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1. [bookmark: _Toc243318710]Introduction
Primark is a multinational fast-fashion retailer founded in Dublin in 1969 (Primark, 2026a). The company sells affordable fashion and everyday essentials, with more than 500 stores across 20 countries and over 80,000 colleagues (Primark, 2026a). Primark aims to provide great value, reflecting its belief that everyone deserves to look and feel good without paying more (Primark, 2026a). Organisational culture refers to the shared values, beliefs, and ways of working within an organisation, which influence how people behave, think and work together (Mullins and Christy, 2016). This report will critically examine Primark’s culture, its influence on organisational structure and decision-making, its response to external influences, and its impact on performance. It will also propose recommendations to strengthen organisational effectiveness. 
2. [bookmark: _Toc243318711]Organisational Culture, Structure and Decision-Making 
Organisational culture can be identified as the shared values, beliefs and behaviours that influence how employees work within an organisation (Mullins and Christy, 2016). Schein (1992) explains organisational culture through three levels: artefacts, visible and observable aspects of the organisation; espoused values, what an organisation says it believes in; and basic underlying assumptions, deeper beliefs that influence behaviour. Primark states that its values are Caring, Dynamic and Together (Primark, 2026a). These represent espoused values and suggest that collaboration and positive employee relationships are important to its intended culture. However, stated values do not necessarily reflect every employee's experience. 
Primark has senior leaders responsible for areas such as finance, people and culture, sales, customer and digital (Primark, 2026b). This indicates that Primark has a functional organisational structure, where responsibilities are divided between specialist functions. This can provide clear accountability and allow specialist knowledge to inform decisions. Primark’s Together value may also encourage collaboration between departments. Although Primark operates internationally, its international presence alone does not establish that it has a geographically divisional structure. The available evidence instead suggests that its primary structure is functional. 
At Primark, Store Managers have responsibility and ownership and are expected to make quick and responsible decisions (Primark, 2026c). This indicates that Primark also uses elements of decentralised decision-making, as it delegates some authority to Store Managers. Such autonomy may enable quicker responses to operational issues without always referring decisions to senior management. 
The available evidence suggests Primark’s structure has both mechanistic and organic characteristics. Its clear hierarchy, specialist functions, and defined responsibilities reflect a mechanistic structure, while Store Manager autonomy and collaboration across functions show some organic characteristics. A more centralised approach could strengthen control and consistency, although it may reduce local responsiveness. Research by Dessein, Lo and Minami (2022), based on managers in retail organisations, suggests that the appropriate level of centralisation depends on the need for coordination. Although decentralisation may improve responsiveness, excessive autonomy could lead to inconsistent practices and customer experiences across Primark’s international stores. Overall, Primark has a primarily functional structure, with elements of decentralised decision-making and both mechanistic and organic characteristics.
3. [bookmark: _Toc243318712]Organisational Culture at Primark: Schein’s Model and Culture Types 
Organisational culture at Primark can be analysed using Schein’s (1992) three-level model, which consists of artefacts, espoused values and basic underlying assumptions. These levels move from visible aspects of an organisation to the deeper beliefs that influence employee behaviour. 
[bookmark: _Toc243318713]Table 1. Applying Schein’s model to Primark 
	Level 
	Evidence from Primark 
	Critical interpretation

	Artefacts 
	Store environment and published career stories.
	These show Primark’s visible identity but do not prove that all employees experience the culture similarly.

	Espoused Values
	Caring, Dynamic and Together.
	These communicate the culture Primark intends to promote but may not reflect every workplace experience.

	Underlying assumptions 
	Possible beliefs about employee development and wellbeing.
	These are interpretations; corporate statements alone cannot establish deeply held employee beliefs.


Source: Adapted from Schein (1992) and Primark 2026d, 2026e)
[bookmark: _Toc243318714]3.1 Artefacts
The first level of Schein’s (1992) model is artefacts, which are the visible and observable aspects of organisational culture. At Primark, these may include its employee uniforms, store environment, logo and brand colours, which contribute to the organisation’s recognisable public identity. Another example is Primark’s communication of employee development and career progression (Primark, 2026d). For example, Lauren’s career story describes clear progression, as she moved from Trainee Manager to Department Manager and later into People & Culture roles (Primark, 2026e). This provides an example of how Primark presents career progression as part of its working environment. 
Tadesse Bogale and Debela (2024) suggest that organisational culture can influence employee behaviour and workplace interactions. Applied to Primark, its communication of career development may reflect the culture it seeks to promote. However, one employee’s career story cannot demonstrate that all colleagues experience the same opportunities or that these practices consistently influence employee behaviour. Therefore, these artefacts illustrate Primark’s intended cultural image, but do not establish how consistently it is experienced by employees. 
[bookmark: _Toc243318715]3.2 Espoused Values 
The second level of Schein’s (1992) model is espoused values, which refer to what an organisation says its values are. At Primark, the stated values are Caring, Dynamic and Together, which can be interpreted as its espoused values (Primark, 2026a). The stated “Together” value suggests that Primark emphasises teamwork and that its employees may be expected to work collectively. This could support communication between colleagues and potentially create a sense of belonging. 
This links to Tadesse Bogale and Debela (2024), who suggest that organisational culture can improve employee communication and interactions, which may contribute to job satisfaction and performance. Nevertheless, Primark’s stated values do not establish that these occur consistently across its stores and countries. As a result, Primark’s espoused values alone cannot fully prove its actual culture. 
[bookmark: _Toc243318716]3.3 Basic Underlying Assumptions 
The third and final level of Schein’s (1992) model is basic underlying assumptions, which refer to deeply held beliefs that become accepted as normal within an organisation. Primark’s focus on development and progression may help employees develop the belief that learning and career development are a normal part of working at Primark. Lauren’s career story illustrates this, as she progressed from Trainee Manager to Department Manager and later moved into People and Culture roles (Primark, 2026e). Primark's focus on mentoring and support may also reinforce the idea that employee development is an important part of working at the organisation (Primark, 2026d).
This may suggest that Primark seeks to support and develop employees rather than viewing them as solely task performers. This interpretation aligns with Saks and Gruman (2026), who argue that a caring organisational culture prioritises employees' needs and wellbeing. Therefore, Primark’s “Caring” value may suggest a deeper assumption that employee wellbeing is important. However, underlying assumptions are difficult to establish from corporate statements and individual stories alone. Without broader evidence of employees’ experiences and behaviours, it remains uncertain whether this belief is consistently shared throughout Primark. 
[bookmark: _Toc243318717]3.4 Handy’s Cultural Types 
Handy (1993) identifies four types of organisational culture: power, role, task and person culture. Primark appears to demonstrate characteristics of both role and task cultures. Characteristics of role culture can be identified through Primark’s senior leaders and their different functions, as there are clear areas of responsibility (Primark, 2026b). Store managers also have defined responsibilities and ownership, suggesting that authority and responsibilities are established across different levels of the organisation (Primark, 2026c). 
However, Primark also demonstrates elements of task culture through its “Together” value, which reflects a focus on teamwork and collaboration (Primark, 2026a). Its introduction of home delivery in Great Britain may also involve task culture characteristics because implementing this change requires coordination across different organisational functions. Primark states that changing customer expectations and its digital progress influenced the decision (Primark, 2026f). 
Overall, the evidence suggests that Primark’s prevailing culture is closer to a role culture because its senior leadership functions and defined responsibilities indicate an emphasis on structure and accountability. However, elements of task culture are also becoming important because of Primark’s move towards home delivery and continued digital development. This suggests that Primark needs to balance the consistency provided by defined roles and flexibility required to respond to changing customer expectations. 
[bookmark: _Toc243318718]4. Organisational culture and external environmental influences 
[bookmark: _Toc243318719]4.1 Changing Customer Expectations and Digital Retail: Home Delivery 
Primark operates in a changing retail environment, particularly due to changing customer expectations and the increasing importance of digital shopping. This can be seen in Primark’s recent decision to introduce home delivery in Great Britain, which the organisation links to changing customer expectations and its digital progress (Primark, 2026f). This response can be linked to Primark’s “Dynamic” value, which may suggest adaptability and a willingness to respond to change. 
Georgescu et al. (2024) suggest that organisational culture can support an organisation’s ability to adapt to changes in the external environment. Applied to Primark, this suggests that a culture which supports adaptability may help the organisation respond to changing customer expectations and remain competitive. This can be further analysed through Denison and Mishra's (1995) Trait Theory, which identifies four cultural traits: involvement, consistency, adaptability and mission.
Adaptability is seen as the ability of an organisation to respond to external changes through internal changes. Primark’s move towards home delivery may demonstrate adaptability, as the organisation is responding to changing customer expectations and developments in digital retail (Primark, 2026f). However, this example provides evidence mainly of adaptability; further evidence would be needed to assess Primark against all four traits. 
[bookmark: _Toc243318720]4.2 Technological Change and Employee Adaptation: Self-checkout
Another external influence affecting Primark is the increasing use of technology within the retail sector. Shankar et al. (2021) explain that technological developments are reshaping retail and can affect shoppers, retailers and employees. This can be seen at Primark through the introduction of self-checkout technology, which has changed how customers complete purchases and may change how colleagues carry out their roles.  Primark’s use of self-checkouts has allowed colleagues to focus more on other important tasks such as restocking shelves, helping customers and managing the fitting rooms (Associated British Foods, 2023). 
This can be linked to Primark’s “Dynamic” value because adapting to new digital systems requires employees to respond to technological change (Primark, 2026a). However, self-checkout technology may create challenges if employees require additional training and support or customers need assistance using the systems. This demonstrates that successful technological adaptation involves not only introducing new systems but also supporting employees and customers as working practices change. 
[bookmark: _Toc243318721]5. Organisational Culture as an Enabler 
[bookmark: _Toc243318722]5.1 Collaboration 
One way in which Primark’s organisational culture may act as an enabler is through its emphasis on collaboration. Primark’s “Together” value emphasises teamwork and collaboration between employees (Primark, 2026a). This may be particularly important because Primark has different specialist functions, meaning that collaboration between these areas may be important for effective organisational coordination. Working across these functions may help improve coordination and support consistent organisational practices. 
Nzuva and Kimanzi (2022) suggest that an appropriate organisational culture can promote interdepartmental collaboration and the formation of functional teams. Applied to Primark, this suggests that its emphasis on working “Together” may support collaboration between different functions. However, Primark’s stated values do not necessarily demonstrate that collaboration occurs consistently throughout the organisation. Nevertheless, this emphasis on collaboration may enable employees to coordinate their work and contribute towards shared organisational objectives. 
[bookmark: _Toc243318723]5.2 Employee Development 
A further way in which Primark’s organisational culture may act as an enabler is through its focus on employee development. Primark highlights opportunities for colleagues to develop and progress within the organisation (Primark, 2026d). For example, Lauren’s career story describes her progression from Trainee Manager to Department Manager and later to a People & Culture Process Specialist (Primark, 2026e). This example illustrates how internal progression may help Primark develop talent and strengthen employee capabilities. 
 Nzuva and Kimanzi (2022) suggest that organisational culture can influence employee motivation, commitment and productivity. In Primark’s case, its emphasis on employee development may support employee motivation and commitment by providing progression opportunities. However, Lauren’s experience shows only one employee's progression and therefore cannot demonstrate that the same development and progression opportunities are available to all Primark employees. Therefore, employee development may act as an enabler by supporting skills development and motivation, if opportunities are accessible and fairly communicated. 
[bookmark: _Toc243318724]5.3 Adaptability 
Another way in which Primark’s organisational culture may support effective functioning is through its emphasis on being “Dynamic”. Primark’s response to technological developments and changing customer expectations suggests that the organisation is adapting to external changes (Primark, 2026f; Associated British Foods, 2023). Bozkus֧ (2023) highlights the relationship between technological adoption and organisational culture change, suggesting that organisations need to develop a culture of adaptability when introducing new technologies. 
This is relevant to Primark because its introduction of home delivery and self-checkout technology demonstrates how the organisation has responded to developments in digital retail. However, introducing new technology does not necessarily mean all employees have adapted, as employees may require appropriate training and support. Primark’s emphasis on being Dynamic may therefore support responsiveness to change, particularly when technological developments are accompanied by appropriate employee support.
Overall, Primark’s organisational culture appears to act primarily as an enabler through collaboration, employee development and adaptability. These characteristics may support coordination, employee capabilities and responses to changing customer expectations. However, the extent of these benefits depends on whether Primark’s stated values are reflected in everyday working practices and whether colleagues have access to appropriate development opportunities and support. The available evidence therefore indicates the potential for culture to enable effective functioning, although it does not establish that culture alone causes improved organisational performance. 
[bookmark: _Toc243318725]6. Impact of Organisational Culture on Primark’s Performance 
[bookmark: _Toc243318726]6.1 Employee Performance and Motivation 
Primark’s organisational culture may influence employee performance by encouraging effective collaboration. Primark’s Caring and Together values suggest that teamwork and employee support are important within the organisation (Primark, 2026a). Tadesse Bogale and Debela (2024) suggest that organisational culture can influence employee behaviour and workplace interactions. Applied to Primark, this indicates that a culture which encourages collaboration may improve coordination between colleagues and support the effective completion of their responsibilities. 
This can be considered alongside Primark’s (2025) colleague information, which reports that 2,050 promotions were awarded in 2024/2025. This figure indicates that career progression opportunities exist within the organisation and may contribute to employee development and motivation. However, the number of promotions does not establish whether employees are motivated or productive, nor does it demonstrate that all employees have equal access to progression opportunities. Overall, Primark’s culture may enable employee performance through collaboration and career development, but the available evidence does not establish its direct effect on motivation and productivity.   
[bookmark: _Toc243318727]6.2 Customer Service and Operational Performance 
Primark’s organisational culture may also influence customer service and operational performance. Pizam (2020) proposes that organisational culture can be considered when examining customer satisfaction in non-hospitality industries, including retail. According to Shankar et al. (2021), advances in technology transform processes within the retailing industry and change how customers are served. As discussed in Section 4.2, the use of self-checkout technology within Primark may allow colleagues to spend more time assisting customers and completing other store tasks (Associated British Foods, 2023). 
The Associated British Foods (2023) case study reports an average overall customer satisfaction rating of 88%, with speed, convenience and reduced queue times identified as the main benefits of the service. This provides evidence of positive customer feedback about the self-checkout experience and suggests that the technology may support a better shopping experience for Primark customers. However, this figure does not establish that Primark’s organisational culture caused higher customer satisfaction, as other factors may have influenced the result. Therefore, although technology and employee support may contribute to customer service and operational performance, the evidence does not establish the extent to which organisational culture directly affects these outcomes.  
[bookmark: _Toc243318728]7. Recommendations for Primark 
[bookmark: _Toc243318729]7.1 Employee development and progression 
Although Primark reported 2,050 promotions in 2024/2025, this figure does not establish whether every employee has equal access to career progression. Faruk (2024) highlights the importance of transparency and equal opportunities for employees in the workplace. Schein’s (1992) Three Levels of Organisational Culture model suggests that an organisation’s stated values should be examined alongside its observable practices and underlying assumptions. 
Applied to Primark, this means that it is important to ensure that its commitment to employee development is reflected in fair and transparent promotion processes. Primark could review its promotion criteria, communicate career development opportunities clearly and explain the skills required for progression. This may help employees understand how they can progress within the organisation. Although Faruk (2024) highlights the importance of fair and inclusive HR practices, it examines a different industry and country, meaning its findings may not directly apply to Primark. 
[bookmark: _Toc243318730]7.2 Improving Employee Communication and Voice 
To encourage greater employee involvement in decision-making, Primark could evaluate how effectively its existing employee feedback channels influence management decisions. In the study conducted by Shipton et al. (2024), organisational voice was linked to increased innovative behaviour, whereas employee-focused voice was associated with lower levels of burnout. Primark is currently using the Your Voice survey to receive feedback from its employees (Primark, 2025). Johnson & Scholes’ Cultural Web model can help examine how organisational routines, power structures and control systems influence employee involvement (Johnson, Scholes and Whittington, 2008). 
Therefore, Primark could communicate more clearly how feedback leads to changes and ensure colleagues understand how their views are considered in decision-making. It could also provide regular updates on actions taken in response to survey findings. This may strengthen employee involvement and help managers make more informed decisions. Nevertheless, Shipton et al.’s (2024) study identifies associations but does not prove that employee voice directly causes these outcomes, and the research is not specific to Primark. 
[bookmark: _Toc243318731]7.3 Supporting employees through technological change 
Primark has introduced Zebra ET40 tablets to enable colleagues to report issues and communicate between stores. However, the introduction of new technology may require employees to develop new skills through appropriate training. Beer and Mulder (2020) found that technological developments can create new learning and training needs. This is relevant to Primark because colleagues may need support to adapt to new systems and develop the skills required to use them effectively. 
Therefore, Primark should consider providing practical training and ongoing support when introducing new technology. For example, it could provide demonstrations, written guidance and opportunities for colleagues to ask questions after new systems are introduced. This could help employees use the tablets more confidently, complete tasks efficiently, and contribute to store performance. However, Beer and Mulder’s (2020) review examines a range of technologies and work settings, meaning that its findings may not directly reflect the specific needs of Primark employees. 
[bookmark: _Toc243318732]8. Conclusion 
To conclude, Primark’s organisational culture can be viewed as an enabler of effective organisational functioning through its emphasis on collaboration, employee development and adaptability. Schein’s (1992) model highlights Primark’s stated values of Caring, Dynamic and Together, while Handy’s (1993) cultural types suggest that its prevailing culture is mainly a role culture, with elements of task culture supporting teamwork and responses to change. These cultural characteristics interact with Primark’s functional structure and elements of decentralised decision-making, helping balance clear responsibilities with operational flexibility. 
Primark’s introduction of home delivery services and self-checkout technology illustrates how the organisation has responded to changing customer expectations and technological advancements. Primark’s focus on teamwork and career development may support employee coordination and motivation, as well as providing good customer service. However, the available evidence does not establish whether Primark’s culture directly improves performance or whether its stated values reflect all employees’ experiences.
To strengthen organisational effectiveness, Primark should promote transparent career progression, evaluate how employee feedback influences decisions, and provide practical training and ongoing support when introducing new technology. Overall, Primark’s culture has the potential to enable effective functioning and support performance, provided its values are consistently reflected in everyday workplace practices. 
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