Zerun Custom Skincare Manufacturing Resource

Formula Development Roadmap

Private Label | Custom Formula | Packaging Coordination | Production Planning

A roadmap from product idea and sample development to testing, packaging confirmation, and bulk
production.

Roadmap Overview

A clear development roadmap helps turn a skincare idea into a production-ready formula. The path may be faster for mature
private label formulas and longer for fully custom projects, especially when texture, actives, packaging, claims, and target
market requirements need deeper review.

1. Concept Brief

2. Development Route

3. Formula Direction

4. Sample

Development

5. Feedback
Adjustment

6. Packaging
Matching

7. Testing and
Documents

8. Bulk Production

Define product type, target concern,
target market, and launch plan.

Choose mature base, modified base, or
custom formula path.

Confirm active structure, texture,
fragrance, color, and claim boundary.

Prepare lab samples based on the
confirmed direction.

Evaluate sample performance and
adjust if needed.

Match formula with bottle, jar, tube,
pump, label, and box route.

Coordinate required quality checks and
common document inputs.

Prepare material, production schedule,
filling, QC, packing, and shipment.

Product brief, reference products,
quantity, packaging idea.

Priority: speed, uniqueness, cost,
ingredient direction.

Preferred ingredients, exclusions,
target skin feel.

Sample address, feedback deadline,
review criteria.

Texture, scent, absorption, viscosity,
finish, and user feedback.

Package preference, artwork status,
channel needs.

Target market and document list.

PO, deposit, artwork approval,
shipment details.

Route Selection: Which Path Fits Your Project?

Mature private label formula

Modified mature formula

Fully custom formula

standard skincare needs

differentiation

Distinctive hero SKU, specific active

system, premium positioning

Key Decision Gates

_ What Must Be Confirmed Why It Matters
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Fast launch, lower development risk,

Brands needing speed plus some

early cost planning

Balanced route for texture,
fragrance, actives, or packaging
adjustments

and market fit

Shorter sampling path and easier

Greater control over product identity

Initial feasibility review and missing
information list.

Recommended route and development
scope.

Formula direction proposal and
development options.

Reviewable samples for texture and
product direction.

Revised sample or confirmation of final
sample direction.

Packaging recommendation and
compatibility review points.

INCI, COA, MSDS/SDS, testing
support, label input as applicable.

Production execution, QC records,
packing, and logistics coordination.

Less unique than a custom
formula. Packaging and claim
positioning still matter.

Changes may affect stability,
cost, and sample timeline.

Requires more discussion,
sample rounds, and testing
coordination.
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_ What Must Be Confirmed Why It Matters

Gate 1: Brief Acceptance Product direction, target market, quantity, and timeline are
clear.

Gate 2: Formula Route Private label, modified formula, or custom development is
selected.

Gate 3: Sample Approval Texture, scent, color, viscosity, absorption, and formula

direction are approved.

Gate 4: Packaging Approval  Package type, capacity, decoration, artwork, and outer box
are approved.

Gate 5: Production PO, quantity, price, payment, documents, and shipment
Confirmation route are confirmed.

Sample Evaluation Sheet

Prevents quoting or sampling based on
incomplete assumptions.

Controls speed, development cost, sample
scope, and uniqueness.

Creates the technical reference for further
packaging and production work.

Supports accurate BOM, pricing, and material
preparation.

Allows material purchase, scheduling, QC
planning, and shipment coordination.

Evaluation Area Rating / Notes

Texture and spreadability
Absorption speed

After-feel and finish

Fragrance level and scent direction
Color and appearance

Viscosity and package suitability
Overall brand fit

Required adjustments

Before Bulk Production

e Approved formula sample is kept as reference.

¢ Packaging components, label artwork, and carton details are confirmed.
¢ MOAQ, price, payment, and production schedule are agreed.

¢ Quality control points and document needs are reviewed.

e Shipping destination, packing method, and logistics route are arranged.
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