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An analysis for the internal and external environment surrounding Primark

[bookmark: _GoBack]Executive Summery
The internal and external business environments of Primark, an analysis of the Packaging of said company and current place in the wider market. To follow an examination through a trilogy of methods that includes a SWOT analysis, Porters Five Forces and Bowman’s Strategic Clock at find Primark’s level of resilience in the face of the everchanging global environment. Followed by a conclusive commentary on the level that this resilience is accomplished accompanied by possible future recommendations regarding Primark’s future and further growth. 
1. Introduction 

a. What are the objectives of this report? 
Within this report there will be a full analysis of both the internal and external environment of a specific organisation that demonstrates aspects of both sustainability and resilience. The organisation chosen for this report is Primark, the reason that Primark has been chosen Is due to its large number of stores on an international level and popularity within the UK and Ireland. 
Within this report there will be a breakdown of the factors that effect Primark internally as well as externally, this will be done through the use of three different strategic management tools. The tools that will be used for this report are a SWOT analysis which will be followed by an application of Porters Five Forces upon Primark, the final strategic management tool that will be used will be Bowman’s Strategic Clock. By using these tools, I will have a clearer view of the strategic view of Primark and its environments, this along with a stakeholder analysis of Primark will help me to understand the organizational context that surrounds Primark. 

b. What is strategic management? 
Strategic management involves the formulation as well as the implementation of the many goals and initiatives that are taken on by a company high level manager oh behalf of an owner or board of directors. The concept of strategy was originally adopted from the military and transformed to be used within the field of business, this transformation must have been quite simple as strategy in business as well as in the military joins the gap between both policy and tactics. 
According to Michael Porter competitive strategy is “about being different” and adds “it means deliberately choosing a different set of activities to deliver a unique mix of values”. So, in essence porter argues that strategy is about competitive position and the differences between yourself and your competitors through the eyes of your customers this is done through the adding of value through a mix of activities which must be different from those used by your competitors for them to be successful. It is important to note that Porter writes about competitive strategy however does not write about strategy in general (Michael E. Porter.,2019). 
Henry Mintzberg notes that strategy can and is used in many different ways with the most common ways in which strategy being used includes, the use of strategy as a plan on the “how” for someone to get form somewhere to somewhere else. The second common use of strategy according to Mintzberg is a pattern in actions over time an example of such would be a company that regularly created expensive products uses a “high end” strategic approach. Alternatively, strategy is used as position which involves the making of certain decisions in regard to certain products and services within certain markets to create an advantage over other products allowing you to have position other companies. The final common use of strategy is the use of strategy as perspective this use allows companies to create a vision for themselves and their future and find the right direction to follow towards success in the future (Mintzberg, 2014).  
George Steiner does not specifically define strategy however he does note that strategy entered the management literature as a way of referring to what one did to counter a competitor’s actual or predicted moves. Resulting from this strategy can include almost anything that had a winning effect on beating a competitor or contributing towards a victory. Steiner notes this also points out that there is little to no agreement on the meaning of strategy within the business world (Steiner, 1997).
c. Primark Background 
Primark began by opening its first store in 1969 in Dublin, Ireland and today has 37 branded stores across Ireland. The first UK store opened in Derby in 1973 which has expanded to 188 stores in the UK today. In 2006 Primark international reach expanded to Madrid, Spain and currently operates 45 stores across Spain followed a year later with expanse into the Netherlands and currently operating 20 stores. Over 2009 Primark opened stores in Portugal, Germany and Belgium with 44 locations across these three different countries to date, in 2015 Primark grew its international reach to the United States beginning in Boston and currently has 8 stores in America. In 2016 4 locations were opened across Italy and over the past year Primark opened its largest store to date in Birmingham, UK and opened stores in Ljubljana and Slovenia which has earned Primark its 12th international market and 1st market in Central Eastern Europe ("About Us | Primark UK", 2019).  
Primark has a Net Worth of 593m GBP from its stores across the UK and a revenue of over 7bn GBP, Primark has established itself in the UK market and become its largest shareholder with a market share of 7.1%. Primark uses the model of low-cost products sold at low profit margins keeping its products cheaper than its many competitors become the much more affordable option to choose from. Resulting from this Primark’s sales growth continue to grow year on year with last year’s growth being recorded at 6% ("Topic: Primark", 2019). 
2. Main findings 

a. An overview of chosen organisation’s strategy’s  

The first strategic approach that I have chosen to use is a SWOT analysis, a SWOT analysis is a strategic planning technique that can be used by companies to help them identify with pin point accuracy different Strengths, Weaknesses, Opportunities and Threats which is where the acronym SWOT is drawn from ("Benefits and limitations of SWOT analysis | Business Queensland", 2019). A SWOT analysis has many benefits and one of the main ones being that doing a SWOT analysis has very little to no cost with its only requirement being that the individuals doing it should have a good level of understanding of the business that they are analysing. Alongside this a SWAT analysis has other positives including allowing people to gain a better understanding of the business and how it operates, alter the business formula to be more in line with strengths work towards opportunities whilst avoiding weaknesses and deterring threats ("SWOT analysis of Primark | Business Teacher", 2019). 

It is also important to keep in mind that SWOT is only a single step in the strategic process so when looking at more complex issues it is important to look much more in-depth at issues to truly understand their causes and what effects they have.  It must be noted that SWOT does not prioritise issues in any specific order such as in order of importance, to negate this negative within my SWOT analysis of Primark I will prioritize issues found in their order of importance so that an analysis can be done much ore efficiently. Issues that cannot be negated are that SWOT doesn’t provide any solutions for problems as well as producing high quantities of information with quite often not all of is being useful. 

The second strategic approach chosen is to use Porters Five Forces. Porters Five Forces is a analysis tool that draws from industrial organisation economics that allows for the for five forces to be derived for the determination of the surrounding competitive industry. This allows the analyser to see the level of attractiveness within the business in regard to profitability ("Porter's Five Forces: - Understanding Competitive Forces to Maximize Profitability", 2019). The first of Porters Five Forces is competitive rivalry, this looks at strengths and rivalry co-inside with products and services. Next is supplier power, this is determined by the number of suppliers and their ability to work together with the more suppliers working together the more power possessed. Following this is buyer power, which relates to how easy it is for customers to reduce prices by choosing other stores and sellers. Penultimately is the threat of substitution, this is the risk of customers finding the same product at a cheaper price from an alternative source.  The final force is threat of new entry, this is the chance of new company’s entering the market and how easy it is to do so (Lee, 2019).. 
The final strategic approach that will be applied to Primark is Bowman’s Clock.  Bowman’s Clock works with the principle idea that providing customers with what they either want or need give a competitive advantage to the provider. Bowman’s Clock helps managers to understand the everchanging requirements for them to keep an advantage within their market sector. Bowman’s Clock is composed of eight routs, the first being the No Frills Strategy this focuses on low price in combination with little perceived benefits. The next route is Low-Prices Strategy which has lower prices that other competitors while offering the same product benefits. The third route is Hybrid Strategy this aims for differentiation and low relative low prices this is taken further in route four whish focuses around products that are beneficially different from other competitors. With route five Focused Differentiation is the priority this uses premium prices justified offering highly beneficial products. Routes six through eight are knows as Failure Strategies as that is what their ultimate outcome will be, this can occur from increasing prices without increasing product benefits, reducing product benefits and increasing relative prices and reducing product benefits whilst maintaining the products price. 
3. Strategy Analysis of Primark-SWOT
From doing a SWOT analysis on Primark (appendix item 1.0) I was able to identify the microenvironment strengths and weaknesses alongside the macroenvironments opportunities and threats. After considering each item that causes or has an effect on Primark, I then prioritized each area in order of importance as I sore fit. There are many strengths in Primark with the largest being its over 50,000 employees worldwide that enable each store to be run efficiently, second to this is the number of stores worldwide giving Primark an increasable reach globally. Thirdly are the affordable products sold allowing for a massive target market and following this is the rate of growth with Primark being the fastest growing retailor in America, this can also be seen through the next point with Primark having a higher market share than its competitors helping to fuel its expanse. Further strengths include being highly profitable with year on year sales increases as well as its extensive product range and finally not having any advertising costs. These orders of importance continue within the following three areas of Weaknesses, Opportunities and Threats (FAHY & HOOLEY, 2002), (Caprarescu,G.,Stancu,D.G.&Aron,G,2013). 
a. Porter’s Five Forces
From using Porters five forces in Primark (appendix item 2.0) I can see that there is a low threat of new entry because of the high costs of set up there is an as low level of threat from supplier power because there is not one large item supplier but many much smaller suppliers disconnected from each other reducing their overall power. There however is a moderate threat of substitution because of other low cost retailors in the market however none are as low cost as Primark giving them a competitive advantage in this area. Buyer power is high within the market because of the number of competitors however considering the number of competitors surrounding Primark very few are directly comparable to Primark because of the level of range and low-cost products being so high, this results in a lower than expected level of competitive rivalry (Amalric & Hauser, 2005), (Barney, 1991). 
b. Bowman's Strategy Clock
The final strategic management tool is Bowman’s strategic clock (appendix item 3.0) Primark operates using both aspects of the no frills route as well as the low-price route. This is because a high amount of Primark’s customers are price sensitive which are a large part of Primark’s target audience, the products sold are also of perceived low benefits by being un-branded and not exclusive. It is also perfectly clear that Primark uses a low-price strategy with negligible differences between their products and that of other competitors. Primark has made low-cost strategy their home and making is sustainable and even gaining many strategic advantages from it, this has been done through operating with low profit margins and an extremely large product range to negate the marginal loss. Primark also focus their products towards market segments with lower expectations that do not look for products because of their brand and style but for their function and cost (Mellor, 2019).  
c. Stakeholder analysis 
Along with using strategic management tools to analyse Primark I have also done a stakeholder analysis of Primark to identify and prioritise all those who have an interest and say in the business (appendix item 4.0) with low levels of power and interest there is customers, competitors, communities and activist groups as these little interest beyond what they want in regards to low-costs. With high interest and low power there is suppliers as they are small suppliers that can be easily changed suppliers have little power of their own and must follow Primark’s instructions for success. With high power and low interest there is governments and trade unions, both are capable of causing change through fines and strikes however these are more reactive that actively looking at the day-to-day running of Primark. With both high levels of interest and power within Primark there are shareholders and employees this is because shareholders are capable of changing the direction of the company and its future whereas employees are responsible for the running of the stores and care greatly about it (Friedman & Miles, 2006), ("Stakeholders of Primark - kpmanagementviews.com", 2019).  

4. Conclusion
In conclusion to this analysis of Primark’s internal and external environment I have found that Primark’s level of resistance is high based of their strategic position determined from my three different analysis of the company. Due to Primark’s low threat from competitors and their ability to match on low price products combined with Primark’s continues expanse and continuous financial prosperity it seems that Primark is able to withstand whatever the future will throw at the company. Primark recognises that its low-cost low profit approach works well and exploits this to its fullest potential providing a good model for the company as well as being highly beneficial for its customer bases, customer base grows from work of mouth spread by customers which works as the most effective form of marketing that also requires no dedicated costs for Primark to invest in.  
5. Recommendations 
From my time spent looking into Primark I would recommend that Primark contuses on its current path of expansion by opening locations in countries such as China, Australia, Dubai and South Korea as these are emerging markets which will continues to grow so by establishing the brand of Primark within these countries will only have a positive impact upon the company. 
Another recommendation I would make that goes hand in had with the first is to increase the product range within different countries. As not all styles of clothing work within all countries this can be impacted by such things as the environment requiring different clothing or religion requiring people to wear what is considered to be appropriate clothing such as Hijabs. 
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7. Appendix 
SWOT analysis (1.0) 
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Bowman’s Strategic Clock (3.0)
[image: ]

Stakeholder Analysis (4.0) 
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