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Executive Summary

Primark is a major value-fashion retailer whose competitive proposition is based on affordable fashion, everyday essentials and a large physical-store network. The business is part of Associated British Foods (ABF) and has grown into an international retailer with more than 500 stores across 20 countries. In the UK and Ireland, however, Primark recorded a 3.1% decline in like-for-like sales in 2025, indicating that increasing sales in the mature UK market requires more than simply opening additional stores (ABF, 2025; Primark, 2026a). This report therefore develops a marketing plan focused on strengthening customer relevance, digital engagement, store conversion and sustainable value while protecting Primark's low-price positioning.
The analysis uses PESTEL, SWOT and Porter's Five Forces to assess the external and competitive environment. Segmentation, targeting and positioning (STP) are then used to identify priority customer groups, followed by an integrated marketing strategy based on market penetration and selective product development. The 7Ps framework translates the strategy into actions covering product, price, place, promotion, people, process and physical evidence. Implementation is supported by a balanced scorecard and measurable KPIs. The central recommendation is to make Primark's value proposition broader than price alone by combining affordability, trend relevance, quality, accessibility, sustainability and a more connected digital-to-store customer journey.
1. Introduction and Mission
Primark is a major value-fashion retailer within ABF's Retail division. Founded in Dublin in 1969, the company has developed a proposition centred on affordable fashion and everyday essentials. Primark describes its mission as helping everyone look and feel good without paying more, while its business model remains strongly focused on physical stores and high-volume retail (Primark, 2026a). ABF's 2025 Annual Report records 473 Primark stores and 19.5 million square feet of selling space at group level, with Primark generating £9.489 billion in revenue and £1.126 billion adjusted operating profit in the year (ABF, 2025). Primark has subsequently reported a network of more than 500 stores across 20 countries, illustrating continued expansion (Primark, 2026a).
Primark sells womenswear, menswear, childrenswear, lingerie, beauty products, accessories and home-related products. Its distinctive position is the combination of fashion and very low prices, supported by scale, sourcing capability and a store-led model. ABF reports that approximately 85% of Primark products are priced at £10 or less, demonstrating how strongly affordability is embedded in the proposition (ABF, 2025). However, the UK market is mature and competitive. In 2025, UK and Ireland sales declined by 1% and like-for-like sales declined by 3.1%, while Primark's UK market share increased to 6.8% (ABF, 2025). The marketing challenge is therefore to increase sales per customer and store, strengthen repeat visits and make the brand more relevant to digitally engaged shoppers without undermining its value credentials.
The purpose of this report is to develop a practical marketing plan for increasing Primark's UK sales. It examines the external environment and internal capabilities, develops STP choices, proposes an integrated marketing strategy and applies the 7Ps marketing mix. Implementation, KPIs and a balanced scorecard are included to ensure that the recommendations can be monitored and adjusted. The plan also considers sustainability because Primark's Primark Cares programme has become increasingly central to product development and brand reputation.
2. Situational Analysis
2.1 PESTEL Analysis
	PESTEL factor
	Implications for Primark

	Political
	Primark operates in a retail environment affected by UK trade policy, customs arrangements, employment policy and international supply-chain conditions. Because clothing is sourced through a global supply chain, changes in trade rules, geopolitical tensions and transport costs can affect product availability and margins. Political uncertainty makes supplier diversification, forecasting and contingency planning important.

	Economic
	Household purchasing power is central to value fashion. Consumers looking for affordability create an opportunity for Primark, but inflationary pressure on wages, rent, logistics and raw materials can reduce margins. From April 2026, the UK National Living Wage for workers aged 21 and over is £12.71 per hour, a 4.1% increase (Low Pay Commission, 2026). Primark's response should be productivity-focused because price is a core part of its competitive identity. Its 2026 'Iconic Value' initiative, including lower prices on hundreds of products, demonstrates the importance placed on value (Primark, 2026b).

	Social
	Customers increasingly combine price sensitivity with expectations around style, inclusivity, convenience and responsible consumption. Social-media trends can change rapidly, creating opportunity for Primark's frequent product refresh but also risk. Primark has introduced adaptive lingerie and stated ambitions to expand adaptive products and accessibility (Primark, 2024). Inclusion should therefore be part of mainstream product development.

	Technological
	Digital discovery increasingly influences physical-store purchases. ONS data show internet sales accounted for 27.5% of total retail sales in Great Britain in 2025 (ONS, 2026a). Primark's store-led model can remain a strength, but customers expect digital inspiration, stock information, social content and convenient information before visiting. Technology should therefore be used to drive store traffic and conversion.

	Environmental
	Fashion faces scrutiny over carbon emissions, resource use, waste and product longevity. Primark's Primark Cares strategy includes a target for all clothing to use recycled or more sustainably sourced materials by 2030 and a commitment to halve value-chain carbon emissions by 2030 (Primark, 2026c). In 2024/25, 74% of clothing units sold contained recycled or more sustainably sourced materials (Primark, 2025). Marketing should turn credible progress into customer value using specific, evidence-based claims.

	Legal
	Primark must comply with UK consumer, employment, product safety, advertising, data protection and environmental requirements. Digital marketing requires responsible handling of customer data and transparent promotional communications. Supply-chain due diligence and traceability are also increasingly important. Compliance should therefore be built into campaign approval, product claims and data-management processes.


2.2 SWOT Analysis
	SWOT area
	Key findings

	Strengths
	Strong value proposition; very large store network; high brand awareness; purchasing and sourcing scale; broad family product range; established physical-store experience; growing sustainability programme.

	Weaknesses
	UK like-for-like sales decline; limited traditional e-commerce role compared with digital-first rivals; dependence on store visits; very low prices can create perceptions of lower quality or sustainability; large stores can create stock and availability complexity.

	Opportunities
	Digital-to-store marketing; customer data and loyalty; inclusive/adaptive products; sustainable and durable ranges; personalised social content; stronger beauty/home cross-selling; growth in customer spend per visit.

	Threats
	Strong competition from H&M, Zara, M&S, New Look and online marketplaces; Shein and other digital-first competitors; wage and operating-cost inflation; supply-chain disruption; sustainability criticism; rapidly changing fashion trends.


2.3 Porter's Five Forces
	Force
	Assessment

	Competitive rivalry – High
	Primark competes with national chains, specialist fashion retailers, supermarkets and online marketplaces. Rivalry is intensified by frequent promotions, rapid trend cycles and low switching costs.

	Threat of new entrants – Moderate
	Digital retail lowers the need for physical stores, but Primark's scale, sourcing relationships and high-volume model create advantages that are difficult for a new entrant to reproduce.

	Supplier power – Moderate
	Primark's scale gives it substantial purchasing power, but global sourcing, raw materials and ethical/sustainability standards can increase costs and reduce flexibility.

	Buyer power – High
	Consumers have extensive choice and can compare prices and trends easily. Low switching costs mean Primark must continually communicate value and maintain availability.

	Threat of substitutes – High
	Second-hand platforms, resale, rental, supermarkets, specialist brands and digital marketplaces can substitute for new Primark purchases. Durability and circular initiatives can help Primark remain relevant.


3. Marketing Strategy
3.1 Segmentation, Targeting and Positioning (STP)
Segmentation should combine demographic, geographic, psychographic and behavioural variables. Demographically, Primark serves women, men, children and households across age groups and income levels. Geographically, the UK network gives access to major cities, towns and shopping centres. Psychographically, customers can be segmented by attitudes to value, fashion, sustainability and convenience. Behaviourally, useful segments include frequent Primark shoppers, occasional trend shoppers, family/essential shoppers, beauty shoppers and customers who discover products through social media.
The priority target should be value-conscious 18–34-year-old consumers who are digitally engaged and combine trend-seeking with price sensitivity. A second target should be family and essentials shoppers who value low prices, breadth and convenience. The strategy should not abandon older customers; instead, targeted messaging and accessible product presentation can increase relevance across age groups.
Positioning should be: 'Primark is the accessible value-fashion destination where customers can discover current styles and reliable everyday essentials at prices that help their money go further.' This moves beyond 'cheap clothing' towards value, style, quality, inclusion and responsible product choices. The positioning is consistent with Primark's mission and its 2026 emphasis on value, quality, fit and style (Primark, 2026a; Primark, 2026b).
3.2 Integrated Marketing Strategy
The proposed campaign theme is 'More Style. More Value.' It should connect social media, creators, store displays, customer communications, public relations and in-store experiences. Weekly short-form video can showcase complete outfits at different budgets, while creators demonstrate styling and repeat-wear ideas. Rather than relying only on celebrity endorsements, Primark should use micro-creators, local creators and customer-generated content to make campaigns credible and geographically relevant.
The digital strategy should act as a store-traffic engine. Customers should be able to discover products and collections online, identify nearby stores and receive practical information about ranges and availability where technology permits. QR codes in-store can connect customers to styling, care and sustainability information. Campaign performance should be tracked by channel so Primark can identify which content produces store visits, transactions and higher basket values.
3.3 Ansoff Matrix
	Ansoff option
	Application to Primark

	Market penetration
	Primary strategy: increase sales from existing UK customers through stronger promotions, creator content, seasonal campaigns, improved store conversion and repeat visits.

	Product development
	Develop more adaptive, durable and sustainable ranges, plus coordinated beauty, accessories and home collections that increase basket size.

	Market development
	Use localised campaigns and selective new stores in underserved UK catchments while improving awareness among customer groups with lower current penetration.

	Diversification
	Explore services such as repair education, resale partnerships or circular-fashion experiences only after core retail execution is strengthened.


4. Marketing Mix Strategies: 7Ps
	7P
	Recommended strategy

	Product
	Protect the breadth of affordable fashion while strengthening three propositions: trend-led drops, dependable everyday essentials and more sustainable/inclusive products. Use coordinated outfit merchandising to encourage multi-item purchases. Expand adaptive fashion and improve inclusive presentation. Promote durability and garment-care guidance as part of product value.

	Price
	Maintain the low-price architecture and use selective price locks on high-volume essentials rather than continuous blanket discounting. Introduce clear value choices where appropriate, bundle complementary products and use seasonal promotions to stimulate demand without training customers to wait for discounts.

	Place
	Continue the store-led strategy while improving the digital-to-store journey. Use location-based social advertising around stores, better store signage and QR-led product discovery. Prioritise store productivity and catchment analysis before adding capacity.

	Promotion
	Run an always-on social strategy across TikTok, Instagram and YouTube, supported by creator partnerships, customer-generated content, seasonal campaigns, PR and in-store displays. Content should demonstrate outfits, prices, quality, care and sustainability. Measure engagement through to transactions rather than using likes as the main objective.

	People
	Train colleagues in product knowledge, inclusive service, styling suggestions and customer assistance. Reward teams for customer experience, availability and sales productivity. Staff should explain sustainability claims accurately.

	Process
	Simplify navigation, reduce queues, improve replenishment and use data to identify fast-selling sizes and products. Establish a weekly marketing-performance cycle linking campaign data with store sales. Customer feedback should feed into merchandising and service decisions.

	Physical evidence
	Make stores easier to shop through outfit zones, clear price communication, seasonal focal points and visible sustainability information. Use accessible layouts and signage. Consistent visual merchandising should reinforce 'value + style + choice'.


5. Implementation and Control
5.1 Implementation Plan
The marketing plan should be implemented over 12 months in four phases. Phase 1 (months 1–2) establishes baseline metrics, customer segments, creative assets, pilot stores and staff training. Phase 2 (months 3–5) launches the campaign in selected stores and digital channels. Phase 3 (months 6–9) scales the highest-performing content, products and store practices nationally. Phase 4 (months 10–12) evaluates performance, refines the proposition and sets the following year's priorities.
	Period
	Actions
	Lead responsibility

	Months 1–2
	Research, baseline KPIs, audience definition, creator selection, staff training and pilot stores
	Marketing; Customer Insights; Store Operations

	Months 3–5
	Launch integrated campaign; test content, bundles and store merchandising
	Marketing; Digital; Merchandising; Pilot Store Managers

	Months 6–9
	Scale successful activity; optimise media and stock; expand creator/customer content
	Marketing; Trading; Supply Chain; Operations

	Months 10–12
	Review results; customer research; ROI assessment; next-year planning
	Senior Management; Finance; Marketing; Insights


5.2 Key Performance Indicators (KPIs)
	Area
	KPI
	12-month target

	Sales
	UK total sales growth
	Increase year-on-year UK sales by 5%

	Store productivity
	Sales per square foot
	Increase by 4% in pilot stores and track national trend

	Customer
	Average transaction value
	Increase by 5% through cross-selling and coordinated ranges

	Customer
	Repeat visit rate
	Increase by 5 percentage points among identified CRM audiences

	Digital
	Campaign-to-store action
	Increase measurable store-direction, product-search or offer interactions by 20%

	Marketing
	Return on marketing investment
	Positive incremental sales contribution against campaign cost

	Sustainability
	Share of clothing using recycled/more sustainable fibres
	Maintain progress toward 2030 commitment and report transparently

	People
	Customer-service training completion
	At least 95% of relevant colleagues complete training


5.3 Balanced Scorecard
	Perspective
	Measures
	Control frequency

	Financial
	Revenue growth; like-for-like sales; sales per square foot; average transaction value; campaign ROI
	Monthly and quarterly trading reviews

	Customer
	Customer satisfaction; repeat visits; conversion; basket size; brand/value perception
	Monthly dashboard and quarterly customer research

	Internal process
	Stock availability; queue time; replenishment accuracy; campaign execution; store standards
	Weekly operational reporting

	Learning and growth
	Training completion; employee engagement; digital capability; innovation tests
	Quarterly people and capability review


Control should use a test-and-learn approach. A small number of stores should act as pilots, with comparable stores used where possible as benchmarks. Campaigns should be assessed against pre-campaign baselines rather than simply social-media engagement. If a campaign generates high engagement but no measurable sales or store conversion, the creative or targeting should be changed. Products or messages producing higher basket values should receive additional merchandising and media support.
6. Conclusion
The analysis shows that Primark has significant strengths for increasing UK sales: a clear value proposition, strong brand recognition, scale, extensive stores and a broad product range. However, the 2025 UK/Ireland like-for-like sales decline of 3.1% demonstrates that the existing proposition must continue to evolve in a mature and highly competitive market (ABF, 2025). Digital shopping behaviour, rising operating costs, changing expectations about sustainability and the growth of digital-first competitors increase the need for stronger customer engagement.
The recommended strategy is to increase the value generated from existing UK customers rather than relying mainly on store expansion. Primark should prioritise digitally engaged value-conscious younger consumers alongside families and essentials shoppers, while maintaining broad accessibility. The brand should position itself around value, style and choice, supported by evidence of quality, durability, inclusion and responsible production.
Five recommendations follow. First, build an integrated digital-to-store customer journey using social content, creators, location-based advertising and product discovery. Second, increase basket size through coordinated outfit merchandising, beauty/accessory cross-selling and carefully designed bundles. Third, strengthen inclusive and sustainable product development, building on Primark's existing Primark Cares commitments and adaptive-fashion work. Fourth, improve store productivity through better navigation, stock availability, staff training and customer service. Fifth, introduce disciplined KPI and balanced-scorecard control so marketing investment is linked to incremental sales, customer behaviour and long-term brand value.
Overall, the proposed plan protects Primark's core competitive advantage—affordable fashion—while broadening the meaning of value. Connecting price with style, quality, accessibility, sustainability and a stronger digital customer experience can create additional reasons for UK consumers to visit, purchase more and return.
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