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Abstract

Business models as relational devices governingstiations with the customers
and stakeholders identify new rules of customeragament and their impact on
business model innovations in design-intensivestroks. These industries, framed
as the locus of ‘cultural innovation’, see the touser as a product ‘sense giver'.
In this setting, new customer roles are exploradugh a case study based on a
fast-growing company operating in the furnituretsec

The case study highlights three main customer rivlasimpact business models:
(i) the customer as a market bridge; (ii) the cmsév context as a company ‘show-
room’; (iii) the customer as an external compangide lab.

Keywords: Product Design; Business Models Innovation; CustoBregagement;
Design-Intensive Industries; Global Strategy

1. Business Models Innovation In Design-Intensive Industries

Business model innovation is gathering a growinteraion in design and
management field (Martin 2009; Osterwalder, Pigri2Qt0; Battistella al. 2012).
In different industrial context the seeking for enbusiness model disrupted the
competitive rules and the sources of value. Casédsild, Groupon, Patientlikeme,
are recognized as representative of disruptivenlessimodel innovation (Markides
2006) leveraging on a wise integration between mh @ff line activities and on
new customer engagement roles.

A significant literature centered on business madebvation relates to web
companies and e-business (Timmers 1998). Mainly-gps and new ventures are
considered as the main players that introducedmesiness models and logics with
the evolutionary waves of the digital economy.

On the other hand business models innovation arenbi@g source of value also
in industries where the technology innovation drelgace of it are not relevant.
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Nevertheless the scientific debate about businesdeminnovation in design-
intensive industries - as fashion, furniture, asoess, interiors, textile — where the
innovation process is driven by the propositionnefv product meanings and
languages (Verganti 2009) and cultural messagesadRal. 2012) seems to be
poor.

Framing business model as a ‘relational device’ plager aims to identify
business model innovation logics in design driventexts where the relationship
between product innovation and business model isimv seem to be relevant and
fertile (Battistella et al. 2012).

To accomplish this aim, a case study based on mtple research has been
conducted. The company for study was selected Becaunet the following three
criteria: (i) had a widely acknowledged innovatinesiness model; (ii) operates in
design intensive industry where the content of wation is based on new cultural
messages and meaning conveyed by the product;gémerates new forms of
customer relationship through new engagement roles.

2. Theoretical Background And Resear ch Questions

As can be expected by delineating the meaningebtisiness model in the web
economy, the concepts diow and relationship are significantly stressed. A
business model represents the device by which tia flows and the company’s
web of relationships are designed, aiming to crdageefits for the different
participating actors, as providers, partners, custs (Brondoni 2005; Amit, Zott
2001).

In their attempt to extend the business model qaniog trying to go beyond the
foundation originally centered in e-business, Amitd Zott (2001) define the
business model as ‘the content, structure, andrgawee of transactions designed
to create value through the exploitation of bussrggportunities.’

Even in this case, through the tetransaction scholars pinpoint the relational
rationale underpinning how in the business modeicept the exchange and
interactive dynamics prevail.

On the other hand recalling the basic businesstigneadvanced by Drucker,
Magretta (2002) describes business models as

o Stories that explain how enterprises work. A gbadiness model
answers Peter Drucker’s age-old questions: Whdésdustomer? And
what does the customer value? How do we make mondhis
business? What is the underlying economic logit ¢xalains how we
can deliver value to customers at an appropriatste(Magretta 2002)

Here, the concept of the customer, customer vahg money making are
intended to be constitutive business model elements

Other scholars have grappled with the attempt tv adusiness model and to
identify its various components.

According to Osterwalder, Pigneur and Tucci (2005),
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o A business model is a conceptual tool containingetaof objects,
concepts and their relationships with the objectiee express the
business logic of a specific firm. Therefore we tnamnsider which
concepts and relationships allow a simplified dgdon and
representation of what value is provided to custeméow this is
performed and with which financial consequencesté@valder et al.
2005)

In an initial proposal, these authors identify fooain pillars — the product, the
customer interface, the infrastructure managemewt the financial aspects —
around which some ‘building blocks’ are identified.

In a later release, Osterwalder and Pigneur (2@b@ctly proposed a ‘nine
building blocks business canvas’ (i.e., value psijgan, channels, customer
relationships, customer segments, revenue streleysactivities, key resources,
key partnership, cost structure).

Other scholars have provided a more compact verstpecifically, business
model based on six elements has been depicted walere proposition, customers,
internal processes/competencies, external pogiipnine economic model and
personal investor factors constitute the key eldmesf the model (Morris,
Schindehutte, Allen 2005).

Voelpel, Leibold and Streb (2005) mention threeikb@a®mponents of a BM:
value proposition for customers, value network gpmation to create that value,
and returns ensuring the satisfaction of relevaakeholders and, thus, the
sustainability of the business model.

On the other hand, a business model concept basetbw characteristic
elements (customer value proposition, profit formpukey resources, and key
processes) has been defined (Johnson, Christédagarmann 2008), pointing out
the interlocking logic among the different elements

Table 1: Literature Review

Authors Focuson

) Product, service and information flows,
Tl et (L2ie) business actors

Roles and relationships among a firm’s

Weil and Vitale (2001) consumers, customers, allies, and
suppliers

Amit and Zott (2001) Transactions

Magretta (2002) Cu_stomer value, economic logic, valpe
delivery
Value proposition, customer, internal
processes/competencies, extennal

sl € ell, (2008 positioning, economic model and persopal

investor factors

Product, customer interface, the
Osterwalder, Pigneur and Tucci (2005hfrastructure management and the
financial aspects
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Voelpel et al. (2005) Value proposition, value network, returns

Johnson et al. (2008) customer value proposition, profit
' formula, key resources, and key processes

value proposition, channels, customer
relationships, customer segments, revenue
streams, key activities, key resources, key
partnership, cost structure

Osterwalder and Pigneur (2010)

In any case, the different attempts to identify doenponents, the transactional
and relational dimensions of the business modebtlapicted as fundamental. The
concepts of ‘customer value proposition’, ‘custormalue’, ‘customer segments’,
‘key partnership’, and ‘customer relationship’ poiout the interactive and
relational dimensions of the core of the businesdeh

If there is a common consensus about the basic aoemps of business model as
a construct there are heterogeneous perspectivad #ie way to conceive and
interpret the business model innovation.

A primary research strand emphasized how busineskeihinnovation is induced
by or mainly related to technological innovation.

As stated by Teece (2009), ‘technological innovatdften needs to be matched
with business model innovation if the innovatotasapture value.’

Furthermore, new business models have been uscatigected to new R&D
strategies. In “Open Business Models”, Chesbro2g§) affirms:

o An open business model uses the new divisiomo¥ation labor —
both in the creation of value and in the captureaoportion of that
value. Open models create value by leveraging maorg ideas, due to
their inclusion of a variety of external concep®pen models can also
enable greater value capture, by using a key asssburce, or position
not only in the company’s own business but alsotiver companies’
businesses. (Chesbrough 2006)

The author, going beyond the vertical integratechgany concept in which the
R&D exploration and exploitation are equally rudemtifies two ways to build
open business models: (i) the inside-out approadhmere ideas, patents and
copyrights are internally produced and then licdn&e external actors that take
them on the market; (ii) the outside-in approachese companies grasp ideas and
technologies from external networks turning themo iproducts to commercialize
on the marketplace (Chesbrough 2006).

Both approaches tend to stress ‘openness’ as andoimvay to innovate business
models in a successful and profitable manner.

In contrast, Johnson et al. (2008) citing real sgstul cases as Hilti, Intuit, and
Apple as cases propose the soul of business mdeVation in ‘keeping people
from getting particular jobs completed: insuffidievealth, access, skill or time.’

In a similar vein another research strand relatesness model innovation to the
way goods and services are purchased and accestiee dustomer.

Firstly, Markides (2006), claiming for the ‘need @fbetter theory,” emphasizes
the difference between disruptive innovations amgiriess model innovations,
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pinpointing how the latter tend to basically changepetitive rules of a sector and
‘enlarge the existing economic pie,’” either by atting new customers into the
market or by encouraging existing customers to woes more. Furthermore,
according to the author, ‘(...) it is important tot@dhat business model innovators
do not discover new products or services; they imgdefine what an existing
product or service is and how it is provided to ¢hstomer.’

Consistent with this approach and centering onttlesaction dimension, Zott
and Amit (2008) also interpret business models vation as new forms of
economic exchanges. According to the authors:

o Novelty-centered business models refer to new whgsnducting
economic exchanges among various participants.coheeptualization
and adoption of new ways of conducting transacticans be achieved,
for example, by connecting previously unconnectatigs, by linking
transaction participants in new ways, or by designnew transaction
mechanisms. (Zott, Amit 2008)

The vision that business model innovation occuremithanges are made in the
way to conduct transactions, to create and delasdue and to build up new
customer relationships is indeed widely accepted.

Mainly in service sectors and in the fast-pacednetogy industry, different
business model innovations have been conceivednifigaring the customer’s role
in the production process.

The dominant innovation directions that have beamsyed involve the
customer’s role as a collaborative producer (Mckgh2001; Brondoni 2011;
Pisano, Verganti 2008; Johnson et al. 2008). Theradf a user-generated content
movement, the diffusion of social media and Web ®&6hnologies, and the
emergence of skilled and well-educated customeve lkeaabled whole crowds or
single users to heavily collaborate in the productprocesses of companies.
According to this framework, the customer is a camp production or co-
developing partner that jointly affects the evalatithe costs and the benefits of the
value system.

With Apple, iPhone users are free to conceive amkfully sell their own apps;
in the Linux operating system, people take partviiting codes and strings to
optimize the functionalities and the performancéhef system; with different low-
cost airlines, customers are empowered to accomplieck-in activities and most
of the luggage handling on their own.

The entire literature aligned to this frame is Ulyueontextualized in the fast-
paced technology industry or in service industryoffdnbir, et al. 2005; Von
Hippel 2005; Grocott, et al. 2007; Shneiderman 208pecifically this literature
seems to avoid the relevant distinction betweerc#ses where the customer plays
the role of a mere product assembler — thus cugtogithe final offering — and the
cases where the user represents an operative e business model or even a
provider of stimuli for business model change.

In design-intensive industries, where the competitlynamics are driven by a
continuous proposition of new product languages mednings (Brondoni 2012,
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Verganti 2003; 2008; 2009), there is a wide lacKiteirature about the business
model innovation.

In design-intensive industries, products are morkess open narratives in which
customers are involved in defining the product seasd meaning (Krippendorf
1989; Norman 2005; Verganti 2003; 2009; Searls p00Bus the customer does
not play the ordinary role of receiver but acts stmes as ‘sense giver’, some
others as a co-designer, till to be a full ‘maker’.

Moreover the creation of product meaning seemstoobe delegated to the
tangible product in itself, but to the entire biesis model that companies run and to
the ways in which customers are engaged in it (8alia, Biotto, De Toni 2012).

Notwithstanding, some questions remain open antllefeto reach a deeper
understanding of how companies create business Inmuaevation by leveraging
new customer roles.

What are the customer engagement strategies tgehitue business model in
design-driven companies? Are there specific rotet appear as proper of those
design intensive contexts?

Due to a lack of previous literature, these redegrestions are addressed in this
paper through the development of an explorative sasdy analysis.

3. Research Strategy

Literature about business model innovation is ladlgiccentered on fast-paced
technology industries. Furthermore, if design-dnivenovation is a concept that
has widely permeated the management literature @3unMintzberg 1989;
Verganti 2003; 2006; 2009; Noble, Kumar 2010; Ravagjacono 2005; Ravasi,
Stigliani 2012), there is a neglected area of meseavhere design management
studies meet business dynamics and becomes relavanhovate the business
model as a whole.

This literature scarcity led to explorative reséabased on a case study analysis
(Eisenhardt 1989; Yin 1981; 1984; Mintzberg 1978kcording to the words
employed by Eisenhardt (1989):

o There are times when little is known about a phegwon, current
perspectives seem inadequate because they hale dithpirical
substantiation (...). In these situations, theoryiding from case study
research is particularly appropriate (...). (Eisendad989)

The first methodological issue faced by the reseagmup pertained to the
criteria through which to select a particular casedy. A primary sample of 25
Italian furniture companies was considered. Thdosezhoice was indicated as a
representative field of design-intensive industriggere companies mostly compete
on the proposition of new product languages andninga (Dell’Era, Verganti
2007; 2011) and on cultural innovation (Ravasile2@12).

The sample companies were identified by matching dviferent criteria: (i) the
turnover growth rate in the previous 4 years;tig introduction of novel features
in business model.
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The first quantitative parameter helped to seleat i@itial ranking of ten
companies. The final selection of the case to itya® was run according to an
open discussion about the concept of ‘innovativeraésthe business model’. This
concept was discussed in a research group of 3asshaf Politecnico di Milano
and University of Torino (2 Assistant Professorghe Design area; 2 Associate
Professors in the Innovation Management area; I Fralfessor in the Business
Innovation area).

The concept of innovativeness was split accordingvb main dimensions: (i) the
depth of the innovation, intended to indicate howchthe transactions flows and
the company-customer relationship changed in basingodels; (ii) the breadth of
the innovation, intended to indicate how many congmas of the business model
have been affected by change with respect to #ulitimnal sectorial trends.

The selection indicated LAGO as the most represigataase of business model
innovation, where both the levels of depth and diteaf innovation were agreed to
by the members of the research group.

As required by theory building based on case stadgpmbination of multiple
sources and investigation methodologies was exgloito achieve a certain
robustness and extensibility of the results (YiB1;%Eisenhardt 1989).

The case study analysis was conducted over a pefiode year and 5 months,
involving three main sources in an iterative way:

- a press analysis conducted on 26 journals and rdesigted magazines
in the time range 2009-2013;

- five in-depth interviews, three of which were coothd with the LAGO
CEO, Daniele LAGO, and two were conducted with attemal
consultant architect, Massimo Antinarelli;

- participation in four workshops and events orgasiz®y the Brera
LAGO Apartment, located in Milan.

The press analysis supported a primary understgnalinthe LAGO business
system. Different articles (18 of 26 articles) emghked both directions of
innovation pursued by the company: innovation i pinoduct and in the customer
relationship, product exhibition and distributiieamn. A great amount of attention
(15 on 26 articles) and space has been dedicatethéoyress to the ‘LAGO
Apartment network’ and its novel ways of engagimgtomers and building new
relationships.

These initial understandings derived by the pressalyais supported the
formulation of the main issues and questions therevexplored in the subsequent
interviews.

Interviews focused on the following aspects:

- driving forces that supported innovation in theibass model;
- innovative concepts related to the LAGO businesdeho

- product design strategies and creativity management

- logics to engage and manage relationships witloousts;

- distributive policies and the LAGO Apartment netor
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Following these interviews, researchers’ partiggratin four workshops and
events organized by LAGO was encouraged to expmrieand grasp the
atmosphere and the social interaction among therdift involved actors.

Different assessments were taken, aiming to idengfialitative customer
profiles, the type of events held and how custonmaees involved in relevant
activities (workshops, events, artistic performanesc.).

Figure 1: Iterative Research Process

Case study Part|0|pat|on at 4 Lago

5in depth insightsand Apartment
mtervlews findings Workshops and events

Pr ess
anal yss

Three data sources have been employed in an weratay. Primarily, a first
cluster of articles (15) were read to grasp anabvenderstanding about LAGO’s
innovation and design strategy and its underpinrboginess model. The main
concepts derived by reading the articles suppottedformulation of an open-
answer questionnaire submitted to LAGO’s CEO amthitect consultant (2 initial
interviews). The questionnaires supported the fitevelopment of theoretical
constructs and some main hypothesis about the &mnthe logic of the business
model and the company’s logic of customer engageméwllowing the
administration of these questionnaires, the rekeast participation in three main
events and workshops organized by LAGO Apartmeipedieto qualify a direct
experience with the concepts and findings relatethé¢ tenants’ and participants’
experience.

A second iterative flow, mainly focused on additbarticles, readings, and three
more interviews, supported the refinement of theppsed concepts, and a final
confirmation of findings and main concepts wereiaEr by the last interview. In
this paper, only a brief essay is presented toligighthe focal points related to
LAGO’s product design strategy, business modeliclognd pattern of customer
engagement.
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4. Case study: LAGO

LAGO was founded at the end of the nineteenth egrby Policarpo Lago, a
wood craftsman who worked in aristocratic homes ®etetian churches. The
generation that followed continued his traditiont bxpanded their production first
to bedroom furniture and later to entryway furrgtufoday, LAGO is considered a
fast-growing company in the italian furniture laodge, where it grew from
approximately 5 million € of turnover in the firsivo years of the company’s
redesign to 30 million € of turnover in 2010, withproximately 170 employees (of
which over 25% were hired in 2008).

LAGO can be found in 400 selected shops aroundvtrdd and has numerous
directly managed stores in several Italian and pema cities, including Rome,
Milan, London, Paris and Barcelona. Lately, the pamny began some fertile
ventures with partner leaders in different sectorenlarge their range of products
and share the pursuit of people-friendly desighss tcreating solutions that can
improve the customer’s quality of life.

Recently, the company has opened itself to thelsskif craftspeople and
designers to retrieve the importance of handworktgblocal embedded know-
how, and care for detail. This was the beginninghef'LAGO Obijects’ collection,
a set of small objects of high quality and craftestap.

The entire LAGO business model is based on two pidlers:

- an innovative product design strategy, fosteredheyLAGO STUDIO,
the creative hub where young, external and talertesigners are
engaged to conceive new product propositions;

- an innovative customer engagement model, basedhemrcreation of a
diffused network of LAGO APARTMENT, where LAGO-fushed
apartments of specific customers operate as shomgoand product-
diffusing vehicles.

Managing product design at LAGO

At LAGO, products are conceived as parts of anatheh Each product combined
with other parts can assume a proper aestheticdémegand style. The combination
of the product language is delegated to the hamdheocustomer. Products are
conceived as an open or unfinished work, a sorbpeEn narrative that assumes
sense on the basis of the successive ‘reader pretation (Eco 1989). The
products’ modularity and their openness and fléitybio be adapted to different
contexts permit a full re-interpretation by thetoaser-reader (Figure 2).
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Figure 2: Slide Carpet by LAGO

The other feature of the design strategy consistceiving product systems.
Going beyond the logic of the single product agggonist in a specific context (as
the typical design masterpieces designed by thernationally recognized
designers), LAGO proposes products to be aggregatadvay to suggest a proper
whole language, a coherent and organic mood afdiand domesticity. Products
are conceived as a part of systematic offering wieach one relates to others in
terms of color, shape, texture, and sense. LAG@rofé sort of language bundle
more than independently designed products.

Practically, this means that the company consitterspace as an organic system
in which furniture products communicate with eatieo. At LAGO, design means
creating small designs (products) and, at the stime, knowing how to create
large designs (design systems) by looking at thmehand its habitability as a
whole.

The creation and the design of new product platfoamd languages is partially
internal and partially entrusted to an externalatve hub: the LAGO Studio.
LAGO Studio is the company’s temporary environmentvhich different cultures
and geographically dispersed people meet to geneeat concepts and products.

In fact, LAGO organizes a yearly creative workshbpsting young university
students and designers from around the world ahdots such as Saint Martin’s,
London Royal College of Art, Eindhoven Design Acagye and Milano Domus
Academy. The main logic behind these workshopsistmef engaging young and
inexperienced designers to dive into LAGO’s philgsp and to contribute to
developing new design systems and single products.

Innovating Business model exploring new customiessro

What about the customer? Far from the ‘productiorcfion’ highlighted in fast-
paced technology industries, where the customesspiae role of a collaborative
producer, at LAGO, customers are engaged accotdiother logics and functions.

First, the customer seems to act as a market bfadfghe company. The tenants
of the LAGO Apartment network form an ‘inner circeaming to access different
market segments (Figure 3). Leveraging their owtlatimships or directly
supported by LAGO in multiplying contacts and megtopportunities, the tenants
represent a contact gate where to experience & A6 Apartment with a proper
mood, language frame, aesthetics, living spacecag@hization.
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In cases where the tenant is also an architect desagner, the value of the
relationship is even more evident. The professideaant interested in enlarging
his customer base and work opportunities can lgeskseing at the center of an
open network that naturally attracts customerg@sted in design and architecture.

Figure 3: The LAGO Apartment Network as Market Bridge

On a second hand the Lago Apartment constitutestwonk of unconventional
show-rooms, such as exhibition platforms reallgdi\by the customers-tenants.

The fact that these apartments are real houseffioesoof customers provide a
more familiar atmosphere for visitors and prospeitiss decreasing the formality,
the rigidity and the commercial protocols that usedpled with the typical show
rooms. The informal atmosphere and the acknowledgrtee be welcomed in a
lived house enable more sincere and fertile retatigps and the possibility to
freely appreciate or not the whole aesthetics hadgingle items.

Thirdly, tenants can be considered as innovatimmpters. As matter of fact
when customers submit their project proposals tereand take part in the LAGO
Apartment network, they provide new and inspiringowledge for innovation.
They do so by proposing completely fresh produchlmoations and languages or
by radically proposing new LAGO aesthetics andirsgstby reinterpreting existing
product languages and meanings. LAGO Apartment®rdmg to this role, can be
depicted as extended ‘design laboratories’ oriertadards grasping innovative
signals and generating fresh insights (Dell’Erargéati 2009).

These roles directly impact the LAGO business model

Being a market bridge, customer impacts on the etartaking function affecting
on the company revenues. When they open their himusbow their furniture to
their contacts and to additional potential cust@ntbey are creating the customer
experience that is expected to affect the purclyadymamics and thus the revenue
flows.
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In the same vein providing the customer housesximbé&ion and show rooms
affects the cost structure decreasing the exhibdind retailing costs.

Lastly the role played by customer more than fegdie actual business model
provides inspirational knowledge to foster innovatproducts and systems.

Table 2: The three Roles played by the Customer in LagonBasiModel

Customer as Function Direct impact on
. . . : Market
Market bridge/Commercial | Connection with
. enlargement/New
partner potential users
revenues
Reduction of
Product placement, L
Showroom communication and

living exhibition exhibition costs

Exploration of new Innovation trajectories
Design innovation promoter| design patterns and Inspiring knowledge
product languages base

5. Discussion

The presented LAGO case study evidences at legest Hey issues in business
model innovation.

First, for long time, business models and innovahave been considered as two
different aspects pertaining to the company’s mamamnt. Business models as
related to ‘value creation and capture’ have bewmlyaed as operational devices
mostly pertaining to the company operating rout@entrarily, innovation has been
framed as a changing activity oriented to move camypassets, strategy and value
creation means towards thriving and superior peréorce levels. In other words, a
business model relates txploitation whereas innovation equaksxploration
(March 1991).

This clear-cut separation seems to lose its vglidis evidenced by LAGO, the
business model and innovation are intertwined coisceLAGO innovatively
created its own business model, changing the typedae drivers in the furniture
industry and at the same time, its business mamktkefs continuous innovation
because some of its constituent elements — i.e.L&GO apartment network —
feed stimuli and insights to the company about agndiural models and new
emerging patterns in terms of product languagesraeahings.

The business model in LAGO’s case not only guaemielue creation and its
‘appropriability’. but it also works as an enginemag to update and revamp
product languages and meanings.

The intertwined relationship between the businesdeahand innovation activities
proposes different questions about tbeus and the management of R&D. At
LAGO, R&D is spread out into three main moments antities: LAGO Studio is
the creative platform in which foreign and othdemted designers seek for new
concepts and products languages; the LAGO Apartmetwork feeds stimuli and
insights handled and systematized to build desigrefd and inspirational
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knowledge for LAGO Studio designers; the internapartment solves technical
issues and drives concepts towards the manufagtprotess.

More than an open innovation pattern (Chesbrougl6ghe LAGO business
model enables a diffused R&D and design activitgtay in which the LAGO
apartments play the role of explorative and diftusesign labs, feeding cultural
insights, product languages and inspirational apamt language moods.

A second finding that emerged from the case stueblsdwith the scope and
‘object’ of design-driven innovation. Design-drivennovation has traditionally
related to the product scope (Verganti 2003; 2008ple, Kumar 2010). Product
meaning and language change has been framed blasclag a change of some
tangible product elements such as shape, mateteakure, color, joining
relationships, and finishing (Dell’Era, Verganti®Q Person et al. 2008; Ravasi,
Stigliani 2012; Noble, Kumar 2010).

In LAGO, however, design has been applied to théreewvalue system and
business model. Design is progressively being eyeploto innovate services,
intangibles, applications, and interfaces (Mor@002; Manzini, Vezzoli 2003;
Brown 2008). The dematerialization of offerings dsiving companies and
designers to enlarge the design scope range frpradaict and tangible dimension
to the overall value system, where business motéds up a prominent role
(Osterwalder, Pigneur 2010). This point seemsrengthen the literature strand at
the intersection between design and managemernestlabeled ‘design thinking’
(Brown 2008; Dorst 2011; Martin 2009), where cna@gitiand lateral thinking, with
a proper mindset, knowledge and cognitive toolsstefio the organizational
innovation.

A third piece of evidence linked to this secondnpoaddresses the specific
direction of business model innovation. LAGO intwcdd a novel business model
in the furniture industry, reconfiguring the cusemrelationship system and the
logic of customer engagement.

In a sector such as furniture, where fragmentedsamall distributive players or
large low-cost malls prevail, LAGO revamps the oustr relationship by
introducing a familiar concept — the apartment € anovides the customer with
three novel roles and functions.

These new roles and functions identify the custoasea key asset in creating the
LAGO business model and in boosting and stimulatireginnovation process.

Recalling some new productive roles attributed tstemers in fast-paced
technology industries, business model innovatioaugh the alteration of company
relational systems is becoming a critical outpasnnovation management studies
and practice.

Assuming a more general perspective, business modevation through the
alteration of the company relational system canfraened according to main
variables or ‘objects to change’: the actors armudr tioles.

According to this framework, business model innmratan be fostered by:

- changing the actors, when new actors (customerstatkeeholders) are
included in business models as providers of newtass activities;

- changing the roles of actors, when the same orastwrs are provided
with novel roles in the value creation process.
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The proposition of this theoretical frame tries @nlarge the perspective of
business model innovation as mostly depicted itrgased technology industries
where a robust research strand provides a domumewtin which business model
innovation is mainly based on ‘openness’ and onoHalgorative production
function exerted by the customer. Based on a dasy snethodology approach, the
proposed framework aims to enlarge the range oflystof business model
innovations towards other industrial settings armangetitive environments to
deepen existing knowledge and seek new findings.

In the conclusion below, the limits of this resdm@re highlighted and some
possible new research directions are proposed.

6. Conclusions

Business model innovation has undergone deep chahgeto the different ways
to engage R&D partners, technology providers arstiocners in the company value
system. Innovating business models through opetiiegh to a wider group of
stakeholders has become more than a fad. Consalidiggrature in the fast-paced
technology industry focused on the different wayshgage external partners as
co-developers or collaborative producers.

Design intensive industries, where companies coenffebugh the creation and
the diffusion of new product languages, symbolituga and cultural messages
have been traditionally neglected, leaving a resegap in understanding other
additional business model innovation trajectoridseng products are framed as
‘open narrations’ and the customer is a ‘sensergivere than user enticed by
product functionalities and performance.

The analysis of LAGO as a case study notes hoveuktmer is basically a key
asset of LAGO’s business model. LAGO’s case shoovg tustomers can assume
roles different from those of co-developers oraodirative producers.

LAGO pinpoints how business model innovation canfdstered by engaging
customers with new roles and logics. At LAGO, thestomer acts as the
company’s market bridge, forming an ‘inner circthat enables the company to
access different market segments. The apartmentthef tenant-customer
furthermore acts as an exhibition platform whereends and workshops are
organized to host potential customers in a soffivahg showroom’. Additionally,
customers, by submitting their ‘apartment ideagh® company, provide their own
perspectives and aesthetics for LAGO apartmentsigaas an external design lab
and innovation promoters.

These highlighted customer engagement tools mainbww how other business
model innovation trajectories are pursued in indestthat are different from the
logic pursued by the fast-paced technology industry

The limits of the demonstrated insights and findingre related to the
development of a single case study.

However, several signals by which to interpret ptlvays to innovate business
models according to new customer engagement ratesot be neglected.

As outlined in the LAGO study, new directions ofsmess model innovation are
even aligned with new R&D management systems. LA&f@rtments become
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external platforms, design labs or antennas thraughkh part of the R&D process
is managed by a community of architects, desigraerd,customers.

The outcome of these design labs is a sort of iagpnal knowledge that feeds
the LAGO Studio creative hub and internal technaftices.

Future research can deepen the knowledge surrayumew roles and functions
of the customer in innovative companies’ businesslets. A further investigation
could strengthen the presented insights by exptpid quantitative analysis on a
wider case sample.

Moreover, extending the research questions andrémeework of this study to
other fast-paced design industries, e.g., the dasimdustry, where the evolution of
product language and meanings is particularly rapmlld provide additional
findings about the logic of customer engagemeniisiness model innovations.

Furthermore, the rapid emergence of fashion andhheaging role of distribution
within the fashion industry could provide additibnales for customer engagement
and rich new insights about relationship-basedri@ass model innovations.
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