


“Enthusiastic skepticism is not the enemy of boundless optimism. It's optimism's perfect 
partner. It unlocks the potential in every idea.” 

- Astro Teller. TED20161 

 

https://www.ted.com/talks/astro_teller_the_unexpected_benefit_of_celebrating_failure
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Interview 
ID 

Case ID  Industry Country Interviewee role 

I 01 C 01 Payments Brazil Product Manager 

I 02 C 01 Payments Brazil Business Intelligence Analyst 

I 03 C 02 Insurance Brazil Product & Markets Coordinator 

I 04 C 02 Insurance Brazil Business Analyst 

I 05 C 03 Medical Brazil Marketing Manager 

I 06 C 04 Rail Brazil Commercial Manager 

I 07 C 05 Biotech Brazil District Sales Manager 

I 08 C 06 Consumer Netherlands Consumer & Commercial Insights 

I 09 C 07 Telecom Brazil Big Data Director 

I 10 C 07 Telecom Brazil Analytics Director 

I 11 C 08 Bank Netherlands IT Area Lead 

I 12 C 09 Telecom Netherlands Analytics Director 

Lower Maturity C 01; C 02; C 03; C 04; C 06 

Higher Maturity C 05; C07; C08; C 09 



New Product Evaluation C 02; C 06; C 07 

New Product Introduction C 03; C 05 

Product Improvement C 01; C 04; C08 

Structure 01 C 06; C 07; C 09 

Structure 02 C 01; C 02; C 03; C 04; C 05; C08 





 





“We already did a great job of identifying which are the KPIs that really matter for us, that 
represents well the company's behavior, so we did this and now we just follow them.” 

“This is also one of the biggest inputs that we receive. So, when the sales team talks to the 
customer, he may say ‘why don't you make a product like this?’ or ‘I want this kind of product 

and you don't have it'. So, these inputs are brought by the team that is on the day to day of 
sales, commercialization, relationship, and customer satisfaction, which makes it possible for 

us to have inputs.” 

“We need to check if it really represents a market need. We try to quantify it. Because, if only 
one person comes with this, ah, ok, we turn on a light, but if there are two, three, four of them, 

saying the same thing, then you start saying 'Wow, this is recurrent'.” 

“So, everything should be specific, should be measurable, should be attainable, relevant, and 
time-based. And if you have these things, you define, in our case, does this problem make 

sense from the business point of view? […] So that's the first thing. If we know the goal of that 
we are going to do, that is clear. 



“We do a screening to analyze if I have the necessary knowledge, if I have the right 
technology, if I have the data, if I have access to that data and the data is good for analysis, 
because if I don't have the data, I have to wait to have the data first to be able to start. And 

we assess how difficult it is and how much return I can have.” 

“And then we also define, at this initial discussion, if we need any other type of work from the 
developers to collect this data, and we define how this will be done.”  

“This would be the correct process, defining what questions I have to answer, defining what 
are the variables I will have to evaluate to get to this answer, and then I will provide a report. 

That’s not how it happens in real life. Not where I've seen it.” 

“After we analyzed the complexity, we do another round of prioritization, and we say, 'Look, 
we have already mapped it out, we analyzed the complexity, we estimated the value, now we 

have this matrix of value x complexity and we think that we have to prioritize this and this’. 
This is usually a very quick meeting. So, I don’t know, out of the 50 things we wanted to look 

at, these 10 are easier and have more value, we’ll start with them.” 

 



“So, you think about the process, and you think about what different data sources that we 
have. We have the data sources from customer service, from the technical operation, the 

information, and reports, and interactions with the customers, that might not be structured. 
So, first thing you have to filter, before starting to put this into the melting pot, you have to 

see which one is relevant to you. So, to give you a bottom-line, what we try to have is a better 
customer analysis at the end.” 

“So, first define which are the relevant and important sources that you have. And then the 
other thing is, what is your sourcing strategy? So which data it's the one that it's in the lead. 

Because, you should have the possibility of something not being correct, right? So that's 
where you introduce a reconciliation in the sourcing strategy.” 

“If you don’t have the data to form that KPI, you would have to enter a new code, or a new log 
to capture that particular information that you understand it will be necessary to show a 

certain result.” 



“Prepare the data is the hardest part of these projects, it is more difficult than ingesting, it is 
more difficult than analyzing, it is more difficult than discussing.” 

“What happens is that we have a structured for the tables but depending on who made them 
they are structured differently. So, I have to do a lot of mathematical work to be able to create 

a table that I can consume. So, here we say that our queries are bizarre, they are 
Frankenstein’s.” 



“It is very organic, we add things as we find the information, we get new information, we 
collect it and include it in this analysis. It’s left to the analyst to understand which information 

he has, what he does not have, what he wants to show... As this is discussed with other 
people, new questions may arise, and then we will include it. This process is long.” 

“You cannot create things out of the blue. So, everything should be based on the analysis. 
Everything should be created, okay? We should see what is the reality, what is the foundation. 
And then, based on this we should add the experiments and all the other things on top. And, 

in the end, you get the knowledge.” 

“In some situations, we take different scenarios to make a decision, and in others, we are 
going to have only one final scenario, because the decision was whether to launch [a 

product] or not. It is a yes or no question.” 

“Then you create scenarios. So, you have a scenario A that can tackle the problem but can 
impact the profits, or we can try to go for scenario B, prioritizing the customer. And then this 

is taken for discussion. We can also still have a third scenario.” 3 



“At the end is a leverage. But you should use the facts, you should simply be facts-based. In 
the end, analytics should be something that helps you out, I mean, this is the fact, this is how 

we do it, based on the experiments, on different factors. So, we proved, we anticipated, we 
measured, we optimize, we implement. And then we retrofit.” 

“There is a feedback process that is the direct monitoring of the market. So, we look at how is 
it going, also checking with the customer, if he is satisfied, often through surveys, and also 
operational monitoring, because if there is a problem with the operational system, there is 

something wrong.” 



“If you can't measure it, it will always be difficult to see the result. Because normally these 
data disciplines, they do not do the business, they enhance the business. […] So, you need to 
measure, even more so to criticize what is being done and improve the models, the data, the 

decisions”.  







“So, basically, there's already, like, buy-in from all the stakeholders from the beginning.” 

“It's not just one person, everyone who understands the subject has to be there, for us to 
discuss what we need to analyze” 



“If those who feel the problem, who feel the pain on the day-to-day operations, are not there 
to accompany and make it happen, it will not happen.” 

“Usually, for the construction of the full analysis, we depend on these other areas, which will 
bring the other insights about issues and other problems, and usually the solution comes 

from joint debates. Hardly it will come from a single area, obviously, it depends on the 
complexity of the problem, but there is not often the case” 

“Sometimes, during the discussion, when you have more people, even if it may appear to get 
in the way, you are actually already able to kill a bad idea there or discover something new. 

[…] I think that the more different views you have, you tend to form a more complete 
scenario, one that is shielded against real-life surprises.” 



“These internal relationships are very well established. And another thing that we take great 
care of is to make it clear that the data is not mine. So, this makes us able to bring credibility. 

So, it goes like, 'who did you discussed this subject with?' 'I got it from so-and-son, in that 
area', 'Ah ok, he is the authority to talk about this subject, so that is fine'. So, it helps us to seal 

this story too. “ 

“And I always say, I mean, the best ERP, big data tool in the world is Excel, and the best 
showcase in the world is PowerPoint.” 
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https://www.mckinsey.com/business-functions/organization/our-insights/decision-making-in-your-organization-cutting-through-the-clutter
https://www.mckinsey.com/business-functions/organization/our-insights/decision-making-in-your-organization-cutting-through-the-clutter
https://www.mckinsey.com/business-functions/organization/our-insights/decision-making-in-your-organization-cutting-through-the-clutter
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