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[bookmark: _Toc234961131]Executive Summary
This report critically analyses the strategic position of Primark UK within the UK value-fashion retail sector and makes recommendations for strengthening its competitive advantage. Primark is chosen as one of the most well-known value fashion retailers in the UK and the industry is one where cost-of-living pressures, digital disruption, sustainability concerns, the competition of fast fashion, and consumer expectations are having an impact. In 2025, the retail revenue was £9.489 billion, adjusted operating profit was £1.126 billion, there were 473 stores and operations in 17 countries, with over 83,000 colleagues working across these areas (Associated British Foods, 2025).
PESTEL, Porter's Five Forces, VRIO, SWOT, CSR analysis, Balanced Scorecard, Ansoff’s Matrix and SAFe criteria are applied to The results indicate that Primark’s store-led cost-leadership model continues to appeal to consumers seeking fashionable products at affordable prices. But online platforms like Shein, Temu, ASOS and Boohoo, supermarket clothing brands, resale brands, sustainability regulation and increasing ethical demands are putting pressure on the same model (Adamkiewicz et al., 2022; Niinimäki et al., 2020; Schiaroli et al., 2024).
The suggested approach is to achieve a cost leadership strategy, with responsible value differentiation using omnichannel channels. Primark should keep affordability at the core of its business as it enhances its click-and-collect, stock visibility, responsible sourcing, supply-chain traceability, circular design, durability and sustainability communication and store experience. This strategy is appropriate due to the challenges of digital and sustainability; acceptable because it preserves value and enhances responsibility; and viable because it leverages Primark's proven store network, brand recognition, sourcing strength and Primark Cares platform.
[bookmark: _Toc234961132]Introduction
Strategic management is concerned with the process of the organisation's diagnosis of the external context, assessment of internal capacity, choice of strategic options and actions that are taken to achieve sustainable competitive advantage (Grant, 2021; Hambrick & Fredrickson, 2005; Johnson et al., 2020). This report is written in the form of a consultant's report to the Board of Directors of Primark UK. The target area is the UK value fashion retail market, as Primark is a global retailer and by choosing a specific market focus an in-depth analysis of customer behaviour, competition, regulation and implementation can be carried out.
The report focuses on the learning outcomes, which are achieved by synthesising the external and internal environment of Primark, critiquing competitive and development strategies and evaluating factors relating to the implementation of these strategies. The report is based on the findings from academic literature, strategic frameworks, current company data as well as credible industry evidence.
[bookmark: _Toc234961133]Section 1: Strategic Management Report
[bookmark: _Toc234961134]Organisational Context and Overview
[bookmark: _Toc234961135]Historical Background
Primark originally opened in Dublin in 1969 as Penneys and went on to expand to the UK and overseas. This is now a part of Associated British Foods and one of the biggest value fashion retailers in Europe. According to ABF, Primark is a fast-growing international value retailer and is the market leader by volume in the UK, with 473 stores in 17 countries, in 2025 (Associated British Foods, 2025).
Primark's growth over the years is a testament to the growth of value fashion. It has been a success thanks to its low price, big stores, high footfall, interesting ranges and wide accessibility. In a strategic sense, Primark has taken a cost leadership approach, and has been successful primarily through scale economies and operations simplicity as opposed to premium differentiation (Porter, 1980; Grant, 2021). But the UK fashion industry has evolved a great deal. Trend cycles have been shortened, resale sites have become popular and regulators and consumers are becoming more and more critical of the environmental and labour aspects of online fast fashion (Adamkiewicz et al., 2022; Abdelmeguid et al., 2024; Niinimäki et al., 2020).
[bookmark: _Toc234961136]Mission, Vision and Business Model
The main reason for Primark's existence is to make fashion accessible to the masses at low prices. Primark also claims to have a vision to create more sustainable fashion accessible to all, and through Primark Cares, the group is doing just that. This leaves a strategic dilemma for Primark: How can they keep their prices low and increase sustainability and ethical standards? Consumer interest in sustainable fashion has been researched and it is found that, although this is an interest, it is still heavily influenced by other factors such as price, convenience, style and availability (Diddi et al., 2019; Schiaroli et al., 2024; Vassalo et al., 2024).
Primark has a store-led, volume-based business. It is dependent on big outlets, product density, imports, and minimal traditional marketing and regular product turnover to keep prices low. Primark has been shying away from full home delivery e-commerce like many of the other players. This costs return but cuts down on fulfilment and customer convenience, and impedes the gathering of customer data (Hagberg et al., 2016; Jocevski et al., 2019; Reinartz et al., 2019). So the issue is not whether Primark should give up on its shops, but how it should enhance its store-first strategy with specific digital services and sustainable-fashion offerings.
[bookmark: _Toc234961137]Industry, Competitors and Market Position
Primark is competing with other value fashion brands like H&M, Zara, Next, New Look, Matalan, TK Maxx, M&S clothing, supermarket clothing brands, ASOS, Boohoo, Shein, Temu and resale sites like Vinted and Depop in the UK value fashion market. Competition is fierce as customers can easily transfer their business from one platform to another, either online or offline, and fashion products can be easily replaced, as noted earlier by Porter (2008) and Reinartz et al. (2019).
Primark's market position will be strong as it will have scale, recognition and affordability. But, having the market-leading volume doesn't ensure continued success. Online competitors provide speed, convenience, and a much bigger catalogue of digital clothing, along with customised engagement, which is what customers want and want now; resale platforms go against the grain that customers must purchase new clothes (Abdelmeguid et al., 2024; Schiaroli et al., 2024). Therefore, it's important that Primark protect the low prices they offer, increase their relevance in the digital world, and enhance their sustainability credibility.
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Figure 1. Primark UK Strategic Analysis Framework
Source: Author’s own illustration based on Johnson et al. (2020).
[bookmark: _Toc234961138]External and Internal Analysis
[bookmark: _Toc234961139]PESTEL Analysis
PESTEL is a tool that helps to recognise factors in the macro-environment which impact strategic opportunities and threats (Johnson et al., 2020). Primark UK's significant drivers are ethics, consumer behaviour, legal and regulatory issues, sustainability regulation, digital fashion growth and pressure from the economy.
Table 1. PESTEL Analysis of Primark UK
	Factor
	Key Issue
	Opportunity/Threat
	Strategic Response

	Political
	Labour standards, trade policy, supply-chain governance
	Threat
	Strengthen supplier governance and worker voice

	Economic
	Inflation and cautious consumers
	Opportunity and threat
	Protect affordability while improving productivity

	Social
	Demand for low prices and sustainability
	Opportunity and threat
	Promote affordable responsible fashion

	Technological
	E-commerce, stock visibility, click-and-collect, AI forecasting
	Opportunity and threat
	Develop digital-supported stores

	Environmental
	Textile waste, emissions, water use, circular fashion
	Threat
	Expand circular design, take-back and preferred materials

	Legal
	Modern slavery, product safety, green claims
	Threat
	Improve traceability, evidence-based claims and assurance


Source: Author’s own analysis based on Johnson et al. (2020), Associated British Foods (2025), Primark (2025) and the cited academic literature.
Political and Legal Factors
Political and legal pressures that impact Primark include labour regulation, trade policy, modern slavery legislation, product safety, green claims rules and possible future legislation regarding textile-waste. Primark's fashion supply chains are international, meaning that Primark is subject to risks arising from the countries that it sources from, as well as the UK regulatory expectations. Supplier governance is, thus, a strategic capability and not just a compliance exercise (Soundararajan & Brammer, 2018; Wilhelm et al., 2016).
Legal pressure is particularly relevant since sustainability claims are more and more under the scrutiny of law. Research on greenwashing reveals that companies can be vulnerable to a reputational and regulatory risks for vague environmental statements that are not well supported by evidence (Alizadeh, 2024; Testa et al., 2018; Adamkiewicz et al., 2022). Therefore, Primark should develop some indicators that enable claims make by Primark Cares to be measurable, independently verifiable, and to be tied to transparent progress indicators.
Economic Factors
Economic conditions create both opportunities and threats for Primark. The value of the clothing can attract customers to Primark as low-price customer demand can boost due to inflation and lack of consumer confidence. In the same vein, purchasing clothing is not something that is mandatory for customers, and they might cut back on spending, consider resale, or even postpone it during the times of strict budgets (Schiaroli et al., 2024; Vassalo et al., 2024).
Primark’s 2025 financial results were positive, although they also demonstrate the continuing need to protect profitability. Associated British Foods (2025) reported that Primark retail revenue amounted to £9.489 billion and the adjusted operating profit was £1.126 billion. But it can't be just about revenue growth for Primark. However, if costs increase due to wage, rent, energy costs, materials needs and the need for traceability then Primark must increase the accuracy of their stock, improve the control of their markdowns and increase the productivity of their stores to maintain the cost advantage (Porter, 1985; Teece, 2018).
Social Factors
People are changing their opinions about fashion. Low prices remain a valued consumer attribute, but many consumers are aware of over consumption, concerns about textiles and labour. Attitude-behaviour gap is the concern that customers have for sustainability but continue buying based on price, style and convenience (Diddi et al., 2019, Schiaroli et al., 2024). It is very important to Primark as they have a lot of price sensitive customers.
Primark should position responsibly produced clothing as an integral part of its affordable value proposition rather than presenting sustainability as a premium alternative. Primark should therefore communicate sustainability in practical consumer terms by emphasising durability, improved materials, responsible sourcing and repairability as important dimensions of value. This supports a “responsible value” position in which affordability is maintained while environmental and social harm is reduced, without excluding lower-income consumers (Niinimäki et al., 2020; Vassalo et al., 2024).
Technological Factors
Mobile apps, online browsing, click and collect, customers' analytics, AI forecasting, social commerce and supply-chain traceability are changing the face of fashion retail. Although the store-led model will minimise the risk of costly home delivery returns for Primark, it will also not offer the same level of convenience or data capture for customers as online retailers, such as Zara and ASLOS, do (Hagberg et al. 2016; Jocevski et al. 2019; Reinartz et al. 2019).
Pure online fast fashion should not be emulated by Primark as it is possible for low-priced garments to be damaged due to fulfilment and return expenses. Rather it needs to build on digital supported stores – online browsing, stock checking, click and collect, product information, digital receipts and customer insight tools. This helps customers' experience and promotes the low-cost approach (Hoyer et al., 2020; Teece, 2018).
Environmental Factors
Environmental pressure is one of the most important challenges that Primark will have to face in the long term. The fashion industry is closely associated with carbon emissions, textile waste, intensive water use, chemical pollution, microfibre release and low levels of garment utilisation (Niinimäki et al., 2020; Olivar Aponte, 2024). Progress under the heading of Primark Cares (Primark, 2025) has been seen with 74% of all clothing sold now containing recycled or more sustainably sourced materials.
But it's not just a matter of exchanging materials. Circular fashion research suggests that the issues of design, production, use, resale and end-of-life management (EoL) are matters for the retailers (Abdelmeguid et al., 2024; Shamsuzzaman et al., 2025). The use of preferred materials may therefore be limited; more should be done to expand circular design, durability messaging, repair education, take-back schemes and waste reduction at Primark.
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Figure 2. PESTEL Analysis of Primark UK
Source: Author’s own illustration based on the PESTEL analysis presented in Table 1.
[bookmark: _Toc234961140]Porter’s Five Forces
Porter's Five Forces assesses the attractiveness of an industry by the rivalry, buyer power, supplier power, substitutes and new entrants (Porter, 2008). The UK value fashion market is also a challenging market due to the high competition, low switching cost and high volatility of fashion demand.
Table 2. Porter’s Five Forces Analysis of Primark UK
	Force
	Strength
	Critical Evaluation
	Strategic Implication

	Competitive rivalry
	Very high
	Primark competes with physical retailers, online fast fashion and supermarket clothing brands.
	Defend value leadership while improving digital and sustainability credibility.

	Buyer power
	High
	Customers switch easily between stores, apps, resale and supermarkets.
	Improve price-value perception and convenience.

	Supplier power
	Moderate
	Primark’s scale helps, but traceability and wage expectations increase complexity.
	Build supplier partnerships beyond price negotiation.

	Substitutes
	High
	Resale, charity shops, rental, supermarkets and reduced consumption are alternatives.
	Expand durability, circularity and take-back initiatives.

	New entrants
	Moderate
	Digital entrants can scale quickly, but Primark’s scale is hard to copy.
	Use store network as an advantage while adding digital support.


Source: Author’s own analysis based on Porter (2008) and the cited retail and fashion-industry evidence.
Using the 5 Forces analysis, the market that Primark is in is very competitive. While cost leadership is still important, it is not enough. The convenience and speed of the online rivals makes a high volume model more difficult to compete with, as does the pressure of sustainability-minded consumer and resale sites. To strengthen its competitive position, Primark should combine responsible value with digitally supported in-store convenience.
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[bookmark: _Toc234961141]Internal Analysis Using VRIO
Barney (1991) suggests that VRIO is used to determine the value, rarity, imitability and organisational embeddedness of the resources. The primary assets of Primark are its reputation for low price, sourcing power, its store network, brand recognition and ease of operation.
Table 3. VRIO Analysis of Primark UK
	Resource/Capability
	Valuable?
	Rare?
	Difficult to Imitate?
	Organised?
	Strategic Result

	Low-price reputation
	Yes
	Partly
	Moderate
	Yes
	Competitive advantage

	Large store network
	Yes
	Partly
	Moderate
	Yes
	Competitive advantage

	Purchasing scale
	Yes
	Partly
	High
	Yes
	Sustained advantage

	Supplier relationships
	Yes
	Partly
	Moderate
	Yes
	Advantage if ethically managed

	Store-led operating model
	Yes
	Partly
	Moderate
	Yes
	Advantage but digitally vulnerable

	Digital capability
	Partly
	No
	No
	Developing
	Weakness

	Sustainability credibility
	Yes
	Not yet
	Moderate
	Developing
	Potential advantage

	Primark Cares platform
	Yes
	Partly
	Moderate
	Developing
	Strategic opportunity


Source: Author’s own analysis based on Barney (1991), Associated British Foods (2025) and Primark (2025).
Each of the VRIO judgements will determine whether the resource identified is a source of customer value, relatively few competitors have it, how easy and cheap it is to replicate, and whether Primark has the organizational systems in place to support it. Scale is the highest rated, as it involves both sales volume and brand recognition and strong relationships with suppliers; something that cannot be easily replicated by smaller players. Competitive advantage in the store network and low price reputation, although individual competitors can reproduce parts of both the network and the low price reputation(Barney, 1991; Peteraf, 1993). Digital capability is identified as a weakness as Primark has yet to reach the stage of having the necessary organisational capability to take full advantage of digital retail systems, which are not rare or hard to imitate. The potential is seen as the sustainability credibility is not yet a proven advantage, as Primark Cares offers a strategic platform, but to ensure credibility traceability, independent verification and consistent implementation are needed (Teece, 2018).
Primark's low price standing is beneficial as it has price sensitive customers. It is a valuable store network as stores generate visibility, impulse buying and high volume selling opportunities. This scale of purchase is more difficult to "copy" since it relies upon supplier relationships, volume, systems and brand strength (Barney, 1991; Peteraf, 1993). But Primark's digital skills are not as strong as the online-first companies and the credibility of Primark's sustainability efforts is still establishing itself. Dynamic capability theory states that to meet digital and sustainability pressures, Primark will have to reallocated resources, while maintaining its low-price strategy (Teece, 2018).
[bookmark: _Toc234961142]SWOT Analysis
Table 4. SWOT Analysis of Primark UK
	Strengths
	Weaknesses

	Strong low-price reputation
	Limited transactional e-commerce

	Large store network
	Reliance on physical footfall

	High-volume purchasing
	Sustainability criticism linked to fast fashion

	Strong brand recognition
	Less customer data than digital rivals

	Broad product range
	Exposure to rent, wages and store costs



	Opportunities
	Threats

	Click-and-collect and stock visibility
	Shein, Temu, ASOS and Boohoo

	Circular fashion and take-back schemes
	Greenwashing accusations

	Preferred materials and traceability
	Textile waste regulation

	Store experience improvements
	Inflation and weak discretionary spending

	Durability and responsible value positioning
	Resale platforms reducing new-clothing demand


Source: Author’s own synthesis based on the PESTEL, Five Forces and VRIO analyses presented in this report.
Primark's position as a cost leader should not be forgotten as affordability is an important aspect of their customer value proposition, as indicated in the SWOT analysis. The company, however, has yet to embrace digital convenience and reinforce its sustainability claims to mitigate online competition and resale and responsible-consumption expectations. The best strategy is thus responsible value leadership in the omnichannel.
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Figure 3. SWOT-to-Strategy Synthesis for Primark UK
Source: Author’s own illustration based on the SWOT findings presented in Table 4.
[bookmark: _Toc234961143]Comprehensive and Holistic View of Primark UK
[bookmark: _Toc234961144]CSR Strategy and Alignment with Business Objectives
As a fashion retailer, Primark's CSR is core to their business as there are links between fashion and labour rights, textile waste, carbon emissions, water use and overconsumption. According to Carroll's CSR model, businesses have four responsibilities that include economic, legal, ethical and philanthropic (Carroll, 1991); whereas Stakeholder theory states that Businesses are required to respond to customers, employees, suppliers, communities, regulators and the environment (Freeman, 1984).
Table 5. CSR and Stakeholder Alignment for Primark UK
	Stakeholder
	Expectation
	Strategic Issue
	Recommended Response

	Customers
	Affordable and responsible fashion
	Sustainability must not feel premium
	Communicate affordable responsible fashion

	Employees
	Training, fair treatment and progression
	Store-led model depends on people
	Improve digital and sustainability training

	Suppliers
	Stable and fair relationships
	Low-price pressure can affect labour standards
	Build long-term supplier partnerships

	Regulators
	Compliance and transparency
	Green claims and modern slavery scrutiny
	Use evidence-based reporting and assurance

	Communities
	Employment and responsible retail
	Stores are high-street anchors
	Support recycling and local employment

	Environment
	Less waste and emissions
	Fast fashion creates high impact
	Expand circular design, take-back and durability


Source: Author’s own analysis based on Carroll (1991), Freeman (1984) and Primark (2025).
Primark Cares is in line with business objectives, in the effort to make a product affordable while being responsible. Progress has been made as the company has announced 74% of its clothing is made from recycled or more sustainable materials (Primark, 2025). But the plan needs to be looked at independently. The solution to the problems is not merely solved by using the preferred materials when the production volume is high, and the garment life cycle is short (Niinimäki et al., 2020; Shamsuzzaman et al., 2025). So Primark needs to shift from ‘better materials' to ‘circular design', ‘durable', ‘repair', ‘take-back' and ‘transparency for suppliers'.
[bookmark: _Toc234961145]Balanced Scorecard
A Balanced Scorecard is a strategy that is broken down into financial and non-financial goals for the financial, customer, internal process and learning and growth perspectives (Kaplan and Norton, 1992). It is good for Primark, because it's not all about low prices to determine the strategy success.
Table 6. Balanced Scorecard for Primark UK
	Perspective
	Objective
	KPIs
	Target
	Initiative

	Financial
	Protect profitable value leadership
	Margin, like-for-like sales, stock turnover, markdown rate
	Maintain profitable growth
	Improve buying accuracy and productivity

	Customer
	Improve responsible value perception
	Satisfaction, repeat visits, click-and-collect usage, brand trust
	Increase trust and convenience
	Stock visibility and clearer product information

	Internal Processes
	Improve sustainability and operations
	Traceability, waste, stock accuracy, preferred-material share
	Increase traceability and reduce waste
	Supplier mapping and circular design

	Learning and Growth
	Build digital and sustainability capability
	Training hours, retention, digital skills
	Improve implementation capability
	Staff training and supplier governance training


Source: Author’s own analysis based on Kaplan and Norton (1992), Primark (2025) and Tawse and Tabesh (2023).
The financial outlook should be on profitable value and not sales. The great value of the customer perspective is that it reinforces the concepts of affordability, convenience and trust. Internal processes should be aimed towards stock accuracy, traceability, waste reduction and circular design. Learning and growth should build digital and buying capabilities, as well as sustainability and supplier-governance (Kaplan & Norton, 1992; Tawse & Tabesh, 2023; Teece, 2018).
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Figure 4. Balanced Scorecard for Primark UK
Source: Author’s own illustration based on Kaplan and Norton (1992) and the Balanced Scorecard presented in Table 6.
[bookmark: _Toc234961146]Strategic Choices and Implementation
[bookmark: _Toc234961147]Strategic Options
Primark has three key strategic choices. The first is 100% cost leadership. This is in line with the brand's legacy, but it's not enough to tackle digital competition and sustainability pressure. Broad differentiation is the second, which is premium positioning and wide ecommerce. This can be dangerous as it can raise the cost and reduce the affordability (Porter, 1980, 1996). The third and recommended alternative is low cost with responsible value differentiator (value = omnichannel). This ensures low prices and enhances the digital convenience, sustainability credibility and the shopping experience.
[bookmark: _Toc234961148]Ansoff’s Matrix
Table 7. Strategic Options Using Ansoff’s Matrix
	Option
	Application to Primark UK
	Benefits
	Risks
	Recommendation

	Market Penetration
	Improve store productivity, repeat visits and click-and-collect
	Builds on existing strengths
	Limited if footfall declines
	Strongly recommended

	Market Development
	Expand internationally
	Long-term growth
	Less relevant to UK focus
	Mention only

	Product Development
	Durable basics, circular collections and preferred materials
	Supports Primark Cares
	May increase costs
	Strongly recommended

	Diversification
	Unrelated services
	New revenue
	High risk and strategic distraction
	Not recommended


Source: Author’s own analysis based on Ansoff (1957) and the preceding strategic analysis of Primark UK.
Market penetration and product development are the high points that should be given the highest priority at Primark. Store productivity, click and collect and customer retention should be the main areas of focus for market penetration. Designing for sustainable foundations, materials of choice, repairability and sustainable value ranges should be the focus for product development.
[bookmark: _Toc234961149]SAFe Evaluation
Table 8. SAFe Evaluation of Recommended Strategy
	Criterion
	Evaluation
	Justification

	Suitability
	High
	Responds to digital competition, sustainability pressure and cautious consumers.

	Acceptability
	Medium to high
	Customers gain value and convenience; regulators gain transparency; costs must be controlled.

	Feasibility
	Medium to high
	Primark has store scale, brand strength and Primark Cares, but needs digital and traceability capabilities.

	Overall judgement
	Recommended
	More balanced than pure cost leadership because it protects value while addressing strategic risks.


Source: Author’s own evaluation using the SAFe framework described by Johnson et al. (2020).
The strategy recommended is highly suitable as it directly counteracts the two most pressing external forces, which Primark is faced with: the need for digital convenience and the growing pressure on sustainability. It is rated as a medium-high acceptability as customers would gain convenience, responsible-value information, but regulators and others would gain transparency(Kaplan & Norton, 1992; Tawse & Tabesh, 2023). However, management would have to keep a close eye on the cost aspects to ensure the continued affordability of Primark. There is also medium to high level of feasibility to this strategy as it takes advantage of Primark's existing store network, brand visibility, buying power and Primark Cares platform. More investment in digital systems and staff skills, as well as customer data and supply-chain traceability would be needed, however. Many would argue that, overall, the strategy is a better course of action than a pure cost leadership or a pure broad premium differentiation.
[bookmark: _Toc234961150]Recommended Strategy
Primark UK should keep their products as cost-leaders and build up their value differentiation responsibility through omnichannel. There are 5 pillars to this strategy. First of all, Primark needs to enhance their digital supported stores, online browsing, visibility of stock, click and collect, and product information. Second, it needs to promote product development that is responsible and uses preferred materials, durability and circular design. Third, it should build sustainability credibility by providing traceability, voice of worker and evidence-based reporting. Fourth, it should enhance the experience of the customers in the shop by making it better laid out and allowing them to check out faster and get more accurate. Fifth, it should take data to minimize mark downs, enhance buying choices and decrease waste(Kaplan & Norton, 1992).
[bookmark: _Toc234961151]Implementation Challenges and Solutions
Table 9. Implementation Roadmap for Primark UK
	Timeframe
	Priority
	Actions
	Expected Outcome

	0–6 months
	Diagnosis
	Audit stock visibility, supplier traceability and sustainability claims
	Clear baseline

	6–12 months
	Digital store pilots
	Expand click-and-collect and online browsing in selected stores
	Improved convenience

	12–18 months
	Circular product development
	Increase preferred materials and test take-back schemes
	Stronger credibility

	18–24 months
	Supplier transparency
	Improve mapping, worker voice and assurance
	Lower reputational risk

	Beyond 24 months
	Scaling
	Roll out proven digital and circular initiatives
	Responsible value leadership


Source: Author’s own implementation roadmap based on the strategic recommendations developed in this report.
Table 10. Strategic Risk Register for Primark UK
	Risk
	Likelihood
	Impact
	Consequence
	Mitigation

	Online rivals gain share
	High
	High
	Loss of younger customers
	Click-and-collect and stock visibility

	Sustainability criticism
	High
	High
	Brand trust weakens
	Traceability, circularity and transparent reporting

	Cost inflation
	High
	Medium
	Low-price advantage weakens
	Productivity and markdown control

	Greenwashing claims
	Medium
	High
	Legal and reputational damage
	Evidence-based claims and assurance

	Weak store footfall
	Medium
	High
	Lower store productivity
	Better experience and digital traffic drivers

	Supplier non-compliance
	Medium
	High
	Ethical and legal risk
	Supplier partnerships and worker voice


Source:  Author’s own risk assessment based on the PESTEL, Five Forces, SWOT and SAFe analyses presented in this report.
The primary challenge to implementation is cost control. Phased pilots and scale only initiatives that enhance customer value or operational efficiency are the right way to go about digital and sustainability investment, as it can cost Primark. The second one is credibility. Primark should stay clear of the vague statements, and show actual improvement. The third challenge is one of ability. The needs of staff, buyers and suppliers are for training in digital systems, circular design and responsible sourcing.
[bookmark: _Toc234961152]Strategic Control, Monitoring and Review 
It is recommended that Primark UK put in place a formal control and monitoring process to ensure the recommended strategy is of value in practice. Another reason for the failure of strategic implementation is when organisations develop plans without linking them to measurable outcomes, accountable managers and review cycles (Kaplan & Norton, 1992; Tawse & Tabesh, 2023). So, it is important for Primark to use the Balanced Scorecard as a monitoring tool not as a fixed table. Strategic priorities should be clear, owned, have time limits and measurable performance indicators.
Financial monitoring should be directed towards the protection of profitability and not just the increase of cost when it comes to the digital and sustainability efforts. Operating margin, markdown rate, stock turnover, cost per transaction and return on digital investment are examples of KPIs. Customer monitoring needs to evaluate if Primark's responsible value proposition is creating greater trust, returns and satisfaction. This is significant because sustainability communication can be unsuccessful if the customers see it as ambiguous, costly and not aligned with the low-price image of Primark (Adamkiewicz et al., 2022; Alizadeh, 2024).
Monitoring activities ought to be based on supplier traceability, stock accuracy, reduction of waste, percentage of preferred materials and taking care of material. These measures are crucial as recent studies on sustainable fashion have suggested that tackling environmental issues requires a holistic approach that extends beyond mere materials substitution, entailing changes at the system level across design, production, consumption, and end-of-life stages (Abdelmeguid et al., 2024; Niinimäki et al., 2020; Shamsuzzaman et al., 2025). Staff training, digital skills, sustainability capability and supplier-governance competence are essential aspects of learning and growth for a monitoring to be undertaken.
Progress should be monitored every quarter by the Board and plan to take adjustment where evidence indicates weak performance. If click and collect drives sales, moves more people through the door and generates bigger baskets, then it should be scaled. If customers do not adopt the initiative into a circular fashion, then Primark should redesign the communication or incentives. The process of this review can assist the dynamic capabilities of Primark as it enables them to detect the changes in the market, grab opportunities and reconfigure resources without compromising their value position in the core business (Teece, 2018).
[bookmark: _Toc234961153]Section 2: Reflective Account Using Gibbs’ Reflective Cycle
[bookmark: _Toc234961154]Reflection
[bookmark: _Toc234961155]Description
The Gibbs' Reflective Cycle: description, feelings, evaluation, analysis, conclusion and action plan (Gibbs, 1988) is used for this reflection. I started by going through the assessment requirements and the frameworks I felt were relevant: PESTEL, VRIO, SWOT, CSR, Balanced Scorecard, Porter's Five Forces, Ansoff's Matrix and SAFe. I chose Primark UK as it represents an interesting case with both cost leadership and digital disruption/sustainability pressure.
[bookmark: _Toc234961156]Feelings
The task initially came across as difficult as Primark is an international organization and fashion retail is wide. I focused on Primark UK, the value fashion retailer and limited my analysis to that specific group. I also worried that I would end up with a more descriptive report, so rather than listing information, I formulated a question for each framework that I addressed in the report.
[bookmark: _Toc234961157]Evaluation
he strongest aspect of the research process was the integration of strategic theory with recent academic evidence on fashion sustainability. Peer-reviewed studies provided critical perspectives on fast fashion, greenwashing, digital retail and the circular economy. Company reports also provided useful operational and financial statistics; however, I recognised that corporate reporting may present Primark’s performance selectively or favourably. I therefore triangulated company information with independent peer-reviewed research to produce a more balanced evaluation.
[bookmark: _Toc234961158]Analysis
The key learning was “Strategic frameworks are best when linked”. The external pressures were identified from PESTEL, industry competition from the Five Forces, internal resources from the VRIO, synthesis of the findings from SWOT and implementation of the strategy from the Balanced Scorecard. I also found out that low prices is not the only way to do it with cost leadership. For Primark, it's related to scale, store productivity, ease of operations and brand trust.
[bookmark: _Toc234961159]Conclusion
The analysis revealed that the strategy of the current Primark is still a good one as affordability is still relevant. The business, however, needs to adjust to online competition, pressure for sustainability and regulatory bodies. The most suitable approach is to implement cost leadership and value differentiation through responsible omnichannel implementation to ensure the protection of Primark's brand and to meet future challenges.
[bookmark: _Toc234961160]Action Plan
In future assignments I will be creating a matrix of sources that will contain academic theory, company data, market evidence and critical commentary separated out. I will also try to make comparisons between the claims of the companies and evidence from independent academic sources to not overrely on corporate reporting. Lastly, my recommendations will be built throughout the analytical sections, so that each section will help support the final argument.
[bookmark: _Toc234961161]Conclusion
Primark UK has a strong position in the UK value fashion market as its model with low price and store is appealing to the consumers who are price sensitive. Among its advantages are brand, scale of the store, purchasing power and affordability. But the online fast fashion challenge, resale giants and sustainability concerns, supply chain risks, inflation and evolving consumer expectations are all huge challenges for Primark.
The suggested approach is focussing on cost leadership and adding value in an omnichannel way responsibly. Preserving affordability while enhancing click and collect, online browsing, visibility of stock, circular design, preferred materials, supplier transparency and store experience should be preserved at Primark. This strategy will be viable, ethical and practical as it will leverage on Primark's strengths and resolve the most critical strategic risks.
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