
Executive Summary 
 

The IKEA Ingka has always been highly consumer and society centered focusing on 
the right form, function, quality for low prices in a quest to create better lives for 
people. This vision has led IKEA to become the market leader within sustainability. 
To emphasize their sustainable agenda, IKEA has recently presented the goal of 
becoming climate positive and circular by 2030. 
 

However, the target’s ambitious and complex nature is the first big challenge that 
IKEA faces. Secondly, the furniture industry has experienced strong trends towards 
e-commerce. The 2nd big challenge is a large decrease in impulse sales which is the 
effect of increasing ecommerce sales. Lastly, the third challenge is to sustainably 
activate the Idealist customer segment, it represents a big opportunity to increase 
sustainable sales. Nevertheless, the group has low willingness to change existing 
behaviour if it is not convenient and affordable. 
 

Introducing the CCC Strategy 

 

To mitigate the challenges presented and reach IKEA’s goal we propose a 3 legged 
strategy, the CCC strategy; to Create Circular Commitments. To activate the Idealist 
consumer and to incentivize impulsive sales we will (C)reate a virtual IKEA store, 
enabling IKEA to sell more sustainable products through the creation of a lock in 
effect and low entry barriers for Idealist customers. 
 

Additionally, to achieve circular economy and to further incentivize the Idealist 
customer we propose to improve the Buy-Back initiative and create more (C)ircular 
opportunities. We want to implement a C2C matching function for furniture as well as 
enable a fully online experience. The online nature of the initiative allows for a larger 
total addressable market which increases likelihood of a resold furniture, thereby 
prolonging the product life cycle. The initiative will also increase the total amount of 
resold furniture. 
 

To ensure the success of our strategy we want to enable sustainable (C)ommitments 
among our customers. This will be ensured through a social campaign increasing 
awareness and different incentive schemes  such as Ecotokens, sustainable tracking 
and a tree planting scheme. 
 

The strategy will result in a CAGR top line growth of 4.54% in the forecast period and 
1.82 million tons CO2e reduction per year by 2026. Lastly, ~300 million Idealists in 
Europe and North America are given a sustainable convenient choice. 
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By implementing the CCC Strategy, IKEA will move towards their goals of being climate positive 
by 2030 with an annual emission reduction of 1,82m tons by 2026

How can IKEA utilize 

both new and existing 

circular initiatives in 

our retail operations 

to make sustainable 

choices easier and 

more convenient for 

the many customers”

Solution ImpactQuestionSituation

IKEA har been a company with a vision since 

founded by Ingvar Kamprad in 1943

1)

With the launch of their People & Plant 

strategy in 2012 IKEA has established 

themselves as a frontrunner with the goal to be 

100% climate positive by 2030

2)

However, while over 70% of customers are 

concerned about the climate its hard for them 

to take the leap and act

3)

Furthermore, it is a very challenging task for 

IKEA to reach the goal of a net positive impact 

4)

CREATE
The virtual reality 

store will help create 

convenient ways for 

customers to be 

sustainable 

CIRCULAR
The extended buy-

back function will 

allow customers to 

be involved in the 

circular process

COMMITMENT
The commitment 

initiative will help 

motivate and nudge 

customers towards 

sustainability

C

C

C

Top-line 

CAGR of 

4,54%

Annual 

emission 

reduction 

of 1,82m 

tons by 

2026

~𝟑𝟎𝟎
million 

idealists 

exposed to 

initiatives 

by 2026
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Sources: Case Material

IKEA has set a very ambitious target to be carbon positive by 2030, and although their core 
values and focus area drive toward their sustainable goals, they face a big challenge

Taking a deeper look at the five dimensions Current focus strives towards sustainability but… 

Even as IKEA have managed to become a sustainable first 

mover, the 1st Key Challenge for IKEA remains how to reach 

a net positive impact 

Quality, ensuring 

high value for money

Sustainability, finding 

viable long-term solutions
Low Cost, fitting 

people’s wallets

Function, providing 

pleasure at home

Form, shaping 

beauty and better 

lives

People, the IKEA Ingka Group has ensured the 

right form, function, quality and low prices, which 

have created a better life for many individuals

Positive, these many efforts have helped IKEA 

reduce its carbon footprint from 26.9m tons in 2018 

to 21.2m tons in 2020 and become more 

sustainable

Planet, with optmization of the supply chain and 

innovative initiatives, IKEA have postioned itself as 

a sustainable frontrunner in the industry
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…But this has resulted in a decrease in impulse sales, a 

contributing factor to the decrease in net sales in 2020.
E-commerce at IKEA been growing steadily for several 

years at a CAGR of 30.9%...

Source: Ecommercedb.com, 2021. WARC Marketers Toolkit, 2021. Case Material, The Guardian, 2018.  

A second challenge is that IKEA is facing decreasing impulsive purchases due to increased E-
Commerce sales, partly due to Covid-19

IKEA eCommerce Net Sales €Million

In the past, many have visited IKEA to browse, but 

today, people visit IKEA for targeted purchases     

(…)impulse sales have gone down 
IKEA, 2020

of IKEA sales are impulse 

sales. Thus, to maintain 

profitability IKEA must 

enable impulse purchases 

online. 

60-80%84%

Of retailers agree that 

eCommerce is here to stay. 

Suggesting that Impulsive 

sales will continue to 

decrease 

2nd Key Challenge for IKEA is that impulse sales are decreasing, which constitutes a paramount part of their revenue. 

This due to the targeted purchases nature of eCommerce, a trend that is only continuing.   
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Sources: Case Material 

To increase sustainable sales IKEA should target the Idealist consumer, however, to increase 
sustainable behavior in this segment is easier said than done, creating a new unforseen challenge

02 

01

03

04

Idealists believe that they can have a 
positive impact but take no 
sustainable action at the expense of 
their current lifestyle. 

Look towards technology and 
innovative solutions to make the 

sustainable change for them

Countries like Germany, Sweden, 
Denmark and Japan have higher than 
average proportion of Idealists

The Sceptic The Idealist The Supporter

Age group

Willingness 

to act 

sustainably

% of total 

consumer 

base 

Convenience 

inclined

26% 34% 40%

18-2424-5555+

HighLow HighLow HighLow

HighLow HighLow HighLow

By targeting the Idealist consumer segment IKEA will 

be able to capture 74% market as the supporter will 

follow naturally.

Which consumer segment shows the highest potential? Who is the Idealist, and what do they value?

Inclined to using easy to use 
convenient solutions, sustainability 
should not come at the expense of 
anything else

Due to the low willingness to actively engage in sustainable change among the Idealists, 

the 3rd Key Challenge is to sustainably activate the Idealist customer segment.

Success in this area is vital to achieve IKEA’s goal of a net positive environmental impact. 
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By focusing on virtual stores, circular economy and sustainable awareness IKEA can 
overcome these challenges and continue their sustainable journey

Deloitte 2020, McKinsey 2013, 

We identified three challenges Which Solution Initiatives to Pursue?

These solutions will increase 

sustainability while improving 

convenience 

High

S
u

s
ta

in
a

b
le

 I
m

p
a

c
t

High

Feasibility

Low

Low

Partnership to create 

reused retro line

Improving buy-back function

Having a circular economy, 

stimulates technological 

innovation, and can increase 

resource productivity by 3%

Virtual stores

A study from Deloitte stated, 

“We will get to a point where 

you cannot merchandize a 

product without 3D content”

Sustainable awareness

Telling online shoppers that 

other people were buying 

eco-friendly products led to a 

65% increase in making at 

least one sustainable purchase

Ikea Home Building

Virtual stores

Improving buy-back 

function

Chrysalix

Technology

Scan to remake

Delivery using 

Biomethan Fuel

Online lessons in 

sustainability

Revive Ikea 

Fashion line

Sustainable corner 

in store

Key Challenge for IKEA 

remains how to reach a 

net positive impact

Key Challenge for IKEA 

is that impulse sales are 

decreasing

Key Challenge is to 

sustainably activate the 

Idealist customer 

1

2

3

Sustainable 

awareness
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C
CREATE

The virtual reality store will 

help create convenient ways 

for customers to be 

sustainable and increase 

impulse buys 

C
CIRCULAR

The extended buy-back 

function will allow 

Idealist customers to be 

involved in the circular 

process

C
COMMITMENT

The commitment initiative will 

help motivate and nudge 

customers towards 

sustainability
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Case Material, BCG 2020, BCG 2018. Stanford, 2017.

IKEA should implement a virtual reality store. It will transfer the idealist costumer to buying 
sustainable products and set up IKEA for future sustainable success

The customers are faced with a choice making them more likely to chose sustainable alternatives The Virtual IKEA Store

What is the Virtual Store?

The Virtual IKEA Store enables 

the customer to bring the IKEA 

store exerience into their homes

As they enter, customers are 

faced with a dilemma: should 

they buy sustainably or not?

With virtual reality customers can 

walkthrough and shop in the 

IKEA store as if they were there

The choice between the Standard and Sustainable IKEA Store, 

which only sells sustainable products, encourages the Idealists 

to buy sustainably

The Idealist will make this choice as it does not cost 

anything and as they wish to follow societal norms

This will help IKEA sell more sustainable products due to 

increased consumer convienience and lock in effect

Transformation to sustainable stores becomes easier and 

should in the long run result in an organic shift to one single 

purely Sustainable IKEA Store.

The Standrd IKEA Store The Sustainable IKEA 
Store

CHALLENGE TACKLED

1 2 3

The Standard IKEA 
Store
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A deep dive into the virtual IKEA store shows the features that will contribute to an 
increase in impulse buys by creating the IKEA experience from home

The Wall Street Journal 2015, Harvard Business Review 2020

Click for 

help

CLICK FOR BUY 

BACK STORE

Anna the chatbot 

is ready to help 

you navigate the 

store and find 

anything you 

need

Pressing the 

globe will take 

you to any section 

of Ikea you want

Alongside the 

computer mouse 

these controls 

help you get the 

full view of the 

store

When you click on 

an item you will be 

shown price, 

colors, size,  and 

be able to add the 

item(s) to your cart

You can press the 

dropdowns to 

view the content 

of tables and 

shelves

You also get the 

chance to view the 

buy back store –

giving you the option 

to buy cheaper 

second-hand

By creating this virtual reality 

IKEA store the consumers get to 

have the IKEA experience 

from home

The experience also prolongs 

the shopping. Here research 

shows that the slower you shop, 

the more you spend  

The iconic layout of the IKEA 

stores which drives consumers 

to impulsively buy more is 

back with this format.

Products that have this 

technology has shown to have a 

94% higher conversion rate 

than products without. 

CHALLENGE TACKLED

1 2 3
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IKEA should evolve the Buy Back initiative. It will prolong the product lifecycle and push the 
Idealist customer to become more sustainable by increasing customer convenience. 

The Idealist

The current Buy-Back option is good but important steps in the Buy Back customer journey 

can be added, steps that add convenience and prolong the product lifecycle. 

Old furniture is 

assessed 

Online

The old furniture is 

transported to 

IKEA

The old furniture is 

on sale in IKEA’s 

Physical Store

Customer enter a 

fully online buy 

back store 

The old furniture is 

given an estimated 

value

Classic Journey

Addition

Customer add 

furniture into a 

wish-list and 

sales-list
When a wish-list 

item is matched

with a sales-list a 

C2C exchange can 

happen

Consumers also 

have the option to 

buy transportation 

through IKEA 

The Idealist

Case material

The circular economy is prolonged as the chances of a 

product sold increases with the scale available online.  

Product Created

Product 

Sold

Product used

Product 

returned

Classic Life cycle

Product returned once

Product returned twice

MATCH

MATCH

• The old furniture life will be prolonged as chances of 

resale increase with the larger userbase offered online.

• The initiative will increase overall amount of resold 

furniture, decreasing Co2 emissions. 

CHALLENGE TACKLED

1 2 3
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Through the evolved Buy Back initiative IKEA will make it simple for idealists to choose 
sustainability by giving them a marketplace to conveniently do so. 

LISA

HANS

WISH-LIST:

• AGEN CHAIR

• KIVIK SOFA

• MALM DRESSER

SELLING:

• INGOLF CHAIR

• LISABO TABLE

• KALLAX SHELF

SELLING:

• ODGER CHAIR

• MICKE DESK

• MALM DRESSER

WISH-LIST:

• INGOLF CHAIR

• STUVA TOY BOX

• GODNATT CRIB

Hans

Difference in product value:

600 kr.

IT’S A MATCH LISA!

The Wish-list will effectively match customers 

who fulfil each others requests 

The difference between the estimated value of the 

products will be payed in-between customers

This function lets the consumer choose if they 

want to sell themselves or let IKEA do the work

Through the buy-back 

consumers who choose to sell 

themselves will get the value in 

money for the product 

Consumers can also decide to 

let IKEA buy back the product 

for its value in vouchers, and 

therefore escape the work

When using the marketplace, 

sustainably earned ECOtokens

can be used to get free 

deliveries

CHALLENGE TACKLED

1 2 3
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The Commitment strategy helps the Idealist committing to green alternatives now and tomorrow
by incentivizing further sustainable behaviour and creating awareness about sustainability

The ECOtoken

ECOtokens are earned 

for sustainable behaviour 

and purchases allowing 

customers to get benefits 

such as free delivery to 

incentivize sustainable 

choices 

Social Campaign

The social campaign 

center around:  “Your 

neighbour is buying 

green, you can too” to 

show people they are 

not alone and create a 

new social norm

Sustainable Metrics

The IKEA family app will 

show customers the 

sustainable difference 

they are making with 

green decisions to make 

their impact transparent

Planting a Tree

For every 500 kr. spent in 

one of IKEAs stores, IKEA 

will plant a tree for them. In 

the future this leads IKEA 

to plant more trees than 

they will cut

CHALLENGE TACKLED

1 2 3
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IKEA should focus on evaluation and specialization of The CCC Strategy which will secure a 
feasible and successful implementation

Main risk

Prob. & Impact

MitigationH
ig

h
e
s
t

L
o
w

e
s
t

1 2 3

CIRCULAR

CREATE

Q2-Q4 2021 2022

Assemble 

development team

2023 2024 2025

EvaluateImplement 

Continuously evolve and improve initiatives based on evaluation

COMMITMENT
Launch 4 commitment initiatives 

on a rolling basis

Launch vertical experience shop in 

Northern Europe

Must Win Battles 

Assemble 

development team

Assemble 

development team

Design virtual 

experience

Start designing 

platform
Launch extended Buy-Back in Northern Europe  Launch Buy-Back in rest of Europe Launch in North America

Launch Buy-Back in rest of Europe

Evaluate and make relevant 

changes for new and existing  

market

Launch in North America

Evaluate and make relevant 

changes for new and existing  

market

Evaluate and make relevant 

changes for new and existing  

market

Evaluate and make relevant 

changes for new and existing  

market

Execute pending prior success

Not reaching critical mass
Effects of cannibalism 

outweigh positive impact

Fail to create awareness and 

change behavior

Increase incentives through tokens 

and other commitment initiatives

Increased focus on increasing basked 

sizes and facilitating impulse buys
Ensure continuous revision and 

alignment. Complete consumer study
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The CCC Strategy has the potential to increase topline CAGR to 4,54% while variable cost
drivers make for a highly flexible strategy…

Sources: IKEA Sustainability Report, 2018-2020. Case Material, NYU Stern, 2021. 

Key assumptions

Cost drivers

0

10 000

20 000

30 000

40 000

50 000

60 000

Total revenue

4,54%
1,15%

With potential for incremental revenue of €12,9bn by 2026, 

IKEA can grow above market

…NPV of €4,1bn by 2026 and total NPV of €23,2bn when

including terminal value

Adjusting key assumptions shows that the 

strategy is robust due to scalability

Incremental revenue

sensitivity

Conversion rate

V
o

u
c
h

e
r 

g
ro

w
th

Forecast NPV sensitivity

V
o

u
c
h

e
r 

g
ro

w
th

Conversion rate

Baseline growth at market CAGR of 2,90%

Buy-back items sold as-is grow at 50%/year in 

forecast period as the roll-put phases give 

increasing numbers of IKEA Family and normal 

consumers access to the full service

Base case conversion rate of 4,3% due to 

enhanced virtual aspects at the online touchpoint

Average online basket size of €75 and average 

value of buyback voucher of €80 (40% of €200)

5% discount rate and terminal growth rate of 1%

Lost revenue to second-hand market

Variable costs – personnel for handling buy-back 

items and online marketing costs

1,50% 4,30% 6,00% 7,50%

10% 4.560 7.738 9.668 11.370 

30% 6.556 9.734 11.664 13.366 

50% 9.734 12.912 14.842 16.544 

70% 14.594 17.772 19.702 21.404 

90% 21.765 24.943 26.872 28.575 

1,50% 4,30% 6,00% 7,50%

10% 1.170 3.881 5.526 6.979 

30% 1.268 3.979 5.625 7.077 

50% 1.423 4.134 5.780 7.232 

70% 1.658 4.369 6.015 7.467 

90% 2.003 4.714 6.360 7.812 
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…while empowering consumers and setting a strategic course for IKEA to become net 
carbon positive by 2030

Sources: Eurostat, 2020. The Toolshed, 2019. EPA, 2020.

Holding baseline annual CO2e emissions reduction constant at the 

2019 level shows a promising trajectory where the CCC Strategy

potentially makes up 1,82 Mt of the annual reductions by 2026

CCC Strategy makes up ≈40% of annual emissions 

reduction as circular economy overtakes operations 

optimization as main driver of sustainable impact

… which is equivalent to energy savings of:

200+ million gallons of gasoline

Annual energy consumption of 210 

thousand homes in the US 

30 million tree seedlings growing for ≈ 10 

years

Catering to consumer preferences at the 

right customer touchpoints incentivizes

the sustainable choice

≈300 million idealists in Europe 

and North America provided with a 

convenient choice to buy more 

sustainable

As initiatives attain critical mass 

the network effects in synergy with 

the other strategy prongs 

incentivize continuous commitment



16QUALITY FUNCTION FORM LOW COST SUSTAINABILITY

The CCC Strategy will help IKEA to reach their goal of being climate positive by 2030

How can IKEA utilize both new and existing circular initiatives in our retail 

operations to make sustainable choices easier and more convenient for the many 

customers”

IKEA should implement the CCC 

Strategy to move towards their 

goal of sustainability

CREATE
The virtual reality 

store will help create 

convenient ways for 

customers to be 

sustainable 

C CIRCULAR
The extended buy-

back function will 

allow customers to 

be involved in the 

circular process

C COMMITMENT
The commitment 

initiative will help 

motivate and nudge 

customers towards 

sustainability

C

Top-line 

CAGR of 

4,54%

Annual 

emission 

reduction 

of 1,82m 

tons by 

2026

~𝟑𝟎𝟎
million 

idealists 

exposed to 

initiatives 

by 2026


