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[bookmark: _Toc75319128]Executive Summary
Sephora is an international beauty cosmetic retail company, where employees must ensure that they provide quality customer service while undergoing emotional labour (Borzoo, 2023). This refers to the act of managing your personal emotions, maintaining positive outlooks, and coping with various kinds of behaviours shown by customers.
In such situations, it is essential to adopt emotional intelligence and trauma-informed leadership for the wellbeing of employees and efficient running of organisations (Gray, 2025). Emotional intelligence helps in managing emotions of workers and trauma informed leadership prevents their actions from affecting anyone else psychologically. However, the use of these practices depends on the individual abilities of managers and their leadership style.
This report critically discusses the importance of emotional intelligence and trauma informed leadership at Sephora Cardiff. Real life examples are used to evaluate how management impacts the wellbeing and performance of employees at work through their leadership behaviours. This paper also explores how managers can exhibit mixed behaviours and the level of emotional intelligence varies significantly across teams. Some managers demonstrate high empathy, flexibility and support when employees experience poor wellbeing, while others fail to show empathy causing stress and low morale.
The report also includes personal appraisal of emotional intelligence based on results from quizzes. One Score indicates that I have a natural sensitivity to others' emotions, which is a key foundation for building compassionate and supportive relationships. My results place me well above the average range while still highlighting the opportunity for growth. The other score indicates that my overall emotional intelligence of 9.0 shows that I have strong capability across the main EI areas. Scoring 10/10 in social awareness reflects my ability to understand and respond to others effectively. However, my self-awareness score of 8/10 suggests there is still room to improve my understanding of my own emotional patterns.



AI Acknowledgement:	1
Executive Summary	2
Critical analysis of the importance of trauma-informed practice and of managers possessing strong emotional intelligence skills at Sephora:	4
Evaluation of Emotional Intelligence at Sephora:	7
Reflective Evaluation of Emotional Intelligence (Self-Assessment):	9
Conclusion:	12




[bookmark: _Toc935005715]Critical analysis of the importance of trauma-informed practice and of managers possessing strong emotional intelligence skills at Sephora:
The concept of trauma informed care is defined as a way of working that acknowledges the existence of and potential trauma experienced by workers within a work environment (Greer, 2024). This work focuses on approaches that avoid making situations worse and instead support employee wellbeing. It entails and environment where there are safety, trustworthiness, empowerment, and emotional support to ensure that there are no experiences of additional trauma in the workplace (Greer, 2023).
In the work environment at Sephora, employees engage in emotional labour, where they manage their emotions and at the same time deliver customer centric services (Dzreke and Dzreke, 2025). Managing emotions continuously can create psychological strain, especially in roles that require high performance and frequent customer interaction. The ongoing need to remain calm and professional can build up over time and affect overall wellbeing. Workplace stress among Sephora employees is increased even further by their need to manage customer complaints, fulfilling sales quotes and upholding brand standards (Hanson and Moore, 2023). This is why psychological safety is important as it helps employees feel secure, valued, and able to speak up without worrying about being blamed or punished.
Moore, Hanson and Gustafson (2023) highlight that Sephora creates a corporate culture based on diversity, outstanding customer service experience, and empowerment, thus establishing itself as a global retailer that respects people's uniqueness and belonging. All these characteristics create an impressive picture of a positive and vibrant retail atmosphere full of teamwork, multicultural corporate environment and customer involvement.
However, real life workplace experience shows that there are some issues related to inconsistent behaviour of leaders at different stores. For example, during the process of an employee review from her manager, where they discussed the issue of underperforming, the employee did not receive any support. The discussion was very emotional with the manager not wanting to investigate the reasons behind the underperformance by the employee. At the same time, another employee suffering from gastroenteritis had full support from their management offering them extra breaks during working hours.
The first incident shows the lack of emotional intelligence in areas like empathy, emotional control, and social skills. The conduct of leaders in this case scenario can be regarded as unethical because it ignores employee's wellbeing and violates the concepts of psychological safety (Roh, Kim and Hong, 2023). In a trauma informed context, these actions are highly concerning because they overlook the emotional vulnerability involved.
Inconsistency in leadership at Sephora Cardiff is evident, especially based on the differing experiences of employees due to the varying emotional intelligence shown by mangers. Salameh-Ayanian, Tamer and Jabbour Al Maalouf (2025) highlighted that employees who received emotional support from their managers during difficult times such as illness or underperformance will differ from employees who have faced a lack of emotional intelligence from managers, in the form of stressful confrontations and interactions that do not consider their wellbeing. The lack of consistency in terms of leadership behaviours in a work setting will contribute to stress, low morale, disengagement and the likelihood of turnover (Brown-Crawford, 2022).
Because the VUCA retail setting involves volatility and emotional labour among other challenges, Sephora must take note of the need for consistent leadership in the organisation (Fadel, 2024). This will help create a stable and psychologically safe workplace that protects employees from the pressures of a VUCA environment. As Sephora does not currently have clear, trauma-informed standards, it is important to introduce emotional intelligence training to ensure leaders act consistently and appropriately (Shanahan, 2023).






[bookmark: _Toc1949296549]Evaluation of Emotional Intelligence at Sephora:
The concept of emotional intelligence can be explained as the ability to comprehend, regulate, and control one’s own emotions and influence the emotions of other people through personal relationships (Antonopoulou, 2024). There are five components included in the Goleman EI framework, self-awareness, self-regulation, motivation, empathy, and social skills (Mohammed and Augustine, 2025). These elements define how successfully individuals react to emotional and social challenges at work.
For leaders working in emotionally challenging business such as Sephora, emotional intelligence is important when handling issues with customers and employees. This is because of the need to maintain self-awareness when identifying one’s emotional trigger points and self-regulation when reacting to situations that arise (Andres, 2025). Emotions help managers connect with their team members by enabling genuine empathy. This emotional connection supports a sense of psychological safety, which is very important for organisations operating in VUCA conditions.
Indicators of emotional intelligence at Sephora include managers showing empathy, using effective communication, and demonstrating situational awareness, although these behaviours are not consistently applied by all managers.
The following examples show that while Sephora's values promote diversity and inclusion, their application is inconsistent. As a result, the emotional climate within the organisation varies from one manager to another.
One of the examples of poor leadership at Sephora is when the performance of one of the employees was being reviewed by her manager. At their meeting, the manager only focused on the employee’s poor results and did not ask any questions to understand why her performance had declined or what support she might need to help her to perform well again. Instead of exploring possible causes, the manager repeatedly highlighted the negatives and offered no praise or encouragement. The conversation became distressing for the employee, who began to cry and experienced a brief anxiety attack, even then the manager did not provide any help or reassurance. By the end of this meeting the employee was told that if her performance did not improve, her hours would be reduced, and she might need to consider looking for another job.
Managers who use active listening and good communication skills can help employees cope with their challenges to build good relationships and avoid demotivating them (Salameh-Ayanian, Tamer and Jabbour Al Maalouf, 2025). Emotional intelligence skills in this case would have promoted psychological safety and would have created a good working relationship. 
Sharma, Dhanta and Sharma (2024) note that when emotional intelligence is used effectively, managers respond with empathy to employees experiencing health issues rather than punishing them. This supports the second example at Sephora, where an employee dealing with gastroenteritis was given additional breaks to recover away from the shop floor, allowing her to manage her condition without compromising performance expectations.
The use of emotional intelligence helps increase employee motivation, supports a more inclusive work environment, and contributes to creating positive and memorable experiences for Sephora employees and customers. The first advantage is that it creates work environments that are inclusive, allowing people from various backgrounds to feel appreciated and accepted (Azevedo, 2025). Empathy shown by managers helps ensure that employees feel comfortable when performing their tasks.
Another benefit of emotional intelligence at retail stores includes higher levels of employee engagement in those stores where managers recognise their employee's contributions and offer support in addressing any issues related to health or work life balance (Mishra et al., 2025). For instance, where the employee who suffers from gastroenteritis, will be motivated by the way their manager reacts to the situation.
Emotional intelligence has a positive impact on customer experience too, as engaged employees with high EI levels are much more likely to create a positive atmosphere and provide great customer service (Nguyen and Popkowski-Leszcyc, 2026).
Emotional intelligence is a concept that is mainly reliant on individual capabilities rather than organisational processes (Goleman, 2020). One of the main limitations that exist in relation to Sephora’s leadership structure is the inconsistent use of EI. This creates an imbalance in how employees are treated. While some managers show empathy and care for their employees, there are managers who do not take into consideration the reasons why their employees underperform or do not come into work. There has been a case at Sephora Cardiff where an employee has been terminated for sickness while she was off work without any warning or notice. The managers did not explore the reasons as to why she was taking time off and if there was anything they could do to help. However, there have also been cases where employees have received the highest level of support from their managers by being given the option to change their working week to fixed days and hours to help support their work life balance.
This shows the inconsistency in the behaviour of leaders, who sometimes show empathy and concern while sometimes focus only on work performance, which leads to different experiences for employees (Simon et al., 2022).
The level of EI in the management of Sephora is critical in affecting employee wellbeing and performance through their reaction towards various issues. A manager who displays high levels of EI creates an atmosphere of psychological safety, low levels of work-related stress and job satisfaction among the workers (Muss, Tuxen and Furstenau, 2026). Giving employees the space to recover from sickness allows the employee to feel safe and relieved from stress and fear of any negative implications as a result.
However, low EI is evident during meetings that are focused on performance improvement and not empathy, thus creating emotional stress and anxiety and in extreme situation, even burnout (Hutsell, 2024). Such incidents have negative impacts on motivation can make employees feel the urge to stay away from work. 



[bookmark: _Toc358444991]Reflective Evaluation of Emotional Intelligence (Self-Assessment):
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Completing the emotional intelligence self-assessment gave me a deeper understanding of how I relate to others in my work and personal life. The results showed that I am naturally well attuned to other people's emotions, which is an important foundation for forming compassionate and supportive connections. Scoring well above the average suggests that I already demonstrate strong awareness, empathy, and sensitivity in my interactions with others. At the same time, the feedback highlights that emotional intelligence is not a fixed trait and that there is still room for growth. This reminder encourages me to continue developing skills to improve my interactions with others.
[image: ][image: ]
I also competed this EI quiz which provides a comprehensive picture of my interpersonal strengths and areas of further development. With an overall score of 36/40 I demonstrate excellent capability across the four EI domains, showing that I can understand emotions, manage them constructively, and use them to build strong relationships. My highest score 10/10 for social awareness highlights a natural ability to empathise, read social cues, and understand the emotions around me. These skills are essential for creating trust, psychological safety, and meaningful connections. Strong results in self-management and relationship management (both 9/10) indicate that I handle pressure well, adapt to change, and communicate in ways that support collaboration and positive outcomes. My lowest score 8/10 for self-awareness suggests an opportunity to deepen my understanding of how my emotions influence my behaviour and decision making. The balanced results of my strengths and growth areas identify that although I already show high levels of EI, continued refelction and practice, especially in self-awareness, can help me achieve greater consistency.
Empathy is an interpersonal skill that enables individuals to accurately understand another person's perspectives and experiences, allowing them to perceive aspects of someone's inner and outer world as that person sees them (Cockerill, 2022). I believe from my reflection, empathy should be considered as one of my main strengths. As I work at Sephora, I believe that empathy will assist me in creating positive relationships with people, especially when I must deal with irate customers or stressed coworkers.
Despite obvious strengths in all these aspects of emotional intelligence, I believe that I can develop my emotional self-awareness as this is the ability to recognise and understand my own emotions and the impact they have on others. I feel that sometimes I am unable to control my emotions and this shows in the way I act and speak and as a result affects the people around me.
To deal with the development requirements that I have recognised, it is necessary to have a well formulated personal development plan. Through mindful strategies, I can strengthen both my self-awareness and overall emotional intelligence by recognising the emotions that trigger certain reactions before acting on them. This allows me to pause, reflect, and respond more thoughtfully.
[bookmark: _Int_PdfKpymW]Improving my EI levels through mindfulness is achievable as my self-assessment results already show that I have a strong foundation to build on. I have made a list of mindfulness techniques that can help strengthen my emotional intelligence:
· Mindful Breathing - this helps calm your nervous system.
· Noticing triggers – supports the ability to detect triggers before acting on them.
· Reflective journaling – writing about your emotional responses helps you build self-awareness and understand patterns in your behaviour.
· Mindful communication – active listening, slow responses, observing tone and body language can strengthen empathy.
· Grounding techniques – sensory checks to manage anxiety and stress.

Mordue (2025) explains that mindfulness is the ability to focus fully on the present moment without distraction. Mindfulness isn’t just something you do, it is a way of being. He further goes on to say practising it strengthens motivation, and when paired with simple self-care and organisational habits, it can reduce procrastination, and support steady progress.



[bookmark: _Toc1936702428]Conclusion:
In conclusion this report shows that while Sephora is an inclusive company that ensures wellbeing among its employees, leadership practices do not seem to be consistent among all managers. There have been some examples where emotional intelligence practices contributed to employee wellbeing, psychological safety, and performance. But there have also been instances where the lack of emotional intelligence caused stress and anxiety among employees. This suggests the need for more consistent leadership standards. To strengthen EI levels and ensure employees receive the full support they require, it is recommended that Sephora Cardiff invests in the training of EI and trauma informed leadership development. This will help create a stable and responsive leadership practices across the whole store.
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You have answered 40 questions out of 40.
For best results, you should answer all the
questions that apply.

Overall El Score

36,40

90% — Excellent emotional intelligence
capabilities

Self-Awareness

810

The core of emotional intelligence. Self-Awareness is
comprised of three competencies: Emotional Self-Awareness
— the ability to recognise and understand your emotions and
the impact they have on work performance and relationships;
Accurate Self-Assessment — the ability to give a realistic
evaluation of your strengths and limitations; and Self-
Confidence — the ability to have a positive and strong sense
of self-worth.

Self-Management

910

Self-Management is comprised of five competencies: Self-
Control — the ability to keep disruptive emotions and
impulses under control; Transparency — the ability to
maintain standards of honesty and integrity; Adaptability —
the ability to be flexible in adapting to changing situations
and overcoming obstacles; Achievement Drive — the guiding
drive to meet an internal standard of excellence; and Initiative
— the readiness to seize opportunities and act.
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Test Your Emotional
Intelligence

How well do you read other people?

Your Score: 17/20

Nice work. You seem naturally well-attuned
to others” emotions--a vital skill for forming
compassionate connections. You scored
well above average but still have room for
growth; research suggests that people can
improve their emotion recognition skills
with practice. So keep an eye out for our
forthcoming empathy training tool,
designed to boost your emotional
intelligence. Sign up for our e-newsletter

for updates on it.
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Social Awareness

1010

Social Awareness is comprised of three competencies:
Empathy — the ability to understand others and take an
active interest in their concerns; Organisational Awareness —
the ability to read the currents of organisational life, build
decision networks and navigate politics; and Service
Orientation — the ability to recognise and meet customers’
needs.

Relationship Management

910

Relationship Management is comprised of seven
competencies: Developing Others — the ability to strengthen
and support the abilities of others through feedback and
guidance; Inspirational Leadership — the ability to inspire and
guide groups and individuals; Influence — the ability to
exercise a wide range of persuasive strategies with integrity;
Change Catalyst — the ability to initiate new ideas and lead
people in a new direction; Conflict Management — the ability
to resolve disagreements and collaboratively develop
resolutions; Building Bonds — the ability to build and maintain
relationships with others; and Teamwork and Collaboration —
the ability to promote cooperation and build teams.

SCORE INTERPRETATION GUIDE FOR EACH EI
AREA

8.0 - 10.0: Excellent — You demonstrate strong
emotional intelligence in this area

6.0 — 7.9: Good — You have solid skills with room for
development

4.0 - 5.9: Average — This area may benefit from
focused attention and practice

0.0 - 3.9: Needs Development — Consider this a priority
area for improvement

PERSONALISED FEEDBACK

Excellent work! Your overall El average of 9.0
indicates strong emotional intelligence across the
board. Your strongest area is Social Awareness
(10/10), which is excellent. Consider focusing

development efforts on Self-Awareness (8/10) to

achieve more balanced emotional intelligence
across all quadrants.





