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This e-book is an abridged version of our popular webinar “Beyond Al Answers: Improving Strategic Thinking for Innovation
Teams.”

For the full webinar, which provides more research and context, please visit our website here.
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Contextual Al

Organizations that combine Al with trusted
intelligence and expert judgment will make
faster, more confident innovation decisions
than competitors relying on generic Al.

PRODUCT DESIGN & INNOVATION

Contextual Al helps innovation
teams identify stronger product
opportunities, validate concepts

earlier, and accelerate more
confident product development
decisions.
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CONSUMER SENTIMENT

Al is most valuable when paired with
trusted market intelligence, helping
organizations distinguish
meaningful consumer shifts from
short-lived trends and noise.
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SUPPLY CHAIN & OPERATIONS

Al-powered information
management helps teams monitor
technology, regulatory, and supplier
developments faster, improving
operational resilience and strategic
responsiveness.
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GROWTH POTENTIAL

Contextual Al enables teams to
evaluate more opportunities,
identify emerging tech sooner, and
accelerate growth through better-
informed investment decisions.
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Key takeaways
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LLMs* can curate
information but lack
reasoning.

LLMs make probabilistic
predictions about text; while
powerful, this is no
replacement for human
understanding and
judgment. Focus on
building information flows
that can be used in
structured approaches.
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LLMs need context and
style to produce better
results.

Because LLMs are text
predictors, what text they
use matters a lot! Giving Al
meaningful context and
style makes it more
powerful.
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Enhancing innovation
teams requires leveraging
contextual LLMs at scale.

LLMs are powerful when
used as tools to let
Innovation teams see and
understand more
information, but doing this
requires going beyond basic
LLM usage.
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EXECUTIVE SUMMARY

AT adoption hasn’t translated into better strategic decisions

Key takeaway: Al creates value when it strengthens human
judgment rather than replacing it.

Innovation leaders are increasingly managing overwhelming
volumes of competitive, market, and scientific information while
facing pressure to make faster decisions with fewer resources. LLMs

can help process that information but only when deployed
thoughtfully.

This e-book explores how innovation teams can move beyond
treating Al as a chatbot and instead build scalable workflows to
improve strategic decision-making. You'll learn how to:

- ldentify where Al creates the greatest value across innovation
workflows

- Build contextual Al systems that improve decision quality

- Prepare your organization for the next generation of Al-enabled
innovation

The organizations that gain the greatest advantage from Al will build
better information systems to make smarter decisions.
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THE CHALLENGE

Al adoption is growing faster than Al maturity

Key takeaway: Most organizations have adopted Al, but few have

solved the information problem that limits its strategic value. What Are Your Main Concerns and
. . o . Perceived Threats or Issues Related to the
Today, nearly every innovation organization has access to LLMs, and Use of Al?

many employees use them daily. Despite this rapid adoption,
innovation leaders remain cautious.

Common concerns include:
Security and IP protection
Poor-quality or incomplete source data
Difficulty integrating Al into existing workflows

Overreliance on Al that weakens critical thinking

Count of respondents

Uncertainty about when Al should support decisions versus when
experts should lead

These concerns all point toward a common issue: information
management.

Al can help process information but only if it is supplied with reliable
sources and meaningful context.
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CONTEXT IS KEY

What happens when you ask an LLM a question?

Key takeaway: Context and expert knowledge determine the quality
of Al-generated insights.

When an LLM answers a question, it doesn't reason like a human
expert. It predicts the most likely sequence of text based on its
training and the information available to it.

That means the quality of its outputs depends heavily on two factors:

Context: The information, research, and data provided alongside
the prompt

Style: The tone, analytical framework, and perspective reflected
in those sources

Public information alone creates challenges as these sources are
often incomplete, biased, inconsistent, or missing proprietary industry
knowledge.

As a result, Al responses frequently lack nuance and may reinforce
widely accepted narratives instead of challenging assumptions.

Innovation teams should instead provide Al with curated research,
internal knowledge, trusted market intelligence, and structured
analytical frameworks.

About Research Education Policy Al Index News Events Industry Centers& Labs

.\I:érge Langlga e Models

Just Want To Be Liked

When LLMs take surveys on personality
traits, they, like people, exhibit a desire to
appear likable.

In research, social scientists often confront the social SURE & X 0 m
desirability bias: People want to appear favorable and in ways

that will make others like and respect them, so they respond

to surveys with answers they think others want to hear. Ask

people about drug use, sexual behavior, earnings, and more,

and you might not get an accurate picture.

Now scholars are finding that LLMs, large language models,
show similar tendencies.

In a new paper in PNAS Nexus, Stanford Institute for Human-
Centered Al faculty fellow Johannes Eichstaedt, master’s of
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https://hai.stanford.edu/news/large-language-models-just-want-to-be-liked

THE FRAMEWORK

Match Al to the work

Key takeaway: Not every innovation task should be delegated to Al.
Match Al capabilities to the right type of work.

Many organizations begin their Al journey by asking what the
technology can do. A better question is: What kind of work are we
trying to accomplish?

Innovation activities vary in both difficulty and novelty. Al should
support each differently.

Consider four categories:

Automation: Routine, repeatable work that Al can complete end
to end.

Scale expertise: Established but complex work where Al drafts
the first pass and experts review the results.

Draft and explore: Low-risk ideation where Al generates options
for human evaluation.

Human judgment: Novel, high-stakes decisions where creativity,
experience, and strategic thinking remain essential.

The goal is to allow experts to spend more time solving difficult
problems while Al accelerates the supporting work.

DIFFICULTY Hard

Easy

SCALE EXPERTISE

Al drafts, expert

reviews

Hard but well worked
— Al does the first
pass

AUTOMATE

Al runs it end to

end

Routine and
repeatable — no
human needed

Established

HUMANS FOCUS
HERE

Judgment,
creativity
& novel problems

Where experts spend
their time

DRAFT & EXPLORE

Al generates
options

New but low stakes
— Al accelerates
ideation

NOVELTY Novel
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AUTOMATING INTELLIGENCE

Stop searching, start building information flows

Key takeaway: Programmatic data curation allows innovation
teams to monitor far more information than manual processes ever
could.

Innovation leaders monitor an enormous range of information every
day, such as scientific publications, patent filings, and government
announcements.

Reviewing each source manually is both time-consuming and

Identify
data

sources

RSS news feeds,
patent databases,
VC funding
announcements

inconsistent. LLMs make it easy Automate
o . . i with built-in

Instead, organizations should use Al to automate information DoC;NnIoatd totwntet.co?lle to I Windows
collection and analysis. Machine-readable sources like RSS feeds, and curate Sysii]rcgfr#;atignpu tools.
patent databases, and funding platforms can be connected to LLMs
through APIs,* allowing information to be analyzed automatically
and delivered in a consistent format.
The result is a continuously updated intelligence system that: LLMSs' APIs allow

Prioritizes relevant developments Send to LLM consistent

. . for analysis control of output

Flags emerging technologies via APls structure and

Organizes information consistently response

Creates searchable knowledge over time
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FROM IDEAS TO OPPORTUNITIES

Better brainstorming starts with better context

Key takeaway: Al generates stronger ideas when it builds on curated
intelligence instead of isolated prompts.

Asking an Al to brainstorm can quickly produce dozens of ideas. The
problem is that many are generic, repetitive, or disconnected from
business priorities.

The quality of brainstorming improves dramatically when Al receives
structured context before generating ideas.

That context can include recently curated industry news, patent and
startup intelligence, internal strategy documents, and annual
reports.

Innovation teams can then apply structured creativity frameworks,
such as SCAMPER, to systematically explore opportunities rather
than relying on open-ended prompting.

Even more importantly, these brainstorming workflows can run
continuously throughout the year.

Instead of beginning each workshop with a blank page, teams arrive
with a library of Al-generated opportunities grounded in current
market developments and aligned with strategic priorities.

LLM-analyzed

news stories

Structured
brainstorming
prompt

Leverage APIs

for consistent
output

Business
content

¥V —

Many existing
brainstorming
approaches, such
as SCAMPER, can
be turned into
prompts

SUOISSaS Bulwlolsulelq Bulinp MalAal
usyl pue Jesk syl Bulnp a1ewoINyY
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Al AS INFRASTRUCTURE

Move beyond one-off conversations with Al

Key takeaway: Organizations gain the greatest value when Al

becomes part of repeatable workflows instead of isolated chats. Curated news Brnctanad
Many organizations still interact with Al one prompt at a time. While and data ideas
useful for drafting emails or answering quick questions, this sources

approach limits Al's long-term strategic value.

Instead, innovation teams should think about Al as infrastructure. By ‘ /

integrating Al into repeatable workflows, organizations can build an

expanding knowledge base that improves over time.

Structured There are many

Successful Al workflows typically include: modeling ers;:gzlgi:zd
Automated collection of relevant information prompt workflows to
Structured prompts that produce consistent outputs draw on

Standardized databases for storing insights
Regular expert review to validate results . Innovators can
Continuous refinement as new information becomes available Basic models quickly get a

for human m——)  ballpark estimate

These structured processes create a compounding advantage. Every review of the economics
article analyzed, technology evaluated, and model developed or scalability of a
becomes part of a growing body of organizational intelligence that technology
can support future decisions.
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LUX Al

Turn enterprise Al into a strategic advantage

Key takeaway: Lux Al combines trusted intelligence with enterprise Al
to help innovation teams make faster, more confident, and more

defensible decisions. " B CoPlot e
. Lux Research Perspective: Emerging Low-Carbon Heat Technologies

LLMs are powerful, but they know only what they're given. When Al o

relies solely on public information, innovation teams risk making e = =

decisions based on incomplete, outdated, or biased sources. T i

Lux Al adds a proprietary intelligence layer to the Al platforms your | il 1! i ﬂ“

teams already use, bringing decades of expert research, market
intelligence, and primary analysis directly into your workflow. Instead
of searching across countless sources, teams can access trusted
context alongside Al-generated responses.

ditionally .

+ Closed-loop systems with low-GWP refrigerants v helium, propane, nitrogen, CO) are preferred for Lux Sources

conditions enable a COP greater than 2

space-constrained sites.

Powered by more than 50,000 proprietary research assets, 20,000-plus
conversations with industry leaders, decades of innovation

intelligence, and cross-industry expertise spanning eight industries,
Lux Al helps organizations move beyond faster answers to better Learn More

decisions.

o
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MODEL CONTEXT PROTOCOL

How does Lux AI work?

Databases

Key takeaway: Lux Al uses Model Context Protocol
(MCP) to connect LLMs with trusted research, giving
innovation teams answers grounded in evidence.

LLMs are powerful, but they don't inherently know
whlch information is most releyant t.o your busmes.s. Query Relevant
Without trusted context, Al relies primarily on publicly research
available information, which can be flawed.

Lux Al addresses this challenge through MCP Query Query,
architecture. Rather than sending a prompt directly to research,
an LLM, every query first passes through the Lux MCP prompt
server. The server identifies the most relevant research @ — MCP —
from Lux’s proprietary knowledge base and combines
it with the user’s request before passing both to the User or — server ~
LLM. program
This process gives Al access to expert-backed

Response Response

intelligence the moment a question is asked.

o
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LOOKING AHEAD

The future belongs to contextual Al

Key takeaway: Competitive advantage will come from combining
human expertise with Al powered by trusted context.

Al will continue to become more capable, but innovation leaders
should resist the temptation to view it as an autonomous decision-
maker.

Its greatest value lies in helping organizations process more
information, identify stronger opportunities, and focus expert
attention where it matters most.

The next generation of innovation organizations will build systems
that combine:

Human judgment
Trusted research
Automated information management

Continuous learning

Ultimately, the goal isn't to generate more Al answers. It's to create
an innovation function that consistently makes better decisions
because it has access to better information, stronger context, and
the expertise needed to interpret both.
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About Lux .

Lux Research fuels innovators to not only imagine what's The “Lux Take" is trusted by innovation leaders around the
possible in the future but also operationalize innovation world, many of whom seek our advice directly before placing a
success in the near term. We deliver research and advisory bet on a startup or partner — our clients rely on Lux insights to
services to inspire, illuminate, and ignite innovative thinking Make decisions that generate fantastic business outcomes. We
that reshapes and grows businesses. Using quality data pride ourselves on taking a rigorous, scientific approach to
derived from primary research, fact-based analysis, and avoid the hype and generate unique perspectives and insights
opinions that challenge traditional thinking, our experts focus that innovation leaders can't live without.

on finding truly disruptive innovations that are also realistic
and make good business sense.

READ VISIT EMAIL CONNECT

http://www.luxresearchinc.com/blog/ www.luxresearchinc.com guestions@luxresearchinc.com LuxResearch
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