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MOVING FROM AN IDEA 
TO PRODUCTION

ANOUK DANTUMA



WHAT I WILL TALK ABOUT TODAY

€

Design thinking
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Idea generation
Concept 

development
Business 

cases
Detailed
design

Testing & 
validation

Market 
introduction

PRODUCT DEVELOPMENT PROCESS

- Market research
- Define target group
- List of requirements
- Feature design

General ideation on 
how to solve a problem

- Consumer testing
- Final decisions related
to design, marketing, 
selling prices, etc.

- Detail design & specs
- Material choices
- Production methods
- Prototyping

- Concept description
- Relevance/benefits
- Marketing strategy
- Cost breakdown

- Brief sales & distribution
- Detailed launch plan
- Review market 
performance
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PRODUCT DEVELOPMENT PROCESS

- Market research
- Define target group
- List of requirements
- Feature design

General ideation on 
how to solve a problem

- Consumer testing
- Final decisions related
to design, marketing, 
selling prices, etc.

- Detail design & specs
- Material choices
- Production methods
- Prototyping

- Concept description
- Relevance/benefits
- Marketing strategy
- Cost breakdown

- Brief sales & distribution
- Detailed launch plan
- Review market 
performance

(Fuzzy) front end

Often referred to as 
the R&D project

Most of how the product will look in the end is decided here!
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STAGE 2:
CONCEPT DEVELOPMENT
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CONCEPT DEVELOPMENT

Composing a more concrete image based on an idea, 
by putting the idea in context of use situations and competitors
and elaborating on how the different functions can be fulfilled.
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Who are my competitors?
- How does their product work?
- In which situations is it being used?
- How much does it cost? How is the cost/quality ratio?
- Who are the users of these products? 
- What are the experiences of users with these products? Any strong likes/dislikes?
- Are there any intellectual property rights to take into account?

CONCEPT DEVELOPMENT: 
MARKET RESEARCH
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CONCEPT DEVELOPMENT: MARKET 
RESEARCH

• How does your idea stand out?
₋ Improved functionality

₋ Easier to use

₋ Better looking

₋ Cheaper

₋ Different use situations

₋ Different target group

₋ etc.
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CONCEPT DEVELOPMENT: 
DEFINE TARGET GROUP

To whom would the innovation be appealing? Who would benefit?
Who are the people/companies I want to convince?
- Consumers: 

- Who are they? – age, gender, religion, how were they raised?
- What is their life like? Where do they live, with whom? Do they work? What are their habits?
- What do they like/dislike to do? What do they find important in life?
- What are their opinions about people, things, ideas, organisations, situations, etc.

- Companies: 
- What does their business consist of? What is their role in the value chain?
- What is their profitability based on?
- How do they position themselves? What do they find important? (i.e. customer service, fast delivery, high 

quality, sustainability, etc.)
- Which issues are they facing? 

How can they be reached and convinced?
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CONCEPT DEVELOPMENT: TARGET GROUP
- PERSONAS
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CONCEPT DEVELOPMENT: 
LIST OF REQUIREMENTS

- What is needed to be functional for the targeted application?

- What is needed to appeal to/be usable by target group?

- What is needed in terms of ergonomics/safety?

- What is needed to be producible? Which processes are available?

- What is needed to meet with legislation?

- What is acceptible in terms of costs?

- What is needed to be sustainable?
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CONCEPT DEVELOPMENT: 
FEATURE DESIGN

• Morphological chart: 1. Define the features you
want to develop ideas for. 
Place them in the first 
column.

2. Think of different solutions
for each feature. Place
them in the corresponding
rows.

3. Pick one from each row to
compose your concepts.
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CONCEPT DEVELOPMENT: FEATURE DESIGN

Imagine potential uses

 Scenarios
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STAGE 3:
BUSINESS CASES
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BUSINESS CASES

A Business Case is a report or summary meant to convince the 
reader of why an idea or concept is sensible and is worth 

investing (money or time) in. 

It can be considered as a proposal for continuing the R&D project, 
but also functions as a guideline for the further development (as 

it shows the weaknesses as well).
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BUSINESS CASES: STEEP

SOCIAL
Consumer behavior, lifestyles, values, needs/desires, acceptance, perceived safety, etc.

TECHNOLOGICAL
Materials, production processes, dimensions, functionality in different use situations (incl
unintended), reliability, end-of-life options, etc.

ECONOMICAL
Availability & reliability of suppliers, IP-rights, expenses & revenues, selling price vs added 
value/benefits, marketing strategies, etc.

ECOLOGICAL
Sustainability; emissions, end-of-life, LCA’s, circularity, biobased content, etc.

POLITICAL
Related governmental topics such as legislation, sustainability goals, etc.
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BUSINESS CANVAS MODEL Source: 
businessmodelgeneration.com
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BUSINESS CANVAS MODEL: 
CUSTOMER SEGMENTS

For whom are we creating value?
Who are our most important customers?

Mass market / Niche market, Segmented / Diversified, 
Multi-sided platforms
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BUSINESS CANVAS MODEL: 
VALUE PROPOSITIONS

What value do we deliver?
Which problems are we helping to solve?
What bundles of products and services are we 
offering?
Which needs are we satisfying?

Newness, performance, customisation, getting the job done, 
design, brand, status, price, cost reduction, risk reduction, 

accessibility, convenience, usability
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BUSINESS CANVAS MODEL: 
CHANNELS

Through which channels do our customers want to
be reached?
How are we reaching them now?
How are our channels integrated? 
Which ones work best / are most cost-efficient? 
How are we integrating them with our customer 
routines?

Awareness, evaluation, purchase, delivery, after sales
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BUSINESS CANVAS MODEL: 
CUSTOMER RELATIONSHIPS

What type of relationship does each of our customer 
segments expect us to establish and maintain with
them?
Which ones have we established?
How are they integrated with the rest of our business 
model?
How costly are they?

Personal assistence, Dedicated personal assistance, Self-
service, Automated services, Communities, Co-creation
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BUSINESS CANVAS MODEL: 
REVENUE STREAMS

For what value are our customers really willing to pay? 
For what do they currently pay?
How are they currently paying? 
How would they prefer to pay?
How much does each revenue stream contribute to
overall revenues?

Fixed/dynamic pricing, Asset sale, Usage fee, 
Lending/renting/leasing, Licensing, Advertising
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BUSINESS CANVAS MODEL: 
KEY RESOURCES

What key resources do our value propositions / 
distribution channels / customer relationships / 
revenue streams require?

Physical, Intellectual, Human, Financial
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BUSINESS CANVAS MODEL: 
KEY ACTIVITIES

What key activities do our value propositions / 
distribution channels / customer relationships /
revenue streams require?

Production, Problem solving, Platform/network
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BUSINESS CANVAS MODEL: 
KEY PARTNERS

Who are our key partners? 
Who are our key suppliers?
Which key resources are we acquiring from partners?
Which key activities do partners perform?

Optimisation and economy, Reduction of risk and 
uncertainty, Acquisition of particular resources and activities
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BUSINESS CANVAS MODEL: 
COST STRUCTURE

What are the most important costs inherent in our 
business model?
Which key resources are most expensive?
Which key activities are most expensive?

Cost driven / value driven business, Fixed / variable costs,
economies of scale / scope
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STAGE 4:
DETAILED DESIGN
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DETAILED DESIGN
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Working out all the details of a conceptual design, to make 
it ready to be taken into production. 

Typically, the detailed design phase is very iterative with 
the testing & validation phase as it continues until the 

design meets all requirements.
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DETAILED DESIGN

Conceptual
Design

Production
methodsMaterials

Detailed 
design

Characteristics:

- Highly iterative

- Often involves 
many disciplines

- Lots of testing
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MATERIALS

Different materials = different properties, possible shapes, production methods & costs
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MATERIAL CHOICES

General properties of different materials:
Gas & 

moisture barrier UV-barrier
Temperature

resistance Static load Cushioning

Glass Yes
Green/brown

glass only
High, sterilizing No problems No

Metals (steel & 
aluminum)

Plate & foil: yes
Metallized: 

limited
Excellent High, sterilizing

Used to get rid
of static load

For heavy 
products

Plastics Depends on type
Depends on 

colour & 
thickness

Depens on type
Forces static

load
Expanded 

plastics

Paper & board Permeable
Depends on 

colour & 
thickness

High, not under
humid

conditions

Forces static
load in some

cases

Corrugated, 
honeycomb, 
molded fibre
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PRODUCTION METHODS: PLASTICS
Extrusion molding/casting (3D/2D) Thermoforming

Lamination

Extrusion blow molding

Printing SealingBlown film extrusion
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PRODUCTION METHODS: PAPER & BOARD

Conversion

Steam

Electricity

Water

Fibers

Idea generation
Concept 

development
Business 

cases
Detailed
design

Testing & 
validation

Market 
introduction

COST FP1405 Training School − 25 September 2018



PRODUCTION METHODS: PAPER & BOARD

• COST FP1405 Training School − 25 September 2018

Lamination Printing

Creasing Die-cutting Glueing
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PRODUCTION METHODS
Where in the process to add your active/intelligent components?

Conversion

Steam

Electricity

Water

Fibers

In paper pulp

Surface treatment: 
paper production

Surface treatment:
During conversion

 Every option has different possibilities & effects
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PRODUCTION METHODS

Design for Manufacturing (DFM) = thinking of producibility already 
early in the design process. It is important, because it can help to:

− ensure that the design can be produced using existing equipment

− lower the amount of design iterations required to make the 
product suitable for production

− speed up time to production

− simplify the design, thereby increasing quality

− lower development and production costs (= increased profitability)
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PRODUCTION METHODS: EXAMPLES

Project:

Active packaging papers to eliminate 
Botrytis Cinerea mold in flowers during 
transport

Active components added to the paper in 
the paper mill itself (not in conversion)
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PRODUCTION METHODS: EXAMPLES

max.
30°C!

Paper mill drying section

Up to 120°C

Carrier

Essential
oils

Encapsulation of EO’s
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Essential oils
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PRODUCTION METHODS: EXAMPLES

Sulphite-based active 
component

Unknown 
substances in 
process water 

 acidic conditions 
= DANGER!
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PRODUCTION METHODS: EXAMPLES

Possibility to bypass production-related
difficulties

Every layer another active/intelligent 
functionality

Apply active/intelligent functionality only
in one layer = cost-friendly

Lamination = several layers
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Reduce & reuse
Use as little as possible to minimize impact and/or attempt to use recycled materials in your design

Design for disassembly & recycling
Design so that your packaging can be disassembled for separate recycling of components. For proper recycling it is 
best that all materials used are pure; so no composites or laminates that can’t be taken apart!

ECODESIGN

Idea generation
Concept 

development
Business 

cases
Detailed
design

Testing & 
validation

Market 
introduction



DETAILED SHAPE DESIGN: 
`FUNCTIONAL DETAILS

ClosuresMaterial thicknesses
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DETAILED SHAPE DESIGN: USABILITY

Usability = ensuring a product is 
usable by the target group.

For packaging this means that it can 
be opened:

− in a logical/intuitive way 

− safely

− without damaging the product

− preferably without tools 

− with as little actions as possible.

 Ergonomics play a key role!
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DETAILED SHAPE DESIGN: APPEAL & 
RECOGNITION

• Color & shape are very important for recognizing a product!
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DETAILED SHAPE DESIGN: 
APPEAL & RECOGNITION
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Color & shape can thus be used to stand out… …but not in all cases!
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DETAILED SHAPE DESIGN: DIMENSIONING

Preparation for prototyping & production
Include tolerances

Consider secondary & tertiary packaging 
 collomodule system; properly stacked 
pallets result in less damage during transport

Idea generation
Concept 

development
Business 

cases
Detailed
design

Testing & 
validation

Market 
introduction



STAGE 5:
TESTING & VALIDATION
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TESTING & VALIDATION

Testing the design to evaluate its usability, consumer
appreciation as well as technical functionality (i.e. 

barrier properties). 

The goal is to identify possible errors so that the
design can be adapted before product launch.

Idea generation
Concept 

development
Business 

cases
Detailed
design

Testing & 
validation

Market 
introduction

COST FP1405 Training School − 25 September 2018



TESTING & VALIDATION
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Communication
is

key!
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STAGE 6:
MARKET INTRODUCTION
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MAKE MONEY!
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THANK YOU!
ANY QUESTIONS?

ANOUK DANTUMA

anouk.dantuma@schutpapier.com

+31 317 319110 
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