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Abstract 

Skincare companies are facing significant challenges in remaining competitive due to a 

lack of brand loyalty. To stay competitive, skincare brand leaders must adopt innovative 

strategies to increase product awareness and foster brand loyalty. Grounded in Michael 

Porter's Theory of Management, this qualitative multiple case study was to explore the 

strategies skincare brand leaders use to strengthen brand loyalty and sustain a competitive 

advantage. The study involved five skincare brand leaders in New York City who 

implemented these strategies. Data were collected from semistructured interviews, social 

media, and websites. Thematic analysis was used to analyze the data. Three themes 

emerged: (a) increasing community experiences, (b) partnerships with brands and banks, 

and (c) applying for grants for funding. A key recommendation is for skincare brand 

leaders to build customer loyalty programs to increase their customer base and 

differentiate themselves in a competitive market. The implications for positive social 

change include potential job creation, innovation, and support for the economic 

development of local communities through youth entrepreneurship programs.  
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Section 1: Foundation of the Study  

The cosmetic industry is one of the fastest-growing industries in the world 

(Gerstell et al., 2020). The industry is expected to grow by 4.7% between 2020 and 2025 

due to increased consumer demand worldwide (Gerstell et al., 2020). The industry is 

segmented into four sub-segments: skincare, color and make-up, fragrance, and hair care 

products (Gerstell et al., 2020). The cosmetic industry is highly competitive, and with 

consumer trends continuously changing, skincare brand leaders need to develop 

successful strategies to maintain a competitive advantage (Buul & Omundi, 2017). 

Background of the Problem 

Loyal consumers who recognize excellent brand value commitment are pleased 

with the brand ethos and depend on the brand offerings of quality products (Molinillo et 

al., 2019). Strategic emphasis by leaders on competitive advantage contains elements of 

clarity, regularity, and leadership involved in creating, merging, and growing the brand 

(Bačevac, 2019). More brand enthusiasts mean greater brand loyalists, which can give the 

brand a significant competitive advantage (Zhang et al., 2020). Brand loyalty is essential 

to sustaining a beneficial relationship among consumers and brands (Sultan et al., 2019).  

Competitive advantage is crucial in ensuring that skincare brands compete with 

their competitors effectively. Competitive advantage is important to organizational 

growth, market penetration, and customer acquisitions (Berman, 2015). Companies with 

successful strategies to gain competitive advantage achieve fast growth, larger market 

share, market penetration, and high revenues due to customer preference (Berman, 2015: 

Gan, 2017). Skincare brand leaders who fail to demonstrate differentiation are at the 
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bottom of customer preference, product awareness, and market penetration (Buul & 

Omundi, 2017). Failure to implement strategies to increase brand loyalty and maintain a 

competitive advantage can be a viability concern for some skincare brand leaders because 

of the lack of good management and leadership structure. For example, if employees are 

unclear regarding a marketing strategy articulated by leadership, the strategy might not be 

implemented as employees could consider that someone else in the organization is 

responsible for implementing the strategy. 

Business and brand leaders continuously realign themselves and adopt new 

strategies to stay ahead of competitors (Chatterjee & Basu, 2020). Technological 

innovation and the emergence of crises, such as an organizational crisis where the 

company has wronged its consumers with false product claims, are forcing business 

leaders to reinvent their strategies, or they will go out of business (Porter, 1985). For 

skincare brand leaders, the market has shown that skincare brands had problems gaining 

consumer competitive advantage due to competition and increased visual communication 

such as internet-based advertisements (Rábová, 2015). The challenges that leaders face 

with their brands are occasioned by internal and external factors, such as political, 

economic, technological, legal, and social (Harry & Schroeder, 2000). In addition, the 

threat of entrants, the threat of substitutes, the bargaining power of customers, and the 

rivalry within the industry constantly pressure the leaders to initiate new strategies that 

would ensure skincare brands gain a competitive edge (Rábová, 2015). In helping leaders 

address competition among the sub-segments and the industry outside the cosmetic 

industry, there is a need for skincare leaders to explore strategies to increase brand 
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loyalty to maintain a competitive advantage. In this study, I will explore strategies to 

increase brand loyalty used by some skincare brand leaders to maintain a competitive 

advantage.  

Problem and Purpose 

The specific business problem is that some small skincare brand leaders lack 

strategies to increase brand loyalty to maintain a competitive advantage. The purpose of 

this qualitative multiple case study was to explore strategies some skincare brand leaders 

use to increase brand loyalty to maintain a competitive advantage. 

Population and Sampling 

The population for this qualitative study was five skincare brand leaders from five 

organizations in New York City, NY, who have implemented successful strategies to 

increase brand loyalty to maintain a competitive advantage. I conducted a purposeful 

sample to locate five skincare brand leaders. The eligibility criteria were participants 

from a skincare brand who are in New York City, NY, who have been a skincare brand 

leader for at least 3 years, have access to business plans and brand decks, and leaders who 

can provide strategies that have been implemented successfully in the last 3 years for 

their brand to increase brand loyalty to maintain a competitive advantage. I used 

semistructured, face-to-face interviews via Zoom. I also reviewed brand websites and 

publications in branding magazines and business journals. 

Nature of the Study 

The research methods available to researchers are qualitative, quantitative, and 

mixed methods (Yin, 2018). Qualitative researchers use open-ended interview questions 
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to discover an understanding of the meanings of participants’ underlying reasons, 

thoughts, opinions, and motivations related to the phenomenon under study (Lanka et al., 

2021). With qualitative research, researchers need to make sense of the subjective and 

socially constructed meanings expressed about the studied phenomenon (Lanka et al., 

2021). I chose the qualitative method because I used open-ended interview questions to 

gather information to understand the research study better. Quantitative researchers 

measure variables and test hypotheses by examining variables’ characteristics, 

relationships, or group differences to address the research question (Lo et al., 2020). I did 

not choose the quantitative method because measuring variables and testing hypotheses 

will not help answer the research question. Mixed method research is a research design 

that combines the use of qualitative and quantitative data collection in the same study 

(Yin, 2018). A mixed method study was unsuitable because the data could lose depth and 

flexibility and not help me answer my research question. 

I considered (a) case study, (b) phenomenology, and (c) ethnography for this 

study. Researchers conducting a case study explore, investigate, and describe a 

phenomenon bounded by time and place (Yin, 2018). The case study researcher seeks to 

explore a real-world problem within a contextual setting (Yin, 2018). I selected the case 

study design because I explored a real-world phenomenon within a bound contextual 

setting. Phenomenological researchers focus on understanding the personal meanings of 

the lived experience of participants related to the study purpose (Matua & Van Der Wal, 

2015). The phenomenological design was not appropriate for this study because I did not 

collect data on the lived experiences of skincare brand leaders. The ethnographic 



5 

 

researcher collects and analyzes data from prolonged observations and interactions with a 

population in their social systems and cultural setting, requiring a level of immersion into 

the environment of the participants to understand the phenomenon (Letourneau, 2015; 

Reich, 2015). I did not explore the culture of a group of small business owners; therefore, 

the ethnographic design was not appropriate for this study. 

Research Question  

What strategies do some skincare brand leaders use to increase brand loyalty to 

maintain a competitive advantage?  

Interview Questions  

1. What strategies do you use to increase brand loyalty to maintain a competitive 

advantage? 

2. What are the key challenges you face with increasing brand loyalty to maintain a 

competitive advantage? 

3. How did you address the key challenges to increase brand loyalty to maintain a 

competitive advantage? 

4. How has your organization used strategies to increase brand loyalty to maintain a 

competitive advantage? 

5. How have you measured the effectiveness of your strategies used to increase brand 

loyalty to maintain a competitive advantage? 

6. What other strategies could you add about increasing brand loyalty to maintain a 

competitive advantage?  
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Conceptual Framework 

The composite framework for this study was Michael Porter's Theory of 

Management and the use of Six Sigma DMAIC as a means to further evaluate processes. 

Porter’s five forces is a model for analyzing the competition of a business (Porter, 1985). 

Stonehouse and Snowdon (2007) used Porter’s five forces model to assess the 

attractiveness (potential profitability) of its industry and its competitive position within 

that industry through an evaluation of the strength of the threat of new entrants to the 

industry, the threat of substitute products, the power of buyers or customers, the power of 

suppliers (to firms in the industry), and the degree and nature of rivalry among businesses 

in the industry. Porter’s (1986) model helps organizations’ leaders adapt to the industry’s 

five competitive forces and show improvement over other organizations in the industry 

(Porter, 1986). Porter’s five forces enabled me to understand my study’s findings on how 

skincare brand leaders use strategies to increase brand loyalty to maintain a competitive 

advantage by specifically improving the brands competitive advantage within the market 

with more brand awareness to consumers and increased revenue for the brand.  

Business leaders use the Six Sigma methodology DMAIC to help find flaws or 

inefficiencies, particularly those resulting in output defects, and to combat them (Khan et 

al., 2020). Harry developed the Six Sigma methodology in 1980 at Motorola (Harry & 

Schroeder, 2000). Six Sigma is a model for business process improvement (Mouaky et 

al., 2018). Harry developed the DMAIC methodology at Motorola (Watson & DeYong, 

2010). DMAIC is a well-known process improvement method used in Six Sigma. It 

consists of interconnected phases of define, measure, analyze, improve, and control, all 
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aimed at improving an existing process by reducing defects (Sokovic et al., 2010). In this 

case, I was interested in understanding how leaders in the skincare industry obtain 

strategies to increase brand loyalty and maintain a competitive advantage by clarifying 

the business problem of differentiation from competition to increase brand loyalty. 

Operational Definitions 

Brand loyalty: Customers’ measurable and tangible commitment to a brand 

(Komarov & Avdeeva, 2015).  

Competitive advantage: This is how businesses demonstrate superiority by being 

in a market with higher brand loyalty and or higher sales over their competitors (Porter, 

1985).  

Loyal consumers:  Consumers excited to try new products and services from a 

specific brand (Ozmen et al., 2013). 

Assumptions, Limitations, and Delimitations 

Assumptions 

Assumptions are specific to a discipline and represent the claims about the 

phenomenon treated as true, which cannot be verified by the researcher (Kirkwood & 

Price, 2013). I assumed five purposefully selected leaders understood the term 

competitive advantage and provided truthful and honest responses to my research 

question.  I assumed that the qualitative method, a multiple case study design of a real-

world phenomenon with open-ended interview questions, was appropriate for this study. I 

assumed each skincare brand leader interviewed had strategies to maintain a competitive 

advantage. 
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Limitations 

Limitations are the conditions, shortcomings, and influences the researcher cannot 

control (Moustakas, 1994). One limitation was that the participants had personal bias 

related to the ideas of which strategies increase brand loyalty. The second limitation was 

the inability of participants to recall accurately and articulate strategies, which may lower 

the quality of the data provided during the interview. Also, the participants did not want 

to provide business plans and brand decks because of concerns about competitive 

advantage. 

Delimitations 

Delimitations are boundaries of the study, which include geographic boundaries 

and demographics that limit the scope of research (Kirkwood & Price, 2013). The first 

delimitation of the study included only five skincare brand leaders in New York, NY.  

The study was delimited to skincare brand leaders who have implemented successful 

strategies during the past 3 years to increase brand loyalty to maintain a competitive 

advantage. 

Significance of the Study 

The outcome of this investigation was brand competitive advantage. The research 

provided industry policymakers insights regarding strategies companies can adopt to 

remain viable in a competitive business landscape. In this study, I explored strategies to 

increase brand loyalty used by some skincare brand leaders to maintain a competitive 

advantage. Findings from my study may help close knowledge gaps and improve 

skincare brand practices. 
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Contribution to Business Practice  

The findings contributed to business practices because skincare brand leaders can 

analyze market trends, forecast marketing, and brand strategies for business profitability. 

The findings helped skincare business leaders expand their current market, brand 

positions, and achieve marketing targets to build customer loyalty. Also, the findings 

contributed to effective business practices that increase brand loyalty for the business’s 

success by improving customer experience and increase revenue. 

Implications for Social Change  

The implications for positive social change positively influenced social conditions 

for residents and communities. With successful consumer brand loyalty, leaders created 

jobs, inspired innovative ideas, and supported local communities’ economic development 

by providing youth programs on entrepreneurship. Successful business leaders 

contributed to the creation of economic empowerment in the communities. Economic 

empowerment allowed people to see the dreams of home ownership and financial 

stability, thereby increasing the quality of life in local communities. Also, small business 

leaders implemented strategies that increased viability and profitability, leading to the 

creation of sustainable employment. 

A Review of the Professional and Academic Literature 

The purpose of this qualitative multiple case study was to explore strategies some 

skincare brand leaders use to increase brand loyalty and maintain a competitive 

advantage. For the literature review, I provided a critical analysis and synthesis of the 

Management Theory of Michael Porter to include Porter’s five forces. I will also use Six 
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Sigma DMAIC as a supplement to analyze the research topic. I located peer-reviewed 

journals, books on Porter’s five forces and Six Sigma DMAIC, and dissertations from 

Sage Journals, Emerald Insight, and ProQuest Central complete databases published 

between 2018 and 2022. The keywords I used were brand loyalty, competitive advantage 

model, competitive marketing advantage, consumer brand loyalty, Porter’s five forces, 

Six Sigma DMAIC, skincare, and U.S. skincare brands. This study contained 222 

references comprised of 210 peer-reviewed articles, representing 94% of the total; 1 

government website, representing 1%; and 11 seminal books, representing 5%. The 

literature review contains 96 references, with 78 references published within the past 5 

years, representing 81%, and 65 from scholarly peer-reviewed sources, representing 67%.  

The literature review is organized into the following main subject categories: 

Porter’s five forces, Six Sigma DMAIC, small skincare brands, brand loyalty, and 

competitive advantage in the skincare industry. I provide an introduction and critical 

analysis of Porter’s five forces in Porter’s five forces, comparing theory to Porter’s five 

forces and contrasting theory to Porter’s five forces. For Six Sigma DMAIC, I provide an 

introduction, critical analysis, and a comparing and contrasting theory. The skincare 

organization subsection contains the importance of small skincare brands to the economy 

of the United States. The next subsection includes the significance of brand loyalty to the 

leaders of small skincare brands. The competitive advantage subsection discusses 

competition and how small skincare brands stay ahead of competitors. 
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Michael Porter's Theory of Management  

Researchers have studied competitive advantage from a brand loyalty perspective, 

which business leaders can use to gain competitive advantage (Moses & Edward, 2019; 

Porter, 1986). Researchers have also connected five forces model and the theory of the 

growth of the firm, such as a long-term plan based on their value, uniqueness, and 

inimitable and non-substitutable resources to the concept of competitive advantage (Hales 

& McLarney, 2017; Porter, 1985). Porter (2008) explained that by applying the five 

forces model effectively, leaders can allocate their resources efficiently to sustain and 

increase product value to their customers and help achieve and maintain a competitive 

advantage. Amelia et al. (2019) indicated that brands improve over other industry 

organizations’ market value by adapting Porter’s five forces. Thus, Porter’s five forces 

can help leaders to identify the factors that strengthen the brand positioning in the market 

(Porter, 1986). Only the strength of suppliers, customers, substitution, and new 

competition are covered by Porter’s five forces theory to increase brand loyalty and 

maintain a competitive advantage (Bruijl, 2018).  However, business strategies that affect 

the brand have been scant in the extant literature, compared to strategies related to 

competitive advantage (Thurlby, 1998). Research has described competitive advantage as 

how businesses demonstrate superiority by being in the market with higher brand loyalty 

and or higher sales over their competitors (Sultan et al., 2019). Additionally, there is 

limited objective research on increasing brand loyalty to maintain a competitive 

advantage (Moses & Edward, 2019).  Dobbs (2014) stated that the five forces model is 

largely a tool to measure the attractiveness levels of industries rather than acquire 
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strategic insight into how an organization may compete more effectively within its 

industry.  

Undertaking Porter’s five forces model may help companies within this industry 

to gauge the competitive level of the industry. Therefore, Porter’s generic strategies refer 

to methods of achieving a competitive advantage, which entails the development of a 

distinctive edge that enables a company to secure sales and outperform its rivals. Porter 

(1980) created Porter’s five forces model to evaluate an industry’s viability and 

profitability. Porter focused on businesses’ external perspectives, such as government 

regulations on consumer goods and global issues with supply chains, to determine why 

some companies thrive while others fail. Porter asserted that the causes of successes or 

failures in the corporate environment are influenced by power distribution among 

leadership not agreeing on competitive strategies and idea generation, such as 

brainstorming sessions to ensure corporate growth. Porter advised business leaders to 

consider the five external elements that influence a firm’s performance: threat of new 

entry, supplier power, buyer power, threat of substitutes, and competitive rivalry. 

Business executives can apply Porter’s five forces model to understand how to build 

competitive advantage in their organizations, according to Dimitrieska (2016). Porter 

asserted that business leaders should use their resources wisely to retain and increase the 

value of their customers and help gain and maintain a competitive advantage (Porter, 

2008). 

Porter’s five forces model focuses on understanding a concept from a consumer 

point of view and the attractiveness of the brand from the consumer viewpoint to 
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comprehend the reasons behind the success or failure of firms. By utilizing Porter’s 

model, businesses can create strategic business plans that their leaders can rely on for 

brand growth to maintain a competitive advantage (Rizal et al., 2017). According to 

Madu (2016), implementing Porter’s five forces model may help entrepreneurs 

strengthen their market position, withstand pressure from competitors, attract customers, 

and maintain their businesses to increase brand loyalty to maintain a competitive 

advantage. Using Porter’s model helps companies gauge how profitable or appealing a 

given industry is. 

The competitiveness of the clothing industry in Kabupaten Agam, Indonesia was 

examined using Porter’s five forces model. Amelia et al. (2019) conducted a study to 

determine the competitiveness of the clothing industry in Kabupaten Agam, Indonesia. 

To achieve this, they employed Porter’s (2016) five forces model, which considers the 

dimensions of newcomer threats, government assistance, supplier strength, buyer 

strength, and the availability of alternative goods. Using this model, they could examine 

the competitiveness of typical SMEs in the clothing industry. Business leaders have 

widely used Porter’s five forces model to navigate the challenges of remaining 

competitive in a market-based environment and to generate stakeholder wealth 

(Beaudreau, 2016; Suwardy & Ratnatunga, 2014). According to Dobbs (2014), the model 

can help leaders boost revenue and improve weaknesses in any current strategy. 

In terms of gaining a competitive edge within the industry, Porter’s five forces 

may help leaders in the garment industry to make informed decisions and gain a 

competitive advantage. Most garment industry proprietors in Kabupaten Agam in 
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Indonesia chose to close their businesses and launch new retail ventures because of 

inexpensive labor and imported fabrics from China, which are produced at a lower cost 

(Amelia et al., 2019). Porter (2008) acknowledged that additional factors like economic 

downturns and the rise in new technologies could directly affect the five forces and, by 

extension, may be significantly influencing the fashion and beauty industry. For example, 

a recession or a period of slow economic growth can lead to a decrease in consumer 

spending, leading to a decrease in demand for fashion and beauty products. Additionally, 

Porter (2008) acknowledged that the rise of new technologies can directly affect the five 

forces. For instance, the emergence of digital media platforms, such as social media, has 

allowed for more efficient and cost-effective means of marketing and advertising for 

fashion and beauty companies. As a result, companies can expand their customer base, 

potentially increasing their market share and profitability. 

The emergence of substitute products poses a significant competitive threat to 

numerous companies operating in the skincare brands sector. In this case, as the global 

demand for sustainable and natural fabrics grows, nature-based industries are emerging as 

a viable option for the garment industry (Muhammet, 2013). An industry to consider for 

natural fabrics is the coconut industry in Indonesia. A coconut-based textile manufacturer 

is one example of a coconut industry that should be considered for natural fabrics. This 

type of industry produces fabrics made from coconut husks and shells and can be used to 

make clothing, bedding, and other soft furnishings. Coconut-based fabrics are highly 

durable and breathable and provide natural UV protection, making them an excellent 

choice for natural fabrics. The Mandar coconut oil industry in Indonesia is highly 
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competitive with players vying for market share (Fudjaja et al., 2020). The Mandar 

coconut oil industry’s competitiveness is determined by human resources, natural 

resources such as water to help trees grow, the environment such as oil from the 

coconuts, technology, the number of customers, the growth rate of demand, and suppliers 

to determine the business’s survival (Fudjaja et al., 2020). One of the main differences 

between the Mandar coconut oil industry and home-based producers of coconut beauty 

products is that Mandar is a large-scale commercial producer of coconut oil; in contrast, 

home-based producers typically make smaller batches of coconut oil products for 

personal use (Laksmi et al., 2021). Mandar coconut oil is typically made using a more 

refined and consistent process, which ensures a higher quality product (Fudjaja et al., 

2020). Coconut oil refining is a natural, cold-pressed, chemical-free process that uses 

advanced technology to produce high-quality, pure coconut oil (Garavaglia et al., 2016). 

Home-based producers typically use a more traditional method of processing on the 

kitchen stove, which may produce a less consistent product that is grainy and not as pure 

due to uncontrolled environments. Additionally, Mandar coconut oil typically undergoes 

more extensive quality testing to ensure the safety of their products, while home-based 

producers typically do not have access to (Fudjaja et al., 2020). This testing gives 

producers in this region a significant advantage as they can produce pure, high-quality 

coconut oil to maintain a competitive advantage.  

The coconut oil sector continues to become an important revenue earner for the 

Philippines. In addition to being the top agricultural export earner for the nation, it is 

consumed domestically (Pabuayon & Medina, 2009). Coconut oil is highly favorable for 
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cosmetics and has health benefits such as increasing the weight of babies (Fudjaja et al., 

2020). The Philippines coconut oil industry’s competitive advantage is that it is one of 

the country’s largest export commodities in terms of value and supports most small 

farmers with potential for continued growth (Pabuayon & Medina, 2009). To enhance 

competitiveness, farmers can strengthen their bargaining power and reduce unit 

marketing to maintain a competitive advantage (Markelova et al., 2009).  

The government of Mandar has taken an interest in promoting the coconut oil 

industry, which has resulted in many opportunities for local businesses and entrepreneurs. 

The government is crucial in creating a productive climate where businesses can thrive 

(Porter & Kramer, 2011). Slater and Narver (1994) posited that businesses that achieve 

and sustain a competitive advantage through market orientation might find success during 

changing environmental conditions. Porter’s five forces model is intended to help 

business leaders understand the competitive advantage that nations or groups of 

producers possess due to geographical location. An example of a competitive advantage a 

business may have is the production of coconut oil. Countries located in tropical climates, 

such as Thailand, the Philippines, and Indonesia, have access to plentiful coconut 

resources and a climate ideal for growing and harvesting coconuts. Due to warmer 

climates, these countries can produce coconut oil at far lower costs than countries in 

colder regions. This competitive advantage can be used to create a cost advantage for 

businesses operating within these countries, giving them a competitive edge in the global 

market. 
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Porter’s five forces model has many benefits, but critics claim that several factors 

have diminished its significance due to increased market complexity and the emergence 

of new competitive forces. The model’s primary flaw is the historical setting in which 

Porter developed it, which may not accurately reflect the current market environment 

(Dobbs, 2014). This can lead to inaccurate predictions or results when using the model to 

analyze a company’s competitive landscape (Porter, 2008). Additionally, the model does 

not consider the potential for technological advances or other changes that could impact 

the market in the future, which can affect the model’s accuracy (Dobbs, 2014).  

Optimizing strategies to improve efficiency and reduce costs is vital for 

businesses to exist and be profitable. Conducting a PESTLE analysis helps businesses 

identify external factors that may impact their operations and strategies, such as political, 

economic, social, technological, legal, and environmental factors (Sahrash & Rao, 2022). 

For instance, changes in government regulations, such as the Food and Drug 

Administration (FDA) rules that beauty products and services must follow, can affect the 

industry (Sahrash & Rao, 2022). Economic factors, such as the cost of raw materials and 

market demand for beauty products and services, also play a significant role (Dobbs, 

2014). Social factors, including changing trends in beauty and the popularity of organic, 

vegan, and cruelty-free products, are also important considerations (Kumar, 2019). 

Optimizing strategies in the beauty industry can involve a range of tactics, such as using 

social media to attract new customers and implementing an effective customer service 

strategy to retain customers (Kumar, 2019). These strategies have altered how small 

business owners run their enterprises by helping leaders better understand their 
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competitors and develop appropriate strategies to stay ahead (Leary et al., 2014). Overall, 

optimizing strategies is crucial to the success of a business. By conducting a PESTLE 

analysis and considering external factors, businesses can develop effective strategies that 

help them stay ahead of the competition and achieve their goals. 

Porter’s five forces model is a useful tool for analyzing competition in market 

structures, but it can be challenging to apply to complex industries. According to critics, 

Porter’s five forces model is easier to evaluate when used with simple market structures 

(Dobbs, 2014). However, it becomes challenging to thoroughly analyze and describe all 

five forces in complex industries that have numerous product groups, segments, by-

products, and interrelations (Dobbs, 2014). Critics suggest businesses risk missing crucial 

factors if they limit their focus to market segments (Leary et al., 2014). For instance, 

business leaders who manage complex sectors or vast companies may struggle to identify 

all the factors contributing to industry competition (Dobbs, 2014). Furthermore, 

competition is a key focus of Porter’s five forces model. Businesses aim to achieve a 

competitive advantage by competing with one another, competing with customers, and 

competing with suppliers (Porter, 2008).  

Although Porter’s five forces model is a useful tool for analyzing competition in 

an industry, its limitations become apparent when applied to complex industries with 

multiple product groups and interrelated factors (Porter, 2008). By concentrating on 

specific market segments, businesses may overlook important factors contributing to 

competition and miss opportunities to gain a competitive advantage (Guggenheim, 2016). 

It is essential for business leaders who manage complex sectors or vast companies to 
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recognize the limitations of Porter’s five forces model (Prasad & Warrier, 2016). By 

acknowledging the model’s limitations, they can take a more comprehensive approach to 

analyzing competition and identifying opportunities for growth and success (Porter, 

2008). In conclusion, while Porter’s five forces model is a valuable tool for analyzing 

competition, it is crucial to consider its limitations, especially when evaluating complex 

industries. 

Critics of Porter’s five forces model argue that it lacks strategic insight and is 

flawed in contemporary business settings. The critics assert that the model excludes 

effective strategies like virtual enterprise networks, electronically tying up organizations’ 

information systems in a value chain, and strategic partnerships (Dobbs, 2014; 

Guggenheim, 2016). According to these critics, small business leaders may not gain 

much from using Porter’s five forces model because it presupposes that market structures 

are largely static; however, this is hardly true in today’s dynamic markets (Prasad & 

Warrier, 2016). Changes in venture funding and technology can quickly alter supply 

chain linkages, entry barriers, and business models (Dobbs, 2014). As a result, critics 

claim that the model is flawed in contemporary business settings because it ignores the 

skincare industry’s market dynamics and novel business strategies (Guggenheim, 2016). 

Although Porter’s five forces model may be helpful for understanding difficulties and 

dangers to businesses, including small businesses, critics argue that the approach lacks 

depth and barely offers guidance or substantive strategies to take preventive action. 

(Dobbs, 2014; Guggenheim, 2016; Prasad & Warrier, 2016). 
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Porter’s five forces model can be useful for small business leaders to improve 

their companies’ performance and ensure long-term viability. Prasad and Warrier (2016) 

state that the model can help small business leaders understand where power lies in their 

industry, allowing them to take steps to reduce weaknesses and maximize strengths. In 

addition, Guggenheim (2016) notes that the model can be used by leaders of skincare 

businesses to achieve sustainable profitability. Dobbs (2014) suggested that using other 

external business models, such as Porter’s competitive strategies, can strengthen the 

analysis of a company and reduce constraints of Porter’s five forces model. In 

conclusion, Porter’s five forces model can be a valuable tool for small business leaders to 

improve their companies’ performance and ensure long-term viability (Prasad & Warrier, 

2016). By understanding industry power dynamics and utilizing other business models, 

leaders can take steps to maximize strengths and minimize weaknesses (Guggenheim, 

2016). 

The Threat of New Entry  

New market entries might hurt profits because they introduce new competitors. 

According to Porter (1991), industries become more appealing when entry barriers are 

high. The primary entry barriers are varied and may include strict governmental 

restrictions or licensing requirements, well-known brands, constrained access to 

distribution channels, expensive switching costs, and hefty capital investments (Grigore, 

2014; Porter, 2008). The degree of a threat is influenced by entry obstacles and how 

current rivals respond (Diener & Lüttgens, 2016; Grigore, 2014; Sutherland, 2014). To 

compete with established business owners, new business owners must devise inventive 
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strategies to lower high entry barriers (Grigore, 2014; Porter, 1980). To compete, new 

entrants may force incumbents to innovate or lower their pricing (Grigore, 2014; Porter, 

2008). Thus, when existing firm owners employ tactics that set them apart from their 

competitors and help them outperform the new business owners, the threat of new 

entrance becomes low. 

The skincare market is cutthroat, new players are drawn to it to gain market share. 

As a result, the profitability of the current brands declines (Rábová, 2015). This industry 

has a few hurdles to entry. The current players have substantial economies of scale 

(Diener & Lüttgens, 2016). Setting up a manufacturing plant costs a lot of money. Strong 

brand identity exists. Accessing distribution and anticipating reprisal are additional 

moderate-level barriers (Sutherland, 2014). It is not difficult to obtain the manufacturing 

inputs needed. 

Supplier Power 

Suppliers can use pricing or quality to put pressure on an industry, which affects 

the buyer-supplier relationship. According to Porter (1980), suppliers are critical for 

firms that rely on raw materials to create their products. Sutherland (2014) supports this 

idea and adds that the need for raw materials impacts both the business and supplier. 

Diener and Lüttgens (2016), Porter (1980), and Sutherland (2014) argue that supplier 

power increases when buyers have high switching costs, few alternatives, and value the 

purchase. Small business owners are more likely to have better competitive positions if 

they have many suppliers because they have more options to choose from (Diener & 

Lüttgens, 2016). If a business relies on only a few suppliers, the switching costs could be 
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too high, making it difficult to switch to a different supplier (Porter, 1980). Therefore, it 

is essential for businesses to have good relationships with multiple suppliers to have the 

flexibility to switch suppliers if necessary (Sutherland, 2014). By having more options, 

business owners can reduce their switching costs and have more bargaining power with 

their suppliers (Porter, 1980). 

Suppliers in the skincare industry have weak bargaining power. Suppliers in the 

industry have limited bargaining strength, as supported by Berman (2015), Grigore 

(2014), Fudjaja et al. (2020), Porter (1980), and Sutherland (2014). The minimal input 

differentiation and scarcity of alternative input options limit the impact of inputs on cost. 

Moreover, the possibility of forward integration and switching costs must be considered. 

Overall, these factors contribute to the conclusion that suppliers in this industry have 

weak bargaining power. 

Buyer Power  

Buyers have the potential to harm industries by pitting rivals against each other, 

negotiating for better prices and quality and driving down prices. Diener and Lüttgens 

(2016), Grigore (2014), and Porter (1980) have all studied the impact of buyers on the 

industry. The influence of buyers depends on their purchasing power compared to other 

companies and the market’s characteristics (Grigore, 2014). When buyers have more 

negotiating leverage, it can be difficult for businesses to maintain profitability (Porter, 

1980). 

In the market in 2023, buyers have more power than ever before, which can harm 

industries by driving down prices and forcing businesses to compete on price rather than 
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quality. Diener and Lüttgens (2016) argued that increased competition and product 

availability have given buyers more power. Grigore (2014) supported this argument, 

stating that businesses may be forced to lower their prices and reduce their profitability. 

Porter (1980) added that customers can easily switch to other brands if they are not 

satisfied with their current supplier, which can put additional pressure on businesses to 

keep their prices low. To summarize, buyers have the potential to harm industries by 

driving down prices and forcing businesses to compete on price rather than quality 

(Porter, 1980). As a result, businesses must carefully consider their pricing strategy and 

focus on differentiating their products to maintain long-term profitability (Grigore, 2014). 

Ultimately, businesses that can differentiate their products and provide superior value to 

customers will be more successful in the long run. 

The Threat of Substitutes  

Small business owners must consider substitutes as a potential threat to their 

businesses. According to Porter (1980) and Sutherland (2014), when comparable goods 

or services are available that can perform the same function at a lower cost, there is a risk 

from substitutes. Diener and Lüttgens (2016) also suggest that substitute products can 

meet the same needs of consumers. When costs are high, consumers are more likely to 

choose alternatives, which increases the risk of substitutes. Therefore, small business 

owners must be aware of the substitutes in their industry and monitor them closely. In 

conclusion, small business owners must view substitutes as a potential danger to their 

businesses and take steps to mitigate the risks. By analyzing the market and monitoring 
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substitute products, small business owners can stay ahead of the competition and ensure 

the long-term success of their businesses. 

Natural skincare products and home remedies are a popular choice for many 

individuals in rural areas. Gerstell et al. (2020) found that many individuals in rural areas 

rely on home remedies and natural skincare products made from herbs and oils to protect 

and revitalize their skin. Despite being viewed as outdated and ineffectual by some 

women (Amelia et al., 2019), these alternatives to traditional skincare goods remain a 

popular choice. According to Gerstell et al. (2020), the low switching cost and buyer 

inclination to substitute contribute to the continued use of these products. Porter (1980) 

also notes the prevalence of these natural alternatives in rural communities. Overall, 

natural skincare products and home remedies continue to be a viable option for those 

seeking to maintain healthy skin (Gerstell et al., 2020). 

Competitive Rivalry. The impact of price rivalry on profitability in the skincare 

industry in New York City is significant. According to Porter (1980), price rivalry is 

necessary for an industry to be profitable but can also be destructive and restrict 

profitability. Additionally, Diener & Lüttgens (2016), Grigore (2014), and Porter (1980) 

suggest that pricing for services can impact product availability and decrease profits. In 

New York City, there is intense rivalry among competitors such as SkinCeuticals, Drunk 

Elephant, Golde, Neutragena, and Klur (Rud, 2022). However, there are few spas and 

many of them manufacture their own goods, resulting in supply outweighing demand 

(Rud, 2022). There is also a medium level of differentiation among brands, with 

distinctions hardly noticeable and high obstacles (Porter, 2008).  Price rivalry is a double-
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edged sword that can both help and hurt profitability in the skincare industry. 

Additionally, the skincare industry in New York City is characterized by intense 

competition, few spas, and a medium level of differentiation among brands. 

Competitive advantage is crucial for businesses to succeed and achieve growth, 

market penetration, and revenue generation. According to Berman (2015), companies 

with strategies in place to gain competitive advantage achieve fast growth, bigger market 

share, market penetration, and high revenues due to customer preference. Furthermore, 

Švárová and Vrchota (2014) suggested that the strategies initiated and implemented by 

managers and business leaders determine the competitive advantage of an organization. 

Companies that fail to demonstrate differentiation face challenges in customer 

preference, product awareness, market penetration, sustainability, and revenue generation 

(Diener & Lüttgens, 2016). Small and medium enterprises may struggle with these issues 

due to management and leadership structure (Grigore, 2014). In industries with intense 

rivalry, competitive advantage is essential for businesses to succeed and achieve growth, 

market penetration, and revenue generation (Porter, 2008). By implementing effective 

strategies, businesses can differentiate themselves from competitors and gain customer 

preference, leading to long-term sustainability and success (Švárová & Vrchota, 2014). 

Overall, competitive advantage is crucial for businesses to succeed. By implementing 

effective strategies, businesses can differentiate themselves from competitors and gain 

customer preference, leading to long-term sustainability and success. However, 

companies that fail to demonstrate differentiation face numerous challenges that can 

hinder their growth and revenue generation. Therefore, it is essential for managers and 
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business leaders to develop and implement effective strategies to gain a competitive 

advantage in their industry. 

Six Sigma DMAIC 

The Six Sigma methodology is a powerful tool for improving operational systems. 

It is a methodical approach to problem-solving that can be applied to any process, 

including manufacturing, sales, marketing, information technology, business process 

outsourcing, accounting, or purchasing (Lunau & Staudter, 2013). The Six Sigma 

methodology aims to reduce errors by identifying issues to variance, which is the root 

source of mistakes and dissatisfied clients (McManus, 2013). By reducing the number of 

variables that contribute to variation, the Six Sigma methodology can potentially improve 

costs, quality, and ultimately, customer satisfaction. 

The DMAIC method has become the industry standard for improving established 

practices. DMAIC stands for define, measure, analyze, improve, and control (Eckes, 

2001). The first stage of DMAIC is to define the nature of the problem, the purpose for 

resolving it, the location of the pain point, the limits of the project, and other relevant 

details (Cudney & Furterer, 2012). The second stage is to measure the data that will be 

used in the upcoming analysis processes to search for and fix any measurement errors 

that may have occurred (McManus, 2013). Using facts and data to direct decision-making 

is at the heart of the Six Sigma methodology (Eckes, 2001). The third stage is to analyze 

the data to create a hypothesis and utilize the facts gathered to either support or deny it 

(Eckes, 2001). In the fourth stage, improve, the approach that will be most successful in 

addressing the root causes of the issue is identified, and optimization and the elimination 
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of any potential failure mechanisms are performed on a solution before it is implemented 

in the real world (McManus, 2013). In the last stage, control, the solution is checked to 

see whether it will be effective in the long run (Eckes, 2001). Every monetary benefit is 

included in the calculation as well. After the process has been improved to the point 

where it can be considered optimal, it is then returned to the owner of the process. 

Define 

In the Define phase, the Six Sigma team creates a SIPOC diagram and collects the 

voice of the customer to improve processes. According to Paladino (2011), the SIPOC 

diagram (see Figure1) outlines the analyzed process, including suppliers, inputs, process, 

outputs, and customers. Rever (2010) explains that Six Sigma focuses on understanding 

customer perception and improving processes to deliver high-quality products and 

services (Paladino, 2011). The SIPOC diagram helps the Six Sigma team to understand 

the process, while the voice of the customer provides valuable feedback (Paladino, 2011). 

By analyzing both the process and the customer’s perspective, Six Sigma can identify 

areas for improvement and deliver better outcomes. Together, these techniques contribute 

to the success of Six Sigma by ensuring that processes are optimized to meet customer 

needs and deliver high-quality products and services.  
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Figure 1 

SIPOC Diagram 

 

Note: A tool that summarizes the inputs and outputs of one or more business processes in 

table form. Source: https://www.lean6sigmapro.com/Blogs/SIPO 

Measure 

The Measure phase is a crucial step in the DMAIC project, as it involves 

gathering information, determining process metrics, and creating a flowchart to identify 

factors affecting process performance. Eckes (2001) stressed the importance of gathering 

pertinent information during this phase, while Angel and Pritchard (2008) noted that 

determining appropriate process metrics and collecting baseline data are essential to 

evaluating the impact of improvements. Furthermore, Lucian et al. (2010) emphasized the 

criticality of creating a detailed flowchart during this phase to identify any deviations 

from the SOP. By collecting data during the Measure phase, the project team can identify 

the various factors affecting the process performance (Eckes, 2001). Therefore, 

conducting a thorough Measure phase is crucial to establish a solid baseline for future 

https://www.lean6sigmapro.com/Blogs/SIPO
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improvement efforts. The Measure phase of the DMAIC project is a crucial step that 

involves gathering information, determining process metrics, and creating a flowchart to 

identify factors affecting process performance (Lucian et al., 2010). This phase’s 

thoroughness is essential to establish a solid baseline for future improvement efforts and 

evaluate the impact of improvements. 

Analyze 

The Analyze phase of a process is all about finding and addressing issues that are 

causing problems or inefficiencies. According to Eckes (2001), the objective of this phase 

is to identify the sources of any problems or inefficiencies that have been found. Paladino 

(2011) explains that a variety of approaches are used to uncover, eliminate, and validate 

the underlying issues. This phase ultimately results in an overall increase in the efficiency 

of the process (Rever, 2010). Statistical analysis is a vital component in proving the 

existence of these linkages. 

Improve 

In the Improve step of a process, the focus is on formulating answers to 

fundamental issues. Various methods can be used, such as thinking up potential solutions, 

carrying out a Failure Modes and Effects Analysis (FMEA), and testing the concept on a 

smaller scale to ensure its effectiveness (Angel & Pritchard, 2008). Once modifications 

have been implemented, data is collected during the Measure phase to establish a 

baseline (Eckes, 2001). Statistical analysis and graphical depictions of the data are used 

to confirm that the anticipated increase in performance has occurred (Angel & Pritchard, 
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2008). Overall, the Measure step is critical in determining whether the improvements 

made in the Improve step have been successful. 

Control 

Six Sigma DMAIC is a structured approach that helps organizations improve the 

performance of their processes or products. During the Control phase, the advancements 

achieved during the Improve phase are protected from potential risks, and common tasks 

include establishing an ongoing data gathering system and a plan to identify and respond 

to a reduction in process performance (Paladino, 2011). Once this stage is complete, the 

project manager returns authority to the process owner, and the team discusses project 

results with interested parties (Rever, 2010). By following the DMAIC process and 

focusing on customer requirements, organizations can identify and eliminate defects, and 

improve their product or service quality. Overall, Six Sigma DMAIC is a useful tool for 

improving the performance of existing processes or products. 

Critical Analysis of Six Sigma DMAIC 

The Six Sigma methodology has proven to be one of the most widely used 

approaches to improving overall business quality in the last 2 decades. The methodology 

aims to reduce the number of mistakes caused by excessive process variation, which is a 

common challenge faced by many companies today (Kumar, 2019). Six Sigma is a 

project-based management approach that was developed in the United States in the 1980s 

(American Society for Quality, 2022). The strategy employs improvement skills, 

systematic methodology, and performance measurement methodologies within a parallel-

meso framework to achieve strategic goals (Schroeder et al., 2008). 
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The Six Sigma methodology, which is a tool for problem-solving, makes use of 

dual methods in the process that it goes through. There are two primary ways to approach 

Six Sigma: from the viewpoint of altering a company’s operations, or from a statistical 

perspective (Linderman et al., 2003). The statistical definition of Six Sigma indicates a 

success rate of 99.9997%, which means fewer than 3.4 mistakes for every million 

possible outcomes (Lunau & Staudter, 2013). The Six Sigma methodology, which is a 

problem-solving tool, utilizes two approaches: DMAIC (define-measure-analyze-

improve-control) and DFSS (Design for Six Sigma), both of which comprise the design 

and optimization of products and services (Paladino, 2011). 

The Six Sigma approach has been successful for some businesses, but not for 

others. Angel and Pritchard (2008) found that some businesses have not seen any 

progress after implementing Six Sigma, and Rever (2010) concluded that the expenses 

related to this approach do not justify the outcomes. The costs of Six Sigma 

implementation may also outweigh the potential benefits, making it a poor financial 

investment (Liker & Convis, 2011). However, with theme analysis and further study, the 

proportion of Six Sigma programs that fail may be decreased, and new topics of research 

may be discovered (American Society for Quality, 2022). 

An investment is needed as a company incorporates Six Sigma. The initial 

financial investment required for participating in a Six Sigma program may be high, and 

a commitment to incorporating Six Sigma into a company’s culture is necessary (Rever, 

2010). Proprietors of small businesses and managers of such companies may be 

discouraged from researching and implementing a Six Sigma approach due to the costs 
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associated with in-house training and the implementation of a parallel meso structure 

(Greycampus, 2012). Despite the potential drawbacks, Six Sigma remains a widely used 

approach to improving overall business quality, and it has been successfully applied 

across a variety of industries, including education, public administration, and healthcare 

(Schroeder et al., 2008). 

Competitive Strategy Theory  

Porter’s five forces and Competitive Strategy theories offer frameworks for 

analyzing a company’s competitive environment. Porter’s five forces examine the 

external environment to assess a company’s strength and ability to compete in the 

marketplace by analyzing the five forces that can affect a company’s competitive 

position: customers, suppliers, new entrants, substitute products, and industry rivals 

(Porter, 1980). Competitive Strategy theory, on the other hand, looks at a company’s 

internal capabilities and resources to create a competitive advantage (Grigore, 2014). 

This approach examines how a company can use its resources and capabilities to 

differentiate its products or services and establish a unique market position (Grigore, 

2014). Together, these approaches can provide a more comprehensive understanding of a 

company’s competitive environment and help in creating an effective strategy (Grigore, 

2014; Porter, 1980). 

In 1985, Michael Porter proposed his concept of “competitive advantage.” The 

competitive advantage hypothesis suggests that governments and companies should 

implement strategies that allow them to create and supply premium goods at prices 

comparable to those offered by competitors (Porter, 2008). According to Porter, 
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increasing productivity should be the primary focus of national planning. This idea 

assumes that a healthy economy does not require the use of natural resources, and that 

low-cost labor is readily available worldwide (Beaudreau, 2016). However, countries that 

strictly adhere to the theory of comparative advantage risk being trapped in a downward 

spiral of low wages and economic stagnation due to their reliance on exporting raw 

materials and basic commodities (Beaudreau, 2016). The competitive advantage 

hypothesis aims to address this issue by focusing on developing strategies that maximize 

scale efficiencies to produce expensive goods and services (Beaudreau, 2016). 

A company possesses a competitive advantage if it creates or acquires a set of 

characteristics that gives it an edge over its competitors (Porter, 2008). These features 

could be provided by natural resources such as high-grade ores or cheap electricity, or 

human resources such as access to highly trained and capable individuals (Bacanu, 2016). 

Research and development efforts are underway to integrate various technologies such as 

robots and computer technology into the final product or production process (Gan, 2017). 

As IT has become pervasive in the modern corporate environment, it can help companies 

establish themselves online and get an edge over rivals (Gan, 2017). Companies can also 

create a popular website that acts as a go-between between the company and the client to 

gain an advantage over their competitors (Porter, 2008). 

The concept of competitive advantage was developed to address businesses 

identify and leverage their unique strengths in the marketplace. A nation has a 

comparative advantage over another in the textile industry if it can create fabric at a 

lower opportunity cost than the other (Bacanu, 2016). The opportunity cost of producing 
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that cloth is the quantity of wine that must be sacrificed to make an additional unit of 

cloth (Gluck et al., 2019). England has a competitive advantage over Portugal in textile 

production if it requires fewer units of wine to manufacture another unit of fabric than 

Portugal does in creating another unit of cloth (Theory of Competitive Advantage, n.d.). 

Resource-based Theory  

Porter’s five forces model is a framework that analyzes an industry’s competitive 

landscape and helps to determine an organization’s competitive advantage. This model 

looks at five key factors that shape competition in the market – buyers, suppliers, barriers 

to entry, substitutes, and rivalry among existing firms (Porter, 2008). On the other hand, 

the resource-based theory focuses on an organization’s internal resources - tangible and 

intangible - to gain and sustain a competitive advantage (Grant, 1991). Resource-based 

theory provides an organization’s resources, capabilities, and competencies to identify 

what makes it unique and gives it a competitive edge (Fahy & Smithee, 1999). While 

both theories are used to analyze competition and gain a competitive advantage, Porter’s 

five forces model looks at the external environment, and the Resource-based theory 

focuses on an organization’s internal resources (Porter, 1980; Grant, 1991). 

The acquisition and maintenance of a competitive edge has been a topic of 

interest in strategic management for the past 2 decades. As a result, two main types of 

schools have emerged: positioning schools and resource-based schools (Porter, 2008). 

The five forces model, created by Michael E. Porter, characterizes the positioning sphere, 

and is commonly used in market research and corporate strategy formulation (Porter, 

1980). According to this model, a company’s approach to problem-solving should be 
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adaptive to the possibilities and dangers it faces in its external environment (Mintzberg, 

1987). Porter defined the five competitive forces as the driving factors behind the 

development of any market and sector, setting the level of rivalry, and hence the 

industry’s profitability and attractiveness (Porter, 1980). This framework suggests that 

corporations should shape their strategies around bettering their standing in the face of 

such competitive pressures (Grant, 1991). 

The resource-based perspective suggests that firms can maintain above-average 

earnings perpetually if they have unique and irreplaceable resources. According to 

Burgelman (1994), firms can maintain above-average earnings perpetually if they contain 

resources that are rare, unusual, one-of-a-kind, and cannot be replaced by anything else. 

Using the company’s valuable assets to their full potential is central to the resource-based 

approach, which holds that this is where a company’s competitive edge may be found 

(Grant, 1991). The resource-based strategy is predicated on the premise that the intended 

result of managerial effort inside the business is a sustained competitive advantage (SCA) 

(Fahy and Smithee, 1999). Once a firm reaches a SCA, it leaves itself up to the 

opportunity of collecting economic rents, sometimes described as exceptionally 

significant profits (Burgelman, 1994). 

The resource-based approach values the importance of granting access to valuable 

and difficult-to-replicate resources to relevant parties, which may be subject to 

appropriation. According to Conner (1991), the resource-based approach places a 

premium on ensuring that relevant parties have access to such resources. The company’s 

chances of gaining and keeping a competitive edge in the markets for its various goods 
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hinge on its ability to make efficient use of these resources (Grant, 1991). The RBV 

places a premium on strategic decision-making by entrusting the company’s leadership 

with the responsibility of discovering, cultivating, and using strategic assets to maximize 

revenues (Burgelman, 1994). The five forces model may be used to gain insight into a 

company’s product and market positioning strategy, while the RBV model focuses on 

spreading one’s abilities and talents over a broad range of markets and items instead of 

concentrating on just a select handful of areas (Jensen et. al., 2016). One may consider 

the RBV model to be an inwardly looking, inside-outside model, while the five forces 

model is an outside-inside, outwardly looking one (Armstrong & Shimizu, 2007). 

DMADV 

Six Sigma DMAIC and DMADV are two important approaches for improving 

processes. According to Khan et al. (2020), DMAIC stood for Define, Measure, Analyze, 

Improve, and Control. This approach is used when an existing process needs to be 

improved (Eckes, 2001). It involves understanding the customer requirements, measuring 

the current performance of the process, analyzing the data gathered, identifying potential 

improvements, and controlling the process to ensure the desired performance levels 

(Rever, 2010).  

The DMADV approach is used to develop a new process and involves several key 

steps. According to Sokovic et. al. (2010), DMADV stood for Define, Measure, Analyze, 

Design, and Verify. As explained by Watson and DeYong (2010), this approach involves 

understanding customer requirements, measuring the performance of the existing process, 

analyzing the data to determine the desired performance levels, designing a new process 
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to meet the desired performance levels, and verifying the performance of the new 

process. The main idea is clearly stated, and evidence is provided to support it. The text is 

informative and provides a clear explanation of the DMADV approach. This information 

is helpful for anyone interested in developing a new process. By following the DMADV 

approach, businesses can ensure that their processes meet desired performance levels and 

customer requirements (Sokovic et al., 2010). 

The main difference between Six Sigma DMAIC and DMADV is that DMAIC is 

used to improve an existing process while DMADV is used to design a new process. Both 

approaches involve gathering, analyzing, and making decisions based on the data (Khan 

et al., 2020). However, DMAIC focuses on improving an existing process while 

DMADV focuses on creating a new process (Sokovic et al., 2010; Eckes, 2001). Both 

approaches can be used to improve the quality of products and services. 

Value Chain Model 

Value Chain Model and Six Sigma DMAIC are compared as approaches to 

enhancing company operations. Six Sigma DMAIC and the value chain model are two 

popular business process improvement methodologies (Sokovic et al., 2010). Both 

approaches have advantages and disadvantages and can be used to effectively improve 

business operations (Eckes, 2001). Six Sigma DMAIC is a five-step process designed to 

reduce defects and improve efficiency in an organization (Paladino, 2011). It stands for 

Define, Measure, Analyze, Improve, and Control (Eckes, 2001). The process is a data-

driven approach that requires an in-depth understanding of the organization’s operations 

and the use of statistical tools (Rever, 2010). It is a great tool for identifying problems 
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and developing a plan of action to address them (Sokovic et al., 2010). The value chain 

model focuses on the organization’s activities and how they interconnect to create value 

(Dobbs, 2014). It is a holistic approach that looks at how different activities interact with 

each other and how they can be improved to increase overall efficiency (Khan et al., 

2020). It is a great tool for understanding how different departments in an organization 

interact and for developing plans to improve their processes (Sokovic et al., 2010). Both 

Six Sigma DMAIC and the value chain model are excellent tools for improving business 

operations (Khan et al., 2020). However, the approaches differ in focus, the type of data 

used, and the methods used to analyze and improve operations (Eckes, 2001). The best 

approach for a specific organization depends on the type of operations and the goals of 

the organization (Dobbs, 2014). 

DMAIC is a five-step method for improving business processes and is a 

fundamental method used for Six Sigma projects (Paladino, 2011). DMAIC is a paradigm 

used in Six Sigma projects to increase the reliability of a company’s outputs via process 

optimization (Eckes, 2001). The DMAIC framework consists of five steps: Define, 

Measure, Analyze, Improve, and Control (Rever, 2010). Every company strives to 

maximize its sales and profits, which may be seen as a measure of customer satisfaction 

with the company’s offerings (Porter, 1980). When increasingly advanced forms of 

technology enter the marketplace, competition to increase profits is fiercer than ever 

(Eckes, 2001). As a result, businesses leaders look everywhere to find ways to streamline 

their processes and work more effectively (Rever, 2010). Therefore, DMAIC is being 

adopted by a growing number of firms to strengthen, optimize, and stabilize their 
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business processes and systems (Porter, 1980). Many benefits, such as lower bad quality 

expenses, higher good quality revenues, and better overall performance and productivity, 

have been linked to the use of the DMAIC framework in businesses (Eckes, 2001). 

DMAIC seeks to identify and remove inefficiencies in a process to provide more 

consistent and reliable outcomes (Rever, 2010). DMAIC is a data-driven approach to 

problem-solving that may be used to improve software development, manufacturing, and 

other types of business processes (Kumar, 2019). DMAIC is based on the PDSA cycle 

developed by statistician Walter A. Shewhart in the 1930s at Bell Laboratories. 

Companies such as Toyota, Motorola, General Electric, and Ford Motor Company were 

instrumental in developing the state-of-the-art technologies used today (Tanner, 2020).  

The DMAIC cycle will continue until there are no more opportunities for 

improvement, at which point it will return to Step 1 to start again. When a team first 

begins a DMAIC process, it will require time, effort, and discipline, but once they get the 

feel of it, they will be able to breeze through it (Eckes, 2001). DMAIC is a five-step 

method for improving business processes and is a fundamental method used for Six 

Sigma projects (Kumar, 2019). By using DMAIC, companies can achieve many benefits, 

such as lower expenses, higher revenues, and better overall performance and productivity 

(McManus, 2013). 

Sustainable Development  

In 1985, Michael Porter introduced the “value chain model,” which analyzed the 

competitive advantages of corporations across various markets. This model was first 

introduced in a book published by Porter in 1980. Contrary to the popular belief at the 
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time, which suggested that a business’s reputation was the primary factor determining its 

success, the value chain model proposed that success could be achieved by standardizing 

a company’s practices throughout the product life cycle, from research and development 

to production and distribution (Walker, 2021). As such, the value chain model disproved 

the idea that reputation was the sole determinant of a company’s success (Dobbs, 2014; 

Walker, 2021). 

Outbound logistics are crucial to a product’s success in the market. These 

activities and systems ensure the product’s continuous viability and distribution (Dobbs, 

2014). However, if the method of transportation is time-consuming and expensive, the 

product may suffer negative consequences (Porter, 1980). The time it takes for a 

company to get a product from the factory to the hands of paying consumers can vary 

greatly, from a few days to several weeks, and impacts the product’s accessibility and 

attractiveness to customers (Harrison, 2019). Therefore, it’s crucial for companies to 

optimize their outbound logistics to ensure their products are accessible and attractive to 

customers (Walker, 2021). 

Marketing and sales are critical for impacting consumer views and ensuring sales 

success. Organizations may invest significant resources in attractive marketing strategies 

to attract potential customers and encourage product testing before purchase (Burgelman, 

1994; Porter, 2008). Individuals outside the intended demographic can be influenced by 

contemporary advertising, which now includes social media outlets (Hart, 2022; Kumar, 

2019). Friends and social networks can also serve as effective sales drivers, which can 

help organizations dominate their market (Hart, 2022). Therefore, it is essential for 
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companies to use effective marketing strategies to reach potential customers and increase 

sales success (Kumar, 2019). 

Several companies struggle to maintain their market share despite customer 

approval due to poor after-sale service. Even though some companies have received 

extensive customer approval for their products, they often find it difficult to maintain 

their market share and remain competitive (Porter, 1980). This can be attributed to the 

service component of the supply chain, which may cause a decrease in customer 

satisfaction (Hansen & Birkinshaw, 2014). For instance, a firm’s after-sale service quality 

can have a significant impact on the overall performance of all the products it offers 

(Eckes, 2001). This is especially true if a product has been pushed through the other links 

of the chain to maximize sales. Additionally, the effectiveness of a return policy in the 

event of a product being sold can significantly impact its success. One example of this 

can be seen in the case of phones that exploded in people’s pockets. After a recall and 

refund or replace procedure was adopted, the subsequent version of the product became 

viral (Hansen & Birkinshaw, 2014). 

Notwithstanding what was mentioned previously, when a company’s goals go 

beyond just producing a product, supplementary activities are not optional. Every 

business that wants to achieve and sustain market domination must be ready to put in 

additional effort (Conner, 1991). These are some of the finer aspects that constitute those 

additional miles: procurement, technological research and development, human resources 

management, and infrastructure (Dobbs, 2014). Each of these components plays a crucial 
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role in the value chain, and companies that invest in them can achieve greater success and 

sustainability in the market. 

Small Skincare Brands 

Skincare products range from simple cleanser-moisturizer-sunscreen routines to 

intricate 10-step regimens, and the finest products are always in demand. In 2023, the 

cost of a single cosmetic product may range from $10 to $500 (Rud, 2023). To help 

navigate the vast array of options, Byrdie magazine editors spent several hours 

researching and testing skincare products, consulting with specialists, and polling readers. 

The result is a comprehensive list of the top skincare companies, including drugstore 

must-haves, up-and-coming brands, cult favorites, and indulgences in each price range. 

Drunk Elephant is a serious skincare brand despite its whimsical name and 

packaging. According to Perez (2022), the serious nature of Drunk Elephant’s skincare 

products belies its whimsical name and packaging. Founder Tiffany Masterson created 

the line during the Great Recession, and it has since garnered praise from both beauty 

experts and consumers alike, as noted by Maharani & Larassati (2021). One of Drunk 

Elephant’s miracle items is the T.L.C. Sabari Baby facial, which has a high concentration 

of alpha-hydroxy acids and beta-hydroxy acid, but does not irritate the skin, as stated by 

Marlina et. al. (2022). The serum provides a neutral pH, resulting in a glowing, clear, and 

even complexion, as also noted by Maharani & Larassati (2021). 

The benefits of Golde’s Clean Greens Superfood Face Mask for both internal and 

external health. According to Yates (2023), Golde emphasized the connection between 

internal and external health, using superfoods that can be used both ways. One of their 
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standout products, as noted by Rud (2023), is the Clean Greens Superfood Face Mask, 

which is made up of just four simple components that can be eaten individually or used as 

a mask. The powder-to-gel composition of the mask is activated with water, and it has 

multiple benefits for the skin. As Rud (2023) explains, it cleanses, brightens, and 

moisturizes the skin, making it an excellent addition to any skincare routine. Overall, 

Golde’s Clean Greens Superfood Face Mask is a versatile product that not only improves 

the appearance of the skin but also promotes overall internal health using superfoods. 

Lesley Thornton, the founder of Klur, developed the company’s unique line of 

eco-luxe items during her time as an aesthetician. According to Smith (2021), the 

products have simple and elegant packaging and are made with natural, high-quality 

ingredients. This mixture is suitable for everyone, but it is particularly effective for those 

with sensitive skin, as noted by Joshi (2023). The non-foaming gel effectively removes 

impurities from the skin, while the soothing properties of green and white tea, aloe, and 

jojoba oil provide excellent hydration (Joshi, 2023). Overall, Klur’s eco-luxe line offers a 

luxurious and effective skincare experience that is gentle on even the most sensitive skin 

types. 

The Ordinary is a skincare brand that has disrupted the market with affordable 

products that contain effective ingredients. According to Villett (2022), The Ordinary 

caused a major upheaval in the skincare market when it first entered in 2017, and one of 

its standout products is the hyaluronic acid serum, which retails for just $7 (Fennessy, 

2023). Furthermore, The Ordinary sells a range of retinol strengths that are paired with 

skin-hydrating squalane, making it easier for users to incorporate the product into their 
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skincare routine (Fennessy, 2023). The Ordinary’s success can be attributed to its use of 

tried-and-true ingredients at affordable prices. By offering products like the hyaluronic 

acid serum and retinol with squalane, The Ordinary has made it easier for people to 

achieve healthier skin without being expensive. Overall, The Ordinary’s approach to 

skincare has been a game-changer in the industry, proving that quality skincare does not 

have to come at a high price point. 

Barbara Sturm, Ph.D. is a well-known aesthetic specialist from Germany who 

created her eponymous skincare brand. According to Gould (2022), her comprehensive 

line of skincare products debuted in 2014 and is filled with effective goods that promote a 

more youthful appearance. One of Sturm’s most popular products, Face Cream Rich, is a 

powerful rejuvenating moisturizer that combines many herbs (Pantry, 2023). Byrdie 

magazine Senior Editor Hallie Gould noted that this moisturizer is a prized possession, 

providing users with visibly younger-looking skin upon waking up (Gould, 2022). With 

its powerful rejuvenating properties, Face Cream Rich is an essential component for a 

skincare routine. 

Brand Loyalty 

Brand loyalty is a vital aspect of customer experience strategy. The concept of 

brand loyalty comprises both behavioral and attitudinal components, which are essential 

for formulating customer experience strategy. The concept of brand loyalty was initially 

developed in the 1950s as a two-dimensional concept, which is consumer behavior and 

consumer attitude. Research into brand loyalty and its relation to repeat consumer 

purchasing behavior and customer experience reached its peak in the late 1990s and early 
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2000s. Repeat business and positive customer experiences are both compatible with 

brand loyalty (Thomas, 2013). Retail managers should focus on designing and delivering 

great customer experiences that tap into both the cognitive and emotional attributes of 

service (Klaus, 2014). This requires a deep understanding of customer behavior and 

attitudes towards brands (Bilgili & Ozkul, 2015). By understanding the complex nature of 

brand loyalty and its relation to customer experience, retail managers can create effective 

strategies that drive repeat business and positive customer experiences, ultimately leading 

to increased customer satisfaction and loyalty over the long term (Klaus & Maklan, 

2013). 

As Zhang et. al. (2020) highlighted, clothing is being either incinerated or sent to 

landfills, contributing to environmentally harmful greenhouse gas emissions and waste, 

which are significant problems for the fashion industry. Although some successful 

attempts have been made to recycle old footwear, recent research has indicated that the 

footwear sector alone accounts for 1.4% of all global greenhouse gas emissions (Moses & 

Edward, 2019). Consumers, investors, and governments are increasingly recognizing the 

connection between the fashion industry and the negative effects of climate change, 

resulting in a growing market for eco-friendly footwear and garments (Zhang et. al., 

2020). Systems, Applications, and Products in data processing (SAP) anticipated that the 

fashion industry will become more ethical, eco-friendly, and conscientious in the future 

(Zhang et. al., 2020). 
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The Sustainable, Modern Retailer 

Sustainable business practices can help retailers attract and retain environmentally 

conscious customers. Businesses that prioritize sustainability can differentiate themselves 

from their competitors and win back loyal customers by providing information about the 

environmental impact of their products (Moses & Edward, 2019). As more retailers focus 

on environmental responsibility, customers are increasingly expecting the businesses they 

frequent to meet higher standards (Sultan et al., 2019). To satisfy these expectations, 

sustainable fashion manufacturers are implementing creative methods, such as hyper-

customization and one-of-a-kind in-store experiences, to create loyal customers (Smith, 

2022). Information about the environmental impact of products can help customers make 

informed decisions and feel good about their purchases. 

To stay ahead of the competition and meet the demands of customers, retailers 

must use personalized data analytics and advertising to create unique experiences for 

their clients. According to Dottle and Gu (2022), this is essential for success. Market 

segmentation is no longer enough, as customers want to be treated as individuals and 

have their needs met at every point of interaction (Chatterjee & Basu, 2020). Technical 

solutions like SAP Emarsys Client Engagement can help retailers boost customer lifetime 

value and establish lifelong customers (Zhang et al., 2020). By implementing sustainable 

business practices and personalized experiences, retailers can attract and retain 

environmentally conscious customers like Brianna. Moses and Edward (2019) noted that 

Brianna appreciates the transparency and customization offered by businesses like S. 



47 

 

Fashion. Retailers must use personalized data analytics and advertising to create unique 

experiences for their clients. 

Integrated Multi-Channel Experience 

The COVID-19 pandemic has changed the way high-end fashion companies sell 

their products, with more of them moving towards online marketplaces. However, SAP 

Commerce Cloud offers businesses the opportunity to combine both traditional and 

digital pathways to enhance the shopping experience for customers. According to Sultan 

et al. (2019), high-end fashion companies are increasingly selling their products on online 

marketplaces instead of traditional retail outlets. Zhang et al. (2020) also explained that 

SAP Commerce Cloud provides businesses with the ability to establish connections with 

customers on all devices, which can enhance the online shopping experience. By using an 

omnichannel purchasing strategy, businesses can not only save costs and improve agility 

but also increase customer satisfaction, as described by Moses and Edward (2019). The 

omnichannel approach also benefits retailers by providing a more comprehensive view of 

stock, improving fulfillment, and shipping, and reducing carbon emissions. Additionally, 

Bruijl (208) stated that an omnichannel approach offers customers a more engaging and 

cutting-edge shopping experience. To improve communication with clients, organizations 

can use systems like SAP’s Customer Data Platform to collect customer information from 

various offline and online sources and store it in a centralized location, as suggested by 

Zhang et al. (2020). 

In summary, the COVID-19 pandemic has accelerated the trend of high-end 

fashion companies moving towards selling their products on online marketplaces. 
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However, by using SAP Commerce Cloud and an omnichannel purchasing strategy, 

businesses can enhance the shopping experience for customers while also benefiting 

themselves in terms of cost savings and efficiency (Zhang et. al., 2020). To improve 

customer communication, organizations can use systems like SAP’s Customer Data 

Platform. 

Reimagining the In-store Retail Experience Through Experiential Marketing 

Brick-and-mortar shops have an advantage over online retailers due to in-store 

experiences. Brick-and-mortar shops are facing tough competition from online retailers. 

However, they have an advantage in the form of in-store experiences that online stores 

cannot match. According to Bruijl (2008), consumers who shop in physical stores spend 

31% more than those who shop online. To maintain their market share and increase 

customer loyalty, brick-and-mortar retailers are re-evaluating the significance of in-store 

experiences. As Hickey (2018) explained, they are turning to experiential marketing to 

enhance sales and develop their brand. By creating unique and unforgettable experiences, 

brick-and-mortar retailers can connect with their clients on a deeper level and boost 

profits (Bruijl, 2008). Thus, it is imperative for physical stores to prioritize in-store 

experiences to remain competitive in the retail industry. 

The Foundation of a Loyal Customer Base 

The importance of customer loyalty in maximizing profitability and producing 

growth in brands. According to Hickey (2018), creating a loyal customer base is crucial 

for maximizing profitability and producing growth. Brands can achieve this using data-

driven personalization, Omni-channel shopping, and in-store experiences. For instance, 
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S.Fashion, a sustainable sneaker company, has successfully implemented these 

techniques, resulting in enhanced revenue, customer retention, and advocacy (Hailey, 

2015). 

Tomer Tagrin, CEO and Co-Founder of S.Fashion, emphasizes the importance of 

customer loyalty for a brand’s success (Hailey, 2015). The Yotpo survey found that nine 

out of ten respondents showed dedication to brands, indicating that customer loyalty is 

achievable (Zhang et al., 2020). Brands must continue to provide outstanding products at 

affordable prices and create memorable, interactive experiences for their customers to 

maintain a competitive edge (Hailey, 2015). Even loyalty programs must be exciting to 

encourage participation. 

The direct-to-consumer (D2C) model is a business model of selling products 

directly to customers and bypassing any third-party retailers, wholesalers, or any other 

middlemen. D2C is becoming increasingly popular as companies recognize the need to 

maximize the customer experience across all touchpoints (Hickey, 2018). Yotpo’s 2019 

State of Brand Loyalty study provides insights into the current loyalty environment and 

long-term retention tactics for brands and retailers to implement (Zhang et al., 2020). 

Despite the challenges of achieving customer loyalty, most consumers believe they have 

a strong level of commitment to their preferred brands, and this level of dedication has 

only grown stronger over the years (Hailey, 2015). 

Making Customers Loyal  

The importance of both quality products and customer service for developing 

consumer loyalty is the connection between a brand and its consumers (Chatterjee & 
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Basu, 2020). The connection serves as both an entrance and a departure point for 

consumers (Moses & Edward, 2019). Around 55.3% of customers remain loyal to a brand 

because they are satisfied with the quality of its products (Sultan et al., 2019). Problems 

with a company’s customer service department are the second most common reason for 

customer discontent, only behind the poor quality of the product itself (Zhang et al., 

2020). After having an unfavorable experience with a company’s customer service, 

approximately 23.5% of customers say they are likely to discontinue purchasing the 

product in question (Bruijl, 2018). Companies should focus on providing high-quality 

products and excellent customer service to retain their customers. 

The evidence shows that both the quality of products and the quality of customer 

service are critical for customer satisfaction and loyalty. While excellent products are 

necessary, poor customer service can lead to customer discontent and ultimately, a 

decline in sales. Companies prioritize both the quality of their products and customer 

service to ensure customer satisfaction and loyalty (Hailey, 2015). Therefore, companies 

must prioritize both the quality of their products and the customer service they provide to 

ensure customer satisfaction and loyalty.  

Ensuring Loyalty  

Brand loyalty is a coveted goal for companies that they work to achieve.  

According to a recent poll, a few purchases will not ensure much (Hailey, 2015). 

Statistics show approximately 37% of consumers said they needed to make at least five 

purchases before considering themselves devoted to a brand (Moses & Edward, 2019). 

This poses a challenge for companies that want to keep their loyal customers happy. With 
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67% of clients expecting on-demand support, 71% anticipating regular price cuts, and 

58.4% expecting free shipping, meeting customer needs is crucial in maintaining brand 

loyalty (Moses & Edward, 2019). According to a recent poll, a few purchases will not 

help brand loyalty but around 37% of consumers said they needed to make at least five 

purchases before considering themselves devoted to a brand (Moses & Edward, 2019). 

Brand loyalty is a coveted goal for companies and can be achieved with at least five 

purchases. 

Consumers that purchase at least five times from a brand show that repeat 

purchases are essential in achieving brand loyalty. Companies need to focus on building 

relationships with customers and providing them with incentives to keep coming back. 

Companies need to prioritize customer service and offer incentives such as discounts and 

free shipping to keep their loyal customers happy. Ultimately, achieving brand loyalty 

requires companies to focus on building relationships with customers through repeat 

purchases and meeting their needs through excellent customer service and incentives 

(Zhang et al., 2020). 

Customer Loyalty 

Developing customer loyalty is critical for brands, and the most effective way to 

achieve this is through direct engagement and maintaining consistency. According to 

Chatterjee and Basu (2020), people trust those they perceive as close to them, and this is 

why word-of-mouth advertising is one of the most effective ways to promote a brand. 

Sultan et al. (2019) emphasize that advertising alone is not enough to achieve customer 

loyalty. VerticalResponse is an example of a business that invests in direct engagement 
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with customers, as they believe in the importance of the human aspect of the business 

(Islas, 2020). Direct engagement and maintaining consistency are crucial, and businesses 

should also focus on building trust through word-of-mouth advertising and investing in 

the human aspect of the business. 

Porter (2008) also noted the significance of taking consumer input before making 

any adjustments to a product or service. Consistency is critical to maintaining 

relationships with existing customers (Porter, 1980), and exceeding expectations helps set 

a business apart from the competition (Islas, 2020). In conclusion, building customer 

loyalty requires a comprehensive approach that involves direct engagement with 

customers, taking their input, maintaining consistency, and exceeding expectations. 

Brands that prioritize these factors are more likely to retain customer loyalty and promote 

their business through word-of-mouth advertising. 

Competitive Advantage in the Skincare Industry 

The cosmetics industry in the United States is experiencing exponential growth 

due to increasing demand for organic and natural products. Nielsen’s market research, the 

United States was the most profitable market for the sale of cosmetics and personal care 

items in 2016 (“Statistics & Facts”). The industry of skincare and personal care goods 

generates around $84 billion in annual sales income, and it is expected to increase to $85 

billion by the year 2024 (“Statistics & Facts”). Popular brands in this industry include 

L’Oreal, Unilever, Procter & Gamble, and Shiseido, with Ulta Salon, Cosmetics, and 

Fragrances being the retail institution with the highest degree of success, as determined 

by the results of a study carried out by Statista (“Statistics & Facts”). The cosmetics 
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industry is a profitable and growing industry in the United States, with demand for 

organic and natural products driving its growth. 

To succeed in the American market, it is essential to identify the characteristics of 

the most prominent target audience, the factors that are the most influential motivators, 

and the entry techniques that have proven successful for companies like Shiseido (Katz, 

2020). Most of Shiseido’s target customers are financially secure women over the age of 

26, and the company aims to become associated with high-end, luxury goods and 

customers with the financial means to acquire them (Rose, 2018). The importance of 

understanding the target audience and using successful entry techniques when attempting 

to enter the American market, is demonstrated by Shiseido’s approach. 

The cosmetics industry in the United States is experiencing exponential growth, 

primarily due to the increasing demand for organic and natural products. Consumers are 

becoming more aware of the significance of maintaining their skin health, personal 

hygiene, and overall physical attractiveness due to growing social and environmental 

issues (Rose, 2018). As a result, they are choosing organic and vegan skincare products, 

and the industry is being driven by the marketing and promotion of items that are already 

on the market (Katz, 2020). The industry is also driven by the proliferation of new 

product innovations and the rising demand for alternatives that do not include the use of 

chemicals (Katz, 2020). Overall, the cosmetics industry in the United States is thriving, 

and companies are taking advantage of this trend by focusing on their target audiences 

and offering products that align with their values (Katz, 2020). With the increasing 
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demand for organic and natural products, the industry is likely to continue growing in the 

coming years. 

Competitive Landscape 

According to Bilgili and Ozkul (2015), the skincare industry is highly competitive 

and constantly changing. Therefore, Klaus and Maklan (2013) suggest that businesses 

must innovate to avoid being overtaken by competitors, including new firms entering the 

market. L’Oreal, a powerful competitor, could slow down Shiseido’s expansion, and 

brands made in the United States, such as L’Oreal, are more popular than those made in 

other nations (Babin et al., 2015). Women, especially millennials, are the most active and 

profitable demographic within the beauty sector (Rose, 2018). Moreover, the widespread 

usage of social network marketing and advertising is contributing to an increase in new 

entrants that provide a threat to the industry (Babin et al., 2015). Given these challenges 

and opportunities, it is crucial for businesses to stay innovative and to understand the 

preferences of their target demographic, especially women and millennials (Klaus & 

Maklan, 2013). 

Transition 

Section 1 consisted of the foundation of the study that included the background of 

the problem, discussing the business problem followed by a description and justification 

of why it is important to study the strategies some skincare brand leaders use to increase 

brand loyalty to maintain a competitive advantage. I included the (a) problem and 

purpose statement; (b) population and sampling; (c) nature of the study; (d) research 

question; (e) conceptual framework; (f) operational definitions; (g) assumptions, 
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limitations, and delimitations; (h) significance of the study; and (i) a review of the 

literature. The literature review consisted of an analysis of relevant articles on the 

sustainable small business topic, including theories and strategies that can help a small 

business reduce failure rates. 

In Section 2, I included a restatement of the purpose statement and a discussion of 

the (a) role of the researcher, (b) participants, (c) research method, (d) research design, 

(e) population and sampling, (f) ethical research, (g) data collection instrument, (h) data 

organization techniques, (i) data analysis, and (j) reliability and validity of the study. 

Section 3 of the study will provide the (a) presentation of findings, (b) application to 

professional practice, (c) implication for social change, (d) recommendation for action, 

(e) recommendation for further research, (f) reflections, and (g) conclusions.  
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Section 2: The Project 

Purpose Statement 

The purpose of this qualitative multiple case study is to explore strategies some 

skincare brand leaders use to increase brand loyalty to maintain a competitive advantage. 

Role of the Researcher 

As the researcher in this study, I was the instrument for the data collection 

process. My role in this qualitative multiple case study is to conduct semistructured 

interviews, review documents, conduct data analysis, triangulate data, conduct member 

checking, and develop themes to answer my research question. The qualitative researcher 

seeks to investigate, interpret, and understand the phenomenon to establish 

trustworthiness with readers and participants (Alase, 2017; Clark & Veale, 2018). 

I have been working in the skincare industry for the past 20 years as a product 

developer. As a product developer, I am aware of skincare brand competitors and new 

ingredients used to stay competitive in the market. My experience working with skincare 

brand leaders to produce new skincare products contributes to my knowledge in the 

research area of developing customer surveys based on product reviews to strategize on 

new product ideas.  

Researchers follow ethical standards to protect research participants (Zucker, 

2014). To adhere to fundamental principle ethical guidelines, I used the Belmont report. 

The Belmont report includes (a) autonomy, which requires that participants have the right 

to participate or not participate in the research study; (b) beneficence, involving measures 

the researcher implements to reduce potential risks to participants; and (c) justice, which 
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involves potential benefits for participants who participate in the research (Zucker, 2014).  

To ensure autonomy, I emailed participants an informed consent form explaining what 

the study entails and that participating in the study is voluntary. To ensure beneficence, I 

conducted research that was in the best interest of the participants by minimizing any 

potential harm and maximizing benefits. Also, to ensure justice, I provided fair treatment 

and fair distribution of risk for the participants with courtesy and honor all agreements 

made. Using an interview protocol is essential to prepare, frame, and conclude the 

interview questions to obtain valid and reliable qualitative data (Yin, 2014). I developed 

and followed my interview protocol to conduct the semistructured interviews. An 

interview protocol assists the researcher during semistructured interviews to reduce bias 

by asking the same questions in the same order (Castillo-Montoya, 2016).  

I recognized and accepted that I have bias. To mitigate bias, I triangulated data 

collection methods including (a) semistructured interviews with member checking 

conducted with each participant, (b) reflective journal notes, and (c) a review of company 

documents. Integrating multiple types of data and perspectives from the participants 

increases the depth and breadth of the study through triangulation (Denzin & Lincoln, 

2008). Fusch and Ness (2015) found it beneficial for researchers to structure questions in 

a manner that allows multiple participants to respond to the same questions in a similar 

order to reduce bias. 

Participants 

Wilson et al. (2018) identified criteria for researchers selecting participants by 

relying on an outline of qualifications. Greiner (2015) suggested selecting study 
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participants based on criteria from a population of participants. To meet the eligibility 

criteria for participation in this study, I chose small skincare brand leaders in New York, 

NY who have a minimum of 3 years of brand leadership. The participants have 

experience and knowledge in implementing strategies to maintain a competitive 

advantage and increase brand loyalty in the skincare market.  

Researchers recruit participants who have knowledge related to the interview 

questions, have relevant experience, and possess acumen in the field (Palinkas et al., 

2015). I recruited five participants from five different skincare brands using purposeful 

sampling to conduct my study. I created a list of potential skincare brand leaders. I 

searched for potential skincare brands located in New York City, NY to locate emails of 

potential skincare brand leader participants who meet the eligibility criteria. From the list 

of potential participants, I selected participants and emailed invitations to participate 

along with an informed consent form to each individual explaining the purpose of the 

research.  

Researchers should establish and maintain a working relationship with 

participants to ensure respect for participants’ points of view, beliefs, and opinions 

(White & Hind, 2015). Breitkopf et al. (2015) stated that consistent communication is 

crucial to build trust. I used trust as the primary strategy to establish a working 

relationship with participants. To establish trust, I made the participants feel comfortable 

enough to offer open and honest information by starting interviews with an icebreaker, 

providing my undivided attention while participants are speaking, and be flexible in 

scheduling initial interviews and follow-up appointments. A second strategy I used as a 



59 

 

working relationship with participants was communication. I maintained consistent 

communication with the participants by keeping them informed on each step via email. 

Companies that have been successful in operating used strategies such as ongoing 

communication and transparent disclosure of information (Nyembo & Lees, 2020).   

Research Method and Design 

Research Method 

The three methods of research are qualitative, quantitative, and mixed method. 

Qualitative researchers explore a specific topic or phenomenon focused on participant 

thoughts, experiences, beliefs, and ways of thinking to answer open-ended interview 

questions related to the study (Hampshire et al., 2014). Researchers who use qualitative 

methods seek to answer how, what, and why questions related to a phenomenon under 

study (McCusker & Gunaydin, 2015; Yin, 2018). Researchers use the qualitative method 

to explain a social phenomenon an individual’s interpretation of social reality to explore 

merging topics and themes (Yin, 2018). I selected the qualitative research method to gain 

an in-depth understanding of how skincare brand leaders increase brand loyalty to 

maintain a competitive advantage.  

Quantitative researchers collect data, determine hypotheses, draw logical 

conclusions, examine causes and effects, test theories, and measure variables 

(Gunasekara & Zheng, 2019). Researchers use the quantitative method to recognize 

trends and patterns and establish cause-effect relationships among variables (Gunasekara 

& Zheng, 2019). Quantitative researchers use statistical and objective data to test a theory 

or examine causal interactions (Gunasekara & Zheng, 2019; Onen 2016). The 
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quantitative research method was not appropriate for my study as measuring variables 

and testing hypotheses will not help me address the research question.  

The mixed method involves the combination of quantitative and qualitative 

methods of research methods in the same study where researchers collect and analyze 

data, integrate the findings, and using qualitative and quantitative methods to answer the 

research question(s) (Johnson, 2015; Yilmaz, 2013). Mixed method research was not 

appropriate for my study as I did not integrate findings or draw conclusions using 

qualitative and quantitative methods to answer my research question. 

Research Design 

I considered (a) case study, (b) phenomenology, and (c) ethnography for this 

study. Researchers conducting a case study explore, investigate, and describe a 

phenomenon bounded by time and place (Yin, 2018). The case study researcher seeks to 

explore a real-world problem that exists within a contextual setting (Yin, 2018). I 

selected the case study design because I explored a real-world phenomenon within a 

bounded contextual setting. Phenomenological researchers focus on understanding the 

personal meanings of the lived experience of participants related to the study purpose 

(Matua & Van Der Wal, 2015). Researchers use a phenomenological design to focus on 

the perspectives of the participants to describe the essence of a phenomenon (San Miguel 

& Kim, 2014). The phenomenological design was not appropriate for this study because I 

did not collect data on the lived experiences of skincare brand leaders. Researchers use 

ethnographic design to study an intact group or culture in their day-to-day lives (Fusch & 

Ness, 2015). Ethnographic research requires going into the field for an extended period 
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(Robson & McCartan, 2016). The ethnographic researcher collects and analyze data from 

prolonged observations and interactions from a population in their social systems and 

cultural setting requiring a level of immersion into the environment of the participants to 

understand the phenomenon (Letourneau, 2015; Reich, 2015). I did not explore the 

cultures or social constructs of participants; therefore, the ethnographic design was not 

appropriate for my study. 

Data saturation is reached by interviewing participants and collecting documents 

or reports (Le & Needham, 2019). Fusch and Ness (2015) mentioned researchers could 

reach data saturation when there is sufficient data from the participants that starts to 

become repetitive. I used semistructured interviews and company documents to reach 

data saturation. I continued to collect data through follow-up questions asked during the 

same interview to get more depth and understanding of my study from the participants 

and reviewing additional documents until no new relevant ideas emerge from data 

analysis. 

Population and Sampling  

The population for this qualitative study was five skincare brand leaders from five 

organizations in New York City, NY who have implemented successful strategies to 

increase brand loyalty to maintain a competitive advantage. I conducted a purposeful 

sample to locate five skincare brand leaders. The eligibility criteria were participants 

from skincare brands located in New York City, NY who have been a skincare brand 

leader for at least 3 years, have access to business plans and brand decks, and who can 

provide strategies that have been implemented successfully in the last 3 years for their 
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brand to increase brand loyalty to maintain a competitive advantage. I used 

semistructured interviews that were audio recorded via Zoom due to the brand leader’s 

schedule. Zoom is an online video-meeting and chat service that provides ease for 

establishing rapport, convenience, and the user-friendly interface and user connectivity 

(Oliffe et al., 2021). I reviewed publications in branding magazines and business journals 

provided by skincare leaders.  

Palinkas et al. (2015) stated purposeful sampling is a commonly used method in 

qualitative research for identifying and selecting a sample. Researchers who use 

purposeful sampling should ensure participants meet the eligibility criteria (Ames et al., 

2019). The objective of purposeful sampling is to interview participants who can provide 

in-depth insights into a phenomenon (Denzin & Lincoln, 2018). Researchers use 

purposeful sampling to identify and select data-rich knowledge from participants 

associated with the phenomenon (Barratt & Lenton, 2015). Hagaman and Wutich (2017) 

indicated that choosing participants with expertise, experience, and knowledge can 

potentially contribute to pertinent information to answer research questions. I used 

purposeful sampling to conduct semistructured interviews to gain in-depth insights into 

the phenomenon of the study to answer the research question. I reviewed company 

documents such as publications in branding magazines and business journals, and other 

supporting documents for data collection of strategies to answer the research question. 

The number of participants in a qualitative research sample is generally small, and 

proposed sample sizes vary from 1-30 participants to be sufficient for them to answer the 

research question (Gentles et al., 2015; Johnson, 2015). Hansel et al. (2014) selected five 
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participants in their study to answer the research question. The selection of five brand 

leaders from five skincare brands should enable me to obtain detailed, rich information 

relating to strategies for brand loyalty to maintain a competitive advantage.  

Creating a comfortable environment or setting free from distractions is good for 

the interviewee to share their experiences (Devotta et al., 2016). I suggested that the 

interviewee be in an environment where they feel comfortable talking about insights into 

a phenomenon. I interviewed each participant separately and was flexible in scheduling 

interviews to fit into the participants’ work and family schedules. To avoid distractions, I 

turned off my cellular phone and asked participants to do the same. Each of the five 

participants that were interviewed met the eligibility criteria to answer the research 

question. 

Data saturation means that no additional data of (a) themes, (b) categories, (c) 

insights, or (d) perspectives for coding are being provided from the data analysis 

(Saunders et al., 2018). Failure to achieve data saturation may impact the quality of the 

research, which may affect the credibility and validity of the study (Fusch & Ness, 2015). 

Pekuri et al. (2015) concluded that data saturation is the result of interviews producing 

the same concepts and characteristics from different participants. I achieved data 

saturation until no new data, themes or patterns emerged. 

Ethical Research 

Consideration and protection for the well-being of the participants are essential 

components in an ethical study. I received approval for my study 01-12-24-1043290 from 

the IRB. Then I emailed the participants the consent form to review, and they agreed to 



64 

 

participate in the study. The participant emailed me back with “I consent” form in the 

Appendix indicating that they were aware that their involvement in the study was 

voluntary. Knepp (2014) recommended that researchers provide participants with an 

informed consent form before the interview process begins. The purpose of an informed 

consent form is to give the participants full disclosure, explain the purpose of the study, 

describe the benefits of the study, list any potential harm that might be caused due to their 

participation in the research, ensure respect for persons, and protect the human rights of 

potentially vulnerable study participants (Knepp, 2014).  

I ensured participants knew that participation in this study was voluntary and that 

participants can withdraw for any reason. I asked each participant to email me at my 

Walden email account with their decision to decline their participation in the study, and 

any data collected was discarded. Researchers sometimes offer incentives to encourage 

participants to participate in the study (Patton, 2015). There were no monetary rewards or 

incentives for participating in this research study. Researchers should select participants 

fairly, ensure the participants’ safety, and protect the participants’ identity (Yin, 2018). 

Respect for people, their privacy, and justice are moral principles that are vital to the 

foundation of ethical research (Marshall & Roman, 2016). I maintained participant 

privacy and confidentiality by not providing the names of participants in the study. To 

protect the participants’ identities during the interview, data analysis, and presentation of 

findings I labeled each participant as PT1, PT2, PT3, PT4, and PT5 and each brand as 

B1, B2, B3, B4, and B5. 
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I stored physical data in a locked safe located in my closet at home. I stored 

digital data on a password-protected flash drive that I only have access to. After 5 years, 

paper documents will be destroyed using a paper shredder. When 5 years have passed, the 

flash drive will be reformatted to erase all data. 

Data Collection Instruments  

In qualitative research, the researcher is the primary instrument in the data 

collection process (Clark & Veale, 2018). I was the primary data collection instrument in 

the qualitative multiple case study. Using semistructured interviews allows the researcher 

to ask open-ended questions related to the study, which encourages participants to speak 

candidly about their experiences through probing and clarifying questions (Kallio et al., 

2016; Moser & Korstjens, 2018). A researcher uses semistructured interviews with an 

interview protocol (Rubin & Rubin, 2012) to collect rich and detailed qualitative data to 

understand participants’ experiences of a phenomenon. An interview protocol (see 

Appendix) with interview questions may help with the flow and flexibility of the 

interviews (Yin 2014).  

I collected data from semistructured interviews with each participant and from 

brand documents such as publications in branding magazines and business journals. To 

strengthen the reliability and validity of the data collection process, I used semistructured 

interviews, member checking, and a review of brand documents. I used member checking 

after each interview by sharing my interpretation of participant responses in summary 

form to increase the dependability and validity of the study. I transcribed the interview 

and then conducted member checking via email with each participant after the initial 
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interview within one week of the conclusion of the interview so that participants 

reviewed their responses to the interview questions and make any necessary changes to 

the summary form. I sent a follow-up email to participants who do not get back to me 

within one week after the initial email to advise of any corrections or call to the 

participant on the phone stating a brief message about who I am, advising of the email 

provided and the response needed. If a participant does not respond, I use their 

information as is. 

I analyzed and used brand documentation such as brand websites, publications in 

branding magazines and business journals, and other supporting documents. Qualitative 

researchers use triangulation sin data analysis to demonstrate the trustworthiness of the 

research process (Marshall & Rossman, 2015; Yin, 2014). Triangulation enhances the 

reliability and validity of a study’s data and results (Fusch et al., 2018). Integrating 

secondary data enhances the results of the study (Wahyuni, 2012). 

Data Collection Technique 

Semistructured interviews will be the primary data collection technique I used 

brand documentations to answer my research question. For conducting interviews, I 

followed the interview protocol beginning with establishing rapport, providing the 

purpose, and then asking the interview questions (see Appendix). Having an interview 

protocol ensures each participant receives the same interview questions in the same order 

to reduce bias (Yin, 2018). Conducting semistructured interviews helps participants to 

reveal real-world experiences and deliver detailed responses (Öberseder et al., 2011). 

Semistructured interviews produce in-depth responses from participants using their 
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verbal and nonverbal communication with the interviewer, cultivating a deeper 

appreciation of the research topic (Qu & Dumay, 2011).  

There were advantages to semistructured interviews and brand documentation. 

One advantage of semistructured interviews was that it allowed the participant interviews 

to be focused on answering the research question while still giving the researcher the 

autonomy to explore additional questions that may come up during the interview (Yin, 

2014). Another advantage of semistructured interviews was that participants can speak 

freely and describe their experiences in their own words (Ergul Sonmez & Koc, 2018). A 

third advantage of semistructured interviews was the participant interviews focus directly 

on the participants experiences answering the same interview questions (Yin, 2017). 

Brand documentations added value to case studies as they provide historical data (El 

Haddad, 2015). 

There were disadvantages to semistructured interviews and brand 

documentations. For the researchers, the semistructured interviews produced short or 

limited responses to the interview questions resulting in the participant not being 

comfortable or wanting to share valuable information during the interview (Yin, 2014). 

Another disadvantage of semistructured interviews was the potential for the interviewer 

to influence the participant’s responses with the researcher’s bias (Yin, 2017). Another 

disadvantage was the participant’s capability to provide information specifically about 

the phenomenon (Yin, 2014). Also, the disadvantages of brand documentation were 

missing or incorrect documents and lack of participant willingness to provide 

documentation.  
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Member checking is a technique that helps improve validity of the study (Caretta 

& Perez, 2019).  Member checking the interview is the process that allows participants to 

review and correct the researcher’s interpretations of the interviews in summary form 

(Yin, 2016). I made corrections needed after responses to the interview questions after 

member checking based on the participants review. 

Data Organization Technique  

I collected data from semistructured interviews and organized my data using a 

reflective journal and used a labeling system by maintaining one main folder on my 

computer with sub-folders for each participant and brand. As part of my labeling system, 

I transferred the transcribed interviews into Microsoft Word using data from the 

semistructured interviews and documents and assigned codes. For each participant to 

protect the participant and the brand, codes were assigned such as PT1, where PT stands 

for the participant number, and B1 where B stands for a brand number. Gibson et al. 

(2013) suggested maintaining folders with alphanumeric codes rather than participants 

names for confidentiality. Saldana (2015) stated qualitative researchers review and 

organize collected data, develop codes for the data and sort the codes into common 

themes.  

Data collected was stored on a password-protected hard drive with additional 

backup on a USB flash drive with a password only known to me and locked in a safe at 

my home for 5 years after receiving CAO approval of my study. After scanning notes on 

my iPhone, I turned the notes into an electronic format keeping all information in my 

computer’s hard drive and on a flash drive stored in a locked safe at my home. Data 
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securely stored with passwords after completing the research increases the participant 

confidentiality (Ecker, 2017). I destroyed all paper documents with a paper shredder. I 

will destroy each electronic file created by reformatting all data 5-years after receiving 

CAO approval of my study. 

Data Analysis  

I used Yin’s five-step process and methodological triangulation to enhance the 

robustness of the data quality and the findings. Hyett et al. (2014) recommended multiple 

data sources to understand the case under study. Farquhar et al. (2020) recommended 

methodological triangulation as a good practice for conducting case study research 

because combining data from multiple sources from the interviews and documents might 

help the researcher achieve a deeper understanding of the phenomenon and supporting 

qualitative validity. To triangulate data for this study, I analyzed the semistructured 

interviews and used brand websites, publications in branding magazines, and business 

journals from each skincare brand leader interviewed. 

Yin (2014) suggested data analysis is a sequential process of compiling, 

disassembling, reassembling, interpreting, and concluding. In qualitative studies, once 

data was collected, the researcher focuses on organizing data for analysis while data 

collection continues through the evaluation of transcribed interviews and reflective 

journals derived from interviews (Grossoehme, 2014; Yin, 2014). After completing the 

data collection process, the researcher was ready to analyze the data, beginning with the 

transcribed interviews, member checking, and review of documents (Grossoehme, 2014; 

Yin, 2014). 
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Compiling 

Castleberry and Nolen (2018) described compiling as the practice of arranging 

raw data for evaluation in qualitative research. Watkins (2017) indicated Microsoft Word 

is a tool used in qualitative to organize and code and Microsoft Excel is used to sort and 

analyze data. After completing each interview, I wrote in my reflective journal my 

thoughts of what the participants stated and impressions of the interview process. I 

reviewed interview transcripts to create a summary of my interpretations from the 

semistructured interviews responses to do member checking which allowed me to obtain 

a greater understanding of the data. I used methodological triangulation by taking the 

brand websites, publications in branding magazines, and business journals data sources 

and then compared the interview data from the different data sources. Once the data was 

compiled, I transferred the data from Microsoft Word to Microsoft Excel within labeled 

rows and columns, with participants (rows) and themes (columns), and then I was ready 

to start disassembling the data. 

Disassembling  

Castleberry and Nolen (2018) defined disassembling as creating meaningful 

groupings from the data by identifying themes, concepts, and ideas and consolidating 

them with similar word meanings. In qualitative research, disassembling data is often 

done through coding (Austin & Sutton, 2014). Coding is using raw data that is converted 

into usable information through identifiable themes that have some connection with each 

other (Austin & Sutton, 2014). Researchers disassemble data by breaking down the 

compiled data into smaller pieces (Castleberry & Nolen, 2018). The researcher assigns 
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new codes to the fragmented data to assess the meaning and identify common themes, 

phrases, and similarities of words (Yin, 2014). I coded fragmented data by transforming 

key words into a set of meaningful categories. I did this by extracting themes by 

analyzing the words and sentence structure. I used Microsoft Excel to compile, import, 

and organize my data. I disassembled the data into parts and label similar phrasing by 

assigning those that represent recurring themes in the participants response that could 

provide answers to the research question and then classify by color coding and 

reassemble.  

Reassembling  

After disassembling the data, I assembled the data. Reassembling is rearranging 

data to group codes to create themes based on patterns (Yin, 2018). Researchers identify 

themes to answer the research question/s (Ganapathy, 2016). Hierarchies are common 

ways qualitative researchers can combine data into themes (Castleberry & Nolen, 2018). 

Hierarchies are created by gathering similar codes to produce higher-order codes 

(Castleberry & Nolen, 2018). I reassembled the data prioritizing each category in order of 

significance by gathering related codes to classify the data into themes using hierarchies. 

I generated hierarchical themes across the composite framework of Porter’s five forces 

and Six Sigma DMAIC. I used Microsoft Word for organizing and coding and Microsoft 

Excel for sorting and analyzing data to support detecting patterns of codes. To answer my 

research question, I observed patterns and themes. 
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Interpreting 

Interpreting is the process of obtaining meaning from the reassembled data (Yin, 

2014). Yin (2011) stated interpretation involves extracting the meaning from the data and 

describing its implications. Yin (2011) claimed that one anticipated component of the 5-

phases cycle is the researchers’ capacity to derive meaning from data. After reassembling 

the data into patterns and themes, I continued interpreting the codes and developed 

themes in an analytical narrative related to the findings answering the research question. 

In an analytical narrative of the relevance of the data in relation to answering the research 

question, researchers interpret the codes and create themes (Yin, 2014). Yin advised 

researchers to identify and connect the interpretations with the study rather than merely 

restating codes or themes as interpretations. After reviewing and developing my 

interpretations from the reviewed transcripts, I used member checking to allow each 

participant the opportunity to audit my interpretations to enhance the validity of the 

study. I assessed each of the related codes and themes by interpreting and explaining the 

connections between the themes to answer the research question.  

Concluding 

Concluding is the fifth analytic phase of the presentation of the findings in 

response to the research question (Yin, 2014). During the coding process, researchers 

developed familiarity with themes and codes. In using the five-phases cycle, researchers 

provide findings to better understand the phenomenon of the research study (Yin, 2011). I 

provided each participant with a summary of the findings via email after CAO approval. I 

examined the existing literature for recently published articles connected to my findings 
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and to conceptual framework after developing my findings to answer the research 

question.  

Coding of Qualitative Software 

Qualitative researchers evaluate and organize gathered data, establish codes for 

the data analysis and sort the codes into common themes (Saldana, 2015). Researchers 

build codes to interpret data through analyzing and summarizing the research (Saldana, 

2015). Codes are obtained from the data used in the semistructured interviews from the 

participants (Saldana, 2015). In Microsoft Word, I organized, coded, and transcribed the 

audio recordings from the participants. In Microsoft Excel, I color coded to group themes 

in the data, with highlighting the words and phrases in yellow and green to identify data 

that correlates to the literature and specifically to my conceptual framework(s) that 

answer the research question. To protect the participant and the brand a code, such as 

PT1, where PT stands for the participant number, and B1 where B stands for a brand 

name were assigned. I identified themes from the patterns provided in the participants’ 

responses. I reviewed the interview transcripts and brand documents such as publications 

in branding magazines and business journals and used member checking to verify 

accuracy until no new themes arise. 

Reliability and Validity  

Reliability 

In qualitative research, dependability and reliability are synonymous (Morse, 

2015). Dependability alludes to the stability of data over time to which the discoveries 

might be predictable and replicable (Lincoln & Guba, 1985). The researcher can increase 
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the dependability in qualitative research by using methodological triangulation to help 

develop additional checks for data interpretation. (Yin, 2018). A researcher might use 

numerous methods to demonstrate the dependability of a study including methodological 

triangulation and member checking (Yin, 2018). I used methodological triangulation by 

using brand documents and semistructured interviews to study a phenomenon and 

increase the study’s dependability to answer my research question. I used member 

checking by giving the participants a summary of my interpreted data derived from 

semistructured interviews to confirm, further explain, amend, or add to their initial 

comments. Member checking is accomplished by continuously checking data and 

interpretations of the semistructured interviews with the study participants (Cypress, 

2017).  Validity is the appropriateness of the research tools, data, and processes where 

findings are representative of the researcher’s interpretation of participants experience by 

establishing credibility, transferability, and confirmability (Lincoln & Guba, 1985; Spiers 

et al., 2018). Qualitative researchers use validity to assess the quality of their findings. 

Validity 

Credibility 

Credibility can be characterized by the trust established by the researcher in the 

truth of the research study findings (Lincoln & Guba, 1985). The credibility criterion, 

according to Anney (2014), entails demonstrating that the findings of qualitative research 

are credible or believable from the standpoint of the research participant. I used member 

checking and methodological triangulation to obtain credibility. Member checking might 

be achieved by providing the researchers interpretations of the findings from the 



75 

 

semistructured interviews with the participants (Cypress, 2017).  I used member checking 

to allow each participant the opportunity to audit my interpretations to enhance the 

validity of the study. I used methodological triangulation by using brand documents and 

semistructured interviews to increase the study’s credibility to answer my research 

question. 

Transferability 

Transferability is when qualitative research findings can be used in different 

contexts and involve different respondents (Anney, 2014). Transferability of the inquiry 

is facilitated when the researcher provides thick descriptions and purposeful sampling 

(Anney, 2014). As a result, to ensure the transferability of qualitative inquiry, the 

researcher gathers descriptive data to produce a detailed description of the context to 

make a judgment about how it fits in with other potential contexts (Lincoln & Guba, 

1985). To ensure the study’s transferability, I provided a detailed description of the 

research process. 

Confirmability 

Confirmability refers to the extent the study findings can be corroborated by third 

parties based on participant responses and not any potential researcher bias or personal 

motivations (Korstjens & Moser, 2018; Lincoln & Guba,1985). According to researchers, 

an audit trial and triangulation help qualitative researchers become valid through the 

research from different sources of data (Koch, 2006; Lincoln & Guba, 1985). A 

researcher uses an audit trail to describe the steps of the research, data collection 

processes, and actions to determine how the data were gathered, documented, and 
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analyzed (Anney, 2014). I used an audit trial to keep record of all the research steps taken 

to obtain my findings. Triangulation is integrating multiple types of data from the 

participants to increase the depth and breadth of the study to enhance the qualitative 

validity of findings and to attain data saturation (Denzin & Lincoln, 2008). I used 

triangulation by obtaining information from multiple data sources such as semistructured 

interviews and brand documents such as publications in branding magazines, and 

business journals. I used a reflective journal to take notes of participants feedback during 

the semistructured interviews that arise during data collection with an audit trial and 

triangulation to obtain confirmability.  

Data Saturation 

Data saturation occurs when no new themes or findings emerge, and the current 

findings fully describe the data pattern. (Charmaz, 2014; Nelson, 2017). Researchers 

could reach data saturation when there is sufficient data from the participants that starts to 

become repetitive (Fusch & Ness, 2015). I used semistructured interviews and company 

documents to reach data saturation. I continued to collect data through follow-up 

questions asked during the interview to get more depth and understanding of my study 

from the participants and reviewing additional documents until no new relevant ideas 

emerged from data analysis. 

Transition and Summary 

In Section 2 of the study, I provided (a) purpose statement, (b) role of the 

researcher, (c) participants, (d) research method, (e) research design, (f) population and 

sampling, (g) ethical research, (h) data collection instruments, (i) data organization 



77 

 

techniques, (j) data, and (k) reliability and validity. Section 3 of the study will provide the 

(a) presentation of findings, (b) application to professional practice, (c) implication for 

social change, (d) recommendation for action, (e) recommendation for further research, 

(f) reflections, and (g) conclusions. 
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Section 3: Application to Professional Practice and Implications for Change 

Introduction 

The purpose of this qualitative multiple case study was to explore strategies some 

skincare brand leaders use to increase brand loyalty to maintain a competitive advantage. 

The participants selected for this study were contributors in their field and acquired 

knowledge from their extensive background in the skincare industry. I conducted five 

interviews via Zoom voice conferencing to collect data from skincare brand leaders from 

New York City, NY who have successfully implemented brand strategies to maintain a 

competitive advantage. One hundred percent of the respondents were women brand 

leaders providing skincare products. The data that I collected to triangulate the findings 

incorporated a review of the literature related to the topic, an analysis of the skincare 

brand leaders’ social media platforms, brand websites, Zoom voice conference 

interviews, and journal notes. The themes that emerged from the data analysis included 

(a) increasing community experiences, (b) partnerships with brands and banks, and (c) 

applying for grants for funding. The themes support the composite framework, assisting 

skincare brand leaders in strategies to increase brand loyalty to maintain a competitive 

advantage. The research results revealed effective skincare brand strategies to maintain a 

competitive advantage. 

When participants were asked about their strategies to increase brand loyalty to 

maintain a competitive advantage, the brand owners had comparable and relatable 

responses. Using Porter’s five forces and Six Sigma DMAIC conceptual framework and 

review of the literature, I found recurring themes that all participants use to increase 
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brand loyalty to maintain a competitive advantage, including community experiences, 

partnerships, and grants for funding. 

Presentation of the Findings 

In this study, I examined the strategies skincare brand leaders use to increase 

brand loyalty to maintain a competitive advantage in New York City, NY addressed by 

the research questions. The research question was “What strategies do some skincare 

brand leaders use to increase brand loyalty to maintain a competitive advantage?” Three 

themes emerged from the codes and the analysis of the data. One related to community 

experiences, one to partnerships and one on grant funding for strategies to increase brand 

loyalty. 

• Theme 1: Increasing community experience. 

• Theme 2: Partnerships with brands and banks. 

• Theme 3: Applying for grants for funding.  

The information gathered from the literature and participants led to the findings of 

the present study to determine the effectiveness of the strategies to increase brand loyalty 

to maintain a competitive advantage. After the interviews were conducted and digitally 

recorded, I transcribed the audio recordings into Microsoft Word for organizing and 

coding and Microsoft Excel for sorting and analyzing data of all the interviews 

conducted. The data captured under each participant’s label identified common themes 

among interviews. I used methodological triangulation to strengthen the results. 

Academic literature, the participants’ brand websites, and social media handles were 

reviewed to gather additional information and determine the effectiveness of the 



80 

 

strategies to increase brand loyalty to maintain a competitive advantage discussed in 

interviews. I also used member checking by way of email to validate participant 

interviews. 

The composite framework that guided this multiple case study was Porter’s five 

forces competitive advantage theory and Six Sigma DMAIC value chain model. I 

received responses that would give insight into different competitive strategies brand 

owners use to remain sustainable in the competitive skincare industry. The sub-themes 

that emerged from the data analysis were organized into broader explanations that reveal 

competitive strategies used in the competitive skincare markets. The three major themes 

that emerged were (a) community experiences, (b) partnerships, and (c) grants for 

funding. In the following subsections, I discuss each of the emergent themes and explore 

their alignment with Porter’s competitive strategy theory and Six Sigma value chain 

model. I also compare the findings to existing literature to determine which findings 

disconfirm, confirm, or extend knowledge on the topic. 

Theme 1: Increasing Community Experiences 

Providing community experiences is one way skincare brands can maintain a 

competitive advantage against competitors. Participants in this study expressed the value 

of personal community experiences by bringing an elevated level of product expertise. A 

key for skincare brands in a competitive market is building personal community 

experiences (Alshurideh, 2016). Skincare brand leaders can improve strategies for 

community relationships to retain loyal customers (Kumar & Reinartz, 2016). Skincare 
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brand leaders establish personal community experiences meeting consumer needs to 

maintain a competitive advantage. 

Another valuable factor that contributes to personal community experiences is 

brand loyalty. Based on the brand websites and social media pages reviewed in this study, 

most of the competitive advantage of the five skincare brands stems from meeting 

consumer needs with the community experience and product offer. If product failures 

occur, the company response affects consumer trust, affection, and loyalty (Iglesias et al., 

2020). Skincare brands need to be personal with their community experiences to 

differentiate themselves from the competition and keep their customer’s loyalty for future 

advantage. The five skincare brand leaders expressed their thoughts about community 

experiences to increase brand loyalty to maintain a competitive advantage. Participant 2 

stated:  

For brand loyalty, there’s so many layers to it and I think also it’s the personal 

touches. So, for instance, I always do free gift wrapping for the holidays. Or the 

way the packages are boxed where everything gets a handwritten note. I feel like 

those kinds of things offer brand loyalty and foster brand loyalty, but we don’t 

have any programs such as a loyalty program or a special community or sign up. 

We just don’t have the bandwidth for that.  

Participant 5 stated, “building trust through community engagement and clinical 

trials are strategies I use to increase brand loyalty to maintain a competitive advantage.” 

Skincare brand leaders emphasized building an experience for their community base. All 
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participants stated that personalizing community experiences is a way for them to 

increase brand loyalty to maintain competitive advantage (see Table 1).  

Table 1 

Coding of Participants’ Responses Related to Community Experiences 

Theme Participant a Response b 
Community Experiences 5 25 

 
Note. a Number of owners who answered interview questions. b Number of participants’ 

responses linked to the themes. 

All participants provided ways they could enhance their community experience 

strategies to increase brand loyalty to maintain a competitive advantage. Implementing 

loyalty programs that reward repeat purchases, such as an insider program, can help 

retain customers by offering exclusive perks, discounts, and early access to new products. 

Brands can offer personalized skincare consultations and routines, both online and in-

store, to help customers find the best products for their unique skin needs. These 

personalized approaches can help increase customer satisfaction and loyalty. 

Participant 4 explained how loyalty programs contribute to community 

experiences. Participant 4 stated: 

Loyalty in the industry goes beyond skin-deep. With an unwavering commitment 

to meeting each shopper’s demands and aspirations, the connection between our 

brand and our customers is built upon exceptional quality, personalized 

experiences, and a genuine understanding of everyone’s unique desires. We 

provide a loyalty program offering product discounts and free product samples to 

help our brand gain insight into community needs for our business. 
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Participant 1 expressed the importance of giving the same personal branding to 

customers. Participant 1 stated, “We need to be consistent in personal skincare 

recommendations and promotions to our customers. We try to give that same experience 

each time they purchase for customer retention making our customers feel valued and 

understood.” 

The skincare community has garnered significant attention in recent years, and its 

experiences can be analyzed through Porter’s five forces framework. This model 

evaluates the competitive environment of an industry and consists of elements: the threat 

of new entrants, the threat of substitute products or services, and the intensity of 

competitive rivalry. Recent studies provide fresh insights into how these forces shape the 

skincare community. 

Youn et al. (2024) highlighted that competitive rivalry in the skincare industry is 

intense due to the saturation of brands and continuous innovation. Communities play a 

crucial role in this aspect as they drive brand loyalty and provide consistent feedback 

(Errmann, 2024). Engaged communities often advocate for their favorite brands, creating 

a competitive edge. Brands with strong community experiences can effectively 

differentiate themselves through personalized interactions and user-generated content, 

reducing the impact of rivalry (Errmann, 2024). 

The threat of new entrants is significant in the skincare industry, primarily due to 

relatively low barriers to entry and the increasing popularity of e-commerce platforms. 

Consistently offering high-quality skincare products that deliver on promises helps create 

a strong brand reputation that is difficult for new entrants to challenge. However, Youn et 
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al. (2024) suggested that established brands with well-developed communities have a 

competitive advantage. These communities provide a solid customer base and brand 

ambassadors who can deter new entrants by showcasing brand authenticity and loyalty. 

New entrants must not only offer superior products but also build comparable community 

experiences to effectively compete (Youn et al., 2024). 

The threat of substitute products is ever-present, given the wide array of 

alternatives available in the skincare market. According to Yue (2024), brands that 

cultivate strong community experiences can reduce this threat. Communities create a 

sense of brand loyalty and advocacy that makes consumers less likely to switch to 

substitutes (Youn et al., 2024). Continuously innovating with new ingredients, 

technologies, and formulations that address specific skin concerns more effectively than 

substitutes helps to stay abreast of competition. Furthermore, engaged communities often 

contribute to product development and innovation, ensuring that the brand’s offerings 

remain relevant and unique compared to substitutes. 

In conclusion, skincare brands’ community experiences are deeply intertwined 

with Porter’s five forces. By fostering strong, engaged communities, skincare brands can 

navigate the competitive landscape more effectively and reduce threats from new entrants 

and substitutes.  

In the evolving landscape of skincare, brands are increasingly focusing on 

community experiences to enhance customer satisfaction and loyalty. This shift can be 

effectively analyzed using the Six Sigma DMAIC, define, measure, analyze, improve, 

and control (Munyaka et al., 2024). Six Sigma DMAIC provides a structured framework 



85 

 

for continuous improvement, which can be crucial for skincare brands aiming to refine 

their community engagement strategies. 

The define step involves identifying the key objectives and goals of the 

community experiences. According to a Mehr and Simmons (2024) study brands have 

started defining their community experiences by pinpointing what their customers value 

most—such as personalized advice, product transparency, and interactive forums. 

Participant 2 stated “skincare brand leaders can conduct surveys and focus groups to 

understand the specific skincare concerns and preferences of their target community.” 

They clearly define the problems customers are facing, such as issues with product 

effectiveness or accessibility. This definition phase helps in aligning the brand’s 

community initiatives with the customers’ expectations, thereby setting a clear direction 

for subsequent actions (Liu et al., 2024). 

In the measure and analyze phases, brands collect and scrutinize data related to 

their community interactions (Mehr & Simmons, 2024). For instance, Stefani (2022) 

highlights how brands use metrics like engagement rates, customer feedback, and 

participation in community events to gauge the effectiveness of their initiatives. 

Advanced analytics help in identifying patterns and areas needing improvement. 

Participant 4 mentioned:  

I gather data on customer satisfaction by evaluating reviews on our website and 

social media feedback from followers to gain insights into consumer sentiment 

and product reception. This helps me highlight strengths and areas needing 

improvement from the customer’s perspective. I also analyze industry trends and 
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consumer interest in specific ingredients or product types to help stay competitive 

and align with evolving consumer demands.  

Through detailed analysis, brands can uncover insights into what aspects of their 

community experiences resonate most with their audience and where gaps exist (Stefani, 

2022). 

Finally, the improve and control phases focus on implementing changes and 

ensuring sustained progress. Liu and Ling (2019) discussed how skincare brands have 

successfully applied these phases by tweaking their community strategies based on 

analytical findings. Participant 5 advised,  

Improvements I have made are launching new interactive platforms, such as 

YouTube, Instagram and TikTok, enhancing customer support, or organizing 

more community-driven events. I developed and implemented solutions based on 

the platforms analysis. This involved reformulating a product to better address 

skin concerns, improving packaging for ease of use, and creating educational 

content to guide customers on proper product usage.  

Control mechanisms are then established to monitor these changes and ensure 

they continue to meet the defined objectives (Munyaka et al., 2024). Participant 2 

mentioned,  

To maintain the improvements, I set up continuous monitoring systems such as 

regular follow-up surveys on product feedback to make improvements and use 

social media analysis to ensure that the community’s needs continue to be met 

and that any new issues are promptly addressed. Also, I collaborate with 
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influencers and community members to gather authentic reviews and create a 

sense of community. These influencers act as brand ambassadors who provide 

genuine reviews and tips. 

This cyclical process of improvement and control helps brands continuously 

refine their community experiences, fostering a loyal and engaged customer base. 

Overall, the application of Six Sigma DMAIC in enhancing skincare brands’ community 

experiences demonstrates a systematic approach to achieving excellence in customer 

engagement. By adopting these behaviors and strategies, skincare brand leaders can not 

only enhance customer satisfaction but also build a loyal community that feels heard and 

valued, ultimately driving the brand’s growth and success. 

In summary, community experiences can illustrate Porter’s five forces and Six 

Sigma DMAIC by serving as unique, valuable resources that enhance a business 

competitive advantage of fostering brand loyalty, showcasing expertise, creating barriers 

to entry, educating consumers, highlighting unique value propositions, and engaging 

influential figures. Yet, community experiences also present challenges due to increased 

brands vying for consumer attention, it can be challenging for any single brand to stand 

out emphasized by Porter’s five forces and Six Sigma DMAIC. 

Theme 2: Partnerships 

Coupling up with more substantial banks and brands is another strategy that 

brands may consider maintaining a competitive advantage. However, both organizations 

must share recourses and cooperate on the terms (Arasa & Githinji, 2014). A strategic 

alliance permits brands to take advantage of competitive strength (Karadag, 2015). A 
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strategic partnership could create more innovation, as both organizations could 

participate in collaborative projects for market penetration and market development. 

Participants expressed the importance of brand or bank partnerships to maintain a 

competitive advantage. Table 2 shows how much the participants value partnerships as a 

competitive strategy. 

Table 2 

Coding of Participants’ Responses Related to Partnerships 

Theme Participant a Response b 
Partnerships 4 16 

 

The brand leader participants understand the importance of differentiating their 

business from the competition with partnerships. These brand leaders are in the fast-

paced skincare industry differentiating themselves apart from the competition. The theme 

of partnerships confirmed and corroborated the existing body of knowledge on effective 

brand strategies.  

Porter’s five forces is a robust framework for analyzing the competitive 

environment of a business. It includes the threat of new entrants, the bargaining power of 

suppliers, the bargaining power of buyers, the threat of substitute products or services, 

and the intensity of competitive rivalry (Porter, 1980). Partnerships with brands and 

banks can significantly influence these forces, reshaping the competitive dynamics in 

numerous ways. Participant 1 stated,  
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I have organized workshops where my brand and cohort partners helped educate 

consumers about skincare routines, ingredient benefits, and product usage. These 

workshops were held online and offline, allowing for a wider reach.  

Participant 2 said,  

Partner with people with larger audiences, sites like Black & Green or bigger 

conglomerate sites to borrow their audience. For example, if a promotion comes 

up for December, they want us to donate 50 units to help spread visibility and we 

get loyal customers. Partnering with the right partner to get the right customer 

helps with maintaining competitive advantage.  

Participant 3 said, “partnerships with banks such as Chase helped me secure 

financing for research and development. This funding helped innovate and stay ahead of 

competition by constantly improving our product lines.” Partnerships with established 

brands can mitigate the threat of new entrants. When a company aligns itself with a 

popular brand, it can leverage the brand’s market presence and customer loyalty 

(Rizqulloh & Belgiawan, 2024). Participant 5 stated,  

I reach out to fashion brands to partner on co-branded beauty products on 

Instagram. I like their brand aesthetics and how they relate to their community. I 

leverage these partnerships to enhance our market position and brand loyalty. This 

helps stay ahead of new competitors. Secondly, collaborations with banks can 

affect the bargaining power of suppliers and buyers. Partnering with banks to 

offer supply chain financing can help skincare brands manage their cash flow 

effectively and negotiate better terms with suppliers. This ensures a steady supply 
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of raw materials at favorable prices. This can lead to cost advantages and 

improved cash flow management, which can be passed on to customers in the 

form of lower prices or better services.  

Lastly, strategic partnerships with brands and banks can influence the intensity of 

competitive rivalry and the threat of substitutes. By forming alliances, companies can 

differentiate their offerings, creating unique value propositions that are difficult for 

competitors to replicate. For example, a partnership with a bank that offers exclusive 

financial products can make a company’s services more attractive compared to rivals 

(Cosma & Pennetta, 2024). Similarly, brand partnerships can lead to co-branded products 

or services, enhancing the company’s appeal and reducing the likelihood that customers 

will switch to substitute products (Rizqulloh & Belgiawan, 2024). 

In conclusion, partnerships with brands and banks can significantly impact the 

competitive landscape as outlined by Porter’s five forces. These alliances can create 

barriers to entry, enhance bargaining power, and reduce competitive rivalry, thereby 

providing a strategic advantage in the market. As businesses look forward, leveraging 

such partnerships could be a key strategy for maintaining competitiveness and driving 

growth.  

Partnerships play a crucial role in the Six Sigma DMAIC (Define, Measure, 

Analyze, Improve, Control) framework by fostering collaboration, sharing expertise, and 

ensuring the successful implementation of improvement initiatives. The DMAIC process 

is designed to enhance quality and efficiency through a structured, data-driven approach 

(Çelik & Karaçizmeli, 2024). Partnerships, whether internal, such as departmental teams 
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partnering to clearly define customer needs and expectations for new skincare products  

or external, bring diverse perspectives and specialized knowledge that can significantly 

enhance each phase of the DMAIC cycle. For instance, participant 1 defined clear 

objectives for their partnerships with banks, such as offering discount and reward options 

for premium products on the bank’s website. Participant 2 mentioned, “measuring 

customer engagement through purchase data to analyze spending patterns related to 

skincare products.” Using the collected data, skincare brands analyze the effectiveness of 

their partnerships. Skincare brands and their bank partners establish control mechanisms 

to continuously monitor the partnership’s performance. Regular reviews and adjusting 

strategies as needed help ensure ongoing alignment with business goals and customer 

needs.  

Conversely, some partnerships are not inherently necessary for the DMAIC 

framework, given that Six Sigma can be successfully executed within a single 

organization with sufficient internal resources and expertise. However, this view 

overlooks the potential benefits of diverse collaboration. By leveraging partnerships, 

organizations can tap into a wider pool of knowledge and experience, which can lead to 

more robust and sustainable improvements. Thus, while partnerships may not be a formal 

requirement of the Six Sigma DMAIC framework, they enhance its effectiveness and the 

overall success of continuous improvement efforts. 

Theme 3: Grants for Funding  

All participants expressed the need to apply for grants for funding to maintain a 

competitive advantage. Some skincare brands do not have the luxury of running their 
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business with massive cash flow. Small business owners must manage their brand for the 

least amount of money until they can make more profits to expand their business (see 

Table 3). 

Table 3 

Coding of Participants’ Responses Related to Grants for Funding 

Theme Participants a Responses b 
Grants for Funding 5 20 

Note. a Number of owners who answered interview questions. b Number of participants’ 

responses linked to the themes. 

In accessing grant funding, the skincare brand leaders concentrated on growing 

the brand to provide quality products with superior ingredients and satisfy the customers 

by making updates in production based on their request to increase brand loyalty. The 

strategy of starting small and gradually building up capital by rigorously pursuing a 

strategy of applying to grants and plowing profits back in the business was common 

among participants.  

Participant 3 explained,  

The challenges with bandwidth to do everything and inventory shortage affect the 

implementation of product programs require applying to grants for funding. The 

grants may help hire part time help, so I can focus on initiatives to increase brand 

loyalty.  

Participant 4 highlighted,  

The challenge of getting capital by applying for grants for conducting clinical 

trials and maintaining perseverance is due to competition in the eczema category. 
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A grant would allow me funding to put towards conducting clinicals to show 

physical results to consumers increase brand trust and brand loyalty. 

Skincare brand leaders must be modest in their spending. Even with a large 

income stream, just a little portion of it goes to the brand executives. Most of the time, 

financial issues plague small enterprises. Brand leaders provided views on using grants 

for funding or hard access to funding.  

Participant 2 stated, “effectively leveraging grant resources may gain a 

competitive edge.” Participant 5 highlighted, “grants provide a valuable resource, for 

example, financial capital, expertise, or networks for brands to increase brand loyalty for 

a competitive advantage.”  

Grants fund research and development, enabling innovation (Besirikli, 2024). 

Unique projects or breakthroughs can differentiate a brand. Grants support high-risk 

endeavors that may lead to disruptive products or services. Grants often come with 

mentorship or collaboration opportunities, enhancing knowledge and skills (Gold et al., 

2024). Receiving grants can positively impact a brand’s reputation, attracting customers 

and partners. Still, skincare brand leaders responded to the need for and applying for 

funding from grants to increase brand loyalty to maintain a competitive advantage. 

Participant 1 stated,  

I highlight what sets my skincare brand apart from competition. Whether it’s 

innovative ingredients, sustainable practices, or targeting a niche market, I make 

sure my brand’s unique value proposition is clear and compelling. I showcase 
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how my brand stands out in a crowded market and how grant funding can further 

enhance our competitive edge. 

Participant 2 mentioned,  

Show how your brand prioritizes customer needs and preferences when applying 

for grants. Discuss any customer-centric innovations or personalized skincare 

solutions your brand offers. Provide evidence of strong customer loyalty and 

satisfaction rates. Explain how the grant will help further innovate and meet 

customer demands more effectively. 

Porter (1985) asserts that the competitive strategy is employed to forge a 

successful and long-lasting position in opposition to the factors influencing industry 

rivalry. Resources, skills, and competences may help to determine what makes it special 

and offers it a competitive edge (Fahy & Smithee, 1999). A tool for figuring out how 

many departments in a business work together and creating strategies to streamline their 

procedures is the Six Sigma value chain model (Sokovic et al., 2010). The participants’ 

responses show how grants may help increase brand loyalty. Participant 1 stated,  

Clearly define the need for funding and the specific projects or initiatives it will 

support. For example, developing a new eco-friendly product line or expanding research 

on innovative skincare ingredients. Identify key stakeholders, including potential grant 

providers, customers, and internal team members. Outline the scope of the project, 

ensuring it aligns with the objectives of potential grants. Participant 3 mentioned, 

Assess the current financial situation, existing funding sources, and previous grant 

applications. Determine key performance indicators (KPIs) that will demonstrate 
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the need for funding and the potential impact of the project. Examples include 

projected market growth, anticipated return on investment (ROI), and 

sustainability metrics such as ethical ingredients sourcing, to packaging 

innovations. 

Participant 5 suggested, 

Conduct a thorough analysis to identify the root causes of funding gaps. 

Determine why previous grant applications were unsuccessful, if applicable. 

Analyze market trends, customer needs, and competitor strategies to build a 

strong case for funding. Highlight unique selling points (USPs) of the skincare 

brand that align with grant criteria. 

Participant 4 commented, 

Create a detailed plan that addresses the findings from the analysis phase. This 

plan should include specific actions to improve the likelihood of securing grants. 

Write a compelling grant proposal that clearly articulates the need for funding, the 

proposed project, and its anticipated impact. Incorporate data and insights gained 

from the measure and analyze phases. Identify and establish partnerships with 

organizations, research institutions, or influencers that can strengthen the grant 

application. 

Grants for funding and the Six Sigma DMAIC framework can be closely related 

in their pursuit of process improvement and operational excellence (Gold et al., 2024). 

The DMAIC framework provides a structured methodology for identifying inefficiencies 

and implementing effective solutions such as identifying specific skincare products or 
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product lines that need improvement and collecting data on product defects, customer 

complaints, and quality metrics, which can be a crucial aspect to provide when applying 

for and utilizing grants (Besirikli, 2024). Participant 1 mentioned,  

Applying to competitive grants, such as ATT | She’s Connected Grand for 

$50,000 in grant funding for women owned small business, are awarded based on 

merit. Brands compete by submitting proposals. They’re ideal for innovative or 

groundbreaking projects such as new skincare products we plan to launch next 

year that will be new to the market.  

Participant 3 stated, “brands associated with positive impact through grants attract 

socially conscious consumers enhancing loyalty.” Participant 4 mentioned,  

Financial entities are grants that can come from banks such as Chase x Digital 

Undivided | Breakthrough Program $5,000 grant for women-owned business or 

Bank of America, government agencies, private foundations, or corporate social 

responsibility programs to put toward ads.  

Participant 5 highlighted, “brands can share grant-funded success stories, 

reinforcing their values enhancing brand loyalty.” However, while the DMAIC 

framework focuses on internal process enhancements, grants for funding are external 

financial resources aimed at supporting the development and management of products. 

Thus, while they serve different roles, the strategic application of DMAIC can 

significantly enhance the success and impact of grant-funded projects. 

In summary, while grants for funding and the Six Sigma DMAIC process operate 

in distinct domains, they share a structured approach aimed at achieving specific 
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outcomes. Both require careful planning, execution, and evaluation to ensure success and 

sustainability. Besirikli (2024) underscores the importance of these methodologies in 

fostering innovation and continuous improvement across various fields. 

Applications to Professional Practice 

The study results could help current and future brand leaders in the skincare 

industry identify and implement competitive strategies to remain sustainable in their 

market. Based on the study findings, brand leaders can use the most impactful 

competitive strategy in community experiences, such as events where customers can 

learn about skincare routines, product application techniques, and the science behind 

skincare ingredients, to differentiate themselves in the skincare industry. All participants 

identified that providing personal branding to their clientele is a key contributing factor 

for increasing brand loyalty to maintain a competitive advantage. Community experience 

and competitive advantage have been well-researched (Lele, 1997; Verstrepen et al., 

1999). Kuncoro and Suriani (2018) indicated brands acquire competitive advantage 

through their ability in developing a set of main competence such as community 

experience so that they can service their targeted customers better than their competitors.  

Skincare brand leaders can benefit from this study by seeing that the importance 

of community experiences help increase brand loyalty with consumer personalization, 

grants for funding help allocate financial needs to increase competitive advantage, and 

partnerships with banks and brands increase brand awareness, authenticity and trust to 

implement strategies to strengthen their brand loyalty to maintain a competitive 

advantage. Community experiences with product reviews influenced user generated 
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content and the desire for authentic information and grants received used for extra help 

and clinical testing and partnership strategies. This showed the number of engaging 

customers and positive product reviews that helped gain more brand loyalty and gave a 

competitive advantage.  

Implications for Social Change 

A company possesses a competitive advantage if it creates or acquires a set of 

characteristics that gives it an edge over its competitors (Porter, 2008). This study’s 

findings could serve as a reference document for skincare brand leaders to explore and 

utilize strategies to increase brand loyalty to maintain a competitive advantage. The 

consequences for constructive social transformation may have a favorable impact on 

locals’ and communities’ social circumstances. Successful consumer brand loyalty might 

help leaders provide employment opportunities, stimulate creative thinking, and promote 

the economic growth of nearby towns by offering young entrepreneurship initiatives. 

Promising brand ambassadors might help communities achieve economic empowerment. 

The quality of life in local communities may rise because of economic empowerment, 

which may enable individuals to realize their ambitions of financial security and property 

ownership. Leaders in the skincare industry may also put measures into place that boost 

profitability and viability and create long-term jobs.  

Findings from research may help people become financially independent while 

also enabling companies to be competitive and grow in pursuit of their objectives. 

Success for skincare brands may improve communities by reducing unemployment rates, 

raising wages, and creating more job possibilities. Successful skincare brand leaders can 
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improve their living conditions and the community’s lives, reducing the level of poverty 

with job creations (Ribeiro-Soriano, 2017). Small businesses are an essential part of the 

U.S. economy with their financial contribution (Turner & Endres, 2017). The research 

results with strategies to increase brand loyalty can enhance brand knowledge that 

business leaders can implement to maintain a competitive advantage. Competitive 

skincare brands can contribute to the economy, resulting in better communities and 

higher opportunities for their residents. 

Recommendations for Action 

Providing recommendations for research findings helps both aspiring and existing 

researchers improve on the current study phenomena (Tsang, 2014). Three themes were 

identified through semistructured interviews, my analysis of data, and organizational 

documents such as publications in branding magazines and business journals. I have three 

recommendations that could help skincare brand leaders to increase brand loyalty to 

maintain a competitive advantage. The recommendations include (a) community 

experiences, (b) partnerships, and (c) grants for funding as a brand leader. 

The first recommendation is for skincare brand leaders to build community 

experience strategies to help maintain a competitive advantage. The participants’ 

responses indicated that skincare brand leaders who build community experiences, such 

as events where customers can learn about skincare routines, product application 

techniques, and the science behind skincare ingredients, with their clientele create brand 

loyalty. When customers have positive experiences, they are more likely to return for 

future products. The participants indicated how important it is to return customers to the 
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skincare brand. Forming community experiences can build skincare brands customer base 

and differentiate them in a competitive market. 

The second recommendation is for skincare brand leaders to form partnerships. 

All participants indicated that skincare brand leaders should form partnerships with banks 

or brands to maintain a competitive advantage. Partnerships with major banks can be 

through cohorts that offer brand leaders access to capital for product innovation or 

promotion of products. Creating partnerships with other skincare brands or any brand, 

such as a new product both brands can cross promote, helps create more brand awareness 

for other potential consumers. Skincare brand leaders can research banks that offer 

cohorts to apply to and partnering with brands that align with the core values to increase 

brand awareness.  

The third recommendation is grants for funding for skincare brand leaders to 

maintain a competitive advantage. All participants’ responses indicated that skincare 

brand leaders apply for grants for funding. However, the participants’ responses indicated 

getting funding is imperative but not always the easiest to obtain.  

The findings will be disseminated in different ways to ensure both new and 

existing skincare brand leaders have access to the information. I expect to disseminate the 

results of this study through scholarly journals that are free to download to the public. I 

plan to share this study’s findings by presenting them at speaking engagements I am 

invited to. Lastly, I plan on writing about the findings of this study with a small business 

blog. 
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Recommendations for Further Research 

The present study explored how skincare brand leaders increase brand loyalty to 

maintain a competitive advantage. The findings of this case study were based upon the 

knowledge and insight of five skincare brand leaders located in New York City, NY. In 

this study, there were three limitations. One limitation was the participants had personal 

bias related to the ideas of which strategies increase brand loyalty. The second limitation 

was the inability of participants to accurately recall, and articulate strategies may lower 

the quality of the data provided during the interview. Also, the participants did not want 

to provide business plans and brand decks because of competitive advantage concerns. 

One recommendation for further research is mitigating personal bias of the 

participants although it is inherent. Future researchers should do in person interviews for 

direct observations and include collecting multiple data sources that could enhance the 

credibility of findings collected from interviews and secondary data to help mitigate bias 

even though acceptable.  

Another recommendation for further research is improving the participants ability 

to recall and articulate strategies. Having multiple conversations or more than one 

interview to engage in deep conversation might assist in helping participants recall. Also, 

emphasizing the confidentiality of the research, and the usefulness to the industry might 

mitigate protective behaviors so participants provide business plans and brand decks. 

Reflections 

The Doctoral Business Administration study process has been a challenging but 

rewarding personal challenge for me. I went through so many personal changes in my life 
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that I did not know if I would be able to complete this program. While being in this 

program, I moved to another state, changed jobs, and went through financial struggles. I 

was having trouble figuring out how to manage my time to get the schoolwork done. It 

appeared that I would not be able to complete based on my timing. After that, I began to 

comprehend the program, was given a fantastic new committee chair who was an 

amazing leader and utilized the procedure to advance both my academic and personal 

development. I focused on my time management, and as a result, finishing this program 

became attainable. Being a skincare brand leader, I thought that I would know or have an 

idea of the responses from the participants of this study. As I started collecting data, I 

gained more knowledge and understanding about skincare brand leaders’ strategies to 

increase brand loyalty to maintain a competitive advantage. During the semistructured 

interviews with the skincare brand leaders, I listened as they revealed a level of 

information that can help other skincare brand leaders who are struggling with increasing 

brand loyalty to maintain a competitive advantage in their markets. The participants were 

comfortable giving key strategies that gave me a new outlook on owning a skincare 

brand. 

After completing the study, I learned skincare brand leaders have to do more 

branding with community experiences to increase brand loyalty to maintain a competitive 

advantage. It is very important to provide great personal branding as a critical tool to gain 

and keep customers. Also, forming partnerships with banks and other brands helps 

skincare brands to maintain a competitive advantage. Lastly, operating a skincare brand 

with grants for funding could keep the brand at a competitive advantage. All the things I 
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learned in this study were personal because I wanted to know how my skincare brand can 

maintain competitive advantage. By conducting the research on skincare brand leaders, I 

have a coherent understanding of what it takes to increase brand loyalty to maintain a 

competitive advantage. 

Conclusion 

This qualitative multiple case study aimed to understand the strategies some 

skincare brand leaders use to increase brand loyalty and maintain a competitive 

advantage. Skincare brand leaders increase brand loyalty to maintain a competitive 

advantage for economic growth. By using competitive strategies such as providing 

community experiences and partnerships with brands and banks, may help to maintain a 

competitive advantage. The conceptual framework presented in this study, known as 

Porter’s five forces and Six Sigma DMAIC, was used to explain what skincare brand 

leaders do to maintain a competitive advantage. 

Audio recorded semistructured, interviews and reviews of brand documents were 

used to collect data from five skincare brand leaders in New York City, New York. Three 

themes emerged from the data: community experiences, partnerships, and grants for 

funding. The findings indicated that skincare brand leaders may use these three 

successful brand loyalty strategies to maintain a competitive advantage. When skincare 

brand leaders can differentiate themselves to remain in a competitive industry, they may 

reduce poverty rates, boost community development, and provide jobs to support the 

economic stability of the surrounding areas. The findings suggested there are additional 

opportunities such as community experiences providing user-generated content, 
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partnerships with brands and banks, and grant funding opportunities to increase brand 

loyalty to help other skincare brand leaders maintain a competitive advantage. 
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Appendix: Interview Protocol Form 

Interviewee:  (Insert name of interviewee)                                      Date of 

Interview:_________  

Researcher: Tracey Hicks-Kearse                                                      Interview Site: Zoom  

Demographic Questions  

The first few questions provide demographic information and will set the tone for the 

main interview.  

1. How long have you been a leader of the skincare brand?  

2. To what extent does competition exist within the beauty and cosmetics industry? 

3. In what ways has your organization implemented tactics aimed at fostering brand loyalty 

as a means of sustaining a competitive edge? 

Time/Length of Interview: _________________________  

Before the interview begins, remember to greet and introduce yourself to the interviewer.  

“I am conducting a research study to identify strategies skincare brand leaders use to 

increase brand loyalty to maintain a competitive advantage. Thank you for reviewing and 

signing the informed consent form, which provides details about the study, 

confidentiality, and factors associated with your participation in the study. Please 

remember, throughout the study and its subsequent findings, your identity will remain 

confidential. If at any time you want to leave the study, you are free to do so. If you have 

any questions, please feel free to ask them now or contact my chair or me using the 

information on the informed consent form.”  

Interview Questions:     
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1. What strategies do you use to increase brand loyalty to maintain a competitive 

advantage? 

2. How did you address the key challenges to increase brand loyalty to maintain a 

competitive advantage? 

3. How has your organization used strategies to increase brand loyalty to maintain a 

competitive advantage? 

4. How have you measured the effectiveness of your strategies used to increase brand 

loyalty to maintain a competitive advantage? 

5. What were your key barriers to implementing your strategies to increase brand loyalty to 

maintain a competitive advantage?  

6. What other strategies could you add about increasing brand loyalty to maintain a 

competitive advantage?  
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