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Abstract: Design management has been widely recognised to play a key role in creating value and innovation.
However, the empirical implementation of tools for design management as well as their impact on the customer’s
brand experience 1s still little mvestigated, especially in the case of Small and Medium-sized Enterprises (SMEs).
This study mtroduces concepts relevant to customer involvement in the product design process and analyses
the case of a pioneer Italian SME that produces luxury furmiture. By referring to design workshops, it 1s
identified that crowdsourcing, co-design, co-creation and crowdcrafting as concepts of design management
play a critical role for the product immovation process of the company. A standardised questiommaire with
workshop participants 1s used to provide msights into the impacts of these tools for design management on
the customer experience. The findings suggest that the analysed approach satisfies customer interest and
provides the opportunity to cooperate with other workshop participants in the product development in an
ingpiring learning atmosphere. Furthermore, workshop participants reported increased brand trust, willingness
to purchase and loyalty towards the brand. The study concludes with discussing managerial implications and
further research recommendations.
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INTRODUCTION

Involving customers or prospects in  strategic
business activities is not a new phenomenon. The idea of
mvolving consumers in the product development process
stems from the concern that individual’s views may not be
sought sufficiently i the design process of firms,
whereas designers may fail to address consumer needs.
The lack of mvolvement in the design and evaluation
stages of product development of individual users may
contribute to the reluctance of parts of the population to
engage with new products (Wilkinson and De Angeli,
2014).

Tnnovative brands and firms experience need to adopt
specific innovation tools and processes, mostly through
design management. Competitive firms therefore have the
strategy to bring concepts of design management in
different processes of the organisation.
However, design 1s still an unknown universe for SMEs
(Mozota, 2003). For instance, the potential benefits of
crowdsourcing in product design are well-documented
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but little research exists on the barriers and opportunities
of using crowdsourcing in new product development of
SMEs (Qin et ai., 2016).

In addition to the lack of knowledge about how open
movation and design management is implemented at
SMEs there is even less evidence on the performance
impact of open mmovation on SMEs (Radicic and Pugh,
2017). Design management mnitiatives may influence the
customer’s brand experience but as Bonfanti and Brunetti
(2014) observe, the results of such nmitiatives are hardly
assessable. A thorough understanding of the impacts of
open mnnovation formats and design management tools on
the customer experience may, however, provide very
valuable insights for the strategic firm and brand
management of any SME. As Gardien et al (2016)
suggest, need to develop approaches,
built on solid enablers and embedded m a collaborative,
co-creative way of working.

businesses

The present study aims to analyse the empirical
implementation of design management tools as well as
their impact on the customer’s brand experience at
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SMEs. This study therefore, seeks to address the gap in
the literature relating to the customer involvement during
the open mnovation process and New Product
Development (NPD) at SMEs. Furthermore, this study
aims to provide insights into the impacts of using such
tools for customer experiences. The following research
questions are being addressed:

Why do SMEs introduce design management tools
in the product development process?

How do SMEs use these tools empirically?

What are the impacts of using these tools for the
customer experience?

The study starts with mtroducing relevant open
mnovation and design management concepts. Thern, the
case of Berto Salotti is analysed through a qualitative
approach relying on in-depth interviews and the analysis
of two reference workshops. The identified design
management tools of Berto Salotti are then related to
Cautela (2007)’s conceptual RACE (Research, analysis,
conceptualization, execution) frameworlk. In the last part
of the study a standardised questiormaire i1s used to
provide sights mto the customer experience of
workshop participants. The study concludes with
discussing managerial implications and research
recommendations.

Literature review: Modemn firms are on the verge
of important changes in the way they innovate
(Buecheler et af., 2010). Companies nowadays recogmse
that good 1deas can ammive from outside the organisation
and a more open model, called ‘open innovation’ is
emerging (Chesbrough and Crowther, 2006). Chesbrough
(2003a) coined this term to describe innovation processes
i which firms mteract with the environment, leading to a
significant amount of external knowledge exploration and
exploitation (Chesbrough, 2003a; Van de Vrande et al.,
2010, Casalegno et al, 2017). The concept of open
mmovation redefines the boundaries between the firm and
the environment, making the firm more porous
(Chesbrough, 2003b). Laursen and Salter argue that “the
network of relationships between the firm and its external
environment can play an important role in shapmng
performance”. Open innovation brought both scholars
and practitioners together to rethink the design of
mnovation strategies m a networked world (Huizingh,
2011), emphasising that firms should be open to outside
innovation (Rigby and Zook, 2002; Christensen et al.,
2005; Enkel et al., 2009). When using open innovation
approaches, orgamsations can capture value and better

align themselves with changes of the busmess
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environment (Teece et al, 1997, Di Gangi and Wasko,
2009). A value-creation effect is supposed to result from
nvolving external parties (e.g., suppliers, customers,
competitors, consultants, research mstitutes and
universities) in the innovation process (Bahemia and
Squire, 2010, Giannopoulou et al., 2011). Although,
research focusing on the determinants of open mnovation
has somewhat neglected the role of human elements
(Wynarczyk et al, 2013, Ahn et al, 2017), several
contributions support the impact of open innovation
on firm’s mmovativeness (Lichtenthaler, 2008,
Lazzarotti ef al., 2010). Recent studies have demonstrated
that firms can profit from user innovation and user
communities in open innovation processes (Bilgram ef al.,
2008; Lichtenthaler, 2011).

Customer involvement in product development:
Consumers are nowadays emancipated from passive
consumption behaviour. Owing to the new forms of
project sharing, horizontal relationships and deeper
involvement of employees and consumers in business
processes are creating a shared value network that
inextricably links the actors of the processes to the
company itself. Many firms collaborate with customers to
develop technologies or products to gain credibility or to
develop technology that could subsequently be used to
satisfy other customers (Tidd et al., 2001).

The literature has emphasised that users take an
important role in the development of new products
(Piller and Walcher, 2006). Gassmann et al. (2010)
underline that research into the ‘user perspective’ started
with lead users’ involvement in the mnovation process.
End users are considered central in the open innovation
process and some research on user imovation has shown
that some of the most lucrative and novel innovations
have been developed by users (Hippel, 1988). Consumers
are not just passive adopters of innovations but they
may rather develop their own innovations (Hippel, 1998,
2002, 2005, Hippel and Katz, 2002; Luthye ef al., 2005,
D1 Gangi and Wasko, 2009).

Collaborating with customers from the early research
stages to commercialisation can be beneficial
{(Bretschneider et al., 2008; Giannopoulou ef af., 2011).
Firms need to give consumers mcentives (Fuller et af .,
2008), build feelings, enhance brand affinity and give them
space for creativity (Bughin ez al, 2008). Firms may
benefit from their customer’s ideas and inmovations by
proactive market research, providing tools to experiment
with and develop products (Van de Vrande et al,
2009).

The usage of new teclmologies and the ncreasing
digital literacy allows cooperation activities to become
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more and more intuitive, allowing firms to involve skilled
consumers in their product conceptualisation processes.
Moreover, innovation processes become available for the
whole community thanks to shared know-how.

Design management: Design management aims to ensure
that product development takes place within a clear and
consistent strategy (Bargellimi, 2014). Miller and
Moultrie (2013) argue that it seeks to manage the design
process (Sebastian, 2005) in order to deliver timely and
cost-efficient design results (Cooper and Junginger,
2011), generating value for the firm (Chiva and Alegre,
2009).

Design management has been described from
different perspectives including definitions and goals,
organisational level and people deploying design (Gorb,
1990a; Acklin, 2013). Scientific contributions in this area
date back to the 1960, 1970 and 1980°s (Fairr, 1963,
Topalian, 1979; Kotler and Rath, 1984; Gorb, 1990b),
although, only m recent tumes, it was recogrised as a
distinctive element of the mmovation and value
creation process thanks to the seminal research of Martin
(2009).

However, design is still an unknown universe for
SMEs (Mozota, 2003). For instance, the benefits of
crowdsourcing n product design are well explored but
there 1s not much evidence on the barrers and
opportumities of using crowdsourcing m for product
development cycles of SMEs (Qin et al., 2016). The
management of such complex approaches may be difficult,
in particular for SMEs. Innovation requires improvisation
and does not aim at following the established rules of the
game (Schrage, 1999) which makes 1t difficult to analyse
the performance impact of such innovation formats in the
case of SMEs (Radicic and Pugh, 2017). It can be expected
that the effects human elements on the determinants of
innovative product development approaches through
design management are particularly strong for SMEs.
Small companies are more likely to lack human resources
and thus depend more on upon strategic leadership
than large firms. This means that CEOs are more
frequently involved in the everyday business in SMEs
(Lubatkin et al., 2006). However, a better understanding
of the empirical implementation of design management
tools by SMEs and their impact on the customer’s brand
experience seems to be necessary m order to develop a
more comprehensive management of  customer
involvement in the product innovation processes of
SMEs.

MATERIALS AND METHODS

This study adopts a case study approach to answer
the research questions. Case studies are considered an
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empirical method in order to investigate a contemporary
phenomenon within real life context and they may
contribute to theory development (Flyvbjerg, 2006). For
the purpose of this study, an exploratory approach has
been adopted as the analysis seeks to provide evidence
on how the company Berto Salotti, a pioneer Ttalian SME
that produces luxury fumiture, uses tools for design
management and how they affect the general customer
experience.

The case of Berto Salotti was in this regard deemed
as exemplary (Bonfanti and Brunetti, 2016). This case
gives insight into critical management experiences, such
as the generational transition n business management
and the emancipation of businesses m particular in
SMEs, contextualised within a historic  furniture
production district, namely that of the fumniture
production of Brianza in the Lombardy Region, in Italy.
Bonfanti and Brunetti (2014, 2016) already provided
wnsights into the design workshop concepts of Berto
Salotti, arguing that its business concept includes
knowledge and experience economy and that
crowdsourcing plays an important role for the product
creation process. However, as Bonfanti and Brunetti
(2016) observe, “the initiative is still in its starting phase
and its results are hardly assessable”. This study
therefore, extends this analysis in two important ways: by
providing a more holistic analysis and contextualisation
of tools for design management in the broader open
mnovation context and by providing msights into the
impacts of Berto Salotti’s workshops on the customer
experience.

In order to analyse how the company makes use of
design management tools, a qualitative approach was
used. According to Creswell (2012), qualitative research
is an inquiry process for understanding certain empirical
phenomena. Tt is based on methodological approaches of
inquiry that explore a social or human problem. Cases
studies can rely on several data collection methods
such as mterviews, written sources and primary data
(Yin, 2003). The qualitative approach applied in this study
was [irst based on mterviews with Berto Salotti’s CEO as
well as the brand marketing director (Table 1). An
inductive approach was used analyzing the interview
responses. Inductive approaches are evident in several
types of qualitative research and are intended to aid an
understanding of meaning in complex data through the
identification of summary themes or categories from the
raw data for the purpose of data reduction (Strauss and
Corbin, 1990).

Case studies of “#DivanoxManagua” and
“#SofadManhattan™: Berto Salotti company
implemented design management concepts to mcrement
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Table 1: Interview guide (own elaboration)

Question No. Questions

1 Who decided to implement new design management tools in the innovation process?

2 ‘When did the company implement the new tools in the innovation process and why?

3 Dovyou believe that your customers consider it important that a company actively works with these new tools?

4 Doy our custormers know about the company’s new tools?

5 Dovyou believe that your emplovees are affected by the compary’s new tools?

6 How does the company work with these new tools?

7 Which design managerment tools have been implemented?

8 Which design management tool does the compay plan to implement in the near firture?

9 In what ways have these new tools and related activities affected your daily work?

10 Does the company communicate the use of these new design management tools to the public, customers and employees?

11 Which methods are used to communicate these new tools?

12 To what extent does the company communicate these new design management tools?

13 Why does the company communicate these new design management tools?

14 Dovoubelieve that the company s new design management tools activities can affect the compary”s reputation? In what way?

15 Approximately how much money has the company invested in digital marketing to promote these new design management tools?
16 Do you believe that new design managerment tools can be compared to traditional design management tools?

17 Dovou believe that companies working with these new design management tools can increase their sales?

its competitiveness through strategies aimed at designers,  entreprenewurs, journalists, customers,

developing the latent potential of both the enterprise and
the territory. The brand has progressively acquired
exemplary characteristics that represent both the tradition
of furniture craftsmanship which rooted mn the territories
of Brianza and of “Made in Ttaly” in general and the
characteristics of a BEuropean SME. Furthermore, through
the use of new design management tools, Berto
Salotti is supposed to strengthen the perception of the
brand m order to boost brand awareness. The company
especially, invested in design-driven innovation and
mternationalisation projects in which novelty of message
and design language significant and prevalent
compared to novelty of functionality and technology
(Verganti, 2009).

In addition to the analysis of the interviews, product
design workshops were analysed to substantiate the

i

findings. The two projects “#DivanoxManagua™ and
“#3ofadManhattan” were considered as cases as they use
a global system of strategic design management through
specific activities that summarise values such as
participatior, storytelling, Corporate Social Responsibility
(CSR) and rediscovery of tradition and craftsmanship that
are extremely significant for the market. Accordmng to Yin
(2003), case studies can rely on several data collection
methods which makes them suitable for analysing the
case of Berto Salotti as interviews, written sources and
primary data were used.

Case study 1; “#DivanoxManagua™: The project
“#DivanoxManagua” was mitiated in early 2013 and had
the objective to comstruct a couch. Six open working
were held with the following types of
participants: craftsmen of the company, students of a

school for upholsterers, upholsterers of other companies,

sessions
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consultants and marketers from related fields of research.
The participants were aged between 18 and 70 years and
included mainly male participants (Bonfanti and Brunetti,
2016). “#DivanoxManagua” was co-created by 600 hands
who attended the open work sessions in meda, Rome and
at the design week in milan. With the assistance of
Berto’s master craftsmen, every participant developed a
piece of the final product (Fig. 1).

The project had a solidarity purpose to be developed
in Ttaly, in partnership with Terre des Hommes Ttalia and
AFOL (the agency for tramning and career orientation).
“#DivanoxManagua” is designed to collect funds for a
carpentery school at Mercado Mayoreo in Managua in
Nicaragua. The project emphasised CSR involvement
linked with Socially Responsible Products (SRP) in line
with Berto Salotti’s brand positioning and value creation
ideas (these concepts are argued more deeply by
Youssef er al. (2017).

The first sofa that was realised during the sessions
was sold through a charity auction and the earnings were
used to fund the school for joiners of Mercado Mayoreo
Managua. The produced couch has been integrated as
itemn 1n the product portfolio of the company. A share of
the revenues of this product item is still invested in the
school for joiners of Managua. The original purpose of
“#DivanoxManagua” was neither charity, nor production
mode revolution. Instead, the project setup was the result
of a lack of qualified upholstery professionals
(Bonfanti and Brunetti, 2016).

The project was bormn out of the will of valorising
craftsmanship i particular for young people who are
often insufficiently informed about the actual value of
[talian manufacturing in the global economy. With his
design worlshops, Berto Salotti intended to show the
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Fig. 1: a-d) Co-creation inmovation process (http://www.bertosalotti fr/design-apart-fr. html)

quantity and quality of labour required for the
manufacture of his products. Unravelling the operations
that lead to a sofa would allow participants to understand
the human and economic value contained in this research
(Bonfanti and Brunetti, 2016).

The initiative is promoted through the website, the
company’s blog and social networks. These media were
however not only used after the success of the project
they were designed as an element of the project, since, the
very begmmng.

Case study 2: “#SofadManhattan™: The project
“#3ofadManhattan” involved as well new design
management tools with business and internationalisation
purposes. The project “#SofadManhattan™ was mitiated
m 2014. 10 designers, aged between 25 and 50 years
participated in the first session. Almost half of them were
men. The workshop was organised at the New Yorlk loft of
Design-Apart and the participants came from different
parts of the world. The design and the realisation of the
product (i.e., sofa) were therefore mainly done in New
York City (Bonfanti and Brunetti, 2016), although,
“#SofadManhattan” was prototyped in Brianza.

Three design 1deas were submitted and then selected
by Berto Salotti’s staff. A prototype was built by the
craftsmen in Berto’s workshop (Fig. 2). The co-creation
process allowed for showing the participants the
prototype building stages that the designers had drafted
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SOFAAMANHAT TAN

Fig. 2: Co-crestion for “#3ofadManhattan (http://www.
bertosofas.co.uk/sofadmanhattan-en html)

during the first stage with the development of the project.
Besides the participation of Berto’s CEO and the master
craftsman, designers, product managers and manhattan
citizens were invited. The crowdcrafting session was then
held with designers, architects, customers and curious
citizens coming from New York. The crowdcrafting idea
behind “#SofadManhattan” has pushed forward the
development of “#DivanoxManagua”. The latter does not
seek to enhance the mmage of the upholsterer but rather to
share the design and manufacture of a product among
experts and conventional consumers. In the workshop,
customers have been involved in the creation of a sofa
and have experienced the energy, ideas, knowledge
and culture of the area in which the product was
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designed. The “#DivanoxManagua™ project had the
primary purpose to fix a lack of skilled resources whereas
the “#Sofa4Manhattan™ project seeks to establish a
comversation or exchange between Berto Saloti and
potential customers and the inhabitants of a certain
territory (Bonfanti and Brunetti, 2016). The awareness of
this project has been considerable also at an international
level. The “#SofadManhattan™ project 1s an example of
recent innovation ideas whereas its impacts on the
processes and the performances of the company require
further examination. This project 15 representative of a
new innovation spirit and it 1s certamly a strategic choice
for the brand development of the company.

RESULTS AND DISCUSSION

Synthesis: Berto Salotti’s collective approach for the

development of the “#DivanoxManagua” and
“#SofadManhattan™ projects mvolve immovative tools for
design  management.  “#DivanoxManagua®  and

“#SofadManhattan” highlight their belonging to a shared
strategic design management project. Both projects,
though, strategically underline the craftsmanship
vocation of the brand, the link to the tradition and to the
territory, the valorisation of the industrial know-how of
PBrianza and the marked vocation for design and “Made in
Italy™. From a tactical pomt of view, “#DivanoxManagua”,
thanks to its strong ethical and social character 1s more
aimed at being an instrument of empathy with the marlket,
whilst the second project “#SofadManhattan” aims to be
an mternationalization tool. In both cases, the whole
project was commumcated through conventional
platforms (e.g., specialised press, trade fairs) but mainly
by the means of storytelling via the corporate blog and
social networks that are innovative for SMEs.
Furthermore, 1t 1s mnovative that Berto Salotti as a SME
uses a participatory approach to promote its traditional
know-how combined with luxury designer products.

The projects point out that Berto Salotti’s product
mnovation concept relies on collective creation and
crafting, enabling customer and prospects to participate
in the product innovation process. More in detail, the
open immovation approach of the company can be
categorised imnto four major design management concepts:
crowdsourcing, co-design, co-creation and crowdcrafting.
The analysis of the interview responses and workshops
suggests that 1t significantly capitalises on these
approaches.

Crowdsourcing: Crowdsourcing which is a combination
of the terms “crowd” and “outsourcing” (Poetz and
Schreter, 2012) 1s the ncreasingly widespread procedure
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of turning to the “crowd” in order to find solutions to
problems of various types. The definition of outsourcing
(Van Mieghem, 1999) identify the decision by which one
or more processes or activities necessary to obtamn a
product or a component, even an organizational functionv
originally undertaken in-house by a certain organization
are regularly entrusted by a fum to an outside
organizatior, the outsourcer (supplier or provider) who
carries out the activity and sells the results to the firm
(Pellicelli, 2009a, b; Colombo and Pellicelli, 2013).

The term was first used by Howe (2006a-c) in an article
1n the magazine Wired in June 2006, entitled “The Rise of
Crowdsourcing”. It was defined as “the act of taking a job
traditionally performed by a designated agent (usually an
employee) and outsourcing it to an undefined, generally
large group of people 1 the form of an open call”.

In Berto Salotti’s product innovation strategy,
crowdsourcing takes places at the ideation stage
of new product development. The two workshops
“#DivanoxManagua” and “#SofadManhattan™
demonstrate that Berto Salotti calls the crowd outside its
company in order to innovate on behalf of the brand but
also n order to give them voice in the product design
process. The mvolvement of workers from outside the
company shows that parts of the product development
have been outsourced. Berto Salotti is in this regard an
example highlighting the potential of outsourcing core
competencies for product innovation. Qn ef al. (2016) for
instance find that a relatively high number of SME
expressed their interest in the use of crowdsourcing as
approach toward innovation but many of them have not
yet applied it in their business practice. For Berto Salotti,
the engagement in crowdsourcing was a strategic choice
that we made to develop brand awareness and image. As
a SME operating in the luxury furniture sector, berto
salotti succeeded mn this way to create a distinct brand
image by trying this new kind of open innovation with
social impact.

The literature suggests that firms can benefit from
crowdsourcing and the access to specialised resources,
by the novelty, speed and cost effectiveness of the
solutions identified and by retaining direct contact
with their customers and better market coverage in the
changing markets (Busarovs, 2011; 1S Shapovalova et al.,
2015; Maiolini and Naggi, 2011; Poetz et al., 2012;
Tran et al., 2012; Vladislavlevna and Alekseevich, 2015).
For SMEs, crowdsourcing enables the scaling-up of
design and manufacturing operations through a handful
of employees. Crowdsourcing introduces a step change
in the new product development process and technology
and can ultimately improve design performance and
quality (Maiolimi end Naggi, 2011; Qun ef af., 2016). Berto



Int. Business Manage., 12 (3): 323-336, 2018

Salotti succeeded in this regard to create such a dynamic
imnprovement of the mnovation process by scaling-up the
social value of his products.

Co-design: Co-design can be described as participatory
design practice based on User-Centered Design (UCD)
(Howell, 2008). According to Wu (2010), “co-design is the
process of mvolving consumers in co-creating a product
which combines individual consumer’s specifications with
a company’s pre-designed modules”. The co-design
approach allows individual customers to customise a
product to meet their needs more precisely while at
the same time allowing mass-production efficiencies
(Wu, 2010).

Berto Salotti’s product innovation cycle is affected by
co-design principles as it involves brand users or
customers (whether they will be responsible for buymng
the product or simply using it) to create market-driven
products that increasingly fuel customer demand, user
adoption, satisfaction and last but not least product
profitability. Berto salotti’s co-design concept integrates
seamlessly with strategic and tactical market-driven
product management practices and incorporates research
and testing to understand a product’s relevance and to
analyse its potential market acceptance.

In general, two types of co-design may be
distinguished: Horizontal and vertical. Horizontal
co-design involves working together with partners in
the same orgamsation such as R&D, production and
marleting departments. At the heart of vertical co-design
is engaging with end users and customers (Steen et al.,
2011). Berto Salotti’s approach 1s on the one hand based.
on vertical co-design as end users participate in the
design process. On the other hand, other departments of
Berto Salotti (e.g., marketing, architects, etc.) are also
mvolved in the co-design process, so there 1s also some
form of horizontal co-design. The case of Berto Salotti
suggests 1n this regard that SMEs may be likely to adopt
both vertical and horizontal co-design due to the
relatively small size of the company and its business
units.

Co-creation: An increasing number of companies engage
and mvolve their customers in the co-creation of their
products. Tn this new business model, consumers become
co-designer, marketer and seller and their creativity,
devotion and mteractions drive the future orientation of
businesses (Wu, 2010). Prahalad and Krishnan (2008)
emphasise that firms are required to interact with
consumers to hamess their immovation potential
and together deliver personalised experiences through
co-creation in order to remain profitable or develop
competitive advantages. Co-creation can be considered
as interactive dialogue between (a group of) firms and

329

(a community of) consumers with different degrees of
interaction and the goal of jomtly developing the value of
the offerings to both the firms and the consumers.
According to Prahalad and Ramaswamy (2004),
co-creation has to do with joint creation of value by both
the company and the customer. Tt involves creating an
experience environment in which consumers can have
active dialogue and integration for co-constructing
personalised touch. Products may remain the same but
customers are enabled to construct different experiences.
Vargo and Lusch (2004, 2008) argue that all types of value
creation are somewhat co-creational what is correlated
with a fundamental cornerstone of the service perspective
for marketing SDL (Service-Dominant Logic).

Berto Salotti’s  approach towards co-creation
allows customer to add their individual touch to the
products that were developed during the workshops. The
co-creation experience of the two reference workshops
gave prospects and customers the unique opportunity to
create parts of a lugh quality design fumiture with their
own hands. The advantages of this may indeed be that
other brands are not likely to give people from outside the
company such a degree of involvement.

Crowdcrafting: Thanks to the recent digital progress,
people are nowadays provided with the tools to quit their
role as receptive consumers as they are enabled to create
media, software, hardware and many other kinds of items
on their own. The concept of crowdcrafting affects the
active participation of an unselected or elected group of
users in a research, even handwork which may share and
thereafter actuate an 1dea. Crowdcrafting enables to
create and run projects where volunteers assist with
image classification, transcription and  more
(Anonymous, 2011). Crowdcrafting can be defined as
framework for developing and deploying crowdsourcing
and micro-tasking apps through a platform. This platform
can enable people to create and run projects that utilise
online assistance in performing tasks that require human
cognition. Crowdcrafting may therefore help researchers,
producers and developers to create projects where
anyone around the world with some time, interest and an
Internet connection can contribute.

The crowdcrafting approach of Berto Salotti 1s based
on the premise that competences in various industry-
related fields from economic sciences to engineering from
handy-crafters to mdustrial applications cannot be
unstruchured or un-based. Yet such requisites for
competencies are sometimes difficult as people might find
hitches for having at disposal, in a certain time and given
space, the skills they need for pursuing practically their
ideas. The availability of an extended communication
network allows people to gather in a grid the competences
they need, still having the possibility to filter them from
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the beginning, either by direct knowledge or by
guaranteed groups such as alliances, professionals,
quality driven associations of companies and the like.
The company which was initially a traditional
company specialised on tailored sofas, established an
innovative product invention idea open to anybody keen
to craft. For Berto Salotti, crowdcrafting was adopted for
different purposes. First of all, good perception of the
company’s products in the network (with strong
connections with users of social media) was a reason.
Emphasis on the values of cooperation and socializing
among individuals was also one of the strategic brand
targets. This also affected an extension of the project for
the whole vear thanks to the cooperation and the
revenues of product placement and cross-media usage
for developing the project. Finally, crowdcrafting had the
purpose to produce branded content with a greater appeal
(with concepts that are viewable in the network,
generating consumer communication from the bottom).

Contextualisation within Cautela (2007)’s RACE Model:
The RACE (Research, analysis, conceptualisation,
execution) model by Cautela (2007) provides a framework
for design management concepts. For the case of Berto
Salotti this model was used to interpret and contextualise
the process of open imovation and the mtroduced design
management tools. Cautela (2007)’s framework carry out

a double-entry matrix that intersects the nature of the
design which can take an orientation more closely linked
to abstraction, elaboration and “treatment” of knowledge
(Cautela et al., 2012).

The RACE Model has been chosen to contextualise
the findings of this study as it was already claimed to
make the basic processes of design thinking
comprehensible (Celascli and Deserti, 2007; Brown, 2009).
According to this model, design management projects can
be clustered into four major activities: research which is a
process designed to bring out the nputs and basic
assumptions of the project with ethnographic research,
blue sky research and trend grasping research as tools to
acquire knowledge; analysis which aims to organise what
research has produced in terms of raw material using
knowledge repository, benchmarking, lead-user analysis,
scenario building, visiomng aided by cards and system
maps as methods to provide insights, Conceptualisation
which is the process seeking to synthetise the results of
the analysis by using design workshops, design
competition and mock-ups as tools and execution which
is the final development activity of a project at the
intersection between the to-do dimension and the
materialisation. The specific tools are Quality Function
Deployment (QFD), rapid prototyping, beta trials,
heuristic evaluation and human-computer mteraction
(Fig. 3).

Abstracting

Analysis

@Knowledge repository
B Benchmarking
m Lead users analysis

@ Scenario building
W Visioning aided by cards
M System maps

Learning

A Ethnographic research
@ Blue sky research
@ Trend grasping research

Research

Conceptualization

@Design workshop
@Design competition

Doing

m QFD

m Rapid prototyping

A Beta trial

A Heuristic evaluation

A HCI (Human Computer Interaction)

Execution

Materializing

HETechnical tools

@Open tools

ATools with several techniques

Fig. 3: The RACE Model (Cautela, 2007, Cautela ef al., 2012)
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In the case of Berto Salotti, research is done through
crowdsourcing activities. The drafting of the project
involves different professional characters and skills.
Targeted crowdsourcing allows for collecting useful
mformation for the development of the project. Analysis
15 carried out through co-design activities. The
information analysis and the selection of the project ideas
involve different competences and artisan knowledge.
Conceptualisation is concretized through co-creation
activities. The final product concept 1s the result of the
collaboration and participation of the whole project team
whereas concept drafting took place by mvolving the
hands of many participants. Execution is realised through
crowdcrafting. The final production of the prototype
involves the whole project team and all the participants in
the workshop.

Extension of the RACE Model: The case of Berto Salotti
suggests to extend model Cautela (2007)’s. The modified
RACE Model presented is useful to illustrate a 360°
perspective on the product innovation process by Berto
Salotti. It starts with the research based on collective
mtelligence. Co-design 18 developed basmg it on an
analysis of external and internal factors. Finally crafting a
product collectively, co-creation helps to execute the
project practically. The tools integrated into the model
may be considered as meta elements in order to link the
macro processes with practical activities (Fig. 4).

The extended model shows that design management
makes cooperation between different corporate resources
a decisive element for competitiveness, involving
suppliers, customers, markets, communities and the
general environment of innovation processes. Prospects,
consumers or customers play a critical role in such
approaches to product innovation, however very little is
known about the outcomes or performance of brands that
adopt such innovative design management tools
{(Bonfanti and Brunetti, 2014; 2016, Radicic and Pugh,
2017).

Therefore, the question about how workshop
participants perceived and experienced the crowd-based
design management concepts becomes important. As it
was shown beforehand there is some fragmented
evidence in the lterature that the concepts of
crowdsourcing, co-design, co-creation and crowdcrafting
can be beneficial for companies. However, there 1s a lack
of evidence on how such tools impact the workshop
participant’s brand experience, especially in the case of
SME. For a more comprehensive management of brands,
1t 18 however necessary to understand how these tools for
design management are perceived by consumers and
whether they fulfill the strategic purposes.

The relevance of tools for design management for the
general customer experience in order to provide insights
into the influence of the tools on the brand experience, a
standardised survey with predefined answer options was

Abstracting

Analysis

®Knowledge repository
mBenchmarking
M cad user analysis

® Scenario building
B Visioning aided by cards

2-Co-design

)

Conceptualation

®Design workshop
®Design competition

\

3-Co-creation

/

Learning ESystem maps Doing
A ]
: mQFD i
i AEthnographic research ERapid prototyping
@®Blue sky reseach ABeta trial
@Trend grasping research AHeuristic evaluation
AHCI (Human Computer Interaction) V

1-Crowdsourcing l

4-Crowdrafting

Research v Execution
Materializing
W Technical tools @®Open tools A Tools with several techniques

Fig. 4: The RACE Model (Cautela et af., 2011)
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conducted with the workshop participants of
“#D1ivanoxManagua” and “#SofadManhattan” (n. 31). It
was shown that individual interest was by almost 75% of
the respondents rated as the most unportant reason for
participating in the workshop. The most important
feelings that the workshop evoked were mterest (41%),
mspiration (26%) and happiness (22%). One third of the
rated the cooperation between the
participants as most mmpressive experience during the
workshop while knowledge transfer between participants,

participants

overall atmosphere and the fact that people perscnally
assisted in the product creation process were also
umportant experiences.

For the last part of the survey, a set of 15 intuitively
created items anchored on a 5-point likert scale was used
for further exploring the role that Berto Salotti’s design
management tools play for concepts such as customer
experience and brand equity.

It was found that more than 85% of the participants
claimed to be a creative person while more than 75% of
the respondents like to solve problems jointly with other
persons. The 85% of the participants simply or totally
agreed that creating products together s better than
doing, so, individually while almost the same percentage
held the view that creating new products together is an
excellent way to mmnovate. With regard to the workshop
experience, 89% of the participants claimed that they
learned a lot in the workshop while 85% felt satisfied with
the workshop. The 96% of the surveyed persons agreed
that they would like to participate m further workshops
and more than 85% of the respondents would recommend
the worlcshop experience to their family and friends.

In terms of brand equity, 93% of the workshop
participants agreed that the workshop experience
strengthened their brand loyalty toward Berto Salott.
92.31% of the surveyed persons claimed to be willing to
purchase more products from the company after having
participated which was validated in a question before
asking if people were its customers before and after the
workshop. For 96% of the surveyed persons, the
workshops increased trust toward the brand Berto Salotti
and more than 90% simply or even totally agreed that the
company provides with its workshops something unique.
For 93% of the respondents, the workshops were very
mspiring. Fmally, more than 90% claimed that the
company distinguishes itself thanks to its workshops
from other furmiture brands. These findings provide
evidence on a relatively high workshop satisfaction. This
suggests that an exclusive brand experience was created
by the aims of the workshops. This study therefore,
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supports the idea that the design management concept of
Berto Salotti can be an effective instrument for boosting
brand value and brand equity through new product
innovation approaches.

The findings of the survey suggest a positive umpact
of the design workshops that Berto Salotti organises in
order to mmovate its products. With regard to the
suggested extension of Cautela (2007)’s Model, the new
model may need to be tested in other contexts as well. The
extended model might allow practitioners and strategic
managers of SME to better contextualise the different
design management tools within the general product
nnovation process. Previous research suggests that
the empirical implementation of crowdsourcing, co-design,
co-creation and crowdcrafting 1s especially in the case of
SME still not well understood. Qin et al. (2016) for
instance find that a relatively high number of SME
expressed their interest m the use of crowdsourcing as
approach toward innovation but many of them may need
to acquire more knowledge its  empirical
implementation (Maiolini and Naggi, 2011). Regarding
co-design, previous research has mainly focused on the
different dimensions
preferences whereas little research has
focused on the of co-design

about

of mass customisation and
consumers’
interactive features
communities (Wu, 2010). There 13 a growing body of
literature about the concept of co-creation (Prahalad and
Ramaswamy, 2004), although there 1s very little research
about how co-creation may be used together with other
strategic design management tools. Finally, the concept
of crowdcrafting remains largely under-explored m the
literature.

CONCLUSION

The purposes of this study were to analyse how
SMEs make use of tools for design management and how
their usage could have an impact on consumer’s brand
experience. The findings suggest that using tools for
design management such as crowdsourcing, co-design,
co-creation and crowdcrafting can have a positive umpact
on customer perception. First of all, Berto Salotti’s
worlshops imply that collectively designed products can
be a useful outlet for positioning the brand within a
modern and mnovative background. The company
benefits from direct assistance of consumers in creating
a product that exactly matches their expectations.
Consumers on the other hand can be creative and
acquire certain technical know-how, especially, designing
aproduct. The different crowd-based concepts used
by Berto Salotth can make a difference and create
competitive  advantages. The combination of



Int. Business Manage., 12 (3): 323-336, 2018

crowdsourcing, co-design, co-creation and crowdcrafting
multiplies the number of skill levels involved with the
brand and its products whereas the workshops created an
mspiring learning atmosphere. The company creates in
this context a unique customer experience.

With these findings, the present study responds to
calls in the literature to provide more empirical evidence
on the usage and benefits of tools for design
management, especially at SME. Qin ez al. (2016) for
mstance argue that the potential benefits of
crowdsourcing in product design are well-documented
but little research exists on the barriers and opportunities
of adopting it in new product development of SMEs. The
findings of tlus study also substantiate the findings of
Ahn et al. (2017) in this regard. Ahn et al. (2017) show
that CEO’s positive attitude, entrepreneurial orientation,
patience and education can play iumportant roles in
facilitating open mnovation in SMEs.

IMPLICATIONS

The adoption of mmnovative project instruments
such as crowdsourcing, co-design, co-creation and
crowdcrafting, mside a traditional product development
model, can be effective as a competitive path for SMEs
both in terms of brand value and product innovation. The
multidimensional character of non-voluntary customer
participation could incite managers to interact with
customers before consumption. Managers could benefit
from the concepts linked with non-voluntary customer
participation as a way to diagnose both how and to what
extent customers should take care of their own
responsibilities in the product delivery and take
actions to teach or educate customers about new
products or services.

Incremental innovations can be systematically
communicated and exploited to the marlket thanks to such
approaches. This can lead to substantial improvements of
empathy between the consumer and the company as well
as iumprovements in the perceived value of the product
and the brand. The case of Berto Salotti shows that
design management tools are able to create an active and
participatory online network that supports the activities
of the company communication on the internet
and in traditional media. The coherence of individual
activities m the workshops “#DivanoxManagua” and
“#3ofadManhattan” can favour mnovation m the medium
and long term.

RECOMMENDATIONS

In order to further analyse the potential of the
presented tools for design management and their impact
on customer experiences, it 18 necessary to adopt a
holistic perspective including the recognition of
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contributions to volunteers and all types of involved
stakeholders. Business economics evolve and need to
consider also most recent declinations of production and
marketing. In tlis context, empirical studies using
quantitative analyses to explore both the economic
sustainability of crowdcrafting projects would be
recommended for further research. With regard to the
impacts of the collective product irmovation processes
chosen by Berto Salotti, it would also be interesting to
analyse the impacts on brand perception n further
research. Fspecially their role in creating a unique
custommer experience 1s of interest. Larger data samples or
interviews may in fact provide deeper understanding of
the usage of the design management tools. Identifying
their role and their influence on customer choice
behaviour can provide new insights. For this purpose, a
suitable scale for measuring brand equity created by the
aims of the discussed tools for design management seems
to be interesting for considerations.
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