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Figure 1: Boots Refill & Return Beauty Bar poster. Source: author-created poster; evidence based on Boots Group (2025), Boots UK (2025a, 2025b), CMA (2024), Deloitte (2024) and Euromonitor International (2025).
Boots UK is a national health, wellness and beauty brand, owned by a British pharmacy that employs over 51,000 staff members across the UK, with over 1,800 stores. Boots Refill & Return Beauty Bar will combine in-store and app-based features, enabling customers to refill selected own-brand beauty products, return hard-to-recycle empties, receive information about the impacts of packaging and allow them to earn Advantage Card rewards. It is a continuation of Recycle at Boots, a scheme for packaging that “cannot typically be recycled through household kerbside collections”, which has already engaged over 17 million Advantage Card members, and the Group's reported diversion of over 11 million hard-to-recycle items from landfill in 2025. (Boots UK, 2025a; Boots Group, 2025).
The extension addresses the market demand for people who want sustainability, value and convenience all in one. The customer would be able to save through refill pricing and customer incentives, decrease packaging waste, and get verified recycling information. For investors, Boots can leverage its store footprint, own-brand control and customer information to pilot adoption before expanding. The concept underpins the sustainable Bootprint agenda at Boots and the Green Claims Code requirement that environmental claims “must not omit or hide important relevant information” (Boots UK, 2025b; Competition and Markets Authority [CMA], 2024; Euromonitor International, 2025).
[bookmark: _Toc234589349][bookmark: _Toc234589398]Element 2: Segmentation, Targeting, Differentiation and Positioning Analysis
Boots Refill & Return Beauty Bar is a high fit extension due to the existing Boots resources: beauty expertise, pharmacy credibility, control of its own brand and a UK beauty and wellness industry collection network. The study reveals that extensions become more popular when they are consistent with the function, resources, target market and image of the parent brand (Peng et al., 2023). The proposal extends what Boots is by adding a circular service. This fit serves as a foundational basis for targeting and positioning decision-making that occurs thereafter.
Table 1: STDP summary for Boots Refill & Return Beauty Bar
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Source: author’s own table, informed by Kotler, Keller and Chernev (2025), Syed et al. (2024), Boots UK (2025a) and Boots Group (2025).
The geographical focus is the United Kingdom, particularly towns and cities with larger beauty stores, such as Boots. A phased pilot in London, Manchester, Birmingham, Nottingham, Leeds, Cardiff, Edinburgh and Bristol (LBMNLECBE) would give visibility and minimise risk. Refill and return services require trained employees, collection facilities and dedicated store space, and the current Boots' Recycle at Boots network offers a practical footing for services to begin operating. (Boots UK, 2025b).
The primary target demographic consists of 18- to 45-year-old shoppers who purchase beauty, skin-care or wellness supplies regularly. Users of the older, value-oriented, trust-driven, convenience and budget-focused Advantage Card are likely to be more responsive to other aspects of sustainability language; a secondary segment made up of older and family-oriented users. With the loyalty base, you can reach Boots directly and offer them personalised offers and make them behave. (Boots UK, 2025a).
Psychographically, the opportunity is not just an “eco-consumer”; it is the “real sustainable consumer” who will act when the solution is affordable, convenient and credible. Evidence suggests that positive attitudes do not always translate into action because perceived control, social norms and supportive conditions are important. The service should therefore be straightforward: scan, refill/return, reward, and impact without needing an expert (Syed et al., 2024).
Repeated participation is key to the extension, which is why behavioural segmentation is crucial. Boots should target Advantage Card members, those who have already used Boots for recycling, No7 and Boots' own brand skin care customers, and users of the app offers. These groups already know what a point is, and the repeated trips to buy goods, and with this knowledge, refill and return is not a new sustainability challenge but an integrated part of everyday life (Boots UK, 2025a; Syed et al., 2024).
Differentiate the targeting strategy. The main reason it's important is that loyal Boots customers are the main target, as they already trust the brand and they can easily understand the value. The younger digital-first consumer is a second target group, as they are interested in beauty trends but also have a growing distrust of overconsumption and vague claims. The trends in value, clinical confidence, loyalty and value/ecoevaluation back up Boots' expert trust plus rewards and quantified packaging saving combination (Euromonitor International, 2025).
Two simpler solutions were thought of: to improve only the recyclable packaging or to introduce an eco range of its own. Both would be easier to put into practice, but neither would have established repeated refill and return practices. Superdrug accepts only selected beauty empties, whereas Lush invites customers to “return any of their Lush plastic packaging to our shops” for recycling (Superdrug, 2022; Lush, n.d.). There are a variety of ways that Boots can offer this differentiation by integrating refill, return, and staff guidance and Advantage Card rewards into a single mainstream service. Heeremans et al. (2025) indicate that reusable systems are more appealing where the consumer is not strongly involved, and the benefits are evident. As such, a controlled in-store pilot is more feasible, has more behaviour-changing power, and fits better with the brand than packaging changes alone; it is more balanced than packaging changes alone.
The positioning statement is: “Boots Refill & Return Beauty Bar is the high-street brand of trusted, convenient and waste-free care for UK beauty and wellness shoppers who want to spend less and feel better. It connects sustainability to the mainstream rewards of convenience, cost-saving, care, loyalty and trust, helps Boots' ESG strategy and offers a service-led growth opportunity (Boots Group, 2025; Euromonitor International, 2025).
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Product. Boots Refill & Return Beauty Bar should be a circular beauty service rather than only a new product range. The service would feature four offers, all linked together: refill stations with selected Boots and No7 skin care products, body wash and hand wash, a return point for products that can't be recycled at home and a reward programme via Advantage Card in the Boots app. This product-service design enables sustainable packaging behaviour, as consumers have to be provided with the sustainable option and with the infrastructure that enables consumers to use it repeatedly (Del Greco et al., 2024; Kotler, Keller and Chernev, 2025).
The extension needs to start with categories in which hygiene, repeat purchase and standardised packaging can be managed, such as liquid hand wash, shower gel, body lotion, shampoo, conditioner, moisturiser refills and selected No7 products. They should not be rolled out too widely initially, as there are strict quality, cleaning, labelling and safety procedures to adhere to for refill systems. A careful and narrow pilot would ensure the integrity of the Boots brand whilst enabling the company to trial refill behaviour, product leakage, staff workload and customer satisfaction, before scaling. (Perret, Gómez Velázquez and Mehn, 2025).
Price. The pricing policy should eliminate this “green premium” obstacle. Refills should cost less than competing new packaged products, and rewards for returns should remain in points, as Boots customers already know what the points are worth in terms of monetary value. A simple version can provide 5-15% refill savings and bonus refills for qualified refills returned and personalised app rewards for repeat refill action. This reflects Deloitte’s UK evidence of cost pressure and fatigue, with a rising share of consumers reporting that “adopting a more sustainable lifestyle makes no difference”, so the offer should convey both environmental benefit and value for the consumer (Deloitte, 2024).
Place. The multi-channel approach to place should be store-led. Large Boots stores should have visibility of refill counters and return points, and the app should manage the eligibility of products, QR scanning, tracking of impact and offers. The presence of staff is important as it allows customers to be reassured on hygiene, product authenticity and the refilling process. The app has value because loyalty, reminders and customised promotions can make refilling a habit. Boots' massive offline appeal and digital loyalty program lend the brand a significant distribution edge over speciality refill shops. (Boots UK, 2025a; Boots UK, 2025b).
Promotion. The tagline used to promote the message needs to be “Refill. Return. Reward.” It is concise, memorable and benefit-led. Words like “planet-friendly” should not be used for communications unless backed up by evidence. Environmental claims must be truthful, clear, substantiated and not deceptive, which is what the CMA Green Claims Code states, and Boots should use specific impact claims (how many items have been returned, how much packaging has been avoided, how much of the material has been verified as recycled, etc.). Consumer confidence is preserved, and the risk of greenwashing is minimised (CMA, 2024).
Promotion should be done via Advantage Card emails, app push notifications, in-store signage, TikTok and Instagram demonstrations, Boots beauty advisors and local launch events. The best content would be a visualisation of the customer journey: bring back empties, scan the app, refill a product, earn points and see impact. Social media influencers should not be about unrealistic beauty consumption, and a practical routine is what should be promoted, as this should not make people feel compelled to buy more products for incentives. The overarching goal is to transform re-purchasing into products with fewer waste components, without losing the business viability of Boots (Euromonitor International, 2025; Syed et al., 2024).
People.  Employees are critical as they provide explanations, reassurance and quality control for refills and returns. Boots should provide selected staff with training as “Refill Advisors” to answer questions on hygiene, which products can be refilled, reward rules and where packaging goes. This is a key service-marketing issue because staff interactions can shape perceptions of risk and trust. If there is any doubt about sustainability or hygiene, then employees can be a key factor in either gaining or losing customers (Röding et al., 2024; Rohit, Ranjan and Shainesh, 2025).
Process. The customer process should be very simple: open the Boots app, scan empty packaging, take to store, get verified, refill/return and pick up points if conditions apply. Customers will be encouraged to use a clean refill container; they will scan the product and receive a digital receipt displaying refill savings and care information, but the container will be filled under the guidance of the staff. This should comprise clear exclusions where unsafe or unsuitable packaging is involved; otherwise, there would be a risk of reducing safety and sustainability credibility in the process (Boots UK, 2025b; CMA, 2024).
Physical evidence.  It should be a service with a familiar store face – pastel refill counters, clean condition and hygiene signs, QR-coded impact boards, staff badges, refill bottles and before-and-after packaging displays. That's because the reality of sustainability may not be apparent unless there is physical proof. A soft blue, sage green and cream colour palette was used to create the poster design, and its hues convey care, cleanliness and calm sustainability, while retaining a professional and Boots-compatible aesthetic. In-store dashboards should provide objective results, including the number of items collected, packaging avoided, points earned, etc., in easily understandable terms (Perret, Gómez Velázquez and Mehn, 2025; Boots Group, 2025).
All 7Ps are interdependent. The service is created by its product and process, adoption barriers are lowered by its price and promotion, its place and people make the behaviour convenient, and its physical evidence makes its sustainability proof visible. The biggest danger is that customers consider it an "extra reward game" instead of a true decrease in packaging. To prevent this, Boots should monitor repeat refill use, packaging reductions, where returned materials go, customer satisfaction, refill hygiene incidents and whether refill customers decrease purchases of similar single-use packs. To ensure sustainable marketing proves outcomes rather than just intentions, this critical measurement approach is required (CMA, 2024; Del Greco et al., 2024).
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Creating this sustainable brand extension gave me a clearer understanding of brand-development dynamics and showed me that an extension involves more than introducing a new product under an existing brand. It's a matter of how well the parent brand aligns with customer needs, market trends and credible sustainability evidence. Initially, I viewed the concepts of refill and recycling as environmental ones. I discovered that sustainable marketing has to be designed operationally: customers must be able to access stores, have clear instructions, be happy to pay a fair price, receive rewards, feel a sense of hygiene and have confidence in the evidence presented before changing their behaviour (Kotler, Keller and Chernev, 2025; Syed et al., 2024).
I found out that the target market isn't just “the people who care about the environment.” So, of course, customers might be interested in sustainability but opt for convenience, value or familiar brands. This helped me position Boots Refill & Return Beauty Bar as a realistic mainstream service rather than an eco concept. The most useful learning obtained was the importance of behavioural segmentation, as Boots already has some members of Advantage Card and Recycle at Boots who will be more likely to accept the new service (Boots UK, 2025a; Deloitte, 2024).
Also, the marketing mix helped me become more critical in my thinking as all the 7Ps contained a strategic tension. The price needs to incentivise sustainable behaviour without being a gimmick, for example. Promotion should be convincing but not greenwashing. These conflicts proved to me that to have a sustainable brand extension, there had to be a lot of service design work done and not just pretty branding (Rohit, Ranjan and Shainesh, 2025; CMA, 2024).
Creating and presenting the poster gave me a good sense that analysis is not only important, but must also be communicated effectively. The time of my presentation (3-5 minutes) required me to focus on one message, to be more selective with evidence and to make shorter explanations. I wasn't as sure about operational risks and some questions I might have had to answer if I were an investor. Rehearsal helped me to develop more fluency and link customer value to commercial value. Going forward, I would do timed questions and also gain confidence, voice and the ability to adapt the message for the stakeholders by using feedback.
My performance in future projects would be enhanced by using primary data, for example, a survey of a small number of people in the UK about their willingness to use the Boots refill stations and return empties. Overall, this portfolio helped to enhance my research skills, academic referencing skills, knowledge of sustainable marketing and strategic analysis and professional communication skills, which are beneficial for my postgraduate studies and future marketing consultancy practice.
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               Boots Refill & Return Beauty Bar Critical sustainable brand extension analysis Critical question Can Boots convert refill intention into repeated low - waste behaviour without adding cost, complexity or unverified green claims?  17m+ Advantage Card members  800 Recycle - at - Boots stores  11m+ items diverted from landfill Strategic fit — but not automatically sustainable • High fit with Boots’ beauty range, store reach, pharmacy trust and loyalty data. • Risk: rewards can encourage extra buying unless refills replace single - use packs. • Adoption needs proof, price saving, hygiene confidence and a fast store process.  Critical verdict A strong brand fit, but credible only if Boots measures net packaging reduction, verified recycling destinations and repeat refill behaviour.  Critical issues to test before scaling Risk Why it matters Safeguard  Adoption gap Customers support sustainability, but routines change only when refill is easy, cheaper and trusted. 5 – 15% refill saving; app prompts; staff help.  Operational risk Refill adds hygiene, contamination, stock - control and staff - time pressure inside busy stores. Start with own - brand pilot and audited SOPs.  Greenwashing risk Claims such as “eco” or “recycled” require clear evidence and material tracking. Publish verified destinations and net waste data.  Commercial risk Refills may reduce packaged - product sales or become a points game rather than reduction. Track margin, replacement rate and repeat refill behaviour.  Must - report KPIs repeat refill rate • net packaging avoided • verified recycling rate • refill margin • hygiene incidents • customer satisfaction  Refill • Return • Prove
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STDP area  Application  for   the brand extension  

Geographic  segmentation  UK high - street, shopping - centre and suburban Boots locations; phased  launch in large beauty stores and cities with strong footfall.  

Demographic  segmentation  Primary: 18 – 45 beauty, skincare and wellness shoppers. Secondary:  parents, value - conscious families and older loyal Advantage Card users.  

Psychographi c  segmentation  Consumers who want sustainable choices but need convenience, trust,  visible savings and clear proof before changing routines.  

Behavioural  segmentation  Advantage Card members, Recycle at Boots users, skincare repeat buyers,  refill adopters and customers motivated by rewards.  

Targeting  Differentiated targeting: loyal Boots shoppers first, then younger digital - first  beauty consumers and sustainable - lifestyle adopters.  

Differentiation  Boots store access, pharmacy - led trust, verified recycling, refill  convenience, Advantage Card rewards and own - brand product control.  

Positioning  The trusted UK high - street refill and return hub for beauty shoppers who  want value, care and less packaging waste.  
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