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Executive Summary 
Consumer awareness results in an increase of attention to organic cosmetic brands as a substitute for 

conventional harmful chemicals. The aim of this thesis is to find out which innovative processes are 

behind organic cosmetic brands and how they contribute to their brand value.  

 

The cosmetic industry and the customer trend development towards green positioned cosmetics is 

explained in the introduction to provide a common understanding of the current challenges niche 

actors face. The theoretical framework presents the relevant literature for sustainable 

entrepreneurship and branding innovation with a clear delimitation to small companies and further 

discusses how communities and culture enable a strong brand positioning. The importance of a well-

developed branding strategy in the competitive environment of the cosmetics industry is elucidated 

as detailed as current literature allows to form a theoretical framework for the investigated brand Less 

is More (abbreviated as LiM).  

 

In the case study, experts from the brand have been interviewed to identify the current strategy of the 

niche brand and its future goals. Additionally, secondary data has been collected through the 

observation of communication strategies of competitive brands on social media. The practical 

knowledge gained in the interviews has been analysed and compared to the secondary data to draw 

conclusions how brand innovation strengthens brand value in different business models. 

 

Elements of the key findings presented in the theoretical framework and in the data collection are 

stated as strengthening the brand value of organic cosmetic brands. Under the consideration that the 

cultural context has a significant impact, those were identified to be authenticity and value co-

creation. 

 

 

Keywords: cometic industry, sustainable transformation, sustainable entrepreneurship, bioneers, 

ecopreneurs, brand innovation, sustainable branding strategies, environmental innovation, technical 

innovation 
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1. Introduction 

1.1 Relevance of the topic 

“Nature has given birth to Homo sapiens just as it has given birth to every other organism on Earth, 

and we cannot exist except within nature. Our body chemistry is engaged with the chemistry of the 

planet. The very air that flows in and out of your body to keep you alive as you read these words is a 

part of nature that untold billions of plants helped create by breathing out oxygen over millions of 

years” (Foss, 2009, p. 9). 

 

Since the need for a sustainable way of living and operating has been recognised and stressed by the 

Brundtland Report in 1987 (World Commission on Environment and Development [WCED], 1987), 

30 years have passed in which the planet’s social, environmental and economic resources got 

extracted dramatically (Bom et al., 2019). Various natural facts, such as climate change, gradually 

made the need for a change in consumption evident and let sustainable awareness raise (Jurmain et 

al., 2009). Environmental degradation and the resulting human control over the planet are certainly 

the most fundamental factors in the changing consumer mindset (Adams et al., 2016; Chen 2010). 

Thus, in an ethical sense, people have felt the emergency to become conscious of their individual 

ecological footprint. However, that also made it attractive for businesses to catch the opportunity 

(Chen, 2010; Sahota, 2014). It is a lucrative place for sustainable entrepreneurs to unfold their passion 

or “personal mission for making the world cleaner and more beautiful” (Bonnén, 2020). 

 

It is crucial that the cosmetics industry is taking the responsibility in making products as well as 

processes sustainable, since they are used by people on a daily basis and their residues enter the 

ecosystem. While it is evident that pesticides that are applied in agriculture will end up on our skin 

and consequently in our body, it has somehow not rooted in the consumer’s minds. Cosmetics that 

includes chemicals or unsustainably treated raw materials have thus also an effect on our health 

(Sahota, 2014; Mellowship, 2009). There has been a lot of research of this psychological phenomenon 

related to this paradox. The attitude of a consumer is based on the subjective perception of situations 

and further attributes judgemental reactions from one’s personal experience and interpretation 

(Brockmeier, 2008; Greitemeyer et al., 2012). Furthermore, attitudes are situational and are formed 

depending on the available information at a given point in time (Schwarz & Bohner, 2001). Nisbet et 

al. (2013) have investigated how attitude can change in a competitive sustainable environment. They 

state that the focus in communication is often put on disastrous events and the damaging way humans 
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are operating that destroys the living sphere rather. Whereas, opponents are emphasising on the 

economic costs of change. It seems that the majority of people does not feel personally addressed by 

the severe issue because they receive strong competing arguments from both sides (Nisbet, 2013). 

 

The environmental challenges attribute sustainable innovation an increasing importance (Polynczuk-

Alenius, 2015). Developing a green strategy for traditional products and thus seeking to strengthen 

the brand value make actors not only compliant with the environmental pressures, but also equips 

them with a competitive advantage (Chen, 2010). “Innovation is an important development 

mechanism […and] should generate positive economic, social, and environmental outcomes at the 

same time” (Kuzma et al., 2020, p. 1). 

 

While it seems that bigger companies have an advantage due to higher market share and budget, 

disruptive sustainable innovation is triggered by small companies. Those are “powerhouses of 

innovation and creativity” (Sahota, 2014, p. xviii) and the driving force of sustainable development. 

Corporations usually follow up when they see that innovations yield to success (Kuzma et al., 2020; 

Hockerts & Wüstenhagen, 2010; Schaltegger et al., 2016; Christensen et al., 2015). 

 

1.2 Motivation 

The motivation behind my research is to understand the effect of small companies on the cosmetic 

industry in a market that is driven on one side by consumer perceptions and on the other by the urge 

for sustainability. Due to the social media influence that consumers face, each brand needs to offer 

uniqueness while organic ones also need to emphasise their mission of sustainable value creation. 

Being a small market player with the aim to transform the cosmetic market into a more sustainable 

one, encounters a lot of pressure due to the challenges they need to overcome. 

 

The chosen case company has developed since some years and has a clear vision of spreading the 

message of sustainability, which made it interesting for my research to investigate and add practical 

perspectives to literature. My assumption was that regardless of a small company’s geographical 

origin, they can trigger the cosmetic market and revolutionise it due to the transparent information 

they provide to the consumers. 
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Hence, the identified fields of interests leading to the research were: 

• How do small organic cosmetic companies brand themselves in a compelling way that leads to 

consciousness of ingredients and hence transforms the market in a sustainable way? 

• How is innovation organized in small organic cosmetic companies in this sustainable 

transformation? 

• What are the processes 

- behind educating consumers towards trustful transparency and a healthier lifestyle 

- behind the constant rethinking or adaptation of the business model and 

- behind innovation in business development and branding? 

• How do they wrap technical innovation to the ‘organic brand image’ in their communications so 

that they communicate with consumers in an engaging way? 

 

All of these questions resulted in the three fields of interest for this research: innovation, sustainability 

and branding. 

 

1.3 Field of research 

Currently, organic products design still a clear niche in the cosmetic industry but due to increasing 

trends, the market is growing. Market data is fairly available for this flourishing market, however, 

when understanding trends and attitudes as derivations from cultural movements, I have recognised 

a clear distinction between two attitudes. The first one is following the claim of ‘making the world a 

better place’ that can also be understood as ‘go green’ movement. The second attitude is directed at 

‘saving the planet’ which follows an environmentalist thinking. 

 

‘Go green’ is an observed cultural movement since recent years driven by millennials (Westervelt, 

2019). It has been observed that due to the anchored realisation that the planet has infinite resources, 

people became more aware of the environment, their own health, their lifestyle, ethics and substances 

and developed a preference for non-harmful ingredients. With this new emerging need, they force 

businesses to become greener (Amberg, 2018; Bom et al., 2019) as they also ‘green up’ their own 

consumption. 

 

The second observed movement has more of an environmental activist approach. Environmentalists 

claim that there is an environmental crisis. They seem to have seen the society surpass the frontier of 
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reacting to harmful events and request a radical and determined change of behaviour. This would lead 

to a disruptive effect, if everyone would be like-minded. However, even if they exaggerate the urge 

of their message, they are driving forces in calling to rethink conventional ways (Foss, 2009). Their 

lifestyle is minimalistic, and their approach to consumption can be summarised in one word: ‘less’ 

(Mitulla, 2019a). 

 

Sustainable entrepreneurs reconsider their branding strategies to provide transparency to consumers 

and to strengthen the brand from a competitive perspective. Therefore, brand value is seen as a 

dependent variable of sustainable innovations that small organic cosmetic companies come up with. 

A lot of research has been conducted in separate strings of sustainability and innovation or innovation 

and branding, but little has been said about how all three fields interrelate to create a strong brand. 

Hence, the thesis has been designed to answer the following research question: 

 

How is brand innovation of organic cosmetic 

brands organized to strengthen the brand 

 

The aim of this research is to get an understanding of how sustainable development is demanding 

change in the conventional cosmetic industry and how especially organic cosmetic companies create 

a transformative effect on the industry through their sustainable innovations. Natural cosmetic 

companies are taken into consideration when it makes sense to illustrate their contribution. 

 

1.4 Delimitation 

The research is aimed at the business and brand development of organic cosmetic brands, while 

drawing on natural cosmetic actors from secondary data sources for the purpose of understanding the 

different mechanisms in the market. Their nature of being sustainable entrepreneurs limits my 

analysis to those two types of market actors. Conventional ones differ greatly in their approach to 

sustainability and are thus not extensively discussed. Furthermore, their concepts draw on a different 

literature stream than the ones of organic and natural cosmetic brands. 

 

Moreover, the research contributes to a phenomenon in social science, where it makes sense of the 

case study in a business-related context and is not directed at chemical analysis. Nevertheless, basic 

insights to chemical terms are necessary. 
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1.5 Glossary 

This section serves to provide a common understanding of the terms used in the thesis. I will start 

with the most basic definitions: 

 Cosmetics are often mistaken as only being make-up and perfume. However, the category also 

includes skin care, hair care and dental care products (Kumar et al., 2006). The composition of the 

ingredients determines the effect they achieve. As previously mentioned, chemicals were taking care 

of that, while the sustainable development demands to find alternative solutions (Bom et al., 2019). 

 Beauty care is the treatment with cosmetics for a more aesthetic appearance (Dictionarist, 

n.d.) 

 

A synthetic ingredient is “a substance or material produced by chemical processes and not 

occurring naturally” (Beerling, 2014, p. 198). 

For the definition of a natural ingredient, no uniform legal definition exists which gives a lot 

of room for interpretations. In general, a widely accepted classification is to separate natural 

ingredients into three categories: natural, naturally derived and nature identical (Beerling, 2014). An 

ingredient is natural, if it “has been harvested, mined or collected, and […] subsequently may have 

been processed, without chemical reaction, to yield a chemical or chemicals that are identifiable in 

the original source material” (Warby, 2011). 

Naturally derived are “materials where the majority of the molecule (not less than 50% by 

weight) is derived from natural materials” (Warby, 2011). 

Nature identical ingredients are those that are chemically produced but identical to a material 

that is existing in nature, such as Vitamin E (Beerling, 2014). 

Organic ingredients are “natural ingredients that result from organic agricultural methods” 

(Beerling, 2014, p, 199). This incorporates additionally a sustainable way of treating raw materials in 

their production and growth as well as in their transport. This kind of farming underlies strict 

regulations in Europe and companies that use such ingredients are certified and audited on a regular 

basis (Beerling, 2014; Amberg, 2018). 

Bio is a synonym for organic. 
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Other frequently used terms in the cosmetic industry also lack an official definition but are commonly 

defined as follows: 

 

Vegan is referred to as containing ingredients that do not derive from animals or are not 

produced by animals, however they can still be tested on animals (Martinko, 2020). Concluded from 

my case study data, vegan does not imply that products are organic, natural or clean, but it can be the 

case as mostly vegan ingredients are derived from plants. Products that claim to be vegan have 

experienced an enormous growth recently (Martinko, 2020). 

Cruelty-free refers to the testing process and thus might contain ingredients deriving from 

animals but which are not allowed to be tested on animals (Martinko, 2020), neither as raw material, 

nor as formula, nor as finished product (PETA, n.a.). This claim is supported by the certification 

PETA (People for the Ethical Treatment of Animals). However, animal testing for finished products 

has been prohibited since years already in the cosmetics industry. 

Clean beauty refers to products that try to minimize harmful and toxic substances through a 

transparent communication of ingredients. Clean beauty does not need to be natural nor organic 

(Good Face Project, n.a.). 

Biodegradable are substances that break down into natural elements through a natural process 

but in an unspecified time frame. They are not compostable (Chait, 2019). 

Compostable are all substances that break down into natural elements within approximately 

90 days in a controlled process and that provide organic nutrients for the soil (Chait, 2019). 

 

The thesis will not integrate further specifications of ingredient names other than the most relevant 

ones as it exceeds the business perspective that the research targets. Moreover, the research is not 

specified on product development and the exclusion of certain ingredients over others, but takes a 

more holistic approach to understand the business context organic and natural cosmetic companies 

operate in. 

 

Nevertheless, it is essential to understand the basic definition of chemistry. Chemistry is divided into 

organic and inorganic compounds. 

 Organic chemistry deals with molecules of living organisms, which entails that they are 

produced by living organisms. Such always contain carbon, most also hydrogen and some oxygen. 
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Examples for organic molecules are proteins, sugars, fats, nucleic acids and hydrocarbon fuels 

(Helmenstine, 2020). 

 Inorganic chemistry is related to solid substances that derive from single elements, which are 

non-living things, such as metals, bases or salts, and mostly do not contain carbon or hydrogen 

(Helmenstine, 2020). Examples for inorganic chemistry are ammonia, chlorine or titanium dioxide 

which are used in fertilisers, coatings, pharmaceuticals, water treatment, plastic, ink or conventional 

cosmetics (ACS, n.a.). 

 

I have selected the most relevant substances to make sense of for the underlying research: 

 Tensides enable the mixture of two insoluble substances, such as organic compounds. They 

are able to create the foaming effect (Lumitos, n.a.). However, there are ‘good’ and ‘bad’ tensides: 

natural and synthetic ones. Natural tensides are gained from renewable resources, while synthetic 

tensides are gained through a petrochemical process. Furthermore, they can also be classified into 

aggressive and mild tensides. While aggressive ones are by all means avoided in the organic and 

natural cosmetic industry, some mild ones are approved by certification authorities. To give an 

example that the differentiation is nearly impossible for chemical laypersons, the following Table 1 

lists a few names: 

Aggressive Tensides Mild Tensides 

Sodium Lauryl Sulphate (SLS) Sodium Lauryl Sulfoacetate (SLSA) 

Sodium Laureth Sulphate (SLeS) Coco Glucoside 

Sodium Cocoate Sodium Coco Sulphate (SCS) 
Table 1. Aggressive and mild tensides (adapted from Mitulla, 2019b) 

 

 Essential oils are strong-smelling substances that are metabolic products of plants, and thus 

vegetal extracts. Examples are rose, lavender, mint, neem, citrus, mallow, cajeput or linden tree. They 

have a strong effect on well-being since they are deployed to stimulate emotions. Through the 

absorption by the body, they can influence endogenous processes. They are highly concentrated and 

thus need to be carefully dosed (Kaeser, n.a.). 

After all, it is essential to remember that parabens, silicones or aggressive tensides are harmful 

substances that can be part of conventional cosmetics, but not of natural and organic cosmetics 

(Mellowship, 2009). 

 



 11 

Regarding the processing of ingredients there are further definitions that required: 

 Physically processing makes sure that the natural active substances in raw materials are 

maintained. Ingredients are solvent from their origin through ethyl alcohol, glycerin, vegetable oils, 

honey or CO2 absorption. Examples for physically processed raw materials are minerals and water 

(Cosmos, 2020). 

Petrochemical moiety means that a part of a molecule is derived from petroleum (Cosmos, 

2020). Consequently, a petrochemical process has to do with extraction of substances through 

petroleum. For Cosmos Organic certified companies, petrochemistry is only allowed in the processing 

of a special ingredient that requires so to achieve a special styling effect, because the appliance of the 

product is directed for hair or skin and not for oral intake, according to the case study data. 

 

Reading through the previously mentioned definitions must have felt like taking a minor in chemistry. 

During my research I got aware how difficult it is to understand ingredients as a layperson and to 

distinguish them from each other, since even their formula names seem almost identical when their 

effect is by far different. Small organic and natural cosmetic businesses face exactly those market 

barriers since they cannot expect their consumers to have an in-dept knowledge about the organic, 

natural and synthetic product ingredients. Furthermore, the truthful ‘naturalness’ of products 

according to the definition above is majorly not met by some natural actors. Therefore, the role of 

government would be to give a stronger leverage to it through legislations on “product policy and 

producer responsibility, eco-labelling, regulation and environmental taxation” (Gordon, 2002, p. 6). 

However, due to the absence of a harmonised European standard in the cosmetic industry, regulatory 

organizations are trying to provide a better understanding through certifications. 

 

The most trusted certifications that unveil the authenticity of communicated promises in the cosmetic 

industry are BDIH, NaTrue, Ecocert and COSMOS (Amberg, 2018; Bom et al., 2019). 

BDIH has been the earliest standard of the four setting the boundaries for natural cosmetic 

since 2001. It obliges to use herbal raw materials predominantly from ecological farming, prohibits 

animal testing in production, development or testing of products, and interdicts synthetic colourings, 

synthetic fragrances, silicones, paraffins and petroleum products. Input materials produced by 

animals are allowed, but not the ones stemming from dead vertebrates, such as animal fats (Schreier, 

2018). 
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NaTrue labels natural and bio-cosmetic brands (Amberg, 2018). It only allows for 75% of the 

assortment to be certified as this is its approach to prevent greenwashing. Products are only allowed 

to consist of natural, nature identical and near-natural ingredients and are certified according to their 

level of natural quality. Furthermore, products are not allowed to be tested on animals (Schreier, 

2018). 

 

Ecocert certifies natural or organic products. 

Ecocert Natural Cosmetic labels products that contain at least 95% of natural or naturally 

derived ingredients, whereas at least 50% of the herbal ones are produced by organic farming. In 

total, at least 5% of the whole product ingredients needs to stem from organic farming (Bom et al., 

2019). Nevertheless, it allows certain preservatives and other non-restricted ingredients in small 

quantities (Ecocert, 2020; Schreier, 2018). 

Ecocert Organic Cosmetic are all products that contain at least 95% of natural or naturally 

derived ingredients, whereas at least 95% of the herbal ones are produced by organic farming. In 

total, at least 10% of the whole product ingredients need to stem from organic farming (Bom et al., 

2019). 

 

Cosmos (COSMetrics Organic Standard) is the latest certification that has been established in 

2010 and aimed at uniting the existing ones. It is the most reputable standard in the cosmetic industry 

(Bom et al., 2019). Companies certified with Cosmos are regularly audited in composition, processing 

and packaging and were controlled to only contain the imprinted natural ingredients. “With this green 

philosophy and this desire to actively contribute to sustainable development, the cosmetics sector is 

committed to define and implement a standard for organic and natural cosmetics. This Standard takes 

into account the current technological reality while infusing a dynamism that will lead to innovative 

developments” (Cosmos, 2020, p. 3). It offers refined certifications for different types of sustainable 

entrepreneurs: Cosmos Natural and Cosmos Organic. 

Cosmos Natural certifies products that exist of 100% natural or naturally derived ingredients 

and can contain approved synthetic preservatives and petrochemical moieties. They do demand a 

certain percentage of organic ingredients (Cosmos 2020). 

Cosmos Organic certifies cosmetics only if 95% of the ingredients it contains are agro-

ingredients and are physically processed. Agro-ingredients derive from agriculture, aquaculture or 

are wild harvest. Furthermore, 20% of the content must be purely organic, except for rinse-off 



 13 

products which only require 10% of purely organic content (Cosmos, 2020) “Water or minerals are 

not regarded as organic for they are not from agriculture. Since water is a major component of 

numerous cosmetic formulas, it implies a dilution of the proportion of organic ingredients out of the 

total product” (Ecocert, 2020). Minerals are “naturally occurring substances formed through 

geological processes but excluding fossil fuel-derived materials” (Cosmos, 2020, p. 7). 

This certification is only obtained by companies that conform with principles “from production of 

raw materials to the distribution of finished products” (Cosmos, 2020, p. 3). Those imply that raw 

materials must stem from organic farming which respects biodiversity, responsible procurement of 

natural resources, the use of clean processing and manufacturing that respects human health and 

environment, and the active development and integration of Green Chemistry (Cosmos, 2020). For 

transparent information, the strict fulfilment of the exclusive use of permitted ingredients that stem 

from the authorized ingredients list, the black-white-list, must be guaranteed (Ecocert, 2020). 
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2. Methodology 
Before the implementation of research, it is essential to understand the contribution of it through the 

chosen research design. This section explains the methodological approach, the epistemological 

consideration, the research method, the data collection methods, provides an overview of the literature 

that has been reviewed and outlines how the collected data has been analysed. 

 

2.1 Methodological Approach 

Since the research is focusing on “a contemporary phenomenon within a real-life context” (Yin, 2009, 

p. 2), examining the theory of sustainable entrepreneurship and brand innovation in the sustainable 

cosmetic care industry, a case study is the convenient approach to examine the theory in praxis. A 

case study allows to gather detailed information about specific situations (Flyvbjerg, 2006). The 

Austrian organic cosmetic brand Less is More was selected as a representative example for the 

organic cosmetic industry as it considers sustainability in every aspect of its business and operates 

within the frame of various certifications that ought to be the aim of every organic cosmetic company. 

Thus, it allows to draw conclusion for organic cosmetic brands in this field. The case is instrumental 

as the understanding of the case provides insights into a more general problem (Saunders et al., 2007), 

the brand innovation dilemmas in the green market and the implications for growth stemming from 

the challenge to act sustainably. This thesis should illustrate how brand innovation is organised to 

explore how brands differ from each other in their brand value. 

 

2.2 Epistemological Considerations 

In general, case studies are generalising but “enter at the lowest, foundational, step in the naturalist’s 

hierarchy of methods” (Moses & Knutsen, 2007, p. 132). This is due to the fact that cases are only 

investigating one specific area with the focus on a specific concern, having one legitimate theoretical 

outcome. Naturalism, also known as positivism, “seeks to discover and explain patterns that are 

assumed to exist in nature” (Moses & Knutsen, 2007, p. 8). It expects the researcher to be able to 

differ factual information from behavioural factors in order to create a truthful realistic picture 

(Järvinen & Mik-Meyer 2020).  

 

This case study is a heuristic one, as it builds theory from empirical data. However, the theoretical 

construct is only valid for the specific case, which requires similar elaborating researches to be 

conducted in order to come to a stronger general assertion. The credibility of research depends on the 
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researcher’s familiarity with the context (Moses & Knutsen, 2007), which leads to the fact that “an 

orderly standard model of the research process is rather misleading” (Van Maanen et al., 2007, p. 

1146). It implies that case studies are not purely inductive since theory and data collection should be 

a back-and-forth process in order to build concepts of higher legitimacy. “Flexibility in the 

connections within and between the conceptual (ideas) and empirical (data) planes and allowing for 

a logic of discovery rather than only a logic of validation is seemingly a prerequisite if research is 

seen as a cognitive process” (Van Maanen et al., 2007, p. 1146). 

 

2.3 Research Method 

A case study emphasis on gaining a better understanding of a specific context, which suggests a ‘how’ 

question. This results in conducting explanatory research because it expects to study a particular field 

in order to provide an answer to the research question (Yin, 2009). It is relevant for players in the 

market to understand how sustainability triggers brand innovation in the cosmetic market for them to 

rethink their own branding strategies and transform the market. Therefore, the research is of 

explanatory nature (Saunders et al., 2007). Primary data has been collected from the case company, 

while I have monitored a more broader range of competitive companies. I got primary data in form 

of their communication and branding efforts on social media, and secondary data through the 

interviews with the case company. 

 

Case studies are a “common research method in […] sociology, […] business […] and community 

planning” (Yin, 2009, p. 4). Due to the appliance of theory to a real-life case, this method of research 

allows to investigate complex concepts in a specific industry and to approve or deny their accordance 

to actual circumstances. As a result, data is collected through interviewing experts from the case 

companies and through online observation (Yin, 2009). 

 

Limitations of a case study are within its nature of subjective data collection. Even though, I have 

approached the interview questions without preconceptions (Järvinen & Mik-Meyer, 2020), there is 

some kind of subjective approach to it that are based on personal motivations behind the research. 

Furthermore, it is difficult to generalize the information gained in one case company for the whole 

industry. The research method is mostly inductive, as the empirical observation is conducted first, 

however, with respect to generate a more legitimate general assertion, a back-and-forth process 

between empirical and theoretical data has been applied (Van Maanen et al., 2007). First empirical 
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data was coded and compared to concepts of existing literature, aiming to generate new theory without 

being biased through existing literature. The review of theory led to a greater familiarity with the 

topic before the next interview. However, for the inductive approach, a general familiarity with 

existing theories is also necessary in order to have insights (Timmermans & Tavory, 2012). For the 

third interview, the theoretical review about sustainable entrepreneurship has been completed, but the 

questions that were addressed were concerning mainly the brand innovation part. Thus, it still had an 

inductive character, whereas the fourth interview was conducted when the theoretical part was nearly 

completed. The added information clarified certain empirical data or theoretical concepts further. 

 

2.4 Data Collection Method 

The method used to collect data for a case study analysis is qualitative research. The purpose of this 

kind of research is to analyse the meanings of studied phenomena and the interpretations of the 

perspectives of the interviewed persons. Furthermore, it also analyses the processes which shape 

actions and characteristics around form the surrounding that influence the interviewees (Järvinen & 

Mik-Meyer, 2020). 

 

Qualitative research was conducted with regards to the type of the research question ‘How is the 

brand innovation of organic cosmetic brands organised to strengthen the brand?’ “The purpose of 

qualitative studies is not to isolate a phenomenon from its background or to identify the context’s 

influence and then generalise across context, […] on the contrary, the purpose is to see the 

phenomenon studied as rooted in […] a specific spatial, temporal and social context” (Järvinen & 

Mik-Meyer, 2020, p. 3). Qualitative research questions focus on ‘how’ or ‘what’ rather than ‘why’ 

because they are open and can be emerging (Creswell, 2009). Therefore, the research question can be 

described as an ethnographical question which is a “broad question that asks for an exploration of the 

central phenomenon or concept in study” (Creswell, 2009, p. 129). The verb ‘organise’ aims to 

explain how to understand the researched topic through a case study that investigates the issue of a 

brand innovation of organic cosmetic brands (ibid.). In order to set the organic cosmetic brand into 

relation to the market, natural cosmetic brands are taken into comparison for the part of community 

branding, that have been observed on the social media platform, Instagram, over a time period of four 

months. Otherwise, all information around natural brands stems from either literature or interviews 

with LiM. To prevent blackguarding, those brand names are not mentioned. 
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2.5 Data Collection Process 

In order to collect data for a qualitative analysis, I have categorised the data into smaller categories, 

being (new) product development, marketing/ branding, business model, value co-creation, 

distribution/ packaging and entrepreneurial. During the data collection, the coding process started 

including codes such as ‘authenticity’, ‘sustainable business model’ or ‘co-creation’ that have been 

sorted at a later stage with the aid of literature. Quotes were selected if they represented key findings. 

The initial codes have been transformed into focused codes in the process of revising data and 

identifying its key concepts (Järvinen & Mik-Meyer, 2020). This resulted in identifying the two main 

topics which were defined to be sustainable entrepreneurship and brand innovation. 

 

The following Figure 1 illustrates the different steps that have been undertaken in order to collect 

data. 

 
Figure 1. Data collection process (own illustration) 

 

2.5.1 Interviews 

Data collected for this research consists of several semi-structured and non-standardised interviews 

in English and German (Appendix 8.1) which were aimed at gaining answers in relation to the topics 

involved to answer the research question. The reason behind choosing this strategy rather than other 
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qualitative tools is the need to gain more in-depth knowledge about the studied topic. The conducted 

interviews are active in their approach because the interview situation is used to develop a dialogue 

with interviewees (Gubrium & Holstein, 2001) Doris, Lisa, Anja and Nick. Moreover, in this 

approach “the subject behind the respondent is transformed from a source of opinions into a 

productive source of knowledge” (Gubrium & Holstein, 2001, p. 119). 

 

The list of interview questions (Appendix 8.2) was prepared beforehand based on the research 

question and themes. Those are (new) product development, marketing/ branding, business model, 

value co-creation, distribution/ packaging and entrepreneurial. However, the order of questions 

depended on the flow of the conversations, some questions were not asked, and some were replaced 

with new ones that occurred during the interview. This left room for additional topics to emerge, that 

might not have been considered in the interview guide but arose during the conversation (Saunders 

et al., 2007). 

 

This master thesis uses non-probability sampling as not all persons have a chance to be chosen to be 

representatives of the sample. As interviewees for this project were chosen based on my judgment 

and their suitability for the research question, the focus has been put on the judgment method of non-

probability sampling, also known as purposive. Moreover, as the research focuses on providing 

typical perspectives for the case, the typical case sampling has been applied (Saunders et al. 2007).  

 

In addition to the interviews, LiM provided its FAQs, branding materials and invited to join a webinar 

with its community where it launched a new product. The essential pieces of information were used 

in the analysis and findings section. 

 

2.5.2 Netnography 

“The researcher needs to get close to the subjects of research. ‘Going native’ is a term covering the 

ethnographic research ideal: to live in a certain environment long enough to truly understand the 

social and cultural phenomena from an ‘insider perspective” (Heding et al., 2016, p. 210). Online 

observations became part of the ‘real world’ as they offer spaces for communities which attract a lot 

of people to engage in (Järvinen & Mik-Meyer, 2020). Ethnography describes a flexible approach to 

explore culture entirely, while netnography focuses only on the virtual aspect of this social experience 

(Kozinets, 2010). 
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The online social environment that has been investigated is Instagram and in there only specific field 

sites, i.e. accounts. Those were chosen based on data gathered from preliminary research, interviews 

or theory. Each monitored brand contributed to the observation of new emerging hashtags that seemed 

to be commonly used (Kozinets, 2015). 

 

Netnography was applied to understand the competitive field of communities and online cultures 

around LiM and to make comparisons with respect to its branding approach. Therefore, 23 profiles 

were observed over a time frame of four months. ‘Participants’ included competitive brands, 

platforms or physical shops, green lifestyle influencers and hair stylists with a follower reach between 

500 and 127,000. 

 

2.6 Data Analysis 

The data analysis started within the process of data collection. The conducted interviews were always 

sorted before carrying out the remaining ones. The further revision of interview questions assured 

getting more relevant data for the research question and eliminating blind spots (Miles et al., 2013). 

Regarding the online observations, data was filtered into most mentioned hashtags, their specific 

reach, which corresponds to the profile’s reach, the type of participant and the type of sustainable 

entrepreneur the post was targeted at, being organic, natural not specified. 

 

In order to analyse the collected interview data, the computer aided data analysis software Nvivo 

supported its organisation. Different codes were used to classify data into themes. Codes are defined 

as “labels that assign symbolic meaning to the descriptive or inferential information compiled during 

a study” (Miles et al., 2013, p. 71). They are usually a word or short phrase and are attached to various 

parts of the transcription of the interviews (ibid.). The codes were based on deductive and inductive 

patterns. First, inductive codes were attributed to statements of paragraphs. Due to the back-and-forth 

process of involving literature, deductive codes stemming from relevant concepts, were also 

attributed (Figure 2). 

 

Saldaña (2013) divides codes into first-cycle and second-cycle codes. First-cycle codes are those 

distributed in an initial stage, while second-cycle codes are those gathering the first ‘data impression’ 

into concepts (Saldaña, 2013). 
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Figure 2. Coding Tree (own illustration) 

 

First-cycle codes can be disturbed according to various different approaches and ‘mixed and matched’ 

as required. The methods used for this analysis are Descriptive and In Vivo coding. For Descriptive 

Coding, a noun or short phrase is assigned to a data part, which summarizes this part, for example 

‘sustainability challenges’ from an inductive approach or ‘proactive radical branding’ from a 

deductive approach. In Vivo Coding refers to using the participant’s own language that is used e.g. 

‘authenticity’ (Miles et al., 2013). After this procedure, the codes are grouped into themes and 

categories, which refers to second-cycle coding (Miles et al., 2013). This has been made purely 

deductive. Since used literature has been coded with its key terms, those were used as second-cycle 

codes to make sense of the first-cycle codes. In a third step, they were summarized into the categories 

they belong to, i.e. sustainable transformation, sustainable entrepreneurs and brand management. 

Finally, they were grouped into the sub-themes of the thesis, sustainable entrepreneurship and brand 

innovation which together result in the main theme ‘brand innovation of sustainable cosmetic brands’. 

Appendix 8.3 shows an excerpt from the coded interviews. 
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2.7 Literature Review 

As a case study requires a thorough literature review (Yin, 2009), I have decided to provide a larger 

theory section instead of a literature review which also explains the relationship of concepts. 

Therefore, I have reviewed 162 articles, including books, which are ordered in Figure 3 according to 

their year of publication. Basic definitions were drawn from their original publications, but all other 

theory stems from the year 2000 and onwards. Most reviewed literature was published in 2010, 2014 

and 2016, which demonstrates the high actuality of research in this field. The dark line indicates the 

number of the annual publication I have implemented in the theory section. However, the bars in 

Figure 3 also show that there are not a lot of completely new publications on an annual basis which 

would accelerate the research in the field. 

 

 
Figure 3. Visualisation of publication years of reviewed articles and books in theory section (own illustration) 

 

I took the challenge to investigate concepts further and make sense of them with respect to brand 

innovation as it implies a change of a brand. Since organic cosmetic brands as bioneers target growth 

or replication (Schaltegger et al., 2016), it is essential to inspect how such brands can innovate in 

order to transform the sustainable market. This constitutes the importance to connect both concepts 

and to test their interrelation from a practical perspective. 
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3. Theoretical Framework 
With the call for sustainable development by the Brundtland Report (WCED, 1987), actors who 

comply to standards that expect the non-exploitation of resources, of both, human and material, were 

put in the driving seat. They bring change with sustainable innovations replacing existing harmful 

ones. For that reason, the first block of the theoretical framework for my research is called Business 

Development. It starts with sustainable entrepreneurship and the interaction between such sustainable 

actors resulting in market transformation. As sustainable business development is driven through 

sustainable innovations, business success is achieved through a careful re-consideration of the 

business model. Whereas, sustainable innovations have an influence on the business model, the 

growth opportunities of a company particularly depend on the management of the brand, in effect, 

how a brand is innovated. Brand innovations is an essential component of the corporate strategy that 

engages consumers in the sustainable notion. This is the second block of the theoretical framework. 

To get a common understanding of the evolution of brand theory, the branding paradigms and relevant 

branding approaches are explained. The compelling brand innovation strategies for the sustainable 

cosmetic industry that are related to the identity, community and cultural branding management, are 

discussed in depth before emphasising on the role creativity plays in brand innovation. 

 

3.1 Producing More with Less 

In order for development to be sustainable, it is expected “to ensure that it meets the needs of the 

present without compromising the ability of future generations to meet their own needs” (WCED, 

1987, p.16). In this regard, innovation plays a major role as literature defines it as the tool that drives 

sustainable development. The definition by the WCED is a complex argument as it targets a major 

development on a high level.  

 

With the acknowledgement that our business system is unsustainable as it is today, sustainable 

development has to work towards ameliorating the situation, prompting our economy and society to 

supply and consume within the planet’s ecological boundaries at a reasonable level. In order to assure 

that the needs of future generations are met, technological innovations need to be designed in a way 

that ensures long-lasting existence instead of solely solving imminent issues (WCED, 1987). This 

tension results in an even greater paradox, the necessity to produce more with less (Jackson, 2009), 

implying that sustainable entrepreneurs possess the creativity to reorient and rethink the technological 

development while attributing the environment the highest attention. 
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Innovation in alternative, upgraded or new technologies by commercial organisations are costly as 

they also need to consider their impact beyond the company’s sphere when claiming to act 

sustainably. An external impact is for example related to the product disposal by the consumer. 

Therefore, sustainability is arising additional costs, which ought to be promoted by economic 

incentives that even the path for sustainable innovations to accelerate (WCED, 1987). These 

requirements are set from an economic perspective to maintain constant market growth. 

 

From a pure environmental perspective, however, higher costs lead to a lower use of resources and 

thus a decreasing effect on the environment, but also lower revenues, raise of unemployment and 

ultimately ending up in an economic recession. Therefore, it is important to balance environmental, 

social and economic development. (Jackson, 2009). As a result, sustainable development stipulates 

change and demands technological development, resource exploitation, institutional change and the 

direction of investments to act in harmony for present and future developments (WCED, 1987). 

 

The sustainable innovation has also been defined as ‘greening’ in literature (Hockerts & 

Wüstenhagen, 2010) due to the strategic avoidance of harming the environment (Hansen et al., 2009; 

OECD, 2005). Klewitz and Hansen offer the following definition of innovation, which complies with 

my understanding of innovation in the context of the sustainable cosmetics industry: 

“Innovation, in general, is the implementation of a new or significantly improved product (e.g. 

change in product properties), processes (e.g. changed delivery methods), marketing method 

(e.g. new product packaging) or organisational method (e.g. changes in workplace organisation) 

in business practices, workplace organisation, or external relations” (Klewitz & Hansen, 2014, 

p. 58). 

 

Klewitz & Hansen rephrased this specific definition from guidelines established by the OECD (2005) 

and applied it to investigate innovations in SMEs. In general, there are more typical definitions of 

innovation, however, I consider this as the most appropriate one as it goes beyond creating novelty 

through product innovation, and rather targets all processes involved when change occurs. 

Furthermore, it is compatible with the concept of sustainable development, as that implies the 

amelioration or sustainable innovation in every part of the company. For example, organisational 

method innovation could be interlinked with social innovation, or marketing method innovation can 

be understood as brand innovation. 
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From a historical perspective, the accelerated implementation of innovations has created an imbalance 

for the planet (WCED, 1987), which resulted in placing all hope to into innovations that develop into 

the opposite direction of conserving environmental resources while maintaining our wealth. 

“Business may have the potential to reverse negative environmental trends by leading the world into 

the ‘next industrial revolution’ […whereas] the real gains will be made by harnessing the innovative 

potential of entrepreneurship to resolve environmental challenges with innovative business solutions” 

(Cohen & Winn, 2007, p. 30). Schaltegger and Wagner (2008) also state that “sustainable 

development requires sustainability innovation and entrepreneurs who can achieve environmental or 

social goals with superior innovations that are successful in the marketplace of mainstream 

customers” (p. 27). 
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3.2 Business Development 

3.2.1 Sustainable Entrepreneurship 

‘Entrepreneur’ originates from French and can be understood as ‘taking the initiative to bridge’, being 

the middleman between customers and suppliers with a mission behind. Sustainable entrepreneurs 

also take into their responsibility to “build bridges between environmental or societal progress and 

market success” (Schaltegger & Wagner, 2008, p. 30). Therefore, such entrepreneurship goes beyond 

the general definition of an entrepreneur that aims for growth (Kyrö, 2001), strives for competitive 

advantage through innovation (Schumpeter, 1934) or is characterized by ambition and commitment 

(Stevenson & Gumpert, 1998). Sustainable entrepreneurship puts its “focus more on the personal 

initiative and skills of the entrepreneurial person or team to realize market success with environmental 

or societal innovations” (Schaltegger & Wagner, 2008, p. 31). 

 

Thus, it inevitably combines environmental and social innovation. Environmental innovation is 

synonymized by literature with ‘green’ or ‘eco’ but in all focuses on “reducing or avoiding harm to 

the environment” (Yarahmadi, 2012, p. 401). Green products “strive to protect or enhance the natural 

environment by conserving energy and/or resources and reducing or eliminating use of toxic agents, 

pollution, and waste” (Ottmann et al., 2006, p. 24).  Social innovation is the interplay of fulfilling 

needs with accessible resources, rising socio-political capabilities and changing social relations 

(Logue, 2019). If the aim is to achieve social improvement (e.g. health, community development), it 

can concern processes or product innovation (Hockerts & Wüstenhagen, 2010). 

 

Innovative sustainable entrepreneurs can exert a transformational effect on the market resulting in a 

reorientation of market actors. This is further encouraged by regulators and nongovernmental 

organisations, while a lack of such leads to widespread innovation trajectories (Geels & Schot, 2007). 

“Relevant contributions to sustainable development require companies to achieve environmental and 

social goals with superior processes, products or services that are successful in the marketplace with 

mainstream customers” (Schaltegger et al., 2016, p. 266). 

 

Sustainable Entrepreneurship in small companies includes ecopreneurs and bioneers and is an 

umbrella concept for both type of entrepreneurs (Rodgers, 2010; Schaltegger, 2002; Petersen, 2010). 

They distinguish in their degree of environmental innovations and their market impact (Schaltegger, 

2002). Bioneers are “sustainably-driven niche players” (Schaltegger et al., 2016, p. 272) and “have 
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less market impact than ecopreneurs” (Schaltegger & Wagner, 2008, p. 28). The term bioneer 

comprises ‘bio’ and ‘pioneer’ as sustainable technological inventions of high quality are at the core 

of their business cause. They are settled in a niche as their vision implies that they only appeal to few 

customers, those with very high environmental preferences. Bioneers are furthermore also radical in 

their requirements for sustainable technological innovations to themselves as products need to be of 

high sustainable quality (Schaltegger, 2002; Schaltegger & Wagner, 2008; Schaltegger et al., 2016). 

The term ecopreneurs has been established around 1990. It is an abbreviation for ecological 

entrepreneurs and describes actors that mainstream eco-friendly innovations (Pastakia, 1998). They 

are pursuing their individual business visions but “are also part of a general social change, which 

continuously generates new consumer needs and business opportunities out of the fact that 

environmental resources are limited” (Petersen, 2010, p. 202). “Ecopreneurship can thus be roughly 

defined as ‘entrepreneurship through environmental lenses’” (Schaltegger, 2002, p. 80). Their green 

mission is their core business as one criterion, however, scoring medium on product quality, and the 

second criterion is that ecopreneurs also achieve economic success, scoring high on product quantity 

and consequently having a high market effect through their high market share (Figure 4). 

 
Figure 4. Positioning matrix (adapted from Schaltegger, 2002, p. 82) 

 

Therefore, ecopreneurs need to be able to offer their products to the mass market at a lower price than 

bioneers, dedicated to price sensitive consumers. Furthermore, ecopreneurs also have a significant 

impact on competitors, other market actors and on the market itself through their large market share. 
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Ecopreneurs change the existing market dynamics by replacing conventional products with superior 

environmental ones. Bioneers are inventors, spending time in laboratories, targeting customers who 

appreciate their innovations (Rodgers, 2010; Schaltegger, 2002; Petersen, 2010). While “ecopreneurs 

search for inventions which they can shape and place on markets to create turnover. […] Only in 

exceptional cases are successful inventors simultaneously ecopreneurs” (Schaltegger, 2002, p. 85). 

 

The definition of ecopreneurs by Pastakia (1998) is still valid today, even though the concept has 

evolved and transformed. In his study, ecopreneurs also included ‘grassroot ecopreneurs’ which 

Schaltegger later separates from ecopreneurs and defines as bioneers. It has been observed, that the 

literature about bioneers and ecopreneurs has mainly been developed by Schaltegger and Petersen 

and revisited by Hockerts, Wüstenhagen and Wagner until 2016. However, the terms do not seem to 

got widely spread. Hockerts & Wüstenhagen (2010) outline that further research needs to include the 

empirical testing of the model. In that respect, I decided to base my thesis onto their work, adopting 

their concepts in my case study. The sustainable cosmetic industry is divided into organic niche 

innovations and sustainability-oriented mass market innovations, and thus it is a further reason why 

their theoretical concepts are an excellent fit to my case study. 

 

Sustainable entrepreneurship has risen from small firms and due to the nature of size might remain 

imperceptible if not well coupled with large conventional corporations (Hockerts & Wüstenhagen, 

2010). Hockerts and Wüstenhagen (2010) developed a model of interaction to sustainable 

transformation between, small companies, referred to as Emerging Davids, and large firms, defined 

as Greening Goliaths. Typically, Davids enter the market through disruptive innovation (ibid.) which 

challenges the incumbent Goliaths in their established market position. While disruptors improve 

their products to appeal to more people (Christensen et al., 2015), Goliaths start performing 

incremental innovation and stress to “follow up with corporate sustainable entrepreneurship 

initiatives of their own” (Hockerts & Wüstenhagen, 2010, p. 481f). When Goliath react, Davids have 

already taken over large parts of the market (Christensen et al., 2015). Nevertheless, it needs to be a 

co-evolution of small and large companies, as Davids drive sustainable transformation starting in the 

early growth phase (Figure 5). 

 

In order to describe the role bioneers, ecopreneurs and conventional actors in disruptive innovation, 

I have combined the concepts of Christiansen et al. (2015), Schaltegger et al. (2016), Hockerts & 
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Wüstenhagen (2010) and visualised their interrelation with Davids and Goliaths in Figure 5. When 

Goliaths upgrade their conventional products to chase profitability with higher prices, new market 

actors enter with business innovations that are of high functionality and affordable due to lower prices. 

They meet the demand of price-sensitive, mainstream customers which were ignored by Goliaths. 

Such market entrance is called a disruption (Christensen et al., 2016). When Goliaths notice that 

market share has been taken away by Davids, they start launching their own disruptive innovation 

through imitated low cost line extensions, which are usually promoted under their own brand name, 

so that it seems that they are apparently unrelated brands. 

 
Figure 5. Emerging Davids and Greening Goliaths (adapted from Hockerts & Wüstenhagen,, 2010, p. 483) 

 

The Goliaths have accepted the challenge and offer products that are similar to those of Davids at the 

same price level. Due to the market power of Goliaths, they try to take back the control over the 

market, which makes some Davids exit because they cannot survive by offering their products that 

have increased in quality over time at such a low price, which turns them into a good acquisition 

opportunity for Goliaths. Whereas, other Davids optimise process and product innovation to stay 

competitive. Those who stayed either create new niches with high-priced and high functional 

products, and thus settle in the high-quality eco niche of Schaltegger’s models (Fig. 2 and Fig. 4), or 

have evolved into Goliaths, becoming big ecopreneurs that are able to serve the mass market with 

medium quality products (Fig. 4). With the increase in product quality, the willingness to pay 

augments and moves away from mainstream to high-end customers, which makes the entrant no 
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disruptor any longer. The introduced sustainable innovations become the new industry standard. 

Another form of disruptive innovation is to create a new market and attract non-consumers. In any 

case, disruption does not only affect one point in time, but is rather an evolutionary process of the 

newly entered products (Christiansen et al., 2015; Schaltegger et al., 2016; Hockerts & Wüstenhagen, 

2010; Heding et al., 2016). 

 

Thus, bioneers can in fact have a disruptive entry, but since they rapidly serve high-end customers, 

they settle down in the niche and are no longer disruptors. In any case, “companies play a crucial role 

in transforming markets and society, and sustainable entrepreneurship as a mission-driven process 

aiming at a sustainability transformation of markets and society can be pursued by either small 

pioneers or large incumbents” (Schaltegger et al., 2016, p. 265). 

 

3.2.2 Sustainable Business Model Innovation 

Sustainable business models (SBMs) help to gain a better control over the ecological footprint, 

resources, emissions, the disruptive entry of new players and the emerging new green lifestyles and 

expectations of customers (Geissdoerfer et al., 2018; Bocken et al., 2014; Lüdeke-Freund & Dembek, 

2016; Schaltegger et al., 2016). Furthermore, they help companies realise sustainable ambitions, 

which made them become a significant tool for achieving competitive advantage over actors with 

traditional business models. What is characteristic for SBMs is that they aim at creating value for all 

stakeholders and not only consumers (Geissdoerfer et al., 2018). The company attributes a higher 

strategic prioritization to sustainability and design its business architecture of how to generate value 

in a sustainable way (Bocken et al., 2019). It is essential that sustainable entrepreneurs have a SBM 

in place, since traditional business model thinking only targets value creation in terms of consumer 

value and not value creation that is in line with environmental concerns (Lüdeke-Freund & Dembek, 

2016). The traditional business model Canvas of Osterwalder & Pigneur (2010) is a conceptual 

framework that narratively describes a system (Magretta, 2002). It does not take account of ecological 

and social value creation and can be revised and adjusted into SBMs. This process is called 

sustainable business model innovation and entails that the model is changed in a way that contributes 

to sustainable development. It demands that the overall impact of a business on the environment and 

society are reduced, in the product as well as in the processes, to guarantee a long-term prosperity of 

both, the stakeholders and the organisation. Furthermore, sustainability needs to be at the core mission 

(Geissdoerfer et al., 2018), as the company aims at transforming the market through sustainable 



 30 

entrepreneurship. Primarily disruptive entering Davids that only have a limited influence, “are 

challenged to grow, to multiply or to successfully influence others in order to contribute to market 

transformations” (Schaltegger et al., 2016, p. 265). Whereas Goliaths or ecopreneurs attribute the 

fulfilment of the sustainable mission a lower priority, they are able to serve the mass market and thus 

achieve a high market share (Schaltegger et al., 2016). 

 

Schumpeter (1934) defined sustainable entrepreneurship as a ‘creative destruction’ that disrupts 

traditional methods by substituting them with more sustainable ones. Sustainable entrepreneurship is 

exploiting and exploring market opportunities by means of innovative business models (Schaltegger 

et al., 2016). “Business models are often necessitated by technological innovation which creates both 

the need to bring discoveries to market and the opportunity to satisfy unrequited customer needs” 

(Teece et al., 2010, p. 176). However, a stand-alone technological innovation is not necessarily a 

business success. It requires a branding strategy and business model innovation, because otherwise it 

would lead to self-destruction (Teece et al., 2010). 

 

3.2.3 Sustainable Transformation 

The innovation in business models transforms the conventional market. The company’s size does not 

limit Davids nor Goliaths to the area they engage in (Schaltegger et al., 2016). Many sustainable 

entrepreneurs that are in the eco niche do not seek to serve the mass market (Parrish 2010). However, 

a sustainable transformation can only be achieved when creating a sustainable (mass) market (Figure 

6). Bioneers face the challenge to maintain their high quality of sustainability while assimilating 

market share from conventional market actors, while the latter transform their existing models into a 

more sustainable one to stay competitive (Schaltegger et al., 2016). However, what is closely 

interlinked with that is the customer’s higher willingness to pay for products that promise a better 

ecological performance (Bocken et al., 2019).  

 

Such a situation stresses conventional companies that do not have sustainability at their core business, 

as well as companies with lower sustainability quality that fear that bioneers might take away their 

market share. To compensate the quality difference, some companies use greenwashing (Schaltegger 

et al., 2016). 

 



 31 

 
Figure 6. Sustainable transformation of business models (adapted from Schaltegger et al., 2016, p. 269) 

 

Greenwashing “refers to the act of misleading consumers regarding the environmental practices of a 

company or the environmental benefits of a product or service” (Rahmann et al., 2014, p. 1057). 

Organisations that do so are characterized by holding up positively their environmental performance 

while simultaneously maintaining a poor one (Delmas & Cuerel Burbano, 2011). Additionally, the 

general recognition of consumers for true environmental-friendly brands is low. Howard et al. (2007) 

detected in a study on consumer’s perceptions that greenwashing companies are perceived as leaders, 

winning interest and admiration but not trust and loyalty and do not involve consumers. In particular 

respondents shared a “disbelief: not trusting that businesses would do what they say and doubting 

that the result would actually make a difference” (Howard et al., 2007, p. 5). The authors observed in 

their study that consumers have different perceptions of how business target their core business, or in 

a larger sense sustainability. Therefore, they categorized attitudinal statements into three market 

approaches to target communication more effectively: ‘Rational demonstration’ for consumers that 

trust if presented with ‘rational solutions’ that are supported by evidence, ‘emotional involvement’ 

for socially driven customers that strive for recognition and associate themselves with environmental 

issues and ‘respectful facilitation’ for sceptical consumers that are unwilling or rejecting the brand 

but might commit to effortless opportunities (Howard et al., 2007). 
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The interaction of niche players, i.e. bioneers, with mass market actors, has been solely reviewed by 

Schaltegger et al. (2016) and summarised as ‘co-evolution’ constituting of three processes: variation, 

selection and retention (Figure 7). Variation occurs, if a market incumbent focuses too much on the 

exploitation of its own internal resources and processes rather than on the exploration of new 

approaches. Such market actors get stuck within their incremental process and tend to focus on 

innovation in the business infrastructure, while niche players use their flexibility to explore new 

market potentials, innovating in their value proposition. Selection occurs, if politics or society 

deliberately select sustainable business models over unsustainable ones and thus eliminate the latter. 

Their choice is then experiencing accelerated growth in the market. 

 
Figure 7. Evolutionary process of sustainable entrepreneurship (Schaltegger et al., 2016, p. 275) 

 

“Variation and selection alone are insufficient to transform markets as a whole” (Schaltegger et al., 

2016, p. 274). For that reason, it is essential to retain innovative business models that are created in 

variation and confirmed in selection over time to ensure continuous market transformation. Forms of 

retention are growth, replication, mimicry and mergence. For market growth, business models need 

to be scalable, which is the capability of coping well with each additional input, and the market and 

society decide to provide the necessary resources to achieve it. Replication is attained if a business 

model is selected to get replicated due to its high market potential without getting cannibalized. 

Mergence occurs if a business model is integrable with existing organizations and if it is attracting to 

incorporate it into the portfolio. The last form of retention is mimicry, which means that a business 

model is imitable, and others have interest in copying it with slight modifications. Most bioneers grow 
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their business model or apply replication in order to gain higher market share, while conventional 

mass market player decide to imitate or acquire them (Schaltegger et al., 2016). 

 

For bioneers to transform through growth or replication, their business model is supporting the 

transformation. Since sustainable entrepreneurs have sustainability distinctively at the core of their 

business, their high-quality products should assure long-lasting use. In order to grow, bioneers face 

the challenge of rethinking their distribution and procurement channels. Scaling up the business 

means enlarging the specialized distribution network and providing an equivalent high level of 

sustainability. Furthermore, growth leads to economies of scale as higher volumes in the purchase of 

raw materials lower the procurement costs. Thus, prices can be reduced to even the increase in 

distribution and communication costs. According to Parrish (2010), transformation is achieved with 

five principles: “Resource perpetuation instead of resource exploitation, achieving synergies through 

balancing benefits for various stakeholders instead of economizing for least costs, strategic satisficing 

to balance competing objectives instead of one-sided financial maximizing, qualitative instead of 

quantitative management, and allocating benefits on the principle of worthy contributions instead of 

power” (Schaltegger et al., 2016, p. 278). 

 

For sustainable entrepreneurs it is essential to not follow the conventional entrepreneurs’ strategies 

in the sense that the exploitation for the own advantage is attributed higher value than human and 

natural resources, support, and restorative treatment. Since a transformation towards growth brings 

along a lot of duties regarding sustainability which need careful execution, some bioneers are not 

interested in growing (Parrish, 2010). Further strategies to move away from the ‘green niche’ 

according to Schaltegger et al. (2016) are replication by early adopters and mimicry by incumbents 

that will not be further discussed for the purpose of this thesis. I highly acknowledge this evolutionary 

concept due to the fact that it explains the dynamic nature of business models of bioneers and 

ecopreneurs. Even though, only Schaltegger et al. (2016) have elaborated upon, it is very industry 

specific and thus give a better understanding when applied to a practical case. 

 

Dynamic innovation needs to be aligned with the brand itself. It is not only the business model that 

is influenced by sustainable innovation, but also the brand (Grant, 2006). It is not enough to develop 

a brilliant product, it has to be sold with a simple, clean and compelling message, wrapped in a brand 

that embodies the company’s values. It has been discussed how sustainable entrepreneurs influence 
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the market, by offering green products that satisfy consumers’ needs. However, assumptions from the 

market’s perspective are not enough to understand consumers’ perceptions of how well different 

sustainable entrepreneurs are achieving that (Logman, 2007). According to the cause of sustainable 

brands, which is to respond to the increasing green consumerism, growth opportunities also depend 

on brand management. 
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3.3 Brand innovation 

3.3.1 Management of sustainable brands 

In brand management, various concepts have risen since researchers and practitioners started 

investigating the domain in the mid 1980s. They range from the conceptualization to the management 

of brands and Heding et al. (2016) reviewed the most influential work and summarized the evolution 

until 2015 in seven approaches. Regardless of the notion, there are two underlying paradigms that 

entail a perspective towards the brand: a positivistic or an interpretive perspective. The first one puts 

the focus on the sender, the company, that communicates its image and values to the receiver, the 

customer. The second stance understands the brand as being created in co-creation with the customer 

(ibid.). “Brands are identities […], which is supposed to be simple, supposed to be the singular thing 

that stands for something else, turns out to be not so simple at all. […] To decode the brand, you need 

to map the network”, which means the context (Kozinets, 2016, p. 441). Throughout the 1990s, a 

shift has been observed more towards the second paradigm, which implies collaborations with market 

operators, hence investigating the context, dynamism of the brand and a certain loss of control of the 

original sender (Heding et al., 2016). 

 

There are seven approaches that Heding at al. (2016) group brand evolution into. Depending on the 

paradigm perspective they can be put into three categories. In the first two approaches, the economic 

and the identity approach, the brand value is created from the sender (marketer), as the focus was put 

on the actions of the company towards the consumer. The consecutive three approaches, the 

consumer-based, the personality and the relational approach, put the emphasis on the receiver 

(consumer). For the last two approaches, the community and the cultural approach, it is the context 

and the culture that have a significant influence on the consumers’ choices and loyalty to the brand. 

The sustainable cosmetic industry applies a mixture between the community and the cultural approach 

and draws on the identity approach in the internal setting. Thus, I will only concentrate on those three 

approaches. 

 

“Today, brands are powerful instruments of change. They are tightly connected with consumers all 

over the world and profoundly incorporated into their everyday life and choices they made. 

Consumers indicate with brands they love and strongly advocate the ideas that are embedded in their 

philosophy and image” (Grubor et al., 2017, p. 78). Branding, as previously mentioned in the 

sustainable business model innovation, is an essential communicative tool for sustainable 
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innovations, as it promotes the ethical compass of a company. The more successful a brand, the higher 

its power on consumers’ conduct, lifestyle and mindset. Some even accomplish a shift of habits, 

which is especially characteristic for green brands (Grubor et al., 2017). However, they are not aiming 

at pursuing customers, they rather interplay with cultural movements and communities to stimulate 

sustainable consumption. 

 

This emphasises the need for a branding strategy that comes from the inside of the organisation, as 

those working with the sustainable values are the ones that best communicate them. Hatch & Schultz 

(2009) stress to attribute higher importance to the employees than to the brand itself. They deny 

emulation and reward systems and claim that branding should be a key part of the organisational 

culture. If the focus is put on the employee, it encourages creativity and enjoyment. This form of 

identity branding lets corporate values become everyday culture and results in employees acting as 

‘propaganda machines’ because of their positive connection with the company (ibid.).  

 

Although, “it is not just the presence of a goal that stimulates progress, it is also the level of 

commitment to the goal” (Collins & Porras, 2005, p. 100). Heding et al. (2016) state that the soul and 

culture of the organisation are communicated through strong storytelling. It the unites multiple 

identities of its employees and stakeholders into one coherent ideology. Multiple identities are all 

people involved in representing the brand. The brand reputation is built up through various 

impressions gained over a long-term period and can be leveraged through corporate success stories 

and corporate social responsibility (ibid.). Even though it might seem that branding is owned by the 

involved people, the initiating company controls the official brand message by repeating it to ensure 

it is understood and remembered. It is essential to listen to the inside and to communicate strategy 

and vision with high transparency. The best way to manage such brands is through cross-functional 

teams that bring together their perceptions. This enables to review the current state to understand the 

degree to which targeted brand vision, culture and image are fulfilled (Hatch & Schultz, 2009).  

 

For Collins & Porras (2005) vision and culture are linked and they see issues in the identity branding 

approach, if an individual does not experience its corporate branded company as a great place to work. 

In their research, they revealed that this can happen quite often, especially in visionary companies. 

“You are either in or you are out, and there seems to be no middle ground. It is almost cult-like” 

(Collins & Porras, 2005, p. 122). Furthermore, identity branding is not only about hearing the inside 
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ideas, but also about integrating everyone from the outside that wants to be part of the company’s 

mission. Outside ideas should be accessible for the employees to elaborate on and the ‘brand lovers’ 

need to be recognised for their contributions in order to sustain the business (Hatch & Schultz, 2009). 

This draws also on the next approach, the community branding. 

 

Millennials, born between 1981 and 1996 (Rauch, 2019), are ‘homines connecti’ because they spend 

most of their time in online platforms (Heding et al., 2016) and easy to target through social media 

activities and influencers (Westervelt, 2019). The brand is the central point for social interaction 

among its consumers which co-create and share the brand meaning within their community networks 

through shared activities, experiences and impressions, personal relationships or a charismatic figure 

(Heding et al., 2016). Millennials have a green lifestyle and a high willingness to pay for eco-friendly 

solutions (Young, 2018). This demographic group is also the one purchasing the most beauty care 

products.  

 

Since “a green brand entails an active communication” (Hartmann & Apaolaza, 2005, p. 10) to 

substantially differentiated from competitive brands, it needs to get embedded into the daily life 

through branding on multiple channels. This gives the brand a high level of authenticity, as consumers 

overtake the marketing of the brand when communicating among them. Thus, it enhances collective 

co-creation of brand value through their networks (Kozinets et al., 2010). “Brand value is viewed as 

the brand’s perceived use-value and determined, collectively, by all stakeholders” (Merz & Vargo, 

2009, p. 338). 

 

The marketer that applies community branding needs to be in contact with some of the customers to 

feed brand stories into the network and to uphold the conversations. This combination is called 

‘triangular communication’ due to its nature that involves the communication between the marketer 

and two or more customers and between the customers themselves. There is either an active or passive 

contribution in the consumers’ community, but nevertheless, the brand achieves to be displayed on 

all screens belonging to a certain community, regardless of the members’ level of engagement. 

Contribution on social media involves activities as ‘liking’, ‘sharing’, ‘commenting’ and various 

others. Consequently, the reach of a brand is broad which has a powerful impact on the brand value 

(Heding et al., 2016). “A brand with a powerful sense of community would generally have greater 

value to a marketer than a brand with a weak sense of community” (Muñiz & O’Guinn, 2001, p. 427). 
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Usually, autonomously interacting consumers that belong to a community are very loyal due to the 

constant marketing penetration and their own choice in which communities they want to engage in. 

However, they can also cause serious negative effects on the brand value in case of collectively 

rejecting or criticizing brands (Heding et al., 2016). 

 

Communities are categorized into three types of social relationships: The first one is ‘conscious of 

kind’ in which members are closely connected to the brand, defending it against competitive ones 

and have the feeling of knowing each other. The second one ‘shared rituals and traditions’ puts 

emphasis on creating shared brand experiences, creating a shared culture and heavily involves 

storytelling. The last type of community has a ‘sense of moral responsibility’ which triggers collective 

action and internal support in the correct use of the brand (Muñiz & O’Guinn, 2001). 

 

Members of communities share their brand related experiences with social tags in social media and 

also discover new content through them. “Social tags are user-defined keywords associated with 

online content that reflect consumers’ perceptions of various objects, including products and brands” 

(Nam et al., 2017, p. 88). They contain rich data related brand associations not only with the own 

brand but also with competitive ones. Such can correspond to the brand itself, to products, to product 

categories or describe feelings, lifestyle or context. Social tags, also called ‘hashtags’, are employed 

to organise, discover and promote content for users and for platforms to categorize, manage and track 

topics. Thus, users can engage with their community and regularly monitor and search content that is 

related to hashtags. This enables brands to track engagement based on likes, to monitor their reach in 

terms of their own followers or the ones of users sharing their content, to capture brand associations 

and to understand emerging trends (Nam et al., 2017). 

 

Brand communities typically evolved around complex and technical products, whereas nowadays, 

they also create “a deep understanding of the consumption context rather than the brand itself” 

(Heding et al., 2016, p. 214). This leads to the understanding of a brand in its cultural context, since 

“a brand is a strategic cultural idea, that is, one with an intention behind” (Grant, 2006, p. 33). As 

mentioned earlier, the ‘go green’ movement is gaining momentum and embeds businesses in a society 

with green needs. The brands themselves are no longer in the central focus, and emphasis is put on 

the synergies between marketplace, cultural meanings and consumer actions (Arnould & Thompson, 

2005). 
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“Viewing consumption through the cultural lens means that all aspects of consumption experiences 

are analysed in their respective cultural context” (Heding et al., 2016, p. 233). Alike the community 

approach, the cultural approach represents the brand as a cultural artefact and roots in societal and 

cultural movements that take place (Heding et al., 2016). The brand explores interpretations 

established within cultural groupings (Arnould & Thompson, 2005) and can be seen as a storyteller 

that facilitates cultural meaning (Askegaard, 2006). Goods are able to carry cultural meaning and 

through consumption, this is transferred into the lives of consumers. This interplay creates a system 

in which culture and consumption operate (McCracken, 1988). 

 

“All societies produce culture as a form of individual and collective expression of basic ideas and 

aspirations” (Lampel et al., 2000, p. 265). Instead of following consumption patterns that are dictated 

by companies and the market, consumers create their own cultural authority. Companies, as cultural 

engineers, thus provide responsive solutions, cultural innovations, to the needs and differentiate 

through their brands (Holt, 2002). “A cultural innovation is a brand that delivers an innovative cultural 

expression” (Holt & Cameron, 2010, p. 173). 

 

When innovations are of ‘high-quality’ (functional) or ‘sophisticated’ (emotional), and thus fit into 

cultural expressions, or in other words match the customer’s expectations, brand value instantly leaps 

(Holt & Cameron, 2010). Value derives from the cultural meaning (McCracken, 2005). Expectations 

are related to the cultural context, customers are caught in, which defines their values, understanding 

of the world, ambitions, rejections and attractions. If a brand succeeds to respond to those 

expectations, consumers like the brand. Brands that focus on emotional concepts, depend on the 

understanding of that specific term. Whereas, brands that promote themselves as ‘functional’, get 

directly attributed higher reputational value. For those innovations, where ‘functionality’ is easy to 

differentiate from one product to another, consumers are more likely to buy into the product of higher 

functionality. “But, even in such categories, many consumers tend not to be technically engaged in 

the category” (Holt & Cameron, 2010, p. 183). In most markets, functionality is difficult to evaluate 

for the consumer, or the difference between brands is rather small, so brands put their focus on 

responding to cultural expressions (Holt & Cameron, 2010). Furthermore, functional positioning 

strategies also entail rational buyer decisions, which makes most green brands to also apply emotional 

ones. Such include “personal satisfaction by contributing to the improvement of the common good 
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environment, […] by exhibiting […] environmental consciousness to others, […] sensations and 

feelings normally experienced through contact with nature” (Hartmann & Apaolaza, 2005, p. 11). 

 

The study of Hartmann & Apaolaza (2005) resulted that even though the emotional branding creates 

a higher attitudinal effect, it is more impactful in a combined strategy that also transmits information 

about functional attributes. Purely emotional positioning can lead to vague green claims and may fall 

as shorter as a solely functional strategy (ibid.). 

 

There has been noted a shift of consumers into more critical and responsible ones (Heding et al., 

2016). Those investigate the brand’s authenticity, or credibility, through evaluating its contribution 

as a cultural resource. The higher it is, the more brand value it gets attributed (Holt, 2002). “While 

consumers strive to uphold personal control over their consumption and see their own sovereignty as 

an important element of market participation, they would like to be connected to real people […] in 

real […] contexts” (Kadirov et al., 2014, p. 74). Therefore, consumers look in their communities for 

dedicated people who authentically represent a brand within a non-commercial context. Authenticity 

is commonly understood as a socially constructed interpretation of observations rather than a 

subjective definition of product properties (Beverland & Farrelly, 2010). 

 

Relating this concept back to the different sustainable business models in Figure 6 of Schaltegger et 

al. (2016), it can be assumed, that bioneers, who offer products of ‘highest sustainability quality’ are 

also of high functionality. Their “customers usually need substantial market and product knowledge 

and more time to find the products they are looking for” (Schaltegger, 2002, p. 86). Ecopreneurs are 

considered to rather respond to the cultural need for environmental solutions with medium sustainable 

quality. As a result, there are a lot of imitators since they realize that there is market potential (Holt 

& Cameron, 2010) when looking at the high functional innovations of bioneers. Conventional brands 

do not need to brand themselves with a cultural approach, since their consumers are passive and 

inactive (Holt, 2002). 

 

3.3.2 Brand innovation strategies 

The previous sections have reviewed relevant branding literature and sustainable innovation 

literature. Now, I will bring this closer together in terms of considering how branding, sustainable 

innovation and sustainable business models are connected. 
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“Organic products have been around for a long time, certainly since the 1970s, when they were part 

of the territory occupied by simple lifers. Organics only gradually became mainstream, and their 

growth had nothing to do with big companies: neither manufacturers nor retailers were initially 

interested. It was the beard and sandals brigade who gradually pushed organics into mainstream, and 

organics in turn influenced the mood towards authenticity” (Olins, 2014, p. 20). Brands are related to 

time and thus change with cultural movements, lasting trends and new lifestyles. As a result, it is the 

brand itself that needs to develop, rather than its products (Grant, 2006). 

 

Bioneer brands that move out of their niche into the mass market compete mostly on three values for 

market success: Those were defined to be ‘reputation of the company’, ‘credibility’ (authenticity) and 

‘uniqueness of supply’ (Petersen, 2010). “Customers must feel confident about the credibility of the 

company, about the environmental advantages that it supplies and about the personal reputation of 

the ecopreneur at the helm of the firm […]. Reputation is an essential competitive tool, especially 

since many (if not most) customers cannot personally inspect and verify the ecological quality of a 

product and instead rely on information provided by the firm” (Petersen, 2010, p. 208). 

 

Consumers prefer brands that ‘do the right thing’, which means that consumers satisfaction is highest, 

the greener the brand (Gordon, 2002; Chen, 2010). Furthermore, consumers are more loyal to a brand, 

the higher its credibility and authenticity. Those factors have to be considered in order to strengthen 

the brand. Strengthening the brand means increasing brand value or in other words brand equity 

(Chen, 2010). “Brand equity provides a competitive advantage because it gives the brand the power 

to capture and hold onto a larger share of the market and to sell at prices with higher profit margins” 

(Jung & Sung, 2008, p. 25). There are different philosophies on how to measure brand equity. 

Kapferer (2012) suggest evaluating it according to following dimensions: monetary or non-monetary 

(e.g. brand awareness, preference, attitude), perceived value in the competitive landscape, measures 

that go beyond the marketing mix (e.g. reach and expenditure, level of actual distribution), profits 

from synergies with other products for the customer, possible brand extensions outside of the current 

portfolio and geographical extension. Companies approach the creation of their brand and brand 

equity at various levels and it is the transformation of the market that emphasizes one approach over 

another (Kapferer, 2012). 
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“Often, the most old-fashioned element in marketing plans is the (implicit) definition of what a brand 

is. The classic idea of this was expressed […] as follows: Strong brand = product benefits x distinct 

identity x added values” (Grant, 2006, p. 14) which means that it is the product communicating a 

distinct USP (unique selling proposition), personality and emotional values. Rosser Reeves defined 

USP by a specific benefit and unique offering that attracts new customers in that sense that 

competitors do not offer the same product. Today, a brand is seen as being related to cultural ideas, 

and the uniqueness of supply lies in promoting a specific intention (Grant, 2006). 

 

If bioneers, which “play the role of a pioneer by opening new paths of environmental development in 

markets” (Schaltegger, 2002, p. 86), are reputable, credible and offer unique products, they have a 

need for brand innovation as they want to reposition themselves. Brand innovation indicates a change 

of the positioning strategy and is a dynamic adaptation of the whole brand, not only its products. 

Change can occur due to trends that are adopted by society, and thus become long-lasting. Grant 

(2006) divides cultural ideas into four spheres. Personal ideas dedicated to individual entertainment, 

immediate ideas which are experienced mostly in a social context, partisan ideas that give consumers 

a feeling of belonging and official ideas which are rooted on the level of a national culture. For each 

sphere, Grant (2006) proposes eight types of ideas which he delimitated very specifically. Green 

brands are either individually customized, creating a sense of belonging to the sustainable people in 

society or are chosen by the culture around the consumer. This allowed me to choose the three that 

are appropriate for my research. 

 

Connecting ideas that are co-authored by individuals are dependent on the engagement within a 

community. They get visibility by the co-creation of its users, the ones that share personal experiences 

with the brand and the others reading, interacting with them through comments, likes, shares and 

finding them through social tags (Grant, 2006; Nam et al., 2017). Grant’s idea of co-authored brand 

works exactly like community branding that has been discussed earlier in detail. Additionally, that 

co-creation also involves a digital do-it-yourself component, and requires customers to show their 

creative talent in ‘innovating’ their own personalized product (Grant, 2006). The increasing 

importance of social media as a ‘free’ marketing platform, gives companies a great space to apply 

this concept (Digital Marketing Institute, n.d.). 
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Connecting ideas that are cooperative ones, create a sense of achieving a common goal together as a 

group. Green brands pursue the aim of a more sustainable consumption adhering to a sustainable 

development of societies and their sustainably minded consumers have the same objective “The 

(evolutionary) reason that humans are social animals is that we cooperate in key activities” (Grant, 

2006, p. 194). This concept of Grant is closely related to the above mentioned social relationship of 

having a common ‘sense of moral responsibility’ which demands collective action as a group towards 

clear differentiation of what is right and wrong in a moral sense (Muñiz & O’Guinn, 2001). Through 

the proliferation of agreeing wholesome values, cooperative communities encourage people to join 

their ‘club’ (Grant, 2006). Consequently, the community spreads its ethics, as a “collective expression 

of basic ideas and aspirations” (Lampel et al., 2000, p. 265) and thus creates a sustainable culture. 

 

Provocative ideas are radical when a brand shows a clear distinction from other brands due to the 

values they represent. Customers have a close connection with the brand which makes their social 

relationship ‘conscious of kind’. They are embedded into a culture with strong values such as 

authenticity (Olins, 2014), a healthy lifestyle through less or no consumption of chemical 

preservatives, and ultimately, saving the planet (Go Green, 2015) which makes them also willing to 

pay higher prices for such products (Chen, 2010; Grubor et al., 2017). As a result, they deny 

everything that is not sustainable because of their extreme drive towards an ecological lifestyle and 

find their determination in making the change. In order to attract customer to go on a journey with 

them, they need to fulfil the values of existing ones and launch creative campaigns to draw attention 

to their claim. “This is a simple test of authenticity, which is whether the message is consistent with 

the company’s overall operations” (Grant, 2006, p. 242). 

 

3.3.3 Creativity as an enabler for brand innovation 

Entrepreneurs that come up with holistic ideas, instead of product innovation, are ready to question 

conventionalism. They are more creative, lean, flexible and are able to think outside the box, while 

they are highly target oriented (Grant, 2006). “It seems that adherence to the green ethics of one’s 

business only adds to the challenge. However, the creativity and stamina of these entrepreneurs is 

self-evident” (Rodgers, 2010, p. 131). To favourably organise a brand, they need to set up a structured 

process that leaves enough room for creativity to unfold. Brand strategies should therefore be 

continuously innovative, dynamic and rethought with a creative mindset (Grant, 2006). 
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Creativity is an integral part in branding strategies and business development of the sustainable and 

cosmetics industry that the previous theory sections have mentioned between the lines. “Creativity is 

the thinking process which helps us to generate ideas; innovation is the application of an idea towards 

doing things better, cheaper, more aesthetically and/or more effectively” (Majaro, 1992, p. 231). 

Regarding brand innovation, there is an oversaturation of creative ideas which demands constant 

monitoring of emerging information through experts. 

 

Being innovative is best achieved through a team of diversified skills and backgrounds, a so called 

‘motley crew’ because of different ways of thinking and working. However, different minded people 

can rapidly clash and to avoid that, it is recommended to create a working environment that aims for 

a greater cause (Grant, 2006). A common goal creates a sort of ‘partnership’ that is sustained through 

“a high level of respect and trust, characterized by low bureaucracy and by the decentralization of 

power, where the barriers between the management and the executive teams are eliminated. Also, the 

partnership should benefit from effective communication at all hierarchical levels, work teams with 

high autonomy, intense collaboration among team members for learning, research and innovation, a 

consistent and motivating rewards system and significant investments in resources, especially in 

intangible ones” (Nancu et al., 2017, p. 336). 

 

Creativity should be a shared culture within the company and creative thinking a proactive behaviour 

(Majaro, 1992). Although, branding addresses mostly the perception of external stakeholders, the 

most effective strategy is to transform internal stakeholders into a ‘propaganda machine’. This 

requests intensive care. Employees need sincere involvement into the company’s values and 

transparency in communication (Bailey & Milligan, 2019). The identity approach is targeting its 

internal stakeholders to build a meaningful attachment to the company. Not only does that increase 

the performance and commitment, it has also a solid effect on the brand image and reputation which 

is build up through the content, employees create (Heding et al., 2016). 

 

Those characteristics set the scene for employees to be creative and their successful collaboration 

concludes in a new creation (Lubart, 2001). Different skills yield to different forms of creativity. “The 

creative ability depends on creative thinking, that is the ability to generate or recognize ideas, 

alternatives, or new possibilities” (D’Orville, 2019, p. 68). People working in laboratories, such as 

biochemists, employ technical creativity (Jones et al., 2010; D’Orville, 2019) due to the fact that they 



 45 

need to be creative in the creation of scientific formulas. The strategic, planning and decision-making 

process expects social creativity, such as managing people and networking skills. Artistic creativity 

is demanded in the presentation of the product, “employing skills of aesthetics, design and narration” 

(Jones et al., 2010, p. 3). Hence, brand innovation necessitates the whole range of creativity regarding 

product development, packaging, storytelling, content creation, distribution and marketing. 
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4. Analysis and Findings 
The case introduction firstly provides an overview of LiM’s current orientation before putting it into 

relation with its competitive environment in the cross-industry analysis. The second part is dedicated 

to make sense of the bioneer’s positioning in the market and of business development opportunities. 

 

4.1 Case Introduction 

Less is More (LiM) is an Austrian premium organic haircare brand that solely sells certified organic 

cosmetics. Its mission originates partly from the co-founder Dr. Doris Brandhuber’s passion for the 

environment and for a circular product lifecycle, and therefore all formulas entirely consist of organic 

ingredients. All raw materials are renewable, stemming from controlled organic cultivation and are 

thus fully biodegradable. Ingredients are selected according to their effectiveness, purity, and 

compatibility for skin and environment. The other co-founder, Hannes Trummer, had his own small 

hair salon and the aspiration to always offer tailored services to meet the individual needs of his 

customers. This led to the joint values to create a brand that is simple but functional, healthy and 

beautiful, ethical and aesthetic. 

 

4.1.1 Rationale and Start-up 

When Doris studied the ingredients of styling products in her partner’s hair salon, she realized that a 

lot of ingredients were synthetically produced. She had the aim to substitute the harmful ingredients 

with naturally produced ones, and to include aromatherapeutic effects while also achieving the 

desired hair styling effect with innovative formulas. Through a trial and error approach, the partners 

applied the new products on the clients’ hair and optimized the styling effects. The probands were 

impressed by the pleasant aroma and the results, which led to the decision in 2007 to create a business. 

Today, they are a small company in Vienna with 12-15 employees, in-house R&D and production, 

serving the international market. 

 

4.1.2 Business Skills 

Being certified with COSMOS Organic demands high chemical professionalism and knowledge in 

developing the formulas. Since all products have an aromatherapeutic effect in addition, the right 

dosage and mixture is an essential chemical qualification criterion. For unique product appliances, 

the range of incorporated styling effects requires a long-time hairdressing experience that flows into 

the product ideation. 
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4.1.3 Product Portfolio 

Customers can build their individual mix-and-match product kit depending on the hair type, hair 

structure and scalp moisture. LiM has a portfolio of 27 hair products, made for (1) fine, normal & 

greasy hair (green), (2) all hair types (yellow), (3) dry, thick & brittle hair (red), (4) coloured & 

damaged hair (beige) and (5) irritated scalp (blue). The main ingredients products are based on are 

aloe vera and mint, cajeput, mallow, linden tree and neem from the mahogany tree. Some products, 

e.g. the Rose Serum, can be used for different hair categories. 

 
Figure 8. Hair Care Product Portfolio of LiM 1 (own illustration) 

All of LiM’s products are Cosmos Organic certified, whereas most products are 100% organic with 

the exception of a few that are 99.5% of natural origin and may contain a substance with a 

petrochemical amount of 0.5%. However, this amount is approved Cosmos Organic and has a large 

contribution to the effectiveness of the product. For example, distearoylethyl dimonium chloride 

eases combing and smoothness as a petrochemically processed ingredient in conditioners. 

 

Furthermore, LiM has five natural hairbrushes in its portfolio (Figure 9) made out of natural materials, 

which are recommended by hair categories. 

 
Figure 9. Hair Care Product Portfolio of LiM 2 (own illustration) 
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The brand also creates nine organic fragrances that are branded through characters and mood creators. 

The Eau de Cologne in the middle of Figure 10 is called ‘Nature Boy’, and the mood it promises is 

love by creating complied, strong, calm and animating feelings. 

 
Figure 10. Fragrances & Skin Care Product Portfolio of LiM (own illustration) 

 

In addition to the already existing body wash and body cream, the brand prematurely introduced in 

spring 2020, in the course of the Covid-19 pandemic, organic hand wash, hand sanitizer and hand 

cream. Those were planned to be launched with the rest of the skin care line in October 2020. 

 

Up until today, the focus lies clearly on the hair care line which account for 89.8% of their total sales, 

while brushes (1.5 %) and fragrances (1.2 %) are seen as add-ons and skin and body care (7.5 %) is 

about to gain momentum. 

 

4.1.4 Sustainable business model 

Business goals, as discussed in the theory section, define the nature of entrepreneurship of the 

company in the sustainable cosmetic industry and its success or failure (Rodgers, 2010). To explain 

LiM’s business set up, the Canvas model is not suitable, as the company addresses more complex 

issues that are not covered by this traditional mapping. Therefore, Lüdeke-Freund & Dembek (2017) 

have developed a SBM that takes into account the traditional business idea, the sustainable approach 

to it, the corporate sustainability, design research, being the area of practical application, and eligible 

others. Appendix 8.4 visualises LiM’s set-up in an adapted version of Lüdeke-Freund & Dembek’s 

model. 

 

The core mission of LiM is to provide highest environmental innovation through high concentrated 

organic products that guarantee a long-lasting economic use and to operate environmentally 

responsible in procurement, product development, processing, packaging and transport. Its business 
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architecture departs from the conventional one to provide cosmetic products of premium quality that 

are functional and aesthetic as it is designed to generate value in a sustainable way (Bocken et al., 

2019). This includes that procured raw material can only stem from organic certified farming with 

local proximity that is committing to fair working conditions.  

- The resource acquisition is not easy, because our suppliers need certain certificates and we don’t want too 

long ways of transportation in order to remain sustainable (Lisa). 

- We support fair trade projects with our raw material purchases. Mascobado cane sugar, coconut oil and 

shea butter steam from fair trade which ensures secure and dignified life for the smallholder peasants and 

plantation workers. Fair trade secures fair prices and better working conditions. We are responsible for 

the nature and that of our fellow human beings and we want to make our contribution (Lisa). 

Furthermore, manufacturing, filling, packaging and distribution are performed in-house to avoid 

unnecessary ways of transportation. 

We sound special because we are handmade in Vienna, that creates a positive and good feeling, because it 

sounds small and cosy (Lisa). 

 

Corporate sustainability is achieved through fair wages, the attached importance to a work-life 

balance and a humane treatment of employees. 

If we do not feel well, we can attend psychological stress seminars, we can be flexible in working from 

home and in allocating our working hours […] and our working environment is humane (Lisa). 

The organisational culture is marked by a strong philosophy of an organic way of living, which will 

be discussed later in the section of identity branding. 

 

B2B and B2C is dedicated to environmentally conscious consumers who live sustainable values and 

are accepting higher prices for high quality environmental innovations. 90% of the sales are made 

through B2B, where LiM mainly targets hair stylists and salons, distributors and retailers. It maintains 

an amical relationship with them, as they are its main business. LiM has direct sales channels to them 

and sales managers still enter orders manually. The company is serving its B2C customers through 

an online store that has been established in 2016. Furthermore, LiM also has indirect sales to the end 

customer through its B2B partners. 
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Usually, online sales growth by 30-40% annually and due to higher price margins, it would be more 

profitable to grow the B2C sales. However, for the brand, it doesn’t make a difference if it achieves 

the current or a three times higher turnover in respect to its sustainable philosophy. The environmental 

and social impact will always remain similar and also the ratio between cost and turnover since there 

is almost no scalability of raw material cost. LiM’s mindset transforms the industry, however, the 

company is only a small contributor to it in terms of volume. 

 

The strategic focus lies on physical stores where customers enjoy personal advisory to ensure the 

correct use and assimilation of product kits. That is a very important aspect of the brand, because 

every product kit is adjusted to individual preferences and hair types. Due to its minimalistic branding 

approach that is in line with its philosophy, LiM does not sell to all conventional beauty stores and is 

not available on all platforms. 

People tend to “look” in the shop and then search online for the best priced product on different platforms 

and that would ruin our stores. Therefore, we only have a few online shop contracts and we also only allow 

(by contract) to sell our products at a reduced price if they are very close to their expiration date. So that’s 

only for a very limited period and like that it will not damage our brand perception (Lisa). 

LiM wants the customers to recognise the brand as of premium quality and to consciously choose the 

products due to the conviction of the philosophy. It does not want to be a fast-selection brand next to 

dozens of others. B2B sales, to hair stylists and salons, also require educational work. Due to the 

existing proficiency, LiM provides webinars to explain the ingredients and functionality in more 

detail and invites the hairdressers to be inquisitive. 

 

The company is clearly a cost-driven company, as its sales cover the high input costs, which makes 

it challenging to raise the profit margin that approx. amounts to 20%. In the conventional cosmetic 

industry Goliaths reach approx. 60% of profit margin (Caldbeck, 2014). Research and development 

are funded by investors and through governmental subventions. 

Some brands have decided to outsource production and buy the assembled products. This is much simpler, 

because you don’t need research and development and an own production facility. But on the other side, if 

you are able to do it yourself, your brand is very unique. And our products are in this respect really unique 

and we are in this matter one of the best brands globally, but not one of the largest. Therefore, we also 

want to grow now (Nick). 
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4.1.5 Sustainable Innovation Development 

The product development is based on customer feedback and market trends. The process of creating 

new formulas stays with the co-founder Doris, who is trying out new mixtures based on her 

knowledge about aromatherapy, styling effects, ingredients and their interactions, in her laboratory. 

When a new product emerges, it enters the six-month trial panel with voluntary probands. If the 

desired effect is not achieved it instead leads to new ideas but other than that has no negative ‘side-

effect’ as the product is fully organic. 

 

As customers request solutions for specific hair types, it is important to LiM to investigate whether it 

is a long-term need or a trend that only lasts for some time. Industry trends are questioned in terms 

of feasibility within the certification and functionality. In order to provide highly innovative formulas, 

LiM needs to stay on top of the chemical research progress to know which ingredients are on the 

market. An example for that is the ‘foaming effect’ of shampoos, which in the beginning of LiM 

could only be gained through a synthetic process. As research evolved, sustainable innovation made 

it gradually possible to also produce an organic mild sulphate that achieves the same effect. 

 

Figure 11 displays how LiM has developed its environmental innovation since its beginning in 2007, 

including (new) product development, storage stability, packaging and transport solutions, on a yearly 

basis. Since each product has a functional and an organic title, the curve is rather flat, and the brand 

tries to even flatten the curve more with further research of organic ingredients and packaging 

innovation. The bubble size represents the company size in the respective year. 

 

The environmental innovation has been very high since its beginning, as organic brands have 

demanding standards due to their certifications. LiM has thus never been a disruptor as the prices 

have always been the same and adjusted with the increase of raw material prices due to inflation or 

popularity in the industry. Technical sustainability has always remained equally high while the 

environmental innovation has been slightly improved with new emerging research. Since its 

beginning, LiM has been subject to a number of strict criteria which remained quite similar until a 

change of regulations in its certifications happened. 

 

The brand’s certification authority Austria Bio Garantie required in 2015 that the major organic 

component of the aloe vera juice is fresh and no longer a concentrate. In that case, fresh juice needed 
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to be imported from Mexico. The concentrate, that LiM has used before was very high dosed and had 

the same properties as fresh aloe vera juice. Hence it only had to use a small amount of it for the 

dilution which was a sustainable solution. With the imported concentrate LiM could work over a 

longer period of time than with the same amount of fresh aloe vera juice. Therefore, this change 

decreased LiM’s ecological footprint and also the environmental innovations in 2015. 

 
Figure 11. Environmental innovation of LiM 2007-2020 related to the company size (own illustration) 

 

However, the Austria Bio Garantie certification is only a local one and LiM was striving for an 

international standard anyhow. The most limiting one in terms of sustainability is the Cosmos Organic 

certification. It received it shortly after it applied for it, which made LiM allowed to dilute the 

concentrate again, as initially, leading to an increase in environmental innovation again. 

 

It is not only the product ingredients that are crucial for a sustainable brand but also the packaging. 

In 2019, LiM upgraded its product composition to highly concentrated content and with that the 

packaging into so-called ‘ecosizes’. This meant that the product could be consumed longer since each 

appliance only necessitates an almond sized amount of it. One side is the prolonged usage, the other 

side was that LiM spent less paper and plastic on packaging, and products were needed to be 

distributed more seldom resulting in less carbon emissions during transport. Regarding the ‘ecosizes’, 
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Environmental Innovation Development of LiM 2007-2020
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LiM changed the pumps into a more sustainable solution which is smaller, takes up less space and 

doses the content better at each press. 

 

Since a Cosmos Organic Certification claims the highest organic standard not only for product 

ingredients but also for the entire environmental management plan, it is determining packaging 

requirements. LiM dispatches products in small deliveries with packaging chips made of compostable 

corn. For larger ones, corrugated paper or cardboard is used. Instead of wasting packaging space, LiM 

uses light and recyclable packaging to reduce energy and emissions during transport. The optimized 

volume of the package prevents from transporting too much ‘air’. Customers are observed to become 

increasingly conscious about their own behaviour and gather orders time and quantity wise. 

Furthermore, the idea of recycled PET has also already found its entry into the sustainable cosmetic 

industry. In 2020, the next step in the environmental innovation happened with the introduction of 

recycled PET instead of normal PET bottles. 

 

Ecologically, PET bottles are more reasonable than glass because the higher weight of glass in 

transporting and in manufacturing increases the ecological footprint, which is way worse than the one 

of PET bottles. 

Doris is also our super brain. She has 175 IQ points and thus a higher IQ than Einstein. So, we are verifying 

every fact mathematically, before we make a scientific statement (Anja). 

In general, PET bottles do not cause microplastics, as they can be recycled or disposed of in domestic 

waste. Apart from that, LiM products are used in the shower which attributes safety a significant role. 

There are alternatives to conventional PET, such as plant-based PET gained from sugar cane, or 

recycled PET. From a chemical perspective, both substitutes are compostable, and only differ in their 

material of origin. However, the availability of ingredients for both types of bottles is limited and 

follows strict guidelines. On an ecological level, it makes a negligible difference to switch to 

alternative PET bottles. Since consumers started to question how plastic bottles can be organic, and 

how plastic fits into the picture of an organic brand, LiM has adapted to the trend and launches 100% 

recycled PET bottles in October 2020. 

 

They are produced by melting old plastic and thus have a foggy grey look, which looks dirty and 

dusty and not very aesthetic. This means that it requires additional colouring. For darkening, usually 

ferric oxides are used. Those are mineral pigments which are stirred as powder into the liquid recycled 
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plastic. Per se, solid coloured recycled PET bottles are still more sustainable than transparent PET 

bottles and protect the content better. For that reason, it constitutes an upgrade in environmental 

innovation. As a sustainable entrepreneur, LiM is also entitled to weight the alternative with respect 

to the additional resources and energy colouring requires in the production process. The opaquer the 

bottle needs to get coloured, the more environmentally harmful it becomes due to the extra efforts. 

Therefore, there is always a compromise that is requested regarding the aesthetics and the 

environment. LiM decided to stay with semi-transparent solution of natural recycled PET bottles, but 

to add minimal darkening colour to comply with the aesthetic eye. 

 

Overall, the main leaps in environmental innovation took place during the past five years, since LiM’s 

environmental innovation was quite constant before 2015. Apart from active improvements to the 

product and packaging, LiM also experienced scaling effects in the energy efficiency of their 

production in 2012, after the first five years of operating, when they reached a certain company size. 
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4.2 Cross-industry analysis 

“The cosmetic industry is a very lucrative, innovative, and fast paced industry where product 

innovation is the key to success” (Kumar et al., 2006, p. 285). In order to analyse how LiM is 

organizing its brand innovation to stimulate the sustainable transformation of the organic cosmetic 

industry, which in return strengthens the brand, online observations of similar brands are taken into 

account to seek commonalities. To prevent blackguarding and for data privacy reasons, the brand 

names are not mentioned. The data related to LiM is retrieved from its company webpage 

(Lessismore, 2017), provided branding material, webinars and from individual interviews. 

 

4.2.1 The definition of sustainability in the industry 

In general, the definition of sustainability does not solely concern the nature of ingredients, but the 

overall harming impact a company and the products have on the environment. Some sustainable 

entrepreneurs take the sustainability claim more to their core of business than others. While they want 

to be transparent by holding certificates, others state that those are only a lot of paperwork or 

‘moneymaking’ and thus deny them. It is paradox, that other certificates than Cosmos or Ecocert, 

such as NaTrue or BDIH, target only the origin of ingredients but not the sustainability in the product 

life cycle. Furthermore, the trend from the customer’s side demands ingredients to be vegan, animal-

friendly, clean or cruelty-free. This has nothing to do with the nature of ingredients and even less with 

sustainability. Vegan, for example, is a vague definition. LiM uses bee wax that is produced in 

Austria, which is by definition not vegan. A substitute for that in styling products would be a plant 

wax. Those, however, all occur in the rainforest. Having that in mind, an imported carnauba wax from 

Brazil would be vegan but not sustainable due to the unacceptable ecological footprint. Aiming thus 

at a shift towards alternatives of synthetical cosmetics is thus the first step towards a more sustainable 

cosmetics industry. 

In that sense, organic cosmetics are the highest environmental innovation the industry can aim for 

and since such bioneers are usually getting certified with Cosmos Organic, they are also sustainable. 

The market has thus put its focus on moving towards producing natural and organic products. The 

clear difference between sustainably acting organic companies and natural brands that only want to 

provide a better alternative to conventional products will be further outlined in the following sections. 

 

For LiM, its sustainability claim is of highest importance because it goes in line with its mission of 

being purely organic. 
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We could import our honey, that is part of a lot of our styling products, from Mexico. In Mexico, they have 

impeccable bio certified honey. Cosmos, our certification authority, would be totally fine with importing 

the honey from Mexico, because the product fulfils the Cosmos requirements. But we obtain our honey from 

three different suppliers in Upper Austria. This is more time consuming, because we need to coordinate 

with three instead of one supplier, and furthermore, the local honey is also far more expensive than the one 

originating from Mexico. But – the local one has far lower carbon emissions because of the shorter distance 

(Anja). 

This also leads to the possible degree of innovation that organic bioneers compared to natural 

ecopreneurs are able to incorporate. In line with the definition of innovation in the theory section by 

Klewitz & Hansen (2014), both, bioneers and ecopreneurs are implementing an improved product. 

Bioneers develop completely new products through sophisticated formulas that require a lot of 

knowledge and technical creativity. The ingredients must stem from 95% “organically grown and 

certified raw materials” (Warby 2011) or if only claimed to be ‘made with organic ingredients’, they 

need to contain between 70-95% of organically grown and certified raw materials. 

I have a basic matrix, a so called galenic, so it is either a crème, or a shampoo, or a spray, that I am 

creating. This defines the first criteria according to which I am selecting the ingredients. Those need to be 

conformed with the Cosmos criteria. The available range of ingredients to choose from already sets a limit 

to functional purposes. Hereto, I am reading a lot. Meanwhile, we already gathered a lot of know-how in 

our business – which raw materials lead to which kind of effect. With that expertise, I can already build up 

a basis formula and then on top, I am adding the particular effect, such as an anti-aging effect for cremes, 

moisturising effects, anti-oxidising effects etc. (Doris). 

The maintenance of a strong relationship to suppliers and the awareness of the latest trends and 

solutions in that area assure a continuous improvement of the brand. While ecopreneurs are only 

offering better alternatives to conventional ones. 

They follow the rough expectations of the customers. Natural means primarily, that it is free of 

petrochemical ingredients, but it does nowhere near include environmental benchmarking, regarding 

energy efficiency or carbon emissions along the entire production and value chain (Doris). 

For example, natural cometic companies sell products in brown glass and recycled carton board. 

Although, it seems that they stop their sustainability aspiration with the change of materials and do 

not consider the resulting higher transport emissions that come with glass solutions. 
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As such, bioneers are totally compliant to the definition of sustainability also in their processes, while 

ecopreneurs are not necessarily due to the fact that it brings along environmental duties that are costly 

and complex to maintain. Furthermore, it has been observed, that even companies that claim to be 

natural used quaternary ammonium compounds, 

one of the most problematic ingredients in the cosmetic industry, especially in the hair care segment, 

because they are very poorly biodegradable in wastewater (Doris). 

 

4.2.2 Sustainable entrepreneurs 

Literature defines the sustainable entrepreneur’s personal drive as requisite in developing 

environmental or societal innovations (Schaltegger and Wagner, 2008). 

 

Co-founder Dr. Doris Brandhuber started her chemistry studies at Yale due to her fascination for 

creation, transformation, design and materials that form the future. She has practiced yoga and is 

strongly passionate about the environment which led her specialize in biomimetics, “the field of 

science and engineering that seeks to understand and to use nature as a model for copying, adapting, 

and inspiring concepts and designs” (Bar-Cohen, 2012, p. 2). When Doris graduated, she worked as 

an environmental representative and delved into the health and environmental aspects of conventional 

cosmetics. At the foundation of Less is More, she realized that the creation of sustainable product 

formulas will demand all her attention in order to produce healthy and honest cosmetics. As an 

experienced aromatherapist, she knows exactly which effect essential oils have on the body, how 

selected scents can cure health complaints and increase emotional and physical wellbeing. 

 

Co-founder Hannes Trummer has worked intensively with the Feldenkrais Method (awareness 

through movement) which convinced him that the key focus lies on the needs of the customer. For 

that reason, his hair salon is architecturally conceptualized in a way that puts the client and his 

mirrored image in the centre of attention. There is no other interior design than a calm and harmonious 

atmosphere. The aim is to meet the customer’s needs with the technical know-how and susceptibility 

for aesthetics. Hannes has developed a training concept for body, mind and soul and the reduction to 

the essential provides room to evolve. That led him engage in the idea of Less is More. 
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The profiles of both co-founders prove that both “undertook their own green education to become 

experts in their chosen fields; they are pioneers in the environmental sense as well as in business” 

(Rodgers, 2010, p. 130).  Furthermore, their skills grew by the need of driving change in the cosmetic 

industry other than seizing a good business opportunity which made their business sustainable and 

their practical knowledge impossible to imitate (Rodgers, 2010). As sustainable entrepreneurs, they 

give their small company a substantial character through their own personalities. Their individual 

goals are reflected in the brands’ culture and goals (Schaltegger, 2002). 

 

The difference to ecopreneurs is that the environmental mindset of bioneers is rooted in their personal 

life, while ecopreneurs target to change a specific characteristic, for example, exclude plastic in 

packaging or leave out harmful ingredients in products. This leads to superior environmental products 

compared to conventional ones, but they not compete on the same quality level with those of bioneers. 

Ecopreneurs have replicated concepts of bioneers but modified them, as their primary goal is to seize 

a good business opportunity by responding to the expectations of consumers for greener products 

than conventional ones. 

 

Due to the complex technicality of organic products which requires a high level of scientific expertise 

and the high cost of ingredients that stem from organic farming, ecopreneurs are only able to reach a 

medium sustainability quality level. Furthermore, they can also not compete with bioneers on quality, 

because natural ingredients do not need to stem from locally certified suppliers. Raw material that 

grows farthest in greater geographical distance is sometimes cheapest, and ecopreneurs attribute 

lower cost a higher value than the lower ecological footprint. In fact, it is the bioneers that are ‘creative 

destructors’ by raising ideas of how to generate new organic alternatives and high budgeted Goliaths, 

that are able to invest a lot into R&D to come up with better solutions to existing conventional ones. 

 

Bioneers spend time in laboratories, and LiM manufactures products that match exactly the 

expectations of its B2B customers. 

There is a lot of trial-error, from when I start to realise a formula in the laboratory until its final state. It 

is a percent wise fine-tuning which lets me use up to 200 samples until I reach my final goal (Doris). 

Doris’ creativity does not only regard product innovation, she also is the one signing off branding 

strategies and everything that is related to the brand’s implementation of philosophy. She gives space 
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for creativity to unfold in the team, is flexible and thinks outside the box, while she does not lose 

track of the ultimate goal. 

Each idea gets heard and everyone in the team has the freedom to try things out within an allocated budget. 

We collect learnings and ideas and we can always communicate openly (Lisa). 

Doris is the founder that pulls together all creative strings. She actively motivates people to share 

their feedback and to come up with creative ideas, while she makes sure that those stay in line with 

her personal drive towards sustainable development and the brand’s philosophy of ‘less is more’. 

- I am involved in the new product development since the beginning. So, I also understand which ingredients 

are part of it and what needs the product is designed for. This gives me an imminent image in my head, 

how the product line should look from a branding perspective (Anja). 

- Two years ago, I told Doris that we should put our focus in marketing a bit more on the ‘made in Austria’ 

character. She has now considered that in the formulas for the skin care line, which is based on Austrian 

trees (Anja). 

Anja is developing concepts that match the new product line and discusses them with Doris before 

she asks a graphic agency for their feedback and ultimate execution. Due to the oversaturation of 

creative ideas in branding, experts are consulted, while emerging information is also monitored by 

Anja. 

The majority of my friends works in design or artistic fields. I have approximately 15 idea books at home, 

which I am constantly filling, as soon as I get a new idea and I have around 35 Pinterest Walls, which are 

some kind of mood boards including architecture, graphic design or any kind of cool campaigns. I believe 

that my education and my private interests differentiate me from a classical marketer, because I do those 

things in my leisure time (Anja). 

 

4.2.3 Sustainable entrepreneurship encourages identity branding 

LiM has diversified skills and backgrounds in its team: Doris being a chemist, Anja has studied 

photography, media design and media management or Lisa having a psychology and international 

business administration background. Due to their different ways of thinking and working, they have 

different forms of creativity in their team – technical, social and artistic creativity, while working 

towards a common goal. This motley crew faces the issue that they might sometimes not understand 

each other. 
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Recently we had some communication problems between two departments, so we’ll try mediation seminars 

now to overcome that (Lisa). 

LiM has a very flat hierarchical structure, as everyone speaks up and shares their ideas. This favours 

the creation of trust and mutual respect and the founder takes advantage of it by implementing ideas 

into new creations. Teams within LiM also work with high autonomy. 

Everything is based on trust, esteem (Lisa). 

Creativity is part of LiM’s culture and the approach that employees have towards it is proactive. A 

motley crew is necessitated for brand innovation to be successful, because it targets every field from 

product development to distribution. 

 

The specific storytelling of the early beginnings and the philosophy of the founders forms an ideology 

that invites its employees to communicate it to the outside. It not only gives the team a reason to come 

onto the journey with the company, it also creates a common sense of understanding the purpose. 

Typically for sustainable entrepreneurship, the brand creates a meaning that goes beyond sole 

business growth. 

When I started in Sales and Marketing, I quickly found out that at that time, the clear focus was on Sales 

and Marketing only got little attention. I got afraid that I will have to sell something I do not believe in. In 

the end I realised that all I have to do is to share my own perceptions and feelings of the brand and my 

convictions (Anja). 

Regarding the definition of innovation by Klewitz & Hansen (2014), innovation also targets the 

improvement or establishment of new organizational methods. LiM is certified as B Corp, which 

means that its business activities are oriented towards developing a sustainable society. Such 

companies use their market power to solve social and environmental problems and actively transform 

the market. It also means that internally, they need to minimize their ecological footprint. 

- When I started working at LiM, there were caoutchouc scissors on my desk, recycled toilet paper in the 

bathroom and at noon, we got a lunch box with bio food from the local farmer delivered through a cyclist. 

So, all the values that are communicated through our products are also lived thoroughly within the company 

(Anja). 

- We only employ young and motivated people that share the sustainable idea. Within the team, we cook fresh 

and vegan lunch, eat the organic honey that we also use for our products and drink organic coffee that is 

naturally grounded. Certified as organic, we also need to use sustainable cleaning products, we fix things 



 61 

instead of replacing them, we drive to work by bike, and we hold international meetings virtually instead 

of unnecessary travelling. Our paper for copying and labelling is FFC certified. Therefore, the whole office 

environment is already providing a very sustainable frame for our team (Lisa). 

Employees are thus highly involved in the whole concept of sustainability which encourages them to 

be highly committed in working towards the common goal. 

 

4.2.4 Sustainable transformation 

The organic cosmetic industry is not able to serve the mass market without making unjustifiable 

compromises in the production process with regards to sustainability. Bioneers are “less interested in 

the quantity of business growth per se, and more interested in the quality of that business growth and 

its impact upon the supply chains, markets, and industry sectors around it” (Rodgers, 2010, p. 131). 

- One side is that our direct environmental or social impact will remain approximately the same, regardless 

if we generate the current or a three times higher revenue, but the impact we have through our mindset is 

quite significant in the industry, even though we are only a very small part of in the whole industry. A lot 

of companies have started eliminating the silicones from their products, because the industry and also, we 

at LiM are communicating that message. That means that we are indirectly influencing the big industry 

(Nick). 

- We are still a relatively small player in the market, but the reason for that is, that we are a small team 

which is very organically and slowly growing. Besides that, we still want to keep our niche brand character. 

It is a conscious choice that we do not sell via chains, even if they would want to have us in their assortment, 

it would not be an option for us (Anja). 

In this way, LiM puts a certain pressure on the industry, but it does not mind that the industry tries to 

serve the mass market with a similar idea since LiM offers premium products to wealthy consumers. 

It would not even be able to produce at such low costs that it can serve the mass consumers, since 

R&D and raw material are so costly. 

 

With the extension of the product portfolio to skin care, LiM intends business growth in terms of 

market share, even if the profit margin will remain the same due to its sustainability claim. In the B2C 

area, natural companies offer their products at approximately the same price (25-30 EUR equals 200-

230 DKK) as LiM. However, they draw way higher profits due to the use of non-organic, cheaper 

raw materials and their sacrifice on a small ecological footprint. They can reinvest their margin into 

production, marketing and sales and operate at higher volumes. LiM’s dedication to sustainability 
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and its authenticity is thus a clear constraint compared to its natural competitors. Furthermore, 

marketing campaigns are extremely important in the industry and LiM has its budget limited due to 

its high production and innovation costs. Extensive, or even viral branding would not fit the 

philosophy of ‘less is more’. 

 

Aiming at sustainable transformation, organic cosmetic brands target resource perpetuation instead 

of exploiting resources with the selection of their raw material suppliers. Organic farmers underlie 

strong restrictions that include balancing the ecosystem through “crop rotation, green manure, organic 

waste, biological pest control, mineral and rock additives” (Miller, 2020). Therefore, sustainable 

entrepreneurs do not target the least cost, but rather “balance benefits for various stakeholders” 

(Schaltegger et al., 2016, p. 278). 

…the local honey is also far more expensive than the one originating from Mexico. But – the local one has 

far lower carbon emissions because of the shorter distance and furthermore we support local businesses 

(Anja) 

LiM has to make a strategic sacrifice in their growth because their premise of ‘less is more’ and its 

sustainability claim limits the company in purchasing raw materials at lower cost and inflating its 

product assortment. 

We practice the first-in first-out method and in order to prevent being out of stock, we ask our key accounts 

for forecasts that are based on their sales volume of the previous year and compare it with our own sales 

target. The challenge that we face is to have enough raw materials to meet the demand. For this year’s 

sanitizer we had to find a new local supplier for organic alcohol which influenced our lead time to market. 

In such cases, new suppliers then take the monopoly advantage of price mark-ups (Lisa). 

Even though, the prices for raw material can increase based on the demand and availability, LiM is 

faced with higher input costs. However, it “allocate benefits on the principle of worthy contributions” 

(Schaltegger et al., 2016, p. 278) and therefore this is a necessary compromise that they need to make. 

 

Such transformation towards growth brings along a lot of commitment to the sustainable cause. 

Granted that the sustainable business model is in place, and with the accumulated knowledge of 

regulations and the market, LiM can focus on strategies how to reply to a greater demand. 
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4.2.5 Brand innovation 

Sustainable businesses also have an extra burden which is that of educating consumers (Rodgers, 

2010). It is very important for LiM to create authenticity and transparency around organic cosmetics 

and sustainability which makes LiM draw a clear line to its competitors. The company maintains a 

high transparency of used ingredients, called INCIs (Appendix 8.5), in its communication with 

stakeholders. They are printed on every product in the order of their quantitative occurrence. The 

customers are very inquisitive and ask about how ingredients are obtained, which natural element 

they derive from, what effect they have or how chemical preservatives can be derived in a natural 

way. LiM provides in-dept knowledge and educates customers about differences in natural and 

synthetic extraction processes. In its day-to-day business, customer service takes up 40% of the sales 

department’s time. LiM also sends out regular newsletters, compressing information that is developed 

through FAQs to keep the customers up to date. As education concerns very detailed chemical 

processes and reactions, it is challenging to find the right words and explanations that are 

comprehensible for laypersons. Therefore, LiM gives proactive training to distribution partners and 

hair stylists to prepare them to answer questions of the end consumer directly. Thus, it can be 

concluded that LiM provides a ‘rational demonstration’ to interested customers (Howard et al., 2007). 

 

Bioneers put their focus on authenticity, reputation and uniqueness of supply to move out of their 

niche, as explained in the theory section: “Customers must feel confident about the credibility of the 

company, about the environmental advantages that it supplies and about the personal reputation of 

the ecopreneur at the helm of the firm” (Petersen, 2010, p. 208). 

- People do not know whom to trust any longer, and I believe it is the difficulty in Marketing nowadays to 

establish confidence. And I think that you can only achieve that by saying ‘we are not perfect, we make 

mistakes and we do our best’. We are aware that there is always something that we can do even better, but 

we are also aware that we have weaknesses. It is a fine line, making yourself vulnerable. But at the same 

time, I believe that you can only create confidence with authenticity (Anja). 

- We only communicate what is indeed the case. In the cosmetics industry, ‘realness’ is unfortunately 

extremely flawed. This does not imply that we make a huge turnover just because we act truthful, but it 

means, that we grow more organic, and by being truthful, we are also less vulnerable than others (Nick). 

 

The growth out of the niche happens thus, if consumers become a better understanding of different 

organic and natural ingredients. Technically creative products require highly knowledgeable people, 
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and the ones compiling chemical formulas have pursued specialised higher education to be able to do 

so and additionally gotten expertise through their daily work. Customers cannot be expected to 

comprehend such complex, highly functional products. However, they become more critical and want 

act more responsible (Heding et al., 2016). 

- The challenge that we face is that end customers start googling or using apps such as CodeCheck and 

mistrust the producing companies. Therefore, there is a lot of educational work to do. We provide expert 

feedback directly from our chemist Doris in the FAQs and webinars, and we also plan to do a poster 

campaign, which provides customer with a basic idea of what the different natural ingredients are and 

what greenwashing is. The missing chemical education in this area that cannot be quickly studied through 

googling, it requires a lot of educational work (Lisa). 

- The younger generation is scanning the products with CodeCheck to know what ingredients they contain. 

I think that is great, but also here one needs to differentiate – for example essential oils are marked with a 

warning symbol, even if they are organic, because they can have a powerful effect in high dosage. So that 

is why they are marked yellow. Even if the ingredient is natural, the right dosage and ratio with other 

ingredients makes the ingredient react well or not (Nick). 

 

This leads to the assumption that organic bioneers can only grow with the pace of the increasing 

understanding of their customers. At the moment, the expectations of customers regarding greener 

products is quite low, as they are already satisfied with better version of the conventional ones. 

Another key point here is that the state has not set up regulations for the cosmetic industry yet, which 

makes it quite difficult for customers to separate what is right and what is wrong. This also relates 

back to their distrust in green brands because customers are aware of greenwashing brands that 

succeed to deceive them repeatedly. 

 

Another authenticity tool that LiM introduced recently are ‘transparency-talks’ with Doris live on 

Instagram for their B2C relations. 

I am convinced that a lot of other companies use such transparency talks as a branding tool to present their 

company transparent while they emphasize only on specific aspects that should get highlighted. This is 

nothing else than marketing and sometimes even greenwashing marketing, and it is within those 

circumstances where we start with clarification and education – whom to trust and not to trust (Anja). 
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The current limits to growth for bioneers are caused by their competitors supplying natural products 

which mainly strive for business growth and less for environmental authenticity. The risk in the 

organic cosmetic market is to have a very small or even no profit margin, which makes it 

economically very risky to enter the market in the niche. This has a significant impact on the market, 

as ecopreneurs have a high market share. 

This natural brand was approximately founded the same year as us, and I believe that they generate, 

speculatively, a ten times higher profit than we do. They gained substantial business, but they also have a 

huge assortment of over 100 products (Anja). 

 

Since the expectation of the average customer, who wants to change the lifestyle into a more 

sustainable one, only demands vegan, animal-friendly and natural ingredients on average, there is no 

need in overresponding to those expectations, from a purely business-oriented, financially oriented, 

perspective. On the negative side, those ecopreneurs also need to market their product and in fact, 

this is where a lot of questionable communication happens. The environmental authenticity is falsified 

by market players with partly truthful information, e.g. concerning their actual percentage of local 

production or the actual degree of naturalness of the product’s ingredients. 

There is a common trend to design your own certificates. They look very realistic on the packaging, and 

those are very beautiful graphics which are not prohibited. In addition to those logos, they also write 

‘natural ingredients’ without the percentage on the packaging, which is also completely legal. So what does 

this to customers, who have no in-depth knowledge about the market? First, they are convinced that they 

treat themselves with something good and healthy and they buy those products. And later, they wonder how 

we can price ours at such an exorbitant high price (Anja). 

Their marketing seems highly authentic and even manages to mislead green lifestyle influencers that 

actually work in that field. Furthermore, the research also shown that even within the case company, 

there were different opinions which brands are truly competitors in the natural field of the market. 

This demonstrates the high complexity of this market and the urge for clear regulations by 

governmental institutions. 

I think that in the long run, there will only be two areas: those who really have natural cosmetic and who 

can prove that with certificates and those you are purely organic. But for those that are somewhere in the 

middle and who try to make a good business out of it – I don’t believe that this will work with dishonesty 

in the long run (Nick). 
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The theory section above also approves that greenwashing companies are getting attention and they 

are seen as market leaders. However, they do not win trust and loyalty (Howard et al., 2007). 

 

LiM’s ultimate goal of communicating authenticity and the neglect of viral marketing campaigns 

creates a dilemma in respect to its philosophy. Its strong dedication to sustainability demands not to 

inflate the product assortment with the same products under different titles, to stay complement the 

idea of ‘less is more’. One product can have more functions, but it does not need to get branded as 

such. This is a clear message by the brand name itself and stands for a reaction to overconsumption 

and a direction towards minimalism. 

If I would pick different aspects of a product, I could create a completely new product, for this specific 

purpose and that specific purpose. But I am rather trying to have a compact system and to tell customers 

which different appliances one product has. I do not need to market that separately. This is also related to 

the ‘less is more‘ philosophy. There is already some kind of hysteria in the market, which claims to further 

exploit in order to blow up the assortment, or special edition and whatsoever. I mean, we still need to 

participate in that a little, because the market also demands it, but with the right balance (Doris). 

This also relates to the personality of the founder and her mindset as an environmentally conscious 

scientist. It was their claim since their very beginning to be more transparent and more minimalistic 

and to ‘leave some air to breath’ (Doris). 

 

Moreover, the strong mindset of sustainability that organic bioneers carry in themselves, claims for 

provocative radical brand innovation. 

Back in 2007, when LiM started, natural cosmetics had a bad reputation. It was used by people who were 

almost activists of the environmental movement, who were wearing Birkenstock sandals, that were 

definitely not cool back then, who had dreadlocks and washed themselves with ox-gall soap if they even 

used soap. So those were the associations back then with the rebels fighting for the environment. The 13 

years that have passed are not a long time though, but the development that we can see in the natural and 

sustainable sector is huge (Anja). 

Radical brands share a grass roots approach, dedicated to a natural and simple way of living, which 

also relates to the definition of Olins (2014): “It was the beard and sandals brigade who gradually 

pushed organics into mainstream, and organics in turn influenced the mood towards authenticity” 

(Olins, 2014, p. 20). Furthermore, such brands also bring a change with regards to spreading 
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authenticity and transparent information and usually apply ‘nonmarketing’ marketing as they already 

trigger communication around a big topic (Grant, 2006). 

When I started in Sales and Marketing, I quickly found out that at that time, the clear focus was on Sales 

and Marketing only got little attention (Anja). 

Additionally, radical brands have a naïve presentation. With its sustainable and honest products, LiM 

could brand itself more as the ‘gamechanger of the industry’ in the B2C market and launch creative 

campaigns that draw attention to the sustainable development. At the moment, it brands itself as ‘cosy 

and small’ while its concept is of such high dedication. Since LiM is certified it can rapidly prove the 

execution of its sustainability claim to inquisitive customers. As a reference, Dove’s Campaign for 

Real Beauty is also a radical branded product line, which achieved an increase in sales of 1000% 

because it made people feel like a fight for justice (Grant, 2006). 

 

Furthermore, when sustainable innovations are of high-quality, customers are willing to pay a higher 

price. Especially, end customers that buy products in hair salons usually expect premium prices due 

to the uniqueness of the brand. Since LiM can fulfil the strong values of the environmentally 

concerned customer with its offerings it gets a total buy in from these customers. On average, LiM’s 

customers are ‘rather affluent, affluent hipsters’ (Nick) and even though, the company recognises an 

urge to bring transparency into the industry and to explain the concept of sustainable products to those 

who are not aware of it. 

We want customers to share the awareness of the environment and sustainable way of living. For that 

reason, we neither have free sachet samples in our portfolio nor we want to issue promotion codes. We 

think that a one-time appliance or a product trial does not suffice to get to know our product and the whole 

topic of organic haircare and in addition to that the switching process from conventional to organic 

products takes 4-6 weeks (Lisa). 

Thus, it can be concluded that LiM is not aiming at pursuing but rather educating customers 

(Hartmann & Apaolaza, 2005). 

 

4.2.6 Community & cultural branding 

As a radical brand, LiM distinguishes clearly from other brands. It has a culture with strong values 

and rejects everything that is not sustainable. For that reason, LiM has a very targeted community 

branding to stimulate sustainable consumption. Instead of reaching out to thousands of potential 
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consumers through big influencers, the brand has decided to only target those that have understood 

the concept of sustainability and live it through a green lifestyle. Hence, LiM actively targets micro 

influencers with up to 5,000 followers on Instagram that share their sustainable values with their 

communities and who are authentic and loyal to the brands they promote. The latter have to fit into 

their everyday life, which is an important factor for LiM, since it does not want to be seen in a post 

next to the natural product line of a conventional competitor. 

One post from an influencer with a higher range costs between 150-200 euros and LiM does not want to 

be placed next to the greenwashed brand product either. That’s the compromise that we have to take here. 

Our influencers need to match our brand’s design and the people need to be authentic (Lisa). 

Therefore, all social media communication needs to be measurable for LiM. 

We do not want to fully exploit Instagram, because we want to remain authentic as a niche product and we 

anyhow, unwillingly, become more mainstream due to the raising organic trends in the market (Lisa). 

 

Natural brands have a more active communication strategy. They target large influencers that practice 

yoga, have a healthy or vegan lifestyle, are self-conscious, self-loving, sometimes vintage, have a 

natural look, opt for reusable products and second-hand fashion. Based on social media observations 

(Appendix 8.6), the hashtags with the highest reach were those around a greener lifestyle, such as 

#beaware, #yoga, #selfcare or #veganskincare. In the nature of hashtags, natural brands and their 

influencers differ from organic ones. They mainly innovate their brands through co-authored and 

cooperative connecting ideas. 

 

Furthermore, natural brands want to achieve the common goal of creating awareness by enhancing 

greener consumption to create a common sense for what is right and wrong. They do this more 

actively due to the fact that they target influencers that have a very high reach, promotion codes and 

viral competitions where customers can win products if they share stories, tag another five friends 

and like the brand’s profile. It seems that influencers of natural brands are fulfilling the criteria of the 

‘go green’ movement, while organic brands want their influencers to be real ‘environmentalists’. 

Natural brands thus get attributed a high level of authenticity when being discussed in large 

communities where they wrongly claim to attribute sustainability a high importance. This might be 

an issue with regards to a potential upcoming distrust of consumers in green cosmetic brands in 
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general when they discover that the ecological footprint of natural brands is not related to sustainable 

practices. 

 

After all, customers prefer influencers that are dedicated and ‘real’ and present a brand within a non-

commercial context (Beverland & Farrelly, 2010). This relates back to the above discussed 

importance of authenticity for organic cosmetic brands. Thus, LiM is demanding more involvement 

from their community members and micro influencers in the topic, which results that their ultimate 

goal to ‘save the planet’ and not to ‘make the planet a better place’ slowly becomes a cultural artefact. 

We want customers to share the awareness of the environment and sustainable way of living (Lisa). 

The intention of LiM is to raise the B2C sales through its online store, less because of the additional 

profit margin, but more for a direct communication with the customers in order to spread the 

philosophy in a compelling way. 

 

Furthermore, authenticity can be created through the targeted use of emotional stimuli such as images 

related to nature. Figure 12 compares images used by LiM to two other competitive organic brands 

(competitive brand 1 & 2). All brands mainly use glimpses of human bodies and of nature. 

 

 
Figure 12. Comparison of emotional branding between organic cosmetic brands (own illustration) 
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To understand the difference to natural emotional stimuli, Figure 13 shows three competitive natural 

cosmetic brands (brand 3, 4 & 5) that put their emphasis rather on lifestyle pictures, such as 

architecture, massages, yoga, travelling, and healthy nutrition. 

 

 
Figure 13. Comparison of emotional branding between natural cosmetic brands (own illustration) 

 

In general, communities help to create a better understanding of the consumption. LiM is actively 

enabling that through product use stories on Instagram, alike other market participants. Natural brands 

also raise other concerns that do not directly target their brand’s purpose but are related to it, such as 

podcasts or posts about microplastic or nutrition. Some brands are more aggressive in communication, 

having one post per day, others have a podcast a week, and what is observed for all is that they 

communicate excessive amounts of information. Visually, it seems however also important to involve 

the emotional component including photos about naturality, nature, or people in nature. 

 

After all, activities by communities result in co-creating brand value (Kozinets et al., 2010). 

Mostly, hairdressers, but also fashion stylists that work in photo shootings, give us their feedback what they 

are missing in the hair care assortment (Doris). 

Communities do not necessarily need to be online, they can also be offline. LiM is encouraging 

exchange through events, where it invites its best customers to its office and factory in Vienna. They 
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get a guided tour through the production facilities and can direct their questions and ideas to the 

company’s experts Doris or Anja. The aim of these events is to offer a glimpse behind the scenes, to 

show esteem and recognition and to have a personal exchange. Further included in this concept is a 

dinner in a chic place where LiM serves a special menu. Each dish is based on the main ingredients 

of the five shampoo categories, for example for the aloe mint category, they serve couscous-mint 

salads. Usually such events are also connected to the launch of a new product with exclusive pre-

samples. Through the establishment of the personal contact, LiM creates an intimate atmosphere 

which in return makes the customers feed the brand with new ideas and suggestions for improvement. 

- We seek a close contact to understand the requirements of the market. For us, it is ‚searching for 

innovations (Lisa). 

- Usually, hairdressers only speak to each other, when they know each other and do not have a platform to 

communicate. However, they are very strong in communication and those who have worked in the same 

place for some time also keep contact (Doris). 

This creates emotional involvement and transmits the feeling of being part of a larger movement 

towards sustainability. 

 

Thus, it can be summarized that LiM applies emotional and functional branding, which is an impactful 

strategy for green brands (Hartmann & Apaolaza, 2005). The more successful a brand, the higher its 

power on consumers’ conduct, lifestyle and mindset (Grubor et al., 2017). 

 

If an identity brand is viewed as cultural archetype, it needs to address current society issues but in a 

more unique and powerful way than pure identity brands do (Heding et al., 2016). The company 

follows a self-expressive purpose: It manufactures synthetic free products, that are non-harmful to 

the environment and purely organic. The collective desire to shift towards sustainable products is 

gaining momentum in society and cultures. It is defined as arising topic that in the past was not 

considered at the same importance and that contradicts with the aspiration of material prosperity and 

cosmopolitanism (Wallgren, 2012). LiM acts as a cultural leader and activist, encouraging consumers 

to change their own story by switching to organic cosmetics, and also impresses with a futuristic 

product and technological innovation (Heding et al., 2016). The products are safe, sustainable in raw 

materials and in usage and set a statement with their latest innovations and technology in the market. 

Thus, LiM has set the bar high for its competitors and expresses innovation in an artistic way. 
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Finally, LiM is recognised as a representative of the environmental movement, previously described. 

The brand addresses the most common concerns of the time in the most skilful way (Holt, 2004). 

Therefore, the brand is not only applying the cultural approach, but also has the potential to become 

an iconic brand, which means to be a brand that is seen as a synonym for the sustainable cosmetic 

industry. However, the brand’s survival rests upon the quality of the communication (Holt, 2004). As 

cultural activist with strong expressive values and an authentic voice, LiM denies everything that 

does not fit into its culture. Therefore, it seems that a radical brand is also iconic in the case when 

cultural movements turn into cultural values. 

 

4.3 Summary of Findings 

The analysis of the case company LiM and its competitive environment has demonstrated that the 

higher the integration of sustainability in the entire value, the more a company gets positioned in the 

niche of the market. To perform in a niche means to offer high-quality product in terms of 

sustainability and environmental innovation at a higher price than competitors. Those, however, are 

competitors in the way they brand themselves to customers, but not with regards to product 

performance. 

 

The expectations of customers let the sustainable cosmetic market exist as it is, due to the lack of 

information they have. This does not directly lead to the need of pure organic products, but rather 

aims at solutions that are natural and more visible due to a wider distribution. Natural cosmetic 

companies, the ecopreneurs, support that demand by luring with greenwashed brand images and 

controlled communication. This implies to simply not tell the whole truth about the ingredients in 

order to enjoy a greater popularity than their niche competitors, the bioneers. The lack of a uniform 

legal definition gives a lot of room for interpretations, since the percentage of natural ingredients does 

not need to be shown on the product. Furthermore, ecopreneurs also follow trends such as using glass 

instead of plastic packaging but without thinking about the higher carbon emissions during the 

transport of the products to their customers. Thus, they seem not to consider their ecological footprint 

at all, which is a paradox in itself while claiming to ‘make the world a better place’. Markedly, the 

ability to serve the mass and to earn good profits is the compromise on behalf of sustainability. 

 

Bioneers usually want to prove their claim with standardised certifications which puts pressure on 

ecopreneurs. Due to a lack of regulations in the industry, ecopreneurs start to create their own 
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‘certificates’ with professional looking graphics that persuade consumers even more that those 

companies are ‘authentic’. However, the more educated the customer becomes, the easier it gets to 

recognise that cruelty-free, vegan, animal-friendly or clean ‘certificates’, to only mention a few, do 

not exist. The customer will feel betrayed by this detection and develop a disbelief in green products. 

This calls for bioneers to work with authenticity in order to create a brand image that is built on strong 

and truthful pillars. Brands that are built up in a non-commercial context are perceived more 

authentic. Therefore, LiM targets only micro influencers who live a sustainable lifestyle and have 

understood the concept behind it. Such an approach grants the brand higher credibility. 

 

With this intention, the market can only grow by the pace of the customer becoming more educated 

and changing the attitude towards sustainability. This sets a limit to the growth of LiM as well, since 

there would not be sufficient potential customers the brand could serve if they would produce higher 

volumes. In the B2C market, it is not a higher price that discourages customers to buy into the niche 

market, as that is similar to the excessive price ecopreneurs demand. For LiM the price is justifiable 

due to the high costs of sustainability, while natural ecopreneurs are not so cautious to environmental 

duties. This results in higher profit margins for ecopreneurs, which affords high marketing 

investments into their visibility. Paradoxically, this would not be in line with LiM’s philosophy of 

‘less is more’ and neither it is a sustainable. Sustainability in the cosmetic industry would entail a 

lower consumption due to, e.g. higher concentrated products or smarter packaging, resulting in a long-

lasting use for the end consumer, smart production for the manufacturer due to the harm to the 

environment and to keep a low level of stock. 

 

Marketing, as a consequence, should be rather targeted at providing a sustainable solution for multiple 

usage, rather than having the same product sold under different claims. Furthermore, viral branding 

is an intrusive over-offering urging the consumer to add the product into the shopping basket. The 

consumption choice has thus not been made from an own conviction to a sustainable product, but 

rather from being influenced by recurring impressions. Therefore, organic cosmetic brands rather 

target to become a cultural artefact in the community, meaning that they are seen as being an authentic 

voice. LiM motivates its consumers to be environmental activists that ‘save the planet’ by their 

conscious living. Such co-creation is perceived as authentic and thus has a significant positive impact 

on the brand value. 
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5. Discussion 
In this section, I will elaborate on the findings by putting them into a wider context. It is intended to 

get an understanding of the implications they have for the brand, on the sustainable cosmetic industry 

and case company itself. 

 

The discussion will start with a historical review which enables an assessment of the importance of 

drivers for change in the sustainable cosmetic industry. The industrial revolution in the eighteenth 

century brought a radical formation of a new industrial system. Along with that came a complete 

change of lifestyle. The emerge of technological innovations made the world accessible for everyone, 

which resulted in the evolution of new perspectives, urbanisation and in economic prosperity and 

growth. Industrial power was the leading force and new ideas and innovations increased the appetite 

for new unknown raw materials (Wyatt, 2009). “And  since  then,  as  a  normal  corollary  of  the  

new  order,  the  technologically  advanced  countries have been endeavouring to maintain their 

political and economic position in the world while the technologically less endowed countries have 

been seeking to alter, through development, this global status quo” (Conca & Dabelko, 2019, p. 33). 

It seems that the industrial entrepreneurs have been dizzied by the economic growth potential, aiming 

for more and more. Humans were considering themselves to be superior to nature as they “dominated 

the world through reason and technological progress, who objectified nature and treated it as a 

commodity” (Deliu, 2017, p. 227). However, Deliu (2017) states that human actions and the dynamics 

of our planet have meanwhile merged and thus human need to be seen as a ‘force of nature’ instead 

of a separate unit. This anthropocentric view has a lot in common with environmentalism, which 

claims that capitalistic thinking is not compatible with caring for nature. “Growth in capitalist 

relations is inevitably associated with growth in consumption of natural resources and production of 

waste, or more generally, the destruction of the conditions of production” (Sandler, 1994, p. 40). 

However, as human beings emerging from nature, we have meanwhile understood that our existence 

depends on our ability to care for the environment and have bulled an emergency break. 

 

The accelerated growth of technical innovations from capitalistic entrepreneurs has thus led to the 

inequality of the planet’s resources. This inevitably required to change the understanding of the 

balance between nature and human. Regardless if we have a radical or a less drastic approach to it, 

environmental consciousness is experiencing growth and thus avoids a crisis of extinction (Foss, 

2009). As outlined in the analysis, both cultural movements, the ‘go green’ movement and the 
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environmental movement, target the switch in consumption differently. The environmental 

movement has emerged from social developments in the Western world in the 1960s and 1970s when 

the relations between nature and society has started to change (Mol, 2010). Grant (2006) refers to the 

emerging values as “flower power values – freedom, peace, love, authenticity, antiauthority” (p. 238). 

The movement is characterised by the reaction of society to overproduction and over-offerings (ibid.), 

and thus can be understood as a revolt against capitalism and accelerated harmful innovations. 

 

The ‘flower power values’ are those of the hippie culture, a counterculture emerging in the United 

States at the same time. Counterculture is defined as a collective movement against the mainstream 

socio-political values (Whiteley, 2015). Simultaneously, the Bohemian lifestyle arose in Europe, 

which was a culture of creative self-fulfilment by turning against the mainstream lifestyle (Eikhof & 

Haunschild, 2006). “A bohemian life was marked by principles or ideas such as spontaneity, sporadic 

employment, lack of income, continuous improvisation, by living from hand to mouth and by trying 

to enjoy life from day to day instead of subordinating to fixed (work) schedules” (ibid., p. 236). It 

targets more an artistic way of living rather than a sustainable one, however, it was a revolt against 

the fixed values that were implemented by industrialisation. In contrast to the bohemian movement, 

hippies were spiritually guided (Whiteley, 2015) and thus favoured the concepts of karma and yoga. 

It was a movement that was formed when the largest demographic group, the baby boomers, was born 

between 1946 and 1962 (Chappelow, 2020). Their children, the millennials, are born between 1981 

and 1996 (Rauch, 2019), and have probably got transmitted the cultural values of their parents. Those 

that do, are called neo-hippies and ‘collect moments, not things’. They are characterised by enjoying 

life with a certain costly lifestyle and emphasis collective experiences within a (social) community in 

which they can unfold their individual self. They love innovations and their relation to the 

environment derives from their values of youthful hedonism and grown-up responsibility. In effect, 

neo-hippies like to spend money for lifestyle products that make them special within their community 

and they are typical sources of influence for others (Papasabbas, 2020). It thus seems that due to their 

urge to act responsible, they would want to become pioneers in shifting to a sustainable lifestyle and 

they are not price sensitive. However, at the moment, most of neo-hippies have rather a behaviour 

that is ‘going towards a greener’ direction than being truly environmentalist. The latter concerns the 

other remaining part of the neo-hippies that have stronger and more radical values. 
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The analysis has further shown that the concept of sustainable entrepreneurship is industry specific. 

However, within the cosmetics industry, it seems that the essence of the sustainable mission is of 

higher importance rather than the break down into business segments, such as hair care, skin care or 

fragrances. However, the choice of both, organic and natural cosmetic products is impacted by the 

attitude of the customers. Holt (2010) emphasis the understanding of the cultural context and the roots 

of ideologies in order to be innovative in branding. “The cultural dimension of what we consume 

deserves a prominent seat at the table” (p. 2). Holt (2010) claims that it is obvious that brands perform 

better if they embed themselves in the cultural setting. The findings have shown that if organic beauty 

care brands, as being the ones that radically call for change, have understood the attitude of their 

target group, they can target their branding strategies at creating authenticity before targeting growth. 

 

Furthermore, Schwarz & Bohner (2001) state that attitudes are formed depending on available 

information, which has been shown in the current organic and natural cosmetic industry to be falsified 

or difficult to understand due to the functional complexity. Therefore, the urge for communicating 

authenticity seems to be the only way to sustainably grow the market on one side and the company 

itself on the other. Organic cosmetic brands demonstrate authenticity through images following the 

philosophy of radical naturalists, while natural cosmetic brands picture themselves as a lifestyle 

brand. The difference is nearly overlooked, but it exists and Hartmann & Apaolaza (2005), emphasise 

on the high attitudinal effect that such emotional stimuli create. Luxury lifestyle products are served 

to the ones that want to ‘make the world a better place’ which is fulfilled by natural cosmetic brands, 

while organic cosmetic brands target the ones that want to ‘save the planet’. 

 

For radical brands, there is little room for an adoption of formulas as they are limited by their vision: 

being sustainable in product ingredients, processing, and supply chain processes, in other words being 

very product focused. There are a lot of steps that need to be considered, and change seems to result 

in extensive, financial or ecological costs. The example of procuring honey from Mexico would result 

in significant lower financial cost but the ecological costs are simply not acceptable for LiM as a 

sustainable entrepreneur. This is a straightforward and radical decision to adhere to its own 

philosophy but also to the one of environmentalist-minded customers. As the findings have shown, 

LiM, as a bioneer, can only grow the organic cosmetics market if it achieves to create authenticity. A 

higher degree of that results in a higher potential market that LiM could serve. If the brand would 

start to produce more without having educated potential new customers, it would build up stock but 
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is not able to sell it since there is no demand. This implies that authenticity designs a limitation to 

economic growth, which is paradoxical considering that LiM originally targets to drive fundamental 

rethinking. 

 

Furthermore, I have perceived that being economically oriented in the cosmetic industry is a 

weakness, since transformative effect, as defined by literature, requires to serve the mass market, 

while more profit can only be achieved through the sacrifice of sustainable practices. However, if the 

cosmetic industry’s ecopreneurs do so, how can they still be sustainable entrepreneurs? They are, 

because sustainable entrepreneurs were defined as achieving market success with environmental 

innovations which are “reducing or avoiding harm to the environment” (Yarahmadi, 2012, p. 401) by 

“eliminating use of toxic agents, pollution, and waste” (Ottmann et al., 2006, p. 24). Natural cosmetic 

companies achieve that because they offer less harmful alternatives than conventional actors and they 

target topics such as pollution by switching from plastic packaging to glass bottles, for example. 

 

When comparing the approach of natural and organic cosmetic companies, it seems that the definition 

of sustainability is rather stretchable, even 30 years after the Brundtland Report set clear targets. At 

the same time, being authentic, which in general strengthens the brand value, is at the same time a 

weakness because it only allows for growth in the pace of the education of consumers. Furthermore, 

this pace might be rather slow given the fact that people tend to be rather risk averse. Organic 

cosmetics would be an effective technical innovation, but their brand innovation would remain 

unsuccessful since they are in a sense unable to bring it to the market. They could not make people 

merit their products and the company’s authenticity and dedication to the sustainable cause. 

 

Presuming that bioneers are able to grow the market, they have assigned themselves to strong social 

sustainability. Thus, the salaries are required to be fair which leads to a limitation of team size due to 

the narrow profit margin. People working in such companies devote their heart and soul to the 

sustainable philosophy, which works well for positions in sales or marketing, but how about other 

roles? On one side, employees rapidly reach high positions, such as 'head of' due to the nature of 

company size, and they own a lot of responsibility. However, the promotion, career development or 

salary increase are dependent on the development of the small bioneer. If growth is not achieved, 

employees might search for the same position, but with a better pay. “The importance of income in 

well-being is largely played out (within nations) through relative effects. What matters – more than 
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the absolute level of income – is having more or less than those around us” (Jackson, 2009, p. 52). 

The reasons that attract people to work for bioneers have not been covered by my thesis, although, it 

would be interesting to conduct further research on that. In any case, the talents bioneers can attract 

are limited due to the salary they can provide, and well-educated chemists are specifically demanded 

for technological innovation. Within LiM, the founder Doris is the technically creative soul of the 

company, who also executes the innovative process. However, if founders have a different 

educational background than a notable degree in chemistry, there is an urge for a trusted partner with 

profound chemical knowledge, that is ‘bound’ to the company by deepest conviction. 

 

Furthermore, LiM and probably also other organic cosmetic companies finance their R&D through 

funding and governmental subventions which are eligible for companies supporting sustainable 

development. However, to my knowledge, ecological inventions are not the main target in Europe 

since the industry focus is still put on conventional Goliaths. What would happen to bioneers if those 

subventions get omitted due to crisis for example? In such case, ecopreneurs are definitely in a better 

financial position and would then take the place of bioneers as they can still serve customers with 

greener products if bioneers have to exit the market. In this scenario, ecopreneurs could even scale 

up their production since there is enough demand. 

 

Another scenario would be that Goliaths take advantage of this situation and suggest acquiring 

insolvent bioneers. In general, M&A seems to be the last option for bioneers if they cannot grow their 

market with authenticity but want to have an essential impact in making a change. If they wouldn’t 

target a transformation towards sustainability, they could stay in their eco niche. As theory suggests, 

this is also an option for bioneers and even if they chose this option, they “can exert substantial 

(indirect) transformative influence on mass markets through particular mechanisms such as business 

model replication or mimicry by other players in the market” (Schaltegger et al., 2016, p. 266). 

Acquired bioneers represent a great deal for Goliaths or flourished ecopreneurs, since their brand is 

considered as the most authentic version in the industry. Due to investment opportunities resulting 

from larger profits of their incumbent business, those companies could boost up the small acquired 

bioneer brand by scaling up production. I believe that as bioneers will enter the umbrella of brands 

with a greater reach and customer base, those would not need to invest a lot into marketing, it is rather 

a direct sure-fire success. 
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6. Conclusion 
Based on the case study of the Austrian organic cosmetic brand Less is More, the thesis investigated 

the following research question: 

 

How is the brand innovation of organic cosmetic 

brands organised to strengthen the brand? 

 

To answer this research question, I have conducted semi-structured interviews with team members 

that have chosen to be representative due to their position in the company. Furthermore, 23 Instagram 

profiles have been observed over a time period of four months in order to make comparisons regarding 

the brands’ presence in the community. It was essential to understand how the organic cosmetic 

brands can be strengthened, that is to say, how their brand value can be increased. 

 

Theory defined that sustainable entrepreneurs as being entrepreneurs that dispose of a personal drive 

towards environmental and social innovations. Thus, they aim at transforming conventional markets. 

Participants engaging in that market are bioneers, i.e. bio pioneers, in the organic market niche, and 

ecopreneurs, serving the mass market with natural products. According to my analysis, the difference 

between them in the sustainable cosmetic market, clearly lies in the quality of their products for 

environmental innovation and in their ecological footprint. The case company is recognised as 

bioneer, which engage in creating authenticity and encourage consumer co-creation to increase their 

brand value. Both activities make bioneers grow outside of their niche and due to their business 

development, they have a transformational effect on the market. Ecopreneurs, serve the mass and 

need to make a compromise on behalf of sustainability. Due to the high competitiveness in the market 

that is exercised given the sustainable product performance of bioneers, ecopreneurs copy their 

inventions but need to modify them as they cannot comply with the duties related to sustainability. 

Reasons for that are the costs related to implementing sustainability in every part of the value chain 

process resulting in higher profit margins. 

 

When companies alter, it has also an effect on their overall band. There are various forms of 

innovating a brand which are related to the purpose they pursue. Since organic cosmetic brands 

respond to a sustainable lifestyle emerging from the environmental ‘sandals and brigades’ movement, 

their philosophy is rooted in culture. Trends that have been adopted by society became long-lasting 
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and have entered into culture. Thus, they predetermine choice rather than making it an individual one. 

Their consumers are mainly millennials who spend most of their time in online communities to share 

their brand experiences. In order to be authentic, LiM puts its focus on micro influencers that live 

after sustainable values. Due to the non-commercial context in which the brand is represented, it is 

embedded in the most authentic storyline. This creates credibility for the end consumer as it looks 

like being a brand that is used out of conviction. Different from organic cosmetic brands, natural ones 

use communities for the sake of actively pursuing consumers to use their products. Their branding 

strategy is to gain reach through viral marketing and influencers with large communities. In contrast 

to organic cosmetic brands, they do not mind being one of many promoted products. 

 

The highly innovative products require technical creativity in the innovation process, and social and 

artistic creativity in the branding innovation. Due to an oversaturation of creativity in this area, it is 

demanding to map a branding strategy that is unique. Therefore, LiM transforms its employees into 

‘propaganda machines’ by absorbing the values of the brand through their working environment. The 

brand makes them experience sustainability in every aspect, from the farmer’s lunch brought by a 

cyclist to certified copy paper. Such sustainability minded environment encourages creativity, which 

further promotes communication within flat hierarchies. 

 

From the above, I can conclude that organic cosmetic brands need to deliver embedded cultural values 

to organise their brand innovation in a way that attributes the greatest brand value. 
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8. Appendix 

8.1 Interviewee Information 

The selected interviewees were chosen with respect to their position in the company, based on 

their personal business expertise that has been built up over the past years within LiM. The 

founder, Doris has been within the case company for 13 years, Anja for 5,5 years, Lisa for 2 

years and Nick is holding shares for 6 years. 

 

Date Interviewee Position Language & 

Length 

24/07 Lisa Bartl Sales France English (3h) 

05/07 Nicholas Pöschl 

(Nick) 

Shareholder (holding 14%) German (0h45) 

06/08 Anja Kaufmann Head of Sales and Marketing German (1h15h) 

27/08 Doris Brandhuber Founder (holding 34%) and 

Chemist 

German (1h15) 

Source: own illustration 

 

8.2 Interview Guide 

(New) Product Development Process: 

• How do you research which product innovation is suitable for the market? 

• How do you determine/ foresee that there is a need in the market/ that it is the right moment 

to further develop product ideas? 

• How do you determine which product ingredients work well together? (Is it a trial-and-error 

process or an elaborated selection process?) 

• How do you learn from Benchmarking? 

• Are there any ‚side effects’ of 100% organic products in terms of allergies when switching 

from the conventional ones with chemistry, we are used to, to pure ones? 

• How did you develop your newest product?  

• What happened after you discovered the different effect of the product? Did you go back to 

optimise your initial effect, or did you go for the product as it is?  

• How do you know the effect of each ingredient (on hair/skin)? How do you test that? 
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• How do you research to develop products? Which scientific studies do you consult? Where 

does your inspiration come from? 

• What are the steps you go through until achieving the effect that you want to achieve? 

• Which kind of preservatives do you use in your products? And how are natural preservatives 

as effective as chemical ones are?  

• How high are your costs of innovation on natural preservatives compared to other product 

ingredients? 

• Process or product innovation? What is more important and why? 

• How would product development with design-it-yourself products work?  

 

Marketing/ Branding 

• How did the brand got developed and processes got put together? What did you learn from 

your early beginnings – from your first product for example? 

• How are you innovative in marketing the brand (SoMe related, events, distribution, pricing, 

USP)? 

• How do you want your brand to be seen from the customers? 

• How do you communicate transparency? How do you manage inevitable compromises? 

• How do you communicate the brand innovation to convince customers to go on the journey 

with you? 

• There is a hair spray, that is working well against mosquitos or there are two other products 

that protect the hair from the sun. Why don’t you print that specific applications onto the 

products and sell it as a sun protection product? 

• Are you not selling such products under a ‘summer edition’ for example, because it clashes 

with the topic of authenticity? 

 

Business Model 

• What is your motivation to compete in such a niche industry? Why do you rather stay in the 

niche than exploiting your good business opportunities and become commercial?  

• Do you think that B2B online shop will let explode the demand and how will you then adjust 

the supply chain? 

• How much percent of the turnover is coming from the B2C online shop? 

• How do you compete against bigger companies with a wider budget? Do you feel rewarded 

for pushing the boundaries in these areas? 
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• Which of your competitors do you think is credible? 

• Which limitations and challenges are you facing in respect to “executing your mission”? 

What aspects are global and which ones reflect local market ideas?  

• How are price margins developed? Can the profit margin be 50-60%? Can’t you balance 

with that the insecurity of price markups? Reallocation into the marketing budget? Level up 

human resources? 

• Why don’t you target the B2C turnover to increase, especially with the help of influencers? 

• How does sustainability provide a frame in which you push the team to come up with new 

creative ideas? 

• Does it get more difficult if you are 100% organic and 100% authentic to compete against 

other market players who try to fake it? 

 

Value Co-creation 

• Do you also use the collaboration with influencers to get insights into the “market”? 

• How do you incorporate customer feedback into the production/ innovation process? 

• Do hair dressers have a community for exchange, or do you receive their feedback 

individually? 

• How do your community events looks like? 

• Do you dedicate yourself to change the world or is that a side effect? 

• How do you "educate" your customers? Are you differentiating in that from your 

competitors? 

 

Distribution/ Packaging 

• I read that packaging is a very important factor for keeping the formulas protected and 

stable. Why did you decide for your specific packaging and design? If Recycled PET is so 

heavily colored, what are those colors made of (thinking about how can they meet the 

Cosmos requirements)? And would colored bottles “protect” the content better due to less 

exposure to light? 

• How did you arrive at this aesthetic packaging? 

• How do you determine which design customers find attracting? How did you do that market 

research for your recent re-design? 

• Do you just follow the established ways of distribution or do you also innovate in those 

aspects/ in your business model? 
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Entrepreneurial 

• Are you rather driven by the idea of which effect the organic products have on the skin/hair 

or by the idea that it will “de-harm the environment”? 

• Where do you see yourself in the matrix environmental innovation vs. time? How did 

product development, packaging and innovation regarding styling effects develop over time 

in comparison to your competitors? What were drastic innovations for your products and 

when did they happen (e.g. invention/ discovery of organic mild sulphate that has the 

foaming effect for shampoos)? What were drastic innovations or revised regulations for 

packaging (PET)?  

• How do movement and cultural trends, price markups e.g. from the manufacturer side, risks, 

affect your view on product development? 

• How far from reaching your goals are you? 
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8.3 Excerpt from coded interviews 

 
Source: Nvivo software  
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8.4 Sustainable Business Model of LiM 

 
Source: adapted from Lüdeke-Freund & Dembek, 2017, p. 1675 
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8.5 Product label explanation 

 

source: own illustration 
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8.6 Social Media Observation 

 
Average Reach of Hashtags (own illustration) 
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