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Watching & 
Learning are more
   important than ever”

We are excited to 
welcome you to the 
first ever edition of 
De-Code: the OnTap 
Case Studies report 
from Untapped! 
This edition is 
focused on “Change 
Is In The Air” – 

reimagining problem-solving for a better 
future, which is detailed in the first edition 
of our Inspire Trends report. 

When it comes to developing better product 
and services, we know that our clients value 
using real market case studies from different 
categories to inspire their approach.  And 
right now, with complex and rapid change 
all around us, there has never been a more 
important time to learn from successful 
innovation examples that embody key 
trends and cultural shifts.

In each of these reports, we will take a 
closer look at in-market examples of products 
or services that connect to our key Inspiration 
Topic for the quarter.  We have collaborated 

with Innovation Specialist Kawai Cheng, 
to identify and analyse real market-place 
innovations.  We have looked at examples 
of innovation from larger corporates and 
identified 8 key elements from which 
lessons can be drawn and reapplied. We 
have also analysed dynamic start-ups who 
are pushing the boundaries of what’s 
possible for the future. 

We also know that our clients in larger 
corporates like to learn from start-ups, 
while start-ups often look for lessons from 
the established global companies. That is 
why we’ve extracted a “Knowledge Exchange” 
corner with key tips to transfer from these 
two worlds.  

Finally, we leave you with our top 
innovation take-outs - practical advice taken 
from the case studies that will help you to 
re-apply fresh thinking to your own projects, 
without a significant time investment.
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Digging deep to pull out the elements of innovation success

Looking outside at real market-
place innovations is a great source 
of innovation lessons.  But its 
important to examine the context 

of the case study and the factors for why 
its successful.  Our 8-point examination 
looks first at the context, understanding 
what impact the product/service has had 
and ensuring its not just a “fad” product.  It 
then continues to clearly identify the heart 
of the innovation, how it challenges 
category paradigms, how it meets human 
needs, what key technical or product 
features enable it to do so, how it connects 
with trends and how it’s designed to give an 
exceptional user experience. With this 
rigorous analysis, real lessons can be found 
to re-apply in other innovation projects.  

CASE STUDY 8-POINT 
EXAMINATION
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Identify the case 

study & credentials

What accepted 

“norm” of its category 

does this challenge?

What trend does this 

tap into or exemplify?

What features of 

the design or 

experience make it 

deliver something 

exceptional?

What exactly is 

the innovation?

What human needs 

does it address?

What is the enabler of this 

innovation (technology or 

service feature, or business 

model element)?

What innovation lessons 

can be extracted?

1
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3

4
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When looking at 
innovation in other sectors / 

businesses, this 8-step process 
will enable you with a rigorous 

analysis mind-set to find 
lessons you can reapply 

to your business.



CASE STUDY
ANALYSIS

Nestlé & Blockchain 
Technology

Case Study
What and why are 
we looking at this?

■ Nestlé implemented 
IBM’s blockchain 
technology platform 
in 2019 with brands 
like Mousline to 
provide supply chain 
transparency, done in 
partnership with 
Carrefour.

■ Carrefour saw a 
boost in sale 
 (Q4 2019 +3.1%)

■ Nestlé shortlisted 
for the IDC Digital 
Transformation 
Award in 2019.

Innovation
What is the actual 
innovation?

■ Food Trust, a 
blockchain-enabled 
data-sharing platform 
by IBM, connects 
participants across 
the food supply chain 
through a 
permissioned, 
permanent and 
shared record of food 
system data. 

■ Nestlé participated 
with Food Trust which 
allowed them to share 
the data with 
consumers by 
providing a QR code 
on their packaging.

Challenge
How is it different 
from anything else?

■ With blockchain 
technology, all parties 
- from shareholders 
and regulatory bodies, 
to retailers and 
consumers - can have 
access to the same 
supply chain data, 
providing true 
transparency.

Human 
Need/Pain 
Points
What human need 
does it address?

■ People are often still 
left feeling frustrated, 
sceptical or critical 
when it comes to the 
authenticity of the 
product information 
and brand 
transparency.

■ By giving access to 
every single detailed 
and unfiltered activity 
along the supply 
chain, Nestlé limits 
consumer scepticism 
and frustration.

Greater transparency in the supply chain boosting sales and trust



Nestlé & Carrefour 
recognised that 
consumers value the 
provenance of the 
ingredients in their 
food purchases

Trends
What big movement 
does this tap into?

■ Change is now: 
Consumers want to 
make a difference and 
want to buy  products 
that are manufactured 
and processed in an 
ethical way. 

■ Blockchain provides 
full transparency to 
consumers to help 
them make informed 
and sustainable 
decisions.

Innovation 
Enabler
What feature(s) 
made this innovation 
successful?

■ Nestlé’s partnership 
with retailers e.g. 
Carrefour allowed 
them to gather the full 
supply chain journey 
data - from 
distribution all the 
way to on-shelf 
placement

■ Working with IBM 
Food Trust - an 
award-winning 
platform praised for 
its detailed data 
aggregation and 
intuitive interface.

Key Features
What feature(s) made 
the experience 
exceptional?

■ Data for all: With all 
stakeholders having 
access to the same 
supply chain data, 
Nestlé has taken 
transparency to a new 
level as they managed 
to build real trust from 
retailers and 
consumers.

So What?
What can you learn 
from this?

■ Consider ways to 
share openly with 
your consumers 
about your processes, 
materials or supply 
chain.

■ Look into how you 
can implement 
blockchain or 
participate with IBM 
Food Trust network.

■ Identify the issues 
that are a growing 
concern in your 
category - is it ethical 
sourcing, 
sustainability, racial 
equality - and tackle 
them in a way that 
works for your brand.

While many smaller brands and producers have pioneered 
transparency efforts in supply chain and production, it has been 
harder for the bigger operators to really open up their more 

complex systems.  The partnership between Nestlé and Carrefour 
takes a big step in the right direction, and is another strong signal 
that transparency will become a new expectation for consumers.   
While consumer might not take the time to scan the QR code and 
look behind the product they are buying, its the knowledge that 
they can if they want that is reassuring and tells them that brands 
have nothing to hide. Suzanne Allers
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Partnerships can be very 
powerful to achieve higher 

levels of transparency and are in 
tune with consumers increasing 

desire for trust and 
openness from 

producers



CASE STUDY
ANALYSIS

Colgate 
Smile For Good

Case Study
What and why are 
we looking at this?

■ Colgate launched 
“Smile for Good” 
vegan-certified 
toothpaste in early 
2020 in the UK/EU 
(available under the 
brand Tom’s of Maine 
in the US later in 
2020).

■ Earned APR 
(Association of Plastic 
Recyclers) recognition 
for recyclability

■ 4.5* or above on 
Amazon (57 reviews)

■ 4.5 stars on Boots 
(222 reviews)

Innovation
What is the actual 
innovation?

■ The first of its kind 
vegan toothpaste that 
is health and 
environmentally 
friendly. 99.7% of the 
ingredients are natural 
and the toothpaste 
also comes in a tube 
made from high-
density polyethylene 
(HDPE) that is fully 
recyclable.

Challenge
How is it different 
from anything else?

■ Product: 
groundbreaking 
vegan toothpaste 
of which 99.7% of 
the ingredients are 
naturally derived

■ Ingredients: only 
uses a handful of 
ingredients which is 
listed on the Front of 
Pack (FoP) [vs the 
usual Back of Pack 
(BoP)], explaining the 
functionality of each 
ingredient.

■ Packaging: the tube 
is recyclable - Colgate 
discovered how to 
create a toothpaste 
tube from HDPE 
whilst still being 
‘squeezable’.

Human 
Need/Pain 
Points
What human need 
does it address?

■ Need for 
transparency: the FoP 
lists only a handful of 
ingredients and 
explains the purpose 
of each ingredient.

■ Health/
environmental 
consciousness: 
people feel reassured 
that they are reducing 
environmental impact 
and promoting 
kindness towards 
animals.

■ Effectiveness: 
people do not want 
to trade-off on 
protection when it 
comes to more 
natural products.

A first-of-its-kind vegan certified toothpaste



Consumers are looking 
to make more ethical 
purchases across all 
areas of their purchasing

Trends
What big movement 
does this tap into?

■ Change is now: 
consumers are 
looking to make a 
difference, big or 
small, to change 
culture and better the 
world they have 
inherited - from their 
day-to-day food 
consumption, to their 
personal care 
purchases. 

Innovation 
Enabler
What feature(s) 
made this innovation 
successful?

■ High-impact 
claim: ‘99.7% naturally 
derived’ draws 
attention and leaves an 
impact with consumers.

■ Challenging the 
norm: challenging the 
category norm by 
putting the ingredients 
list front of pack draws 
attention and signified 
transparency, building 
trust with consumers. 

■ Little to no 
compromise on 
performance: the 
toothpaste is effective 
and provides everyday 
protection for teeth.

Key Features
What feature(s) made 
the experience 
exceptional?

■ Sensorials: the 
toothpaste has a more 
natural texture and 
colour (transparent vs 
white or coloured).

■ Emotional buy-in/
company’s overall 
ethos: Colgate-
Palmolive’ committed 
to share the 
recyclable tube 
technology with other 
competitors to help 
establish a new 
standard that 
everybody can be 
a part of.

So What?
What can you learn 
from this?

■ Remind yourself 
what your category 
drivers are - is it 
performance and 
protection, and 
ensure the innovation 
will not force 
consumers to have to 
trade-off.

■ Challenge the 
category norm to 
signify that you are 
“making a difference”.

■ Align ethics within 
the organisation, 
brands and 
innovation: It tells a 
more powerful, 
credible story.

■ Elevate innovations 
through relevant and 
new sensorials.

Colgate have done a good job bringing their Smile For Good idea to 
life. This idea taps into many dominant market trends (vegan 
products, planet activism, change is now) and brings a genuinely 

different product to market. While there have been some fringe 
offerings from smaller brands in the past, this is one of the first major 
players in oral care to step up to the plate, look across their 
ingredients, sensory cues, packaging and delivery system to fully 
encompass the Smile For Good proposition without trading off with 
core category benefits. It will be fascinating to watch how far this 
ethos will spread across the wider Colgate portfolio.”  Deirdre Walters
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Look across your full 
delivery system to truly 

bring your idea to life. From 
artwork to sensorials and ingredients, 

Colgate identified a simple idea and 
followed it through with a 

series of different tools 
to bring Smile For 

Good to life



CASE STUDY
ANALYSIS

Patagonia Worn Wear

Case Study
What and why are 
we looking at this?

■ Worn Wear is 
program by Patagonia 
that helps consumers 
recycle their 
purchases in return 
for store credit. 
Thanks to initiatives 
like this, over 70% of 
Patagonia’s products 
are made from 
recycled materials.

■ Awards won: 
● UN Champions of 
the East Award in 2019
● Accenture Strategy 
Award for Circular 
Economy
● Multinational at 
the World Economic 
Forum in 2017

Innovation
What is the actual 
innovation?

■ Worn Wear is an 
online platform, or 
“Re-Commerce” 
website by Patagonia 
that offers various 
tools to customers to 
help them repair their 
Patagonia wear and 
gear and shows them 
how to recycle an 
item when it is 
eventually beyond 
repair. Shoppers can 
send their used items 
in the mail in return 
for store credit and 
other shoppers can 
buy it at a discount.

Challenge
How is it different 
from anything else?

■ Most, if not all, 
fashion and apparel 
businesses are out to 
do one thing: make as 
many new sales as 
possible. Though 
Patagonia is still driven 
by making revenue, 
the Worn Wear 
program manages to 
drive consumers to do 
both: buy new 
Patagonia wear (with 
store credit) and while 
also encouraging 
them to repair, 
recycle, and reuse the 
old, promoting a true 
circular economy.

Human 
Need/Pain 
Points
What human need 
does it address?

■ Consumers want to 
live more sustainably 
- but it is not always 
as easy: 88% of 
consumers said they 
wish “brands would 
help them be more 
environmentally 
friendly and ethical in 
their daily life”*. 
Patagonia recognised 
this need and has 
created Worn Wear 
that makes it easy and 
simple to participate 
in a circular economy.

Aiming to reduce the environmental impact of clothing by 
working with customers to extend the life of their garments

Fix it from home: 
Patagonia bringing 
Worn Wear to their 
audience at events

Breathing new life into old 
at the Patagonia Repair 
Center in California. The 
Repair Center currently 
keeps upward of 50,000 
pieces out of the landfill, 
putting them back out into 
circulation for more use

* www.forbes.com/sites/solitairetownsend/2018/11/21/consumers-
want-you-to-help-them-make-a-difference/#7f7a991e6954



Trends
What big movement 
does this tap into?

■ Change is now: 
The consumer of 
today wants to feel 
empowered and to 
make a difference. 
Patagonia taps into 
this by helping 
consumers take 
control of their 
purchasing and 
consumption habits 
and contributing to a 
circular economy.

Innovation 
Enabler
What feature(s) 
made this innovation 
successful?

■ Step-by-step 
guidance:  Simple 
and easy-to-
understand and 
navigate website 
with step-by-step 
guidance on how 
to recycle, reuse 
and repair.

■ Rewards: 
Provides consumers 
with store credit and 
therefore an incentive 
to participate.

Key Features
What feature(s) made 
the experience 
exceptional?

■ Circular economy:
The ability for 
consumers to recycle, 
receive store credit, 
and purchase new or 
reused wear, all in one 
place, is ground-
breaking in the 
clothing industry.

■ Trust: This effort 
shows that Patagonia 
truly cares about 
giving customers the 
most from their 
purchases and 
adhering to their 
values, rather than 
bringing in more 
revenue, building trust 
and customer loyalty.

So What?
What can you learn 
from this?

■ Consider ways your 
brand/company can 
help make it easier for 
consumers to recycle 
or live a more ethical 
lifestyle. 

■ Identify products 
within your portfolio 
that can participate in 
a circular economy 
and make it accessible 
for your consumer.

■ Look at whether 
you can afford to 
place “revenue 
generation” as a 
second priority, 
“sustainability” as 
a first. 

Untapped has been following the fashion industry’s sustainability efforts for a while 
and Patagonia is clearly one of the trailblazers.  Many high street retailers have been 
offering clothes recycling drop off points in their stores for some time, started by 

M&S’s take back ‘shwopping’ scheme in 2008. We conducted a ‘Clothes Take Back 
Scheme’ audit amongst high street retailers in London last year and found H&M to 
be leading the way, but practices across brands and stores are inconsistent and 
can sometimes be construed as ‘green-washing.’ Few brands beyond those in 
premium / luxury fashion have ventured into repair schemes. This important 
Worn Wear initiative by Patagonia is a step away from the throwaway nature of 
fashion towards longer lasting and better quality garments.”  Sally Kemkers
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Consumers are 
increasingly perceiving 

many light-touch sustainability 
efforts as ‘green washing’ and are 

aligning themselves with 
brands like Patagonia, 

that appear to 
genuinely 

care



CASE STUDY
ANALYSIS

IKEA Sammanlänkad

Case Study
What and why are 
we looking at this?

■ Sammanlänkad 
is series of solar 
gadgets for everyday 
use, designed in 
collaboration with 
Little Sun and world 
famous designer 
Olafur Eliasson, 
scheduled for 
launch in 2021.

■ Project is covered 
by numerous 
acclaimed innovation 
media platforms 
such as Dezeen, 
DesignBoom and 
Fast Company.

■ Little Sun’s previous 
project has provided 
energy to more than 
1.1 billion peoples 
homes.

Innovation
What is the actual 
innovation?

■ The products 
include a solar panel, 
which pairs with a 
lamp and phone 
charger that can be 
modularly 
rearranged. The 
beautiful solar panel is 
designed in a way so 
that it can be stuck to 
a window using 
suction cups, or 
simply placed either 
outdoors or indoors in 
order to absorb 
sunlight.

Challenge
How is it different 
from anything else?

■ Solar energy is no 
longer groundbreaking 
technology, but IKEA 
and Little Sun are 
taking sustainable 
energy to a new level 
by making it available 
in IKEA and therefore, 
accessible to all.

■ The designs of 
these products are 
also beautifully 
designed so that it is 
not just an energy 
source, but also a 
statement piece in 
your home.

Human 
Need/Pain 
Points
What human need 
does it address?

■ Consumers are 
often reluctant to go 
out of their way to 
make sustainable 
choices. By 
commercialising solar 
panels for everyday 
consumers and 
providing extensive 
distribution through 
their stores, IKEA is 
able to make solar 
technology an easily 
accessible consumer 
product.

Meaning connected in Swedish, a product range developed 
by a collaboration between Ikea and Little Sun



Ikea worked with Little 
Sun, tapping into a 
consumer desire to live 
a more sustainable life

Trends
What big movement 
does this tap into?

■ Change is now: 
there is a desire and 
need amongst new 
generations to do 
things differently, find 
ways to live more 
sustainably, and utilise 
resources that are 
given to us in 
abundance such as 
solar energy.

Innovation 
Enabler
What feature(s) 
made this innovation 
successful?

■ Ease of use: with 
famous IKEA 
guidelines and 
handbooks, the 
product is easy to 
install and use.

■ Flexibility: in 
typical IKEA fashion, 
the range of products 
are modular and can 
adapt to fit anyone’s 
home and 
personal style.

■ Collaboration with 
designer: driving 
media attention and 
consumer desire.

Key Features
What feature(s) made 
the experience 
exceptional?

■ Beautiful design: the 
solar system-inspired 
designs make this 
product desirable for 
the home. This 
attracts consumers 
who may not be 
sustainability die-
hards and makes the 
product more 
enjoyable.

So What?
What can you learn 
from this?

■ Consider 
sustainable 
innovations within 
your portfolio that is 
still aesthetically 
pleasing to elevate the 
product.

■ Make the product 
accessible for the 
everyday consumer 
by providing 
extensive distribution 
and easy of use.

We don’t always have to look at the latest and 
greatest – at times, we just need to look at existing 
products – and bettering it by looking at existing 

human pain points and desires. Solar panels have never been 
“pretty” or accessible – so why not make them pretty and accessible? 
I wish I had thought of that myself. Kawai Jenkin-Cheng
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Consider 
collaborating with 

another provider to design a 
Minimum Viable Product (MVP) 

together. While Little Sun held the 
solar expertise, IKEA understands 

people’s homes and has the 
distribution network 

to reach them



How plant upcycling works

Atomo’s Molecular Coffee 
When business and food science combine for a more sustainable brew

Due to climate change, 
many coffee bean 
plantations will be forced 
to move to cooler areas, 

resulting in further deforestation. 
Atomo has invested in technology 
and formulation to build a great cup 
of coffee - without the bean, without 
plantations and therefore, better for 
the environment. They reverse 
engineered the aromatics, body, 
colour, taste, and caffeine of coffee 
using a mixture of compounds to 
replicate the coffee experience.

Co-founder Jarret 
quality checking the 
first Atomo espresso

Atomo use modern 
artwork and a fun tone 
of voice as part of their 
brand positioning

Co-founders Jarret 
(left) and Andy (right) 

The upcycled grounds

START-UP SNAPSHOTS
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Touchless sunscreen for everyone, everywhere

Founder & CEO 
Sophia Hutchins

The Lumasol 
starter kit

The compact design 
allows for easy 
on-the-go application

Lumasol
A lightweight, invisible, everyday sunscreen spray, with an added alert for 

 the user when reapplication is required

Every year, over 130k people 
are diagnosed with 
melanoma, a highly 
unaddressed health issue. 

Lumasol wanted to address this and 
launch a fast-absorbing, broad-
spectrum SPF 50 mist that blocks 
98% of UV, packaged in a compact 
bullet which was inspired by the 
fragrance industry. Both the 
high-tech pack and the accompanying 
wristband changes colour to let the 
owner know it is time for another 
spritz, habituating reapplication.
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Knowledge In this section, we 
explore lessons 

that can exchange 
between the 

approaches of the 
corporate and the 
start-up worlds

exchange

What Corporates Can Learn 
From Start-Up Examples
■ Sometimes you have to look at your category from the 
ground up: like Atomo challenge yourself to think about 
how you could approach your end product with no 
pre-suppositions. If you were liberated from legacy, 
how would you do things differently to get to 
a better place for people and the planet?

■ Sometimes it’s better to invest in design 
that supports habits than incremental 
product performance: Lumasol doesn’t go 
after “even better SPF”, but delivers a better 
outcome with a great product coupled with 
excellent design features (such as a luxury pack, 
interactive wristband) that drive positive habits.

■ Practise trying on a less serious tone of voice in your 
ideation through to concept development. While product 
development carries serious implications for new capital 
or communication investment, sometimes this  
responsibility can limit creativity, especially early 
on in the development process.

What Start-Ups Can Learn 
From Corporate Examples
■ The Power of Partnerships: Nestle partnered with both 
Carrefour and IBM to deliver their blockchain innovation in a 
meaningful way to consumers.  It’s important to look at how 
all stakeholders in the consumer’s journey with your product 
can play a role in delivering a better experience.

■ Work to ensure your consumers really don’t have 
to trade-off for a better, more ethical product – like 
Colgate, ensure the fundamentals are delivered, and that the 

sensorial experience really signals the change 
with your product

■ Keep it streamlined: Everlane only do 
basics, but do them differently, and keep 
their messaging very streamlined for 

maximum impact.

■ Don’t underestimate the power of making simple ideas 
more accessible – IKEA’s solar-powered products are so 
simple to implement and pleasingly designed that consumers 
simply want to make the right choices

14



The

workbook
DE-CODE

Top tips and practical advice

Th

e Untapped

Top-Tip 1
It’s time to open up with your 
consumers / users – whether 
through complex blockchain 
technology or simple 
ingredient labelling, integrity 
is eveyrthing.

Top-Tip 2
Don’t ask consumers to 
trade-off between the “good” 
product and the effective or 
pleasing one – do both. 

Top-Tip 3
New sensorial experiences 
are a powerful signal of real 
change and can help mark out 
your products as a departure 
from the “old ways”

Top-Tip 4
Consumers are open to 
radical reinvention and 
change – truly examine 
how you could do things 
differently from the 
ground up.

4
Our top tips and take-aways 

from this quarter

Practical questions to ask

■      How can you share your process or supply chain 
more openly with your consumers/users?

■      Could you implement blockchain technology?  
How could it help your consumer/user?

■       Have you fully identified the issues that are a 
growing concern in your category?  How might you 
tackle them?

■      Do you really know your category drivers and what 
consumers will not trade-off?

■      Do you know how to signal the change you’re 
making through your experience sensorials?

■       Is your messaging and product portfolio really 
streamlined against the core principle and benefit to 
your users?

■      Have you made your “better” product simple and 
accessible for your user?

■      Have you created a design that delights so people 
will just “want” to make the positive choice to use it? 

■       Are you holding onto legacy approaches (the way it’s 
always been done)?  What paradigms about your 
category (coffee must some form a bean) could be 
holding back a better way?

■      Are you helping consumers/users form positive 
habits through your proposition design?

15



16

Find our latest 
updates on LinkedIn 
Untapped Innovation


