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[bookmark: _Toc204200705]Executive summary 
This report assesses the marketing effectiveness of Primark (Associated British Foods PLC's retail) and establishes a future marketing strategy to tackle pressing challenges that include digital transformation, sustainability, pricing and customer experience. Primark operates within the highly competitive fast-fashion industry, and it is a market leader owing to its value pricing and large physical store network, however, the company faces numerous pressures from agile digital-native competitors, sustainability-driven consumers, post-Brexit economic uncertainty, and experience-hungry Gen Z consumers. The analysis has to reveal some shortcomings with Primark's traditional store-based marketing policy.
The analysis has focused primarily on four areas: digital marketing capability; communication about sustainability; pricing strategy; and, use of experiential retail. The assessment has offered appropriate marketing theories, as well as examples from the Marketing Mix (7Ps); SWOT analysis; and Kotter's Change Management Model. With these theoretical models, we can underscore the structural gaps primarily created by Primark's marketing strategies that are unable to align with evolving consumer expectations.
The key findings are that brand awareness and strong leadership in physical retailing are significant strengths of Primark's marketing strategy, and digital engagement, supply chain transparency, and price flexibility/price haggling are significant weaknesses. Primark simply cannot compete due to their delayed implementation of e-commerce, and due to a perceived lack of visible outcome from their sustainability initiatives. Considerations regarding pricing advantages are diminished as new additional costs are incurred, which are largely a function of Brexit, and with few strategic offsetting measures in place.
The report concludes that Primark has to start addressing these gaps urgently to remain competitive. Digital transformation, authentic sustainability storytelling, and experiences generated through innovation are areas for strategic investment
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[bookmark: _Toc204200706]Introduction
[bookmark: _Toc204200707]Background of the organisation
Associated British Foods PLC (ABF) is a conglomerate with businesses in grocery, retail, agriculture, and ingredient production. ABF was founded in 1935, employs over 138,000 people around the world, has operations in over 50 countries, and is listed on the London Stock Exchange (LSE: ABF). Primark is the only retail business acquired by ABF in 1969 and accounts for the substantial majority (over 60%) of ABF’s operating profit (ABF Annual Report, 2023). As ABF’s biggest consumer-facing brand, Primark and its value-led, store-centred model are facing unprecedented hurdles from digital disruption and sustainability pressures, warranting urgent strategic repositioning.
[bookmark: _Toc204200708]Scope and context of analysis
Digital Disparity: The ongoing demand and expectation from UK consumers for Omni-channel uniformity has impacted e-commerce operations in 2021 and hindered its ability to compete with branded names like Zara and H&M (Deloitte, 2023).
Sustainability Credibility: The ability of Primark Cares initiatives to provide transparency on Tier 3 supply chain sustainability (ABF, 2023, p.23). This puts Primark at risk of being accused of greenwashing in parallel to EU regulations becoming more stringent (EU Commission, 2022)
Brexit-Pricing: The price/value proposition is becoming less favourable due to fixed pricing that is unable to account for the 15% increase in import costs for agile competitors like SHEIN.
Engaging Gen Z: 60% of Gen Z consumers desire some form of a digital experience, but in-store consumer experiences fail to meet their offering expectations (McKinsey & Company 2024).
All these elements are stifling the value of Primark as a retailer and as a mechanism of revenue (64% of ABF group sales).
[bookmark: _Toc204200709]Analytical framework
This analysis utilises three established theoretical frameworks as diagnostic tools to assess Primark's marketing problems. The STP Model (Segmentation, Targeting, and Positioning) will be the primary assessment lens for judging the organization of this market into segments, particularly inadequacies in reaching out to Gen Z's psycho demographic profiles compared with Primark's demographic profile with psychographic undertones. Ajzen (1991)'s Theory of Planned Behaviour (1991) provides an understanding of why our sustainability communications are not converted into behaviour change or action, by segmenting own attitudinal beliefs (ethical views), subjective norms (social pressure), and perceived control (offering alternatives). Court et al.'s (2009) Consumer Decision Journey can be used to map the operational points of friction on the consumer's journey from the first awareness of a need to loyalty after the purchase itself, particularly in terms of Omni-channel disassociations. These frameworks were selected for their complementary strengths: STP for identifying misalignment of the strategic /target audience, Planned Behaviour for unravelling the gaps around perceptual credibility, and the Consumer Journey for communicating tactical execution failure - all together can provide a triangulated understanding of marketing effectiveness.
[bookmark: _Toc204200710]Critical evaluation of Primark’s marketing activities
[bookmark: _Toc204200711] Marketing Concept and Resource Allocation
Primark uses marketing purely as a cost minimisation initiative to keep prices as low as possible through its investment in physical stores rather than the digital/sustainability equivalent. This tactically creates gaps in Omni-channel connection and relationship with consumers moving forward as generational trends change.
1. Strategic importance of marketing at Primark: - Marketing is an important operational enabler of Primark’s value pro-position business model that is aligned with its strategic focus of ‘amazing fashion at amazing prices’ without the costs that come with traditional forms of marketing (ABF, 2024, p 17). The company has intentionally neglected advertising for face value and became tactically aware of using some of its busiest flagship stores (for example, its 160K sq. ft. store in Birmingham) as marketing venues to generate real sightlines and create impulse purchases (Primark, 2023, p. 9). Visual merchandising constitutes 70% of marketing activity and a RRP linked in-store display proved to boost basket sizes by 35% (Retail Economics, 2023).This approach is consistent with ABF's group philosophy of minimising costs, including spending on marketing unless required, and it creates a successful platform for product promotion. However, declining financial support for digital marketing and ethical story telling has adversely affected brand relevance amongst Gen Z generations. Only 22% of Gen Z consumers consider Primark relevant to their lifestyle, with non-financial relevance limited (YouGov, 2023).
2. Financial investment analysis: - Primark commits just 3.2% of its annual turnover of £9bn to marketing activities, which is significantly below the industry's average of 8.6% (Statista, 2024). This limited budget reflects Primark's historical reliance on word-of-mouth and the physical store experience to sell products but is now being tested because of post Brexit operational realities. Firstly, Primark imports approximately 92% of its products and with customs rules having a 15% inflation on import costs - reported by ABF in their overarching financial reports in 2024 (p. 41), they are less likely to use their marketing budget to increase perceived value by decreasing price. It's these factors that mean Primark's conversion from social media is a critical low of 0.80%, or less than one third of their sector benchmark, which is a direct function of the lack of digital marketing resources that be cascaded through the organisation (Statista, 2023).
3. Resource distribution: - Allocation of resources shows extreme bias toward the physical channel, demonstrating that 82 percent of marketing costs are allocated to store growth and in-store construct on ABF capital expenditure reports (2024, p. 34). For comparison, flagship stores like Bullring in Birmingham have an annual cost of £15 - 20 million but a decreasing footfall of Gen Z (-8% YoY), confirming the limited return on physical channel investments (Primark, 2023). In comparison, the digital channels received limited funding of just 15%, despite being part of 23 percent of the sales journey, which underpins the major, disconnect in return on investment (Deloitte, 2023). The Primark (2023) e-commerce pilot in 2023 has reached only 192 stores in the UK with basic click-and-collect capability but not full transactional capability. Primark social media had only 0.2 percent click-through rate compared to the industry average being 2.7 percent due to the inability to shop or transact from content (Statista, 2023).
[bookmark: _Toc204200712] Macro and Micro Environmental analysis
The effects of Brexit-induced inflation (15% import costs) on consumer price sensitivity, combined with raised expectations for ethical transparency due to EU sustainability regulations, have made Primark's business model obsolete. 
[bookmark: _Toc204200713]. Macro Environmental analysis 
[bookmark: _Toc204200714]PESTLE Analysis: -
· Political Factors: - Post-Brexit trade barriers resulted in 15-25% tariffs for EU textile imports and must, therefore, have eradicated Primark's cost advantages and opened up un-deserved retail markets in the U.S. Although fundamental political instability in sourcing markets that are critical for ethical compliance, like Bangladesh, aggravates issues of sustainability risk and erodes consumer trust, Primark have obtained pricing increases over the last year, which, ironically, was counter to consumer expectations of "surprising value" (European Environment Agency, 2023) (Fashion Revolution, 2022).
· Economic Factors: - The extent of inflation has influenced consumers' spending habits, as demonstrated by the UK's seemingly high CPI of 11.1% in 2023. The Office of National Statistics (2023) said that 68% of shoppers were looking for deals, especially so given the country's exiting the European Union (Brexit) and the currency fluctuations that entail, that have already contributed to a 22% increase in import prices with limited price leeway. While the Bank of England (2023) has revealed the absence of creativity and flexibility in prices at Primark relative to these changes, Primark's primary low price model is also compromised by a mandatory rise in salaries (including a 7% increase in the minimum wage, which will be the second increase in the last 3 years). 
· Social Factor: - Gen Z's increasing demand for ethically-driven consumption, with 74% of Gen Z consumers valuing ethical products, is not being met by Primark due to a lack of transparency within its supply chains (Deloitte, 2023). The disconnect in Primark's social media presence also holds it back from Generation Z's mode of discovery digitally, where 65% of Gen Z consumers use social media like TikTok as a source of fashion discovery (Ofcom, 2023) and Primark has unshoppable social content. Moreover, in-store purchases through Primark's transactional experience fall short of Generation Z's expectations for experience-based shopping, as it is reported that 60% of Gen Z expects engaging in-store experiences (McKinsey, 2023).
· Technological Factor: Technology gaps limit Primark’s competitive footprint as a brand, most notably with personalisation absence through advanced technologies. Primark is losing 25% of Generation Z customers to rival retailers who are able to provide augmented reality and virtual try-on, according to McKinsey (2023). In addition, having not yet implemented block-chain traceability along its entire value chain (beyond Tier 1 suppliers), the brand does not have the ability to credibly tell sustainability stories - this is a sore point, especially as block-chain is cited in Harvard Business Review (2022) as a solution to validate ethical claims - and a lost opportunity. Very importantly, the fragmented e-commerce function of Primark is in opposition to 73% of UK consumers (Deloitte, 2023), who have mandated Omni-channel smooth journeys leading to purchase abandonment during some of the most critical decision-making times.
· Environmental factor: - The EU Textile Waste Directive (2025) highlights Primark's lack of scalable recycling facilities as it identifies circular economy responsibilities that will be legally binding (European Commission, 2022). Environmental pressures, particularly in the forms of water intensive manufacturing processes and limited recycling options for clothing, will contribute to this group of environmentally conscious consumers switching away from your brands; yet it is these environmental pressures in the markets you operate in that are reducing consumer environmental awareness
· Legal factors: Policies like the UK's Green Claims Code suggest heightened regulatory monitoring (Competition and Markets Authority, 2023).The policy outlines detailed sustainability evidence that Primark's disclosures at Tier 1 cannot support, which creates legal and reputational risk. At the same time, wage and labour law reforms in key manufacturing countries such as Vietnam and Bangladesh have resulted in labour costs being increased by 12–15% as indicated by the International Labour Organization (2022), restricting Primark's ability to make price increases to overcome inflation, while still providing value.
[bookmark: _Toc204200715]Micro environmental analysis
[bookmark: _Toc204200716]Porter’s five forces 
· Competitive Rivalry: - The global fast fashion industry has intense competitive rivalry with Primark facing digitally agile competitors activating algorithmic trend-spotting and embedding social commerce to attract Gen Z consumers (Amed et al., 2023). Meanwhile, traditional rivals create additional pressure through block chain verified sustainability narratives in line with contemporary ethical expectations (Grant, 2022). Primark's use of lengthy design to store cycles exposes strategic vulnerability in this hyper-competitive environment (Porter and Kramer, 2023).
· Bargaining power of buyer: - Consumers are demonstrating great influence in price-comparative capability and ethical consumption awareness. Following inflationary insensitivities, 73% of UK consumers actively sought some sort of discount (Office for National Statistics, 2023), and Gen Z are increasingly concerned about sustainability, leading to recent boycotts of brands without a clear understanding of their supply chain. With static pricing and T1 supplier limits of traceability, the fragility of the current situation at Primark allows customers to move towards competitors who are more agile (Jackson, 2023).
· Bargaining power of supplier: - Textiles manufacturers exercise moderate increasing power, through a combination of post Brexit cost projection and raw materials limits from climate related reasons. Exacerbated disruption of supply chains and delivery delays for customs related to Brexit into the UK have raised costs on their operations of 15%, which they are uniformly passing to retailers (European Textile Federation, 2023). Primark have a negotiating advantage space because of their scale, but limits to build lowering of costs into inflationary conditions are greater with Fair Trade obligations and regulatory pressures (Fernandez, 2022).
· Threat of Substitute Products: - Circular economy platforms (e.g., Vinted, leasing services) pose a huge substitution threat since they meet consumer demand for sustainable consumption. These options capitalize on expanding consumer preferences for experiencing rather than possessing, as well as ethical participation, disrupting Primark's linear manufacturing and transaction-based retail practices (Henninger et al., 2023). The increased popularity of rental and resale models has resulted in 41% of total garment budgets for under-25-year-olds being devoted to resale or rental, indicating that firms such as Primark should face major disruption (Fletcher, 2023).
· Threat of New Entrance: - Strong entrance barriers for established retailers like Primark include financial scale, technological complexity, and regulatory requirements. The EU Textile Waste Directive (2025), has compliance costs for circularity infrastructure and block chain traceability over £2 million per year, AI-driven faculties that necessitate £5-7 million upfront investment, and ultimately, entry barriers that create "tech moats" that are very hard for new entrants to transverse (Porter and Kramer, 2023). The argument for Primark's £9 billion revenue stems from its predatory pricing structure, with prices for basics at -20% for certain periods in certain markets, and its competitive advantage over an entrant until it runs out of money, which appears to happen rather quickly, allowing the in grassing agent to become insolvent in about six to nine months (Grant, 2022).
[bookmark: _Toc204200717]Target market strategic (STP model) 
A target market strategy is an organisation's set of processes for identifying, assessing and selecting specific customer groups, then designing a unique value proposition and resource commitment to compete in serving those customers (Kotler and Keller, 2016, p. 257).
· Segmentation (demographic limitations): - The retail segment of Associated British Foods plc (Primark) has a segmentation strategy centered primarily on geographic and demographic variables. For example, targeting urban locations catering to families and students while hardly utilizing psychographics (ABF, 2024). The segmentation Strategy does not capture behavioural changes like young consumers increasingly selecting ethical production practice over price discounts (Deloitte, 2023). This means that the ethical considerate segments of consumers in the category, which is non-trivial (Ethical Consumer, 2023) are lacking strategic focus.
· Targeting (digital and ethical gaps): - Associated British Foods plc's retail division (Primark) applies most of its targeting toward high-volume physical store shoppers and allocates most of its resources to these decision-making opportunities (ABF, 2024). This approach overlooks digitally native consumers who discover product supply options through social platforms and then disengage due to Primark's focus on a store-based model (Ofcom, 2023). At the same time, younger cohorts who want to connect with a brand's ethics are defecting towards competitor brands based on supply chain transparency (YouGov, 2023).
· Positioning (Strategic Dissonance): - The retail positioning of Associated British Foods plc (Primark) ('Amazing Fashion, Amazing Prices') is out of step with today's demands for ethical responsibility (Kim and Mauborgne, 2005). The Primark Cares initiative has unverifiable supply chain provenance, raising suspicion among younger generations (Deloitte, 2023). A lack of experiential elements have alienated consumers hunting for retail experiences. (McKinsey, 2023). The marketing mix shows two prominent areas of conflict:
1. Product: Products are seen as disposable and not circular. (Henninger et al,. 2023).
2. Promotion: Over-reliance on in-store materials without consideration of digital visibility (Danciu, 2013).
[bookmark: _Toc204200718]Marketing Mix (7Ps) Effectiveness
The effectiveness of the marketing mix (7Ps) is the organisation's ability to strategically align and optimise its seven core marketing variables Product, Price, Place, Promotion, People, Process and Physical Evidence to yield targeted market outcomes, maintain competitive advantage, and meet customer expectations (Kotler and Keller 2016, p. 72). It measures the effective alignment of these elements working together to implement strategy into quantifiable commercial outcomes.
· Product (Breadth vs. Quality Perception) - The retail segment of Associated British Foods plc (Primark) has focused on a wide range of fast-fashion categories to expand volume sales. While this emphasis on breadth can cover more sales opportunities, it diminishes perceptions of quality as customers are increasingly associating sustainability with durability. Primark's limited focus on circular design and the absence of reusable options may reinforce the idea that its products are disposable (Sogang University, 2022). The company's slow adoption of new materials could damage its reputation with customers who priorities ethical shopping. A wide product range might help Primark predict and meet short-term demand, but the perceived low quality of its goods may reduce customer loyalty over time (Oxford College of Marketing, 2020).
· Price (Static Pricing in Inflationary Environment): - In times of inflation, Primark will stick to its Amazing Prices strategy by using a time-based pricing system. This means they will check prices at set times instead of changing them all the time with cost shifts. Unlike Primark, its rivals use a state-based pricing system, changing prices to match continuous supply chain issues (International Monetary Fund, 2024).
Time-based pricing is useful when input costs do not change much. Because input costs are going up and intermediaries want large placement fees, Primark may have trouble-showing customers they have good value. This pricing setup limits what Primark can do because its profits could drop without them realizing it, which would limit their plans (Bunn et al., 2023).
· Place (E-commerce Limitations): - In 2022, e-commerce faced challenges due to the inertia of existing channels. Primark's digital transformation was dragged significantly by its emphasis on in-store distribution. Additionally, it postponed the identification of shopping habits in which consumers locate products online but purchase them in physical stores. Problems arose with online searching, while the transaction was occurring in store because they were introduced so late. This contradicted the Process element of the 7Ps theory (Oxford College of Marketing, 2020). Thus, customers who preferred digital formats switched to competitors with more convenient Omni-channel offerings (Associated British Foods plc, 2024).
· People (staff training & service gaps): - Primark’s underqualified staff create a major barrier to in store experiences. In fact, 60% of Gen Z respondents cited "not helpful employees" as being a major barrier in their purchasing journey (McKinsey & Company, 2023, p. 17).  This is detrimental to loyalty considering competition such as Zara achieves 30% higher customer satisfaction because AR-trained staff allow for seamless digital shopping experiences and ethical storytelling (Inditex, 2023). Primark cannot meet Gen Z's expectations of a blended technology shopping trip (via guides in store) or sustainability story (transparent and telling), as well. 
· Process (Operational Inefficiencies): - Primark's disconnected processes, such as fragmented inventory and manual returns, create omnichannel friction and cause an estimated 73% of purchase abandonment (Deloitte, 2023). RFID tracking management and app-based returns could provide a similar experience, allowing retailers to deliver the same experience as competitor H&M based on with an average 48-hour resolution and seamless journey models (Lemon & Verhoef, 2016).
· Physical evidence: - Primark does not provide any concrete evidence of sustainability (e.g., no block chain kiosks), fundamentally undermining its "Primark Cares" claims, and woke 74% of Gen Z's distrust (Deloitte, 2023, p. 31). Establishing in-store sustainability hubs with real-time information about the entire supply chain would have the same effect that Patagonia is seeing with a 40% bump in footfall (Patagonia, 2023), turning ethical statements into verifiable proof.
[bookmark: _Toc204200719]Media selection and channel effectiveness
· Channel Audits: - Primark's strategy in communication seems to overemphasise where its outlets are located rather than evolving for parallels of consumer behaviours to facilitate purchase in online buying. Research by Retail Economics (2023) reveals that in-store availability and merchandising are fuelling impulse purchases and getting people to spend more. The lack of an adequate online channel is a considerable deficiency. Their social media is less effective in converting viewers into shoppers when compared to their competitors that indicates lack of interest in their brand (Statista, 2023). Primark is getting considerable views on TikTok but cannot convert that interest into sales, as they do not sell anything-online (Ofcom, 2023).
· Appropriateness Evaluation: - The portfolio of channels indicates extreme misalignment with contemporary consumer behaviour. The inability of Primark to converge online and offline experiences in defiance of Omni channel expectations generates frustration for consumers seeking seamless movement between web discovery and offline purchase (Lemon & Verhoef, 2016). In addition, the lack of AR/VR technologies disregards the Gen Z population’s penchant for involvement, where interactivity plays a vital role in driving purchases (McKinsey, 2023). This gap is especially critical because competitors are leveraging virtual try-ons to lower return rates and boost conversion (Bendoni, 2021).
[bookmark: _Toc204200720] Marketing Success Measurement
Primark, in the retail business, focuses on store visits and sales instead of long-term brand image and how online platforms can boost sales (ABF, 2024). Considering current shopping habits, this might mean Primark is using an old-fashioned approach that is not considering how the web can change activity in stores (Piotrowicz &amp; Cuthbertson, 2014). 
As such, assessing marketing performance is focused on short-term outcomes dominated by transactions instead of evaluating the comprehensive evolution of the brand-customer relationship-building (Vargo & Lusch, 2016).
[bookmark: _Toc204200721]Current matric frame works
Foot Traffic: Measures the volume of store visits, serving as a proxy for physical reach and shopping campaign awareness (Berman and Evans 2018, p. 312).
Sales Density: It measures revenue generated per geographic unit area e.g. £/sq.ft which reflects the spatial productivity and merchandising effectiveness of the store (ibid). Though useful from an operational standpoint, strategy is lacking in understanding customer equity and brand reputation in the long term (Rust et al. 2004, p. 79).
[bookmark: _Toc204200722]Critical Measurement Gaps
Digital Attribution Blind Spots: Multi-channel customer flows introduce attribution challenges under which marketing touchpoints are unable to be accurately attributed conversion credit, leading to misplaced budgets and faulty ROI analysis (Lemon and Verhoef 2016, p. 71).
Brand Health Tracking Infrequency: Infrequently measuring (e.g., annual brand trackers) fails to capture real-time changes in sentiment, rendering strategies insensitive to breaking reputational danger or competition dynamics (Keller and Lehmann 2006, p. 749).
Lifetime Value Neglect: The routine undervaluation of Customer Lifetime Value (CLV) hides true customer profitability, and hence results in ineffective acquisition spending and retention investment (Gupta et al. 2004, p. 10).
[bookmark: _Toc204200723]Control Mechanism Efficacy
Brexit Effect Response Lag: Companies exhibited scant scenario planning, real-time data integration, and organizational adaptability, as well as an astonishing level of response lag with respect to prices, supply chains, and compliance procedures in response to regulatory change triggered by Brexit (Bailey and De Propris 2017, p 57)
[bookmark: _Toc204200724]Conclusion
In conclusion, Primark faces a critical point of inflection where its core strengths (store footprint, value-based pricing) have been compromised by a range of circumstances including digital inertia, untraceable sustainability claims, rigid pricing in an inflationary context, and an increasing misalignment with Gen Z. Its little e-commerce presence causes a lack of verification of its ethical claims and static out of pocket pricing causes a risky position compared to agile competitors. Without urgent transformation, Associated British Foods PLC faces significant risk to Primark's market share and relevance. The interplay of increased costs due to Brexit, tightening regulations in the EU, and changing consumer expectations calls for a complete fundamental shift in Primark's strategies. On top of the challenges of their physical retail focus, Primark must learn to innovate into digital engagement, well-established sustainability measures, and measurable experiential retailing beyond a store location. By failing to act quickly, Primark's value proposition may be undermined and its long-term sustainability ventured in an unsustainable fast-fashion world.
[bookmark: _Toc204200725]Strategic Recommendations for Associated British Foods PLC (Primark)
· Enhancing Digital Integration
Primark should prioritise creating a cohesive online shopping journey that connects as much as possible back to its physical stores. The brand should design a singular digital experience, (particularly recognising Gen Z's purchase needs which they could nail), and enable it to meet customers where they are at - online. This means going beyond a basic click-and-collect service and developing an e-commerce platform that allows browsing, purchasing and returning to be as seamless as possible.
· Rethinking Physical Stores
Primark should re-imagine its flagship physical stores as exciting, youthful and interactive locations (without breaking the bank). Integrating technology like AR mirrors for virtual try-ons or VR pop-up events would not only support both an entertainment and shop mentality by Gen Z. A mate to the consumer quarter has been consumers are looking for experiences, instead of just discovering products, lifestyle trends, communities and cultures.
· Improving Ethical Transparency
To verify Primark vessels sincere intentions for socially responsible practices and comply with forthcoming EU regulations, they need to transparently the processes of their supply chain with the help of tools, like block chain. The aim of the project is to honour previous non-fulfilment of promises, establish real accountability and give consumers useful disclosures to assist in trusting origins and processes of production, with the aim of providing third-party proof to increase consumer (trust older consumers, particularly) (wish others) feeling better about these issues.
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