters indicate popular
solutions in the neighborhood, smaller clusters may reveal uni-
que posts that indicate weak signals, e.g., in the case of a high
number of views, comments, or likes. Using this information,
decision-makers can focus on selected areas of the solution
space or read through these potential solutions in more detail.

Furthermore, by connecting the most characteristic topics of
all service descriptions, one can filter for overarching topics
of interest and focus one’s search on specific parts of the
crowdsourced solution space, starting from a topic of interest.
For example, the service description “Autonomous vehicles
for autonomous urban micro mobility” depicted in the lower
graph of figure 3 strongly represents the topic of autonomous
human transport. However, compared to the service descrip-
tion “Powerbank — mobile charging on the road” shown in the
upper graph, it appears less attractive, with lower values in
comments and likes, and a fine and broad cluster size.

Matching ldeas with Specific Needs

Innovation managers are often aware of specific problems
or are searching for ideas addressing specific issues. In this
case, they may search through manually annotated idea tags

Main Propositions

—_—

1 Managers require new approaches to overcome
cognitive limitations in processing large-scale text
information.

—_—

2 The automatic clustering of semantically similar

solutions creates an unbiased structure to identify

popular or unique contributions.

“\

Topic modeling helps to better understand
underlying components in crowdsourced solution
spaces.

=\

Instead of keywords or themes, customized need
queries can be used to identify relevant solutions
directly.

o\

Though many tasks can be automated, innovation
managers’ domain knowledge and contextualization
remain essential.

Lessons Learned

1 The different search applications facilitated by Al-
based language models should be combined into
scalable tools and integrated with idea management
and crowdsourcing platforms.

M

Innovation managers are encouraged to let Al
handle any tasks that involve the processing of large
amounts of text to save resources for high-value
tasks.

w

Before implementing Al-assisted searching,
innovation managers should carefully validate the
benefits of previous practices and clarify where
experts’ intuition and experience are required.

=\

Al-savvy innovation managers should closely follow
the rapid advancements in the automated analysis
of text, images, and videos and constantly explore
new options to enhance Al-assisted solution searches.
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or filter for related keywords in the crowdsourced idea titles
to limit the amount of text to be investigated. However, idea
titles or annotated idea tags only capture a limited part of the
semantic content. For example, keywords that are not part of
a pre-defined search set cannot be considered, and annotated
tags and themes are likely too broad to engage in nuanced
fine-grained searches. Due to their ability to capture semantic
meaning and the context of language, SBERT models are pro-
mising tools to search for solutions that address pre-defined
needs independent of certain keyword expressions, tags or
themes by comparing the semantic distances between text
vectors describing needs and solutions.

In the background information of the crowdsourcing contest,
the hosting car manufacturer explicitly mentioned this issue.
In the original contest, participants annotated their contributed
ideas with pre-defined terms but could only select between
the extremely broad trend themes of “mobility services” and
“energy services”. In another step, Hyvecrowd and BMW
experts invested considerable resources to categorize the con-
tributed ideas into a few somewhat more specific themes, e.g.,
“maintenance service”, “charging service” or “human-machine
interaction”. As these annotated themes still cover quite broad
need areas, such a procedure is useless in a deliberate search for
specific needs. In the analyzed contest briefing, the hosts men-

Figure 3: Exemplified Exploration of 3D Crowdsourced Solution Spaces
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tioned needs like “How can we integrate cars into overarching
mobility concepts?” or “Which data-based services can support
the driver, fleet manager or government?”. Table 1 displays the
results from two exemplary searches using these two need
queries to automatically identify the ten crowdsourced ideas
with the least semantic distance to them. Though the calculati-
ons are based on the full-text descriptions, a first evaluation of
the results’ titles and subtitles confirms the search approach’s
applicability and content validity. Almost all top-ten closest
solutions provide a valid answer to the stated queries. Only
two of the 20 reported outputs (listed in italics) do not provide
useful answers. For example, the idea of seeing a BMW as a
home away from home is not a solution for integrated mobility
concepts, and the application of new technologies for seamless
car rental may only indirectly be related to data-based services.

Discussion

Usually, managers have to read through every idea submission to
explore new and relevant ideas, break down idea content into the
underlying components and identify solutions that match their
needs. Our research outlines four different Al-based approaches
to navigate the solution-related input shared in crowdsourcing
contests. The proofs-of-concept described in this article illust-
rate the potential of Al-based language models and related
algorithms to facilitate new ways of organizing the wisdom
of crowds more efficiently and effectively. Previous research
has already outlined how Al transforms innovation practices
and which affordances emerge from Al-based innovation ma-
nagement (Fiiller et al.,, 2022; Haefner et al., 2021). In Al-assisted
searches, large crowdsourced solution spaces can be structured
in just a few seconds without any noteworthy costs or cognitive
efforts. While the exploration of dense agglomerations reveals
unbiased structures that might indicate solutions that address a
relevant problem or need, smaller clusters can help find unique
contributions (Kornish & Ulrich, 2011). Topic modeling supports
gaining nuanced insights into latent themes and interrelations
across all crowdsourced contributions and facilitates a holistic
understanding of possible ways to solve the problem presented to
the crowd. In addition, managers can focus on specific needs and
directly identify solutions to address them, and even combine
the different search applications one after the other.

While the proposed Al-based approaches examined in this
study can complement the skills of human decision-makers by
automating the structuring of idea content, the automation of
entire innovation processes remains a thing of the future. In the
investigated applications, human skills were important in con-
ceptualizing approaches that provide value in practice, selecting
suitable language models and parameters, and drawing conclu-
sions from the generated output. While we manually labeled the
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Table 1: Top-10 Closest Crowdsourced Solutions
of Need—Solution Matching (original wording)

Need query: “How can we integrate cars into overarching
mobility concepts?”

1. Opinionated #SoMe interactions, Social Audio ... —
Socialize while on the go! Building on apps and internet
connectivity, head up displays, etc.

2. Shared mobility with small e-cars — getting where you want
with your kids or friends in no time has never been that easy!

3. The future is van-tastic — electric vans are conquering villages
and towns.

4. Service for product — carpooling, car sharing or other services.

5. Distribution of condition(s) sensitive medication —
collect your critical medication while you charge up!

6. Mobility flat — vehicle tariffs as required.

7. First-mile and last-mile mobility that stows easy and fits
and recharges in your vehicle.

8. Localectric (local + electric) mobility services —
providing local mobility services via electric vehicles.

9. Lounge BMW'’s Services — electric car with more space and comfort.
The EVs will be designed to be a home away from home.

10. BMW and the all-in-one solution — how to efficiently combine all
sustainable trends? Configure-to-order process is the future!

Need query: “Which data-based services can support the
driver, fleet manager or government?”

1. Data management from connected mobility — with vehicles
acquiring more data from their drivers, managing and using this
data is crucial to offer new services.

2. Value from V2I, V2X and vehicle sensor data — vehicular or fleet
sensing of surroundings and V2I, V2X, V2V touchpoints/history =
trove of situational/environmental big data

3. Sharing carsharing cars with the police App-open — keyless opening
tech is developed into an app environment of additional services.

4. Full system diagnostic scanner Al-Transport — damage detection
for various service scenarios and vehicle diagnostics.

5. EV mileage optimization service — EV vehicle, trip and charging
management and optimization service to serve and help customers.

6. Remotely operated/controlled EV — we all love remote controls,
what about remotely operated/controlled EV?

7. Smart vehicles with intelligence on board — a customizable vehicle
assistance system helps to avoid personal and property damage
— real(-time) assistance and sustainability

8. Vehicle repair that is itself mobile — comes to you / your
driveway / parking spot.

9. Premium shared mobility solutions — using technology to enable
seamless car rental.

10. Geo targeted ads service — the digital billboards on the road syncs
up their ads to what is relevant to the moving customers on wheels.

Source: Own illustration.

37



Schwerpunkt Al in Open Innovation & Crowdsourcing

clusters and topics, future research is encouraged to experiment
with language models for text generation (Ouyang et al.,, 2022)
to automatically assign titles to clusters and topics based on the
semantic content of the aggregated solutions or topic words.

Furthermore, in-depth knowledge about the organizational
context, the market situation, or competitive scenarios appears
indispensable to find the best overall solutions, at least for now.
However, the days when experts relied solely on their cognitive
abilities to make sense of vast amounts of crowdsourced know-
ledge to develop a thorough understanding of a problem and
find the best solutions seem to be over. Innovation managers
are encouraged to implement Al-assisted search approaches to
improve the exploration of large amounts of ideas in crowd-
sourcing contests and beyond. Thus, they can reduce the cog-
nitive demand associated with perusing every idea and find
similar structures and interrelations that might have remained
undetected with traditional approaches. In doing so, they should
constantly monitor the advancements in existing Al-based lan-
guage models accessible via open-source libraries on Python
and ensure capabilities to implement them into their processes,
either through customized tools or whole systems embedded
within crowdsourcing or idea management platforms. | |
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Rezension

Warum und wann préferieren Konsu-
mentinnen und Konsumenten Firmen,
die sich auf Crowdsourcing und

Open Innovation stiitzen? Diese Frage
beantwortet der Management-Science-
Artikel von Darren W. Dahl, Christoph
Fuchs und Martin Schreier aus 2015.
Das Paper leistet einen wertvollen

und wichtigen Beitrag zur wissen-
schaftlichen Literatur im Bereich
Crowdsourcing und Open Innovation.
Dabei zeigen sie nicht nur, dass das Ein-
beziehen von Konsumierenden immer
wichtiger wird, sondern beleuchten die
Mechanismen hinter dem Phanomen
und erkldren, wie Unternehmen beim
Einbinden von ihrer Kundschaft in den
Innovationsprozess vorgehen sollten.

Die Autoren zeigen mit der Social-
Identity-Theory auf, warum Konsu-
mentinnen und Konsumenten Unter-
nehmen préferieren, die ihre Kundschaft
in den Innovationsprozess einbinden.
Nach dieser Theorie bilden wir unsere
Identitdt nicht nur nach eigenen Wert-
vorstellungen und Leistungen, sondern
auch in Relation zu den Leistungen

von Mitmenschen, sofern wir uns mit
diesen identifizieren kénnen. Gewinnt
beispielsweise eine Frau den Nobelpreis,
aktiviert dies eine weibliche Selbst-
identitdt und Frauen kénnen den Erfolg
nun auf sich selbst projizieren.

Analog zu diesem Beispiel fiihlen sich
Kundinnen und Kunden eingebundener
in das Unternehmen, wenn andere
Konsumentinnen und Konsumenten am
Innovationsprozess des Unternehmens
beteiligt sind. Weil Konsumentinnen
und Konsumenten unter anderem eine
soziale Gruppe bilden, aktivieren sie
eine «Konsumenten Selbstidentitét»,
wenn sie auf ein Unternehmen treffen,
welches sie in den Innovationsprozess

Marketing Review St.Gallen 6| 2022

einbindet. Bei den beobachtenden
Konsumentinnen und Konsumenten
entsteht dann das Gefiihl, selbst parti-
zipiert zu haben, obwohl sie sich nicht
selbst einbringen mussten. Als Resultat
entsteht eine starkere Identifikation mit
dem Unternehmen und eine grossere
Préferenz fiir dessen Produkte und
Dienstleistungen.

Zwei Faktoren beeinflussen, wann
Konsumentinnen und Konsumenten
Unternehmen bevorzugen, die sich auf
Crowdsourcing und Open Innovation
stlitzen. Erstens die wahrgenommene
Ahnlichkeit zwischen der Kundschaft
und den beim Unternehmen partizipie-
renden Konsumierenden und zweitens
die Offenheit des Unternehmens in
Bezug auf die Selektion dieser Personen.

Dabei ist insbesondere der Effekt der
wahrgenommenen Ahnlichkeit inte-
ressant. Ist die wahrgenommene Ahn-
lichkeit zwischen der Kundschaft und
partizipierenden Konsumentinnen und
Konsumenten hoch, préferieren Kun-
dinnen und Kunden Unternehmen, die
Konsumentinnen und Konsumenten in
den Innovationsprozess einbinden. Da-
gegen dreht sich der Effekt gar, wenn die
wahrgenommene Ahnlichkeit zwischen
der Kundschaft und partizipierenden
Konsumentinnen und Konsumenten
niedrig ist. Das heisst, dann praferieren
Kundinnen und Kunden Unternehmen,
die ihren Innovationsprozess intern und
ohne Einbindung von Konsumentinnen
und Konsumenten durch Crowd-

sourcing und Open Innovation gestalten.

Bei der Integration von Konsumierenden
in den Innovationsprozess sollte dem-
entsprechend darauf geachtet werden,
die partizipierenden Personen mit der
Kundschaft des Produkts oder der
Dienstleistung abzugleichen.
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W. Dahl, Christoph Fuchs,
Martin Schreier (2015)

Why and When

Consumers Prefer Products

of User-Driven Firms:

A Social Identification Account.

Management Science 61(8): 1978-1988
https://doi.org/10.1287/mnsc.2014.1999

Beziiglich des zweiten Faktors zur
Offenheit der Unternehmen zeigen
Dahl, Fuchs und Schreier auf, dass der
positive Effekt der Einbindung von
Konsumentinnen und Konsumenten
in den Innovationsprozess nur dann
greift, wenn Unternehmen potenziell
alle Konsumentinnen und Konsu-
menten partizipieren lassen. Werden
hingegen nur selektiv einzelne Konsu-
mierende eingeladen zu partizipieren,
verschwindet der positive Effekt der
Einbindung von Konsumentinnen
und Konsumenten. Folglich sollte bei
der Einbindung von Konsumentinnen
und Konsumenten in den Innovations-
prozess darauf geachtet werden, offen
und inklusiv auf sie zuzugehen.

Mit ihrem 2015 publizierten Artikel
leisten Darren W. Dahl, Christoph
Fuchs und Martin Schreier einen
wichtigen und praxisrelevanten Bei-
trag, in dem sie darstellen, wann und
wie Unternehmen Crowdsourcing und
Open Innovation in ihren Innovations-
prozess integrieren sollen.

Felix Schakols
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How Al Can Influence Human Creativity
in Open Innovation

Innovation platforms are powerful instruments for harnessing crowd
creativity. Yet, platform users still struggle with cognitive barriers
when looking to unfold their creative potential. This conceptual article
identifies three barriers from innovation literature and outlines how
artificial intelligence can help users overcome these barriers.

Dr. Melanie Clegg, Prof. Dr. Reto Hofstetter, Prof. Dr. Ilvo Blohm, Marc Bravin, M.Sc.
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Digital open innovation platforms have
experienced dramatic growth in re-
cent years. Firms increasingly involve
individuals in innovation processes via
such platforms to develop new products,
advertising campaigns, or business stra-
tegies (Bayus, 2013). Platform users typi-
cally post ideas, allowing firms to draw
on crowd creativity. These ideas can be a
response to a particular innovation chal-
lenge posed by a firm, such as PepsiCo’s
contest for new iced tea flavors for their
Lipton beverage brand on the platform
Eyeka (Eyeka, 2016). Some firms including
Starbucks or LEGO even host their own
platforms, where users can either take
part in contests or freely submit ideas for
novel products (e.g., a Starbucks drink
recipe, a LEGO product design). Ideation
challenges can also involve image-based
ideas for brand logos (a typical design
challenge on the platform 99designs), or
ideas for complex problems (e.g., create
“a better food future for everyone, ever-
ywhere” posted on Openido, 2021). All of
these platforms share the goal of enabling
organizations to reach for innovative
ideas beyond what is already known by
taking advantage of the creative potential
of multiple platform users.

Crucial to the success of such digital
innovation processes is the creativity
of each individual contributing to the
process (Kornish & Ulrich, 2014). Users
contribute to the innovation process by
generating ideas, further developing
these ideas, and evaluating the ideas of
others. However, the static one-size-fits-
all architecture of such platforms can
pose major barriers that prevent users
from unleashing their full creative poten-
tial, including a fixation on previously
suggested ideas, a lack of motivation to
develop more and better ideas, and a bias
against highly novel ideas.

In this article, we argue that machine
learning (ML) and artificial intelli-
gence (AI) can help users overcome
these human barriers by automating
and customizing processes to support
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human creativity. Here, Al is defined
as a collection of ML instruments that
allow a system to interpret, learn from,
and adapt to data (Syam & Sharma,
2018). Al tools on innovation platforms
allow the targeted presentation of ideas,
automate providing feedback, and op-
timize presenting ideas for evaluation.
Yet, the integration of these approaches
into the creative process remains a major
challenge to companies and providers
of innovation platforms. Hence, our
research aims to answer the following
overarching question: How can Al tools
increase individual creative performance on
innovation platforms?

Digital Open
Innovation Platforms

Given the high potential of digital open
innovation, a great deal of research has
focused on drivers and barriers to creative
performance on digital open innovation
platforms. Examples are the impact of
user interactions or the visibility of ideas
submitted by other users on creative per-
formance (Hofstetter et al., 2018a, 2020;
Stephen et al.,, 2016). Moreover, several
papers addressed how feedback or reward
structures on innovation platforms should
be designed (Hofstetter et al., 2018b; Ko-
sonen et al., 2014; Piezunka & Dahlander,
2019; Toubia, 2006) or how innovation
challenges should be formulated to im-
prove the creativity of users (Luo & Tou-
bia, 2015). Another branch of research has
focused on efficient ways for companies to
evaluate and identify the most promising
submitted ideas (Beretta, 2019; Blohm et
al., 2016; Hoornaert et al., 2017; Kruft et
al,, 2019; Magnusson et al., 2016). While
this research stream made great progress
in improving the quality and quantity of
the obtained ideas, user comments, and
evaluations, certain limitations remain.
For instance, the state-of-the-art is limited
by the assumption that these principles
are equally and universally effective for
every user, which provides ample oppor-
tunity for Al tools to improve the current
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platform design. Machine learning-based
Al tools allow for a personalized inter-
vention at the user level and could thus be
programmed to foster user performance
during the creative process. Yet, to the best
of our knowledge no research has syste-
matically addressed how Al tools should
be designed to foster individual human
creativity on innovation platforms.

Artificial Intelligence
and Creativity

Al technologies are increasingly entering
the creativity domain, yet researchers
have typically focused on Al as a creative
machine independent of humans. Indeed,
Al can be stunningly creative: New Al
developments, such as generative adver-
sarial networks (Goodfellow et al., 2014),
allow machines to create original art,
text, music, or products (Aiva Techno-
logy, 2021; Yang et al., 2017; Yu & Chen,
2018). Consider Botnik, an Al program
that can write its own Harry Potter chap-
ters (Towsen et al., 2020), or the deep neu-
ral network DALL-E that creates images
such as avocado armchairs based on text
input (Ramesh et al., 2021). Another use
of Al tools is the prediction of similarity/
novelty as proxies for creativity. Simila-
rity measures based on ML have been

used to predict the popularity of songs
(Berger & Packard, 2018), the success of
video files (Wei, 2020), the likelihood
of funding for crowdfunding projects
(Wei et al., 2022), the impact of scientific
papers (Uzzi et al., 2013), and the value
of patents (Youn et al., 2015). As can be
seen, the majority of current Al-creativity
research aims to develop tools that may
replace human input rather than support
human creative performance (some ex-
ceptions are Toubia & Netzer, 2017 for
idea generation; or Blohm et al., 2020 for
idea evaluation). In what follows, we pre-
sent a framework making suggestions for
Al support instead of replacement.

Human—Machine
Creativity Along the
Innovation Process

We define creativity as the ability to
create an idea that is both original and
useful (Mehta & Dahl, 2019). Creativity
is a precondition for innovation (Shalley
& Gilson, 2004) but differs from innova-
tion in that innovation also refers to the
implementation of ideas (Amabile et al.,
1996). We structure our research along
the normative stages of the innovation
process in which users of innovation

Figure 1: Innovation Process Overview

Idea
Generation

Idea
Development

Idea
Evaluation

Al Input: Inspirational Ideas, Feedback, Idea Quality Predictions

Source: Own Illustration.
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platforms participate (figure 1): First,
individuals begin by generating ideas
(“idea generation”). Second, they deve-
lop their initial ideas further based on
feedback (“idea development”). Finally,
individuals evaluate ideas of others
(“idea evaluation”). We draw from
psychological and consumer behavior li-
terature to: (1) identify barriers to human
creativity that can emerge at each stage,
and (2) propose conceptualizations for
guiding principles of how Al input at
each stage should optimally be designed
to overcome these barriers.

Idea Generation

Typically, users of innovation platforms
either see the ideas of others before they
submit their own, or they see no input
at all (if no prior ideas were submitted;
Wooten & Ulrich, 2017). Both conditions
can inhibit creative performance: Cogni-
tive fixation on ideas of others has been
documented on innovation platforms
and represents a major constraint to
creative performance (Hofstetter et al,,
2020). However, the absence of any stimu-
lation can lead to an overreliance on the
individual’s own knowledge structures
(Moreau & Dahl, 2005). Al tools can help
by selecting or producing stimulus ideas
that reduce this cognitive fixation.

Conceptualization

Particularly in the early stages of the
creativity process, and when the goal
is to create a high quantity of ideas,
individuals search for ideas in their as-
sociative memory to recombine existing
knowledge in novel ways (STAM model;
Nijstad & Stroebe, 2006). Therefore, crea-
tivity is critically dependent on the acces-
sibility and flexible switching between
knowledge structures from different
categories (Nijstad et al., 2010).

One way to activate different knowledge
structures is the presentation of already

Marketing Review St.Gallen 6 | 2022
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existing ideas prior to idea generation.
The effects of this strategy, however, are
mixed. On the one hand, the presentation
of the ideas of others can be helpful and
cognitively stimulating (Paulus et al.,
2013), because they activate knowledge
structures that were inaccessible before.
On the other hand, the presentation of
ideas of others can have an adverse effect
and lead to a fixation on the ideas already
presented (Chrysikou & Weisberg, 2005).
The mixed findings on whether others’
ideas are stimulating or fixating suggest
that it is not trivial which ideas to pre-
sent for inspiration; for instance, showing
words from different semantic categories
as stimulating input can increase the
diversity of generated ideas (Toubia &
Netzer, 2017).

The main benefit of Al-generated sti-
mulus ideas is that they can combine
existing elements in novel ways resulting
in diverse new ideas, and that they can
produce these ideas on a large scale. In
comparison to humans, Al is not biased
by cognitive fixation on prior ideas—in-
deed, algorithms and Al are very effi-
cient in exploring novel combinations of
existing elements (Boden, 1998; Gobet
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& Sala, 2019). Moreover, Al applications
can produce many different novel ideas
very quickly, such as the image genera-
tion model DALL-E 2, which produces
multiple images based on user prompts
(Ramesh et al., 2021).

Potential Al Applications
and Caveats

Al-generated stimulus ideas can be used
to inspire human creativity and reduce
cognitive fixation on innovation plat-
forms. Thereby, Al can either generate
novel ideas, or customize the presentation
of user-generated ideas on innovation
platforms (e.g., showing highly dissimi-
lar versus very similar ideas). Concretely,
firms can develop Al tools that use topic
modeling algorithms or language models
that can select and generate stimulus
ideas based on past suggestions.

One potential downside of Al ideas
would be that users tend to fixate even
more on Al ideas because they do not feel
a social obligation to distance themselves
from former ideas. Moreover, the quality
and relatedness of the Al ideas would

Management Summary

Current developments in Al
technology provide potentially
powerful tools to foster idea
generation, development,

and evaluation on innovation
platforms. The value of Al tools
consists of automating idea
generation, detecting similarities
and usefulness, and supplying
personalized and conversational
input for users. The complexity
of innovation contexts and the
availability of data sources are
limitations that firms seeking

to implement Al tools need to
consider.

need to be checked carefully. It is also not
clear whether all users would appreciate
Al-generated ideas as they might doubt
the AT’s ability to act creatively (e.g., Has-
lam, 2006).

|dea Development

Feedback and reward systems are im-
portant motivational factors on innova-
tion platforms (Bayus, 2013; Hofstetter et
al., 2018b). However, feedback is typically
not provided to all users on innovation
platforms, because it is time-consuming
to produce (Crowdspring, 2020; Lund-
quist, 2017), and community feedback is
attracted only by a small fraction of ideas
(Dellarocas & Wood, 2008). This is pro-
blematic for users’ creative performance
because lacking feedback can undermine
the effort and motivation to contribute
more ideas (Beretta et al., 2018; Piezunka
& Dahlander, 2019; Zhu et al., 2019).

Al-based feedback tools can help here.
Conversational technologies enable
automatized user interactions, and Al
can personalize this conversation in-
stead of sending a standardized response
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(Hildebrand & Bergner, 2020; Puntoni et
al., 2021). Al feedback in ideation can
therefore provide direct, informational
feedback to the ideas submitted by a
particular user.

Conceptualization

In creative ideation, individuals tend to
follow a path of least resistance (POLR),
meaning they begin by developing ideas
that they come up with first (i.e., easily
accessible ideas) and then stop (Dahl &
Moreau, 2002; Moreau & Dahl, 2005).
Indeed, the best ideas emerge relatively
late in the creativity process, and only
if individuals are willing to leave the
POLR are they likely to produce truly
original outcomes (Lucas & Nordgren,
2015; Nijstad et al., 2010).

But additional motivation is generally
needed to venture beyond the POLR.
Particularly intrinsic motivation has long
been known to influence the likelihood
and intensity with which individuals
engage in creative cognition (Amabile et
al., 1996; Hennessey & Amabile, 2010).
Important factors contributing to intrin-
sic motivation are a sense of competence
(Deci & Ryan, 2000) and the related
emerging sense of self-efficacy. Creative
self-efficacy—described as an individu-
al’s belief that they can produce notable
creative results (Tierney & Farmer,
2002)—has been claimed as one of the
most important contributors to creative
engagement and self-motivated eager-
ness to make a discovery (Bandura, 1997).

However, lack of information about
their own performance can inhibit users
from experiencing creative self-efficacy
and competence and undermines their
willingness to continue with the task
after having generated their first few
ideas (i.e., they are less likely to leave
the POLR). In contrast, being provided
with personalized Al feedback that
entails concrete suggestions should fos-
ter a sense of creative self-efficacy and
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motivate the individual to produce more
creative ideas.

Potential Al Applications
and Caveats

Easily implementable tools to personalize
feedback comprise the automatic scree-
ning of ideas for length and complexity
of the wording (for text-based ideas) and
giving feedback on how to simplify the
wording. ML models can analyze ideas
in terms of these formal quality criteria
(Rhyn & Blohm, 2017). Automatized topic
analysis (for text data) or similarity ana-
lysis (for image data) could also be used to
inform users about the degree of novelty
of their proposed idea in comparison to
ideas already submitted by other users
(e.g., “This color combination has already
been suggested by 40% of other users”).
Such real-time analyses of ideas and

Main Propositions

—

1 Users of innovation platforms
suffer from limitations and
cognitive biases along the
innovation process.

M

Al-generated ideas and the
customized presentation of
ideas can reduce cognitive
fixation if ideas are presented
appropriately.

“\

Conversational Al can provide
personalized feedback to
increase creative self-efficacy
and motivation during idea
development if individuals

are willing to embrace the
feedback.

=\

Presenting meaningful cues
for idea evaluation can help
overcome biases against novel
ideas if such cues are based on
available data.

the provision of customized feedback
could significantly improve competence
perceptions and motivation in investing
more effort in the creative task.

However, a backfiring effect of perso-
nalized feedback may be that it suggests
external control of the ideation process,
thus reducing perceived competence and
creative self-efficacy. The impression of
receiving “controlling” feedback might be
more pronounced for personalized feed-
back, as generic feedback could be more
easily attributed to external factors like
the platform design. Moreover, if feedback
is provided too early in the process or too
specialized, users might focus overly
on their own initially generated ideas.
In turn, they might even produce less
diverse ideas and focus on their impro-
vement instead of coming up with novel
ideas (Nijstad et al,, 2010). Therefore, the
AT’s timing and conversational style are
likely to be crucial for its beneficial effect.

Idea Evaluation

One of the biggest challenges for com-
panies in digital innovation is selecting
one or a few out of many generated ideas
(Blohm et al., 2011; Kruft et al., 2019).
Screening out ideas is critical because
adopting a bad idea—a type I error—is
costly for a firm (Chandy et al., 2006;
Goldenberg et al.,, 2001). However, mis-
sing blockbuster ideas—a type Il error—
constitutes a lost opportunity that could
eventually prove fatal to the organization
(Reinig et al., 2007).

Therefore, accurately evaluating ideas is
crucial for innovation managers, who are
greatly challenged by the sheer mass of
ideas emerging from digital innovation.
Consequently, managers often suffer
from a cognitive overload and rely on
superficial and inaccurate cues (Blohm
et al., 2016). Examples are community-ba-
sed ratings that are often driven by social
mechanisms rather than objective idea
quality (Chen et al., 2009; Hofstetter et

Marketing Review St.Gallen 6 | 2022



al,, 2018a), information about the person
who has produced the idea (Kruft et al.,
2019; Magnusson et al., 2016), or superfi-
cial cues (e.g., length of the description)
of the idea (Beretta, 2019). Even worse,
managers may tend to rely on their “gut
feeling” about an idea and an inherent
bias against novelty. Al tools may help
innovation managers make better eva-
luations by providing objective and in-
formational cues they can rely on, thus
reducing cognitive overload and biases
against novel ideas.

Conceptualization

Evaluating ideas on innovation platforms
is an evaluation problem under uncer-
tainty (e.g., Tversky & Kahneman, 1974).
Very novel ideas increase the uncertainty
because they are by definition less fami-
liar and therefore seen as less feasible,
uncertain, and riskier (Boudreau et al.,
2016; Girotra et al,, 2010). This bias against
new and preference for familiar ideas is
termed novelty aversion, and it can result
in the rejection of very novel ideas (Cri-
scuolo et al., 2017; Eidelman et al., 2009).

Distraction—conflict theory (Baron, 1986)
holds that people tend to narrow their
attention to a few central cues when they
suffer from cognitive overload (as is the
case for the complex and highly uncertain
evaluation of many novel ideas). In the ab-
sence of informational cues, individuals
are likely to narrow their evaluation of
an idea to their “gut feeling” (Baumeister
et al, 2008) and are consequently more
likely to reject highly novel ideas that
they feel uncertain about (Mueller et al.,
2014). Therefore, the main goal of Al tools
in idea evaluation is to reduce cognitive
overload and novelty aversion.

Potential Al applications
and caveats

Potentially successful cues to reduce
novelty aversion are providing clear
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Lessons Learned

challenges.

<\ M)

=\

innovation.

1 Managers are well-advised to embrace the potential of Al to reduce user
biases and rethink one-size-fits-all designs of innovation platforms and

However, Al tools need to be carefully tailored to each innovation
platform, its users, and in some cases the innovation problem.

Additionally, a realistic estimation of the quality and availability of data to
first calibrate the Al tool is necessary.

Importantly, both user overdependence on and aversion against Al input
can diminish the effectiveness of this human—Al approach to facilitate

and personalized rating instructions,
pre-screening and displaying of similar
ideas, and objective measures for the
novelty and usefulness of an idea. Con-
versational Al could give rating tips that
may be personalized if the Al detects that
the rater systematically discounts ideas
(using similarity detection and compa-

The main goal

of Al tools in idea
evaluation is to
reduce cognitive
overload and
novelty aversion.

ring rating scores). The response would
be a hint such as: “This idea is novel, do
you think it can be feasible?” Moreover,
pre-screening ideas may help facilitate
comparisons of ideas by presenting si-
milar ideas alongside each other, which
may facilitate ratings and reduce cogni-
tive overload (Banken et al., 2019; Klein
& Garcia, 2015). Such an approach could
also help to not contrast ‘extreme’” ideas
with highly familiar ones, in which case
users might be particularly adverse to no-
velty. Finally, Al tools may automatically

provide objective novelty and usefulness
scores. Novelty scores could be develo-
ped by similarity detection; proxies for
usefulness could be developed if infor-
mation about successful solutions for
similar innovation challenges is available
(e.g., ideas rewarded in prior contests,
rated favorably by users, or successfully
implemented in the market). Showing
Al pre-ratings would certainly reduce
uncertainty and cognitive overload of
raters, thus mitigating the risk of relying
on inaccurate cues or failing to novelty
bias (e.g., Riedl et al., 2013).

However, optimizing the presentation
of ideas and their Al evaluations is a
challenging task. For instance, showing
many highly similar ideas next to each
other may intensify rather than reduce
novelty aversion. Moreover, individuals
may differ in their adoption of Al cues and
evaluations. For instance, experts might
rather trust their own experience and
intuition and could be less willing to rely
on evaluation aids and Al input (Logg et
al., 2019). Moreover, the calibration of the
Al cues is critical: Novel ideas should not
be promoted only because they are novel;
instead, they should be balanced with
cues that point to the idea’s usefulness.
A final important caveat regarding this
approach would be to make sure that the

45



Schwerpunkt Al in Open Innovation & Crowdsourcing

Altools can be trained on meaningful data
to determine adequate usefulness ratings.

Conclusion, Limitations,
and Outlook

Digital platforms have become key ele-
ments to foster external and internal in-
novation. This research discusses the use
of Al tools to reduce systematic biases
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Spektrum  Interview

-to-B-Marketing
st Hochleistungs-
marketing

Ein Interview mit Anton Holenstein,
Chief Strategy Officer, und
Burkhard Bondel, Head Corporate
Communications, beide bei Bihler

Die Rahmenbedingungen von B-to-B-Markten haben sich in den letzten
Jahrzehnten dynamisch entwickelt. Konsequente Markt- und Kundenorientierung
bilden dabei die Basis fiir eine erfolgreiche Marktbearbeitung. Dringender denn je
muss B-to-B-Marketing allerdings neu gedacht werden — hinsichtlich der Themen
Digitalisierung, Automatisierung, Live-Kommunikation und Nachhaltigkeit.

Dr. Anton Holenstein, Chief Strategy Officer, und Burkhard Béndel,

Head Corporate Communications, beide bei Biihler, geben einen Einblick in die
neuesten Erkenntnisse und Entwicklungen im B-to-B-Marketing von Biihler.

Das Interview fiihren Prof. Dr. Sven Reinecke, Direktor des Instituts fir Marketing und
Customer Insight an der Universitat St. Gallen, und Meriton Ceka, M.A., Wissenschaftlicher Mitarbeiter
am Institut fir Marketing und Customer Insight an der Universitdt St. Gallen
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Konnten Sie zu Beginn kurz IThre Funktion und
Tatigkeiten bei Biihler erlautern?

HOLENSTEIN Ich bin seit Anfang 2000
bei Biihler, das sind mittlerweile 22 Jahre.
Mehrheitlich hatte ich die Funktionen Busi-
ness Strategy und Strategic Planning inne. Von mei-

nem Background her bin ich promovierter Physiker
und habe einen Executive MBA (EMBA) an der HSG
und einen EMBA an der HWZ in Marketing absolviert.

BONDEL In der ersten Stufe meiner beruf-

lichen Entwicklung war ich 10 Jahre lang
journalistisch tatig. Dann war ich Unter-
nehmensgriinder und Agenturinhaber im Bereich
PR und Kommunikation. Anschliessend wechselte
ich in die Industrie und bin nun seit fast 9 Jahren bei
Biihler. Zu Beginn war ich als Leiter der Unter-
nehmenskommunikation bei Biihler fiir das Thema
Branding zustandig, inzwischen verantworte ich
gesamthaft die Themen Marketing und Kommuni-
kation, also auch die Produktkommunikation.

Marketing Review St.Gallen 6| 2022

Besonderheiten und Heraus-
forderungen im B-to-B-Marketing

Konsumgiiterhersteller erheben gelegentlich
den Anspruch, dynamischeres oder moderneres
Marketing zu betreiben als Industriegiiterunter-
nehmen. Aus unserer Forschung wissen wir aber,
dass B-to-B-Marketing Hochleistungsmarketing
ist. Was ist fiir Sie das Besondere am B-to-B-
Marketing? Welches sind die grossten Heraus-
forderungen?

.?2: . HOLENSTEIN Im B-to-B-Kontext steht

~ M unsnicht nur ein einzelner Kaufer gegen-

iiber, sondern ein gesamtes Buying-Cen-

ter, welches es zu bedienen gilt. Im Buying-Center

haben das Top-Management, die Einkdufer, die

Nutzer oder die Beeinflusser alle unterschiedlichen

Anforderungen, die es vom anbietenden Unter-

nehmen zu erfiillen gilt. Und die Kunden professio-

nalisieren vermehrt ihre Buying-Center, was das
B-to-B-Marketing noch herausfordernder macht.

Burkhard Bondel
Head Corporate
Communications,
Biihler
burkhard.boendel
@buhlergroup.com

Dr. Anton Holenstein
Chief Strategy Officer,
Biihler

anton.holenstein
@buhlergroup.com
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BONDEL Das B-to-B-Geschift wird in der

Tat haufig als trage bezeichnet. Es ist aus

der Natur unserer Produkte heraus sehr
langfristig ausgelegt, denn unsere Produkte sind teils
Dekaden im Einsatz. Im Vergleich zu einem Konsum-
gliterhersteller haben wir andere Innovationszyklen
und {iberschaubare Kundengruppen. Fiir uns ist in
Marketing und Kommunikation entscheidend, dass
wir stabile und sehr vertrauensvolle Kundenbe-
ziehungen aufbauen und halten. Gleichwohl ist das
Innovationstempo beziiglich der einzelnen Losungen
sehr hoch. Wir miissen sicherstellen, dass wir die
Entwicklung und Moglichkeiten der Digitalisierung
nutzen. Die grosste Herausforderung sehen wir des-
halb darin, unsere Kundenbeziehungen physisch
und digital kombiniert zu pflegen. Im Kern muss die
Digitalisierung vielmehr helfen, die gesamte B-to-B-
Customer-Journey besser nachvollziehen und ana-
lysieren zu kdnnen, um das Management besser zu
steuern. Fiir mich ist der entscheidende Wettbewerbs-
vorteil innerhalb der digitalen Entwicklung, aus
Daten richtige Erkenntnisse zu gewinnen und diesen
Prozess zu automatisieren. Automatisierung schafft
Effizienz und Effektivitat. Unser Ziel ist, dadurch
mehr «Quality Time» mit unseren Kunden zu ge-
wihrleisten.

Derzeit gewinnen wir Erfahrungen mit den ersten
Prototypen. So miissen wir kiinftig weiter auto-
matisieren und deutlich mehr Content erzeugen:
nicht lediglich 10%, sondern 30-50-mal mehr Inhalte.

Findet die Content-Generierung primir Inhouse
statt?

BONDEL Grundsitzlich favorisiere ich
klar das Insourcing-Modell fiir das gesamte
Thema B-to-B-Marketing, da Content-Mar-
keting heutzutage als Differenzierungsfaktor im B-
to-B-Marketing gilt. Ahnlich wie unsere Technologie,

@« BUHLER

Buhler mit Sitz in Uzwil (SG) ist ein inter-
national agierender Anbieter von Prozess-
I6sungen fiir drei zentrale Geschdftsbereiche:
Lebens- und Futtermittel (Grains & Food),
kulinarische Késtlichkeiten (Consumer
Foods) und moderne Werkstoffe (Advanced
Materials) fiir die Fertigung energieeffizienter
Fahrzeuge und Gebdude.

Tdglich kommen Milliarden Menschen mit
Technologien von Biihler in Beriihrung, um
ihre Grundbediirfnisse an Lebensmitteln und
Mobilitat zu erfiillen.

Biihler-Standort in Uzwil. Quelle: © Biihler AG.
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die wir ja auch gesamthaft Inhouse erforschen und
uns damit gegeniiber dem Wettbewerb abheben.
Agenturen beziehen wir nur ein, wenn wir spezi-
fisches Know-how situativ benétigen, bei dem es sich
nicht lohnt, dieses Wissen intern aufzubauen — oder
aber wir Kapazitatsspitzen ausgleichen miissen. Als
Beispiel mussten wir bei den Biihler Networking Days
auf einen Schlag eine grosse Menge Content kreieren,
wofiir wir externe Unterstiitzung benotigten.
Frither wurden Content-Marketing und Storytelling
als Add-on-Funktion angesehen. Heute stellt sich
vielmehr die Frage, wie wir authentische und mehr-
wertstiftende Geschichten erzahlen kénnen und
diese dann kommunikativ multiplizieren.

Welches waren Ihre grossten Erfolge in den letz-
ten Jahren?

HOLENSTEIN Community-Building ist
im B-to-B-Marketing zentral. Ein grosser
internationaler Erfolg im Hinblick auf
unser B-to-B-Marketing war es, eine Fangemeinde zu
erzeugen. Wir haben im Bereich der Miillerei die
Milling Academy gegriindet, wo wir jahrlich iiber 500
Kursteilnehmende aus {iber 80 Landern empfangen.
Dies war die Ursprungsidee fiir die Networking Days
zur Bildung einer Community auch fiir die iibrigen
Bereiche. Ich denke, es ist uns mehrheitlich gelungen,
auch in anderen Branchen Fans zu schaffen.

BONDEL Geschiftlich gesehen haben wir

uns in der Pandemie ganz gut geschlagen.

Wir haben die schwierige Zeit der letzten
2 bis 3 Jahre genutzt, um unsere Forschungs- und Ent-
wicklungsanstrengungen weiter zu steigern und inno-
vative Konzepte zu lancieren. Als Beispiel kann ich die
Megacasting-Losung von Biihler nennen. Im Zuge der
Elektromobilitat iiberlegen sich die Fahrzeughersteller,
wie sie ihre Fahrzeuge anders bauen kénnen. Wir
haben daher neue Maschinen auf den Markt gebracht,
mit denen grossere Druckgusslosungen ganze Teile
einer Karosserie in einem einzigen Stiick fertigen.
Genauso stolz sind wir darauf, dass wir uns in allen
Geschaftsbereichen zu einem Losungsanbieter ent-
wickelt haben. In diesem Zuge spielt die Digitalisie-
rung eine Rolle. Wir konnen die Wertschopfungskette
gesamthaft abbilden. Wenn wir auf der reinen me-
chanischen und technologischen Ebene konkurrieren
wiirden, hitten wir nicht einen solch grossen Erfolg
erzielen konnen. Als Losungsanbieter haben wir uns
im Wettbewerb stark positioniert, auch durch die
Ubernahme von Haas im Bereich der Waffelanlagen.
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Wie stehen Sie im Bereich der Live-Kommunika-
tion zur These «The winner takes it all»? Kiinftig
wird es einige wenige branchenspezfische inter-
nationale Leitmessen geben, wie z.B. die Hanno-
ver Messe Industrie, an der B-to-B-Unternehmen
prasent sein sollten. Die kleineren Verkaufsevents
vor Ort sind ebenfalls nach wie vor attraktiv,
wohingegen die mittleren Messen kiinftig eher
sterben werden.

HOLENSTEIN Dem stimme ich weit-
gehend zu. An Hauptmessen sind wir als
Biihler noch présent, aber die Standfldche
hat sich geviertelt. Es hangt auch stark von den Zielen
ab, die man verfolgt. An einer Hausmesse beispiels-
weise kann man gute Kundenbindung und gutes
Beziehungsmanagement betreiben, aber die Kunden-
akquisition ist natiirlich an einer Hausmesse etwas
schwieriger.

« Ein wichtiger Schritt
war es fur Buhler, sich
weg von den normalen
Messen hin zu Haus-
messen zu bewegen.»

Anton Holenstein

Biihler hat vor Corona massiv in Hausmessen in-
vestiert, so bspw. den Cubic Innovation Campus.
Corona hat einen gewissen Strategiewechsel hin
zu virtuellen Events bewirkt. Wie entscheidet
ein B-to-B-Unternehmen, was virtuell und was
in Prasenz gemacht wird?

HOLENSTEIN Dort wo der Kunde ist,
dort wollen wir hin und auch die Online-
und die Offline-Welt vereinen. Heutzu-
tage wird 90% der Kaufentscheidung online ge-
troffen und nur noch 10% wirklich physisch vor Ort.
Ein wichtiger Schritt war es fiir Biihler, sich weg von
den normalen Messen hin zu Hausmessen zu be-
wegen. Dort ist das Geld besser investiert.

BONDEL Genau, es miissen die Vor- und

Nachteile der jeweiligen Kanile beachtet

werden. Wir versuchen, moglichst viel im
virtuellen Raum abzuwickeln, so bspw. sachliche
und informative Gesprache.
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Quelle: © Biihler AG.

Welche Erfahrungen haben Sie bei virtuellen
Messen gemacht? Was waren No-Gos?

BONDEL Im virtuellen Raum Exponate
nachzubauen und darauf zu hoffen, dass
I Besucher, die ins Netz gehen, sich in einer
Art Self-Experience alles ansehen oder sich Doku-
mente herunterladen — das funktioniert noch nicht
richtig. Die Downloadraten in unseren virtuellen
3D-Réaumen sind erniichternd. Ein User verbringt in
einem virtuellen Showroom etwa 2 bis 3 Minuten.
Wir miissen mit noch besseren Inhalten einen Mehr-
wert schaffen, eine genaue Abgrenzung zur Website
finden und vor allem die Besucher aktiv begleiten.
Ein weiteres Learning war, dass Infrastruktur und
Ausfiihrung einwandfrei sein miissen. Auch die
Anforderung an Inhalte ist enorm gestiegen, da
die Absprungmoglichkeiten online viel hoher als
bei einem physischen Stand sind. Insofern miissen
die Besucher iiber die Inhalte gebunden werden.
Auch die Anforderungen an die Art der Gesprachs-
fithrung online ist im Vergleich zu frither komplexer
geworden, denn die Mimik kann nicht gleicher-
massen interpretiert werden.

Besitzen die klassischen Verkiufer die Fihig-
keiten, mit den digitalen Tools richtig umzugehen
und digital Kundenbeziehungen zu pflegen?

*« BONDEL Wir kénnen hier einen klaren
{ j Changeprozess erkennen. Zunachst muss
SN die grundsatzliche Bereitschaft bestehen,
offen dafiir zu sein. Das beginnt bereits bei kleinen

Aspekten, wie zum Beispiel an einer physischen Messe,
an der man mit Personlichkeit vieles herausholen kann.
Wenn ein Kunde sich anndhert und der Verkaufer
bspw. bereits in einem Gesprach ist, dann kann
er durch nonverbale Kommunikation signalisie-
ren, dass er oder sie in kiirzester Zeit sich um
den Kunden kiimmern wird. Im digitalen
Bereich ist das wesentlich schwieriger.

HOLENSTEIN In der digitalen
Welt haben wir mehrheitlich
Produktmanager eingesetzt. Es
findet hier eine Verlagerung der Tatigkeiten aus
dem Verkauf in Richtung Marketing- und Produkt-
management statt. So wurden Webinare, um nur

=

ein Beispiel zu nennen, meistens durch Produkt-
manager gefiihrt.

BONDEL Unser Ziel ist allerdings, dass
wir strategisch dahin kommen, die Ver-
| kaufsmanager so zu schulen, dass sie sich
in der digitalen Welt wohl fithlen. Die Kernkompetenz
eines Vertriebsmanagers bestand darin, personliche
Kundenbeziehungspflege zu optimieren und dabei
etwas zu verkaufen. Auch in der digitalen Welt ist
Kundenbeziehungspflege nach wie vor entscheidend,
erhalt jedoch eine andere Dimension. Die Verkaufs-
mannschaft bei Biihler hat einen technischen Back-
ground, weshalb sie frither Verkaufsingenieure ge-
nannt wurden. Wir miissen die Verkaufsmannschaft
jedoch dahingehend bewegen, mithilfe digitaler Tools
die Kunden besser zu verstehen und zu pflegen.

Wie stellen Sie sicher, dass das Wissen und die
Erfahrungen zwischen Marketing und Verkauf
geteilt werden?

HOLENSTEIN Wir verfolgen diesbeziig-
= lich verschiedene Massnahmen. Eine
Aktivitat, die wir fiir das Recruiting nut-
zen, nennt sich Inside-Sales. Dafiir screenen wir das
gesamte Web und erstellen basierend auf Daten eine
Potenzialanalyse fiir potenzielle Kunden, organi-
sieren Telefonanrufe, und iibergeben die Ergebnisse
dann dem traditionellen Verkauf. Zudem unter-
stiitzt diese Aktivitdt auch das Recruiting, indem
wir die Studierenden oder Studienabgédnger dann
in unsere Verkaufsmannschaft aufnehmen.

’*\ BONDEL Fine engere Zusammenarbeit
zwischen Marketing und Kommunika-

| tion, Produktmanagement und Verkauf
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ist sehr wichtig. Wir haben ein sogenanntes Power-
Triple-Programm, in der Produktmanagement, Sales
und Marketing gemeinsam daran arbeiten, wie
Losungen besser in den Markt gebracht werden
konnen. Vor 2 Jahren haben wir zusatzlich eine Sales
Academy intern ins Leben gerufen. Darin schulen
wir die Vertriebsmitarbeitenden zu unterschied-
lichen Themen, wie bspw. zur Digitalisierung, zu
Storytelling oder Value-based-Selling.

Wie konnte eine optimale Verteilung zwischen
virtuellen Messen, Hausmessen und klassischen
Messen aussehen?

BONDEL Ich wiirde sagen, 70% virtuell,
20% physisch, wo ich zu einem Kunden
hinfahre und 10% Messen, wie Haus-
messen oder die klassischen Messen. Wenn ich mir
jetzt die Woche eines Vertriebsmitarbeitenden vor
Augen fithre, dann miisste es eigentlich so sein, dass
die tiberwiegende Zahl der Kundenkontakte heute
virtuell stattfindet. Corona hat hier schon einen
massiven Schub ausgeldst, dass wir uns mit Kunden
in Teams-Calls zusammenfinden, ist schon selbst-
verstandlich geworden. Natiirlich ist das aber auch
sehr regions- und landerspezifisch, weshalb diese
Richtwerte nur als Tendenz angesehen werden sol-

Fiir die Biihler Networking Days 2022 kamen rund 1000 Kunden und Partner aus aller Welt nach Uzwil. Quelle: © Biihler AG.
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Neue Carat-Serie von Biihler: Mit Innovationen die Krise meistern. Quelle: © Biihler AG.

«Unser Credo ist, dass
wir Nachhaltigkeit als
wirtschaftlichen Treiber
und nicht nur als

ein Add-on sehen.»
Burkhard Bondel

len. Wir bieten hier aber unseren Vertriebsmit-
arbeitenden die Flexibilitat, selbst entscheiden zu
konnen, wie sie die Verteilung handhaben mdchten.
Als wir die virtuellen Messen lanciert haben, war
die Bereitschaft der Kunden zur Teilnahme enorm.
Es hat uns beeindruckt, dass der Markt und die Kun-
den viel offener und bereiter waren, als wir gedacht
hatten. Wir hatten weltweit iiber 10 000 Registrie-
rungen auf unserer virtuellen Plattform, wovon um
die 5000 an unseren Events teilgenommen haben.
Die Uberfithrung der Kunden in Einzelgespréche
erwies sich allerdings als sehr schwierig. Es ent-
stand eine grosse Liicke zwischen der Generierung
von Awareness und der Uberfiihrung in Einzel-
gesprache. Unser Learning ist dabei ganz klar,
dass wir den Kunden enger und besser durch die
virtuellen Messen fithren miissen.

Der Vorteil von eigenen virtuellen Messen ist auch,
dass wir die Daten unserer Kunden besser managen
konnen als bei klassischen Hausmessen, die zudem
auch die Digitalisierung stark vernachlassigt haben.

Nachhaltigkeit im B-to-B-Marketing

Fiir die Studierenden steht das Thema Nach-
haltigkeit ganz oben auf der Agenda. Welche
Entwicklungen gibt es diesbeziiglich bei Biihler?

HOLENSTEIN Das Thema ist heute Kern
unserer Unternehmensstrategie. Wir haben
bei Biihler ein klares Commitment ab-
gegeben, was wir erreichen mochten. Darin wird
unterschieden in Scope 1 und 2, was wir selbst be-
einflussen kénnen — sowie Scope 3, d.h. entlang der
gesamten Wertschopfungskette der Kunden, die wir
nur mittelbar beeinflussen konnen. Basierend auf
2019, liegen bei Stufe 1 und 2 unsere Commitments
bei 60% CO,-Reduktion bis 2030. Auch wenn wir
Scope 3 nicht direkt messen koénnen, streben wir auch
hier eine hohe Nachhaltigkeit unserer Kunden an.

=

Wie stark wird Nachhaltigkeit in der Kommuni-
kation genutzt?
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BONDEL Wir wollen auf keinen Fall
Greenwashing betreiben, weshalb wir
I auch kein 100% CO,-Committment ab-
geben. Es fliessen sehr hohe Investitionen in die
Forschung & Entwicklung, in Losungen, Services
und Partnerschaften in Richtung Nachhaltigkeit.
Unser Credo ist, dass wir Nachhaltigkeit als
wirtschaftlichen Treiber und nicht nur als ein Add-
on sehen. Entsprechend ist es in unsere Unter-
nehmensstrategie und in die Produktentwicklung
eingebaut. Nachhaltigkeit muss sich auch wirtschaft-
lich lohnen, denn sonst funktioniert es langfristig
nicht. Das kommunizieren wir in einer sehr sach-
lichen Art im typischen Biihler-Stil, der boden-
standig und unaufgeregt ist.

Konnen Sie ein konkretes Beispiel nennen?

*\ BONDEL Ein jiingeres Beispiel ist von
- ; einem unserer Kunden, der eine Kaffee-
SUEL rostereiin Norwegen in Betrieb genommen
hat. Das ist die eine der ersten fast CO,-freien Kaffee-
rostereien, welche 85% weniger CO, ausstosst. In
Indien haben wir eine andere Anlage in Betrieb ge-
nommen, bei der Mais und Mehl zu Tortilas mit 90%
weniger Abwasser verarbeitet werden. In beiden
Beispielfdllen ging Nachhaltigkeit und wirtschaft-
licher Erfolg Hand in Hand. Es ist wichtig zu ver-
stehen, dass sich kaum ein Kunde fiir eine Losung
entscheiden wird, nur um den Footprint zu senken,
dabei aber das Doppelte zahlt. Es muss sich fiir ihn
schon auch wirtschaftlich lohnen. Wenn man aber
aufzeigen kann, dass sich die nachhaltige
Losung gleichzeitig auch mittelfristig in ungefahr
2 Jahren wirtschaftlich lohnt, dann wird sich
der Kunde dafiir entscheiden.

Bei Dienstleistungen ist es systemimmanent, den
Kunden zu integrieren, was eine grosse Prozess-
veranderung mit sich birgt. Wie gehen Sie mit
Dienstleistungen bei Bithler um?

HOLENSTEIN Wir haben eine grosse
strategische Initiative lanciert, die sich
Apollo Value Services nennt und mit ver-
schiedenen Ausbaustufen versehen ist. Die erste Stufe
ist das traditionelle Geschaft mit den Komponenten
und Ersatzteilen mit dem Ziel, die Transaktionskosten
zu senken. Dafiir haben wir myBiihler lanciert, wo-
riiber sich die Kunden ihre Komponenten online be-
stellen konnen. Die zweite Stufe umfasst die Biihler
Insights, eine zentrale Plattform fiir vernetzte Pro-

=
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dukte und Services, mit der die Kunden die Effizienz
ihrer Anlagen optimieren und den Instandhaltungs-
aufwand, Energieverbrauch und Verschleiss reduzie-
ren konnen. Wir sind dabei, sogenannte Customer
Centers aufzubauen, in denen die Daten der Anlagen
in Echtzeit abgebildet werden. Damit konnen wir die
Beratung des Kunden optimieren, wenn etwas nicht
richtig funktionieren sollte. Die Daten miissen einen
Mehrwert fiir den Kunden generieren, damit der
Kunde diese auch nutzt. Daher arbeiten wir eng mit
den Kunden zusammen und stellen sicher, dass sie
durch die Daten ihren Prozess von Rohmaterial bis
hin zu Produkt-Output verbessern kénnen.

Fiir den Hersteller ergibt das natiirlich auch gute
Einsicht in die Daten des Kunden — er kann somit
ein Benchmarking der Kunden machen. Sind die
Kunden bereit, diese Daten zu teilen?

HOLENSTEIN Das war zu Beginn genau
unsere Angst, dass die Kunden die Daten
nicht teilen moéchten. Aber sie sind dazu
durchaus offen. Heute ist es so, dass auch renom-
mierte Kunden ihre Daten teilen. Wir haben mit der
Microsoft Cloud und Microsoft Azure eine Losung,
die sehr sicher fiir den Kunden ist. Insbesondere im
wirtschaftlichen Umfeld ist es wichtig, dass Partner
ihre Daten austauschen, damit wir voneinander
lernen konnen.

Mit myBiihler und Biihler Insights haben wir unsere
Kunden viel besser verstehen gelernt und kénnen
noch bessere Losungen fiir sie bieten. Wir erfahren
heute Informationen {iber die Temperaturverteilung,
Auslastung und vieles mehr. Die Daten fliessen
einerseits in die Produktentwicklung, andererseits
auch in direktes Optimierungs-Feedback fiir den
Kunden ein. | |

=

Quelle: © Biihler AG.
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Rethinking
Value Creation

in Brick-and-Mortar Retailing

Augmented reality (AR) is coming of age. Yet it remains unclear
how AR will provide value to brick-and-mortar customers and
firms. Based on 12 expert interviews, this article outlines how AR
can facilitate value creation for brick-and-mortar customer
journeys. Managers should be aware of such potentials but also
anticipate related obstacles.

David Finken, M.Sc., Thomas Scheurer, M.Sc.

56 Marketing Review St.Gallen 6 | 2022



Mixed realities (MR) have evolved from a nascent technology -
with initially inflated expectations — to a mature tool ready for
mass market adoption (see Gartner Hype Cycle 2021 - Nguyen
et al., 2021). In this decade, MR applications are expected to
expand across industries, and leading business journals such as
Forbes are motivating Chief Marketing Officers to consider ex-
perimenting with them (Evans, 2021). Augmented reality (AR),
a fluent dimension on the virtuality continuum (see Milgram
& Kishino, 1994; see the online Appendix B), projects virtual
content onto a user’s physical environment in real time (Azuma
et al., 2001). It differs from its more virtual brother, virtual
reality (VR), where specific goggles create an immersive, fully
computer-generated environment in which a user experiences
a feeling of telepresence (Rauschnabel et al., 2022).

Porter and Heppelmann (2017) pointed out several aspects of
how mixed reality, specifically AR, can create value for users
in ways that have substantial managerial implications. In retail,
AR is projected to grow at a compound annual growth rate of
20% during 2022-2028, resulting in a market size of USD 6.736,2
million by 2028 (Bloomberg, 2022; see the online Appendix C
for an industry split). However, many retailers remain wary
when it comes to implementing AR experiences. Among other
aspects, the lack of existing use cases, uncertainty regarding
development and maintenance expenses, and an unclear un-
derstanding of how AR may add value are some of the reasons
for their concern (Chandukala et al., 2022).

This article outlines how the integration of AR can add value
in the retail market. Specifically, we unveil value creation
potentials for brick-and-mortar retail (B&M) and beyond. We
categorize related potentials along the customer journey, pre-
sent an updated customer journey framework (adapted from
Court et al.,, 2009), and identify obstacles to the proliferation
of AR in B&M.

Overall, and assuming the technology can overcome several
structural obstacles, our framework identifies and validates
four customer journey stages: capturing initial attention; assis-
ting consumer decision-making before or during a purchase;
establishing trust and generating conversions; and providing
location-independent after-sales services (figure 1).

Proliferation of Augmented
Reality Applications

In some countries, more than 50% of consumers have already
engaged with mixed reality applications enabled by AR
technology, predominantly for entertainment (e.g., Pokémon
Go), brand engagement (e.g., Snapchat’s face filters), informa-
tion retrieval (e.g., Peak Finder or AR navigation), and 15% of
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consumers have used AR in shopping experiences (Finken
et al, 2021). In the United States, 61% of consumers prefer to
shop with retailers (online and B&M) that offer AR experien-
ces (Nielsen, 2019). Popular examples include AR applications
in which consumers can virtually wear different sunglass
models (e.g., Ray-Ban), try make-up filters (e.g., Sephora), or
position furniture within their homes (e.g., IKEA Place App).
Augmented reality has also been used in recent advertisement
campaigns, for example, to generate leads (e.g., Spar’s Easter
egg search) or to promote new product launches with shareable
and memorable user experiences (e.g., Jurassic World AR App).
Consumers seem to value AR’s ability to reduce uncertainty,
facilitate decision-making, or simply entertain them during
shopping (Chandukala et al., 2022).

Yet, little is known about AR’s potential in B&M customer
journeys (Dekimpe et al., 2020), such as AR technology that can
enable in- and out-of-store navigation (e.g., Marks and Spencer),
display additional information for products or services offered
at B&M stores (e.g., H&M’s smart mirrors), or enable virtual
menu inspections in restaurants (e.g., Le Petit Chef) (figure 2).
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Figure 1: Simplified lllustration of the Value Creation Framework for Brick-and-Mortar Retail
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Source: Own illustration.

Figure 2: Augmented Reality Applications for Marketing and Sales

Online-Retailing

Brick-and-Mortar Retailing

Branding and Consumer Engagement

B [ o] ® e » 1
Product Presentation ~ Product Presentation In-Store Enhanced AR Menu AR for Branding AR for
in one's environment onto oneself AR-Navigation In-Store Experience Inspection (e.g., Burger King or Consumer Engagement
(e.g., IKEA Place App (e.g., Ray-Ban or Nike (e.g., Marks & (e.g., H&M Smart (e.g., Le Petit Augmented Business (e.g., Spar's Easter Egg
or LG Uplus) virtual try-ons) Spencer) Mirror or IBM Virtual Chef) Cards) Hunt or

Advisor)

Audi Virtual Track Builder)

Source: Own illustration.

Academic Research Provides
Insights for Value Creation

Existing research has primarily focused on how AR can affect
marketing outcomes in online retailing (e.g., conversion rate,
word of mouth, intentions, attitudes, and willingness to pay;
Kumar, 2021). Corresponding research has compared AR to
more traditional presentation formats (e.g., static or 360-degree
rotating product depictions) leading to insights on how AR can
create value from three angles: experiential, informational, and/
or transactional.

Experiential Value

Augmented reality allows for joyful product or brand engage-
ment, affecting purchase intentions (Smink et al.,, 2019). In some
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cases, AR experiences can even create flow moments (i.e., a
cognitive state of control and concentration during an activity),
which might explain positive consumer reactions (Csikszenti-
mihalyi, 1975; Javornik et al., 2016). Enjoyment and flow may
explain why consumers tend to engage 20% longer on websites
that offer AR experiences and view 1.3 times more products in
AR. Further, in B&M stores, consumers spend approximately
50% more time at the AR sampling fixtures for lipstick try-ons
and sample 7.5 times more products (Tan et al., 2022).

In addition, AR facilitates connections between consumers
and products. Research found that AR can affect psychological
ownership (i.e, consumers’ feeling that something is theirs in
a psychological sense, without legally owning it) (Pierce et al,,
2003; Peck and Shu, 2009). Some studies attribute this effect
to specific AR configurations (e.g., level of customization or
degree of interactivity; Carrozzi et al., 2019; Fritz et al., 2019),
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whereas others report that AR makes consumers feel psycho-
logically closer to products, since it makes products appear
more real, thus increasing perceived ownership (Finken et
al., 2021). Consequently, a large body of consumer research is
dedicated to the consequences of this feeling of ownership, such
as increased willingness to pay, or improved intentions and
attitudes, which all make it a desirable outcome for marketers
(e.g., Atasoy & Morewedge, 2018; Shu & Peck, 2011).

Informational Value

Augmented reality product placement helps consumers ima-
gine what a product looks like and generates mental images
of using the product, thus reducing consumer cognitive effort
(and uncertainty) in product evaluation (Heller et al., 2019).
Such mental images increase consumer desire and purchase
intentions (Fritz et al., 2019; Hilken et al., 2022). For example,
Fritz et al. (2019) showed that consumers are twice as likely to
order a dessert at a restaurant if they encounter an AR menu
versus a traditional menu.

Despite promising results, it is critical to design consumer-
centric AR. For example, a field study by Hoffmann et al. (2022)
revealed that the provision of product information at the point
of sales can backfire if product information is too detailed, i.e.,
focused too little on consumer needs. Additionally, AR is less
effective if product information is too intense (i.e., invasive).
Thus, firms should find a good balance between AR engage-
ment and product information intensity (Schweiger et al., 2022).

Transactional Value

As retailers increasingly maintain offline and online presences,
they are confronted with the challenging task of providing seam-
less omnichannel experiences. Gauri et al. (2021) proposed that
retailers either enhance consumer experiences or reduce friction
in shopping processes to engage efficiently with consumers in an
omnichannel setting. Augmented reality can reduce friction —and
create transactional value for retailers — in several ways: it can
create a natural link between offline and online shopping environ-
ments, enable one-click purchases (e.g., ApplePay and GooglePay),
and it proves to be an efficient tool for reducing costs associated
with product returns, both for online and physical retail (Wedel
et al,, 2020). Recent academic insights show that virtual try-ons
in retail (e.g., for cosmetics) increase product sales by 19.8%. Im-
portantly, research found that AR’s impact on sales is lower for
inexpensive products and popular brands (Tan et al., 2022).

Augmented reality’s transactional value can depend on where
the consumer inspects a product (i.e., whether this matches
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the physical environment in which the product is used). For
example, Finken et al. (2022) showed that AR specifically helps
products when they are placed in a more fitting environment,
such as inspecting a Thermomix in a kitchen (vs. a train, for
example).

Value Creation Framework
for Brick-and-Mortar Retail

Based on academic insights and expert interviews, the present
article conceptualizes the 4-A Value Creation Framework for B&M
(figure 3). This framework showcases managerial potential
for value creation at various stages of the customer journey. It
conceptualizes potentials in four partly interconnected stages:
capturing attention, assisting in decision-making, motivating
to act, and adding value beyond the moment of purchase.

We validated and extended this framework with 12 expert inter-
views involving neutral external perspectives, managers from
retail cooperations, and technology suppliers (see Appendix A
below at the end of this article) for an anonymized overview
of the experts). Experts were identified through purposive and
snowball sampling methods (Adams, 2015; Marshall, 1996). The
interviews followed a laddering method (Reynolds & Gutman,
1988) with semi-structured questions allowing for flexibility
during the interview process (i.e., exploration of new areas;
Gill et al,, 2008). We used an inductive qualitative approach
to generalize four phenomena from specific responses in the
interviews (Mayring, 2012).

Attracting Attention

Retailers can implement out-of-store AR experiences that in-
crease awareness for specific promotions by actively engaging

Management Summary

Augmented reality can create experiential,
informational, and transactional value for consumers
along the various stages of the customer journey.
Summarizing insights from 12 expert interviews and
prior research, this article presents the 4-A Value
Creation Framework for brick-and-mortar retail.
This framework implies that AR-based value creation
comes with various potentials exceeding pure sales.
Managers need to start experimenting with AR and
anticipate obstacles to implementing AR.
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with consumers and guiding them in a joyful but active way to
visit a B&M store. For example, retailers can use «<augmented»
advertisements with location-based services (e.g., Spar’s Easter
egg search) or AR-assisted global localization tools (e.g., Zu-
rich Airport). Specific location-based AR services can facilitate
convenience and guide consumers to B&M retail storefronts,
increasing engagement and adoption while being cost-efficient
and relatively easy to implement. Consumers indicated that
brands are perceived as more exciting, fun, and innovative,
and managers emphasize that AR’s value also relates to being
perceived as a first mover.

Augmented reality can also increase awareness of product port-
folios in retailers’ stores. For example, virtual storefronts (e.g.,
H&M's interactive mirrors) offer retailers maximum control over

Main Propositions

—

1

2

“\

=\

AR displays virtual objects onto people’s real
physical environment, creating informational,
experiential, and transactional value for consumers

AR can affect the customer journey at various stages
with both short-term and long-term potentials.

AR’s proliferation requires a better understanding
of various obstacles to its adoption.

AR implementation and testing require an open
culture and willingness to experiment.

Fig. 3. 4-A Value Creation Framework for Brick-and-Mortar Retail
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what consumers see and perceive of a brand inside B&M stores.
Customizable and tailored content can be displayed, creating
interactive experiences that leverage the physical environment
of the consumer and offer initial product information. First
insights indicate that such AR interactions increase consumer
engagement and sales (Business Wire, 2017). However, managers
point out that such virtual storefronts need a clear purpose
beyond entertainment to attract consumers effectively.

Assisting in Decision-Making

Augmented reality can provide information about brands, pro-
ducts, and services in B&M stores, similar to but distinct from
existing use cases in retailing. Augmented reality’s value in
B&M retail depends on the type of information that consumers
are looking for during product or service evaluation.

Augmented reality can help consumers navigate their in-store
shopping with visual positioning systems. Such AR-based in-
store (and out-of-store) navigation gives consumers an efficient
and time-saving way to access the product or service of interest.
According to research reports, 60% of consumers indicated that
such a use of AR would be important to them and they could
imagine using such tools (Ducommun et al., 2021; Finken et al.,
2021). Meanwhile, businesses can leverage visual positioning
systems to create up- and cross-selling opportunities. For exam-
ple, Marks & Spencer experimented with a real-time display of
loyalty points and bundled deals for product purchases tied to
its in-store navigation app.

In-store AR cannot yet replace a physical product experience,
but it can complement such experiences and overcome a key
disadvantage of B&M: space constraints. Augmented reality
can provide additional, overlaid information that facilitates de-
cision-making and enhances a self-brand/product connection
(Zimmermann et al., 2022). Today, 59% of consumers use their

smartphones to access more product information or compare
prices in B&M stores (Google/Ipsos, 2019).

At the same time, managers believe AR can improve the overall
customer store experience and support the efficiency of store
inventory management, especially for products available in
several variations. Retailers can display their most prominent
products and focus on curated multisensory product experien-
ces while giving consumers more AR-enabled alternatives, such
as alternative product colors or individualized options, without
an additional physical inventory.

Invitation to Take Action

Store visits or e-commerce alone can seldom provide all the
information consumers need to make the best possible purchase
decision. Augmented reality allows access to the «inner parts» of
products without disassembling them (i.e., diminishing reality
as opposed to AR). For example, AR-related technology enables
the real-time inspection of engines during a motor show.

In-store AR cannot yet replace a
physical product experience, but it
can overcome a key disadvantage
of B&M: space constraints.

Augmented reality can bridge the gap between informational
and experiential retail encounters, leading to seamless inter-
actions and, ultimately, higher purchase likelihood (Hilken et
al., 2020). Specifically, products often need context to be eva-
luated appropriately, and AR can virtually overlay appropriate
use contexts for products, helping consumers imagine what
a product would look like in its proper environment (e.g., a

Lessons Learned

1 Bottom-up AR implementation, with minimal upper
management involvement, provides small financial
risks, enables departments to experiment, and may
provide information about KPIs.

M

AR may reduce friction along various points in the
customer journey by serving as a natural link between
offline and online consumer touchpoints, which allows
for seamless omnichannel experiences.

“\

Successful AR implementations address concrete

(i.e., informational, experiential, and transactional)
user needs and depend on continuous employee
training as well as a technology-embracing firm culture.

—

4 A major impediment to adopting AR in business
strategies is a limited understanding of how to
effectively track KPls, which requires managers to
think of AR as a tool creating transactional value.
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Thermomix in one’s kitchen). Third, managers predict that AR’s
value may exceed a single store visit. With high-involvement
goods, consumers can take virtual products to their homes
while getting more comfortable with their decision (i.e., take-
home AR; research offline — purchase online). Alternatively,
some consumers prefer out-of-store product experiences (e.g.,
virtual try-ons) before making an in-store purchase (research
online — purchase offline). An international sunglasses retailer
predicts that half of all consumers who inspect complex pro-
ducts with AR online will subsequently visit a physical store.

Managers indicated in our interviews that AR could facilitate
a more seamless omnichannel experience and increase conve-
nience by enabling direct in-store purchases through connected
services (e.g., Apple Pay in ARKit). In turn, the vast number of
data points (i.e., biometric and individual-level data) gathered
through AR shopping assistants offers potentials for retailers
for personalized or geo-specific product recommendations
(under strict considerations of GDPR).

Add-on Value

Customer service quality and perceived value after purchases
are two additional drivers of customer satisfaction and loyalty
(Kuo et al,, 2009). The interviewed experts stated that AR has the
potential to create value that exceeds the value of actual sales.
For example, AR can assist consumers in assembling products
(e.g, IKEA's <AssembleAR>) and offer real-time troubleshooting
with virtual instruction manuals or remote customer support

Figure 4: Obstacles to Augmented
Reality Proliferation
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Source: Own illustration.
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(e.g., <V-Zug Docs> or eey.chy). Consequently, AR may reduce
consumer complaints and returns. Regarding remote support,
AR can enable consumers to become part of the creation process
by being guided by a professional, with positive implications for
marketing (see Ranjan & Read, 2016). It may also contribute to ex-
tending a product’s lifecycle by making repairs more convenient.

AR can also help consumers explore different uses of their
products. For example, Heinz implemented an AR recipe re-
commender to inspire consumers to try unknown products
or ingredients. Consumer awareness of such complementary
products during and after a product purchase may increase
short-term up- and cross-selling potentials for retailers and
long-term brand engagement on social media.

Similarly, facilitating brand interactions on social media (e.g,,
Tiktok, Snapchat, or Instagram) by allowing consumers to share
AR-generated content with peers (i.e,, social AR) is likely to en-
hance self-brand connections and recognition (especially when
consumers are depicted on brand selfies; Hofstetter et al., 2020).

Obstacles to the Proliferation of AR

Proliferation of AR comes with challenges: managers highlight
various obstacles that are both internally and externally routed.
In this context, technical, managerial, cultural, and ethical
obstacles should be anticipated and addressed before AR im-
plementation (figure 4). Managers believe that the proliferation
of AR largely depends on consumer readiness to embrace AR.

Technological Obstacles

Seamless AR experiences require technological advance-
ments to be available to consumers and businesses (see online
Appendix D). While some consumer devices are well-equipped
to display AR content, businesses need to be aware that realistic
and smooth AR experiences may require technologies that not
all consumers are equipped with (e.g., Apple LiDAR sensors).
In addition, firms must keep in-store hardware and software
as well as AR infrastructure up to date and train employees
for AR usage and maintenance.

However, developing an AR app from scratch can be expensive.
While relying on open-source infrastructure may ease such
large investments, it increases a firm’s dependency on tech
giants (e.g., Apple’s ARKit or Google’s ARCore), and some ma-
nagers fear that relying on the tech giants’ infrastructure could
make them vulnerable in the long term. However, compared
to the obstacles explained below, managers perceive technical
ones as least critical when implementing AR experiences.
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Managerial and Cultural Obstacles

Augmented reality poses several managerial challenges re-
lated to costs, measurement of key performance indicators,
and employee resistance to adoption. Firms often do not know
what kind of resources an AR undertaking requires. Generally,
large investments, including profitable business cases, require
management involvement. Calculating the AR business case is
a difficult undertaking due to unclear or partly missing AR-
specific KPIs and short- and long-term financial involvement
(e.g., AR maintenance costs). Bottom-up AR implementation
requires less financial involvement, making it accessible for
small businesses. Typical examples are AR marketing cam-
paigns on Snapchat.

Firms need to establish a progressive and open culture wil-
ling to experiment with new technologies. Most importantly,
the implementation of AR in B&M retail should not generate
fear amongst sales assistants of being replaced by technology

Marketing Review St.Gallen 6| 2022
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but instead offer promising opportunities. This is essential
since consumers value personal interactions with sales assis-
tants (Beatty et al., 1996). Consequently, proper training and
a culture that embraces digital literacy are needed for AR
opportunities to unfold.

Ethical Obstacles

AR yields a large amount of sensitive consumer data. For virtual
try-ons in particular, businesses need to measure consumer bio-
metrics and gather additional individual data. Since consumers
regularly have to consent to data collection in online retailing, it
is imperative for businesses to follow GDPR protocols in B&M
retailing and be transparent about data usage and storage.

As AR applications grow increasingly more complex and

sophisticated, retailers face the risk of misleading customers
and distorting their reality (Mhaidli & Schaub, 2021). In such
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cases, AR has the potential to exploit consumer psychology to
increase sales. For example, recent research suggests that AR
can increase perceived ownership and attachment to products,
which in turn leads to more favorable product preferences and
sales (Finken et al., 2022). This may boost sales in the short time
but might lead to image problems and other repercussions in
the long run.

Consumer Adoption

Although a variety of consumers have already engaged with
mixed reality applications such as AR, its proliferation for
marketing and sales is still in its infancy. Experts emphasize
that AR’s success depends on clear communication of its value
potential to satisfy context-specific consumer needs. Since AR
applications need access to a mobile device’s camera, often the
current location of the consumer, and/or audio output features,
a primary obstacle to consumer adoption is related to privacy
concerns. An additional concern is related to the consumers’
fear of losing interpersonal contact in B&M retail, which is
essential for in-store shopping.

Conclusions and Outlook

Taken together, mixed reality applications enabled by AR may
come with a variety of experiential, informational, and trans-
actional benefits, not only for online retailing but specifically
for B&M shops. Brick-and-mortar retailing’s implementation
of AR should be aligned with its overall short- and long-term
omnichannel strategy. To unlock AR’s full potential, firms need
to build close connections between online and B&M channels
and eventually purely virtual experiences in the metaverse. Wl

References

Accenture. (2019). Waking up to a new reality - G20 Young entrepreneurs’ alliance report.
https://www.accenture.com/_acnmedia/accenture/redesign-assets/dotcom/documents/
global/l/accenture-g20-yea-report.pdf

Adams, W. C. (2015). Conducting semi-structured interviews. In K. E. Newcomer,
H. P. Hatry, J. S. Wholey (Eds.), Handbook of practical program evaluation, (4th ed.,
pp- 492-505). Wiley.

Atasoy, O., & Morewedge, C. K. (2018). Digital goods are valued less than physical goods.
Journal of Consumer Research, 44(6), 1343-1357.

Azuma, R, Baillot, Y., Behringer, R., Feiner, S., Julier, S., & MacIntyre, B. (2001). Recent
advances in augmented reality. IEEE Computer Graphics and Applications, 21(6), 34-47.

Beatty, S. E., Mayer, M., Coleman, J. E., Reynolds, K. E., & Lee, ]. (1996). Customer—sales
associate retail relationships. Journal of Retailing, 72(3), 223-247.

Bloomberg (2022, June 22). Augmented and virtual reality (AR & VR) Market to
reach USD 454.73 billion by 2030 with a CAGR of 40.7% | Valuates Reports.
https://www.bloomberg.com/press-releases/2022-06-22/augmented-and-virtual-reality-
ar-vr-market-to-reach-usd-454-73-billion-by-2030-with-a-cagr-of-40-7-valuates-reports

Business Wire (2017, April 13). Smart mirrors market — trends and forecasts by Technavio.
https://www.businesswire.com/news/home/20170413005215/en/Smart-Mirrors-Market---
Trends-and-Forecasts-by-Technavio

Carrozzi, A., Chylinski, M., Heller, J., Hilken, T., Keeling, D. I, & de Ruyter, K. (2019).
What'’s Mine is a hologram? How shared augmented reality augments psychological
ownership. Journal of Interactive Marketing, 48, 71-88.

Chandukala, S. R, Tan, Y. C., & Reddy, S. K. (2022, March 29). How augmented reality
can — and can’t — help your brand. Harvard Business Review.
https://hbr.org/2022/03/how-augmented-reality-can-and-cant-help-your-brand

Csikszentimihalyi, M. (1975). Beyond boredom and anxiety: Experiencing flow in
work and play. Jossey-Bass.

Court, D,, Elzinga, D., Mulder, S., & Vetvik, O.]. (2009, June 1). The consumer decision journey.
McKinsey & Company. https://www.mckinsey.com/business-functions/marketing-
and-sales/our-insights/the-consumer-decision-journey

Dekimpe, M. G., Geyskens, I, & Gielens, K. (2019). Using technology to bring online
convenience to offline shopping. Marketing Letters, 31(1), 25-29.

Ducommun, C., Gandhi, S., Fried, C., & Portell, G. (2021, July 15). Retailers are ignoring
consumer expectations around retail technology. Kearney. https://www.kearney.com/
consumer-retail/article/-/insights/retailers-are-ignoring-consumer-expectations-
around-retail-technology

Evans, G. (2021, January 14). 2021 —- CMOs, it’s time to take augmented reality (AR)

more seriously than ever according to poplar studio. Forbes. https://www.forbes.com/
sites/drgeraintevans/2021/01/14/2021--cmos-its-time-to-take-augmented-reality-ar-more-
seriously-than-ever-according-to-poplar-studio/?sh=294dfd0e2add

Source: © iStockphoto.

Marketing Review St.Gallen 6| 2022



Finken, D., Gorny, M., Hofstetter, R, Fankhauser, L., Waibel, R., & Schroetter, S. (2021). Swiss
Augmented Reality Barometer 2021. Institute of Marketing and Analytics, University of Lucerne.

Finken, D., Hofstetter, R., Krishna, A., & Wangenheim, F. (2022). Context even matters
in virtuality: Perception of object proximity and ownership in augmented reality.

In T. W. Bradford, A. Keinan, & M. M. Thomson (Eds.), Advances in consumer research,
Vol. 49, pp. 282-283. Association for Consumer Research.

Fritz, W., Hadi, R., & Stephen, A. (2019). A feast for the eyes: How augmented reality
influences food craving and evaluation. In R. Bagchi, L. Block, & L. Lee (Eds.), NA -
advances in consumer research (Vol. 47, p. 969). Association for Consumer Research.

Gauri, D. K,, Jindal, R. P,, Ratchford, B., Fox, E., Bhatnagar, A., Pandey, A., Navallo, J. R.,
Fogarty, J., Carr, S., & Howerton, E. (2021). Evolution of retail formats: Past, present, and
future. Journal of Retailing, 97(1), 42-61.

Gill, P, Stewart, K., Treasure, E., & Chadwick, B. (2008). Methods of data collection in
qualitative research: Interviews and focus groups. British Dental Journal, 204(6), 291-295.

Google/Ipsos. (2019, February). Global Retail Study Consumer Trends.
https://www.thinkwithgoogle.com/consumer-insights/consumer-trends/in-store-
smartphone-research-statistics

Heller, J., Chylinski, M., de Ruyter, K., Mahr, D., & Keeling, D. I. (2019). Let me imagine
that for you: Transforming the retail frontline through augmenting customer mental
imagery ability. Journal of Retailing, 95(2), 94-114.

Hilken, T., Heller, J., Keeling, D. I, Chylinski, M., Mahr, D., & de Ruyter, K. (2022).
Bridging imagination gaps on the path to purchase with augmented reality:
Field and experimental evidence. Journal of Interactive Marketing, 57(2), 356-375.

Hilken, T., Keeling, D. I, de Ruyter, K., Mahr, D., & Chylinski, M. (2020). Seeing eye
to eye: Social augmented reality and shared decision making in the marketplace.
Journal of the Academy of Marketing Science, 48(2), 143-164.

Hoffmann, S., Joer83, T., Mai, R., & Akbar, P. (2022). Augmented reality-delivered
product information at the point of sale: When information controllability backfires.
Journal of the Academy of Marketing Science, 50, 743-776.

Hofstetter, R., Kunath, G., & John, L. K. (2020). From sweetheart to scapegoat: Brand
selfie-taking shapes consumer behavior. Harvard Business School Working Paper # 20-085.

Javornik, A. (2016). It s an illusion, but it looks real! Consumer affective, cognitive
and behavioural responses to augmented reality applications. Journal of Marketing
Management, 32(9-10), 987-1011.

Kumar, H. (2021). Augmented reality in online retailing: A systematic review and research
agenda. International Journal of Retail & Distribution Management, 50(4), 537-559.

Kuo, Y. F., Wu, C. M., & Deng, W. J. (2009). The relationships among service quality,
perceived value, customer satisfaction, and post-purchase intention in mobile
value-added services. Computers in Human Behavior, 25(4), 887-896.

Marshall, M. N. (1996). Sampling for qualitative research. Family Practice, 13(6), 522-526.

Mayring, P. (2012). Qualitative Inhaltsanalyse — ein Beispiel fiir Mixed Methods.
Mixed Methods in der empirischen Bildungsforschung, 1, 27-36.

Mhaidli, A. H., & Schaub, F. (2021, May). Identifying manipulative advertising
techniques in XR through scenario construction. In Proceedings of the 2021
CHI Conference on Human Factors in Computing Systems (pp. 1-18).

Appendix A: Overview of Conducted Expert Interviews

Milgram, P, & Kishino, F. (1994). A taxonomy of mixed reality visual displays.
IEICE TRANSACTIONS on Information and Systems, 77(12), 1321-1329.

Nielsen. (2019, December 12). Augmented reality: The new consumer reality.
NielsenIQ. https://nielseniq.com/global/en/insights/analysis/2019/augmented-retail-the-
new-consumer-reality-2/

Nguyen, T., Gupta, A, Ingelbrecht, N., Jump, A., Cozza, R., Ray, B., Chauhan, K., &
Baghdassarian, S. (2021). Emerging technologies: Emergence cycle for augmented reality.
Gartner. https://www.gartner.com/en/documents/4002860

Peck, J., & Shu, S. B. (2009). The effect of mere touch on perceived ownership.
Journal of Consumer Research, 36(3), 434—447.

Pierce, J. L., Kostova, T., & Dirks, K. T. (2003). The state of psychological ownership:
Integrating and extending a century of research. Review of General Psychology, 7(1), 84-107.

Porter, M. E., & Heppelmann, J. E. (2017). Why every organization needs an augmented
reality strategy. Harvard Business Review, 95(6), pp. 46-57.

Ranjan, K. R., & Read, S. (2016). Value co-creation: Concept and measurement.
Journal of the Academy of Marketing Science, 44(3), 290-315.

Rauschnabel, P. A, Felix, R., Hinsch, C., Shahab, H., & Alt, F. (2022). What is XR? Towards a
framework for augmented and virtual reality. Computers in Human Behavior, 133, 107289.

Reynolds, T.J., & Gutman, J. (1988). Laddering theory, method, analysis, and
interpretation. Journal of Advertising Research, 28(1), 11-31.

Shu, S. B., & Peck, J. (2011). Psychological ownership and affective reaction: Emotional
attachment process variables and the endowment effect. Journal of Consumer Psychology,
21(4), 439-452.

Smink, A. R., Frowijn, S., van Reijmersdal, E. A., van Noort, G., & Neijens,

P. C. (2019). Try online before you buy: How does shopping with augmented reality
affect brand responses and personal data disclosure. Electronic Commerce Research
and Applications, 35, 100854.

Schweiger, E. B, Ahlbom, C. P, Nordfalt, ], Roggeveen, A. L., & Grewal, D. (2022).
In-store endcap projections and their effect on sales. Journal of Retailing, advance online
publication, https://doi.org/10.1016/j.jretai.2022.06.004

Tan, Y. C.,, Chandukala, S. R., & Reddy, S. K. (2022). Augmented reality in retail and its
impact on sales. Journal of Marketing, 86(1), 48—66.

Wang, K., & Goldfarb, A. (2017). Can offline stores drive online sales? Journal of
Marketing Research, 54(5), 706-719.

Wedel, M., Bigné, E., & Zhang, J. (2020). Virtual and augmented reality: Advancing
research in consumer marketing. International Journal of Research in Marketing,
37(3), 443-465.

Zimmermann, R., Mora, D., Cirqueira, D., Helfert, M., Bezbradica, M., Werth, D., Weitzl,
W. ], Ried], R., & Auinger, A. (2022). Enhancing brick-and-mortar store shopping
experience with an augmented reality shopping assistant application using personalized
recommendations and explainable artificial intelligence. Journal of Interactive Markting,
advance online publication, https://doi.org/10.1108/JRIM-09-2021-0237

Weitere erganzende Grafiken
zum Artikel finden Sie unter:
unisg.link/MRSG-Finken-Scheurer

Overview — Interview partners for in-depth interviews

Interview No. of  Explanation Positions
Group experts
External perspective 3 Business consultants or university professors Partner or professors
Retailer's perspective 7 Brick-and-mortar or omnichannel retailers Head of marketing / head of e-commerce / product manager
Supplier's perspective 2 Technology suppliers responsible for developing Founder or CEO
AR technology
Total 12

We conducted 12 semi-structured in-depth interviews according to recent scientific standards (Mayring, 2012). Interviews were conducted in May and June 2022.
Interview partners had direct budget responsibility for setting up AR for their company or worked as an external knowledge provider informing stakeholders.

Note. We interviewed 2 female and 10 male managers. Brick-and-mortar or omnichannel interview partners from FMCG (brands and retailers), sport retailing,

and more general retailing including household products. Source: Own illustration.
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elieve
the Hype?

Herausforderungen und
Herangehensweisen an das
«Metaverse»

Das Thema «Metaverse» stellt das Marketing und Fiihrungskrafte vor
neue Herausforderungen. Wenngleich die langfristigen Verdnderungen
kaum absehbar sind, wird im aktuellen Hype vieles ausprobiert

und nur weniges erscheint dabei wirklich nachhaltig. Der Beitrag zeigt
Ansatzpunkte fiir Unternehmen auf, wie sie bereits heute erste
Lernprozesse im Metaverse sinnvoll anstossen kénnen.

Prof. Dr. Marcus Schégel, Laura-Eve Grellmann, Severin Lienhard,
Prof. Dr. Dennis Herhausen

66 Marketing Review St.Gallen 6 | 2022



«VWhen you begin
to look at the global
reach, the number
of people that spend
meaningful amounts
of time in these new
worlds, | think it
provides a universe
of opportunity.»

CEO Stephen Cooper
Warner Group (Agustin, 2021)

Rund um das Metaverse besteht aktuell
eine Vielzahl an Diskussionen. Das ein-
fithrende Zitat verweist auf die neuen
Opportunitdaten. Die Anzahl und das
explosionsartige Vermehren von Meta-
verse-Initiativen unterschiedlichster
Unternehmen verdeutlicht die aktuelle
Dynamik: Coca-Cola lancierte Coca-
Cola Zero Sugar Byte im Metaverse
und die Stadt Seoul erméglicht ihren
Biirgern sogar, Anfragen online an die
Avatare von Beamten zu richten. Der
Wert des Metaverse konnte Schatzun-
gen zufolge bis 2030 bereits 5 Billionen
Dollar betragen (Elmasry et al., 2022)
und bietet damit einen weitreichenden
Spielraum fiir Experimente und Inno-
vationen.

Verschiedene Studien zeigen, dass
Marketing-Fiihrungskrafte nur sehr
rudimentir mit dem Metaverse vertraut
sind (Universitat der Bundeswehr Miin-
chen, 2022). Zwischen technologischen
Potenzialen und wirklichem Verstand-
nis des Metaverse besteht ein gewisser
Klarungsbedarf. Folgende Fragen schei-
nen dabei von besonderer Relevanz:

Welche Herausforderungen gibt es beim
Metaverse zu beachten?

Welche Herangehensweisen kénnen
Marketing-Fiithrungskréfte verfolgen,
um vom Metaverse zu profitieren?
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Um Antworten auf diese Fragen zu
geben, wurden im Friihling dieses Jah-
res erste qualitative Untersuchungen
gestartet. Die Ergebnisse einer Desk Re-
search bestehender Initiativen, die Sich-
tung und Analyse der bestehenden Lite-
ratur nach Tranfield et al. (2003)! sowie
ein Workshop mit CEOs und CMOs zu
Umgangsszenarien mit dem Metaverse
im Sommer dieses Jahres bilden die em-
pirische Basis fiir unsere Ausfithrungen.
Bei dem Workshop wurden im Rahmen
eines Flinf-Schritte-Verfahrens' aktu-
elle Herausforderungen und mogliche
Herangehensweisen diskutiert (Schogel
et al.,, 2022). Breit abgestiitzte Inhalte
fliessen in diesen Artikel ein.

Folgend werden als Erstes die konzep-
tionellen Grundlagen des Metaverse
erfasst. Daraufhin werden die Heraus-
forderungen fiir das Marketing be-
schrieben. Die Formulierung konkreter
Handlungsfelder stellt Empfehlungen
fiir einen moglichen Umgang mit dem
Metaverse dar. Abschliessend werden
die Ergebnisse zusammengefasst.

Das Phdanomen
«Metaversey in der
Literatur

Aus dem Prozess der Literaturanalyse
konnten aus acht relevanten Beitrdgen
drei zentrale Perspektiven auf das Meta-
verse identifiziert werden.

Die erste Perspektive setzt sich mit Heran-
gehensweisen von Unternehmen an das
Metaverse auseinander. Dabei ist festzu-
halten, dass bereits auf etablierte Tools
wie Kundenbindungsprogramme oder
Eventkonzepte bei den Unternehmen
zuriickgegriffen wird (Kovacova et al.,
2022). Vor allem konnen aber von Unter-
nehmen jiingere Zielgruppen erschlossen
werden (Hollensen et al., 2022).

Der zweite Bereich der Ergebnisse um-
fasst die Kundenperspektive und Mehrwerte

Prof. Dr. Marcus Schégel
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und Customer Insight
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des Metaverse. Dabei besitzen Extended-
Reality-Anwendungen das Potenzial
fiir neue Mehrwerte. Insbesondere fiir
Nutzer aus technologieaffinen Segmen-
ten oder den mit «Generation Z» oder
«Alpha» bezeichneten Kohorten lassen
sich durch die Erweiterung, Delegation
bzw. Substitution des eigenen Auftritts
anhand von Avataren neue Nutzen-
dimensionen im Metaverse entwickeln.
Fraglich dabei ist erstens noch das Wohl-
befinden der Kundschaft in der virtuel-
len Welt, verglichen mit der physischen
Welt. Weiterhin kommen Fragen rund
um das Selbstwertgefiihl auf (Dwivedi
et al., 2022). Drittens wird hinterfragt,
ob sich ein Generationenunterschied mit
moglichen Konflikten auftun kann.

!Fiir weitere Details verweisen die Autoren auf den Online-Anhang. 67
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Zusammenfassung

Das Metaverse bietet Unternehmen eine Vielzahl an Opportunitdten.
Marketing-Fiihrungskrdfte sind hdufig noch wenig vertraut mit dem

neuen Phdnomen. Die im Text ausgearbeiteten Herausforderungen und
Herangehensweisen helfen dabei, sich an das Metaverse heranzutasten. Die
Herausforderungen zeigen die Komplexitdt der Thematik auf. Es sind viele
Faktoren in der mittelfristigen Entwicklung noch unklar, genauso aber ist auch
ein sofortiges Lancieren von Initiativen schwierig, da die Zugdnglichkeit viel
Eigenleistung benétigt. Vier Handlungsfelder dienen als Herangehensweise
fiir Marketing-Fiihrungskrdfte: Inspiration und Kennenlernen des Marktes,
Zugdnglichkeit erarbeiten und Partnerauswabhl treffen, Mehrwerte schaffen
und Einbettung in das Unternehmen und das Kanalsystem.

Die letzte Perspektive erfasst Unter-
suchungen im Bereich der Verinderung
der Marktlandschaft. Dazu gehoren die
Fragen, wie Avatare mit ihrem Umfeld
umgehen und welche Nutzungen sich
generell ergeben (Dwivedi et al., 2022).

Weiterhin sind Beitrdge zu finden, die ver-
suchen, den Begriff des «Metaverse» fass-
bar zu machen. Lee et al. (2021) beschreiben
das Metaverse beispielsweise als «A vir-
tual environment blending physical and
digital, facilitated by the convergence bet-
ween the Internet and Web technologies,
and Extended Reality (XR)». Zwar erweist

sich diese Sichtweise als relativ plastisch,
jedoch finden sich darin kaum Aussagen
zu den Inhalten und dem Kontext der Ein-
satzmoglichkeiten. Zudem erweitern sich
die Potenziale und Eigenheiten des Meta-
verse durch aktuelle Initiativen von Unter-
nehmen dynamisch. Daher erweist es
sich als sinnvoll, das Metaverse als mehr-
dimensionales Kontinuum verschiedener
digitaler Gestaltungsdimensionen zu
interpretieren, um Nutzerinnen und Nut-
zern einen erweiterten Erfahrungsraum
zu bieten, indem durch den Einbezug von
verschiedenen Parteien, Plattformen, Infra-
strukturen, relevanten Inhalten und durch

Abb. 1: Grundlegende Eigenschaften des Metaverse

vernetzte Prozesse, digitale Mehrwerte
entstehen. Damit sind dann die folgenden
Dimensionen von besonderer Bedeutung.

Die im Metaverse angestrebte (1) Inter-
operabilitdt soll dazu dienen, dass ein
nahtloses Zusammenarbeiten der techni-
schen Systeme, genauso wie zwischen dem
Metaverse und Nutzerinnen und Nutzer,
stattfindet. Als weitere Eigenschaft ldsst
sich das virtuelle Kontinuum als sich in
(2) kontinuierlicher Bereitschaft befindend
beschreiben, da der Zugang jederzeit mog-
lich ist. Es handelt sich um eine (3) funk-
tionierende Okonomie, fiir und in welcher
unterschiedliche Zahlungsmethoden ver-
wendet werden. Menschen konnen hier
(4) gleichzeitig partizipieren, wodurch
Verbundenheit iiber natiirliche Grenzen
hinweg geschaffen wird. Diese Inter-
aktion findet in (5) Echtzeit statt, wobei
Nutzerinnen und Nutzer {iber eine hohe
(6) Autonomie verfiigen, da beispielsweise
die Zeit und das Aussehen frei gewahlt
werden konnen. Allerdings stellen die (7)
Sicherheit sowie Privatsphéare der Nutze-
rinnen und Nutzer eine besondere Heraus-
forderung dar, da hier bisher keine klaren
Regelungen existieren. Weiterhin klassi-
fiziert die Verwendung des Metaverse die
(8) Immersion in die aufgezeigte, virtuelle
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Quelle: Eigene Abbildung in Anlehnung an Park & Kim, 2022; Baron, 2022; Dwivedi et al., 2022.
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Umgebung, wobei (9) die digitale und
die physische Welt verbunden werden.
Genutzt wird hierfiir zum Beispiel Aug-
mented Reality bzw. Virtual Reality. Einen
Ansatz fiir die Verbindung beider Welten
liefern beispielsweise «Digital Twins»,
da hierbei Einheiten digital reprédsentiert
werden konnen. Abschliessend lasst sich
das Metaverse dadurch beschreiben, dass
(10) grenzenlose Inhalte bzw. Erfahrungen
erlebt werden, die die Partizipation in der
physischen Welt erweitern, welches unter
anderem durch die Nutzung von Avata-
ren moglich ist. Es wird deutlich, dass das
Metaverse zum aktuellen Zeitpunkt nicht
ein spezifischer Raum ist, sondern gleich
mehrere Anwendungsmoglichkeiten
existieren, die fiir alle Parteien zugang-
lich sind.

Herausforderungen und
aktuelle Unsicherheiten

Basierend auf den Ergebnissen der
Literaturrecherche und den Diskussionen
in der Fokusgruppe, werden nachfolgend
sechs Herausforderungen fiir Marketing-
Fithrungskrafte im Umgang mit dem
Metaverse entwickelt:

1. Grundsatzlich ist festzuhalten, dass
nicht ein einziges Metaverse entstehen
wird. Vielmehr sind verschiedene
Metaverses im Aufbau. Das macht eine
intensive Beschéftigung mit den einzel-
nen Metaverses notwendig. Dabei gilt
es, klar zu beantworten, auf welchem
Metaverse, durch welche Aktionen,
welche Ziele erreicht werden wollen.

2.Eine zweite Herausforderung ergibt
sich aus der (aktuell noch begrenzten)
Komptabilitat zwischen verschiedenen
«Entities»/Metaversen. Aktuell ist noch
nicht klar, wie diese erreicht werden soll.
Dies stellt einen bspw. vor die Frage, wie
rasch sich einzelne Initiativen skalieren
lassen. Genauso zentral ist es fiir viele
Unternehmen zu verstehen, in welchem
Metaverse sich Synergie-Effekte mit der
physischen Welt generieren lassen.
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Abb. 2: Herausforderungen fiir Marketing-Fiihrungskrdafte
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Quelle: Eigene Abbildung.

3. Zudem sind fiir die potenziellen Nut-
zerinnen und Nutzer noch massgeb-
liche Eintrittsbarrieren vorhanden.
Wenngleich jiingere den techno-
logischen Voraussetzungen oftmals
offen gegeniiberstehen, sind sich reifere
Kundengruppen der Potenziale noch
nicht bewusst bzw. stehen der vielfach
notwendigen Hardware (VR-Set etc.)
skeptisch gegeniiber. Fehlender Trage-
komfort fiihrt zu Unwohlsein oder aber
auch rascher Ermiidung. Hinzukommen
bspw. datenschutzrechtliche Aspekte:
Die Sicherheit der Nutzerinnen und Nut-
zer, bzw. der Umgang mit den Nutzer-
daten, ist bisher noch ungeklart. Es gilt
Mechanismen zu finden, um Missbrauch
vorzubeugen und entsprechende Ver-
antwortlichkeiten zu schaffen.

4. Fir viele Unternehmen ist die lang-
fristige Tragweite des Metaverse schwer
abzuschédtzen. Aktuell agieren vielen

Unternehmen aus einem Hype heraus
und iiberschitzen damit die aktuelle
Bedeutung des Metaverse bzw. suchen
nach raschen «Quick Wins». Dem hin-
gegen neigen sie aber auch dazu, die
langfristige Tragweite des Trends zu
unterschitzen. Daher stellen die Art
und Form des eigenen Engagements
eine der zentralen Fragestellungen dar.
Wenngleich der Aufbau eines eigenen
Metaversums eher als unrealistisch zu
betrachten ist, so sind Engagements auf
existierenden Plattformen, wie Decen-
traland, bereits mit tiberschaubarem
Ressourceneinsatz moglich. Zudem
erscheint die technologische Weiter-
entwicklung eher eine der «kleineren
Hiirden» zu sein, da ahnlich wie in
anderen Bereichen der digitalen Wirt-
schaft, steigende Rechenkapazititen
(Stichwort: «Moore’s Gesetz») und Inno-
vationen eine rasche Weiterentwicklung
erwarten lassen (Elmasry et a., 2022).
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5.Eine weitere Herausforderung ist
im Bereich der Zahlungssysteme zu
identifizieren. Auf der einen Seite
existiert eine grosse Vielfalt an ver-
schiedenen Kryptowédhrungen respek-
tive Coins, welche als Zahlungsmittel
bereits akzeptiert werden. Aktuell
nutzen in Deutschland aber nur 10%
der Bevolkerung Kryptowahrungen
(Bocksch, 2022). Daher sollten hier
weitere Alternativen (analog zu dem
Umgang mit «In-game Purchases») ein-
gesetzt werden, damit die (vermeint-
lichen) Zahlungsbereitschaften auch
abgeschopft werden kénnen.

6.Insgesamt ist die Entwicklung der
Wettbewerbslandschaft in und um
das Metaverse gross. Zum einen in-
vestieren einige Technologiekonzerne
(darunter Meta oder aber auch Micro-
soft) massgebliche Milliardenbetrage.
Zum anderen ist die Gaming-Industrie
(bspw. Fortnite, Zepeto, The Sandbox
oder Roblox), fiir die das Metaverse
eine logische Weiterentwicklung ihrer

Kernthesen

Es werden sich mehrere Metaverses
entwickeln. Marketing-Fiihrungs-
krdfte sollten deshalb verstdrkt
ihre Fahigkeiten mittels Go-to-
Market-Expertise einbringen. Die
Kompatibilitat der einzelnen Platt-
formen zueinander wird hier eine
zentrale Rolle spielen. Die Mode-
industrie nimmt eine fithrende Rolle
im Metaverse ein. Deren Heran-
gehensweisen kénnen als Inspiration
dienen, jedoch miissen Marketing-
Fiihrungskrdfte trotzdem viel Eigen-
leistung erbringen, damit eigene
Initiativen gelingen. Der Fokus liegt
in Diskussionen sehr stark auf Tech-
nologien, wodurch sich Marketing-
Flihrungskrdfte durch liberzeugende
Herangehensweisen, die auf die
Bediirfnisse der Kundschaft
fokussieren, auszeichnen kénnen.

70

aktuellen Angebote darstellt, bereits
relativ etabliert. Hinzukommen Start-
ups, die sich mit spezifischen Losun-
gen im Umfeld des Metaverse positio-
nieren. Fiir Marketing-Fithrungskrafte
ist somit unklar, wer sich in Zukunft
durchsetzen und wie der Wettbewerb
aussehen wird. Gibt es verschiedene
Spezialisierungen oder wenige kom-
plett dominierende Unternehmen?

Es zeigt sich, dass die Mehrheit dieser
Herausforderungen auf aktuelle Un-
sicherheiten und noch nicht geklarte
Standards zuriickzufiihren ist. Zugleich
ist aber davon auszugehen, dass durch
die zunehmenden Initiativen der Unter-
nehmen erste Antworten gefunden wer-
den. Zudem lassen sich in einem Umfeld
wie dem Metaverse Lernprozesse initiie-
ren, die einen echten Wissensvorsprung
fiir die Zukunft ermoglichen.

Herangehensweisen

Auf Basis aktueller Erkenntnisse und
den Diskussionen mit Fithrungskraften
lassen sich vor dem Hintergrund der
Herausforderungen vier Herangehens-
weisen an das Metaverse bestimmen.
Fiir jedes der Handlungsfelder lassen
sich zudem bereits erste Zugdnge in der
Praxis finden.

Der erste Zugang bezieht sich vor allem
auf einen aktiven Wissensaufbau im
eigenen Unternehmen und dient der In-
spiration bzw. dem Aufbau eines eigenen
Metaverse-Verstandnisses. Dabei sollten
sich gerade Fithrungskréfte auf den ak-
tuellen Plattformen selbst bewegen und
die Zugange anderer Anbieter aktiv testen.
Roblox, Fortnite, The Sandbox, Decen-
traland, Anxie Infinity und Zepeto sind
bspw. besonders bekannte Plattformen,
die es lohnt, ndher zu erkunden und zu
verstehen: Einige Plattformen, wie Ro-
blox, sind fiir ihren Gaming-Hintergrund
bekannt, bereits gut besucht und liefern
damit einen besonders leichten Zugang
zum Metaverse. Beispielsweise hat Nike

das Nikeland auf Roblox lanciert. Nike’s
Engagement auf Roblox ist dabei ebenso
interessant, wie bspw. die Plattform
Virbela, welche sich mit den Heraus-
forderungen der Remote-Zusammenarbeit
im Metaverse auseinandersetzt. Hinzu
kommen Events, wie die «Fashion Week»
auf Decentraland und digitale Shows, wie
das Konzert von Travis Scott, auf Fortnite.
Aus den Initiativen dieser relativ promi-
nenten Player lassen sich grundsétzliche
Erkenntnisse gewinnen. Wenngleich
sich weniges von den Ergebnissen ver-
allgemeinern lasst, so sollten diese ersten
Projekte trotzdem fortwahrend, auch in
Bezug auf ihre Unzuldnglichkeiten, ana-
lysiert werden. Des Weiteren bietet sich
ein Austausch der Erfahrungen mit Unter-
nehmen aus dem Okosystem des eigenen
Unternehmens an. Dabei bietet sich hier
die Chance, gewisse «Second»- oder aber
«Late Mover»-Vorteile zu identifizieren. Last
but not least sollten erste allfillige eigene Er-
fahrungen ausgewertet werden, um die Aus-
richtung des Metaverse zu verstehen. Es
ist denkbar, dass noch keine ersten Schritte
unternommen wurden, aber einzelne Mit-
arbeiterinnen und Mitarbeiter mit einer
gewissen technologischen Affinitait sich
im privaten Umfeld bereits aktiv mit dem
Metaverse beschaftigt haben.

Im zweiten Feld steht die Zuganglichkeit
zum Metaverse im Mittelpunkt. Als Ers-
tes sollten die anzusprechenden Kunden-
gruppen (in ersten groben Ziigen) definiert
werden. Dann kommt vor allem der Aus-
wahl sowie der operativen Zusammenarbeit
mit einzelnen Partnern eine besondere
Bedeutung zu. Dabei steht zunidchst
die Wahl der geeigneten Plattform im
Mittelpunkt. Zudem gilt es (zwar etwas
rudimentar, aber nicht zu unterschétzen),
die bendtigte relevante Infrastruktur aufzu-
bauen und bereitzustellen. Damit ist keine
vollumfangliche Einrichtung gemeint,
aber es empfiehlt sich fiir den Anfang,
zumindest als Unternehmen bereits Zu-
gang zu VR-Brillen etc. zu schaffen, um
ein besseres Gespiir fiir das Phanomen zu
bekommen. Als Beispiel kann hier Gucci
angefiihrt werden: Das Unternehmen
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Abb. 3: Vier Handlungsfelder als Herangehensweise an das Metaverse fiir Marketing-Fiihrungskrafte
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Quelle: Eigene Abbildung.

gilt als ein fithrender Early Adopter von
Metaverse-Technologien (McDowell,
2022), da das Unternehmen friih, 2021,
Initiativen lanciert hat und verschiedene
Experimente bzw. Prototypen auf unter-
schiedlichen Plattformen (zunédchst auf
Roblox nun auch zunehmend auf The
Sandbox) durchfiithrt und testet. Die vir-
tuelle Gucci-Welt bietet eine Reihe von Er-
lebnissen, wie bspw. Kunstausstellungen
oder aber das Einkaufen von digitalen
Gucci-Artikeln, mit denen Roblox-Ava-
tare ausgestattet werden konnen. In der
«Gucci-Town» kann seit Neustem das
normalerweise physisch verfiigbare Par-
fim Flora in einem eigens eingerichteten
Garten digital erworben werden. Guccis
Ziel ist es, auf unterschiedlichste Art
thematische Erlebnisse zu ermoglichen.
Angepasst an die Kundenbediirfnisse,
hat das Unternehmen fiir die Einfithrung
von NFTs den Zugriff auf diese exklusiv
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anhand einer Zulassungsliste geregelt
(McDowell, 2022), wodurch das Metaverse
einen besonders kundenzentrierten An-
satz ermdglicht. In Hinblick auf die Infra-
struktur und das Plattform-Management
kooperiert das Unternehmen mit Adidas,
einem weiteren Metaverse-Anwender,
wobei beide auf The Sandbox Immobilien
gekauft haben und entwickeln (McDo-
well, 2022). Eine andere Mdglichkeit,
den Zugang iiber die Partnerwahl at-
traktiver zu gestalten, besteht darin, Ko-
operationen mit Influencern einzugehen:
Der Sportartikelhersteller Nike ermog-
licht bspw. Events mit Profi-Sportlerinnen
und -Sportlern wie LeBron James.

Das dritte Handlungsfeld umfasst das
eigentliche Engagement des Unter-
nehmens im Metaverse. Im Mittelpunkt
stehen dabei Zugéange, die Mehrwerte
sowohl fiir die Kundinnen und Kunden

(bzw. Nutzerinnen/Nutzer) als auch fiir
das Unternehmen durch das Metaverse
generieren. Fiir die Kundschaft besteht
hier vor allem die Moglichkeit, Menschen
unterschiedlicher Orte gleichzeitig zu
treffen, eine personliche Zeitersparnis
zu realisieren, die Nutzung erweiterter
Angebote und das grenzenlose Erlebnis
im Metaverse zu entdecken. Das Meta-
verse ermoglicht Interaktionsmoglich-
keiten in vielfaltigster Art und Weise mit
der Kundschaft (Dwivedi et al., 2022).
Besonders auf den Aspekt «Experience»
setzen Unternehmen. Auffallig ist der bis-
herige Erfolg von Veranstaltungen sowie
aktiven Nutzungsmoglichkeiten im Meta-
verse. Beispielsweise hat Nike Sportspiele
entwickelt, an denen man mit seinem in-
dividuell gestalteten Avatar teilnehmen
kann. Die erwerbbaren Produkte fiir diese
Spiele bestehen aus sowohl virtuellen als
auch physischen Kleidungsstiicken. Nike

Al
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adressiert dabei im Metaverse erfolgreich
den Zugang der Co-Creation. Fiir die
Schaffung von Mehrwert fiir das eigene
Unternehmen sind neben den finanziellen
Mehrwerten vor allem auch Insights bei
der Datengenerierung und der Ansprache
neuer Kundschaft gegeben. Weitere aktu-
ell typische Aktivitaten im Metaverse sind
vor allem Marketingkampagnen, die Mit-
arbeiterentwicklung und Recruitings bzw.
Onboardings, Meetings/ Events bzw. Kon-
ferenzen und das Produktdesign bzw. die
Nutzung von «Digital Twins» (Elmasry
et al.,, 2022). Marketing-Fiihrungskraften
kann empfohlen werden, erste Initiativen
vorerst intern oder im B-to-B-Kontext zu
testen. In der Umsetzung zeigt dies bspw.
Facebook, welches iiber die Horizon-App
die Virtual-Reality-Headsets Oculus
Quest 2 testet, welche fiir Meetings oder
Konferenzen genutzt werden. Auch nutzt
die Beratung Accenture zum Beispiel ihr
eigens gestaltetes Metaverse erfolgreich
fiir bspw. Onboarding-Prozesse. Wah-
rend der Pandemie hat das Unternehmen
150 000 neue Teammitglieder hieriiber
eingearbeitet. Anstelle der Verwendung
von Zoom erhielten die Mitarbeiterinnen
und Mitarbeiter hierfiir einen Laptop und
ein XR-Headset.

Das vierte Handlungsfeld widmet sich der
Fragestellung, wie das Metaverse lang-
fristig in das Unternehmen eingebettet
werden kann. Marketing-Fiihrungskrafte
sollten sich demnach mit der Einbettung
in die eigenen Unternehmensaktivitaten
sowie in das bestehende (Mehr-)Kanal-
system fiir Kommunikation & Vertrieb
beschaftigen. Bei Gucci wurde fiir diese
Aktivitaten ein eigenes Team aufgesetzt
(McDowell, 2022), welches sich dauerhaft
mit den Aufgaben bzw. Herausforderungen
des Metaverse beschéftigt und neue An-
wendungen repetitiv testet. Zudem gilt es,
die Verkniipfungen zwischen virtueller
und realer Welt aktiv zu gestalten. Ak-
tuell sind dabei vor allem NFTs von Be-
deutung. Als ideales Bindeglied dient die
Verkniipfung digitaler Assets mit realen
Produkten (und umgekehrt). Als Beispiel
ist hier Adidas zu nennen, deren NFTs
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Handlungsempfehlungen

Marketing-Fiihrungskrdafte sollten
innerhalb ihrer Unternehmen

eine fiihrende Rolle einnehmen,

um Initiativen zu entwickeln, die

fiir Metaverse-Kundschaft und das
eigene Unternehmen einen Mehr-
wert kreieren. Es sollte ein Bewusst-
sein fiir die zentralen Eigenschaften
und Herausforderungen im Umgang
mit dem Metaverse unternehmens-
intern geschaffen werden. Die
Lancierung und Herangehensweise
fiir Initiativen im Metaverse kann
entlang von vier Handlungsfeldern
geschehen.

gleichzeitig neben dem Zugang zu den
virtuellen Produkten einen exklusiven
Zugang zu den physischen Leistungen der
Marke gewdhren. Auch Nike nutzt seine
Metaverse-Prasenz auf Roblox, um diese
mit der physischen Welt zu verbinden, res-
pektive letztere zu erweitern. Im «House of
Innovation», dem New Yorker Flagshipstore
des Konzerns, gibt es Augmented-Reality-
Erlebnisse, die ebenfalls Verbindungen
zwischen beiden Welten schaffen (Hennig-
Thurau & Ognibeni, 2022).

Fazit

Die aktuellen Diskussionen zeigen, dass
das Metaverse an Bedeutung gewinnt.
Trotzdem ist der Begriff noch unklar und
viele Marketing-Fiihrungskrafte sind mit
dem Metaverse noch wenig vertraut. Die
sechs erarbeiteten Herausforderungen
verdeutlichen besonders noch bestehende
Unsicherheiten, wihrend die aufgezeigten
Handlungsfelder als konkretes Vorgehen
genutzt werden konnen, um sich an das
Metaverse heranzutasten. d

Weitere Ergdnzungen

zum Artikel finden Sie unter:
unisg.link/MRSG-
Schoegel-et-al

Literatur

Agustin, F. (2021, 21. November). Here’s what

14 top executives are saying about the “metaverse.”.
Insider. https://www.businessinsider.com/tech-execs-
said-about-the-metaverse-earnings-calls-2021-11?r=
US&IR=T

Baron, C. (2022). Faszination Metaverse: Wie META,
Microsoft & Co. das Internet neu erfinden — und welche
Potenziale sich daraus ergeben. Media for Excellent.

Bocksch, R. (2022, 3. Februar). So verbreitet ist sind
Kryptowédhrungen. Statista. https:/de.statista.com/
infografik/22561/anteil-der-krypto-nutzer-in-
ausgewaehlten-laendern/

Dwivedi, Y. K., Hughes, L., Baabdullah, A. M.,
Ribeiro-Navarrete, S., Giannakis, M., Al-Debei, M. M.,
Dennehy, D., Metri, B, Buhalis, D. & Cheung, C. M. K.
(2022). Metaverse beyond the hype: Multidisciplinary
perspectives on emerging challenges, opportunities, and
agenda for research, practice and policy. International
Journal of Information Management, 66, 102542.

Elmasry, T, Khan, H,, Yee, L., Hazan, E., Kelly, G.,
Zemmel, R. & Srivastava, S. (2022). Value creation

in the Metaverse. McKinsey & Company.
https://www.mckinsey.com/~/media/mckinsey/
business functions/marketing and sales/our insights/
value creation in the metaverse/Value-creation-in-the-
metaverse.pdf

Hennig-Thurau, T. & Ognibeni, B. (2022, 28. Juni).

Was das Metaverse Unternehmen bringen kann. Harvard
Business Manager. https:/www.manager-magazin.de/
harvard/strategie/metaverse-analyse-welche-chancen-
bieten-die-virtuellen-3d-welten-unternehmen-
a-4452f042-52e6-488f-9bad-7e4bf4781998

Hollensen, S., Kotler, P. & Opresnik, M. O. (2022).
Metaverse — the new marketing universe. Journal of
Business Strategy.

Kovacova, M., Machova, V. & Bennett, D. (2022).
Immersive extended reality technologies, data
visualization tools, and customer behavior analytics in the
Metaverse commerce. Journal of Self-Governance &
Management Economics, 10(2), 7-21.
https://doi.org/10.22381/jsme10220221

Lee, L.-H., Braud, T,, Zhou, P,, Wang, L., Xu, D, Lin, Z.,
Kumar, A., Bermejo, C. & Hui, P. (2021). All one needs
to know about metaverse: A complete survey on
technological singularity, virtual ecosystem, and
research agenda. ArXiv Preprint ArXiv:2110.05352.

McDowell, M. (2022, 9. Mérz). Gucci goes deeper

into the metaverse for next NFT project. Vogue Business.
https://www.voguebusiness.com/technology/gucci-
goes-deeper-into-the-metaverse-for-next-nft-project

Park, S.-M. & Kim, Y.-G. (2022). A metaverse:

Taxonomy, components, applications, and open challenges.
IEEE Access, 10, 4209-4251.
https://doi.org/10.1109/access.2021.3140175

Schégel, M., Grellmann, L. & Herhausen, D. (2022).
Szenarien fiir das Metaverse [Unpublished manuscript].
Institut fiir Marketing und Customer Insight,
Universitat St. Gallen.

Tranfield, D., Denyer, D. & Smart, P. (2003). Towards a
methodology for developing evidence-informed
management knowledge by means of systematic review.
British Journal of Management, 14(3), 207-222.

Universitdt der Bundeswehr Miinchen. (2022, 18. Juli).
Studie: Deutsche Unternehmen unterschétzen Metaverse.
Marketing Borse. https://www.marketing-boerse.de/
news/details/2229-studie-deutsche-unternehmen-
unterschaetzen-metaverse/186513

Marketing Review St.Gallen 6 | 2022



Service Buchrezension

Buchrezension

Abstract

¢ Die Inflation hat seit dem letzten Jahr stark
angezogen und die hochsten Raten seit
den Siebzigerjahren erreicht. Nicht zuletzt
aufgrund der aufgebldhten Geldmenge ist
mit einem langeren Anhalten der Inflation
zu rechnen.

Betriebswirtschaftlich sind keine Durch-
schnittswerte relevant, sondern es ist je
nach Branche, Situation und Produkt sowie
je nach Kundenreaktion differenziert vor-
zugehen. Kundinnen und Kunden werden
preissensibler — aber es kann auch sein,
dass bei sehr hoher Inflation das Kunden-
referenzpreissystem gestort wird und der
Preis dadurch an Relevanz verliert.

Inflation auf der Beschaffungsseite treibt
kurzfristig die proportionalen Kosten star-
ker als die fixen Kosten, wodurch die Break-
Even-Menge iiberproportional ansteigt.

In der Inflation muss es darum gehen, den
realen Gewinn zu verteidigen. Es drohen
Geldillusion und steuerpflichtige Schein-
gewinne aufgrund von Abschreibungen,
die auf (zu niedrigen) historischen Kosten
beruhen.

Kostensenkungen werden nur rund
20% des inflationsbedingten Kosten-
anstiegs abfangen.

Eine Uberwilzung der Kosten an die
Kundschaft in voller Hohe ist meist nicht
optimal — es empfiehlt sich eine Aufteilung
der Mehrkosten.

Durch eine Erhéhung des Kundennutzens
kann es gelingen, den Widerstand gegen
Preiserh6hungen abzumildern - beispiels-
weise mittels Innovationen, Zusatzservices
und erweiterten Garantien. Dabei sollten
jedoch Zeit- und Kostenbedarf bertick-
sichtigt werden.

Marketing Review St.Gallen 6| 2022

¢ Preisdifferenzierung ist besonders wichtig,
weil die Inflation die Zahlungsbereit-
schaften verschiedener Kundengruppen
unterschiedlich trifft. Preisdurchsetzung
bei hochmargigen Kunden gelingt meist
besser.

¢ Innovative Preisstrategien wie beispiels-
weise erfolgsabhangige Preise, Bundling,
Unbundling und Pay-per-use sind zu
priifen.

* Bei Inflation sollten Preis- und Vertriebs-
management stdrker zentral gefiihrt
und hierarchisch aufgewertet werden.
Cash-Management und eine Verkiirzung
von Zahlungszielen werden wichtiger.

Nutzen fur die Praxis

Die Inflation trifft heute zumeist auf
Fiihrungskrifte, die keine eigene Erfahrung
mit Inflation haben. Da der Preis der grosste
Gewinntreiber ist, ist das Buch allen Markt-
und Finanzverantwortlichen dringend zur
Lektiire empfohlen. Es erscheint zum richti-
gen Zeitpunkt.

Prof. Dr. Sven Reinecke

DIE
INFLATION
SCHLAGEN

Agil, konkret, effektiv

Hermann Simon
Die Inflation schlagen

Agil, konkret, effektiv

Campus Verlag, 1. Auflage (Juli 2022)
deutsch, 208 Seiten,

Hardcover gebunden

CHF 45,90 / EUR 30,00

ISBN 9783593516738

Kernthesen

—

Kostenwelle zu kommeny.

—

—

1 Um gewinnschddigende Verzégerungen zu vermeiden, muss
das Management fiir eine Erhéhung der Agilitdt und fiir richtiges
Timing sorgen. Ziel ist es, mit Preisanpassungen «vor die

2 Bei Inflation sind haufig mehrere kleine Preiserh6hungen
vorteilhafter als eine einmalige grosse Preiserhéhung.

3 Die Beteiligung des CEO am Pricing trdgt signifikant zur Starkung
der Pricing-Power bei. Gewinntransparenz ist erforderlich, die
Finanzen sind zu priorisieren und Kosten zu senken.
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Thema der ndchsten Ausgabe:
Assessing Marketing Performance

Marketingfithrungskrifte sehen sich vermehrt einer
Nachweispflicht des Wertbeitrags des Marketings fiir
den Unternehmenserfolg ausgesetzt. Die Marketing-
disziplin ist aufgefordert, geeignete Instrumente des
Marketing-Controllings zur Erfassung von Effizienz

und Effektivitat von Marketingmafinahmen zu ent-

wickeln. Mithilfe von Marketing Performance Manage-
ment und -Assessment soll es gelingen, Marketing zu-
nehmend als wertstiftende Funktion in Unternehmen
zu positionieren. Nach wie vor bestehen jedoch grosse
Umsetzungsherausforderungen in der Unternehmens-
praxis. Vor diesem Hintergrund werden Beitrdge ge-
sucht, die sich mit der Definition und Auswahl von
Marketingfithrungsgrofien, der Entwicklung und An-
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