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Research Problem: In this study, the authors will be investigating the Swedish cosmetics 
company Oriflame, which is operating quite successfully in an international market. Since the 
cosmetics market is a very competitive one that requires constant improvement, the authors have 
been asking themselves what it really is that makes Oriflame to such a successful company. 

Research question: What influence has Oriflame’s management style, marketing tools and their 
product offering had on the company’s success? 

Research Method: This is a case study about Oriflame, based on primary and secondary data: 
which is collected through personal interviews and other secondary sources such as articles, 
books and the internet.  

Theoretical framework: Theories were taken from books, articles and the internet which are 
related to Hofstede’s business culture, product mix, marketing tools amongst others.  

Empiricism: A couple of interviews were arranged with Johan Rosenberg, the vice president of 
Oriflame Sweden, one was a face to face interview and the other was arranged through the 
telephone. 

Conclusion: Oriflame is successful due to the unique product offering which is concerned with 
the prior needs of today’s society and the growing need in reducing the waste material, energy 
saving in our environment. They market their products through direct selling where customers 
can test and recognize the effectiveness of the product, with good customer service. To provide 
that service they train and educate their employees to respond to the customers need and being 
able to help them with their given problem. 
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1 
Introduction 

 

______________________________________________________________________________ 

In this introduction, the readers will be provided with an insight in the research area of this 
study. It starts with a problem background, which is followed by problem discussion, and 
amongst others the research question and the purpose of this paper are presented. 

______________________________________________________________________________ 

1.1 Problem Background 
The cosmetic market has grown over the last 15 years on average by + 4, 5 %. This market has 
shown the ability to achieve sustainable growth but also the capacity for resilience in unfavorable 
economic conditions. But to easier understand the cosmetic market we could divide it into five 
main business segments known as: skincare, hair care, make-up, fragrances and toiletries. These 
five business segments are all part of the cosmetic market but they all specializes within a certain 
field of the cosmetic market. A good way for businesses to compete in the cosmetic market is to 
provide a different product line than their competitors. If given an example, the first company, 
company A is in the cosmetic market selling make-up, at the same time another company, 
company B in the same area also running in the cosmetic market but specializes in skin-care are 
seen as direct competitors. Although that's the case, they both complement each other in order to 
meet their customer’s needs. Within the cosmetic market the customers require and demand the 
diversity. In these different categories, the products are intended to meet everyday hygiene, 
comfort and beauty purposes of their customers. Cosmetic products are a way of building up 
their customer’s self-confidence and achieving their self-fulfillment. Because each and every one 
of us is striving for constant beauty, new times call for new cosmetic innovation, staying forever 
young, always being at your best. It could be seen as an obsession in some parts, especially in the 
Western Europe where the mass-market for the cosmetic market has grown by a whole 7,9 % 
just by 2008 alone. To what extremes are people willing to go in order to stay beautiful, beauty 
surgeries and plastic operations, constant cosmetic care, the market for cosmetics is indeed very 
bright and it grows in a quick pace. One of the highest recorded products within cosmetic care is 
foundation, especially used among Chinese women who prefer smooth texture, originally 
founded in the North America. (Reveal-thegame, 2010) 

Although there is a growth in the cosmetic market, it is still a very competitive market, where the 
success of any given cosmetic company relies on their research made. In the cosmetic business 
you have to be innovative, develop new products and new formulations which respond to the 
customers’ demands. Consumers nowadays are looking for new solutions and more efficient 
products to meet their needs, suit their lifestyle and fulfill their desires. In order to stay 
competitive, manufacturers always have to innovate new ingredients, utilize existing ingredients 
in new applications, and continue to create products. (Colipa, 2010a)  

As from the new millennium people have gotten more concerned with the environment, which 
could be seen as the new trend. People now expect to get cosmetic products that not only smell  
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good, but that also are easy to use and give results most importantly. That is why it is more 
important than ever for cosmetic manufacturers to innovate new products not only based on high 
quality and safety but also on effectiveness. (Colipa, 2010b) 

As technology and science has evolved throughout the years, so has the demands of our 
customers, they want the best. This means they expect something unique, having a wider choice 
of selection and constantly improved products. That is why manufacturers strive to innovate and 
create new products by discovering new ingredients and utilizing existing ingredients in new 
applications. (Colipa, 2010c) The fact that the cosmetic market is a highly competitive one, it 
requires companies that operate in that market to be different than its competitors. Moreover, the 
consumers are becoming more and more sophisticated, demanding for better products. This 
forces companies to constantly innovate new products that will meet the consumers’ needs. 
Based on these requirements it is interesting to see how a cosmetic company manages to succeed 
in such a highly competitive and demanding industry. 

1.2 Problem discussion 
The cosmetic market is clearly highly competitive and requires constant innovation and 
upgrading of products, it is challenging for a company to gain a competitive advantage in the 
market. Being able to manage a company internally is very important. The internal business 
environment will have an effect on overall company performance. A poor work environment can 
result in dissatisfied employees who are less productive than they could be. Also more 
empowered employees will be more encouraged to perform well. The entire corporate culture 
will determine how the business functions. Empowered employees and decentralized 
organizations will allow communication to flow better with faster and more flexible decision 
making. This will affect the overall company performance and thus is an important factor to 
consider. (Jones, 2007, p. 117-128; p. 187-193) 

According to Tomlinson (2002) as cited in Kotler and Keller (2006, p. 6), marketing is used in 
order to create, communicate, and deliver value to customers. This means that marketing is 
essential to a company in order to reach its target market and to make them aware of their 
product offering. In managing; to market ones products and reach the target market will 
contribute to the company’s overall success. As for the product offering, Argawal (2008, p. 352) 
states that a product is the “most powerful competitive tool”. A product that is offered by a 
company might determine a firm’s competitive strategy. This means that if a product is unique 
and different from others in the market the company can gain a competitive advantage. All this 
indicates that the product offering of a company is very important and that the right product 
offering will be able to satisfy the customer’s needs. Satisfied customers are crucial to a 
company because they eventually turn into loyal customers, which will increase company’s sales 
and ultimately its success. 

It has been established that being able to manage the company internally, use effective 
marketing, and offer unique products is crucial to any business because it will determine a 
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company’s success. However, every company manages these factors differently and not every 
company is able to become successful. Given that Oriflame is a long established business with 
operations worldwide, it is seen as a successful company. Oriflame, like any other business, 
deals with managing its operations internally; using effective marketing to reach its target 
market; and as a consumer good company, having the right product offering to satisfy customer 
needs. This can be challenging for any company and if these factors are not managed in the right 
way, then a company will not be able to gain a competitive advantage in the market. Based on 
this, it is important to investigate the following factors: 

• Management approach 
• Marketing approach 
• Product offering 

These three aspects would work as a guideline in this field study, by providing some insight on 
what Oriflame is doing right within these three aspects and what they might improve for the 
future.  

1.3 Problem specification 
The problem discussion has shown that management approach, marketing approach, and product 
offering are important factors that determine a company’s success. Managing these factors right 
will gain a company competitive advantage. The fact that Oriflame is a successful company 
indicates that they are able to manage these factors well, but is has not been shown how these 
factors contributed to their success. That is why the following research question was developed 
for this study:  

What influence has Oriflame’s management style, marketing tools and their product offering had 
on the company’s success? 

Looking deeper into the company’s operations will help the authors to get an insight of what 
makes Oriflame to a successful company. 

1.4 Purpose 
The purpose of this research is to find out what the critical success factors of Oriflame are. Based 
on the author’s interpretation, that the chosen aspects management approach, marketing 
approach and product offering, are the key factors that determine the failure and success of any 
company, the study will be focusing on them in order to be able to determine why Oriflame 
operates so successfully in such a highly competitive market.  

1.5 Delimitations 
Due to the time limitations and non accessible sources, the field study will be based on Oriflame, 
with its headquarters located in Stockholm. This way it is easier for the authors to access 
necessary information and set an appointment with responsible managers for an interview that 
will be conducted. Furthermore, the thesis will be based on the information from the managerial 
point of view, since the authors will not be able to access any information from the employees’ 
point of view. 
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1.6 Target Group 
The main target group for this case study is the Swedish cosmetic company Oriflame, but also 
other cosmetic companies who are either entering or operating within the cosmetic market. The 
case study should work as a guideline for these and other businesses in order for them to become 
successful. Businesses need to understand the importance of the Management approach, 
Marketing approach and Product offering, and thus be able to use them successfully in practice.  

1.7 Reference system 
The two most known ways of referencing are the Harvard system and the Oxford system. The 
reference system used in this paper will be the Harvard system where citations will be embedded 
in the paragraph taken from another author whose idea it was originated from, instead of 
referencing it within a footnote, as it is in the Oxford referencing system. 

 

1.8 Definitions  
 

 
Success factors 

It’s what determines what made a business 
successful, e.g., their way of marketing their 
products 

 
Management approach 

Deals with internal communication, how a 
company communicates internally with its 
employees and how they manage the company. 

 
Marketing approach 

It’s the external communication a business has 
with its customers by using different 
marketing tools and channels. 

 
 

Product offering 

The product range a company offers and 
everything that is related to the product, such as its 
packaging, manufacturing, R&D etc. 

 
Cosmetics 

There are divisions within the cosmetics 
market: skincare, hair care, make-up, 
fragrances and toiletries 
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References &    
Appendix

• References are stated to provide sources that this work is based on. 
• Appendixes are found at the back for further reading of this case study

Chapter 1  
Introduction

• In the introduction you are introduced to the problem in question and the topic of 
investigation

Chapter 2  
Research 

model

•Research model is presented, which describes the process of this thesis and an understanding of 
the underlying theme of this case study. 

Chapter 3 
Methodology

• Described the procedure of the thesis how it was composed and how the  data was 
collected

Chapter 4 
Background

•Provides the background information on Oriflame

Chapter 5 
Theoretical 
framework

• Theoretical models are presented supported with the appropriate theories related to 
our case study.

Chapter 6 
Empirical 
findings

• Empirical investigation is based on the information that we got from the interviews 
conducted with the representatives of Oriflame.

Chapter 7 
Analysis

• Here the empirical results are analysed and compared to the theoretical framwork of 
this case study.

Chapter 8 
Conclusion

• Conclusion is provided to give the definite result achieved.

Chapter 9 
References

• Refence list provides all the sources used in the thesis 

 

1.9 Chapter overview 
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2 
Research model 

______________________________________________________________________________ 

The research model shows the purpose of the paper and the steps in which it takes to reach a 
conclusion. The model gives an overview of the whole thesis and the problem area which is 
investigated. 

______________________________________________________________________________ 

 

Figure 1: Research model (own illustration) 

With the help of a research model, the authors can show how the research should be conducted in 
a clear way for all readers to understand. This model starts with the Background of the cosmetics 
market. Here, the authors will present relevant information about the cosmetic market and what 
are the difficulties with succeeding in the cosmetic market. Furthermore, the authors will then 
present company information on Oriflame, which will give more insight of what the company is 
all about and how it functions. Moreover, there are three factors that the authors have chosen to 
be investigated for this research. Those factors are management approach, where the authors will 
be focusing on internal matters including management style and business culture; marketing 

Background of Cosmetic 
k  

Oriflame- Company 
i f i  

Factors to be investigated 

Empirical Investigation 

Analysis 

Conclusion- How have these 
aspects contributed to 

  

Management 
approach 

Marketing 
approach 

Product 
offering 
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approach, where authors will be investigating how Oriflame markets its products with emphasis 
on direct selling; and product offering, where authors will be focusing on Oriflame’s products, 
namely its product philosophy including branding and packaging. These chosen factors will be 
investigated and supported by an empirical investigation, where interviews will be conducted 
with the Vice President of Oriflame to get more information on that matter. Based on the primary 
and secondary data that the authors will collect, an analysis can be made. After analyzing the 
secondary and primary data, the authors will be able to come to a conclusion, which will be 
reflected on their research question, namely how management approach, marketing approach, 
and product offering contributed Oriflame’s success. 
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3 
Methodology 

______________________________________________________________________________ 

In this chapter, the authors will provide the reader with information about how the study was 
conducted. A motivation will be given of what methods in gathering data have been used, what 
theories have been chosen for this research and how the interview for this study has been 
conducted.  

______________________________________________________________________________ 

3.1 Choice of Topic 
The cosmetic market is highly competitive and it is difficult for companies to obtain competitive 
advantage in the market. It can be challenging for companies to differentiate themselves from 
others. Managing the company internally, applying effective marketing strategies, and having a 
unique product offering are essential to become successful, although not every company 
manages to do so. Oriflame is a successful company so it is of great interest to investigate how 
these aspects contributed to their success. According to Fisher (2010, p. 33) a topic should be 
interesting for the person who is writing the report as well as an external audience. Furthermore, 
the access of data and resources are considered to be important factors when choosing a topic 
(Fisher, 2010, p. 34).  

3.2 Choice of organization 
The company that the authors have chosen for this research is the Swedish cosmetic company 
Oriflame. It is a Swedish company that sells cosmetics to its customers. The company has a 
product offering which is supported by a unique product philosophy and it is mainly involved in 
direct sales. This seems to be working quite well for the company and, thus, it is of the authors’ 
interest to investigate how they managed to become successful in such a highly competitive 
industry.  

3.3 Choice of theory  
The fundamental theories in this research are based on the three aspects that the authors think are 
determinants of a company’s success. The management approach includes management style and 
business culture where the authors used Hofstede to gain a deeper understanding of how a 
company functions internally. The marketing approach includes various marketing strategies that 
a company can make use of. In this research the authors are mainly focusing on direct selling, 
catalogue marketing, and online marketing. These aspects were the most relevant for the problem 
and company being studied and that is why they are the focus. As for product offering, the 
authors will look closer into branding, packaging, and product philosophy. All this will help the 
authors to obtain a deeper understanding of the area being investigated and to be able to answer 
the research question in the end.  
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3.4 Choice of research method 
In the following section, the authors provide an insight of how this thesis was conducted. 
Furthermore, the reasons of why certain methods have been chosen are explained. It will be 
discussed the deductive approach, qualitative approach. 

3.4.1 Deductive approach  
In this research the authors applied a deductive approach. According to Merriam (1998, p. 26) a 
deductive approach is an approach where theory is tested. This means that the researcher has the 
ability to apply existing theories in order to investigate if they act in accordance with the adopted 
theories. The authors chose existing theories from literatures that were relevant to the topic being 
researched. Here, the researchers chose to look at the management approach, marketing approach 
and product offering and what existing theories are telling about these. Based on that, the authors 
investigated Oriflame on these factors to see how these are applied by the company. This way it 
can be stated that the existing theory has been tested on hand of the chosen company Oriflame 
and thus it can be concluded that this research is based on a deductive approach.    

3.4.2 Qualitative method 
In this research the authors chose to use a qualitative method. According to Ghauri (2004) cited 
in Ghauri and Gronhaug (2010, p. 105) a qualitative research is applied if one wants to 
understand a phenomenon that only little is known about or a person’s experience and behavior. 
Strauss and Corbin (1990) as cited in Ghauri and Gronhaug (2010, p. 106) state that a qualitative 
method is suitable if one wants to study organizations, groups, and individuals. Usually a 
qualitative method includes observations, interviews, documents and texts but also the 
researcher’s impressions and reactions (Myers, 2009). With choosing a qualitative method, the 
authors are able to gather deeper and more accurate information on the investigated company 
Oriflame. Since the authors are focusing on one company only, more time and effort can be put 
into gathering first-hand and valuable data regarding the company’s beliefs and attitudes. In 
order to investigate Oriflame thoroughly, the information gathered is based on interviews but 
also on secondary data. The authors see that a qualitative approach is better applied in this study 
than a quantitative one, since no comparison is made between different companies which might 
require quantitative analysis, but rather specific data and statistical data is used in this research 
which support the decision of using a qualitative method.  

3.5 Data collection 
The authors have gathered both primary and secondary data for this research. Using both forms 
of data will increase the reliability of the information and also generate and contribute more 
information to the analysis. 

3.5.1 Secondary data 
According to Ghauri and Gronhaug (2010, p. 90) secondary data is information that has been 
collected by others for a purpose that might be different from one’s own purpose. Fisher (2010) 
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states, that there are four groups of secondary sources; namely books, journals, the World Wide 
Web, and dissertations. In this study, the authors focus on three sources namely books, databases 
like Google Books, and the World Wide Web. The first source of secondary data that is used, are 
literature books. The authors have used different books that were used throughout the authors’ 
studies at Mälardalens University. The other source of information comes from the database 
Google Books where the authors could search for more available books regarding their research 
topic. The third source of information comes from the World Wide Web, where the company’s 
homepage but also other external websites have been used. Authors have collected information 
on the company’s history, beliefs and values, product offering and philosophy, but also statistical 
data. The company’s annual report has been used to get a deeper understanding of the 
background and the functioning of the company. The search engine Google has been mainly 
used to get further external information on theoretical frameworks that have been applied in this 
research. 

 
3.5.2 Primary data 
According to Ghauri and Gronhaug (2010, p. 99) primary data is information that is gathered by 
the researcher and that is relevant to the research question. Primary data will include 
observations, experiments, surveys, and interviews. The primary data was collected through 
semi-structured interviews. “Traditionally, a distinction is drawn between two types of 
interviews: unstructured and semi-structured. In an unstructured interview, the interviewer 
defines a general subject area or theme without intervening to direct the subject’s remarks. In a 
semi-structured interview, the researcher applied the same principles, except that a structured 
guide allows the researcher to broach a series of subject areas defined in advance”. (Thietart, 
2001, pp. 180-181) In this research the authors have conducted semi-structured interviews since 
specific questions have been defined before the interview so that the interviewee but also the 
interviewer has some guidance of what subject wants to be investigated. Since the company was 
within a distance that was reachable, the authors were open to a face-to-face interview. Due to 
time limitations from the interviewee the authors conducted one interview over the phone and the 
second one in a face-to-face meeting.  

3.5.2.1 The Aim of the interviews 
The research problem is what the critical success factors of Oriflame are. Since the authors were 
interested in three main areas, such as Management style, Marketing approach, and Product 
offering, the interview was a tool to get deeper, first-hand information on how the company 
manages these areas. With the help of the interview, the authors expected to get up-to-date and 
accurate company information in order to ensure the validity and reliability of the information 
used for later analysis. 
 
3.5.2.2 Composing the questions for semi-structured interview through the phone  
Before composing the questions for an interview, the authors have first done research about the 
company to get some background knowledge of the company. The questions for the interview 
were built upon the area being investigated. The questions for the phone interview were 
composed to get more insight information on the company of how it works and how it manages 
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its operations. The questions composed were relevant to the research and since they were 
directed to the vice president of the company, which has deeper knowledge about all areas within 
the company, the questions were not too difficult for the interviewee to answer. Moreover, the 
questions were composed in English and also the interview was done in English since it was 
easier for the interviewers to do it in English than in Swedish, but which was no problem for the 
interviewee since it is an international company and contact in English is rather common. 
 

3.5.2.3 Contact the interviewee 
For the interviews, the authors tried to get in contact with a person with higher responsibility 
because that way the authors would get necessary and accurate information for this research. 
First, a visit to Oriflame’s headquarters in Stockholm was made in order to try to find the right 
person for an interview. The authors were not able to get an interview with any person that has 
higher responsibility, the same day they visited the company’s headquarters, since people with 
higher positions had to be booked for an interview in advance. After making several attempts to 
get in contact with a person that would be able to correspond to the authors’ questions, the 
authors managed to get in contact with the vice president’s secretary which made it possible for 
the authors to get in personal contact with him for an interview through the phone. The authors 
were able to speak with Johan Rosenberg, the vice president of Oriflame, in order to do an 
interview over the phone. The interview lasted for approximately half an hour. All members 
were participating at that interview thanks to speaker phone that allowed all members to make 
notes, allowing that no information was left out. Since Johan Rosenberg was a man with great 
responsibility, he was able to answer all the questions from the interview. The answers that the 
authors were given were helpful for further research in this study. 
 

3.5.2.4 Composing the questions for a semi-structured face-to-face interview 
After evaluating the information from the first interview it became clear to the authors that there 
is still relevant information missing for the case study to be able to be completed. That is why 
another attempt was made to get in contact with Johan Rosenberg in order to make an 
appointment for a face-to-face interview. The questions for the second interview were composed 
in order to get more information on what marketing tools the company uses but also what 
specific product offering the company has. The second interview was also a semi-structured 
interview, where the authors prepared questions beforehand, so that the subject to be investigated 
was clear to the interviewee but also the interviewer. At the second interview communication 
was easier since it was a face-to-face meeting. Also in this particular interview, the questions 
were appropriate for somebody in a position as vice president of the company and, thus, were not 
difficult to answer. The answers from the interview were helpful to the authors in order to 
complete the research. 
 

3.5.2.5  Contacting the interviewee 
In order to set an appointment with Johan Rosenberg for a face-to-face interview, another 
attempt had to be made to get in contact with him. This time, reaching Johan Rosenberg was 
much easier since contact was already made and contact information was available to the authors 
from the previous interview. Through a phone call a time and date has been set for the face-to-
face interview. All members were participating in the interview. The interview was not tape 
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recorded, but instead notes were taken, which may restrain the authors of absorbing all relevant 
information, but the authors made a very best attempt to absorb as much information as possible.  
The answers to the questions were helpful in order to be able to answer the research question of 
this study.  

  



What influence has Oriflame’s management style, marketing tools and their product offering had on the 
company’s success? 

 

13 | P a g e  
 

4  
Background of Oriflame cosmetics 

______________________________________________________________________________ 

This chapter will provide the reader with some background information on Oriflame. This will 
help the reader to get an insight on what the company is about and how it functions. 

______________________________________________________________________________ 

4.1 Cosmetic market 
According to Oriflame (2009, p. 3) cosmetics and direct sales is a powerful combination. It is 
said that the cosmetics industry is one of the fastest growing sectors of consumer products. The 
direct sales industry accounts for 31 per cent of total global sales and it is said that the cosmetic 
industry is the most important sector for that industry. Oriflame, with being a company that sell 
direct, is not only competing with major cosmetic manufacturers but also with other companies 
that sell direct. The company competes not only for end-consumers but also for sales consultants. 
Some of the largest manufacturers that Oriflame competes against are Proctor & Gamble, 
L’Oreal, Beiersdorf, and Unilever. Large direct selling companies that Oriflame competes 
against are Avon and Mary Kay.    

4.2 Oriflame overview 
In the following section, the authors will give an overview of the company Oriflame including its 
history, strategy, product offering, core values, its markets and some sales figures. 

4.2.1 Brief History 
Oriflame is a Swedish cosmetics company that was founded in 1967 by two brothers, Jonas and 
Robert af Jochnik and their friend Bengt Hellsten. The main idea is to give people the 
“opportunity to benefit from good skin care and attractive cosmetics”. As the world associates 
Sweden with natural beauty, the brothers wanted their products to be inspired by this view. They 
wanted to avoid of having a chain of shops, so they decided to bring the “retail operations into 
the homes of Swedish consumers”. All over the country sales consultants were available and 
Oriflame tells that all of them had the “heart and ambition of an entrepreneur”. The consultants 
became the products delivered to their homes and their friends, family, colleagues, and neighbors 
would be part of their network of potential customers. In today’s market, Oriflame is one of the 
fastest growing international beauty companies, which sells its products directly to more than 60 
countries in the world. (Oriflame, 2010, p. 3)  

4.2.2 Business Strategy 
There are seven key point in which Oriflame’s business strategy is reflected:  

1. Joining Oriflame is easy and does not involve any risks, since the company has low 
entrance fee, they offer credits and there is no stock required.  
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2. Employees are offered a wide portfolio of products which the company refers to as 

“Swedish, natural, innovative, high-quality, beauty products at affordable prices”. 
3. The employees are given catalogues with new products, which the company identifies 

as “frequent, dynamic, and attractive”. 
4. A flexible and reliable ordering, delivery and payment system is offered to the 

employees.  
5. The company will give employees the opportunity to personal growth and 

development through the Oriflame academy and SARPIO (Sales and recruitment 
process in Oriflame) at no additional cost.  

6. The company offers unlimited earning and career opportunities.  
7. Everybody working at Oriflame can enjoy a direct selling company with a “human 

touch and a sense of belonging to a friendly, energetic, and fun global community”. 
(Oriflame, 2010, p.3) 

4.2.3 Product offering 
The product offering of Oriflame results from skin care and cosmetics expertise for over 40 
years. The company wants to combine the “wisdom of nature with the best of science”. Oriflame 
offers a wide range of products within the categories of Skin Care, Color Cosmetics, Fragrances, 
Personal & Hair Care, and Accessories (shown in table 1 below). Oriflame’s product offering is 
based on three main principles: 

• Assured product performance at value for money 
• High purity ingredients and strict manufacturing standards 
• High ethical standards and stringent environmental policies (Oriflame, 2009, p. 5) 

 
Skin care 

• Facial moisturizers 
• Anti aging cream 
• Hand and body cream 

 

Fragrance 
• Men/Women 
• Home fragrance 

 
 

Accessories 
• Belts 
• Sunglasses 
• Hair brushes 

 

Color cosmetics 
• Powders 
• Mascara 
• Eye shadows 

 
Personal and hair care 

• Bath and shower 
• Deodorant 
• Oral hygiene 

 

Wellness 
• Vitamins 

 

            Table 1: Product range (Oriflame, 2009) 
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4.2.4 Core values 
There are three core values at Oriflame which are 1) Togetherness; meaning that people who 
work together and share the same goals can achieve greater results. They can help and motivate 
each other, which is more rewarding than doing it alone. This is reflected in the company in the 
sense that the consultants, leaders and company all work as one team together and that people are 
encouraged to speak their mind. 2) Spirit; meaning that the people have a winning attitude and 
never give up. They are committed to do what it takes to succeed. This is reflected in the 
company by having a ´´can-do´´ spirit and take on challenges, by being entrepreneurial- acting 
upon opportunities and risks, and by being professional and believing in constant learning and 
development. 3) Passion; meaning that people who are passionate can change the world. They 
love what they do and believe that they can make a difference. This is reflected in the company 
by being passionate about their products, by being passionate about the Oriflame Opportunity- 
helping to fulfill dreams and by acting as a Centre of positive Energy. (Oriflame Code of 
Conduct, 2009, p. 4) 

The basic five operating principles Oriflame is living by are 1) to respect people, 2) focus on 
customers, 3) demand quality, 4) seek simplicity and 5) cost efficiency and pursue long-term 
growth. (Oriflame Code of Conduct, 2009, p. 4) 

4.2.5 Oriflame’s markets 
Oriflame is operating in 62 countries of which 13 are franchises (Oriflame, 2009, p. 6). A 
franchise is the right granted to an individual or group to market a company’s goods or services 
within a certain territory or location (Kotler and Keller, 2006, p.676). The most important market 
is located in Eastern Europe, the CIS & the Baltics, since they make up 56% of their sales. 
Furthermore, there is the EMEA, which make up 30% of their sales; followed by Asia with 9% 
of their sales and Latin America with 5% of their sales. (Oriflame, 2009, p. 6) 
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Figure 2: Oriflame´s market sales (Oriflame, 2009) 
CIS - Commonwealth of Independent States; formed by the Russian Federation and Ukraine in 1991.                                                                                                            
EMEA – Europe, Middle East and Africa  

In 2009, the market for cosmetics, personal and hair care increased by 3, 7 per cent which is 
valued to about 249, 7 billion EUR. Due to the global recession that year, many key markets of 
Oriflame had weak market growth. Nevertheless, compared to other products, cosmetics seem to 
be more resistant to economic downturns. The market in Russia increased by 5, 3 per cent which 
is valued at about 7, 6 billion EUR, while Turkey increased by 9, 3 per cent. Among the best 
performing markets was Asia with a growth in India by 12, 3 per cent and a growth in China by 
8, 7 per cent. By being the largest or second largest company that sells direct, Oriflame has a 
leading position in most of the markets in Central and Eastern Europe. The cosmetic market is 
expected to grow in the future. It is forecasted that the global market for toiletries and fragrances 
grow by 2, 7 per cent annually. The fastest growing product category is expected to be skin care 
with an increase of 6, 1 per cent annually. (Oriflame, 2009, p. 32) 

4.2.6 Sales figures 
The table below shows some more detailed information about Oriflame´s sales (in Euro millions) 
in different regions during the last 4 years: 
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Regional sales 2006 2007 2008 2009 2010 

Euro million           

CIS & Baltics 496.5 613.1 759.1 725.0 861.0 

Europe, Middle East & Africa (EMEA) 314.1 358.3 390.3 395.4 407.9 

Latin America 40.0 49.1 58.5 62.5 84.1 

Asia 43.7 62.2 82.4 112.9 143.6 

Other 23.6 26.7 29.4 20.7 17.0 

Group 917.9 1,109.4 1,319.7 1,316.6 1,513.6 
Table 2: Oriflame’s regional sales (Oriflame, 2009) 

 
As seen on the graph above most of Oriflame’s sales go to the CIS countries and the Baltics. 
Although Europe is their original market, there is a larger demand for the cosmetics products in 
the Baltic countries. 

 

 

 

 

 

 

 

Figure 3: Sales by product category (Oriflame, 2009) 

In figure 3, Oriflame’s sales by product are listed for year 2009. As shown in the figure, the 
majority of Oriflame’s sales are color cosmetics and skin care, both with 25% of all their sales. 
Then they sell 20% of their personal and hair care products, followed by fragrances and 
accessories and wellness by 19% respectively 11%. (Oriflame, 2009, p. 6) 
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5 
Theoretical framework 

______________________________________________________________________________ 

In the following chapter, the authors will present relevant theoretical frameworks for this research and 
which are beneficial for further analysis in the later chapter.   

____________________________________________________________________________________ 

5.1 Management approach 
The management approach explains the values of a company, whether they believe in high or 
low power distance, what their attitude is towards risks etc. The management approach of a 
company reflects on how they operate internally, how the power is distributed throughout the 
company but it also reflects the culture of the business. A good way of understanding what 
management approach is, is by looking at Geert Hofstede’s five cultural dimensions. But before 
looking deeper into Hofstede’s dimensions one would first have to understand what business 
culture is. 

5.1.1 Business Culture 
When talking about culture it becomes obvious that culture is what makes the Japanese, 
Japanese; the Americans, American; and the Brazilians, Brazilian. According to Geert Hofstede, 
culture is a software of the mind, which dictates patterns of group behavior and communication 
(Hofstede). Culture is nothing that one is born with, but it is a learned behavior that can be 
changed. A more formal definition is that culture is a set of learned core values, beliefs, 
standards, knowledge, morals, laws, and behaviors shared by individuals and societies that 
determines how an individual acts, feels and views oneself and others. A society’s culture is 
passed from generation to generation, and aspects such as language, religion, customs and laws 
are interrelated- that is, a society´s view of authority, morals and ethics will eventually manifest 
itself in how an individual does business, negotiates a contract or deal with a potential business 
relationship (Hofstede G., 2001, p.24-31). 

Organizational culture is a set of shared values and norms that control organizational member’s 
interactions with each other and with suppliers, customers, and other people outside the 
organization. Organizational culture controls the way members make decisions, the way they 
interpret and manage the organization’s environment, what they do with the information and how 
they behave (Jones, 2007, p. 177). A strong organizational culture can be the factor that makes 
an organization perform very well as its members are inspired to do their best to work hard in 
order to make goods and services that will improve the welfare of their customers (Jones, 2007, 
p. 181).   

5.1.2 Geert Hofstede’s five cultural dimensions 
There are five cultural dimensions accordingly to Hofstede, they come in great use when one 
wants to measure a countries culture. But to keep in mind that Hofstede’s estimations are not 
based on individuals meaning that every individual is different but the overall countries culture is 
one and the same. (Hofstede G., 2001, p.24-31).)  
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Holfstede mentions five different cultural dimensions: 1) Power distance 2) Individualism 3) 
Masculinity 4) Uncertainty avoidance and 5) Long term orientation. What the authors are 
interested in is to see how these five cultural dimensions by Geert Hofstede affects a business 
and its culture. 

5.1.2.1 Power distance 
In Hofstede’s power distance index it measures the power that is being distributed among 
individuals within an organization. A power distance index is used to measure a countries culture 
when it comes to the inequality of divided power and decision makings of individuals of 
organizations all over the world. For instance the power distance in Sweden is relatively small, 
therefore Sweden belongs to the low power-distance cultures. In a low power-distance culture, 
individual employees will seek a role in decision-making and question decisions and orders in 
which they had no input and additionally will accept more responsibility. Low power-distance 
cultures tend to be individualistic in nature (Hofstede G., 2001, p.79-84). 

Power distance in Sweden is usually distributed amongst individuals accordingly to their 
personal responsibilities that they have within the organization. The status of a specific person is 
of little importance in the Swedish business life. Even managers have the tendency not to show 
off their status within the company which usually creates a nicer working environment between 
the managers and the staff, without the staff having to feel like the manager is superior to them. 
So in many ways the Swedish management style differs from many other countries, also due to 
the fact that in Sweden you usually refer to another person by he’s first name which is not very 
common elsewhere. Although many risks are taken and encouraged, decisions are still highly 
evaluated. The reason for this is to not jeopardize the feeling of consensus in the company, since 
everyone has the right to be heard and give their vote on the matter. There are rarely any heating 
debates on business meetings and criticism has to be presented in a non-personal way. Unlike 
many other countries Sweden favors compromise (Helgesson, 1996, p.54-58) 

Examples of countries with a high power distance where there is a clear role of the manager and 
where staff has less to contribute with are countries such as: Arabic countries and France. 
Germany on the other hand is somewhat in the middle, because they do not have a big gap 
between those who are wealthy and those that are not, instead they believe in the equality of each 
citizen and therefore they have the chance to rise. (clearlycultural.com) 

5.1.2.2 Individualism/Collectivism 
Individualism means that you’re working on your own for yourself and at your best interest. 
Societies such as Great Britain and the United states are examples of countries that emphasis on 
an individualistic working place. Here every individual strives to achieve their own goals, does 
not include his family into his working place because he believes that work and family should be 
kept separate from each other. Because in an individualistic society it is believed that you are 
supposed to hire the right people for the job, people who are competent and not your family or 
friends that might not have the references required for it but get the job because of personal 
reasons. (Hofstede G., 2001, p.209) 
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A collectivist culture on the other hand believes that family and work go hand in hand and that 
these two should work together. Therefore in business cultures like these, the employer often 
hires family and friends for the job rather than at often times someone who might be more 
qualified for the job. Business cultures that emphasize on a collectivist society are often seen in 
Japan were family plays of huge importance. (Helgesson, 1996, p.54-58) 

5.1.2.3 Masculinity/Femininity 
A masculine culture is one that cherishes ambition, career achievements and at often times 
material success. A feminist business culture is a business who values nurturing and long term 
success of the business. A business can have a more masculine focus were its goals would be 
making money, and for individuals in a masculine culture would put an emphasis on cares and 
status. Whilst in a feminine culture the business would lean towards cherishing its business and 
not taking unnecessary risks but to stay stable and secure. Individuals in such a business culture 
often think in the long run and involve themselves in the success of the business. Either or can be 
good for a business but you have to be clear about what you objectives are. (Hofstede G., 2001, 
p.279) 

5.1.2.4 Uncertainty Avoidance 
There are two ways of looking at uncertainty avoidance; either a business has low or high 
uncertainty avoidance. Low uncertainty avoidance means that the company is willing to take 
risks in order to perhaps achieve better results. These businesses is willing to work in situations 
were working procedures have not yet been worked out. These businesses might make uncertain 
investments in for example products that have not yet been tested on the market and seen 
whether they are profitable or not. One example of a low uncertainty avoidance company was 
Sony and Eriksson when they got together to form an even stronger alliance, and they didn’t 
know whether they would succeed, therefore they took a risk. (Hofstede G., 2001, p.145-148) 

On the contrary is the high uncertainty avoidance, were risks are not encouraged and rules and 
standards are followed in the working place to ensure the security of business in the future. 
(Hofstede G., 2001, p.145-148) Countries that put a great weight on high uncertainty avoidance 
are countries like Germany, France amongst others. Whilst United States is a country which 
embraces risks in order to succeed, but it might go the other way as well. (Helgesson, 1996, p.54-
58) 

5.1.2.5 Long-term/short term orientation 
Long term orientation is Hofstede’s fifth and final dimension that he added mainly to compare 
the difference between the East versus West and their different way of thinking. Hofstede 
introduced long term orientation versus a short term orientation to see which countries focused 
on long term and which were leaning towards a more short term orientation. (Hofstede G., 2001, 
p.351-353) 

Long term orientation 

-persistence                                                                                                                                              
-ordering relationships by status and observing them                                                                           
-thrift                                                                                                                                                           
-have a sense of shame 
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These are all aspects of long term orientation. Where persistence is being persistent in everything 
you do never to give up and struggling to achieve that goal. Ordering relationships by status 
refers to categorizing individuals in an organization and giving each and everyone their own task 
to perform, which makes work more efficient and fluent. Thrift is needed for each individual, 
because everyone needs something that will keep them going, a power to drive them towards 
their goal. Sense of shame which every individual should have when they know that they made a 
mistake, refers to the morals of an individual. (Hofstede G., 2001, p.351-353) 

Short term orientation 

-personal steadiness and stability                                                                                                      
-protecting your “face”                                                                                                                                  
-respect or tradition                                                                                                                                            
reciprocation of greetings, favors and gifts 

A short term orientation is more a personal orientation, focusing more on yourself rather than the 
well being of the organization in whole. For example personal steadiness refers to your well 
being, whether financially, whether you are physically capable of the work and so on. Protecting 
yourself by making sure you are not jeopardizing yourself in any way, respecting others and their 
traditions as well as they should respect yours. (Hofstede G., 2001, p.351-353) 

5.2 Marketing approach 
Marketing approach deals with the way a business communicates with its customers externally. 
For communication to flow efficiently a company needs to establish what the best marketing 
channel is for them and through what marketing tools this communication could be achieved. A 
common way which most companies choose to advertise through are billboards, media, 
newspapers and the newest trend in marketing is known as the internet which helps the 
communication flow faster and more effectively. But not every company is suited to use the 
internet, businesses whose main target market is the older audience, may perhaps choose old 
fashion ways of advertising, since many elderly are not familiar with the new fast growing 
technology that the World Wide Web has to offer. Although many companies are pursuing their 
dreams by going global, which allows them to reach a broader target market, some would say 
companies are forgetting about the small people and focusing rather on reaching a mass amount 
of people. Therefore the achievement of loyalty from customers has become such an issue for 
many businesses. How can companies achieve a customer’s loyalty and is that the main priority 
of companies these days? Many companies care for reaching a bigger audience in order to 
manage the hard competition; the internet provides not only a wider scope of advertising but also 
lowers the cost of marketing significantly. Although some prefer the traditional way of 
marketing known as the direct selling, this allows direct interaction with their customers.  

5.2.1 Direct selling 
Multi-level marketing (MLM), also known as network marketing or direct selling, is a marketing 
tool used by companies, where a person joins a company as an independent party in order to 
distribute the company’s products. The person has then the responsibility of selling the  
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company’s products and recruiting new distributors that work under one in ones down line. The 
compensation is based on the sales every individual has made but also based on the sales from 
the distributors within ones down line. (Vitale and Wheeler, 2007, p. 41)  
 
Direct selling is a marketing channel where the distribution of consumer products and services 
takes place through personal, face-to-face sales interactions. This is a marketing strategy that 
moves away from fixed business locations and allows the salesperson interact with its customer 
on a personal level. (Rosenbloom, 1993, p. 1) 
 
When using direct selling as a marketing tool, the salesperson usually identifies customers by 
mail, telephone, the internet, or shopping malls and then set up an appointment. Direct selling 
might involve ‘party planning’, where one customer will act as the host and invite friends and 
coworkers to look at the products and the salesperson can demonstrate the products. Direct 
selling has both advantages and disadvantages. The advantage is that it gives the marketer the 
possibility to demonstrate the products in an environment, usually a customer’s home, where it 
most likely would be used. The direct seller can give personal attention to the customer and the 
product can be presented at a convenient time and location. Nevertheless, there are certain issues 
that arise within Multi-level marketing. These are 1) market saturation, 2) pyramid structure, 3) 
morality and ethics, and 4) relationship issues. (Pride et al., 2009, p. 412). 

5.2.1.1 Market saturation 
A Market is saturated when there is no longer a demand for a certain product. This means that 
the market is not generating any new demand for a firm’s product due to competition, decreased 
need, obsolescence etc. (BusinessDictionary, 2010)  
 
When a market is saturated the product that is offered in the marketplace has been maximized 
and further growth is only possible through product improvements, market share gains or a rise 
in overall consumer demand. (Investopedia, 2010)  
 
Multi-level marketing is based on an ever-expanding network of distributors who sell their 
products to consumers. The problem with multi-level marketing and market saturation is that not 
everybody wants to buy the products that are offered by sales people. A business has to consider 
supply and demand. It is argued that with multi-level marketing, there is more supply than 
demand, meaning that there are far too many sales people that sell the products than people who 
actually want to buy them. This could lead eventually to the failure of a business. 
(Consumerfraudreporting, 2009a)   

5.2.1.2 Pyramid structure 
Multi-level marketing offers the opportunity to become involved in a system for distributing 
products to consumers. A MLM participant has the support of a company that supplies the 
products and sometimes even offers training. As a sales person you sell products to other MLM 
participants. If they are not already members of your company then you sign them up. A sales 
person not only generates income by the sales he/she has made but also by a percentage of the 
income generated by other sales people. (Ward, 2011a)  
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But Multi-level marketing may have the problem with pyramid scheme, which is a fraud based 
on recruiting an increasing number of investors. In a pyramid scheme, new recruits pay a certain 
sum of money to join the “program” and become a distributor of a product or service. They are 
told that they will make money based on the number of new recruits they bring in. The idea is 
that the higher one is on the pyramid the more money one will make. The reality is though, that 
only the originators of the pyramid scheme make money and the rest loses its money when the 
pyramid collapses, which will happen eventually with all pyramid schemes because the recruiters 
at the lower levels will not manage to bring in enough new recruits to support the ones above 
them. (Ward, 2011b)   
 

5.2.1.3 Morality and ethics    
If we ought to talk about morality and ethics, then many times we hear the words materialism 
and greed. Materialism and greed is a universal term, were it does not make a difference what 
religion you’re involved in or whether you’re irreligious, everyone experiences materialism and 
greed. What separates people from each other is due to how far one would go over the moral and 
ethic boundaries for materialism and their greed?  
In multi level marketing moral and ethics reflect a person’s actions taken in order to sell their 
product. Will they cross ethical boundaries to sell their product to their customers. Many people 
choose to sell to close friends and family when working within the direct selling industry. This 
makes it easier to sell the products because it is always harder to turn down a family member, 
and many take advantage of that, which could also ruin family bonds and close friendships. 
(Consumerfraudreporting, 2009b) 

5.2.1.4 Relationship issues 
It is argued that MLMs grow by exploiting people’s relationships. Selling to ones friends, 
neighbors and family is part of building the business. The sales people see that as networking 
while others see it as an abuse of friendship or it is used for selling ones products. Moreover, it is 
said that when sales people want to get people to be signed up as distributors, they get pushy and 
deceptive beyond the boundaries of polite social norms. It is observed that MLMs divide 
families, friends, civic groups etc., where friends become “prospects’ while the neighborhood 
becomes “a market”. (Consumerfraudreporting, 2009c) 

5.2.2 Catalogue marketing 
Direct marketing is the use of telephone, Internet, and non-personal media to communicate 
product and organizational information to customers, who then can buy products via mail, 
telephone, or the internet. (Pride et al., 2009, p.413)  
 
One type of direct marketing is catalogue marketing. Catalogue marketing means an organization 
provides a catalogue from which customers make selections and place orders by mail, telephone, 
or the Internet. The advantages of catalogue marketing are that it is efficient and convenient for 
customers. On the other hand, it is inflexible, provides limited service, and is most effective for 
only a selected set of products. (Pride et al. 2009, p. 413)  
 
The product sales have been increasing due to the convenience of catalogue shopping. The 
product quality is often high, and because consumers can call 24 hours a day or order online,  
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charge purchases to a credit card, and have the merchandise delivered to them within a matter of 
days, has made shopping more convenient than store shopping. (Pride et al., 2009, p. 413) 

5.2.3 Online marketing 
Online marketing is the new form of marketing, where products and services are sold over the 
Internet. Online marketing will most likely include the use of a company’s website to reach its 
target market. This is used to support objectives of acquiring new customers and providing 
services to existing customers that help to develop the customer relationship. (Chaffey, 2006, 
p.9)  
 
Using this marketing approach is becoming more and more important for businesses due to the 
increase in the use of the Internet. The Internet, as a digital technology, that has developed very 
fast over the last few years and it has developed to a mainstream business tool. One quotation 
from Bill Gates about the Internet is: “The Internet is a tidal wave. It will wash over nearly all 
industries drowning those who don’t learn to swim in its waves” With the use of the Internet, 
some businesses were forced to change their business strategies to compete with the new 
business models applied by new pure play operators. The Internet created a new corporate 
culture energized by the real and perceived benefits of new technology. The Internet has created 
new rules that involve greater transparency, cost efficiencies, more consumer power and choice, 
changing strategic alliances and new partnerships. New technologies are facilitating a new global 
marketplace. It increases the desire of innovating new products. Furthermore, it can improve the 
standard of living by creating products and services that provide convenience and pleasure in 
today’s time-starved world. (Gary, 2007, p. 2-3).  
 
The development of the Internet, as a marketing channel and communication tool, has brought 
several of the following benefits to marketers: 

• The Internet can increase an organization’s geographic coverage beyond its traditional 
heartland. 

• New customers can be reached 
• The Internet provides a low cost, effective way of transacting with customers compared 

to traditional selling costs. 
• A site can be open for business all day everyday providing customer convenience. 
• The Internet is a fast and flexible communication tool. 
• Communication can be tailored to customer needs based on account histories and other 

data. (Gary, 2007, p. 10) 

The Internet does not only offer benefits to customers and businesses, but it is also associated 
with problems that a marketer must understand: 

• Customer resistance to change; especially older and disadvantaged people. 
• Public concerns over privacy issues. 
• The Internet sensory boundaries limiting senses like tastes and touch which influence 

buyer decision. 
• Limited web access for low-income groups and those in rural areas. 
• Poor levels of online customer service and fulfillment. 
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• Technology gap between user and provider. (Gary, 2007, p. 11) 

5.3 Product offering 
In the following section, authors will present information on products offering, including product 
philosophy, consumer products, the product mix, and packaging and branding. 

5.3.1 Product philosophy 
Every company that offers products to their customer has a certain product philosophy. A 
product philosophy can be seen as an image or message of what the company’s products should 
be known for. Return policy and packaging of a firm are one of few examples of product 
philosophy. Every business has to have a return policy, meaning that if the buyer isn’t satisfied 
with the product or service offered by the company they can demand either a money back 
guarantee or in exchange of a new product or service (Kotler and Keller, 2006, pp. 393-394) 

Packaging is the process of distributing, storing, selling and using the product. Packaging is only 
relevant for businesses who offer products to their customers; because products can be stored and 
consumed later whilst service companies cannot store their services. Services are goods that are 
purchased and consumed simultaneously. (Kotler and Keller, 2006, pp. 393-394) 

Every business has its own product philosophy so it is hard to state exactly what a product 
philosophy might be because is varies from one business to another. But you could say it is a 
company’s beliefs and values for what they stand and believe in.   

5.3.2 Product mix 
Product line is a group of products that are closely related because they function in a similar 
fashion, are sold to the same customer groups, are marketed through the same types of outlets, or 
fall within given price ranges. (Kotler and Armstrong, 2010, p. 258) An organization has a 
product mix when it has several product lines. A product mix consists of all the product lines and 
items that a certain seller offers for sale. A company’s product mix has four components, which 
are width, length, depth and consistency.  
 
Width: the product mix width refers to the number of different product lines the company carries.  

Length: the product mix length refers to the total number of items the company carries within its 
various product lines.  

Depth: the product mix depth refers to the number of versions offered of each product in the line.  

Consistency: the consistency within the product mix refers to how closely related the various 
product lines are in end use, production requirements, distribution channels, or some other way. 

With help of the product mix, a company can define its product strategy. A company can 
increase its business in four different ways. First, it can widen its product mix by adding new 
product lines. Second, it can lengthen its existing product lines. Third, it can deepen its product 
mix by adding more versions of each product. Finally, it can pursue more product-line 
consistency. (Kotler and Armstrong, 2010, p. 259) 
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5.3.3 Packaging  
Packaging includes all physical objects being packaged and labeled. In today’s society many 
marketers have applied packaging as the fifth P of the four original ones; price, place, promotion 
and product. But packaging and labeling is more considered in theory to belong to product 
strategy within the four existing P’s. (Kotler and Keller, 2006, p.393). 

If we ought to define the meaning of packaging it would be “all the activities of designing and 
producing the container for a product”. (Kotler and Keller, 2006, p.393). A packaging could 
include maximum up to three levels of material, for example a cosmetic business may sell a 
moisturizing face cream which comes in a plastic container to preserve the cream in (known as 
the primary package), which in its turn is contained in a cardboard box (second package) and 
finally shipped away in a (third package) known as the shipping package. Any well designed 
packaged goods create value to the product, and provide a so called promotional value to the 
product. This is especially crucial for small consumer appliances, because the package is the first 
encounter between the customer and the product and therefore must reflect the containment 
within the package, making the customer aware of what the package contains inside. (Kotler and 
Keller, 2006, p.393). 

There are various factors that have contributed to the growth of packaging and have had a great 
influence on its success.  

5.3.3.1 Self-service   
Where most goods and products are sold on a self-service basis, this means that a consumer who 
goes to the supermarket sees over 15’000 items in the store shelf, where they will they choose 
themselves what to buy or what not to buy. It has been estimated that over 53% of all 
supermarket purchases are made on impulse; therefore it is especially true that the products need 
to look presentable in order to attract the attention of the customer. On every package in a 
supermarket you can see product features so that the customer knows what he is buying and 
therefore creating the confidence between you and the customer. But that package itself must 
look appealing as well, although many goods and products attract customer do to their image and 
branding which is another aspect discussed in section 5.3.4 of this chapter. (Kotler and Keller, 
2006, p.393). 
 
5.3.3.2 Consumer affluence      
Many customers are willing to pay a higher price in order to get a better packaged product which 
appears appealing to them; this is known as the consumer affluence. (Kotler and Keller, 2006, 
p.393).  
 
5.3.3.3 Company and brand image                                                                                                                 
Any given package contributes to the recognition of the company or the brand image of it. 
Meaning that people will buy what is familiar to them, for e.g., coca cola has a brand image that 
is known all over the world. People prefer Coca-Cola over any other imitation of the brand 
name; this is the importance of brand image. (Kotler and Keller, 2006, p.393). 

 
5.3.3.4 Innovation opportunity       
Innovative packaging will bring benefits to their customers and profits to their producers. These 
packages include anything innovative that will benefit the consumer that uses it. For example 
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easy to use jam packages were you just squeeze out the jam instead of having to use a spoon to 
get some jam out of the jar. Practical packages like these increases the sales value but also the 
retail price for it. But that does not matter, because sales will always be greater than the costs due 
to these innovative packages. But in order to achieve a great package there are different 
marketing tools that need to be applied in order to satisfy the desires of the customers, both the 
aesthetic and functional components of packaging. The aesthetic components consist of the size, 
shape, material and color. Right colors for the products in question must be used, such as blue 
color is seen as cool and serene whilst red color is seen as lively, lighter colors are more 
feminine whilst darker colors are masculine. For example a men would not want to buy a 
perfume whose packaging is pink in a shape of a flower. This is how people minds work, 
customer react strongly to packaging of goods although they might not always be aware of it. 
(Kotler and Keller, 2006, p. 393) 

5.3.5 Branding 
 A branding strategy is when the company considers how to brand their new products that they 
are putting out in the market. Such a decision is very critical and can be hard to decide, branding 
a new product is always hard. One has to keep in mind of how the brand name can be perceived 
by the customers and so on. The alternatives for branding a firm’s new product are stated as 
following:  

• Developing new brand elements (brand name) for the new product 
• Applying existing brand elements 
• Using a combination of both 

Sometimes it can be difficult for a firm to decide whether to launch a product under their brand 
name because of its possible failure and therefore decreasing the overall image of the company 
itself. Although if the company is well known and power full sometimes it is worth the risk to 
explore the possible outcome and just launching the new product under the company’s initial 
brand name in order to attract the customers, having them trust your image and knowing a lot 
about you makes them more confident to buy the product. In the case of Toyota which is a well 
known car, but more known as a family car, convenient car which anyone can afford rather than 
being a luxurious car? When Toyota first launched the Lexus, they decided to brand it with a 
totally new brand element so that the new car wouldn’t be recognized as a Toyota car. Because if 
Toyota produced a luxurious car and customers heard about it the reaction could have been 
negative. But on the contrary they manage well with creating a new product under a completely 
new brand image. Another example is coca cola which launched coca cola light but under the 
same brand image, therefore brand naming can be difficult, especially knowing how to brand the 
product, since branding is half of the success of the new product that is being put out in the 
market place. (Kotler and Keller, 2006, p. 296) 

 

The different ways of branding a new product are named as following: 

 
• Brand extension is when a firm uses an already established brand in order to introduce a 

new product. 



What influence has Oriflame’s management style, marketing tools and their product offering had on the 
company’s success? 

 

28 | P a g e  
 

• Sub-brand is a combination of using a new brand with an already existing one. Such as 
ford cars launching ford scorpion or escort, which are new brand names combined with 
the firms original brand name ford. 

• Parent brand when a firm (existing brand) gives birth to a brand extension. 
• Family brand a parent brand that is already associated with multiple products through 

brand extensions is known as a family brand. (Kotler and Keller, 2006, p. 296) 

There are two categories of brand extensions: 

• Line extension which is the parent brand that brands a new product which is targeted at a 
new market segment but still within the same product category. Meaning that in case of 
Oriflame, they sell facial creams, in case of a line extension they would extent scent of 
the cream, size of the package but still sell facial creams. 

• Category extension is when a parent brand expands on their product category and 
produces other products than let’s say facial creams, everything from hair products to 
make-up and so on. (Kotler and Keller, 2006, p. 296) 
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6 
Empirical findings 

______________________________________________________________________________ 

In the following section, the authors will present the empirical data that is based on primary 
data from the two interviews with Johan Rosenberg, the vice president of Oriflame, but also 
secondary data which was collected from Oriflame’s annual report. The theoretical framework 
and the research question are guidelines for the empirical data that was collected.   

_____________________________________________________________________________ 

6.1 Management approach 

6.1.1 Five cultural dimensions 

6.1.1.1 Low Power distance  
Oriflame cosmetics has evolved throughout the years since it first launch in 1967. Oriflame is 
now present in 60 different countries, dealing with a huge number of employees with different 
ethnicities and ages. Therefore it is of huge importance that Oriflame encourage their employees 
through more decision power, enabling them to contribute to the business with own ideas and 
values. It has to remain a decentralized company where all employees have the chance to 
contribute to the success of the company by taking some important decisions, allowing them to 
expand their freedom within the business. With large businesses like this one, it’s hard to stay 
centralized, especially with a research and development unit which has to be up to date on the 
newest innovation within skincare. A centralized business would only slow the communication 
down due to the fact that only authorized personal such as the managers of each divisions are 
able to make important calls on decisions. But with Oriflame, everyone takes responsibility for 
making decisions, saves them time and allows communication to be more efficient. A “can do 
spirit” is applied and the working environment of the business is rather open, because the more 
the employees are encouraged to take responsibility and make decisions with the support from 
the company, the end result would reflect their best potential. Through employee empowerment, 
great results are reached; customer problems are quickly resolved and communication flows 
effectively. The belief is that more freedom provides better working conditions for workers as 
they will feel more incorporated in the company and that reflects in their attitude towards the 
degree of commitment each employee has. There is always room for discussion and compromise, 
where discussions result in a common agreement that everybody is satisfied with before the final 
decision is made. (Rosenberg, 2010) 

6.1.1.2 Individualism 
Like most businesses in Scandinavia, Oriflame applies an individualistic view, working for 
yourself and at your best interest. It’s a common view among the Western countries, were they 
believe that private life should be separate from working life. Everyone is working at their best 
interest and at their own pace. By applying an individualistic view allows them to work more 
efficiently, this is due to the fact that the right people are employed. It is not highly common that 
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family members work together; the view is to find competent people for the job with no personal 
attachments. (Rosenberg, 2010) 

Every sales person works individually, they decide their working hours and schedule. They are 
Oriflames face to the world where they communicate with Oriflames potential or already 
existing customers. They represent the company and what it stands for, therefore it is of great 
importance to recruit competent people, who share their values and beliefs. There is no point in 
hiring people who have no interest in Oriflames beliefs in environmentally and animal friendly 
products, nor share their values on morals, ethics or future prospects. A person who is right for 
this job would be one who’s interested in the cosmetic market and has some background 
knowledge about it, has to share Oriflames values and strive for the same future as their business. 

6.1.1.3 Femininity 
In Oriflame, the company is concerned with their customers. Their research and development 
unit is constantly working on new innovations, new ingredients that can be used for their 
products. The new era trend is no animal tested and environmentally friendly products. The only 
difference between businesses are the length they go to within the frames of environmentally 
friendly products. For Oriflame, the environmental issues are very important, and measures are 
being taken concerning waste volumes, packaging etc. Being in a feminine culture, they consider 
future prospects, nurturing their customers, gaining their loyalty. They have returning customers 
who usually seek a good product which they can adapt to; skincare is a delicate matter which has 
to be considered with care. The products have to be adjusted to fit the skincare of people with 
allergies, pigmentations marks, wrinkles and other beauty flaws. When the customers have tried 
the products, they usually find themselves satisfied with their purchase. “A happy customer is a 
returning customer” (Rosenberg, 2010). 

Oriflame helps people with their purchase, through catalogues but mainly direct selling which 
also works as an information session where products are demonstrated to the users. This provides 
a good customer relationship, where about 73% of all sales made are bought by the company’s 
old customers, the rest of the sales represent either colleagues or random people by whom their 
products are bought by. The percentage itself speak for the welfare of their customers, since their 
products are adapted to fit all types of people with all kinds of problems, whether it’ll be hair 
care or skincare, they provide it all. (Rosenberg, 2010) 

6.1.1.4 High uncertainty avoidance  
Oriflame has high uncertainty avoidance and does not take any unnecessary risks. They like to 
stay stable and secure, knowing what’s ahead of them. The products might have evolved 
somewhat over the years but the concept haven’t changed nor the target market. Oriflame still 
specializes in environmentally friendly products as it has been doing since they first launched 
their business in 1967. The target market was aimed at mostly women at ages 25 onward, 
although more and more men are using their products, since the cosmetic market as a whole has 
become more significant for men and their appearance. Even though the market for cosmetics 
has expanded greatly over the past 10 years, they choose to not take any risks by developing 
totally new products to the market, instead they innovate and develop new ingredients and try to 
fight the problems with the environment which has become one of the most prioritized question 
in today’s society. Therefore they only tackle the existing problems, and their products are based 
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on the same concept because they already have a broad and stable market for their products so 
they would not want to jeopardize their reputation. (Rosenberg, 2010) 

6.1.1.5 Long term orientation 
The company perceives a long term orientation where individuals of the organization are 
focusing long term, and thinking about the wellbeing of the company. (Rosenberg, 2010)  

6.1.1.5.1 Persistence 
Persistence is high at Oriflame, where employees are struggling to achieve their goals as well as 
the businesses goals. They are really striving to reach the goal, they are motivated and willing to 
work hard, and at the end receiving their reward; whether it’s some financial bonus or just for the 
fact that they have accomplished something through good motivation and higher decision power 
vote. (Rosenberg, 2010) 

6.1.1.5.2 Ordering relationships by status and observing them 
Each person with the business has their function and their purpose. Within Oriflame everyone is 
assigned to certain tasks within certain divisions. The reason for having a well-established 
division with personal assigned to different tasks, is to make the work more effective and for it to 
go fluently. (Rosenberg, 2010) 

6.1.1.5.3 Thrift 
Everyone needs something to keep them motivated that will keep them going. This assures good 
performance by those that feel motivated, which has an impact on the business success and their 
future prospects. (Rosenberg, 2010) 

6.1.1.5.4 Sense of shame 
At Oriflame they speak a lot about morals and ethics, what you should do and what is not fit to 
do. Like every individuals have their morals and values so does Oriflame. These morals should 
be met by organizational individuals. But even when there has been an incident were the 
employee has acted in a wrong manner it is important for them to feel and understand that they 
have made a mistake and that they have some sense of shame. It’s a natural feeling for every 
individual because all people have their morals and values, and when these morals are being 
broken there has to be some sense of guilt. The same thing applies for employees, seen as an 
entity of the business and knowing the difference between right and wrong as they are now part 
of a team spirit. (Rosenberg, 2010) 

6.1.2 Business culture 
Oriflame’s corporate culture was formed in the beginning of their establishment as a business, 
where the given market had strong competition and financial difficulties. At that point their 
culture was shaped under great pressure, in order to make sure that they survived as a business in 
the hard competitive market that it was. It turned out to be a very effective approach and the 
business started paying off. Oriflame’s business culture is built on mutual trust, respect, spirit, 
focus, quality demands as well as social responsibility, which today is known as Oriflame’s core 
values that they live by: Togetherness, Spirit and Passion. Because it is important for them to 
love the products and the whole concept that they sell and also be engaged with passion into 
giving back to the customers the best possible product solution. (Oriflame, 2010) 
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When looking deeper into Oriflame´s business culture it becomes clear, that ethics and morality 
are very important to them. They also believe that corporations have the same ethical 
responsibilities as individuals. There are certain fundamental principles and beliefs that the 
company acts upon, such as everyone should be given an equal chance; meaning that all 
employees should be treated equally, fairly and with respect, regardless of race, gender, age, 
religion etc. Furthermore, Oriflame strictly opposes child labor and other forms of exploitation of 
children. They are also highly committed to the safety of their workers and customers. They 
respect all international laws and regulations concerning employment principles such as 
minimum wage, working hour requirements and wage equality. Additionally, privacy is 
considered a fundamental human right at Oriflame, and that is why all business activities should 
respect international and national privacy laws and employee data is strictly confidential. 
(Oriflame, 2010) 

Being a decentralized company that wants to empower their staff, is also a part of their business 
culture. This shows that they want to give people a chance to contribute with their own ideas and 
be part of the company’s development and success. At Oriflame, “a can do” spirit is applied. 
Meaning motivating your workers by giving them more decision power, and enabling them to 
make important calls concerning the company. (Oriflame, 2010) 

So as it has been established Oriflame has been a fast growing company with the constant 
interest to attract new customers and adding new markets as their sales platform. It has over 3 
million consultants all over the world, every one of whom has different religious views, their age 
and gender differentiation but they still remain a successful business. The foundation of Oriflame 
is their corporate culture; it’s the basis for holding this company together and allowing personal 
to cooperate with each other. But Oriflame’s most important value of all is; respect for people’s 
capabilities, in other words respecting one another’s beliefs and keeping an open mind. 
(Oriflame, 2010) 

6.2 Marketing approach 
The next section discusses different marketing approaches such as direct selling, catalogue 
marketing, and online marketing. 

6.2.1 Direct selling 
Oriflame is today one of the fastest growing beauty companies selling direct. Direct selling is 
one of their main marketing tools used. The reasons for why direct selling has become popular 
among entrepreneurs is the freedom of being your own boss, setting your own goals, the low 
barriers of entry and exit, the lack of discrimination regardless of one’s sex, ethnicity, age, 
education, physical condition or financial resources. To become a sales consultant at Oriflame is 
easy and it does not require any investments or long-term commitment. A sales consultant at 
Oriflame can make money the same day they join. They have to pay a modest fee, and after that 
has been done, they are provided with a starter kit. Alongside the starter kit, the consultants get a 
catalogue where all the company’s products are listed. From the catalogue customers can choose 
amongst a wide portfolio of innovative Swedish quality products, which are inspired by nature 
with the use of the latest science at an affordable price. The consultants are offered certain 
employee training which is accomplished through the Oriflame University and which is free of 
charge. This training includes a variety of training programs ranging from presentation 
techniques to product knowledge and training sessions in make-up techniques. The sales 
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consultant orders the products at a reduced price, which is the consultant price, and then sells to 
its customers to a catalogue price. Consultants have also the opportunity to earn additional 
income if they invite others to join Oriflame in order to build a sales team. The compensation of 
the consultants depends on how much of Oriflame’s products have been sold. (Rosenberg, 2010) 
 
Moreover, the consultants at Oriflame are encouraged through a so-called Success Plan, 
according to which the consultants are rewarded for their own sales as well as for those of any 
consultant within their network. This gives them an incentive to maximize network sales and to 
enlist new consultants to widen their network. Not only are the consultants at Oriflame rewarded 
financially but also with Senior Manager and Director Titles depending on their achievements. A 
big part of the encouragement of its consultants is the free of charge training programs and 
seminars that Oriflame offers. The company hosts every year three international conferences in 
exotic locations. These conferences that are held are integrated within the Success Plan where a 
title has to be met in combination with reaching a certain qualification each year. Furthermore, 
the sales consultants get different tools to help them succeed, which is coordinated in SARPIO 
(Sales and Recruitment processes in Oriflame). SARPIO is a global platform for processes, 
training and communication. This has been developed so that consultants can get support in 
developing and managing themselves and their business, and meanwhile communicating 
Oriflame’s brand in a consistent way. In 2009, the company has launched a new management 
tool for the sales force in most markets. This tool helps the consultants to track performance of 
their network and identify areas in which the business effectiveness can be improved. 
Additionally, it helps with the communication within the sales force. (Oriflame, 2009, p. 17) 
 
Oriflame is improving its products constantly in bringing new ideas to the market; this way they 
do not face the problem of market saturation. They also keep expanding into other markets which 
make them gain more market share. At Oriflame, the consultants also earn money on the sales 
that other consultants made, but most of their earnings depend on what they sell themselves. 
Additionally, the investment of becoming a sales consultant is rather low. Oriflame is a company 
that prevents greed and materialism to take over the employees while directly selling its products 
to customers. Moreover, the company gives out monthly salaries to their employees as well as 
keeping them motivated with any additional prices for good performance. The consultants are 
able to make their own decisions and choose their own target market. Selling to friends and 
family is strictly optional, if there is a risk of harming that relationship. (Rosenberg, 2009) 

6.2.2 Catalogue marketing 
The catalogue that is provided by Oriflame to its consultants not only provides an ultimate 
shopping experience for its customers but also supports its consultants within their business 
opportunity. By constantly creating a new catalogue it provides its consultants with motivation 
and confidence to actively show the latest catalogue to existing and also potential new 
customers. A new catalogue at Oriflame comes out every three to four weeks. Each new 
catalogue represents the most important, tangible sales tool for the consultants. Each catalogue 
includes display of Oriflame’s products, new offers and promotions. The company puts a lot of 
effort into making each catalogue different to make sure that each one offers a new and exciting 
shopping experience. Oriflame distributes around 12-17 catalogues per year, all depending on 
local market conditions. Each of these catalogues is published in four regional versions, in 62 
countries and in 35 languages. Each new edition of the catalogues has its own theme. It includes 
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a display of existing products as well as new and seasonal promotions, altogether presenting 
around 500 products. (Rosenberg, 2010) 

 
The whole production process of each catalogue takes place at Oriflame itself. The outline of a 
new catalogue begins more than one year before publication. There are regional planning teams 
that create a catalogue plan which includes ideas on themes, what products to be shown in each 
catalogue, what page these products will appear on and what the offers will be. The whole 
process includes a huge amount of analysis on current and historic results alongside with market 
trends. Additionally, it requires creativity in developing new ideas and promotions. The regional 
planning teams communicate and discuss their ideas with local markets, which is an important 
process to effectively combine product and price in every catalogue. Once the plans are 
completed, they are handed over to the region’s catalogue creation team. In order to respond to 
consumer needs and local market conditions, constant changes and updates can occur along the 
way and that is why it is important for both the planning and creative teams to be flexible and 
responsive. The last month, before publishing, is left for retouching images, correcting colors, 
linking texts in the database and translating the catalogue, and preparing the catalogue for 
printing and distribution. (Oriflame, 2009, p. 18) 
 

6.2.3 Online marketing 
Alongside the catalogue, the Internet is becoming the first point of contact and is the most 
important channel of consumer influence in many of Oriflame’s major markets, which is 
supported by PR, events, posters, TV, print and billboards. Since the company cannot reach out 
to everyone when directly selling its products, it makes use of other tools. The internet gives the 
company the possibility to reach out to a broader target market.  Not only customers but also the 
sales force makes use of the Internet. Around 50 per cent of the sales force uses online services 
and more than half of all orders are placed through the online ordering system. This also allows 
the consultants for more flexibility and being able to manage everything on their own time. 
Many consultants make use of the internet and try to reach customers also through online social 
networks. The growth of the internet and social networks allows Oriflame to extent its direct 
sales concept and this way make use of new sales opportunities. In order to pursue the 
company’s brand in recruitment, leadership development, and sales, the Internet and social 
media are becoming more important for Oriflame to use. (Oriflame, 2010, p. 8) To keep up with 
the increasing demand for online availability, the company provides the sales force with new 
tools such as phone and Ipad applications, virtual stores on Facebook, and a channel on youtube, 
so that they are able to pursue their business. (Oriflame, 2010, p. 18) 

 

6.3 Product offering 
The following section presents product philosophy, product development, including consumer 
goods, product mix, and packaging and branding. 
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6.3.1 Product philosophy 
According to Johan Rosenberg, Oriflame’s product philosophy is to combine the wisdom of 
nature with the best of science in order to provide a wide portfolio of products affordable to the 
people. What Oriflame provides to the people is assured product performance at value for 
money, high purity ingredients and strict manufacturing standards, and high ethical standards and 
stringent environmental policies. (Oriflame, 2009) 

He further explains that Oriflame’s product philosophy also includes the development of animal 
friendly products.  Oriflame is very proud of their pro-active animal welfare policy, which means 
that only animal friendly ingredients are used. It is important to Oriflame that their customers 
know that their products are not animal tested and that no ingredients are derived from dead 
animals or sourced whilst harming any animals. The only things that are used are animal 
byproducts, such as milk, honey, lanolin and beeswax, which are gained without causing any 
harm to animals. Although most of the ingredients are derived from natural plant sources which 
are carefully selected with the knowledge of its long history of use, since product safety is 
Oriflame’s primary concern. (Oriflame, 2009) 

The packaging of Oriflame’s products is recyclable and they make an effort to print their 
catalogue on environmentally friendly paper. Another focus for Oriflame is waste minimization, 
where they use design techniques in all of their manufacturing facilities in order to reduce waste 
and water consumption, and minimizing pollution. (Oriflame, 2009) 

Oriflame is confident about their products, knowing that they will provide the full satisfaction to 
their customers, if that is not the case a full refund will be given. How to go about is stated on 
their webpage www.oriflame.com under consultant manual. But that is rarely the case because 
these products are dermatological tested on human volunteers who ensure the quality of the 
product. (Oriflame, 2009) 

6.3.2 Product development 
According to Oriflame, product development is an important step in order to attain their success 
in the matter of being the persistent cosmetic company who are not only animal friendly but also 
the leading company within the field of cosmetic selection. Product development is achieved 
through new formulations, which are in its turn tested on human volunteers who are carefully 
lead under the direction of a Professor of Dermatology. Oriflame has 40 years of experience in 
producing beauty products, combining the best natural ingredients with the latest scientific 
research. The knowledge and experience has been gathered into one dedicated research and 
development team that is based in two locations, Dublin, Ireland and Stockholm, Sweden. 
The facility in Ireland focuses on product development, where their experts develop and 
clinically test performance formulations, while they provide technical support in the areas of 
regulatory affairs, product safety, and industrialization. They develop new innovative products 
within skincare, color, fragrances and personal care. When developing new products Oriflame 
has to take various factors into account. First of all, Oriflame has to consider that there are new 
trends all the time which have to be observed and also how they develop in order to keep up in 
the market. Second, they have to research the market to find out what the customers’ needs and 
wishes are in order to be able to offer them new products that will suit their needs. Furthermore,  
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data from the various regions that Oriflame operates in will be collected and that helps them 
identify product and portfolio gaps, which can be helpful in developing new products for the 
market. (Oriflame, 2009) 

In Stockholm, at the Skin Research Institute, the company’s scientists at a biological level aimed 
to generate Oriflame’s next portfolio of unique technologies and active ingredients which will be 
corporate into generating future products. (Oriflame, 2009) 

6.3.3 Product mix 
In the economic downturn in 2008, the company started to promote more value-for-money 
products. This led to a positive product mix which is suited for different target groups and people 
with varying incomes. Oriflame’s product mix consists of different product lines such as skin 
care, personal and hair care, fragrances, color cosmetics, wellness and accessories.  
In an economic downturn, skin care is the most sensitive product category since customers tend 
to switch to middle and low-range product lines, transferring the extra money into color 
cosmetics. Oriflame responded with a strong portfolio within the lower price range, which 
generated good results and double-digit growth through its brands. (Oriflame, 2009)      

The width of the product mix that Oriflame carries consists of six different product lines which 
include skin care, fragrance, accessories, color cosmetics, personal & hair care, and wellness. 
(Oriflame, 2009) 

The length and depth of the product mix regarding Oriflame cannot really be said, but the 
company has been selling thousands of products. (Oriflame, 2009) 

The consistency of the product mix regarding Oriflame is rather low. The company has different 
cosmetic products that are suited for men or women, for different skin types, and different needs, 
the production of these products is different as well since other ingredients are used. Also the 
various products that the company uses are different in use. (Oriflame, 2009) 

Moreover, the company does not widen its product mix because they have its standard product 
mix that they offer which stays the same. Oriflame increases its business by lengthening the 
product line. It creates new products within skin care for example, where it adds new versions of 
lipsticks or make-up. Within fragrances, they develop new versions which are suited for men or 
women. Furthermore, it deepens its product mix by having different colors for lipsticks or 
different tones for make-up that they sell. (Oriflame, 2009) 

6.3.4 Packaging 
They produce recyclable packages for most of their cases. These packages have a recyclable sign 
indication on them so that the customer is aware to recycle the product after its use. But 
Oriflame’s newest innovative packaging idea is to try to keep packaging to its minimum in order 
to reduce the waste volumes, which in many cases are unnecessary. For example a perfume 
bottle only needs a bottle to be contained in, but does not necessarily need a card box to be kept 
in, so in Oriflame’s case they would skip the card box which would be thrown out anyways after 
the purchase of the perfume. (Oriflame, 2009) 
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When it comes to Oriflame’s catalogues, Johan Rosenberg explains, they try to produce the 
paper out of sustainable forests with an environmentally friendly process of bleaching the paper. 
This is all due to the fact that they want to move catalogue printing closer to the given market in 
order to reduce the impact that transportation has on the environment. The reason for this is 
because Oriflame wants to save energy and that way also preserving the environment. During the 
past five years Oriflame has managed to save some significant numbers of energy, by moving 
their distribution location. The numbers showed that from 2010-2015 Oriflame will if continued 
in the same way as it has done over the past year reduce energy use by -15%, there will be -20% 
less greenhouse gas emissions, total waste will decease -10% and water usage will drop by -10%. 
This is an overall forecast of Oriflame’s savings in order to preserve the environment, just by 
cutting down on fancy packages and smarter distribution channels. (Oriflame, 2009)   

6.3.5 Branding 
Everyone has heard about Oriflame, their brand name is known all over the world, and branding 
provides the security for customers, giving them reassurance their buying a real product that they 
all have heard about. Knowing the brand and what it stands for gives people the confidents in the 
company, creating loyalty. (Episerver, 2011) 
 
Recently Oriflame has launched a new website which has strengthened the company’s brand 
image. An Episerver CMS was used as a basis for a CMS (content management system), which 
was a success both internally and externally. Within the company the web editors have already 
worked with the system earlier so they had a lot of background knowledge about it from 
previously. In the 5.2 version of the system they get RSS-feeds, the website has flash animations, 
creating information boxes amongst others. In other words it is easy to use and navigate, all 
different Oriflame pages as well as investors relations are linked in there, making it easy to steer 
to the any information that you might be looking for within Oriflame. (Episerver, 2011) 

Ever since the beginning Oriflame’s main focus has been laid down on natural skin care, which 
is also their focus today, all of their products are natural, with natural ingredients and not based 
on animals but rather in an environmental friendly way. Over the years Oriflame has extended 
their product line still keeping a focus on natural skin care, but extended their products to all 
from make-up, personal care products, perfume and many others. Their expansion added up to 
600 new types of products, increasing their annual sales by 1.2 billion dollars. (Episerver, 2011) 
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7 
Analysis 

______________________________________________________________________________ 

In this chapter authors will discuss the findings from the empirical investigation and compare 
them to the theoretical framework. Authors analyze the motivation behind Oriflame’s success, 
comparing some empirical data to any theoretical framework.  

______________________________________________________________________________ 

According to any profit organization, the reasons for success depend on the economic growth of 
it. If there is a growth in the economy of the business, that is seen as a success factor to most 
profit corporations. But economic growth cannot be the only reason for success, that’s why 
authors have made some empirical research to find out more reasons for success in larger profit 
organization, known as Oriflame cosmetics.  

7.1 Management approach 

7.1.1 Five cultural dimensions 

7.1.1.1 Low Power distance  
Oriflame is a company which adapts low power distance, meaning that each department and 
employee is in charge of many important decisions; this allows employees to act and respond 
quickly in an unfamiliar situation. Having competent personnel allows information to flow faster 
within the company, since employees at lower levels of the organization have the authority to 
decisions concerning the customers. So whenever a problem arises and needs to be solved, the 
employees in each department are educated to make such decisions and therefore a decision is 
taken much faster than in high power distance organizations where you have to get a decision 
from top manager, which slows down the decision making process. Employees feel more 
engaged in the company, since their opinions and knowledge are considered. They will make a 
better effort in supporting the company with their ideas and knowledge. By letting employees 
make the decisions, the company helps in motivating them in contributing to the company. 
Oriflame adapts a low power distance because they believe it will empower its employees. They 
support their sales force to contribute with their own ideas in order to get the people more 
motivated. Everybody has the freedom to speak up their minds and help improving the company 
to the better. With more motivated employees the company can achieve greater results since they 
will be more engaged in their work. 

Although it is considered that information flows better and faster when a company adapts low 
power distance because it provides the employees the freedom to speak up their mind and 
motivates them in performing their best. But is it really the case for all companies? Some 
companies are focusing on a higher and better customer service, by providing that, they need to 
provide the best possible service. In doing that the top managers have to make all the important 
decisions, making sure that the quality of the service delivered is good. If you let all the decision 
making down to your employees, the service provided to the customers could diminish, not all 
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customers would be treated the same, some would probably be mistreated, which could lead to a 
bad “word of mouth”.  The one thing we should all be aware off is that customers talk to each 
other, they either bad mouth you or they will spread positive words around your business, 
therefore as a company you should be careful of who you let in charge of your important 
decisions, especially those concerning the company’s customers. 

7.1.1.2 Individualism 
At Oriflame they believe that business should not be mixed with private life, meaning that within 
the business there are people working from all kinds of ethnicities and ages. This is not a family 
business, everyone can join Oriflame.  

But although they say that, it still collides with what they say. They do not work as a family 
business, meaning that people from different countries, ethnicities and ages work there, everyone 
working individually for them. But if you ought to look closer a huge part of their target market 
is the employees family and friends, who involves family members and friends to be a part of the 
business entity, building a strong relationship with the company even though they are not part of 
the company internally. Relationships with friends and family are already established 
relationships and allows the business to sell and promote their products easier, but also means 
that involving friends and family in their sales process, automatically considers them as being 
part of the business since most of them are returning clients. 

7.1.1.3 Feminity 
There is an underlying problem in many profit organizations, they mainly keep their focus on 
making huge profit sales, and this makes them forget focus over other important aspects that they 
as companies need to consider; such as product development, customer relationship and making 
profit. Oriflame’s management approach is providing a good customer relationship, good 
internal communication as well as constant product development. Their main focus is not to 
make profit, but rather creating a pleasant working environment which will generate profit. 
Oriflame’s core values are what define the management of the business. They believe in 
togetherness, passion and spirit, meaning showing each other respect and working as a team, 
having passion for the work that you are performing and a free mind. So no matter what religious 
views you might have, or political ones, Oriflame accepts everyone for who they are and they set 
a common goal for all employees in order to create equality amongst them. This creates the 
perfect working environment for every employee, because everyone is equally important and is 
free to speak their mind. Then employees have to know how to deal with their customers in the 
right way, since Oriflame is a direct selling company; therefore it is crucial that they put a great 
focus on training their employees so that they are ready for a face to face encounter with their 
customers. Oriflame is concerned with nurturing their business, they do not only want to make 
profit but they sincerely care about their customers and they have a strong customer relationship 
with their current customers. As the study have showed 73% of the sales go to current customers, 
therefore retaining their current customers is equally important as making new customers, 
perhaps through expansion in new regions. 

Although Oriflame has a strong customer relationship, one could argue that their relationships 
are based on employee’s friends and family, so the company’s customer relationship is actually 
formed with new employees. There is not information provided about how many of Oriflame’s 
customers descend from the employees personal friend or family circuit, but it is very popular to 
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sell the products to people who are closer friends or family members because it allows them to 
have somewhat guaranteed sales. Many companies these days have a different view than 
Oriflame, even though they consider customer relationships as important and necessary, there is 
a certain degree to which that has to be kept. So instead of feeding from your old customers, you 
could scan the market for new customers. Lately it has been proven that it is easier to attain new 
customers than keeping your current ones.  

Oriflame; despite their high focus on current customer relationship is doing well; do to their 
expansions in many different regions, currently operating in 62 different countries. 

7.1.1.4 High uncertainty avoidance 
Oriflame is very up to date with their environmentally friendly products, which has been a huge 
concern since their start up in 1967. But they have kept their concept throughout the years, never 
taking any greater risks or developing something extreme.  

One could argue that their latest innovation though was somewhat a risk taker when they decided 
to product products; like perfumes in just their primary package and skip the card boxes, leaving 
out extra waste material. They kept the same concept throughout the years but they have tried to 
change and develop new ways of energy saving, minimizing waste material which is what make 
their products so special and unique. This in its turn has been a risk itself, since many people at 
the early stage of globalization and climate change have not really been aware of the 
environment and its changing needs until recently.  

7.1.1.5 Long term orientation 
Management of a business can at many times be very difficult because it will define how well a 
business will do in the future. It defines a way of working and managing the business, which for 
some companies allows no space for own ideas and contribution. A well-managed company is 
what defines a critical success factor.  

Oriflame believe that educating your employees and preparing them to perform their job the best 
way possible, allows them to nurture their customers by providing them with the required help 
they need. And by caring for your current customers and building a strong customer relationship 
allows them to gain future prospects. In case of Oriflame, they have had constant plans of 
expanding their business over foreign seas. Today Oriflame as stated operates in 62 countries, 
from which the Baltics cover 56% of them. Countries like Russia are a huge market for Oriflame, 
perhaps because the demand for natural cosmetics is highly demanded. There is a pattern of 
countries where the conditions are colder, and make-up more demanded. Countries like Sweden, 
where almost every woman wears make-up, and strives for natural looks. In climates where it’s 
hot, people do not require that much make-up due to the hot conditions. Therefore Oriflame 
provides other natural cosmetics, including not only face care but hair care amongst other. That’s 
why Oriflame is very future oriented; they have constant plans for the future, aiming to be spread 
all over the world, which they will achieve through a well-established corporate culture. 

7.1.1.5.1 Persistence 
It is said that persistence is high at Oriflame, that employees are motivated and they try to reach 
their goals as well as the company’s goal and the core values that they live by. Having a higher 
decision power allows the employees to act immediately in a situation which requires quick 
response.  
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Although that is the case, some situations are more delicate than others and therefore require 
someone who has experience within that field. Each employee can’t know everything and the 
help they might provide might not be sufficient. A long term orientation, requires a good 
customer service, this means that some of the more important decisions need to be taken by top 
managers. Research needs to be done concerning customer demand, in order to know how much 
products needs to be developed and what the new trend for cosmetic products that are in style at 
that time.   

7.1.1.5.2 Ordering relationships by status and observing them 

Each division has its function, where every employee knows their task. This is due so that work 
flows more efficiently and everyone is experienced within their field of work. Although one 
could ask about the communication, it is said that information flows faster when each division 
has their responsibility, but how is the information shared amongst the different divisions?  
 

7.1.1.5.3 Thrift 

A good motivated employee will perform better at work, either through higher decision power or 
bonuses. The employees feel motivated because they prioritize their personal goals, which is 
their status in the company or the possible bonuses. Is it really for the benefit of the business? It 
is important to motivate your employees because that is the way to make them work better and 
more sincerely, but it has to be clear that they are striving for the best interest of the company 
and not only for their own good.  
 

7.1.1.5.4 Sense of shame 
At Oriflame they speak a lot about morals and ethics, what you should do and what is not fit to 
do. Like every individuals have their morals and values so does Oriflame. These morals should 
be met by organizational individuals. But even when there has been an incident were the 
employee has acted in a wrong manner it is important for them to feel and understand that they 
have made a mistake and that they have some sense of shame. It’s a natural feeling for every 
individual, because all people have their morals and values, and when these morals are being 
broken there has to be some sense of guilt. The same thing applies for employees, seen as an 
entity of the business and knowing the difference between right and wrong as they are now part 
of a team spirit.  

 

7.1.2 Business culture 
Oriflame sees strictly upon ethics and morality which is a common error for every human being. 
At times people cannot define the boundaries they aren’t allowed to trespass, buying child labor 
of less developed countries in order to produce cheaper goods and to sell them for higher prices 
in their stores. But Oriflame frowns upon those things; they believe there are other ways of 
cutting down production costs and still making profit. What Oriflame does is to keep their 
manufactory place close to their distribution and selling place in order to cut down on 
transportation costs. But since Oriflame is such as huge company and it is known all over the 
world, it may keep the same principles and what they stand for as a company but they still need 
to respect the fundamental rights of a human being, meaning respecting both the international 
and national privacy laws and keeping their employee data strictly confidential.   
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Because a business culture defines what the business stands for and what they believe in. In 
Oriflame’s case their corporate culture is known as their core values. For Oriflame, it was hard to 
define a business culture when they first launched, because they were already one out of many 
cosmetic companies, so the market at that time was very competitive with a lot of financial 
difficulties. So what Oriflame had to do is to be better than their competitors in one way or 
another in order to draw attention to themselves. This is mostly where the problem lays in for 
many companies, because often they don’t know how to separate themselves from the rest. Many 
businesses try to lower their prices to attract possible buyers, known as the price strategy, others 
focus on product quality. What Oriflame does is that they have good products at reasonable and 
affordable prices with the advantage of non-animal tested products as well as environmental 
care. In this century a lot of people have become concerned with environmental issues, such as 
energy saving, animal testing prohibited amongst others, and that is exactly what Oriflame is 
concerned with.   

Oriflame has a good and clear business culture which really defines what the business stands for, 
but not until recently people have gotten more concerned with the environment and animal 
testing due to the growing media. Do people buy their products due to their well-defined 
corporate culture, because they also believe in what they stand for or maybe just for the fact that 
natural products are better for your skin and wealth. If one ought to analyze the success of 
Oriflame’s business culture, one could say that it all depends on the variety of important aspects 
that Oriflame is concerned with and which they cherish. For those that are sincerely concerned 
with the environment they can attain their products from Oriflame, helping the environment as 
well, or employees who are concerned with working conditions, get minimum wage salary and 
their data will be kept strictly confidential. Either way, no matter who buys the products for what 
reasons, there are several reasons to why Oriflame develop these products and several views of 
their belief, but whenever a product is bought it contributes to Oriflame’s success within the field 
of improving the world from huge waste materials, energy saving and good working conditions 
etc.  

7.2 Marketing approach 

7.2.1 Direct selling 
As the empirical investigation shows, Oriflame uses a mixture of marketing tools, but their main 
focus is on direct selling. Using direct selling as the main marketing tool has proven to be 
successful for Oriflame. Consultants at Oriflame have the advantage of low investments, being 
one’s own boss, and running a business on one’s own terms. This way the consultant is quite 
flexible in how and when he/she wants to work. Working on these terms seems quite tempting 
for people to join and, thus, Oriflame enjoys a large number of consultants working for them. 
Many people seem to join Oriflame because it offers the flexibility of being a consultant. 
Alongside with that, the training opportunities that are offered by the company itself, especially 
for its future consultants, is another reason why many people are joining the force.  

Through direct selling, the company can come closer to its customers with the help of its 
consultants. This way the company can build closer customer relationships, which is a basis for 
customer loyalty. Nevertheless, direct selling only as such cannot be successful without having 
proper tools and training to support its employees. A company using consultants to sell one’s 



What influence has Oriflame’s management style, marketing tools and their product offering had on the 
company’s success? 

 

43 | P a g e  
 

products cannot be successful if it does not invest into the people. Anybody can work as a sales 
person but if they do not get the right education and support from the company then they cannot 
contribute to great sales figures. With these possibilities, the company attracts many people to 
become sales consultants at Oriflame and, thus, contribute to the overall success to the company. 
Successful direct selling starts from the consultants who have to have the right training and 
incentive to sell a company’s products. Only when you have good sales people, customers will 
be willing to buy one’s products. The consultants are then able to communicate Oriflame’s 
products to the consumer and gain trust and eventually customer loyalty. 

Direct selling has been working for Oriflame since the beginning of their start up. It has been 
good for customers to get in direct contact with their sellers, which are usually family members 
of friends. Although one could argue that direct selling is not always the best solution for selling 
products to your customers. Many perceive direct selling as a way of being forced to buy the 
product, sellers are educated into convincing their customers into buying a product they might 
not necessarily need. Many newly established mobile selling businesses have that selling 
concept, and they have succeeded, they force people to buy their product although may not really 
need it or prioritize it. Maybe it has been working for Oriflame this whole time do to the fact that 
their employees are mainly selling their products to people in their own surrounding, it’s people 
who are family and close friends who rely on their opinion. One could say that Oriflame are 
exploiting the relationship bonds between customers and their sales staff. Because why look for 
new relationships with new customers when there’s already established ones with people that 
they are closely related to. It is hard to form new relationships with new customers, especially 
not knowing anything about them, and about their needs and demand. Therefore Oriflame is the 
only cosmetic business in the market who not only uses the direct selling as their marketing tool 
but also uses current relationships of friends and family were they are aware that you don’t have 
to build up trust or loyalty since that has already been established. So instead of finding new 
customers and new markets, they find new consultants for the job that are either experienced 
sellers or train them into be ones. They then exploit their friendship circle to reach a broader and 
new market. Even though it is optional to sell to friends and family, many chose to do so either 
way. It allows them to have greater sales and take a part of the bonuses, as payment for provision 
sales which could be seen as extortion. The consultants might not be conscious about that fact 
but they want to shine and they take whatever measures they have to. It is common among them 
to use friends and family, were the relationship might suffer. The reason to why we believe that 
Oriflame has managed well in this department is the fact that they have been using friendship 
circuits to sell their products to. They used their trust and loyalty in them as friends and family. If 
they would just have been a regular direct selling business things might have been different. It’s 
harder to gain customer loyalty and build a relationship with new customers. Usually new 
customers may try the product and let it be a onetime incident, and as their percentage have 
shown that most of their customers are loyal and returning customers, customers that they 
already have an established relationship with.    

7.2.2 Catalogue marketing 
Moreover, the catalogue and the Internet are supporting marketing tools used by Oriflame. Using 
the catalogue is quite successful since it offers all the company’s products in one place. Not only 
is it convenient for consumers to look through the catalogue to find their way through the big 
number of products that the company offers, but it is also interesting to look at with all the 
different themes and colors for each new catalogue that is marketed. 
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Their catalogue is not their primary marking tool, but is it used as a supporting one for customers 
to see their offers and product line. Sometimes customers need time to consider what to buy, and 
they cannot be rushed into a purchase without any consideration of their needs. It’s a good way 
to get familiar with the company’s products, getting some make-up ideas from the catalogue. On 
the other hand it is an old fashion way of marketing. Many companies keep catalogue marketing 
as a supplementary option for internet marketing. Catalogue marketing is convenient to look 
through, get some ideas and tips, but the unconvinced of ordering through catalogue is a 
downside. Catalogue orders usually occur through phone orders or paper slips that need to be 
addressed. In catalogue marketing you have to mark the required good, what size and color, 
which can be at times, time consuming. Besides catalogue marketing is not up to date, the 
products might not be in stock, which you cannot find out at once.  

7.2.3 Online marketing 
Like any other business, Oriflame has to adjust to the newest trends and innovations. This means 
that with the increase in Internet use, especially for home-shopping, the company must offer 
internet sales. This is why Oriflame’s products can be ordered over the Internet directly into 
one’s home. This offers convenience to the customers with access 24/7. Online marketing is the 
most convenient way of marketing because it allows customers access all day, and ordering 
products is easy and quick.  

Despite the fact that it is a quick and convenient way, it still excludes the fact that certain 
questions cannot be answered immediately like they would in a face to face encounter. FAQ 
(frequently asked questions) are provided on websites to answer some of the most basic 
questions, were you could look to find out what you might be looking for. Another problem 
could be the elderly, internet is advanced technology and for some; especially the elderly, it is 
hard to grasp it. Internet marketing is expanding highly and for future purposes the internet might 
be the only way of marketing. Because it saves labor hours and requires less people for the 
working positions. This means less people for working positions, less jobs and perhaps a bigger 
problem for the economy. 

7.3 Product offering 

7.3.1 Product philosophy 
With the change in consumer behavior, were consumers are more  conscious of where the 
products they use come from, what ingredients are used in production and making sure that no 
animal or the environment are affected by the production of these products, increases the demand 
for Oriflame’s products amongst the consumers. Oriflame’s unique product philosophy makes 
them so successful. The fact that Oriflame only uses natural ingredients in their products makes 
them more appealing to the consumers. More people are concerned with the environment and 
that is reflected in their shopping habits. An increasing number of people want to buy products 
that are natural and where they can be sure that no animal or the environment is harmed. That is 
what Oriflame assures its customers and why the company’s products are successful amongst its 
customers.  

Oriflame have been working with skincare and that has been their area of expertise for more than 
over 40 years. They combine their products with the best of what the nature has got to give, with 
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the science behind it. This sort of product philosophy assures their customers qualitative products 
for a reasonable and affordable price. Pure ingredients and very strict manufacturing standards, 
little energy waste and strong environmental policies.  

Every business has a product philosophy what their products stand for and what they are known 
for. As established, Oriflame is mostly known for its natural products which contain only natural 
ingredients and are not animal tested. People have gotten more aware of the difficult conditions 
for animals, in animal testing, or child labor in less develop countries. These concerns have 
become a part of people lives and shopping habits. People are more conscious of what they eat, 
how much carbohydrates or fat they are putting inside of them, the same thing goes for the 
cosmetic market. Customers would like to know what products they are using and whether it 
does not harm their hair, skin etc. Oriflame is aware of the growing trend, as well as the skin 
problems people are facing whether from old age or allergies to certain cosmetic products.  
Oriflame is providing products which are without any perfume, natural ingredients which cannot 
harm the skin or cause allergies. 

7.3.2 Product development 
At Oriflame new product development occurs whenever new formulations are discovered. 
Whenever that happens the products are tested on human volunteers. This way the results are 
more precise than they would have been when they are being animal tested. But one could argue 
that some people might show an allergic reaction whilst other might not. So could one really say 
that the product, despite its testing on a human volunteer is safe of use?  

Animals might not have the choice of decision, whilst people do, so volunteering for such work 
is absolutely out of free will. Although the tests are performed under supervision of a Professor 
of Dermatology with the advantage of 40 years of experience within the field of beauty products, 
are the tests really safe? The authors assume that all people are being tested against certain 
allergies before performing any tests, but since all the products are in the testing stage they are 
still unfinished products which can or cannot be harmful to some people. Although there are 
natural ingredients in the products, one might still get an allergic reaction from it. 

But according to Oriflame their knowledge and experience has been gathered into one dedicated 
research and development team that is based in two locations, Dublin, Ireland and Stockholm, 
Sweden. The facility in Ireland focuses on product development, where their experts develop and 
clinically test performance formulations, while they provide technical support in the areas of 
regulatory affairs, product safety, and industrialization. They guarantee the safety of their 
products as well as their performance. 
 

7.3.3 Product mix 
Moreover, Oriflame’s product mix offers different product lines that are suited for everyone. 
With products ranging from skin care, fragrances to color cosmetics, there is something for 
everybody. The company’s products are suited for different skin types, for men and women etc. 
With the cosmetic market being highly competitive and customer demand constantly changing, 
the company adjusts to these factors by lengthening or deepening its product mix. This way the 
company keeps satisfying its consumers with new developed products but also keeps up with its 
competitors.  
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It’s good that Oriflame provides different products lines, which make them superior to their 
competitors within the cosmetic business. They offer all kinds of cosmetics, which mean that 
customers do not have to complement additional cosmetic products from other competitors they 
find everything within cosmetic care within Oriflame. But as a huge business providing cosmetic 
products, it’s hard to run such a huge product line, and be successful with all products, a lot of 
investments have to be made in order to develop and market each product. Concentrating at one 
product, like hair care or skin care would save expensive costs and allow the business to be more 
specialized within one type of product line. Although if the product line is not successful, 
nothing would be gained. It’s a question of how many investments you are willing to loose; 
sometimes taking risks could pay off. For Oriflame, they took a risk when they developed a huge 
product line trying to satisfy the cosmetic needs of customers.  

7.3.4 Packaging 
Moreover, the company’s effort of recycling its packages, in order to not waste any resources, 
supports the customer’s idea of being more environmentally friendly. This is another reason of 
why Oriflame’s products are so popular amongst its consumers. Oriflame believes that 
packaging doesn’t have to be fancy, nor distributed in several layers of boxes, rather keeping it 
simple and use as little waste material as they possibly can. They keep their manufacturing sites 
close, so that they save money on transportation and preserve the environment, by reducing any 
unnecessary emissions. 

As the packaging idea is a good one, because it allows the company to help the environment by 
reducing the waste material, in some cases fancy packages are preferred. Current customers of 
Oriflame might go for the idea, but many people are not aware of the serious situation of energy 
saving, waste amounts and prefer the idea of a product in a nice package. A nice package raises 
the value of any good. For example if you bought a computer a year ago and you decide you’ve 
liked to sell it, its purchase value is much higher if you have the original package. The same idea 
applies here, whether it’s a gift or a present to you, fancy packages are preferred but then one 
could argue whether they are necessary in all cases. Oriflame believe that card boxes for 
perfumes for instance are thrown out either way, so why producing them in the first place and 
contributing to a huge amount of waste material. Most of waste materials and energy waste 
comes from large companies, many do not consider that, but Oriflame is really trying to make a 
change within that field. Imagine how many waste material they save by not producing the 
additional packages and energy savings by keeping their plants close to their distribution 
channels. 

7.3.5 Branding 
Branding is what defines a company, what the company is known for and how it’s perceived by 
its customers. When a business is well known by its brand image it can at times take greater 
risks, assuming that their new product line fail or is not popular among its customers, they can 
look past that mistake due to the well-known brand name. Although whenever a product has 
failed, it will still make some damage to the brand image of the company, therefore a company 
can decide to launch a new product but in another name, also connecting the new product to 
other qualities. For instance Oriflame is known for their environmentally friendly products with 
natural ingredients, with little waste material, affordable for everyone. But if they were to launch 
a new product line with a new concept of being luxurious products at a more exclusive price, 
people might not really get the concept, and perhaps not believe that Oriflame has the knowledge 
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to produce products which are luxurious, since their focus is on affordable, natural products. 
Therefore a brand name says a lot about a company and is automatically connected to the 
company’s actions, both previous and present actions.  
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8 
Conclusion 

______________________________________________________________________________ 

In the following chapter, the authors will make a conclusion that is based on the analysis. 

______________________________________________________________________________ 

8.1 Management approach 
Oriflame is a company that does not consider making profit to be one of their main priorities. 
Instead they realize that good working employees and a pleasant working environment is much 
more important because if that is managed in the right way, then profits will be generated much 
easier. That is why Oriflame is a decentralized company with small power distance. This way it 
encourages its employees to contribute with their own ideas and it lets its employees be part of 
the decision-making process. As pointed out by Johan Rosenberg, the company has an open 
work environment where it applies a can do spirit. It encourages its employees to take actions 
and in return want them to offer different opportunities. This allows the employees to react to 
certain problems in their own way and try to find appropriate solutions for it. Employees feel 
more involved in the company and feel more motivated in performing well. This means that well 
performing employees will also generate greater profit in the long-run. This is part of the 
company’s business culture which is reflected in its core values, namely togetherness, spirit, and 
passion. Through its core values it becomes clear of what the company stands for and what it 
prioritizes. Success can be measured in how well the company performs because of its motivated 
employees and a pleasant work environment. All this increases the overall performance of the 
company and that again can be seen in an increase in profits, which is an ultimate success 
measurement.  

8.2 Marketing approach 
Furthermore, the company uses direct sales as the main marketing tool. Also here, successful 
direct selling depends on the employees and how they are performing. Oriflame is aware of that 
its overall performance depends on its employees. This is why the company is giving its 
consultants the opportunity to be trained and get the necessary skills in order to be able to 
perform their work as good as possible. Direct selling turned out to be a successful marketing 
tool because of the stronger customer relationship that the company can build but also the 
benefits that it offers to the customers. Having closer customer relationships gives the advantage 
of reacting much faster to their needs and creating the right product for them. This way the 
customers are satisfied with the company’s performance and this will lead eventually to 
customer loyalty. The consultants at Oriflame are the connection between the company and its 
customers and, thus, it is of great importance that they are educated in what Oriflame stands for 
and what image it wants to reflect to its customers. This is why it is important for Oriflame’s 
consultants to be educated in the firm’s business culture but also it has to have the technical 
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skills of being a good consultant. The success of direct marketing for Oriflame lies in its skilled 
and trained consultants that can create a closer relationship to the customers but it also allows the 
consultants to bring the company’s products closer to the consumers. Being able to see and touch 
the products and recognize the benefit of the company’s different products will satisfy the 
customer on a deeper level and that will eventually generate higher profits. 

8.3 Product offering 
Additionally, the company’s products are popular amongst its customers because of its unique 
product offering. Oriflame produces products that contain natural ingredients and that are not 
tested on animals. Especially with cosmetic products that are applied on skin, customers are 
more aware and concerned about what these products contain. Oriflame’s formula of having 
natural ingredients such as milk, honey or plant extracts, in its products increases the customer 
demand because of qualitative products that the company offers. Johan Rosenberg pointed out 
that the success of Oriflame is based on the fact that they fully stand behind their promises and 
that the company approaches its customers well and try to help them sincerely and that is why 
the company has loyal customers. Also the fact that Oriflame uses recycled packaging and 
having strict environmental policies makes the product offering much more attracted to the 
customer. Additionally, the big assortment of products that is suited for both men and women is 
another reason of why the company’s products are popular amongst its consumers. Oriflame is a 
company that puts a lot of effort in offering qualitative products to its customers but it does not 
impose too high prices so that they become unaffordable. The company wants to sell qualitative 
products at an affordable price so that everybody can buy Oriflame’s products. This shows that 
the unique product offering with the concern about the environment but also the sincerity 
towards its customers increases customer demand and, thus, contributes to the overall success of 
Oriflame.  

8.4 The summary 
Overall it can be said is that the analysis has proven that Oriflame’s success lies in their way of 
managing the inside of the company, marketing their products well and off course their products 
they sell. Oriflame knows how to handle their company internally, and they know that within the 
cosmetic industry direct selling is a great tool of marketing because it allows the customers to get 
a feel for the product, to try it and then judge it. Although many cosmetic companies allow 
product testing, there is no guarantee that the product works in the long run, and there is no 
money guarantee if the customer is dissatisfied with the product performance. Natural products 
have always been the best cure throughout centuries, but when people started discovering new 
formulas, they forgot what is the best for their health, skin and so on. Now a days the trend for 
living more environmentally friendly, being more health conscious has gotten more awareness 
both in the media and amongst people. Oriflame is struggling to maintain that idea since their 
formation as a business. They have succeeded, with great and natural products that are actually 
healthy and good for you at an affordable price, where people get to try these products and get 
personal help that they need or questions they might have concerning their products. Due to well-
educated staff, customers can receive response much quicker, and through the close customer 
relationship Oriflame is closely aware of the new and changing demands of their customers. A 
close customer relationship creates greater future prospects for the company and their unique 
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product offering really satisfies the needs of their customers. It can’t be stated that direct selling 
as a marketing tool will work for all companies or cosmetic companies, but it is crucial to know 
how your business should run its internal communication, how to communicate it with its 
customers and most importantly to do so you have to have a unique product which you can share 
with the world.  

When Oriflame was started, it was in difficult times and economic pressures; they managed to 
capture the essence of the most important ground rules of their business. To be successful, one 
has to consider the environment outside, the economy, politics, and the market for the given 
product which all come into consideration. Oriflame managed to come up with a unique product 
at the early stage were things started to evolve and technology took its place. They were aware of 
the fact that as technology would grow more would be forgotten about the nature and the ways 
that it contributes to us. They have considered the real need of the customers rather than just the 
demand itself. There is a great need to deliver and produce products which are more 
environmentally friendly but which satisfy the need and demand of its customers.  

Through direct selling they could start off by introducing their products to family and friends 
who could then spread a good “word of mouth” to other potential customers. Word of mouth is a 
good marketing tool, although the company might not be aware of it. It allows the reputation of 
the company to be spread to other customers, and if your current customers are satisfied they will 
guaranteed talk to other customers.  

But in order for their customers to perceive a good view about the company, the company has to 
act professionally, providing the help and guidance the customers might need. At times 
customers might not know what they are searching for or they prefer recommendations, being 
educated within that area is a necessary thing. Educated employees can give the response that are 
required by the customers, quick service is also highly valued by customers especially within this 
type of industry; such as cosmetics. Some industries might require more consideration, were the 
customer needs time to consider whether he/she is buying the product, were not all employees 
are required to know all about the products, but in the cosmetic industry it is usually demanded 
that the employee has some background knowledge and experience within that field.  

So to conclude one would say that Oriflame has managed to become so successful due to their 
unique product offer, which they then could market through face to face encounters for product 
testing and any additional questions which provides a good service to their customers. In order to 
provide them that service the employees need to be educated and have some experience within 
their field. The combination of good management approach, marketing approach and product 
offering allows Oriflame to be successful.   
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Interview participant 

 
Johan Rosenberg, Vice President of Oriflame conducted 2010 
 
Johan Rosenberg, Vice President of Oriflame conducted 2010 
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Appendix 1: Questions from the Interview with Johan Rosenberg 
 

1) How do you differentiate your products from others in order to gain competitive 
advantage? 
 

2) How do you promote your products? 
 

3) How does direct selling work? 
 

4) How do you develop your products? What is the developing process? 
 

5) What is your target market? 
 

6) Do you have high or small power distance? 
 

7) Do you like to take risks or are you rather on the safe side? 
 

8) Who has the final decision in the company? Do you discuss and vote, or does the manager 
make the final decision?   
 

9) What is your view on punctuality? 
 

10) What are Oriflame´s success factors? 
 

11)  How do you motivate your employees? 
 

12) What is the business culture at Oriflame? 
 

13) What does it take to produce a catalogue?  
 

14) What products to you sell? 
 

15) What is your product philosophy? 
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