
REFORMULATION
CHECKLIST

DEFINE THE REFORMULATION
OBJECTIVE  

☐ Sensory profile (taste, texture, appearance) 
☐ Shelf life / food safety 
☐ Processing conditions 
☐ Consumer price point 

☐ Regulatory requirements (e.g.,
banned/restricted ingredients) 
☐ Retailer/customer mandates 
☐ Clean label positioning / marketing claims 
☐ Cost optimization or supply risk mitigation 

AUDIT CURRENT FORMULA &
FUNCTIONAL ROLES  

☐ Preservation (e.g., lactates, sorbates)  
☐ Texture / structure (e.g., gums, phosphates)  
☐ Flavor / masking  
☐ Color / visual appeal  
☐ Process aid / yield optimization  

WHAT MUST NOT CHANGE? 

WHAT IS DRIVING REFORMULATION? 

IDENTIFY EVERY INGREDIENT AND ITS
ROLE: 

RISK ASSESSMENT (TECHNICAL &
COMMERCIAL)  

☐ Cost increase tolerance  
☐ Supply chain reliability of new ingredients  
☐ Scalability and manufacturing fit  

☐ Microbial stability  
☐ Oxidation / rancidity  
☐ Texture breakdown over shelf life  
☐ Color instability  

COMMERCIAL RISKS: 

TECHNICAL RISKS: 

IDENTIFY REPLACEMENT
STRATEGY  
SELECT APPROACH: 
☐ Direct replacement (rare)  
☐ Multi-ingredient system (most common)  
☐ Process modification + ingredient reduction  
☐ Hurdle technology (combine preservation
mechanisms)  

EVALUATE CANDIDATE INGREDIENTS: 
☐ Label perception (consumer-friendly name?)  
☐ Efficacy at required dosage  
☐ Compatibility with existing system  
☐ Regulatory acceptance in target markets  

PROTOTYPE & BENCH
TESTING  

☐ Multiple prototypes with varying
concentrations  
☐ Include control (original formula) 

 DEVELOP INITIAL FORMULATIONS: 

 TEST PARAMETERS: 
☐ Sensory (triangle testing, descriptive analysis)  
☐ Micro stability  
☐ Water activity / pH changes  
☐ Oxidative stability  
☐ Yield / cook loss 

SHELF LIFE & CHALLENGE
STUDIES 
VALIDATE PERFORMANCE UNDER REAL
CONDITIONS 
☐ Direct replacement (rare)  
☐ Multi-ingredient system (most common)  
☐ Process modification + ingredient reduction  
☐ Hurdle technology (combine preservation
mechanisms)  

 EVALUATE CANDIDATE INGREDIENTS: 
☐ Label perception (consumer-friendly name?)  
☐ Efficacy at required dosage  
☐ Compatibility with existing system  
☐ Regulatory acceptance in target markets  
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REGULATORY & LABELING
COMPLIANCE  

☐ Ingredient declarations updated  
☐ Claims substantiated (e.g., “no artificial
preservatives”)  
☐ Allergen considerations 

ENSURE COMPLIANT LABELING:  

COST-IN-USE & MARGIN
IMPACT
ASSESS FULL FINANCIAL PICTURE:  
☐ Ingredient cost per lb/kg  
☐ Usage rate differences  
☐ Yield impact  
☐ Waste/spoilage changes  

CALCULATE:  
☐ True cost-in-use vs. original formula 

CONSUMER & CUSTOMER
VALIDATION 
CONDUCT VALIDATION:  
☐ Blind sensory panels  
☐ Key customer approvals  
☐ Market testing if needed 

FINAL CHECKS BEFORE LAUNCH:  

☐ Acceptance vs. original product  
☐ Willingness to pay (if applicable) 

CONFIRM:  

SCALE-UP &
COMMERCIALIZATION 

☐ Pilot run success  
☐ QA/QC specs updated  
☐ Supplier agreements finalized  

LAUNCH READINESS:
☐ Production teams trained  
☐ Marketing claims aligned with
technical reality  

PROCESS & MANUFACTURING
VALIDATION 
 CONFIRM PLANT COMPATIBILITY:  
☐ Mixing / dispersion behavior  
☐ Heat stability  
☐ Processing tolerances  

EVALUATE IMPACT ON:  
☐ Line speed  
☐ Yield  
☐ Waste  
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