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1.Executive summary
Primark is a value-fashion retailer operating across the UK high street and major shopping centres. It is the retail arm of Associated British Foods (ABF) and is positioned as a low-cost, high-volume apparel and homeware retailer that competes on price, scale and store experience rather than online convenience. Primark’s UK estate plays a material role both in ABF’s group performance and in local retail employment and town-centre retailing. (Primark, 2024a; Associated British Foods, 2024).

2.Introduction 
Primark’s UK business is a large-scale, store-led value retail operation and the principal retail division of Associated British Foods (ABF), operating several hundred large-format stores across the UK and employing tens of thousands of people; the group reports that Primark generated the majority of ABF’s Retail revenues in 2024 and materially improved group operating margins through stronger Primark trading and cost efficiencies (Associated British Foods, 2024; Primark, 2024a). Primark’s model remains focused on low-price, high-volume apparel and homewares sold predominantly through physical stores — an approach complemented by targeted investments in customer services such as Click & Collect and by a programme of capital expenditure in the UK (Primark, 2024a; Primark, 2024b). The retailer has emphasised sustainability and supplier-standards programmes under its “Primark Cares” strategy, reporting progress on emissions, recycled materials and other targets while acknowledging that supply-chain scrutiny and reputational risk continue to be salient management issues (Primark Cares, 2024). Independent analysis for Primark finds it draws millions of visits to the British high street and generates significant local economic spillovers, underscoring the brand’s UK market importance even as margins and like-for-like sales vary by trading period (Public First, 2024; Retail Week, 2024). In ABF’s 2024 reporting Primark’s sales and adjusted operating profit increased and the company said further overseas expansion and operational improvements would be key to sustaining growth, although ABF warned that near-term trading in some markets (including parts of Europe and the UK) could be challenging (Associated British Foods, 2024; Reuters, 2024). Finally, recent leadership changes at Primark’s executive level drew market attention in 2025 and highlighted governance and reputational considerations for stakeholders monitoring the business (Reuters, 2025).

3.Key Consumer and Industry Trends
3.1. Rising online apparel sales & digital shift
The UK apparel market is experiencing a strong structural shift to online channels. According to a report by Retail Economics, online sales of apparel in the UK had already reached over 50 % of total clothing sales in 2022 (up from ~35 % in 2019) and are projected to reach around 60 % by 2026. (Retail Economics, 2023).For Primark — which until recently has been predominantly store-based and emphasised physical footfall — this trend presents both a challenge (to integrate more digital/omnichannel capability) and an opportunity (to capture online growth).
3.2. Value-led consumer spending and cost-of-living pressure
Household budgets in the UK remain under pressure from inflation, wage stagnation and cost-of-living rises. The Office for National Statistics (ONS) reports that household final consumption grew only by +0.4% (real, inflation-adjusted) in Q1 2025 compared with Q4 2024. (National Statistic, 2022). At the same time, retail research shows that clothing and footwear stores have been under-performing overall, though some value/discount models perform better. For example, the House of Commons Library data indicates that, in 2024, only 11 pence in every retail pound were spent in clothing shops — down slightly on 2023. (Ward, 2024). For Primark UK, this means that its low-price, high-volume model may be well-positioned relative to mid-premium brands, but margin pressure remains significant.
3.3. Sustainability, circular economy and ESG expectations
Consumer demand for sustainable and ethical fashion is rising. According to BearingPoint’s UK Retail Trends 2025 report, 83% of UK consumers now believe companies should actively shape ESG best-practice, and 64% are willing to pay up to 10% more for sustainable products. (Wallis, 2025). Additionally, sustainability and circular economy themes (resale, reuse, recycled materials) are identified as among the five major trends shaping apparel by 2025 by Retail Economics. (Economics, 2025). For Primark, which has a strong high-street presence and high volumes, aligning its sourcing, waste, and circularity initiatives (e.g., its “Primark Cares” programme) is increasingly a strategic imperative.
3.4. Store experience & omnichannel evolution
As digital grows, physical stores are being re-imagined. Retail Economics highlights that nearly half (48%) of consumers value being able to touch and try products in-store, and 1 in 4 say they are more likely to visit apparel stores if there is personal styling or bespoke recommendations.(Economics, 2025).
For Primark UK, this signals that while expansion of its large-format stores remains relevant, investment in store experience, services (click-and-collect, returns), and integration with online channels will help sustain foot traffic and competitive advantage.
3.5. Clothing retail shows pockets of resilience
Despite macro headwinds, there are signs of resilience in the clothing category. For example, by August 2025, data from Barclays showed a +2.2% year-on-year increase in clothing retail spending in the four weeks ending 29 August. (ADVFN, 2025). Similarly, a report specifically noted that in August 2025, clothing stores in the UK saw sales volumes rise 1.3% monthly and 2.2% over three months, even as broader non-food retail sales struggled. (Douglass, 2025). For Primark UK, this suggests potential upside if it can capture that discretionary spend, particularly in value segments.
3.6. Competitive and industry structure pressure in fast-fashion
Industry data from IBISWorld shows that the UK fast-fashion market (SIC classification) had a market size of roughly £10.6 billion in 2024, but growth has been modest (1.1% in 2024 and CAGR ~0.9% for 2019-24) and the number of businesses still increasing (3.6% growth in 2024).(Mak, 2024). This environment means that Primark UK faces intense competition for value-conscious consumers, margin pressure, and the need to differentiate (for instance via sourcing, supply-chain agility, or store experience).


4.Primark’s Approach to Innovation
Primark’s approach to innovation is grounded in its value retail model, which focuses on delivering fashionable products at the lowest possible prices while maintaining efficiency and improving customer convenience. Unlike many competitors, Primark has historically avoided rapid digital transformation or a traditional e-commerce model; instead, it pursues incremental innovation within its stores, supply chain, and sustainability programmes to support its low-cost, high-volume strategy (Associated British Foods, 2024; Primark, 2024a).
4.1. Operational and Store Innovation
Primark’s core innovation focus lies in operational efficiency and in-store experience. The company continuously updates its store formats, merchandising layouts, and technology use to enhance the shopping experience and streamline operations. For instance, its investment in new self-service checkouts and enhanced fitting room experiences is designed to improve convenience and throughput without increasing operating costs (Retail Tech Innovation Hub, 2024). Additionally, Primark continues to expand and refurbish stores, with a £100 million UK investment announced in 2024 to upgrade stores and improve energy efficiency (Primark, 2024b).
4.2. Digital and Service Innovation (Click & Collect)
While Primark historically resisted online retail to keep prices low, it has recently introduced Click & Collect, a hybrid digital service that allows customers to order products online and collect them in-store. This initiative, launched nationwide in 2025, represents an adjacent innovation extending its physical retail model through limited online integration (Primark, 2025). The Click & Collect service leverages Primark’s extensive store network to fulfil orders efficiently and encourage additional in-store purchases, thus maintaining its footfall-driven business model (Reuters, 2024).
4.3. Product and Sustainability Innovation (Primark Cares)
Through its “Primark Cares” programme, the company has committed to long-term sustainability goals and product innovation. This includes designing recyclable-by-design clothing, expanding the use of sustainable cotton, and piloting circular fashion initiatives such as clothing take-back schemes and recycling partnerships (Primark Cares, 2024). These efforts represent both adjacent and transformational innovations, as they gradually reshape product sourcing and production methods while addressing growing environmental and social expectations from consumers (Ethical Consumer, 2025).
4.4. Supply Chain and Cost Innovation
Primark continues to innovate in its supply chain management, focusing on large-scale procurement, improved logistics, and closer supplier partnerships to manage costs and maintain affordability (Associated British Foods, 2024). The retailer’s innovation lies not in adopting expensive technological solutions but in optimising processes to deliver maximum value per cost unit — a philosophy consistent with its low-margin, high-volume operating model.
4.5. Cultural and Organisational Innovation
Primark’s culture emphasises practical innovation rather than technological disruption. The company encourages continuous improvement across teams, promoting efficiency, sustainability awareness, and responsiveness to customer feedback. This grounded approach ensures that innovation aligns with its core business priorities — affordability, accessibility, and high store turnover — while gradually adapting to modern retail trends (Primark, 2024a).
5. Innovation Frameworks and Analysis 
5.1 Table 1: Innovation Ambition Matrix
	Innovation type
	Focus
	Examples

	Core Innovation
	Enhance efficiency and store experience.
	Store refurbishments, self-checkouts, energy efficiency, cost optimisation.

	Adjacent Innovation
	Extend core model with new services.
	Click & collect, circular fashion pilots, new sourcing models.

	Transformational Innovation
	Long term sustainability and digital transformation.
	Primark Cares (recyclable clothing), circular economy shift, future omnichannel retail.



5.2. Explanation of Innovation Ambition Matrix
The Innovation Ambition Matrix (Nagji and Tuff, 2012) categorises innovation activities into three levels — core, adjacent, and transformational — based on how far they move a company from its existing business model and customer base.
Core innovation focuses on enhancing existing products, services, and processes to improve efficiency and value within the current business model (Nagji and Tuff, 2012). For Primark, this includes operational improvements such as store refurbishments, self-service checkouts, and supply chain optimisation that strengthen its low-cost, high-volume retail strategy (Associated British Foods, 2024).
Adjacent innovation involves expanding into new but related areas, leveraging existing capabilities to reach new markets or introduce complementary offerings (Bessant and Tidd, 2021). Primark’s Click & Collect service exemplifies this, as it connects digital convenience with its in-store shopping experience while maintaining its physical retail advantage (Primark, 2025). Similarly, sustainability initiatives like circular fashion pilots and traceability systems extend the brand’s value proposition without overhauling its business model (Ethical Consumer, 2025).
Transformational innovation, sometimes referred to as informational or breakthrough innovation, represents the most radical form — creating entirely new products, services, or business models that redefine the company’s direction (Nagji and Tuff, 2012; Tidd and Bessant, 2020). For Primark, this is seen through its long-term sustainability vision under Primark Cares, focusing on recyclable-by-design clothing, circular economy practices, and future potential for full omnichannel retail integration (Primark, 2024a). These initiatives aim to transform Primark’s operating and production systems to meet evolving environmental and consumer expectations.
5.3 Table 2: Customer Journey Map
	Stage
	Customer Actions
	Pain Points
	Gain Points
	Digital Innovation Opportunities

	Awareness
	See new collections in-store, social media, or ads.
	Limited online visibility of products.
	Affordable fashion, trendy styles.
	Digital catalogues, AR lookbooks, social media stock alerts.

	Planning
	Decide which store to visit.
	No stock checking online.
	Accessible store locations.
	Real-time stock checker, store locator, in-app wish lists.

	In-Store Browsing
	Browse and try products.
	Crowded stores, limited fitting rooms.
	Wide selection, tactile shopping experience.
	Smart fitting rooms, in-store navigation app.

	Checkout
	Pay at self-service or traditional tills.
	Long queues.
	Fast self-checkout, contactless payment.
	Mobile self-checkout, digital receipts.

	Post-Purchase
	Use products, social media engagement, returns.
	No online returns, no loyalty programme.
	Low-cost satisfaction.
	Loyalty app, AR styling, easier returns via app.



5.4 Explanation of Primark UK’s Customer Journey Summary
Primark’s current customer journey reflects its value-driven, high-volume retail model, where in-store experience remains the centre of engagement. Each stage of the journey — from awareness to post-purchase — offers both strengths and limitations shaped by Primark’s focus on affordability over digital transformation (Associated British Foods, 2024).
Core Strengths (Gains)
Primark’s core gains stem from its ability to deliver fashionable, affordable, and frequently updated collections that appeal to price-sensitive consumers (Mintel, 2023). The brand’s large physical footprint across UK high streets and shopping centres makes it highly accessible, encouraging spontaneous shopping trips (Primark, 2024a). Moreover, the in-store discovery experience—where customers can touch, try, and instantly purchase—remains a major competitive advantage over online-only retailers (Euromonitor, 2024). This tactile and fast-fashion shopping experience supports strong customer satisfaction and repeat store visits.
Pain Points
Despite these advantages, Primark’s pain points mainly arise from its limited digital presence and in-store operational challenges. The absence of a full e-commerce platform means customers cannot browse full inventories or check stock availability before visiting stores (Retail Technology Innovation Hub, 2024). Long checkout queues, crowded
environments, and inconsistent product sizing also hinder the shopping experience (Ethical Consumer, 2025). Additionally, Primark lacks post-purchase engagement tools—such as a loyalty scheme, digital receipts, or online returns—which are now standard features in modern retail (Deloitte, 2023).
5.5 Digital Innovation Opportunities
To address these issues, Primark has begun cautiously integrating digital tools into its model through Click & Collect, an adjacent innovation allowing customers to reserve items online and collect in-store (Primark, 2025). In the short term, expanding digital visibility—such as real-time stock tracking and mobile self-checkout—could significantly enhance convenience without compromising its cost efficiency (PwC, 2024).
In the medium term, Primark could develop a mobile app ecosystem combining Click & Collect, loyalty rewards, and sustainability tracking through the Primark Cares programme (Primark, 2024b). Longer term, transformational innovation could include AI-powered styling recommendations, augmented reality (AR) for outfit visualization, and omnichannel retail integration—aligning with industry trends toward seamless digital-physical experiences (Tidd & Bessant, 2020; Statista, 2024).
These innovations would not only alleviate customer pain points but also future-proof Primark’s position in a rapidly digitalizing retail landscape.

Part 2: Proposed new digital transformation:
6.1 Core Problem
Primark UK’s core challenge centres on its limited digital integration across the customer journey, which creates a gap between customer expectations and the company’s operational model. Primark’s success has historically relied on its brick-and-mortar strategy, offering fashionable, low-cost products and a “treasure-hunt” in-store experience (Associated British Foods, 2024). However, as the retail landscape becomes increasingly digital, this offline focus has become a strategic weakness. Consumers today expect convenience, real-time information, and seamless interaction between online and physical touchpoints — expectations that Primark’s current model does not fully satisfy (Deloitte, 2023).
Unlike competitors such as H&M, Zara, and ASOS, which operate robust e-commerce and omnichannel platforms, Primark lacks key digital touchpoints like full online product visibility, livestock tracking, digital receipts, and app-based loyalty systems (Euromonitor, 2024). As a result, customers must physically visit stores to browse or confirm product availability, which can lead to frustration, wasted trips, and lost sales when desired items are out of stock (PwC, 2024). The company’s website remains primarily informational, without transactional functionality, limiting engagement beyond initial awareness.
Moreover, this absence of digital tools restricts Primark’s ability to collect and analyse customer data, a critical asset in modern retail for driving personalisation and retention (Tidd & Bessant, 2020). Competitors increasingly rely on data analytics to track purchasing behaviour, predict trends, and deliver targeted promotions. Primark’s lack of such digital infrastructure prevents it from understanding customer preferences in depth, reducing its ability to personalise experiences or reward loyalty (Deloitte, 2023).
Although the launch of Click & Collect represents a meaningful step toward digital transformation, its current implementation remains limited in scope and functionality (Primark, 2025). The service primarily supports children’s clothing and selected ranges, lacking integration with broader in-store systems or post-purchase digital engagement. Consequently, it does not yet constitute a true omnichannel ecosystem that merges physical convenience with digital efficiency.
6.2 Proposed Digital Transformation Initiative
To address the challenges of limited digital integration, Primark should implement “Primark Connect”, a comprehensive mobile and web-based digital platform designed to unify the in-store and online shopping experience. The initiative would allow customers to engage with Primark’s products and services through a seamless digital ecosystem, enhancing convenience, satisfaction, and loyalty without undermining the company’s cost-focused business model (Deloitte, 2023).
6.3 Key Features of “Primark Connect”
Real-Time Stock Visibility
Customers could view live inventory levels across nearby stores, reducing the frustration of visiting a store only to find items unavailable. This feature would leverage Primark’s existing logistics and inventory systems, improving both transparency and operational efficiency (PwC, 2024).
Mobile Self-Checkout and Digital Receipts
A mobile self-checkout option within the app would allow shoppers to scan items and pay directly from their smartphones, bypassing long queues—a common in-store pain point. Digital receipts not only improve convenience but also align with sustainability goals by reducing paper waste (Primark, 2024a).
Click & Collect and Returns Management
Building upon Primark’s existing Click & Collect service, the platform could integrate online ordering, pickup scheduling, and digital return processing. This would create a smoother, omnichannel shopping journey, merging digital convenience with Primark’s physical retail strengths (Primark, 2025).
Loyalty and Rewards Tracking
“Primark Connect” could introduce a points-based loyalty system, encouraging repeat purchases and promoting the Primark Cares initiative. Customers could earn rewards for sustainable behaviours, such as recycling garments or purchasing eco-friendly clothing, thereby connecting digital engagement with environmental responsibility (Associated British Foods, 2024).
AI and Augmented Reality (AR) Features
Incorporating AI-driven outfit recommendations and AR try-on tools would allow customers to visualise clothing before purchasing, improving confidence and reducing returns. These technologies are increasingly adopted in the fashion industry to personalise experiences and drive engagement (Euromonitor, 2024).

6.4 Strategic Fit and Innovation Ambition
“Primark Connect” represents an adjacent-to-transformational innovation within Primark’s innovation strategy. It is adjacent because it builds on existing capabilities (store network, logistics, and low-cost model) while extending into new digital territories. At the same time, it is transformational in its potential to redefine Primark’s retail experience, enabling a true omnichannel model that bridges physical and digital customer interactions (Tidd & Bessant, 2020).
By integrating these digital touchpoints, Primark would transition from a traditional, transaction-focused retailer to a customer-centric, data-driven brand. This shift would create sustainable competitive advantage by combining affordability with digital convenience a balance rarely achieved in value retailing (Deloitte, 2023).
6.5 Expected Organisational Impact
The expected impact of 'Primark Connect' includes measurable improvements in efficiency, engagement, and sustainability:
Table: Key Performance Indicators (KPIs)
	KPI
	Target Outcome
	Measurement Period

	App adoption rate
	25% of UK customers within 12 months
	Year 1

	Average transaction value
	+5% increase via Click & Collect users
	Year 1

	Queue time reduction
	10% average reduction through mobile checkout
	Year 1

	Customer satisfaction (NPS)
	Increase from 60 to 70
	Year 1

	Carbon footprint reduction
	5% reduction through digital receipts
	Year 1



Enhanced Customer Experience: Increased convenience, faster checkout, and personalised shopping journeys improve satisfaction and retention.
Data-Driven Decision-Making: The app generates valuable insights on consumer behaviour, aiding inventory planning and targeted marketing.
Sustainability and Brand Value: Digital receipts and eco-loyalty rewards reinforce Primark’s Primark Cares sustainability goals (Primark, 2024a).
Competitive Differentiation: Positions Primark as a forward-looking, digitally capable retailer within the affordable fashion segment.



6.6 Enhanced Customer Journey Map
Table 3: Enhanced Customer Journey Map
	Stage
	Touchpoints
	Customer Benefit
	Business Value

	Awareness
	AI ads, push notifications
	Targeted engagement
	Efficient marketing, data insights

	Browsing / Planning
	Stock info, digital catalogues, AR
	Convenience, fewer wasted trips
	Demand forecasting, lower congestion

	In-Store Experience
	App navigation, smart fitting rooms, self-checkout
	Faster shopping, less queueing
	Higher throughput, lower staffing costs

	Checkout & Payment
	Mobile payment, digital receipts
	Seamless, eco-friendly
	Cost savings, promo data

	Post-Purchase
	Loyalty programme, AI recommendations
	Ongoing engagement
	Repeat sales, brand loyalty



7. Evaluation and Risk Analysis:
While 'Primark Connect' offers strong potential, implementation carries inherent risks. Key risks and mitigations include:
7.1 Table
	Risk
	Potential Impact
	Mitigation Strategy

	Operational disruption
	Integration may slow in-store operations during rollout
	Phased deployment and pilot testing

	Cost escalation
	Technology and training may exceed budget
	Vendor negotiations and incremental investment

	Customer resistance
	Older demographics may be hesitant to adopt digital tools
	In-store assistance and gradual onboarding

	Data privacy issues
	Handling customer data securely
	Compliance with GDPR and data encryption

	Reputation risk
	System outages or poor UX could harm brand
	Robust testing and contingency planning



7.2 Implementation Timeline (Gantt Chart):
Table 
	Phase
	Key Activities
	Duration
	Timeline

	Phase 1: Planning & Requirements
	Defining scope, digital strategy alignment, stakeholder mapping
	Month 1–2
	Jan–Feb 2026

	Phase 2: System Design & Vendor Selection
	Select partners, finalize app architecture, set data standards
	Month 3–4
	Mar–Apr 2026

	Phase 3: Development & Integration
	Develop apps, integrate with logistics & payment systems
	Month 5–8
	May–Aug 2026

	Phase 4: Testing & Pilot Launch
	Internal testing, bug fixing, pilot in major UK stores
	Month 9–10
	Sep–Oct 2026

	Phase 5: Staff Training & Marketing Rollout
	Train staff, launch digital campaign
	Month 10–11
	Oct–Nov 2026

	Phase 6: Full Launch & Evaluation
	Nationwide rollout, collect feedback, post-launch review
	Month 12
	Dec 2026



Conclusion:
Primark’s success in the UK has long been rooted in its low-cost, high-volume retail model and its extensive physical store network. However, the evolving retail environment—characterised by digital acceleration, sustainability expectations, and changing consumer behaviours—demands a redefinition of how Primark engages with its customers.
The proposed “Primark Connect” initiative presents a realistic and strategically aligned pathway for digital transformation. By enhancing transparency through real-time stock visibility, improving efficiency with mobile self-checkouts, and fostering loyalty via integrated rewards and sustainability incentives, Primark can modernise its customer experience without undermining its core value proposition of affordability.
This digital shift would also enable data-driven decision-making, greater operational insight, and more personalised engagement—key levers for maintaining competitiveness in a saturated value-fashion market. The integration of AI and AR features further positions Primark to bridge the gap between physical and digital shopping, appealing to tech-savvy and sustainability-conscious consumers alike.
In conclusion, Primark’s challenge is not to reinvent its business model but to evolve it. By embedding innovation within its existing strengths—cost leadership, accessibility, and sustainability—Primark can build a resilient, future-ready retail ecosystem that aligns with modern consumer expectations and secures long-term growth across the UK and beyond.
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