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Executive Summary
[bookmark: _Int_1OLCyVQo]This report outlines a SOSTAC framework using the situational analysis of Primark using external and internal analysis. The external analysis will be completed using the PESTLE framework which examines political, economic, social, technological, legal, and environmental factors that are influencing Primark’s growth. Internal analysis will highlight the opportunities and threats that arise from the external environment and within the organization itself. Furthermore, the report will use Porter’s Five Forces to highlight the competitive structure of an industry, thereby measuring the level of competition within the retail industry now and in the future. By carrying this analysis for Primark, it will become apparent what strategies that retailers must utilize in order to remain competitive, whereby being more strategic and increasingly agile is key to future success.
The internal analysis uses the VRIO framework, which is identifies Primark key sources such as brand recognition, extensive store network, efficient in supply chain as sources of competitive advantage, while limited digital capabilities and sustainability perception represents critical weaknesses. The SWOT analysis outlines the strengths and weaknesses on one hand and the opportunities and threats on the other hand. The TOWS analysis then outlines strategic options for retailers in utilizing their strength and weaknesses to exploit the opportunities while countering the threats to sustainability of retail as an industry. For many retailers, it would be advisable to embrace digital transformation strategies including e-commerce development, along with sustainability-focused initiatives.
Overall, Primark’s continued competitiveness depends how the company combining traditional low-cost and physical retail strengths with strategic innovation in digital Chanels and sustainable practices enabling the company to respond change trend in the market and meet the consumer expectations also regulatory requirements.
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1.0 Introduction
[bookmark: _Int_kfoxnaN0][bookmark: _Int_API32VuP]One widely recognized strategic framework used in academic and professionals used to guide systematic decision-making in marketing and business management is the SOSTAC model which planning into six stages including situation, objectives, strategy, tactics, action, and control (Reed, 2014). Within this model, the first stages in the framework, which is situational analysis, is particularly critical because it provides a comprehensive assessment between internal environments and external environments. This stage allows organizations to identify strengths, weaknesses, opportunities, and threats. It is ensuring the strategic decisions are based on the facts and critically evaluate the current business position by identifying gaps and developing long term strategies (Kiviranta, 2024). 
[bookmark: _Int_OeOFe6oY][bookmark: _Int_9NUYFxFN][bookmark: _Int_rl3MbrWZ]This report focuses on situation analysis stage of the SOSTAC strategic framework model for Primark. Primark is fast fashion retailer established in Ireland in1969, has grown to over 470 stores across 18 countries in Europe and United States, and employing more than 80,000 colleagues. This company is recognized for providing affordable, Trend-led clothing, accessories, homeware, with a mission to deliver fashion at accessible prices while gradually improving ethical and environmental practices across its supply chain (Primark, 2026). This company is using cost leadership strategy, providing affordable pricing to customers that drives high consumer loyalty and high market share. However, the challenges are limited digital infrastructure and maintaining quality perceptions (Valipour, Birjandi and Honarbakhsh, 2012).







2.0 External Environment Analysis
2.1 Industry Overview and Market Trends
The fast fashion industry is characterized by rapid product cycles, high competition, lower prices also followed by the technological advancements like mobile platforms, e-commerce, digital marketing that affecting customer behavior and sustainability concerns influence the market demand ethically sourced materials environmentally responsible and production process (Kim, Park and Glovinsky, 2018). Primark operates with strong brand recognition, extensive physical store presence, and cost leadership pricing. However, the limited online sales capabilities of this company and environmental scrutiny present potential weaknesses. Many retailers within the fashion and clothing sector, such as Zara, H&M, and Primark, are fighting for market share on speed-to-market and having the latest products in store as quickly as possible. In addition, many are investing in developing a strong digital channel. Whilst Primark’s low-cost strategy is able to attract the price sensitive customer, the business is struggling to extend growth as it lacks an e-commerce platform. The question for the retailer i how it can maintain affordability whilst also incorporating sustainability and digital innovation.
2.2 PESTLE Analysis
A PESTLE analysis is a widely used strategic tool for organizations to identify, analyze, and monitor key macro-environmental factors which could have an impact on organizations in its general environment. A PESTLE analysis is made up of six external elements or components which organizations examine in order to anticipate future threats and opportunities (Qadr and Tariq, 2025). The components of PESTLE analysis are Political, Economic, Social, Technological, Legal, and Environmental factors. All these factors need to be scrutinized to figure out how they can affect the way Primark operates.
[bookmark: _Int_zNkhE1Tj][bookmark: _Int_3XegtAcr][bookmark: _Int_DqGZgdTb]There are also influencing political factors. These include government and political groups supporting certain causes and events, political stability or instability in countries where Primark operates, a country’s foreign policy, and its trade policy. Again, these factors are relevant to the business processes of retailers generally and particularly to Primark given government decisions affecting trade regulations An. Primark is a fast fashion retailer operating extensive global supply chains sourcing products from countries around the world (Primark.com, 2024). It means that political risks are unpredictable and can significantly increase cost or delay operations, so that Primark must diversify suppliers and monitor geopolitical risk. Second is economic factors, this factor includes inflation, interest rates, economic growth, and consumer income levels (Alhiniti and Al-Madi, 2025). Primark benefits during economic downturns, where people seek affordable clothing, but it is rising costs and reduced profit margins. In this condition, it is creating both opportunities which are higher demand and threats for increasing costs. It is important for Primark to have cost efficiency and supply chain management. Lastly, there are external social and technological factors. These factors include social influences and the way that attitudes and lifestyle changes of today's consumers affect purchases as well as demographics and how they shift, making Primark market to a completely different kind of consumer (Rahman et al., 2025). For example, ethical and sustainable fashion is having an influence on the way in which consumers make purchases, which means that Primark need to improve upon the transparency sand sustainability oof their practices in order to maintain a positive brand image and to progress in future years. The technological factors are influenced by the rapid pace of innovation within technological advancements such as AI, with which Primark will need to keep up in order to remain competitive.
[bookmark: _Int_4Etzkmk1][bookmark: _Int_llytW7hP][bookmark: _Int_lbgJmBQ3](Artificial Intelligence), digital marketing and commerce are increasingly important for creating customer experience and for supporting business processes (Nathalie et al., 2024). Although the retailer Primark has one of the best high street shop experiences, its e-commerce offering could be significantly improved with increased investment in the digital channel to bring customers into the shop. The legal factors involve the legislation affecting an organization in relation to their employment practices, trading practices, and environmental issues (Velluti, 2024b). Primark must comply with labour laws and sustainability reporting requirements. Lastly is environmental factors, this factor is including environmental issues such as climate change, waste, pollution, and sustainability (Yang et al., 2022). Fast fashion contributes to environmental issues, these issues are increasingly important to consumers and regulators, Primark must adopt circular economy practices and sustainable sourcing.
3.0 Competitive Environment
3.1 Porter’s Five Forces 
[bookmark: _Int_xx0M3uVl][bookmark: _Int_a4qqlU0o][bookmark: _Int_c2D5BNiW]Porter’s five forces model is a strategic framework to analyze the level of competition within an industry and its overall profitability (Dobbs, 2014). It includes five key forces such as threat of new entrants, bargaining power of supplier, bargaining power of buyers, threat of substitute products, and intensity of rivalry. The threats of new entrants refer to evaluating how accessible an industry is to new competitors. The bargaining power of suppliers measures the leverage held by the companies providing raw materials. The bargaining power of buyers is analyzing the influence of customers to have over company pricing. The threat of substitutes looking at products from different industries that solve the same products. The intensity of rivalry is the competitive struggle between existing firms in the same market (Loredana, 2024).
[bookmark: _Int_HnaskNBa]In the context of Primark, the threat of new entrants in the fast fashion industry is considered moderate, as e-commerce lowers entry barriers, although firms like Primark benefit from strong brand recognition and economies of scale. Primark has a number of international suppliers, this company bargaining power is considered moderate because this company uses multiple global suppliers but increasing sustainability requirements strengthen supplier influence. The bargaining power of buyers is considered high due to competitors such as Zara, H&M, and Shein, allowing the customer to switch easily caused many effects including in price wise or changing in customer behavior. The threat of substitutes is increasing with the rise of second hand and sustainable fashion. Lastly, competitive rivalry being intense because it competes on price, speed, and trends. Overall, these forces are indicating a highly competitive environment. Primark must maintain cost leadership, improve differentiation, and grow through digital innovation and sustainability.
3.2 Competitor Analysis
Primark is having high competition among the competitors in the fast fashion industry such as Zara, H&M, and Shein. All these competitors have different strategic approaches to customers but in the same target market. Zara is known for its great supply chain and ability to follow new fashion trends, while H&M has made significant investment in sustainability and online retailing. On the other hand, Shein has disrupted the industry through its ultra-fast fashion models by online application (Gilroy, 2023). Although Primark has a strong advantage in physical retail through extensive store and low-cost offering, there is a gap between competitors such as digital capabilities and sustainability positioning. However, the Irish retailer is unlikely to remain ahead of the curve in the future. We at Primark would lobby to enhance the use of digital platforms and also consider areas where the company can improve sustainability (Ologunebi, 2023).
4.0 Internal Environment Analysis
4.1 Resources Capabilities and Capabilities (VRIO)
[bookmark: _Int_EO0AE69O]The VRIO framework stands for valuable, rare, inimitable, and organized to capture value is a framework for the organizations that evaluates the internal resources and capabilities in order to achieve long-term competitive advantage. Each dimension in the framework offers insight into how effectively a firm can create and sustain the value in a competitive market (Bresser and Powalla, 2012).
[bookmark: _Int_tGsLXYr2]Firstly, valuable resources are those that help a company create value or deal with external challenges. For Primark, this company is using low-cost strategy, strong brand recognition, and efficient global supply chain are valuable because this company offers affordable products with a large number of customers. Secondly, rarity refers to whether a resource is unique in the market. Primark large physical stores often located in busy shopping areas can be considered relatively rare compared to online-focused competitors. However, a low-price strategy is not rare because many competitors also offer affordable fashion. Thirdly, inimitability refers to how difficult the competitors copy the resource. Primark has a strong brand image, and established supply chains are not easy to copy because they have been building it overtime. However, some aspects like low pricing can be imitated by competitors. Finally, organizations refer to how well the company is structured to use the resources effectively. Primark is well organized managing its stores and supply chain which supports cost leadership. Overall, this research demonstrates that Primark has strong and significant resources. However, not all the offers are long-term benefits because some aspects are replicable. Therefore, this company needs to improve its digital skills and better combine physical and online business operations to remain competitive in the market.
4.2 SWOT Analysis
SWOT analysis is a strategic method used to identify an organization's strength, weaknesses, opportunities, and threats based on internal and external environments (Sammut-Bonnici and Galea, 2015). It helps summarize important findings from framework tools like PESTLE analysis, Porter’s Five Forces, and VRIO to provide a clear overview of the company’s strategic position.
For Primark, this company has a wide network of offline stores, well-known brands, and an affordable business strategy that attracts a large number of customers that want an affordable product. These strengths are supported by its efficient supply chain that is highlighted in the VRIO analysis, impacting Primark successfully in a highly price-driven market. However, the weaknesses are that Primark has limited digital capabilities among all the competitors such as Zara, H&M, and Shein, concerns about sustainability and ethical sourcing that can affect brand perception because fast fashion are the caused environmental harm like waste, pollution and any other than that. These flaws analyze that Primark well perform in traditional retail, but they are lacking in digital and sustainability-driven changes in the market. The opportunities are expanding in digital presence like e-commerce are growing and, consumer demand for sustainable and ethical fashion to improve brand image and advancements in technology and supply chain innovation to increase efficiency and competitiveness. Lastly, the threats are highly competitive in the fast fashion industry with strong competitors such as Zara. H&M and Shein identified in Porter’s Five Forces. There is also an increase in regulatory pressure related to environmental and labour standards as highlighted in PESTLE analysis. In addition, changing customer behavior preferences toward sustainability fashion, like second-hand clothing.
4.3 TOWS Analysis
TOWS analysis is built by SWOT to generate actional strategies (Weihrich, 1982). Primark must leverage its great brand recognition, broad store network, and low-cost business model to take advantage of chances for digital expansion and sustainable fashion. For instance, an established supply chain can support online retail growth while also implementing more sustainable products practices, growing brand image without losing competitiveness. At the same time, the company addresses its weaknesses such as limited e-commerce presence by investing in digital platforms and improving ethical sourcing to enhance customers' demands. Primark also can use existing strengths to mitigate external threats such as high regulatory and pressures by maintaining operational efficiency and cost leadership. Finaly, reducing weaknesses to avoid threats by improving supply chain transparency and environmental reporting to prevent reputational damage.

5.0 Conclusion 
In conclusion, Primark operates highly competitively and dynamically in the fast fashion industry. The external environment analysis, which is PESTLE, highlight opportunities in digital expansion and sustainable fashion, but also threats from increased regulation, environmental concerns, and changing reference in customer behavior. Porter’s Five Forces analysis confirms that the industry is highly competitive with significant rivalry, strong buyers, growing substitutes, and reinforcing need for strategic agility. Internally, the VRIO framework examines that Primark brand recognition, physical store network, and cost-efficient supply chain are valuable resources, yet digital capability and sustainability represent weaknesses. The SWOT analysis summaries that these factors showing the strength like low-cost leadership can be leveraged, while weaknesses must be addresses to mitigate form competitors.
To build effectively on Primark analysis, TOWS analysis suggests that Primark should integrate digital transformations and sustainability initiatives to maintain competitiveness in the market. Overall, the company's ability to make strategic innovation will determine its long-term success in a fast-changing global fast fashion industry.
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