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[bookmark: _Toc164463075]1.0 Executive Summary 

The purpose of this report is to explore the digital changes that are required within Primark to enable a suatainable advantage and future resilience to change. Primark was found to have a currently successful strategy to an extent, however the use of only physical stores limits the organisation in terms of sales potential and the opportunities of which it can give consumers to purchase products. It was found that Primark would benefit from introducing a delivery system within its recently updated website to ensure an adation to consumer needs and expectations surrounding E-commerce. Furthermore, the notable negative carbon footprint that Primark has will be combatted through the use of selling online significanty reducing its negative impact on the environment. To enable the digital change within Primark, two appropriate leadership styles were suggested to mitigate and enable the change management where-by employees and consumers may be uncertain.
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The rapid progression of digital advances is increasingly becoming a vital element regarding an organisation's ability to embrace the changes it brings in order to stay competitive in a fast-evolving digital climate (Srinivas, 2017). Additionally, Attaran (2019), states that the majority of organisations will be affected by digital change to some extent; this is reinforced by Kung (2017), expressing that digital change is forcing organisations into a state of agility out of fear their strategy and business model will become outdated in a fast-moving digital environment, compelling importance towards the ability to adapt and embrace a state of constant change. Primark is a UK-based clothing retailer currently utilising an agile leadership style demonstrating a flatter structure while strategically positioned within the fast-fashion sector of the industry (Al, 2019). Knoskova (2019), describes fast-fashion as low-cost, highly desired clothing that is produced and sold to mass consumers. The organisation's sustained success is attributed through its strategic framework focusing on competitive pricing, proving to be highly effective in the UK’s current financial climate as most people's disposable income has been reduced significantly (Ramesh, 2022). While Primark's positioning in relation to other high street retailers demonstrates a strong unique selling point (USP) in terms of price, the clothing industry is rapidly changing as it becomes the fastest-growing sector in comparison to all other product categories (Reid, 2015). This growth is largely attributed to online sales where the purchasing of clothing online is one of the leading sectors regarding online traffic and revenue (Gondane, 2023). In context to Primark, this showcases a continued challenge the organisation is facing as the online marketplace for fashion is growing annually at a time when the organisation offers limited online services to its customer base.

MacRae (2022), enlightens Primark’s digital strategy, of recent, with the launch of a new and enhanced website platform enabling users to navigate and browse a wide range of products is creating a positive user experience. Moreover, the strategy behind the website gives the user a logical route from browsing online to purchasing items in-store through the ability to stock-check local stores and place click-and-collect orders (Rohim, 2020). This has generated a site traffic increase of 83% in comparison to the previous financial year and as a result store footfall is on the rise with the stock-check feature being a key driver behind the current success of the strategy (Rigby, 2022). However, the organisation states that it will not integrate the sale of items online for them to be delivered due to the price increase that will directly contradict its current pricing strategy within the clothing market as being low-cost (Moghrabi et al, 2023). Instead, Rogers (2021), suggests that Primark’s digital strategy is predominantly focused on personalising the user experience online and generating forms of digital marketing as the retailer showcases an active consideration as to how digital advancements provide the potential to greater a consumer experience. Furthermore, it is important to adhere that with the online space being accessible to almost all, Primark is now competing with all the clothing brands that share the space nationally and internationally, creating much higher customer expectations as there are numerous alternatives (Grewal, 2003). In this sense, the power is very much with the consumer because of the extensive choice provided online, and as a result, gaining and sustaining loyal customers is becoming a growing challenge for the organisation; this has led to increased pressure on the current digital strategy of Primark and its resilience to future change.

Specifically, there will be a focus on Primark’s established fast-fashion business model and current strategic direction focusing on being the cheapest clothing retailer with a high-street focus to establish how this can be improved and altered to enable the organisation to operate with a sustainable competitive advantage moving into an evolving digital business landscape.
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Porter (1996), describes the idea of strategy to be the making of a valuable position where-by several different activities can be performed to create value within a unique organisational environment. Furthermore, Phillips (2011), suggests that strategy simply concerns what will be done and the reasoning as to why as opposed to how and when the strategy will be implemented. These earlier definitions of strategy showcase a focus on the physical activities and the unique value created as a result; in comparison to a modern outlook, Johnson et al (2020), states strategy to be the “long-term direction of an organisation”. Moreover, Fuertes (2020), implies the model of clear objectives and goals with plans to achieve them warrant strategy. Modernised outlooks on strategy present highly broadened and unspecific definitions largely in correlation to constant change within the micro and macro environments. In a rapidly progressing business environment, the extensive use of the word strategy and the universal nature of its use across multiple domains means a clearly defined definition is unattainable (Khalifa, 2021). The ideology of strategy can therefore be described as in a state of constant adaptation amongst rapidly changing organisational climates. The importance of strategy is stressed by Garnett (2021), suggesting that the use of strategy enables a competitive advantage through the use of a detailed plan ensuring overall aims and objectives can be met. Additionally, strategy allows for the analysis of an organisation's current state in relation to their goals supplementing the idea that consistently updating and reviewing strategy heightens the chances of achieving the set objectives (Abdulwase et al, 2020).
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The PESTLE analysis tool is made up of six factors (Political, economic, socio-cultural, technological, legal and environmental); allowing organisations to establish several variables within the macro environment to aid decision-making and strategic development internally (Alanzi, 2018). Furthermore, the awareness provided by a PESTLE analysis regarding the environment upon which an organisation operates enabling an accurate review as to whether the current strategic direction can be sustained alongside providing an insight into the present state of the organisation (Buye, 2021). In context to the fast-fashion sector of the clothing industry, political aspects concerning the government's ability to control the taxing of clothing imports/exports from overseas countries is a major external factor that can be deemed largely unpredictable (Rajput, 2023). Recent spotlights on the government to enforce positive environmental change further pose the likelihood of tax increases to encourage organisations to source their clothing locally in order to save on additional tax. Additionally, there is increased political pressure on organisations competing within the fast-fashion environment to ensure products are ethically sourced and produced; further regulated by stricter legislation surrounding organisational operations (Maratos, 2023).

The state of the economy largely impacts the sales seen within the fast-fashion industry, specifically, there is evidence that a negative economy with reduced disposable income can lead to increased sales as people turn towards cheaper alternatives of clothing (PWC, 2023). This external implication can also result in cost inflation forcing organisations to increase their pricing potentially damaging their low-cost strategy. On the other hand, with consideration of social factors in light of a more stable economy, consumers are more environmentally aware and are often seeking ethical and environmentally sourced clothing (Rausch, 2021). The common criticism faced within the fast-fashion industry dictates that the external implications of ethical consumerism place organisations within the industry at risk as increasingly aware consumer needs may not be fulfilled; often low-pricing strategies come at a cost of lower quality and are externally sourced negatively impacting the environment through various transporting methods (Bailey, 2022). The social impact on the industry therefore presents a challenge as consumers look towards purchasing clothing that while meeting the fashion elements, also corresponds with an increasing desire to shop in favour of the environment and ethical standards. This offers a potential challenge to the fast-fashion industry as methods such as sourcing clothes locally, while benefiting the environment, would inflate costs and minimise the low-cost strategy. 

Online shopping is on an annual rise as technological advances make it generally easier and more efficient for consumers to receive their goods through delivery taking minimal time out of their day (Dhingra, 2021). While the use of online shopping widens consumer reach for many brands, the space is highly competitive with external pressures from organisations who don’t have the expenses of running physical stores being able to cut prices much lower (Noris, 2021). Kuiken (2022), states that the ability to adapt to technological advancements is key as consumer expectations will progress in correlation, meaning it is likely to assume that a loyal customer base can be at risk if a brand is unwilling to offer a service of convenience such as delivery. In context to the fast-fashion industry, it can be suggested that the highly competitive market makes it essential that companies are able to consistently alter their strategy in order to correspond with technological advancements to allow accustom for a sustained competitive advantage. In conjunction with social change, the legality of clothing production overseas and within the UK is subject to constant change as the ethical standards of workers rights improves. It is the legal responsibility for retailers to adhere to changes in those such as staff working conditions, changes to pay and working hours in all countries they operate within; this further transpires to the designs of products to an extent, however, the impact of legal implications are lessoned in the presumption that organisations can adapt to change (Gadinis, 2020).

The fast-fashion section of the clothing industry is renowned for its low-cost manufacturing completed outside of the UK and fast turnaround of items of clothing producing high volumes of waste and carbon emissions due to the shipping methods from foreign countries (Long, 2022). Moreover, due to the lower-quality of garment items bought by consumers have a much lower durability leading to an increase in landfill waste. The result of this has seen a rise in newer companies focusing directly on producing carbon-neutral fashion pieces forcing existing organisations to alter their strategy to stay competitive or receive potential reputation damage from a more informed average consumer base (Puspita, 2021).
The external implications of this 
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While not being able to purchase products from Primark online, the space is not ignored and is showcased through their use of website and marketing to display and enforce a message that Primark is a high-value retailer (Jones, 2009). The online experience received by consumers directly impacts the height of customer retention that the organisation receives, alongside reputable implications that can further influence the likelihood of repeat purchases and brand loyalty (Butler, 1988). In comparison to a modernised outlook toward the online presence of the organisation, Abrar (2019), showcases that Primark does actively update its website to supply consumers with a fast and informative experience while providing a click-and-collect service as part of its strategy to bring customers into the store. This reputable stance within the industry suggests the idea that shopping at Primark generates a unique experience because it does not offer the opportunity to purchase products with the same competitive pricing elsewhere, ploying customers to visit the retailer. The concept of pushing away from the norm can be deemed a risky but potentially rewarding strategy; Wright (2016), specifically states that while it is often easier and safer to follow the crowd, generalising away from the majority can prove to generate sustainable success but at a higher risk. Application of the Ansoffs matrix suggests that Primark’s strategy relies heavily on its market penetration and consumer loyalty to remain competitive within the industry as they fail to provide online services demonstrated as the norm to most (Zugay, 2023). Therefore, it can be suggested that while the current strategy of Primark is proving a success, a failure to adapt to increasingly high online consumer demand will serve to decline their current competitive advantage. 

[bookmark: _Toc164463081]3.4 SWOT of Primark 

The SWOT analysis tool allows an organisation to benefit from an in-depth insight into the current external and internal environments where operations take place to generate a more highly informed insight when making decisions and plans moving forward (Phadermrod, 2019). Justification for the use of the SWOT analysis is enforced by Helms (2010), showcasing that the simplicity and adaptability of the model make it a logical way to begin/adapt strategic planning, particularly within highly competitive markets where internal and external factors evolve frequently in correlation with competitors and consumer expectations. 

Application of Porter’s generic competitive strategies demonstrate that Primark’s methods are effective at gaining market share through competitive pricing, however, the strategy does not prove to be exclusive, as low pricing is something that can be accomplished by competitors (Akan, 2006). This generates a higher risk and potential threat to the sustained competitive advantage Primark currently withholds, amplified by the increased competition of businesses that solely focus on e-commerce and can compete with low pricing. This is due to reduced overheads not having to maintain multiple physical stores and a large staffing pool, meaning they are able to better their margins and offer a preferred online method of shopping to rival established brand names such as Primark (Taher, 2021). 

The utilisation of a cost leadership pricing strategy at Primark at a corporate level has been consistent throughout the lifespan of the organisation (Simon, 2019). Agustia (2020), states that this strategy offers strengths regarding its focus on becoming the lowest-cost producer within the industry at a particular level of quality. Furthermore, the cost leadership strategy devised by Primark enables them to maintain a competitive advantage because of the minimal cost and effective production in place which transpires to offering consumers cheaper products (Suoniemi, 2020). Primark additionally stays agile regarding its updated wide range of fashion, proving essential to its success within the fast-fashion industry (Hayward, 2021). Additionally, the frequently updated clothing items enable a high sense of repeat purchase as customers will often return to purchase updated fashion items enforcing the positives of focusing on footfall within retail stores.

However, Primark operates within a highly competitive industry with constant pressures from consumers and competitors to all within fast-fashion requiring a higher sense of change and adaptability within its strategy (Kim, 2020). The online presence of Primark, in particular, is largely outdated as the organisation continues its focus towards physical stores; the organisation can, therefore, be deemed highly at risk to the preferences of consumers changing in favour of online shopping. Singh (2021), further suggests that businesses failing to adapt to digital change forfeit the opportunity to achieve a more effective strategy in comparison to others in the industry quickly marking themselves as outdated and therefore undesired by consumers. Primark specifically lacks in the platform's inability to order products online, which is quickly becoming a convenient and favourable way for consumers to shop (Dharmesti, 2021). In this regard, the low-cost strategy Primark is built upon could become ineffective against digital revelations where consumers can access a wider range of items at a competitive price, directly implicating the business's current strategy. Fabri (2020), analyses that the consistent annual rise of E-commerce may result in physical stores becoming outdated, therefore survival is dependent on the ability to adapt to online shopping expectations from consumers; the evidential success of Primark’s current strategy is largely under threat as the marketplace moves online, where a lack of availability from the organisation presents opportunities to competitors to gain the market share formalising a similar cost strategy.

The environmental implications that Primark has as a fast-fashion orgnanisation prove an additional threat to the current strategy because of recent media coverage exposing Primark and other companies as leading causes of environmental damage within the clothing industry (Plummer, 2019). The sustained damage to Primark’s reputation reinforces the importance of change within the organisation's strategy to meet consumer expectations, particularly with recent urgency concerning the environment. However, Primark does have the opportunity to embrace digital change with the expansion into an E-commerce hybrid enabling consumers the choice as to how they shop and providing loyal customers to remain when deciding to purchase items online.
[bookmark: _Toc164463082]3.5 Environmental opportunities of digital change within Primark

There is evidence that the fashion industry is changing largely in favour of ethically and environmentally friendly options due to consumer demand adopting a higher level of environmental awareness (Gelmetti, 2021). Nevertheless, the fast-fashion industry is the second-largest regarding pollution, contributing up to 10% of global pollution annually (Niinimaki, 2020). While this sector of the fashion industry is renowned and continuously scrutinised for its negative impact on the environment, it continues to receive annual growth (Xydia, 2019). Van Tienhoven (2021), states that Primark continues to be one of the giants within the growing fast-fashion sector despite the clear sustainability and pollution issues concerning the planet, in comparison to other retailers and brands within the market. The continued success of Primark can be justified through external influences to an extent; the application of Maslow’s hierarchy of needs allows for appropriate reasoning for the continued growth against the general direction of the industry towards a more sustainable future as people’s basic needs have not been met (Pichere, 2015). Specifically, the cost-of-living crisis within the macro environment caused a dramatic decrease in disposable income and purchasing power, negatively impacting the fashion industry but leading more people to cheaper alternatives to clothing. Moreover, the increased turnover of fashion trends has created a conflict whereby consumers are looking to purchase clothing more regularly but at an affordable price (Ozdamar, 2020). It can therefore be suggested that while the basic needs of clothing are a struggle to meet for some during the current financial climate, factors such as the environmental impact of purchased clothing are not applicable as consumers are negatively affected by external influences meaning they are not able to express choice in their buying patterns. 

On the other hand, external implications of consumer pressure on Primark showcase that while currently, the low-cost strategy is proving effective, the magnitude of the organisation's negative environmental effect is likely to have continued negative implications. However, the immediate threat that Primark is facing because of consumer environmental awareness, presents the opportunity for the company to enhance their digital capabilities to directly reduce their carbon footprint. E-commerce on average has a sixty percent reduced negative carbon impact than the purchasing of products within physical stores (Stanton, 2021). Furthermore, the use of e-commerce allows for the opportunity to manufacture and ship products strategically to reduce travel time emissions (Olah, 2023). Therefore, Primark’s potential to enhance and alter their strategy to be more digitally diverse would reduce the carbon footprint of the organisation; improving reputation and supplying consumers the chance to shop online at the affordable level Primark offers but with an active consensus of the reduced impact they are having on the environment as opposed to traveling to a physical store. Moreover, as stated by Cherunilam (2021), adapting to change within the macro environment ensures sustained future resilience,  strategically enabling Primark to uphold their current competitive advantage when moving into E-commerce. Therefore, it can be presumed that utilising the e-commerce space will increase awareness and sales through the availability of products and the reduction of the organisation's carbon footprint, positively impacting its reputation. However, it is important to note there will be a degree of change management required to ensure a smooth transition into a new strategy. 
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The current strategy Primark utilises, evidently does not comply with fast-evolving digital change, however, the reshaping of the strategy to ensure future resilience and competitive advantage can be achieved through the implementation of the following leadership theories. Transformational leadership is defined by Bass (2006), as a leader who acts to inspire followers and align the goals of individuals with those of the organisation in an attempt to provide a sense of meaning and worth to work of said individuals. Comparing this to a modern adaptation, the leadership style very much focuses on an emphasis on the innovative capabilities of followers and empowering the improvement of the current workforce (Asfar, 2020). The key attributes of an innovative team allow for the adaption of strategy in the face of potential threats and in correspondence, changes within the macro environment can be transformed into opportunities upon which an organisation can adapt too (Clauss et al, 2022). As highlighted, Primark’s inability to adapt to digital advancements demonstrates the potential effectiveness of a transformational leadership style within the company to enable employees at all levels to be open to change and embrace the ideology of constantly adapting to digital change. Moreover, this style of leadership mediates a higher level of motivation among followers increasing the likelihood that change management will be effective as staff will continue productivity as the strategic direction of the organisation is altered to suit consumer needs (Nugroho et al, 2020). Therefore, it can be suggested, that the implementation of a transformational leadership style within Primark will establish a culture that welcoming in the face of digital adaptations. This sets the foundations for Primark to continue to alter its strategy in line with consumer demands and external digital developments allowing for sustained resilience to change and an increased chance of sustaining its competitive advantage. However, it is important to note that the integration of a transformational leadership style will have wider implications on the organisation as a whole. Often previous organisations utilising this leadership style, while being able to focus and arrange longer-term strategy goals, frequently encountered that short-term objectives were not being met to the correct standard (Lin, 2018). In context to Primark, the ability to encompass change concerning their long-term strategies will generate a new norm within the organisation where short-term goals act as equally adaptable. The transfer of power towards enhancing the innovation and improvement of staff further increases the likelihood that shorter-term goals in line with the overall strategic direction will be achieved amplifying the likelihood for success regarding transformational leadership. 
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Autocratic leadership is described by Chuckwusa (2018), as a style that does not intake the opinions of staff and instead, decisions are made by solely those in leadership positions. Additionally, an autocratic leader is traditional in the sense it works usually with a tall structured organisation where layers of authority are paramount (Fernandopulle, 2021). Furthermore, the leadership style proves valuable in situations where decisions must be made and finalised quickly as opposed to other leadership styles that may prolong certain decisions being made (Dolly, 2018). To a large extent, the use of an autocratic leadership within Primark would be beneficial to its strategy as there would be an improvement on the time it takes for decisions to be made in relation to the macro environment. This would make the organisation more adaptable in the instance of technological change as adaptations would be approved and put into motion quickly. A failure to adapt fast to the constant pressure of change is strongly correlated with the reduction in market share and competitive edge over competitors because of the shifting market conditions that are unlikely to adhere to a singular unchanged strategy for a prolonged period of time (Schulze, 2020). This directly links to ensuring a sustainable competitive advantage within Primark as currently a lack of desire to change is hindering the potential the organisation has to continue its retail success online. 

Moreover, an autocratic leadership style can enable stability within change management due to the clear authority staff are able to follow during a state of uncertainty which can potentially cause disruption to the current state of workflow and produce reputational implications as employees may lose focus on completing tasks (Bordia, 2004). This evidences that an autocratic leadership style within Primark would provide a consistent figurehead for employees in the face of digitally implicated change enforcing future resilience for the organisation. Nevertheless, the implications of the leadership style may cause friction within the current Primark culture presenting a risk of higher staff turnover and a loss of productivity. The autocratic leadership style is largely commented as outdated within a modern environment, however, the security it provides within change management is a necessity in an ever-evolving macro-environment (Pizzolitto, 2022). This gives reasoning as to the use of an autocratic leadership style within Primark; presenting a high likelihood of success as the organisation undergoes a strategy change in correlation with digital innovation.  

[bookmark: _Toc164463085]4.0 Conclusions 

Primark’s current strategy was found to be successful to an extent, operating with a cost-competitive strategy within the fast-fashion sector of the clothing industry. However, evidence suggests that consistent pressure from digital change and a noticeable lack of online purchasing opportunities the organisation offers, deems Primark’s current strategy ineffective going into the future. Specifically, digital developments have created broadened opportunities for new online markets upon which Primark’s competitors are currently utilising, accessing a wider range of consumers within the growing norm of shopping online. The failure to adapt to consumer desires has been found to result in a loss of consumer loyalty and reputation within a modern fast-fashion market where high street sales are dropping and E-commerce is on the rise annually. Primark can effectively reshape its strategy meanwhile, by prioritising and adapting to digital developments specifically through the establishment of online purchasing and delivery opportunities. External influences within the macro environment have dramatically changed consumers' expectations within the fast-fashion market, concerning the environment and online capabilities of major brands. While Primark is found to have a poor carbon footprint due to the nature of the low-cost strategy, it can be concluded that the opportunity to generate sales online will highly reduce this negative environmental impact; generating a greener organisation that will drive a positive impact towards the reputation of Primark. Moreover, the utilisation of an autocratic or transformational leadership style can be suggested as a positive step towards change management within the innovative digital strategy to ensure the future resilience of Primark through the provision of a structured workplace enabling them to sustain their competitive advantage while introducing innovative digital changes to the strategy.
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Upon reflection, Primark’s current strategy is largely outdated causing the risk of a loss in competitive advantage for the orgnaisation. To minimise this risk the organisation would be in good stead to enable customers the opportunity to purchase products online. This acts as a realistic first step for Primark as it enables them to enter the digital marketplace at a very low risk due to their high following of loyal consumers and certified brand upon which many trust. The benefits of E-commerce also will enable Primark to gather big data to help farm consumer data and shopping habits in order to supply consumers in physical stores as well as online with the current up-to-date fashion trends (Batko, 2022). The recommendation to move towards E-commerce is further evidenced as the online clothing market is receiving annual growth in correlation with the crisis highstreets are currently facing with a large reduction in footfall (Park, 2021). Therefore, the continued strategy Primark is currently utilising can be deemed ineffective with technological and consumer change reasoning the need for digital strategic change in favour of acquiring online shopping capabilities for the organisation. 

Additionally, the use of E-commerce over physical stores as established reduces the organisation's carbon footprint further justifying the reshape towards digital change. Nevertheless, E-commerce is likely to present risks to Primark in the forms of technical failures through the website or shipping which may result in a decline in reputation for the organisation. Moreover, there will be increased pressure on Primark to remain competitive in regards to pricing which may prove a problem in the face of additional shipping and website maintenance costs. However, these risks can be mitigated through ensured proper planning and investment into the E-commerce sector; due to the nature of its competitiveness, Primark must supply its consumers with a high-level digital experience to maximise the chances of sales and to boost the reputation which coincidently drives footfall into existing physical stores. Additionally, there is a further risk for existing employees if selling online becomes a success as a number of physical stores within the UK may be closed as they are not deemed to be as lucrative. This would put a large number of employees out of work and would likely cause consumers to question the culture within the organisation. To minimise the impact of this Primark could begin to train current employees with digital skills to eventually move them into a different field within the business alongside the fact that E-commerce will generate a large number of jobs in online marketing and deliveries supplementing and adhering to the needs of most.

Primark’s strategic change to accompass a more digital side must be accompanied by an appropriate and effective leadership style in order to manage the change upon which the organisation will undergo and to ensure its future adaptability to digital developments. The current agile leadership style has demonstrated a positive culture and effective workforce within the company, however, the strategy Primark has in place has not been subject to change, therefore, employees gain a sense of consistency and security within the workplace (Dziuba, 2020). As established the digital adaptations to Primark’s strategy are necessary to sustain a competitive advantage, meaning change management is key to informing and educating staff about the digital changes. Adopting an autocratic leadership style generates a hierarchy where-by employees are communicated with and decisions are made through a tall chain of command presenting stability and consistency in a time of uncertainty. Additionally, Primark further has the opportunity to utilise a transformational leadership style allowing for them to present their vision and new strategy in line with digital developments in an attempt to inspire current and future employees to transpire with the organization's new direction (Greimel, 2023). The two leadership styles both provide realistic choices to Primark in encouraging and maintaining a positive relationship with its staff and ensuring consumers are met with expected digital opportunities through the effective implementation of digital change. 
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