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Masters of 
reinvention: 
Five ways retailers can turn  
roadblocks into results
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The Australian retail industry has shown enormous 
strength, resilience and appetite for innovation in 
the face of one of the toughest years on record. 
The worst pandemic for a century has forced us  
to reinvent ourselves in both our work and personal 
lives. It’s given all of us a valuable opportunity to 
reflect on our relationships, our businesses and  
our goals for the future.

Retailers, in particular, should take this time to 
assess their place in the world — especially if they 
are delivering what their customers expect. History 
has proved time and time again that businesses  
that refuse to reinvent themselves could be 
doomed to perish. →

Executive 
Summary.

“ The worst pandemic for a 
century has forced many of us 
to reinvent ourselves in both 
our work and personal lives.”
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Five key aspects  
of reinvention  

retailers need to be 
looking at in 2021:

Klarna has distilled the insights from a panel of thought 
leaders from retail, tech, personal reinvention and  
public affairs and identified five key takeaways that  
retail businesses will need to maintain a competitive 
edge in the year ahead.
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Klarna 
Smoooth 
Sessions.

SMOOOTH SESSIONS is a global growth 
thought-leadership platform hosted by Klarna 
— a fully immersive shopping ecosystem that 
provides a seamless checkout experience for 
shoppers. Packed with insights, information 
and excitement, the sessions bring together 
a stellar line-up of panellists to talk about the 
hottest topics in retail. 

This time, our experts turn their attention to 
the art of reinvention, undoubtedly a hot topic 
for retailers following the challenges of 2020. 
The past year forced everyone to re-evaluate 

many, if not all, aspects of their life, work, 
relationships, goals and hopes for the future. 
For many, this reflection led to a need to 
reinvent and transform for a new normal. 

We all know famous examples of businesses 
that failed to reinvent themselves when 
times changed. Think Kodak or Blockbuster, 
or perhaps retailers Toys R Us and the once 
mighty Gowings from Sydney. It’s not just  
that these businesses didn’t know how to  
fix what was broken, they waited too long  
to acknowledge they had a problem that → 
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needed fixing. Businesses that succeed, as this 
famous Harvard Business Review study found, 
“learn to focus on fixing what doesn’t yet 
appear to be broken”. 

Recently, Klarna brought together a panel of 
professionals who have all faced considerable 
challenges and responded with resilience, 

ROLE

ANU Chancellor and founder 
of boutique advisory firm 
Julie Bishop and Partners.

KNOWN FOR 
Being the first female  
deputy leader of the  

Liberal Party and  
Australia’s first female 

Foreign Minister.

ROLE

Journalist and  
TV presenter

KNOWN FOR 
Delivering some of the 

biggest news stories that 
have shaped our world.

ROLE

Co-Founder, Athletes  
For Life (A4L)

KNOWN FOR 
Advising elite athletes  
on the transition from  
sport to ‘normal’ life.

ROLE

Country Head, Klarna 
Australia and New Zealand

KNOWN FOR

Helping transform some of 
Australia’s most prominent 
retail and tech companies 
including The Walt Disney 

Company, Sheridan,  
Temando and eWave.

ROLE

Head of Digital APAC, JD Sports

KNOWN FOR 
Leading pre-eminent Australian 

and international brands in 
end-to-end online business 

expansion and growth.

determination and unwavering faith in the 
power of reinvention.

Our panel discussed what it looks like to 
reinvent a person, a business, a brand and  
or an identity, the peaks and troughs along  
the way, and the ultimate endgame on the  
path to reinvention.

Julie Bishop

Natarsha 
Belling

Fran Ereira

Nick  
Youngquest

Deborah  
Papazoglu

Our  
all-star  
cast.

https://hbr.org/2011/01/reinvent-your-business-before-its-too-late
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Our panel shared five key principles to guide Australian 
retailers on their path to reinvention:

The new rules 
of reinvention.
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WHILE MOST OF US see challenges as 
a barrier to growth, our expert panelists 
see uncertainty as a vehicle for change. 

Last year’s events helped push the 
Australian retail world to look closer 
at what it was doing, says Deborah 
Papazoglu, Head of Digital APAC at 
JD Sports. ”We talk about business 
plans, we talk about roadmaps, we talk 
about getting things done but in 2020 
we focused, we tested, we learned, we 
pivoted and we reiterated. All in real time. 
And the learnings came straight away.”

Nick says when people — or organisations 
— are forced to deal with internal or 
external forces, they get the chance 

to understand and more effectively 
define their value systems and culture. 
This creates the environment for 
transformational change. 

“An organisation will identify a variety 
of areas – some of which they excel, 
others they don’t,” he says. “These 
areas can overwhelmingly be places 
where the most change and growth  
can be broadly established.”

Although it can seem counter-intuitive, 
constraints provide a new perspective. 
By viewing your problems through  
a different lens, you’re often able to 
find new solutions to challenges that 
arise in your reinvention journey. 

Constraints  
force creativity.

/1
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WHEN FACED WITH change, retailers 
can quickly become overwhelmed 
with the sheer magnitude and scope 
of what’s required. Even the words 
“reinvention” or “transformation” can 
be enough to make us break out in a 
cold sweat!

As the pandemic threatened to  
have a devastating impact on high-
street retail businesses across the 
globe, many took the steps to improve 

their e-commerce capabilities. 
Australia Post reported more than  
9 million Australian households  
made an online purchase in 2020. In 
December, online purchases rose an 
astonishing 34.9 per cent compared 
with the same month in 2019.

Not only have retailers learnt that 
allowing buyers through the digital 
door has improved their customer 
experience, the resulting data is →  

Start small,  
learn fast.

/2

https://auspost.com.au/business/marketing-and-communications/access-data-and-insights/ecommerce-trends
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telling them more about what 
customers really want. Some local 
retailers have even started to find 
global markets for their products. 
Retailers have certainly found that 
connecting bricks-and-mortar and 
online inventories allows them to use 
their in-store stock more effectively 
and drive footfall by asking buyers to 
collect in store. 

As the impact of COVID-19 really 
started to bite, some Australian 
retailers took bold decisions to  
keep their businesses flourishing.  
Cue Clothing, for example, drove  
up online conversions and order  
values by creating video-based  
styling sessions. 

Like many companies, Klarna has  
been on its own reinvention journey.  
It’s transitioned from a payment 
provider into a truly unique and fully 
immersive shopping ecosystem, 
focused on building an emotional 
connection with consumers, and then 
driving those consumers to retailers. 

Country Head for Klarna Australia  
and New Zealand, Fran Ereira, says 
Klarna needed to think quickly after 
launching in Australia just three weeks 
before the pandemic struck. “One of 
our leadership principles is ‘start 
small, learn fast’; give things a go  
and see where it goes,” she says.  
“If it works then iterate, develop and 
continue with it. And if it doesn’t work, 
then pivot and change. I think there 
needs to be a lot more of that in the 
retail world.” 

Whatever is thrown your 
way, the best thing you could 
possibly do is break it down 
into bite-sized chunks and work 
out how you can overcome it. 
If you break it down, you can 
overcome anything.

Fran Ereira
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EVERY RETAILER TALKS about 
putting the customer first. But this 
promise has been pressure-tested 
over the last 12 months as retailers 
have been forced to look at new 
offerings, operating models and 
experiences. 

Faced with lockdowns and restrictions 
— as well as the fear of catching  
a deadly virus — customers have  
been forced into thinking and living 
differently. The need for masks and →

Everything  
starts with  
your customers’ 
needs.

/3
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social distancing have made it difficult 
for them to enjoy their usual retail 
experiences; many have been forced 
to shun their regular high-street 
outlets and department stores. 

No one yet knows to what extent 
customers will return to their previous 
shopping habits once the COVID-19 
threat eases. The only retail survivors 
are those that adapt to the new reality. 
Look at NSW South Coast-based craft 
materials business Mary Maker Studio, 
which met rapidly growing customer 
demands for homemade products 
during the pandemic. Not only did the 
business enjoy increased sales, it grew 
an engaged online community by 
creating videos and tutorials, helping  
to sustain itself into the future.

But putting aside the impact of a 
global pandemic, customer attitudes 
were already changing. Fran says 
Klarna research shows customers  
felt their relationship with retailers 
was very transactional and were 
crying out for something different. 
“Consumers are looking for  
someone to build a relationship  
with — someone who’s going to  
deliver personalisation, innovation  
and perks,” says Fran.

The reality today is if you 
don’t listen to your customers, 
they’re not going to stay with 
you. They’re simply going to  
go with someone that  
will listen to them.

Fran Ereira

“
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IT’S NOT ALWAYS easy to be real, 
especially in business. According 
to Nick Youngquest, authenticity 
and vulnerability are key drivers of 
successful reinvention. 

Nick’s seen this first-hand in his 
work with elite athletes as he 
helps them understand their self-
identity after retirement. “The more 
authentic we are, the more fruitful 
and wholehearted lives we lead,” 
he says. He points to research that 
shows embracing uncertainty and 
vulnerability facilitates growth. “It 
all comes back to authenticity — 
understanding your identity and  
your value.” →

There’s no 
reinvention 
without 
authenticity.

/4
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wisest advice I’ve received is not to 
let others define who you are,” she 
says. “There are plenty of people 
out there who will set benchmarks 
for you that they couldn’t possibly 
meet themselves. You have to be 
comfortable with who you are and 
live that life.”

Julie Bishop

Resilience comes back to 
knowing your strengths, 
knowing what you can achieve, 
and not letting others define 
who you are and what you 
can achieve. Set your own 
standards and then work  
hard to achieve them.

Nick says it’s now more valuable than 
ever for brands to show authenticity. 
“The rise of social media and greater 
access to information has driven 
the need to foster a culture of 
authenticity to thrive,” he says. “The 
driving force behind many brands’ 
success clearly rests on the ability 
to be relatable to their customers 
— not just in the good times but the 
challenging times, too.”

But being ‘authentic’ isn’t just about 
retailers aligning themselves with 
fashionable causes or charities, he 
warns. “Organisations are better 
served to establish longer-term 
support for meaningful causes that 
align with their goals while serving 
their communities and customers 
more effectively.”

Julie Bishop says being authentic 
is a principle she’s followed in her 
journey of reinvention. “Some of the 
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The panel reminds us that although 
we’re retail brands, first and foremost, 
we’re also people. And this is one of the 
biggest assets we have as organisations. 

“Let’s not forget that we’re humans, 
and humans bond with humans,” 
explains Deborah. “That’s such a  
key element in business that we  
miss sometimes. The social capital  
that we have in our organisations is 
what makes you who you are.” 

For Fran, building the entire Klarna 

team remotely during a pandemic was 
a huge challenge, although it’s had an 
unexpected upside. “One of the best 
things that’s come out of the pandemic 
is learning about the true people we 
are – not just the business person in 
your business,” she says.

She explains that gaining this  
deeper understanding of what makes 
people tick, how they work, and what  
is beyond the business persona has 
given Klarna a greater ability to thrive  
as a collaborative organisation. 

People power  
reinvention.

/5
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The road to 
reinvention.
Australian retailers can’t afford to be complacent in 
their approach to delivering innovative solutions and 
adapting to customer buying trends. 

More than ever, now is a time to shake things up — a 
retail reinvention. Yes, it might have taken a  → 
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“ Facing difficult situations and new 
experiences often feels uncomfortable, 
but reinvention is all about recognising 
and embracing these feelings.”

pandemic to kick-start us into action, but it’s going  
to take a lot more to reinvent ourselves completely.

Deborah says facing difficult situations and  
new experiences often feels uncomfortable,  
but reinvention is all about recognising and 
embracing these feelings. “When you get that  
gut feeling, that means you’re truly learning,” she 
says. “That’s reinvention.”

Nick says he’s relinquished the idea that “vulnerability 
is a weakness”. He now uses challenging times to drive 
his own growth “by building a clearer vision for the 
future”. This is something retailers might consider  
as they rebuild their businesses post-pandemic.

Fran leaves us with some parting advice for retailers 
who are faced with the realities of transformation. 
“Not enough of us are courageous enough to actually 
back ourselves,” she says. “But with focus, intent and 
determination, you can achieve anything that you put 
your mind to. Whatever is thrown your way, the best 
thing you could possibly do is break it down into bite-
sized chunks and work out how you can overcome it.”
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About Klarna.
We make shopping smoooth. With Klarna, consumers can buy 
now and pay later, so they can get what they love today. Klarna’s 
offering to consumers and retailers include payments, social 
shopping and personal finances. Over 200,000 merchants, 
including H&M, Country Road Group, Cotton On Group, Kogan.com, 
ASOS, JD Sports, Roses Only and Luxury Escapes have enabled 
Klarna’s innovative shopping experience online and in-store. 
Klarna is one of the most highly valued fintechs globally with a 
valuation of over $US31bn. Klarna was founded in 2005, has over 
3,500 employees and is active in 17 countries. 

For more information, visit klarna.com


