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Abstract 

The purpose of this paper is to operationalize theoretical and empirical tools suggested for the private 

label cosmetics manufacturer. The approach is to enable manufacturers to start designing theoretical 

tools in order to manage technologies and navigate in the cosmetic industry to maintain or improve 

their industrial position. The research predominantly employs qualitative methods with elements of 

quantitative methods to strengthen the findings’ reliability. To embrace the multiplicity of engaged and 

involved parties, several interviews has been made; employees at CosComp, customers, suppliers, 

NGO’s and experts, supporting the theoretical review. The cosmetic industry is driven by trends and 

regulations, which manufacturers have to meet. Suggestions for further work have been made on 

investigating how to break the vicious circle of critical customers and stakeholders. This paper is 

suggesting a broader approach to cosmetics than the traditional view of chemistry and marketing; given 

that private label cosmetics is being marketing within the supermarket/discount sector it means greater 

availability, but also more concerns and confusions.  
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1. Introduction 

The cosmetic industry takes an essential part of all human beings’ everyday life. People in every ages 

and both genders uses it in some degree, some more than others. Cosmetics does not only concern 

young or mature women (Kumar, et al., 2006). Think about it, every day you get out of bed you use 

some kinds of cosmetics. You brush your teeth with toothpaste and prevent perspiration and odour by 

applying deodorants and perfume. When you take a bath, you wash your hair and body with shampoo 

and body wash and maybe afterwards you do moisture your face and body with facial moisturizer and 

body lotion. During the day, you wash your hands using hand soap so your hands are clean and 

hygienic (Nohynek, et al., 2010; Baumann, 2004). Some women do also use makeup and nail polish to 

enhance their looks, and maintain their self-esteem (Castanedo-Tardan & Zug, 2009; Miljøministeriet, 

2013a).  

Cosmetics are not new to the world; in fact, it has been available in other forms back in the antique. 

The old Egypt’s women used makeup and the Romans used oil-based perfumes (Kumar, 2005; Kumar, 

et al., 2006; Chaudhri & Jain, 2009). Since then the cosmetic industry has developed into what we have 



 

 

today with different trends. For example the mature free-of trend, allowing a product’s unique selling 

proposition to be statements of ingredients they do not con-tain, for example parabens, perfume or 

colorants (Hansen, et al., 2012). In addition, there are many other trends, like no animal cruelty 

products, organic or natural products. The cosmetic market changes all the time and new trends arrives, 

which makes it impossible for the manu-facturer to maintain status quo. They need to constantly be 

aware of the market and develop new suitable products to survive (Kumar, 2005).  

Today the consumers are more critical and debates on the ingredients our cosmetic contains. 

Unfortunately, it is difficult for the consumers to navigate in all the information they get, some of it is 

true and some of it is not (Andersen, 2012; Larsen, 2012). The consumers get information from the 

internet or in magazines and papers, some webpages/magazines are more reliable than others are, and 

even the reliable ones can be wrong. The manufacturer selling their products based on free-off selling 

proposition does enhance the information the consumers already have whether it is true or not (Larsen, 

2012). Some NGO’s has exploited the situation trying to help the consumers navigate in the market by 

creating different certificates for the manufacturers to comply with and use as selling propositions.  

The cosmetic industry includes many different product categories. The term is quite broad; “Cosmetics 

are for improving a person’s appearance” (Baumann, 2004; Kumar, et al., 2006). The EU commission, 

which Denmark belongs to, do define a cosmetic product as;  

“Any substance or mixture intended to be placed in contact with the external parts of the human body 

(epidermis, hair system, nails, lips and external genital organs) or with the teeth and the mucous 

membranes of the oral cavity with a view exclusively or mainly to cleaning them, perfuming them, 

changing their appearance, protecting them, keeping them in good condition or correcting body 

odors.” (European Commission, 2013) 

The cosmetic industry is a lucrative fast moving industry and the companies need to think out of the 

box and be innovative to keep competing in order to survive. The product life for skin care is relatively 

long compared to colored cosmetics. Besides, to the advantage of long life cycles for skin care 

products, still, there are need for continuously improvements on packaging and aesthetic enhancements 

to maintain or increase market share. The consumers are central for the product life cycle because their 

demands change over time with new market trends, which the manufacturers need to meet by making 

new products, discard some and adjust others (Kumar, et al., 2006; Salvador & Chisvert, 2007; Oh & 

Rugman, 2006). 

Despite the economic crisis, the industry on a world basis is still growing, the demand is increasing 

roughly 5 % every year (Kumar, 2005; Salvador & Chisvert, 2007), in Denmark as well (Euromonitor, 

2013). The main reason for the global growth is the emerging markets in Asia and Latin America 

(Lopaciuk & Loboda, 2013). 



 

 

According to Lopaciuk & Loboda (2013), the skin care segment has the most growth potential over the 

next five years. In addition, all cosmetics can be divided into rinse-off and leave-on cosmetics. For 

example, the skin care rinse-off products could be shower gels and cleansers, while skin care leave-on 

products could be all sorts of body lotions and facial moisturizers not intended to be rinsed off after 

applying, thus considered to increase exposure of ingredients (Routledge, et al., 1998).  

Cosmetics, as products, are consumer merchandise with a great variety and a significant impact to retail 

industry. Cosmetics is ranging from high-end, high fashion brands to private label supermarket 

“groceries”; and from dedicated fashionable specialty retailing to regular general retailers. The 

cosmetics markets are continuously and steadily growing despite ongoing criticism and challenges 

from consumer advocates, media campaigns and regulators. Consumer attraction contradicts the 

industry’s public challenges. The industry on its side is continuously working on deflating criticism by 

converting ingredients from artificial and processed chemicals to using so-called natural – even organic 

– ingredients. These factors are raising issues of requirements for an understanding of the technologies 

constituting cosmetics especially product design (formulation), supply chain relationships, and 

stakeholder’s influence on product management. 

This paper is considering how to identify key elements of drivers and change mechanisms within the 

cosmetics industry. The paper is related to key theoretical positions on consumers and the fundamentals 

of product design and composition. The basic claim of this paper is that the industry can improve by 

being more in the driver’s seat and being less driven. This claim is requiring a distinct technological 

view on cosmetics. This paper delimits itself from presenting a more advanced theoretical construct on 

management of technology, but assumes that the paper will lay the foundation for research in that 

direction. The problem statement is: 

Analyze consumer trends, technical fundamentals and regulation circumstances affecting the cosmetic 

industry, and create the foundation for researching a management of technology perspective. 

Moreover this paper is suggesting a broad-based, mixed-method approach to case studies in the 

cosmetics industry. 

2. Method 

The method of this paper is predominantly qualitative with quantitative elements (Creswell, 2009; 

Crotty, 1998). With the overall objective of designing a technological management framework for the 

case company (Ellram, 1996), there are elements of design science research. The collection of 

qualitative data is designed as broad and open and includes congruent but supplementary strands of 

collection: 

(1) An insider’s view in the general cosmetics marketplace from editing a fashion, make-up blog 

(Larsen, 2014) 



 

 

(2) The private-label manufacturer of cosmetics, with internal research on (2a) business strategy, (2b) 

sourcing and ingredients approaches, (2c) sales and marketing approaches mostly towards retail chains, 

(2d) manufacturing and manufacturing practices, (2e) processes of product development, product 

screening and accreditation 

(3) Experts interviews with selected and approachable actors from NGOs (1), the Ministry for 

Environment (1), dermatologists (2), the industry association (1) (SPT, 2014), other researchers (2), 

strategic buyers in retail chains (3),  

(4) Researching ingredients suppliers at In-Cosmetics trade fair (5) (Mintel, HallStar, BRB Silicones, 

Natural Sourcing, CiToxLab) 

The quantitative approach included a survey posted at the fashion blog on consumers’ attitudes on 

where to buy cosmetics and what expectation they had for content of cosmetics. Selected headlines and 

questions: 

- Why consumers buy cosmetics in grocery stores? (Price, convenience, ...) 

- What worries the consumer about cosmetics? (Allergy, cancer, …) 

- Assessment of the quality of packaging information? 

- If looking at ingredients list before buying? 

- Should the cosmetics be luxury or appeal to luxury? 

The survey was subject to statistical validity, variance and hypothesis testing. 

Visits at four discount store chains to review shelf allocation, assortments, competing products, mix 

between lasting and campaign products, and price ranges. 

Finally there was a quantitative element in analysing formulas, especially the relationship between 

tradenames, “chemical” names, and substituents. 

3. Literature study 

 

3.1 Industrial trends 

Industrial trends in the cosmetics industry is covering a range of issues that the cosmetics manufacturer 

must manage within both operationally and at a strategic level. 

Consumer safety is the single most critical parameter in the development of products in the cosmetics 

industry. A wide range of health effects arise from the use of cosmetics, especially leave-on products, 



 

 

such as contact allergy, irritations, and various negative sensations as immediate effects (Warshaw et 

al., 2009; Miljøministeriet, 2013b). Delayed effects can be skin sensitization and allergic contact 

dermatitis (Soni, et al., 2002; Castanedo-Tardan & Zug, 2009; Andersen, 2012). 

Environmental issues of the cosmetics industry is largely connected to the environmental issues of the 

general consumerism in the form of the general concern of the environmental impact of raw material 

production, enrichment, processing and final manufacturing (Kumar 2005; Andersen 2012). The single 

most visible effect of the environmentalism is the abandonment of volatile organic compounds in 

manufacturing, as raw materials and in the final products, together with a general strong momentum 

towards “natural” and organic ingredients. Environmental concerns have historically both been used 

and exploited in the “free-of” movement. Especially EU has imposed restrictions on “free-of” as 

advertising signal. Natural ingredients are marketed as consumer safe, but can impose negative health 

effects identical to synthetic ingredients dependent on origin, cultivars, (im-)purity and dosage 

(Lopaciuk & Loboda, 2013; Andersen, 2012). Animal testing used to be a fulcrum for the “alternative” 

cosmetics industry’s profiling, but is now largely prohibited by EU legislation (EUR-lex, 2009). 

Cosmetics are widely applied from beliefs in positive effects on visual appearance, long time well-

being, anti-ageing, and positive quality of life. Industrially this gives momentum to a trend of 

combining cosmetics with other health related consumables, e.g. known as cosmeceuticals where 

pharmaceutically inspired or derived properties are added to cosmetics (Kumar, 2005; Andersen, 2012; 

Winter, 2009; Brandt, et al., 2011) also the term nutricosmetics have been used in marketing.  

The “free-of” movement within the cosmetics industry has been dominant with statements such as “free 

of parabens”, “free of perfume” and “free of colorants” (Hansen, et al., 2012). “Free-of” is to a large 

extend judged as a marketing gimmick as many of the “free-of” were not anyhow allowed, were to be 

phased out, could be replaced by existing properties of the ingredients, or would anyhow be a logical 

consequence of consumer safety initiatives. The “free-of” movement has anyhow created lasting 

impact as the number of active ingredients that are being used is steadily shrinking. Furthermore “free-

of” is opposed to expected effects of using cosmetics at all and accelerate the risk or likeness of that the 

cosmetics actually don’t have any effect. 

The cosmetics industry is doing well. The consumption (turnover) has been growing around 6% p.a. the 

last 10 years in the mature markets of EU and USA. In the developing markets elsewhere, the growth is 

higher. Traditionally cosmetics was sold in department stores at cosmetic counters. Since, some manu-

facturers started selling cheaper cosmetics as self-service in discount stores. Resulting in larger sold 

volumes of cosmetics. Unfortunately, low prices can weaken a product’s image (Kumar, 2005). The 

distribution channels has changed over the last decade, see Table 1. Especially, non-store retailing is 

increasing; this channel includes internet and direct sales (Lopaciuk & Loboda, 2013). 



 

 

Table 1. Beauty distribution channels 2000-2010 (Lopaciuk & Loboda, 2013) 

Distribution channel 2000 2005 2010 

Non-store retailing 10.0 14.0 16.1 

Drugstores 13.1 12.4 12.8 

Department stores 13.3 10.6 9.5 

Beauty specialists 13.9 13.1 13.4 

Super/hypermarkets 25.6 26.0 26.9 

Others 24.1 23.9 21.3 

 

The consumption is reflecting the modern consumer that both demand cheap everyday products and 

luxury at the same time. Moreover is the consumer considered as more critical, consumer advocates 

have persistently critised the cosmetics industry (Danmarks Radio, 2014; Miljøministeriet, 2012), and 

NGO’s and regulators have imposed stronger and stronger restrictions (Informationscenter for Miljø & 

Sundhed, 2013), but the consumption is growing. “Smarter” products with new characteristics such as 

“24-hour effect” is also driving the market forward (Dansk Kosmetolog Forening, 2014; Brandt et al., 

2011). Table 1 furthermore shows that increased availability and association of cosmetics with general 

grocery retail also helps to drive the market upwards. The supermarket reliance on narrow private 

labels and “unbranded” products should reduce the market, but the paradoxical consumer is still also 

paying loyalty to the high-end fashion brands (Nezakati et al., 2013; Euromonitor 2013). 

3.2 Regulatory frameworks 

Regulatory frameworks for cosmetics are divided into legislative frameworks and voluntary 

frameworks (Lindenschmidt et al., 2001). The legislative frameworks form the core consumer 

protection influenced by stakeholders. In this study, visible stakeholders have been identified as the 

cosmetics industry, consumer activists, representatives from the health care system mostly 

dermatologists, and special interest groups such as environmentalists, animal welfare activists, allergy 

patients association. In Europe, much legislation is done at EU level, but globally legislative 

frameworks differ strongly from country to country (Salvador & Chisvert, 2007; Nohynek, et al., 2010; 

Lichtenthaler, 2007; EUR-lex, 2009). 

Voluntary frameworks are plenty. Of relevance here can be mentioned: Nordic Ecolabel 

(Svanemærket), Danish Asthma and Allergy Association (DAAA), and ECOCERT. 

Nordic Ecolabel is a Nordic environment license. If a company comply and get approved by Nordic 

Ecolabel the cosmetic company is allowed to put the label on their products and use it as branding. 

Nordic Ecolabel is mostly related to the focused on the circumstances of growing and manufacturing, 

but do also relate to the full life-cycle of the product in order to ensure degradation and 

bioaccumulation in the environment. The certificate does also consider health requirements to prevent 



 

 

consumers from allergic reactions or other adverse effects (Nordisk Miljømærkning, 2010; CosComp, 

u.d.; De Samvirkende Købmænd, 2012). Nordic Ecolabel is well known and reliable in Scandinavia. In 

Denmark 88 % were aware of the certificate in 2012, while 79 % had qualified knowledge about the 

certificate (Miljømærkning Danmark, 2012). Because of the many requirements, preparing the 

ingredients, the manufacturing processes, the usage and disposal, the certificate is quite complex.  

The only allergy declaration and label in Denmark is Astma-Allergi Danmark (DAAA). The certificate 

helps the consumer to buy products with minimal risk of developing allergies from using the product 

and for allergic consumers. It is attractive for the manufacturers to produce allergy-friendly products 

(Astma-Allergi Danmark, 2014). The requirements are as followed (Astma-Allergi Danmark, 2014; De 

Samvirkende Købmænd, 2012): 

 No perfume, no colorants, no formaldehyde or releasers, no optical brighteners or colophonies. 

 No filling ingredients, all ingredients should have a purpose for the product. 

 Presentation of a full prescription of the product including INCI names, CAS numbers, 

concentrations and their functions.  

 Every ingredient should have a safety data sheet including information about place of origin, 

physical and chemical properties, hazard identification and toxicology.  

 Ingredients must not be on the list of EU’s allergen, sensitizing or irritating ingredients. 

 A risk evaluation with foundation in the Technical Guidance Document prepared by experts from 

EU. 

 DAAA use the risk evaluation together with other cosmetic ingredient reviews (CIR). CIR reports 

are published in International Journal of Toxicology.  

 In the risk assessment, whether the product is leave-on and rinse-off products, is taken into account.   

 The manufacturer must sign a contract with Astma-Allergi Danmark, agreeing to participate 

actively at random checks of the products, and to disclose changes of the products to DAAA 

The DAAA framework is fully oriented towards consumer safety and is not paying attention to 

circumstances of manufacturing. 

 

The label ECOCERT is a French ecological certificate that ensures the consumer a product created of 

minimum 95 % natural and 10 % ecological ingredients; thereby they can avoid synthetic colorants and 

fragrance. In addition, ECOCERT is also strict in accordance to packaging, which should be in 

recyclable materials (CosComp A/S, u.d.; Group ECOCERT, u.d.; De Samvirkende Købmænd, 2012). 

The certificate is time limited and subject to unexpected audits. 

 

The certificate might not comply all together as requirements for a high amount of natural or organic 

ingredients can be more allergenic than synthetic ingredients. 

 



 

 

3.3 Cosmetics ingredients 

One key assumption in this study is that the ingredients industry largely is contributing to the changes 

towards the private labels by commoditising rather than specialising ingredients. The ingredients 

industry is therefore the first place to look for trends and changes. In the following, the main groups of 

ingredients will be summarised. 

Preservatives are stopping cosmetics from microbiological processes that could deteriorate products 

(Winter, 2009), and create risks of infections. Microbiological processes can happen both during 

manufacturing, retail shelf-life and after opening by the consumer (Fewings and Menné, 1999; Lundov 

et al., 2009). Preservatives must be affective against a wide range of microorganisms, from bacteria to 

yeasts and fungi, functional over a broad pH scale, water-soluble and fat-soluble. They must not be 

irritating, toxic internally and externally or change the product appearance or consistency. Additionally, 

it should be inexpensive and long lasting (Winter, 2009; Lundov, et al., 2009; Andersen, 2012). 

Currently, no preservatives meet all the criteria, but some are used in mix-tures to enhance each other’s 

effects and thereby use lower concentrations (Andersen, 2012; Lundov, et al., 2009). 

Parabens has been used for more than 60 years for preserving cosmetics, foods and pharma-ceuticals 

because of its antimicrobial effect (Harvey, 2003; Soni, et al., 2002). Parabens are the most used type 

of preservative (Boberg, et al., 2009); actually, it is only water, which has been used more in cosmetics 

(Winter, 2009; Castanedo-Tardan & Zug, 2009). In Denmark in 2009, 28 % of all cosmetics contained 

at least one kind of parabens while it was 38 % in the US and it rarely causes allergic reactions 

(Castanedo-Tardan & Zug, 2009; Lundov, et al., 2009). The reported cases of allergic contact 

dermatitis caused by parabens has been when using paraben-containing products on damaged skin 

(Castanedo-Tardan & Zug, 2009). Unfortunately, one of the best examples of misleading marketing or 

insufficient information is that myth that parabens are dangerous. This myth can be related to the 

development of allergies and environmental damage by using alternative preservative (Toustrup, 2013). 

Parabens are soluble in water and their antibacterial effects used in cosmetics are of relation to the 

concentration in water. The different parabens has different lengths of carbon chains, which also 

influence the solubility and antibacterial effect. The longer the chain, the more antibacterial and the less 

soluble in water and oil it is (Soni, et al., 2002; Nicoli, et al., 2008).  

Parabens meet many of the ideal preservative criteria as they are effective on a broad spectrum of 

microorganisms, relatively safe to use, at least much safer than the alternatives, stable over the pH scale 

and sufficient water-soluble (Soni, et al., 2002; Timm-Knudson, et al., 2006; Lundov, et al., 2009). The 

amount of parabens in cosmetics, is so small that it is unlikely that parabens has an adverse effect on 

the body. In addition, cosmetics with the saying “Without parabens” might still contain traces of 

parabens, because the ingredients might have been preserved by parabens (Andersen, 2012; Larsen, 

2013). 



 

 

Formaldehyde is naturally present in the air in a very small concentration of less than 0.03 ppm (parts 

per million). Formaldehyde is used in glue, paint and coatings. Most people do not react on 

formaldehyde in concentrations less than 0.1 ppm (Epstein, 2006), but it is a frequent sensitiser and an 

allergen of cosmetics (Miljøministeriet miljøstyrelsen, 2013b; Castanedo-Tardan & Zug, 2009). 

Therefore, formaldehyde is rarely used in cosmetics, and as an alternative formaldehyde releasers are 

used as preservatives (Park & Zippin, 2014). In the EU, there are concentration restrictions, while the 

Food and Drug Administration (FDA) in the US, do not have any limits for the concentrations. 

Formaldehyde releasers are some of the most effective preservatives against bacteria (Timm-Knudson, 

et al., 2006). The five most commonly used formaldehyde releasers are quanternium-15, dimethyl-

dimethyl hydration, imidazolidinyl urea, diazolidinyl urea and bronopol. One that is allergic to only 

one of these releasers might only be allergic to the respective one and can use cosmetics containing one 

of the others, yet allergies to formaldehyde should avoid them all (Timm-Knudson, et al., 2006; 

Castanedo-Tardan & Zug, 2009). 

Methylisothiazolinone (MI) was expected to replace parabens and is used as a preservative alone or as 

a mixture of methyl-chloroisothiazolinone/methylisothiazolinone (MCI/MI) (Lundov, et al., 2013; 

Astma-Allergi Danmark, 2014). MCI/MI is highly effective against a broad spectrum of 

microorganisms and is used in many cosmetic products. Unfortunately, it has also caused a lot of 

allergic contact dermatitis (Miljøministeriet miljøstyrelsen, 2013b), especially in the 1980’s, mostly 

from the use of moisturizers. Studies have suggested that the usage of MCI/MI in concentrations of no 

more than 15 ppm in rinse-off and 7.5 ppm in leave-on products will probably not cause any adverse 

reactions (Castanedo-Tardan & Zug, 2009; Fewings & Menné, 1999). Allergies to MI and MCI/MI are 

increasing. In 2010, respectively 2.0 % and 1.0 % patch tested patients at Gentofte Hospital had an 

allergic reaction compared to respectively 3.7 % and 2.4 % in 2012. These results suggest a need for 

change in the legislation regarding the usage of MI to protect the consumers (Lundov, et al., 2013).   

Fragrance, natural or synthetic, are aromatic mixtures that has the purpose of changing or adding smell 

or odor to a product (Castanedo-Tardan & Zug, 2009; Andersen, 2012). The association of Allergic 

Contact Dermatitis has classified fragrance as “Allergen of the year”. Fragrance is one of the top two 

causes of contact allergy to cosmetics. One of the most used fragrances is myroxylon pereirae (MP), 

which is derived from the tree yroxolon balsamum. MP is responsible for approximately half of all 

individuals allergic to fragrances. MP contains approximately 65 % cinnamein, a combination of 

cinnamic acid, benzoyl cinnamate, benzoyl benzoate, benzoic acid, vanillin and nerodilol, why it smells 

of vanilla and cinnamon (Castanedo-Tardan & Zug, 2009; Park & Zippin, 2014). Fragrances may be 

labeled as “Perfume”, “Fragrance” or “Aroma”, because they often cover a company’s secret. Some of 

the natural sources of fragrance are essential oils - extracts from plants. These are still sources of 

contact allergy, even though some consumers mistakenly believe that they are not. Examples of 

essential oils, which is not known to be allergenic is Melaleuca alternifolia oil (tea tree oil), Jasminum 

officinale oil (jasmine flower oil), Mentha piperita oil (peppermint oil), Lavandula angustifolia oil 

(lavender oil), and limonene (citrus oil). Essential oils are present in small amounts in plants, yet when 



 

 

it is derived it is a concentrate that can be thousands of times more concentrated than it occurs naturally 

(Castanedo-Tardan & Zug, 2009; Andersen, 2012). Another confusing issue for the consumer is the 

fact that some cosmetic products labeled “Fragrance free” might still contain fragrance (Andersen, 

2012; Park & Zippin, 2014; Castanedo-Tardan & Zug, 2009). This is due to the so-called covert 

fragrances, which is aromatic compounds that can be used for multiple purposes. For example, they can 

be used as preservatives and the product can then be labeled free of fragrances although the ingredient 

still does smell. Both benzyl alcohol and benzyl benzoate is examples of preserving fragrance 

compounds, which creates a false reassurance for the consumers (Castanedo-Tardan & Zug, 2009; 

Andersen, 2012). 

Colorants are added cosmetics to give the product a more appropriate color. In some cases, color is 

added to have a camouflaging effect, like a green moisturizer that cancels red skin, because the colors 

are each other’s opposites. Most colorants are unproblematic. Still, statements on a product like 

“Without colorants” sometimes occur and might mislead the consumer (Andersen, 2012). 

Antioxidants are often added to cosmetics with the purpose to prevent other ingredients from oxidation, 

additionally they can function as preservatives in cosmetics (Andersen, 2012). Antioxidants should 

prevent unsaturated fatty acids from deterioration in order for the product not to change color or odor. 

Antioxidants are most often found in oily and waxy products, like lipstick and lip balms (Park & 

Zippin, 2014; Castanedo-Tardan & Zug, 2009). Vitamin E is one of the most common ones (Andersen, 

2012), and has now been reported to cause allergic reactions (Warshaw, et al., 2009). Gallants are some 

of the most allergenic ones, including propyl gallate, octyl gallate, and dodecyl gallate, which has been 

used for more than 60 years. Dodecyl gallate is considered the most sensitizing of them all, while 

propyl gallate the most used. If a patient is allergic to one of the gallants, they are probably also allergic 

to the rest of them (Park & Zippin, 2014; Castanedo-Tardan & Zug, 2009). 

Solvents are added to dissolve or dispense the functional ingredients. Water is the most common 

solvent. Traditionally ethanol (alcohol) has been used but specialized alcohols are more likely 

phenoxyethanol, phenoxyisopropanol, dichlorobenzyl alcohol, benzyl alcohol, chlorobuthanol, 2-

bromo-2-nitropropane-1,3-diol. In addition, in fragrance mixtures alcohols are used (Salvador & 

Chisvert, 2007). Glycerine and propylene glycol are also widely used as solvents; the former non 

allergenic, the latter is regarded medium allergenic (Winter, 2009). 

Emollients are a group of ingredients that makes the cosmetics feel softer and smoother. Lanolin used 

to be widely applied, but has shown quite allergenic and is under substitution. Mineral oils have good 

properties, and forms a protective membrane on the skin, reducing water evaporation from the skin and 

do remedy eczema and psoriasis. Mineral oils are subject to strong consumer skepticism due its non-

natural origin (DiNardo, 2005; Andersen, 2012). 

To summarise, the issue of ingredients is that cosmetics is typically formulated of 20 – 40 ingredients. 

The formulation is being challenged by having more and more ingredients that have been commonly 



 

 

used since the 1950ies phased out due to allergenic effects. The ingredients industry is rapidly 

replacing synthetic ingredients with “natural” ingredients that always are processed and enriched 

extracts from plants. The move towards natural ingredients and a number of perceived phasing-outs of 

synthetic ingredients have not reduced the number of patients showing allergic reactions. The higher 

complexity of natural ingredients is generally not fully tested. The changes in the demand for certain 

characteristics of the ingredients are fuelled by perceive consumer attitudes and beliefs together with 

consumer advocates, NGOs and regulators interventions. The paraben “case” is exemplary by naming 

an ingredient as harmful without scientific consensus and replacing parabens with more harmful 

substances such as MI and MCI. 

4. Case study 

CosComp is a Danish private-label cosmetics manufacturer who produces and sells cosmetics and 

personal care products in the Nordic countries. It was established in 1970 and was originally founded 

on ideas of free-of-animal testing. CosComp sells private-label products, some licensed brands and 

three proprietary brands. CosComp has 43 employees and an annual turnover of over 14 MEUR. The 

employees are divided into two different locations. Half of the products are produced within own 

production facilities, the rest is primarily purchased from Germany, for example cotton swabs, cotton 

pads and wet wipes.  

CosComp does low-end to middle-end products in the price range from €3-€8, named affordable 

premium. This range-focus has proven to be the company’s most successful niche and reflect the ability 

to source, manufacture and distribute, but not the ability to develop mid- to high end branded products 

and convert celebrity-driven brands into mass-markets. 

CosComp is actively contacting potential customers with product concept proposals. For example; 

CosComp contacted the retailer Price100, a grocery retail discount chain, with a proposal on a series of 

products which did have three certificates; ECOCERT, Astma-allergi Danmark and Svanemærket. The 

three certificates are difficult to achieve in one single product as there are contradictory requirements 

between product safety and product manufacturing. The Price100 private label brand is called 

OrganicPlus and is one of the company’s top selling labels. 

In 2013, CosComp received the award of honour from Duma, a Danish high-end chain of 

supermarkets. The award was given to CosComp for the effort to make a difference for Duma. Duma 

characterises CosComp as innovative, constantly bringing promotion interventions to the shelves and 

deeply engaged in the trade. In addition, CosComp is conscious about quality, grabs the opportunities 

and do continually work on improvements. 

CosComp has developed three brands based on celebrities within hair care and beauty. These brands 

are showcases for CosComp but are only traded on dedicated branded-websites. Thereby CosComp can 

harvest experience with ecommerce, consumer interaction and retain the smaller brands. CosComp is 

actively minimizing risks in its product portfolio by having a broad range of medium sized customers. 



 

 

The company’s vision is “We believe in carefully selecting the right combination of ingredients to 

deliver beautiful care for the face, body and hair” and its motto is “Beauty is in our Nature”. 

 

CosComp has an integrated product development process: The concepts are market driven, typically 

with a retail customer in mind, and must go through a development process included  

 Screening of existing applicable formulas 

 Special requirements for ingredients and potential supplier involvement 

 Design and production of packaging 

 Potential design of sales displays or in-store racks 

 Supply chain planning – typically identification of basic and campaign products for a retailer 

 Final formula development 

 Quality assurance using voluntary accreditation organisations and an independent dermatological 

testing company 

 Contracts and payment schemes 

Ingredients are mostly bought from Scandinavian suppliers that do follow applicable standards for 

ingredients’ purity and upstream quality and compliance management, e.g. organic growth certificates. 

CosComp is not doing ingredients control, but check appearances and documents. The production 

department orders the ingredients and packaging on a daily from the internal stock and the stock 

employee makes sure that it is available in the production the day after. Some standard ingredients are 

available for all products. In addition, some typical ingredients are stocked inside the production 

facilities, the ones used on an everyday basis. The laboratory is testing samples of the final products 

and substances for microorganisms. The laboratory is testing mixtures of preservatives and fragrance, it 

must not separate. The laboratory technicians receive a receipt form the development department and 

must report any findings. Products are tested for their consistency and preservative effects after 6 and 

12 month. 

The product development must seek to adapt products to prices and portfolios, but also make different 

product have special characteristics. The following figure is showing a mapping process in relating a 

more upscale product to a more generic product 



 

 

 

Figure 1. Mapping between a high-end and a low-end product 

5. Implications and discussions 

Implications of the this research is broadly implying the ruptures between consumerism and consumer 

activism with the manufacturer as the mediating factor between the ingredients (vendors), the retailers, 

the consumers and with the NGO’s and regulators in oppositional roles. The technologically driven 

analysis of cosmetics emphasise the balance between product formulation, accreditation schemes and 

the external stakeholder requirements. Here it is interesting that product effect is coming second to 

regulator and NGO requirements; moreover the “free-of” movement is reducing the number of 

available ingredients and expose the consumer to more of the relatively few remaining ingredients. 

This creates a risk of increased sensitivity. The product design process of cosmetics in the private label 

sector is by itself relevant in a context of expectations for increased prevalence of private label 

merchandise in the retail sector; additionally the high degree of customisation to the retailer is 

interesting when this customisation furthermore includes a strongly organic profile and accreditation by 

the leading accreditors: Nordic Ecolabel, DAAA, the pan-European ECOCERT organisation, BDIH 

(Germany), Bureau Veritas, Fairtrade, Natural Seal (USA), ICEA (Italy), NaTrue, Cosmetique Bio, 

ACMI, and many more. 

Short cycles of innovation management tends to overcast long cycles; this can be described as a vicious 

cycle fuelled by all stakeholders but mainly kept spinning through marketing driven positioning from 

the manufacturers using “free-of” to confirm, support and excite the concerned consumer. 



 

 

 

Figure 2. The vicious circle of stakeholder pressure for change in cosmetics 

The vicious circle is creating demand through the supply chain, but problematic in the sense that 

consumers are misled. E.g. the belief of “natural” ingredients as better and safer than “synthetic”. Also 

the sudden campaign on parabens based on ‘potentially carcinogenic’ that replaced them with MI / 

MCI that with 4 years have proven much more problematic on the allergenic side. To manage the 

vicious circle it is suggested to aim for safer products with relatively long horizons and add other 

values to the products in early supplier involvement activities with suppliers. 

The cases mentioned in relation to CosComp as describing both the innovation connected to creating 

new high-end brands, but also to organise ongoing innovation of the product portfolio within retailers. 

Innovation is complex and ridden by paradoxes between product effect, product safety (mainly 

allergy), consumers engagement (on a more or less qualified basis), and regulators interventions. 

Contrary to classical open innovation with collaboration across supply chains, cosmetics seems heavily 

to rely on innovation in the ingredients sector with ingredients characterized by being increasingly 

cross-functional, “green” and non-commoditised. 

The technological innovation management perspective is aimed at organizing change and development. 

In a highly regulated industry, it is beneficial for the producer to be able to document these processes, 

and consider product management less haphazard. This paper provides a discussion of the relationship 

between the product features and the guiding principles for formulation, good manufacturing practice 

(GMP) and the relationship with external stakeholders mainly represented by the retailers. 

6. Conclusion 

The cosmetics industry is characterized by a number of trends,  some regards the consumers personal 

safety and modern demands for value and timesaving products, others regards the environment and 

new ways of running the businesses entering new distribution channels. The trends, whether they are 



 

 

based on facts, nonsense or myths are kept alive because of the vicious circle between consumers, 

retailers, manufacturers and suppliers, affected by stakeholders.  

The legislation is regulated by the EU commission and is considered especially strict for the cosmetic 

industry, why it can be considered sufficient. Still, NGO’s like Nordic Ecolabel, DAAA and 

ECOCERT do offer certificates for cosmetic manufacturers to use as selling-propositions ideal for 

critical consumers, which the market consists of. The process of changing the regulations are 

demanding and Denmark is often one of the first counties to bring up new debates. Latest, a ban of the 

preservative MI used in leave-on products is coming up as well as a ban on using “free-of” claims to 

prevent misleading marketing.   

Thinking management of technology in the cosmetics industry will be valuable for private label 

manufacturers like CosComp in order to maintain or improve the position in the cosmetic industry. To 

be ready and predict new technologies forecasting can be a beneficial long-term activity and might 

improve the industrial position. Furthermore, it is important to maintain the company’s portfolio of 

products and projects at all times, as the industry is changing. If actions are not taken when necessary, 

CosComp will use resources on the wrong products and projects and fail to maintain their industrial 

position as also actors from new markets are ready to capture market shares.  
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