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From Journeys
to Intent Systems

Designing for intent in a world of exploding entry points.

SNEHA NARAHALLI

SVP, Head of Product & UX



The journey doesn't start with a destination. It starts with

intent.

OLD MODEL - LINEAR PATH TO DESTINATION

Awareness

NEW MODEL - INTENT RADIATES OUTWARD

Consideration
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Destination is the output. Intentis the input.

UXDX - INTENT SYSTEMS




What Changed

From Channels - To Entry
Points

OLD MODEL - DESTINATION-LED

Start at the door.
Walk to the goal.
Browse Add to cart
START _@ L _@.’ g _@_ ______ GOAL |
HOMEPAGE ey PURCHASE

We pick a destination, draw a path, and optimize the steps in
between. The funnel is the design.

Customers don't follow journeys. They enter wherever their intent begins.
The explosion of entry points didn’t just create complexity. It exposed fragmentation.

Y

CHANNELS

Where customers show up — fluid, unpredictable, on their terms.

<® ChatGPT> (@ Search> <@ Social> ( @ App )(@ Web) <@ Store) <® Email>
<® Creators)

A

/

MOMENTS

When and in what state — context shapes what they need.

<0 Discovering> Co Comparing) C@ Deciding> (0 Buying) (@ Returning) (e Re-engaging)
C@ In-store) (@ Post-purchase)

L 8

INTENT

What they’re actually trying to do — the meaning beneath the click.

<® ‘Help me f‘hnoce) ( “I’m ready to buy ) <® "Soon, but worth it' > <® "Inspire me”>
G "Match my skin”> <® "ReorderD

P




Decisions happen at the intersection.

Intent emerges from context.

CHANNELS MOMENTS

WHERE THEY SHOW UP WHEN & IN WHAT STATE

The platforms Surface The time, timing,

D or touchpoints awareness ® or situation
where your your audience
audience

needs or
is ready.

They're
exposed to
your brand.

engages. h
Examples: * Examples:

Website, App, During commute,
o L ]
Email, Social, DeC| sSion After workout,
In-Store @ * While researching
REAL-TIME, IN CONTEXT

Consideration The perfect intersection Action

mindset of presence, timing, readiness
and purpose.

They're ready
to act.

They're exploring
solutions.

INTENT

WHAT THEY WANT TO DO

/ The goal or action your
O audience wants to achieve.

Examples:
Learn, Buy, Compare,
Book, Solve a problem



WHY IT BREAKS

The customer experiences one brand.
The company behaves like six systems.

Our organizations are built for channels, not continuity.

o e Teamsare /"5 Experiences ~—1  Contextis
()" channel-based ./ reset () lost
Silos own experiences Every handoff Memory disappears
end-to-end. starts from zero. across touchpoints.

THE CUSTOMER JOURNEY (ONE CONTINUOUS MOMENT)

Asks for help Browses Checks out
in ChatGPT on mobile on web

BEHIND THE SCENES (FRAGMENTED REALITY)

N 00— | = ‘, W (%) ~—J A\

Al / ASSISTANT TEAM MOBILE TEAM : ECOMMERCE TEAM

-1 Datadoesn’t

() flow

Systems don’t talk.
Signals don’t connect.

Gets order
confirmation

MARKETING TEAM

" 9" Decisions are

() fragmented

Each channel decides
in isolation.

Picks up
in store

- '*r,\'.‘ : - -
I / “

STORE OPERATIONS

[I Measurement is
[][] incomplete

We measure parts,
not the whole.

Seeks support
after purchase

CUSTOMER SUPPORT



THE SOLUTION

From Journeys — Intent Systems

Continuity becomes the product.

Understand Intent Carry Context </\ Decide in Real Time
What is the customer What do we <> What should
trying to do? already know? happen next?

ENTRY POINTS Q @ ' @ B 8

Search ChatGPT App Store Email Creators
p i Intent Orchestration Layer <2 Shared Context + Real-Time Decisioning
o <?
o—:g Understands intent. O []
@ Carries shared context. @ = I:B O il
Coordinates the next best action in real time. Inventory Customer Fulfillment Promotions Signals
Data

OUTCOMES Seamless Faster Higher Better
experiences decisions trust conversion

O Intent creates continuity across every touchpoint.



THE LEADERSHIP SHIFT

The organization has to become a system too.

You cannot build continuity with fragmented ownership.

OLD WORLD | Optimize channels NEW WORLD | Orchestrate continuity

Aligned around shared intent, context and outcomes.
One system. One view. One customer.

Siloed teams. Separate goals. Fragmented data.
Every handoff creates a reset.

2) (@) (al) (&) (B) ( O ----- ----- ----- @ ----- ..... ()

=)
PRODUCT DATA STOREOPS  MARKETING & MORE

UX PRODUCT DATA Al STOREOPS  MARKETING i n 4 J, i ! i/
) G £

Designs Builds Owns Builds Runs Drives
experiences features insights models operations demand

| |

| | | '
g @ @ @ @ @ Q Understand Intent @ Carry Context ¢ Decide Next Best Action @ Measure Outcomes

INTENT ORCHESTRATION LAYER

The shared intelligence layer that understands,
decides and orchestrates in real time.

o

What is the customer Who they are, what What should happen Continuity, satisfaction,
trying to do? they've done, where now? lifetime value.
they are.
OB 5 (O )% WO (o NP AP L
&+ Qpxi 0 x-E B x0 @ ——Q)—0)—@—®
CUSTOMER CUSTOMER
JOURNEY JOURNEY One continuous experience. Remembered. Relevant. Seamless.
6 Result: Context is lost. Customers repeat themselves. 0 Result: Continuity improves. Trust increases.
The org chart shows up in the experience. Outcomes improve for both customers and the business.

O No channel owns the customer anymore. The system owns continuity. Orchestration over ownership. Systems over silos. Outcomes over touchpoints.



Three
Shifts

Three shifts leaders need to make.

From channel ownership = to system ownership

Break the silos. Think in connected systems, not surfaces. Someone owns continuity end-to-end.

From flows - to decisioning

Design how decisions are made, not just the paths customers walk. Every major step answers: “What does the customer need now?"

From UX - to UX + Al + Data as one system

These are no longer separate disciplines. Seams are where trust leaks out. No handoffs where memory is lost.




IN PRACTICE

This is not a journey.
It’s a system responding in real time.

The customer expresses intent. The system understands, remembers, and acts.

CUSTOMER INTENT

&6
Best sunscreen

for

hyperpigmentation
b

@ Said in ChatGPT

Continues on Mobile

@ Picks up in Store

THE SYSTEM ORCHESTRATES

O~

o

o—
o

T ®

QI

1. Understands intent

Recognizes what the
customer is trying to do.

2. Carries context

Brings together relevant history,
preferences, location, inventory
and more.

3. Decides what
happens next

Determines the next best action
in this moment.

OUTCOME

No repeated questions

The system remembers.

No context loss

Seamless across every
touchpoint.

Relevant recommendations

Personal, helpful, and timely.

Feels seamless

Confidence preserved
at every step.

o The customer never sees the orchestration. They only feel understood.



PART TWO

Six examples
from the Tield.

Each one follows the same shape: an entry point, an intent, the context the system uses, a
decision it makes, and the outcome it enables.




INTENT “FM-READY 1O BUYXY™

Frictionless Checkout

21 U . 901 Y - ..
Cancel CHECKOUT Cancel PICKUP CHECKOUT
EXAMPLE 01/ 06

- 1. Deliver To " FMM M $74.5:
Checkout isn’t a screen. e ) D

123 Street Name
San Francisco, CA 94102-2384
Beauty Insider Benefits

ﬁ Apply Credit Card Rewards Apply

{5} Add a Gift Message > $S avatlable
s Apply Beauty Insider Cash v Applied
. . . $40 apphied (| Remo
Once a client signals purchase intent, the system 2. Shipping Method DL
reduces friction and preserves confidence — T ——
instead of resetting the experience. SN Shivoudz (Qltemm) - .
) Subtotal $619.00
] | Points Used (in this order) 100
. ' U]'! Pickup FREE
Pickup Bag Fee $0.26
R E S U LT S Estimated Tax & Other Fees (| $34.58
o ille o S heymen e Estimated Total $671.467 $655.95
Double-digit ROI incremental BT
. . VISA Exp 10/2024 or ] Aferpay (1) or P PoyPol (|
from higher conversion and reduced drop-off
Estimated Total (5 items) $173.95 Estimated Total (5 items) £614.25 $604.25

ENTRY INTENT CONTEXT DECISION OUTCOME

Web - App - Mobile € “I'm ready to buy” & Basket, device, © Shortest confident path © Lift in conversion & trust
saved info

i & = }*’ il
e




. - INTENT « “HELP ME CHOOSE”
Guided Selling
SEPHORA (Qswen ) O @

1:53 R 1:55 R

< Q Search
e Sort v 1 In Store

Puffiness v Duliness v

< Q SKINCARE Beauty Preferences

z Tell us your beauty trais and shopping preferences to
Skincare uniock personalized recommendations

Discovery becomes ~ —

Your Skincare Picks

Save Duliness 10 your Beauty Preferences?
Based on your sokected skincare traits and X Y )

proferences.

"”} Combination
\ S

LI TE0 (OMmoN J @ ©
Normal i i lge 3

-

Giow Recipo
Welermelon Glow
Nacinamide Dew Or

$20.00
ool bt 10K

not a set of filters.

The system recognizes “help me choose” as an intent T
and responds with guidance instead of a catalog. P oiihie . Spione

8.0 Puffinoss

Tatcha Tatcha
The Weler Cream O The Rice Wash Siun
Sofening Cleanser

LA 2 5 SRRl
$19.00 - $59.00

o e e e oy 4k
$25.00 - $74.00

! Makeup
L)

Your Makeup Picks

Preferences are captured and saved along the shopping
journey—making discovery more seamless and contextual.

Based on your selected makeup traits and
preferences

W oeo0s 1564

- - - -
Category browse “Help me choose” Saved preferences Tailored discovery Higher conversion
Faster discovery Stronger intent match
* Customers find what's right, More relevant recommendations From more relevant, intent-aware

faster. based on real preferences. discovery experiences.



EXAMPLE 03 / 06

Al Beauty Chat
meets customers
where they are.

From a natural question to expert guidance,
the experience adapts in real time—so customers
can make the right choice with confidence.

Have a real conversation

Customers ask naturally—about their
skin, ingredients, or how to use a product.

Get expert guidance
Al understands intent and delivers
personalized, trustworthy answers.

Move forward with confidence

Guidance connects to the right products
and next steps—without leaving the flow.

9:40 o ?
< (3 Search C/o \/\9
O Al Beauty Chat Feedback

| have very sensitive skin, would this work

for me?

The ILIA Mini The Base Face Milk Essence
& Lightweight Moisturizer is formulated to
be gentle and hydrating, making it suitable
for sensitive skin. It features soothing
ingredients like hyaluronic acid, a barrier
renewal complex, and plant-based extracts,
and is free from parabens, sulfates,
phthalates, and mineral cils. Clinical studies
show it helps reduce redness and
strengthen the skin barrier, which is ideal
for sensitive skin types. However, as with
any new product, it's best to patch test first
to ensure compatibliity. Here are some
other sensitive skin-friendly moisturizers
you might consider as well:

ILIA

Mini The Base Face Milk Essence &
Lightweight Moisturizer with Hyaluro..,
12 2. 2 & BRI%

$28.00

@ 1floz/30ml

Does it have fragrance? Is it non-comedogenic? Any for redn¢
ac
-
s — +
N 2 V 4 i co
Hoeme Sh Offer Ann. My Store Al Beauty

9:47 of ?

@ P

< Q, Search

* Ak AR 233  Askaquestion O 256k

Highly rated by customers for: Hydration, No White Cas1,

Non Groasy,

LANEIGE

HYORO UV DEFENSE EX

LTJ 00000 0 ¢ '
$30.00

or 4 payments of $7.50 with Klarna () or
© Aferpay (@ or P PoyPol
Get it for $28.50 (5% Off) with Auto-Replenish

Size: 1.67 0z /50 ml

Free returns on all purchases.*

[ @5 FREE Shipping |

Add to Basket

Get It Shipped

e o o ) =
nJ (;‘/ 839 imJ m’

Home Shop Ofters Anna My Store Al Beauty

@) 3 S 2
CQQ Be there with expertise, in the moments that matter. Helpful guidance. Relevant products. Seamless next steps.

INTENT « “] HAVE SENSITIVE SKIN"

9:47 ol ?
< Q Search @ \/\p
O Al Beauty Chat Feedback

LANEIGE - Hydro UV Defense Sunscreen Broad Spectrum SPF S0+

How to use this product

What are the ingredients in this product

How often should | use this product

Is this product good for sensitive skin

What are the benefits of this product

Is this a chemical or physical sunscreen

The LANEIGE Hydro UV Defense Sunscreen
Broad Spectrum SPF 50+ is a chemical
sunscreen. It contains active ingredients
such as Avobenzone, Homosalate,
Octisalate, and Octocrylene, which are all
chemical (organic) UV filters.

Show more chemical sunscreens Recommend a physical sunscree

. > g

o ! ) (C 1 m’
U ) (_(- 1.

Home She Offers Anna My Stoes Al Boauty




From discovery
to doorstep or

Customers choose how they want to
receive their order—pickup or delivery—
with real-time availability and seamless
checkout, so they get it when it works
best for them.

Complete the purchase

Clear options for pickup
or delivery at checkout.

Real-time availability

See what's in stock and when
you can get it.

Get it your way

Pick up in store or get it
delivered—fast and easy.

Built for real life.

1 Choose pickup or delivery

$38.00
or 4 payments of $9.50 with Klorna (2 or
5 Atterpay (1) or P Payp
Get it for S36.10 (5% Off) with Auto-Replenish
Size: .33 0Z/10 ML eau de toilette spray

returns on all purchases.*

FREE Shipping

Auto-Replenish
Save 5% on this item

Same-Day Delivery
FREE with code FREESAME

Buy Online & Pick Up
POWELL

In Stock at POWELL v

Order within 8 hours 57 min, ¢

N r’\ B n == j
(n ) & 1) m a»
Home Shop Offers Anna My Store Al Beouty

2 See what's available

Makeup : Skincare
Fragrance
Bath & Body

Tools & Brushes

Mini Size

From Your Basket
In Stock at POWELL

HENRY ROSE
Ripe Eau de Parfum
Trave! Spray

DOLCESGABBANA
Light Blue Eau de
Toilette with Lemon,

$35.00 $38.00

Buy It Again
In Stock at POWELL

. A . W\
R B < @ "

Home Shop OHers Anna My Store

Flexible options. Real-time availability. Getting it how and when you want it.

INTENT « “Il WANT IT TODAY”
3 Pick up today or get it delivered

10:03 ol T -

. Search (\o

SN

(*) FREE Standard Shipping on all orders

s at POWELL

Store Pickup at POWELL

In Stock

Order within 8 hours 57 min, get it today
Open today until 8:00 PM

We'll hold your order for 7 days.

Store Details

Today

2:00 PM - 4:00 PM

6.00 PM - 8:00 PM

4:00 PM - 6:00 PM

Tomorrow

10:00 AM - 12:00 PM
12:00 PM - 2:00 PM

2:00 PM - 4:00 PM

1% Add to Basket
for Store Pickup

s | RN BB € O B i

Al Beauty Home Shop Offers Anna My Store Al Beauty



EXAMPLE 04 / 06

Local intent.
Seamiless next step.

When customers are near a store, the
experience connects online intent with
real-world convenience—so they can shop,
pick up, and get what they need, faster.

Context-aware

Knows where you are and what's
available at your local store.

N\ Convenient & flexible

Choose how you want to shop—
pick up today or get it delivered.

Online meets in-store

Seamlessly connects digital discovery
with local availability and services.

@ Bringing digital and physical together.

a You're near a store

10:02 ot 7T

) Searct @ é

Shop POWELL v

Open 10:00AM - 8:00 PM today

Order within 7 hours S8 min, get it today

v In-Store Pickup + Free Product Sampling

v Beauty Services + Store Events

Find a Store

I’'m Shopping In Store I3

Scan products and uniock offers in store

Find Products at POWELL

A Search this store

Makeup !, f ‘ Skincare

Hair Fragrance

Bath & Body Tools & Brushes
Mini Sizo Sale

From Your Basket
In Stock at POWELL

My Store

m§

Al Boauty

Right products. Right store. Right time.

>

e See what's available now

10:02

< Q_ Search

&3 FREE Standard Shipping on all orders

Skincare
New .| 7 Bestsellers

Moisturizers (381)

In Stock at: POWELLY X

- Q

=

Daity UV invisible Korean
Sunscreen Lotion SPF S0+
PA++++ for Face & Body

innisfree

4.8 khkk k%
(302 Reviews)
$10.00 - $32.00

B Pickup: POWELL
Ordor within 7 h

Wellness (12)

© - @ sere oy B0
1533 Results

Smart Skin Scan

Masks (90)

LANEIGE

Cream Skin Milky Toner with
Ceramides & Peptides for
Nourishing Hydration

4.4 kk kK% (15 Review)
$12.00 - $48.00

[ Pickup: POWELL

Order within 7 |

man, getl # 10day

() ﬁ pre) +

Anna My Stoce Al Beauty

Value & C

INTENT « “I'M NEAR A STORE"

o Pick up today or get it delivered

10:03 ol T

D P

&+ FREE Standard Shipping on all orders

< 2 Search

Skincare » Moisturizers

Moisturizers

Face Creams (253) Mists &

e Sort v 4 Same-Day Delivery
381 Results

Decollete & Neck Creams (1)

In Stock at: POWELL v X

Q Q

Beauty of Joseon

Dayscreen 2-in-1 SPF 30
Molsturizer with Green Tea-
HA + Ceramides

4.5 Yok k k¥ (20 Reviews)
$20.00

7 Pickup: POWELL
Order within 7 hours S7

min, got it loday

.
(
| ¢

Home Shop Offers

Dieux

Mini Air Angel Peptide
Plumping Gel Cream

4.7 %k k%K (1k Review)

$22.00
A Pickup: POWELL
Order withan 7 hours 57
f pel it 10day
[ o
Anna My Store Al Beauty




Our intent.

We build internal-facing tools that give Sephora teams the insights
they need to make smarter decisions and give our brand partners
the transparency they value—driving collaboration, efficiency,
and long-term growth.

Empower with Equip teams with centralized data and analytics
actionable insights to drive performance and make informed decisions.

Increase transparency and consistency in how
Strengthe.n brand l we share data—building trust and unlocking
partnerships greater investment.
Drive operational Reduce manual work and streamline reporting
efficiency so teams can focus on strategy, not spreadsheets.
Built for our teams. Internal tools that enable transparency, efficiency,

Better for our partners. and long-term partnership success.

INTENT “INTERNAL TOOLS”

Internal-facing. Built for impact.

Our tools are designed for Sephora teams to work
faster, share smarter, and deliver more value
to our brand partners.



Intent Steward Model

The org structure isn’t changing.

~low we work is.

We’re using Al to support shared context, connect signals across teams,
and break down silos—so we can move faster, make better decisions,
and deliver continuity at scale.

FROM: SILOED ORGANIZATIONS

------------- O O A
N Q /> S g o
Product UX Engineering Data Marketing Store Ops
ONON®. 0O 00O ONONG®) ONON®), O 00
O DD ) =D (i (0

Disconnected context. Duplicated effort. Slower outcomes.

0 Same teams. New way of working. One system.

— >

HOW WE BUILD INTENT SYSTEMS

TO: INTENT-LED COLLABORATION

<>: Al layer powering shared context

Unified signals |  Contextenrichment | Insights & recommendations |  Continuous learning

Ng

eyt eetseeoees """ ha - . — iy T——_—— - et
4

Q <S> S g, =

Product UX Engineering Data Marketing Store Ops
® ) O, O . .
QOO0 COO ONO MO Q0O ONONG®, ONONe,
=8 (=iEi D O R (= e Yam

Shared context. Connected teams. Faster decisions. Better outcomes.



Closing THE FUTURE WE'RE BUILDING

CUSTOMER-CENTRIC
% We design around intent, not channels—
I I | f delivering seamless, relevant experiences.
SYSTEMS-DRIVEN
Q We orchestrate across touchpoints through

exploding complexity,
our job isn’t to reduce it. ) -
It’s to make it feel 2o
invisible. QY e

<> /I OUTCOME-FOCUSED

0 []u We measure what matters and align on outcomes
that drive growth and long-term value.

We design around intent, orchestrate across
touchpoints, and empower our teams with Al—
so our customers feel one seamless experience,
every time.

THANK YOU




