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Executive Summary 
Sephora are an international and well-known brand in the beauty community. Offering a large, varied and exclusive range of health and beauty products to their consumers, it makes them one of the leading brands in their market space today.  Providing their customers with opportunities to access their products through both digital and physical platforms allows them to be fully absorbed in the Sephora experience. They are recognised for their excellent work digitally and their innovative and visionary culture.
Sephora recently introduced a significant change in the operations of their business by opening a physical store in the UK, a location where they have not been present for many years. This report aims to explore this change, the change management processes adopted, all of which are supported by models and perspectives from a variety of literature. There is particular emphasis on the type of change, their macro and micro environments, driving factors for the change, resistance, and risk management. These are reinforced by the application of a SWOT and PESTLE analysis.
A deeper exploration into the driving factors for the change identified the strong level of influence from internal and external factors and the complexities associated with their dynamic environment. The analysis noted the impact of the Coronavirus pandemic on the consumer habits for beauty products, the increase in demand partially influenced by the power of social media as well as the effectiveness of leadership and engagement when delivering change. Sephora have instigated this change during a period of economic crisis which could impact their sustainability and success in the future, thus the need for effective risk management. 
It was recognised that Sephora does not approach change lightly and is an area that they offer a wealth of experience in. The change initially appears to be a success and following the evaluation, a set of recommendations have been developed. These recommendations are based around sustaining the change and ensuring longevity for the business. These include not developing complacency, continuing to be a people-centric organisation, and exploring potential areas for development in line with current trends and legislation, with the objective of continuing to compete with market rivals. These recommendations aim to support Sephora to maintain their success in the future and remain as a permanent fixture on the UK high street. 
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1. Introduction 
[bookmark: _Toc134204563]1.1 Organisational Background 
Sephora is an international beauty brand, founded in what could be described as the fashion capital of the world, France. Sephora’s inception began in 1970 and are currently owned by the Moet Hennessy Louis Vuitton (LVMH) group, a luxury goods brand. At the group, Sephora are accompanied by other reputable brands who strive to maintain a high reputation. Globally, Sephora operate 2,700 stores and with this figure continually increasing, change is always on the horizon. They are recognised for regularly adopting change, pushing the boundaries between the digital and physical beauty space, and offering an extensive and varied range of health and beauty products. This positive reputation is not only limited to operational aspects of their business, with Sephora being recognised as one of America’s best employers for four consecutive years during 2018-2021 (Sephora, 2023).  
[bookmark: _Toc134204564]2. Change Management
[bookmark: _Toc134204565]2.1 What is change?
The Oxford Learner’s Dictionary (2023) defines change as ‘the act or result of something becoming different’ and in a slightly different context, ‘the process of replacing something with something new’. For businesses specifically, it’s about transitioning the company from its current position to where it wants to be, through a structured and planned process (Thompson, 2018). 
In previous years, some companies often exhibited a negative response to change however with the recent change of environment following the pandemic, it is expected that every year may look vastly different for many. This will require both preparation and acceptance of change and by taking this approach and being able to witness the benefits of change it will hopefully aid in ‘humanizing the change process’ (Malik,2022). On the other hand, even though a business and/or individual may be willing to introduce change, it is widely recognised and must be accepted that many new change initiatives fail to succeed. However, to provide change with the best chance of success, principles of change management need to be applied. 
[bookmark: _Toc134204566]2.2 What is change management?
In order to respond to your environment and initiate change in the most effective way, a change management process needs to be applied. Change Management theories and models have been developing for over 40 years (Nohria and Beer, 2020) beginning with the early introduction of Lewin’s (1951) three step model, based around unfreezing, moving and refreezing. This 3-step approach has been supported by some but also critiqued by others for its simplistic nature and lack of adaptability for those organisations based within a dynamic environment (Cummings, Bridgman and Brown, 2015). Lewin’s initial approach went on to influence the work of many other theorists such as Lippet et al. (1958) and Beckhard and Harris (1987) whose model was based around outlining the current and future states, managing the transition to achieve the future goal and maintaining the change. Building upon the critique of Lewin’s work being too simple was Kotter (1996) who developed an extensive 8 step theory which can be seen below in Figure 1 (Management Study Guide, no date). 
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Figure 2 – Kotter’s 8 Step Process (Kotter Inc, 2023)
Nohria and Beer (2020) also suggest that the different models can be categorised into two areas; one of which optimises the use of external consultants to lead on the change and the other where change consultants act more in a guidance capacity to the leaders and managers of the organisation.  
[bookmark: _Toc134204567]2.3 An overview of Sephora’s approach to change
Sephora are often described as ‘visionary’ and a company who have introduced many developments since their founding and these developments have allowed them to witness both the highs and the lows associated with change. It is evident that Sephora fully recognise the importance of change, and this is demonstrated through the adoption of a change management methodology and the creation of a team fully responsible for managing change. A structured approach is followed with their change management steps defined as; understanding the change, planning and design, execution, communication and acknowledging feedback (Sephora, 2023b). 
[bookmark: _Toc134204568]2.4 Proposed Change
To some, change may seem like a customary activity for Sephora however expanding to the UK and opening a physical store, is a significant development in the operations of their business. Sephora previously failed in the UK market almost 17 years ago (Wright, 2022) and since then have not introduced a UK website or store with individuals having to pay exceptional shipping costs should they wish to purchase any of their products. However, this is not reflective of their global approach, having opened many successful stores worldwide. Much of Sephora’s success has been through their advances in digital technology which poses the question as to why they are keen to move towards in person shopping, head back to the UK and open a store? 
[bookmark: _Toc134204569]2.5 Planned or Emergent Change?
Change can often be categorised as either planned or emergent, with both approaches having the support of many theorists. Emergent change refers to the development of change over time in response to the unpredictability and instability of the business’s operating environment. Emergent change is based around ‘bottom up’ action as opposed to ‘top down’ action which is a core principle of planned change (Bamford & Forrester, 2003). Based around the work of the infamous Kurt Lewin, planned change has previously been the more popular choice of model, with the concept based around moving from one position to another by following a formal process (no date).
The literature identified both benefits and drawbacks for both types of change and the scenarios where they are most applicable. Planned change can be easily evaluated as it includes mechanisms for measuring objectives and by beginning at the top of the hierarchy it allows for increased control. Although this has the potential to be negatively perceived as it is planned and managed by leaders. Whereas emergent change is unplanned, it is more appropriate for those environments that are rapidly changing as is it allows for greater flexibility. However, there is a higher level of risk to consider, control is more challenging and there is increased opportunity for failure (Mahr, 2022). 
Sephora demonstrates the qualities of planned change with it being such a considerable move for the organisation and although the idea for the change may have been gradually developed over time, the final decision to implement the change, cannot.  It is also important to consider that as Sephora are a private sector business it allows them more freedom in their approach to change. This includes differences in governance, policy and legislation which can influence how the change is implemented (Sminia & Nistelrooij, 2007). 
[bookmark: _Toc134204570]2.6 Developmental, Transitional or Transformational?
Change can also be classified as either Developmental, Transitional or Transformational. Sephora exhibits the key qualities of transformational change that Ackerman (1997) describes as radical, produces significant differences in structure or process or is the result of a changing culture within the organisation. This is also supported by the viewpoint of Head (1997) who believes that it refers to the change in structure, culture and processes of an organisation.  It is known to occur in response to significant changes in the organisation’s environment (Appendix A and B) and should be approached seriously. Daly (2021) suggests that if well managed it will generally result in a positive outcome. A significant model of transformational change is the theoretical model proposed by Burke and Litwin (1992) that explains the relationships between strategy, leadership and the external environment (Management Study Guide, no date). 
[bookmark: _Toc134204571]3. Influencing Factors (Drivers for Change) 
Burke and Litwin’s infamous model of change (1992) stresses the importance of understanding the relationship with the external environment. Although, it is essential to also recognise the impact of both the internal and external environments. Thus, an environmental assessment has been conducted by means of a SWOT (Appendix A) and PESTLE analysis (Appendix B). These are in addition to the earlier assessment using Lewin’s Force Field Analysis. All tools have identified many pertinent points to support Sephora’s introduction of the change and some of which will be discussed in further detail. Sephora appropriately address the reason for the change in the following statement as ‘offering a new product service to address external market forces’.
[bookmark: _Toc134204572]3.1 Impact of Covid-19 on the Beauty Industry 
The Coronavirus pandemic impacted everyone in some shape or form and where some companies might have always feared change, the pandemic almost forced this upon them (Malik, 2022). The retail sector was particularly affected with unessential shops initially forced to closed and when reopened were governed by strict distancing and hygiene regulations. 
During this period, the global revenue for the beauty industry decreased by about 30% (The MBS Group, 2020) and where previously consumers would have tried, tested, and smelt products, their buying behaviour had to dramatically change. This resulted in businesses having to respond to their changing needs and expectations as well their approach to selling (Youngsil & Ki, 2021). Many organisations had to develop digitally in order to boost sales; something that Sephora excelled at with the creation of technological advancements such as the Sephora App and Colour iQ. Being able to adapt to change in this way is described by Briedas et al. (2020) as imperative. 
A study by Kopot and Reed (2021) revealed that prolonged periods of isolation would have impacted individual perspectives on online shopping due to having spent so much time in doors and although online sales have dramatically increased since the pandemic, research shows that there is an expected shift in the behaviour of consumers back to in person shopping. Companies such as Sephora are attempting to combine the offline and online shopping experience by maximising the benefits that they both have to offer.  A recent survey conducted into the cosmetics industry revealed that sales in cosmetics had grown by 16% on the previous year (Statista, 2023). However, 46% of consumers would still prefer to physically see beauty products (Howarth, 2023). Sephora are seemingly responding to an improving picture an increase in demand and the needs of their customers. 
[bookmark: _Toc134204573]3.2 Economic Picture  
What is particularly interesting for Sephora’s change is that whilst many stores are closing and focusing more on digital sales, Sephora are doing the opposite. This change has been introduced at a time where the economic climate particularly in the UK is exceptionally poor with many retailers re-evaluating their physical stores (Briedis et al., 2020) The British high street is in a state of disarray with many well-known stores having forced closure due to shifting demands and the inability or unwillingness to change their approach to business. Not only have shopping habits changed, but there is also the contention of instability and out-of-town shopping centres (Orr, 2023). 
This strategic change presented by Sephora could be in fact a very clever decision with Milington (2017) describing this type of approach as ‘broader and proactive’. It allows for a business to determine what is special about their organisation and an awareness of any potential future changes. Sephora’s approach to physical spaces with the combination of digital excellence has resulted in ‘increased interactions and transactions’ and has allowed them to actively compete with other companies in what is called the ‘brick and mortar’ market space (Rebiere & Mavoori 2021). Sephora’s choice of location is Westfield White City in West London (Sephora,2023b) which is one of Europe’s largest shopping centres and home to many shops, restaurants and entertainment facilities (Unstudio,2023). Choice of location can often be the reason for success or failure and it easy to envisage the number of people that will cross Sephora’s path on their journey.  Customer journeys are often designed around location, but companies will now be fighting over attention from consumers (Torrens, 2022). 
Sephora are not only entering a challenging and unpredictable marketplace but are also facing strong competition from stores such as Boots and Superdrug. Reassuringly, a recent survey demonstrated that one third of UK shoppers who are familiar with Sephora would switch from their previous choice to Sephora when purchasing beauty products. The SWOT and PESTLE analysis highlighted the question as to whether they are able to compete on value for money during a time where disposable income is reduced.  The introduction of Sephora into the high street arena has already prompted further developments from their competitors such as signing in demand brands and lowering pricing points to gain the younger market (Global Data, 2023). 
[bookmark: _Toc134204574]3.3 Leadership and Organisational Structure 
Making a transformational change requires strong and empowering leadership and the literature suggests that change management skills should be a requirement of anybody taking on a role in leadership and management. However, it is important to consider that wanting change and enacting change require different skill sets (Deshler, 2021).  It can often be a frustrating process for many leaders but there are various skills that can support them through the process (Samuel, 2022) such as viewing change in a positive light and as an opportunity for development. These individuals are focused on people and are full of vision, something which Sephora advertise to be.  During Sephora’s expansion into the UK, Guillaume Motte was appointed as their new CEO. Having worked for many years at its parent company, LVMH, Motte is well versed in the practices and culture of Sephora (Salpini, 2022). It is felt that he demonstrates the ability and qualities to support and lead Sephora through these changes and become the premium brand they envisage (Hughes,2022).  
Oakland and Tanner (2007) emphasise the importance of people within the change process and how essential they are to its overall success. The LVMH group are true advocates for their staff and proudly shared that they could ‘count on our people’ during the Pandemic. The report indicates that that they engage with staff more than ever and fully recognise the importance of everyone’s role. Communication is key to any change, and this is fully supported by Sephora who attribute dialogue to their success and innovation.  Sephora promote their six pillars of the organisation which can be seen in Figure 2 below: 
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Figure 2 Six Pillars of LVMH (LVMH, 2022)
What is particularly interesting from their six pillars is their branding as a decentralised organisation. Joseph (2019) defines this type of structure as a structure where daily decisions and operations are delegated to middle and lower managers which is known to work in favour of change. Opting to adopt this type of structure offers many advantages such as empowerment of employees and a feeling of involvement through having greater autonomy. It also eases the process of expansion which is particularly apt for Sephora’s new store opening.  On the other hand, it can present challenges for organisations such as duplication of effort and potential inconsistencies. Despite these disadvantages it is becoming an increasingly popular choice for organisations (Toppr, no date).
In LVMH’s annual reports, they publicly display gratitude for their staff and recognise that their success and growth as a company is largely due to the relationships they have built with staff at all levels across their organisation. Building a strong, open and communicative culture is extremely important to them and is promoted as one of their key organisational priorities (LVMH, 2021) Guided by the principles of the LVMH, Sephora embody these behaviours and empower their staff to do the same. 
[bookmark: _Toc134204575]4. Resistance to Change
Occasionally, no matter how effective the leadership may be, resistance to change may occur. Resistance may come from various stakeholders such as consumers, suppliers or employees so being able to understand how to manage this is key. There is little evidence to demonstrate that Sephora’s change in direction has or hasn’t received resistance although some critics have thought that this move may be poorly timed (reference needed). Resistance to change may be more prominent with employees and can be visible through a variety of different outlets such as reduced output, hostility, leavers as well as sudden disagreements. This could be expressed to managers or between colleagues with differing opinions towards the change. Lawrence (1969) suggests that encouraging employees to participate in making the change can help ease the process. Participation also forms part of Kotter and Schlesinger’s six strategy model in successfully managing resistance to change along with education and communication, facilitation and support, negotiation and agreement, manipulation and co-optation as well as coercion (Sacerdote, 2014). This focuses on the leader’s approach, whereas Scott and Jaffe’s model is based around the individuals four responses to change: denial, resistance, exploration and acceptance (Sacerdote, 2014). 
[bookmark: _Toc134204576]5. Power 
When delivering change there is a requirement for companies to explore the notion of power and what that means for them. For some companies this might be through the organisational hierarchy, governance or politics but for Sephora, power comes through social media and consumers with the effect of influence. Sephora have maximised every social media platform from Facebook, Instagram, Twitter to TikTok. They actively use these platforms to promote their products and regularly collaborate with influencers (Leung, 2018). Additionally, social media offers companies the ability to analyse their customers/potential customers interactions with different platforms, interrogating numbers of clicks to likes to saves. Analytics such as these can identify areas for improvement that may be experiencing poor engagement (Li, 2023). The amount of power that social media has on companies and their consumers is supported by a wealth of research with 57% of people globally having access to at least one form of social media. If a company promotes a customer focused approach then social media will be encouraged and/or utilised (Poliska, 2020). Social Media has a particularly strong influence in the beauty industry with 67% of beauty enthusiasts viewing influencers using the product before purchasing (Spencer-Jolliffe, 2023). Social Media has aided the return of Sephora to the UK with all posts having a sense of inclusivity such as ‘We Belong to Something Beautiful’ (Lukis, 2020). The excitement and anticipation over the new store opening is demonstrated through a recent YouTube video that also focused on the consumers ability to sample and test products in person before buying (Get the Gloss, 2023). 
[bookmark: _Toc134204577]6. Risk Management 
Sephora appear confident about the challenges ahead but with change comes risk and this must be balanced. Opening a store in the UK could be perceived by some as taking a big risk, particularly at a time where the economic climate is poor. Taking risks is a significant part of business and every element of change management involves taking a risk, no matter how well planned out it is. Hastings (1993) describes the old culture as having an aversion to risk whereas now organisations are taking calculated risks which is interestingly aligned with innovation. Every risk could be described as a ‘calculated risk’ if considered appropriately and should it be conducted correctly it can inspire creative thinking, boost employee confidence and provide a sense of ownership (Elorus Team, 2022). This attitude to risks is reflective of Sephora who are learning to manage the risks but also balance the risk against the importance of the outcome (Yeh,2020). Their approach to risk management includes a clear system for monitoring of risks and the development of action plans, initiatives and preventative measures (LVMH, 2018). 

[bookmark: _Toc134204578]7. How do we know that the change is complete? 
An important part of the change management process is evaluating and sustaining the change once complete. This allows the organisation an opportunity to assess the effectiveness of the change and implement any further changes or recommendations. In some instances, change is introduced and can be quickly evaluated but for others such as those undergoing an emergent change there could be a continual process of monitoring and evaluating. For Sephora, the change to open a store in the UK has been achieved and evidence shows that the Sephora store is performing 300% better in the first 8 weeks than predicted (Taylor, 2023). However, a continual assessment of this change is required to ensure it is maximising every opportunity (IMD, 2022). This is described by Hayes (2022) as sustaining the change. 
Different perspectives have been presented on the final stages of the change management process from Lewin’s final stage of refreezing and establishing a new status to Kotter’s building on the change and making the change permanent in culture (Barrow, Annamaraju, & Toney-Butler, 2022). Carnall and Todnem (2014) believe that by actively managing change, it creates a positive environment for consolidating learning and provides opportunities for development and future growth.  



[bookmark: _Toc134204579]8. Conclusion 
Change is inevitable and recent experiences have highlighted this more than ever. An exploration into Sephora, a popular global beauty brand demonstrated a significant change by opening a physical store post pandemic, in a country experiencing economic crisis. This change could be perceived as either extremely risky or extremely opportunistic. 
Conducting a SWOT and PESTLE analysis allowed for a more in-depth evaluation and understanding of the internal and external environments. This was in addition to the earlier adaptation of Lewin’s Force Field Analysis which identified the forces for and against change. Some key themes arose from the analyses which were explored in further detail such as the COVID-19 pandemic, the economy, leadership and management as well as risks. These driving factors positively built Sephora’s case for change, and the evidence demonstrated that they are fully aware of the ever-changing environment that requires them to be ‘inventive, alert, innovative and pioneering’.  Sephora appear to have well balanced risk and objectives in order to implement what was found to be transformational change. From their smart choice of location for their store, to maximising consumer behaviour post pandemic, Sephora truly know how to flourish with change. 
The company envisages vision, innovation and welcomes change and these values are deep rooted in the company’s behaviour and culture. They truly value the opinion of their employees which is key when enacting change. It is now more a question of whether Sephora can withstand the recession and potentially expand to other cities. The response to the change initially seems positive with sales targets overachieving however the following recommendations have been suggested to ensure future success, sustainability, and assurance that the change is being managed appropriately. An article by Hancocks (2023) perfectly summaries change in that ‘something will happen, because it always does, but the more awareness we have of the process and the more cognisance we have of our ability to shape it the greater our chance of survival’. 
[bookmark: _Toc134204580]9. Recommendations
Considering Hayes (2022) final stage of the change management process of ‘sustaining the change’ a set of recommendations have been devised that allow this to be carried out. 
1. Sephora must not develop complacency; their initial two months have been a success but there is no guarantee that this will remain. They are operating within a dynamic environment so regularly revisiting the SWOT (Appendix A) and PESTLE (Appendix B) analysis would be beneficial. 
2. Conduct a lessons learnt and benefits realisation exercise to better inform future change and developments. 
3. Continue to look after their staff and recognise their value in their success as a company. Continue to engage with all identified stakeholders to gain their feedback so a true and honest picture is gained of the change. 
4. Maintain their visionary and innovative image by pushing the market boundaries and combining the digital and physical world of beauty products, an area where they excel. Consider further developments to align with the ‘clean product’ as identified through the PESTLE analysis. 
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Appendix A – SWOT Analysis of Sephora
	Strengths (Internal)

· Strong brand image and reputation
· Loyal following of consumers
· Positive relationships with staff who are valued.
· Strong leadership and management structure
· Visionary and Innovate values embedded within organisation. 

	Weaknesses (Internal)

· Previous issues with inclusivity and equality


	Opportunities (External)

· Demand for beauty products remains high, post pandemic. 
· Global market
· Maximised use of social media
· New location, new consumers
· Clean sustainable products


	Threats (External)

· Physical stores vs online shopping demand
· Cost of living crisis and economic recession 
· Growing number of competitors
· Luxury products vs value for money
· Negative press regarding beauty, mental health, and body image














Appendix B – PESTLE Analysis
	POLITICAL
	

	· Brexit and impact on trade laws and processes
· Rising costs 
· Governmental restrictions


	ECONOMIC
	
	· 2023 Recession 
· Sephora dependant on new beauty brands for growth
· Challenged by mass retailers e.g. amazon 
· UK third largest market for cosmetics


	SOCIAL- CULTURAL
	
	· Power of social media as well as the development of marketing myths
· Idealized beauty and the impact on consumers
· Diversity and inclusion
· Aging demographic looking for ‘anti-aging’ products.
· Rising power of the ‘informed consumer’

(Mirra, 2023)

	TECHNOLOGICAL
	
	· Development of the omnichannel experience post pandemic 
· Digital Innovation becoming increasingly popular.
· Large numbers of consumers still purchasing products online 


	ENVIRONMENTAL
	
	· Clean beauty trends 
· Demand for natural ingredients rise in Europe.
· Ethical sourced materials are in demand. 
· Many companies developing strong environmental strategies.
(Ministry of Foreign Affairs, 2022)

	LEGAL
	
	· Lack of regulation exists with ingredients for beauty products.
· Previous difficulties working with the brand.
· Previous complaints regarding inclusivity and diversity. 
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Decentralized
organization

Our structure and operating principles
ensure that our Maisons are both
autonomous and responsive. This
allows us to be extremely close to our
customers, to ensure that rapid,
effective and appropriate decisions
can be made. This approach also sus-
tains the motivation of our employees,
encouraging them to show true
entrepreneurial spirit.

Vertical
integration

Vertical integration fosters excellence
both upstream and downstream,
allowing control over every link in the
value chain - from sourcing and pro-
duction facilities to selective retailing
- which in turn means that the image
of our Maisons is carefully controlled.

Sustaining
savoir-faire

Our Maisons pursue a long-term
vision. To preserve their distinctive
identities and excellence, LVMH and
its Maisons have developed arange of
initiatives to pass down skills and
expertise, and promote craft trades and
design professions among younger
generations.

4

Organic
growth

The LVMH Group places priority on
organic growth and commits signifi-
cant resources to develop its Maisons,
as well as to encourage and protect
creativity. Our employees are key
to this approach, making it essential
to support their career growth and
encourage them to excel.

5

Creating
synergies

Sharing of resources on a Group scale
creates intelligent synergies while
respecting the individual identities
and autonomy of our Maisons. The
combined strength of the LVMH
Group is leveraged to benefit each of
its Maisons.

6

Balance across
business segments
and geographies

Our Group has the resources to
sustain regular growth thanks to the
balance across its business activities
and a well-distributed geographic
footprint. This balance means that we
are well-positioned to withstand the
impact of shifting economic factors.




