
Sephora Checkout
Redesign



Design Brief
• Improve the checkout flow for 

Sephora customers


• Reduce the cart abandonments



Design Team
• Design Lead


• Two senior UX designers


• One UI designer


• Two product managers


• A whole slew of engineers



Problem



Solve for: Too much cart 
abandonment

A recent Baymard Institute study revealed that, on 
average, 69.23% of shoppers abandon their cart. 

At Sephora that number was closer to 79%

The difference translates into many millions of 
dollars in lost revenue.

http://baymard.com/lists/cart-abandonment-rate


How Sephora Stacked up*

• Ranked #76 out of 100 eCommerce sites 

• Overall score of 250 (out of 1000) 

• ‘State of the Art’ designation in just 1 category 

• Violated 28 usability guidelines

Before redesign

* Baymard Institute Benchmark Study comparing 100 eCommerce sites against a set of 134 
usability guidelines.



How Sephora Stacked up



Methodology



We specifically looked at how 
Sephora could improve the 
shopping cart and checkout 
flow to ensure fewer users 
abandoned their purchases. 

Focus
Focus redesign on significant 
problem spots that would give 
us the most impact for our 
efforts.



Used research by Baymard to 
understand typical HCI in 
checkout and best practices 
across all eCommerce.

Conducted benchmark studies in 
our vertical among competitors  
Macy’s, Nordstroms, Crate & 
Barrel and Walgreens

And startups innovating checkout 
like Warby Parker.

Benchmark



Research

Analysis

Design

Test

Iterate and test wires & prototypes 
to validate design decisions.

My team worked closely with PM, 
ENG and business stakeholders 
to balance user desires with 
business goals.

Approach



Research



Research Reports
Using Baymard’s 134 ‘Checkout 
Usability Guidelines’ as the 
heuristics & scoring parameters, 
we noted those areas where 
Sephora’s flow was sub-par.  

This gave us our game plan for 
the first iteration of the redesign.



Competitive Analysis

• What do our competitors 
do well? 

• What do they do wrong? 
• What can we improve?



Competitive analysis

Overall checkout flow Sephora Amazon Walgreens WarbyParker Macy’s

All checkout steps on a single page X

Progressive reveal X

Guest checkout X X X

Option to save info and create account as final step X X X

Shopping cart & Add to cart behaveior

Clear  confirmation when product added to cart X X X X X

Cart contents remain visible until the user clicks away X X X

Nudging them towards the checkout X X X X X

Allow quantity changes, delete in the cart X X

Show product details in cart X X X X

Allow move item from cart to saved items list X X

Shipping & in-store pickup

Make shipping costs obvious from the cart X X

Provide optional in-store pickup X

Page design

Show cart icon on every page X X X X X

Show quantity in cart on every page X X X X

Provide subtotal and total X X

Startups innovating 
checkout

134 usability guidelines



Quantitative data

We looked at customer analytics 
captured over the last year to 
understand where drop-offs 
occurred in the checkout flow.



Quantitative data

During the redesign, we conducted 
A/B testing with Sephora customers: 
• Two versions of ‘billing/shipping’ 
• Three versions of ‘Captcha’ 
• Two versions of ‘cart’ 
• Two versions of ‘added to cart’



Qualitative data

Testing before & during redesign 
• Focus groups 
• Task-based 1:1s 
• Journey maps 
• Personas 
• Surveys & interviews



Usability testing
75 subjects and a clickable prototype 
following the “Think Aloud” protocol.  

The exercise tasked users to 
complete a purchase for multiple 
different types of products from 
“shopping cart” to “completed sale.”



Usability testing
Aimed to understand the breadth of the 
user’s behavior to identify the issues that 
are most likely to cause checkout 
abandonments.  

As importantly, to present solutions and 
validate new design patterns that were 
verified to increase a high performing 
checkout flow.



Findings



Reported Pain Points
1. Shipping cost too high 
2. Forced to make an account 
3. Checkout process too confusing/long 
4. Couldn’t see total cost before purchase 
5. Errors and crashes

6. Lack of trust 
7. Delivery too slow 
8. Return policy 
9. Not enough payment methods 
10. Credit card declined

Reveal cost up front - don’t hide it

Guest checkout

Shorten & simplify

Show a running total

Transparency and simplicity builds trust

Provide delivery options

Recommend better

Recommend more

Minimize user error problem

Mitigate user errors, get on top of system crashes



Key UX 
Guidelines
• Speed checkout process 
• Fewer choices 
• Faster loading times 
• Fewer redundancies  
• More shortcuts 
• Simplify visual hierarchy & 

cues 
• Improve copy/wording



Redesign



Full checkout flow on a single screen 
w/ progressive reveal



Shipping options 
w/clear pricing 
included in total



Gift options w/clear pricing



Pre-fill billing address; 
uncheck to change.

Can save card info for next 
time.



Guest checkout w/account 
creation at the end.



Draw focus to order summary 
when all fields are complete.

Shipping/tax 
included

Edit basket



Results



• Ranked #76 out of 100 eCommerce sites 

• Overall score of 250 (out of 1000) 

• ‘State of the Art’ designation in just 1 category 

• Violated 28 usability guidelines est. by Baymard

Results

• Ranked #10 (1st Health & Beauty industry) 

• Overall score increased 43% 

• ’State of the Art’ in 5 categories 

• Adhered to 74 usability guidelines



State of the 
Art

✓ Order Review 

✓ User Attention & 
Interactions 

✓ Form Design & 
Features 

✓ Field Design & 
Features 

✓ Default Values & 
Autocomplete



The 
payoff

Average increase 
in conversion rate 
= 18.19%

Number of shoppers who abandoned 
their cart after redesign: 60.81%

$$

$$

$

$

$$

$



Not finished 
yet…

Payment flow & methods 

Credit card form 

Order confirmation & email 

Validation Errors & data 
persistence 

Address validators 

Field labels and microcopy

Where Sephora still needs 
improvement: 



THANK YOU


