
Deep Innovation:
Re-Collagen
Leather Renewal ♻



Product Vision & Value
Proposition

The Future of Luxury Material: Re-Collagen envisions a world where waste is not

merely minimized, but engineered back into the supply chain as a critical, high-

value input. The resulting "New Leather" is chemically optimized and

structurally perfected, surpassing virgin hides in consistency and traceability.

Unique Selling Points (USPs): This material offers brands an unprecedented

blend of eco-consciousness and performance. Key USPs include: a verified 90%

+ reduction in water usage compared to conventional tanning; exceptional

material uniformity for high-precision manufacturing; and a verifiable, circular

sourcing story that fulfills stringent ESG reporting requirements.

Aspirational Design Element: Imagine a luxury handbag carrying not just

prestige, but a zero-waste legacy—a soft, durable, beautiful material born from

sustainable chemistry, making traditional, resource-intensive leather processes

feel obsolete and unsustainable.
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Consumer & Market Impact

Persona 1: The Sustainable Luxury Brand Sourcing Manager (B2B Client)

Pain Point: Pressure to meet aggressive sustainability targets without

compromising material quality or supply chain reliability. High demand for

traceable, low-impact materials that satisfy conscious consumers.

"This would save me hours every week navigating conflicting material

certifications. Re-Collagen offers quality and a guaranteed eco-story."

Persona 2: The Conscious Millennial Consumer (End User)

Pain Point: Desire to purchase premium goods but feeling guilt over the

environmental and ethical costs associated with conventional leather

production. Seeking alternatives that align with their zero-waste lifestyle.

"This feels like something from the future—a way to enjoy luxury goods

knowing they actively cleaned up waste instead of contributing to it."

Persona 3: The Tannery Operations Director (Non-Obvious Partner)

Pain Point: Massive costs associated with leather scrap disposal, storage, and

regulatory compliance for industrial waste streams. Looking for solutions that

turn liability into potential revenue.

"We generate tons of high-collagen waste that currently costs us a fortune to

manage. Turning it into a revenue stream while reducing environmental

liabilities is a game-changer."

Early Use Cases: High-end accessories (wallets, small leather goods), fashion

footwear, and interior trims for sustainable automotive concepts.
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Feasibility Assessment

Technological Readiness Level (TRL 4): Component and/or breadboard

validation in a laboratory environment.

Explanation: The core concept—breaking down collagen fibers into a paste and

reconstituting them—is based on known material science. However, the specific

chemical and mechanical processes required to ensure premium quality,

durability, and scalability for a proprietary “New Leather” product still need

rigorous lab-scale validation.

Next Stage (TRL 5): Component and/or breadboard validation in a relevant

environment. This involves scaling up paste creation and reconstitution into

small sheets using commercial-grade pilot equipment.

Business Readiness Level (BRL 3): Business Concept Development.

Explanation: The market need (circularity, waste reduction) is clearly identified,

and a strong value proposition has been formulated. Initial high-level business

models (B2B material supply) are sketched out, but pricing structures, key

partnerships with waste suppliers (tanneries), and IP strategy are not yet

defined or validated with potential customers.

Next Stage (BRL 4): Validation of Business Model Hypotheses. This requires

securing Letters of Intent (LOIs) from potential luxury brand clients and

conducting thorough cost analysis of the proposed recycling process versus

market price for premium leather.
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Prototyping & Testing
Roadmap

Phase 1: Lab-Scale MVP (0–6 Months): Focus on developing the proprietary

collagen paste formulation and optimized reconstitution method. Produce small

A4-sized sheets of "New Leather" for initial mechanical testing (tensile strength,

abrasion resistance) against conventional premium leather benchmarks.

Phase 2: Pilot Plant & Targeted Field Trials (7–15 Months): Establish a small-scale

pilot facility capable of processing 1 ton of scrap per month. Engage 3–5 early

adopter luxury brands to produce small accessory items (wallets, keychains).

Conduct iterative refinements based on brand feedback regarding material feel,

dye uptake, and cutting efficiency.

Phase 3: Parallel Business Model Validation (Ongoing): Simultaneously, validate

the optimal B2B pricing model (cost-plus vs. premium sustainable pricing),

securing exclusive waste supply agreements, and establishing IP protection

around the reconstitution chemistry. Ensure the supply chain scales in tandem

with production capacity.
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Strategic Launch & Market
Integration

Strategic Partnerships: Target partnerships with global luxury conglomerates

(e.g., Kering, LVMH) through their sustainability divisions, positioning Re-

Collagen as a guaranteed pathway to meeting their scope 3 emissions

reduction targets. Collaborate with leading tanneries to secure high-volume,

consistent feedstock supply.

Pilot Programs & Incentives: Offer exclusive initial production runs and co-

branding opportunities for the first five luxury brands that commit to using Re-

Collagen for a flagship sustainable collection. Emphasize the verifiable

traceability story for their marketing campaigns.

Distribution Channels: Primary focus on B2B material sales, delivered directly to

luxury brand manufacturers. Future potential for B2C marketplace integration

by selling certified material swatches to artisans and small businesses.

Macrotrend Integration: This innovation is perfectly aligned with the global shift

towards the Circular Economy and Sustainable Consumption. Re-Collagen

doesn't just reduce waste; it elevates it into a premium material category,

positioning it as an integral component of the future "material as a service"

economy.

Next Step: Initiate R&D contracts with specialized material science labs to

validate the TRL 4 hypothesis and refine the proprietary collagen paste

breakdown methodology.
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