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Introduction 
“If you fail to plan, you are planning to fail” – Benjamin Franklin (Jessica Maes, 2020).
Small and medium sized enterprises (SMEs) represent 99 percent of all businesses in the UK and EU, they are the leading determinants of economic sustainability and growth, thus crucial to commercial prosperity (Day, 2020).
Globalisation in today’s vigorous markets has increased competition among firms. Experts are constantly exploring innovative strategic management practises that empower businesses to improve performance, maximise profits and prevail over their competitors (Omsa, Ridwan and Jayadi, 2017). To achieve business objectives and optimise productivity leaders must devise explicit strategic management plans which analyse the internal and external environments, meet stakeholder expectations and highlight the triple bottom line (LaMarco, 2018).
The intention of this paper is to examine a recognisable SME and gain a thorough understanding of the overall strategic management process within organisations. This report will focus on the highly successful fashion giant Primark. The study will assess Primark’s current strategic direction, investigate the internal and external business environment, conduct a stakeholder analysis, identify strategic growth options for SMEs, propose a long-term sustainable business strategy, observe strategic implementation challenges and suggest suitable recommendations. One of the key intentions of this task is to identify the big picture and how it impacts strategic planning. Effective strategies are unique and innovative, they consider the entire business ecosystem and trigger added value (Strategic Thinking Institute, 2020).

Overview of the case study
Primark is a retail division of Associated British Foods. The international retailer sells low-cost clothing, accessories, cosmetics and homeware products. The Irish company’s first store Penney’s was launched in Dublin in 1969. They currently trade in America and throughout Europe with over 380 stores, directly employing 68 thousand people (Primark, 2020). According to Statista, in 2019 Primark yielded profits of more than seven billion pounds and in 2018 it was rated the second largest fashion retailer in the UK (Sabanoglu, 2019). 98 percent of Primark’s suppliers manufacture products for other fashion brands. They have managed to maintain competitively low prices due to wise business strategies and private label branding (The Fact Shop, 2020).

The Strategic Management Process
[bookmark: _Hlk56468990]Effective strategies are methodical, they minimise potential errors and enable firms to outperform their rivals (Barney and Hesterly, 2015).Internal Analysis

Competitive 
Advantage
       Strategy 
 Implementation
Strategic
  Choice
Mission & 
Objectives

	External Analysis 

	
Figure 1. - The Strategic Management Process (Barney and Hesterly, 2015).
Figure 1. illustrates the structure businesses can follow to help them achieve their aspirations. Primark’s mission and objectives represent their purpose and long-term goals. The external analysis determines the threats and opportunities in the market, whereas the internal analysis determines Primark’s specific strengths and weaknesses (this information will help Primark understand what they are doing right and what needs to change). Strategic choices are the decisions Primark makes to gain a competitive advantage through cost leadership, differentiation, diversification or leveraging partnerships. Strategy implementation refers to fulfilling these plans through organisational structure, management direction and employee reimbursements. The purpose of this framework is to ensure that the entire strategy creates a competitive advantage, so that Primark produces valuable products that customers are willing to pay for (Barney and Hesterly, 2015).











Environmental Scanning
All enterprises have internal and external environments, successful firms regularly evaluate their surroundings to discover any issues that may affect their operations. Environmental scanning identifies opportunities and threats in the business environment, it supports effective decision-making and aims to increase opportunities and decrease threats (Toppr, 2020).
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Figure 2. - The Internal and External Business Environment (Toppr, 2020).







Primark’s current strategic direction

VMOST Analysis 
VMOST stands for Vision, Mission, Objectives, Strategy and Tactics, this assessment tool cam be used for strategic management and alignment (Tools Hero, 2020).

The direction we will take to achieve our objectives
Specific actions to attain all the above
SMART (Specific, Measurable, Actionable, Realistic and Timely) goals to measure progress

Our purpose – what we will accomplish in the next 12 months 

Long-term ambitions for the future 


Vision
Mission
Objectives
Strategies
Tactics

Figure 3. - VMOST (Wix, 2016).

Vision  
Dominate the international market by continuing to be the cheapest fashion retailer, provide quality products to attract more customers and grow their market share (Dhakal et el., 2014).

Mission 
Offer simple, inexpensive products that are value for money. To fulfil their motto “amazing fashion, amazing prices” (Azad, 2013).

Objectives 
Open ten stores in the US by 2016 (Barrett and Jopson, 2014).
[bookmark: _Hlk56893028]Launch a transactional ecommerce website by 2012 and grow online sales to 200 percent within five years (McCormick, 2011; Snowdon, 2014).
To keep selling cheap clothing in large quantities for as little as two pounds (BBC News, 2018).
Follow the latest fashion trends and increase sales by six percent in 2018 (Snowdon, 2014; Local Data Company, 2020)

Strategies 
To focus on the northeast of the US because consumers in these areas follow European fashion trends. The US market is likely to perceive Primark as a usual way to shop (Barrett and Jopson, 2014).
Offer convenience for shoppers to purchase goods online (McCormick, 2011).
[bookmark: _Hlk56953608]To maintain a competitive advantage through cost leadership by providing fast fashion at affordable prices (Azad, 2013; Carty et el., 2016).
Identify exactly what products consumers want, and get it to them quickly (Local Data Company, 2020)

Tactics
Begin negotiations to find stores in areas such as Baltimore and Boston, sign a lease to open a large store in Boston. Source new suppliers in Central America to manufacture products for the US market (Barrett and Jopson, 2014).
Due to low pricing strategies Primark must sell higher volumes online in order to turn a profit (McCormick, 2011). 
Target low income customers, source from cheaper suppliers, continue bulk buying, spend nothing on advertising, retain low overheads and tight profit margins (Azad, 2013; Carty et el., 2016; BBC News, 2018).
Open stores in densely populated areas to reach target customers, run a well-designed website to drive customers back to stores, increase social media followers. Incorporate excellent quality assurance practices to make certain products are fit for purpose (Primark, 2020). Quash bad rumours about unethical practises through openness. For example, the dedicated section on Primark’s website explains the actions they are taking to improve the lives of workers in supply chains (Local Data Company, 2020)

Primark’s is a very successful apparel company, they have been trading for more than 30 years, expanded their stores and emerged into new markets. Primark main suppliers are in countries like China, India and Bangladesh where labour and manufacturing costs are cheap. Primark’s underlying values are to ‘look after their people, be good neighbours and foster ethical business relationships’ (Primark, 2019). 

Porter’s Value Chain 
This strategic implementation method allows organisations to scrutinize a combination of business activities from inputs to outputs that create value for customers, which focus on boosting their competitive advantage and increasing profits (Tarver, 2019). The margin is the difference between the value produced and the cost of producing that value (Mind Tools, 2020).
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Figure 4. Porter’s Value Chain Analysis (Template Lab, 2020).

Support Activities
Firm Infrastructure - Primark’s board comprises of two directors, their low-cost strategy is achieved through greater sales volumes at larger stores and lower margins. Primark’s low prices indicates there is no need to offer credit sales, therefore they manage their cash flow better. They have a low, favourable accounts receivable to sales ratio that reduces their liquidity risk (Eisenberg, 2019).
Human Resource Management - human capital has become extremely important in the twenty-first century. The careers section on their website contains an online job application procedure. Staff are rewarded and motivated and their benefits system includes a training and development program for career advancement (Badsha et el., 2014). According to research retail generally has a high employee turnover rate because of poor working conditions (Jahshan, 2016). Primark provides education and support to workers in supply chain factories (Ali, 2014).
Technology Development – Primark’s software platform ‘Store Space’ helps them design a consistent store planning solution to improve productivity and reduce expenditures. The system automatically generates a report of all the display equipment required for a particular store (Retail Technology Innovation Hub, 2020). 
Procurement - Primark does not own any factories, all their supplier factories are vetted to internationally accepted standards in line with their Code of Conduct. They are dedicated to supporting ethical trading and sustainability, sources are obtained from suppliers who provide good working conditions, treat people well and pay a decent wage (Primark, 2020).  Primark has built successful relationships with reliable partners who offer competitive solutions (Sabal, Vazques and Wang, 2017). Primark agreed to pay suppliers 370 million pounds for outstanding stock after being criticized for cancelling orders due to the coronavirus lockdown (Sky News, 2020). In the past Primark has received bad publicity about the treatment of workers in supply factories.

Primary Activities
Inbound Logistics - this involves transporting products from suppliers manufacturing factories to their international retail outlets while maintaining an efficient supply chain management system. In 2019 Primark won the Environmental Improvement Award at the Supply Chain Excellence Awards ceremony. Primark’s packaging and compliance manager, Dean Moss, explained that Primark optimised their packaging processes and provided training to suppliers which saved time, money, space and refined environmental sustainability (Walton, 2020; Ali, 2014). Primark controls their inventory exceptionally well, their stock is proportional to projected sales (Eisenberg, 2019).
Operations - Primark has a total of 392 stores throughout the UK, America and Europe. They are experts in cost control, in-store merchandising and retail operations (Clothes Source,2016).
Outbound Logistics - they do not currently have an online shopping platform; nor do they deliver or ship any products or provide postal exchanges or refunds. All sales and transactions are processed instore. Hence, customers are responsible for transporting their own goods (Ali, 2014).
Marketing & Sales - they keep it simple and target young, fashion conscious customers who want value for money. Their website only displays products and directs shoppers to the nearest store, they do not charge delivery costs. They rely solely on word of mouth marketing and have a massive social media following. Their sales and profits continue to grow year after year. The cheapest products are placed at the front of their stores (Rigby, 2019). 
Service - their customer service is known to be inadequate. They provide a 28-day refund or exchange policy if a receipt is produced and the goods are still in a saleable condition (Irving and Bassey, 2019; Ali, 2014). Presently, only two percent of Primark’s customers are satisfied with their in-store experience (Richardson, 2018).

Porter’s Five Forces
Businesses can adopt this powerful model to analyse the five main competitive forces in every marketplace, discover an industry’s strengths and weaknesses, and improve their profitability (Scott, 2020; Wright, 2020).
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Figure 5. Porter’s 5 Forces Model (Interaction Design Foundation, 2016).

Competitive Rivalry - competition in the fashion retail industry is high because there are many brands to choose from. Companies such as Asda’s George, Next, H&M and Gap compete in price, marketing, quality and innovation. Primark has lost a few customers to George however few rivals are able to compete with Primark’s low prices and enormous variety of products (Ali, 2014; Munoz, 2016).
Threat of New Entrants - there are few barriers to entry because start-up costs are high (Ali, 2014). Primark has achieved economies of scale because of their bulk buying strategy and zero advertising costs. This is a barrier to entry because it would be difficult for new entrants to compete with initially (Luenendonk, 2019; Business Case Studies, 2019).
Bargaining Power of Buyers - the market is extremely competitive, and consumers can choose any label. Customers in the retail industry are price sensitive so if Primark increased their prices, they could lose business because customers could shop elsewhere. Therefore, buyers have a high purchasing power (Ali, 2014).
Threat of Substitutes - fashionistas regularly seek low-cost, quality clothing so brands must vigorously compete to keep up with demands. Products have short life cycles and fashion trends tend to change quickly. Therefore, products are constantly at risk of being replaced by cheaper, more valuable goods. Other fashion labels offer similar products; hence threat of substitution is high (Munoz, 2016).
Bargaining Power of Suppliers - the international fashion trade has a huge number of suppliers, there is no single major supplier. It is challenging for suppliers to charge higher prices; therefore, they have less bargaining power. Furthermore, Primark would not be liable for any switching costs to change suppliers because there is so much choice (Munoz, 2016).











The Balanced Scorecard (BSC)
The BSC is a strategic planning and management method used to measure performance, pinpoint and enhance internal business affairs and determine their external outcomes. This is achieved via feedback and data collection which allows leaders to make effective decisions and boost added value within an organisation (Tarver and Brock, 2020).
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Figure 6. The Balanced Scorecard (University of Cambridge, 2016)

Financial - despite stores closing due to the recent lockdown restrictions, Primark is still expected to generate up to 350 million pounds in profits by the end of 2020 (Montgomery, 2020). Primark’s shareholders would be satisfied if the company keeps performing well and maximising profits.
Internal Business Processes - Primark is good at aligning their strategy with their business objectives. Their low-cost value proposition is effective; however, they can progress by introducing a transactional website (Kraaijenbrink, 2019).
Innovation and Growth - Primark must improve their sustainability practises to limit their impact on the environment (Hinsliff, 2019). They should build a culture based on promoting ethical sustainability which educates employees, suppliers and customers. This could be accomplished by providing better job satisfaction, paying suppliers more and initiating customer loyalty schemes.
Customer - Overall Primark receives mixed opinions about their customer service, out of 895 reviews they scored 38 percent for bad service and 31 percent for excellent service (Trust Pilot, 2020). Primark should focus on improving their customer satisfaction outcomes.

Gap Analysis
	The Gap
	Current
Situation
	Future
Situation
	Next Actions/
Proposals

	Shortage of global expansion
	Not many stores in other parts of the world. Less clientele in Europe and America.
	Open more stores in as many countries around the world as possible.
	Advertise more and improve brand image to entice new customers.

	No ecommerce website available
	Certain products are available to view online but there is no option to make purchases.
	Redesign the website to include a fully functional transactional platform that allows customers to buy products online.
	Maximise online sales, integrate a minimum spend on the website to ensure the company makes a profit from deliveries.



Table 1. Gap Analysis (Verlander, 2014).






Primark’s internal and external environment

SWOT Analysis 
Many enterprises use this popular tool to evaluate the internal and external business environment, it helps with strategic planning and decision-making (Parsons, 2018; Corporate Finance Institute, 2020).  
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O

	Threats
Factors in the external environment that could risk the company’s profitability or reliability
          T



Harmful
Helpful

Table 2. – SWOT Analysis (Corporate Finance Institute, 2020; Bird-Harris, 2020)

Strengths
· Primark has a large presence with a total of 373 stores in 13 countries (Sabanoglu, 2020).
· Primark has successfully expanded into European and American markets.
· They offer a wide range of products, such as clothing, accessories, homeware, cosmetics and hosiery which appeals to a variety of shoppers (Rohim, 2017). 
· Their word of mouth advertising strategy diminishes advertising costs. 
· They have a huge, active social media following that reaches their target audience. 
· Primark has established valuable relationships with suppliers and other organisations to improve ethical and sustainability practises. For example, they support cotton connect and the Ethical Trading initiative (Rohim, 2017).
· [bookmark: _Hlk56631082]Their ‘Primania’ marketing strategy welcomes customers from across the world to share photos of their outfits on Instagram which are also displayed on digital screens in flagship stores (Snowdon, 2014). 
· Primark launched a successful beauty and cosmetics range which has gained much admiration. Their PS make-up collection has received rave reviews (Brownlees, 2018).  
· Financially strong position, with a net worth estimated to be worth 1.1 billion pounds in 2019 (Sabanoglu, 2020).
· They employ more than 77 thousand people (Sabanoglu, 2020).
· [bookmark: _Hlk56631316]Cheaper than competitors, value for money (Rohim, 2017). 
· Large stores with adequate stock.

Weaknesses
· [bookmark: _Hlk56633183]Unsatisfactory customer service that could lead to a bad reputation (Snowdon, 2014).  
· Large stores are often busy, disorderly, and difficult to manage with long queues (Rohim, 2017).   
· Inconsistency throughout all stores, bigger stores have more stock and facilities than smaller stores.
· Studies have shown that many consumers associate lower prices with inferior quality. By contrast higher priced products are usually perceived as better quality (Science Daily, 2016). 
· The lack of online presence could negatively impact on the company’s growth rates, considering the widespread use of the internet (Snowdon, 2014).
· The extensive product range implies that their target market is not clearly defined resulting in an ineffective marketing strategy.
· Much adverse criticism concerning workers’ rights and child labour (Rohim, 2017).
· Complaints regarding low-quality products.
· Zero advertising hinders potential opportunities.

Opportunities
· Launch an ecommerce website, introduce more products, improving the design, add extra features or even a mobile app that would attract more customers. 
· Bring In a customer relationship management system to improve customer service, ameliorate segmentation and brand loyalty (Plaksij, 2020).
· Invest in technology advancements to increase footfall and improve customers shopping experience. For example, digital display screens, boosting visual merchandising, smart dressing rooms, automated checkouts, mobile pay or smart mirrors (Biron, 2019).
· Establish a click and collect service (Jandrell, 2016).
· Co-creation of value by allowing customers to engage with testing, complete surveys, feedback and suggestion polls to collect their insights.
· Focus on global market expansion (Richardson, 2018).
· Stimulate coopetition by developing partnerships with big players like Amazon or Selfridges.
· Consider market segmentation by developing more merchandise for mature customers, bigger sizes and maternity wear (Rohim, 2017).  
· Encourage ethical and sustainability practises to enhance reputation (Rohim, 2017).
· Set Up kids play areas, cafes or restaurants in more stores.

Threats

· Other labels provide superior quality merchandise at competitive prices (Jandrell, 2016). 
· Competitors utilise technological innovations so Primark could lose out.
· Primark has less stores available on the high street in comparison to competitors (Snowdon, 2014).   
· Previous exposure regarding unethical practises in supply factories has discredited the Primark brand. During the Rana Plaza disaster, a factory disintegrated in Bangladesh killing 1,100 garment workers. This factory was supplying many other fashion outlets, Primark has paid millions of pounds in compensation to the victims (Butler, 2014).
· Fashion has a short product life cycle because of changing trends so it is difficult to keep up with fierce competition.

PESTLE Analysis 
This marketing framework reviews and monitors the macro environment or the external issues that may affect an organisation, these factors correlate with the threats and weaknesses observed in the SWOT analysis (Business to You, 2016).

	Political
	Government stability
Tax policies
Foreign trade regulations
Corruption
Global influences

	Economical
	Employment rates
Inflation 
Interest/exchange rates
Economic growth
Unemployment
Disposable income

	Social
	Lifestyle attitudes 
Age distribution
Cultural barriers
Changes in trends
Population growth

	Technological
	Research & development
Level of innovation
Technological changes & awareness
Emerging technologies

	Legal
	Employment laws
Health & safety policies
Consumer protection
Copyright & patent regulations

	Environmental 
	Climate change 
Pressure from NGO’s
Corporate social responsibility 
Consumer attitudes
Promoting ethics & sustainability
Recycling & pollution



Table 3. PESTLE analysis (Thiele, 2018).

Political 
· The UK withdrew from the European Union in 2020, Brexit has caused political uncertainty in financial markets and the macro environment (Moretti, 2019). 
· [bookmark: _Hlk56646768]Primark’s international operations mean it is important for them to monitor foreign exchange policies, such as changes in currencies between the pound sterling and the Euro which could affect their assets (Eisenberg, 2019).  
· Primark is a Private Limited Company; hence, they are liable for paying corporation taxes, high profits necessitate higher taxes.

Economical
· Workers in Primark’s supplier factories have previously protested calling for better working conditions and pay rises. Fashion retailers in the UK have been forced to increase their wages, reducing their budget and scope for growth (Chabra, 2008). 
· High rates of inflation could reduce consumer spending, which could be good for Primark because of their low-cost strategy. Low rates of inflation indicate that consumers would have more money to spend so could shop elsewhere and Primark could suffer losses (BBC News, 2020).
· If demand surpasses supply for goods or services prices rise and vice versa (Kramer, 2019).
· Rises in labour costs would increase expenses (Snowdon, 2014). 
· The coronavirus pandemic has caused a recession, Primark’s profits have fallen from 650 million pounds per month to zero (Coker, 2020).

Social
· Consumers are becoming more conscious about corporate responsibility and sustainability (Eisenberg, 2019).  
· In today’s knowledge age era 55 percent of shoppers research online before making purchasing decisions (Savills, 2016).
· Showrooming has become stylish; shoppers examine merchandise in traditional brick and mortar shops before buying online. This could work in Primark’s favour because there is a possibility that customers could be tempted to purchase cheap goods, or it could work against them because customers cannot make purchases on their website (Khan, 2018). 
· Primark ranks first as the top fashion retailer in the UK for millennials and generation X (under 35s), value brands like Primark have been able to meet customer’s needs (Savills, 2016).

Technological
· Primark’s massive social media following helps persuade customers to buy their products (Ratcliffe, 2014).
· Critics have warned that Primark’s non-existent ecommerce platform will harm sales as more people turn to online shopping (Daneshkhu, 2016)

Legal
· An ex-employee was dismissed from Primark in 2018, the former employee sued for harassment, and Primark was forced to pay 47 thousand pounds for transgender discrimination (Webber, 2018).
· Since the Rana Plaza tragedy Primark is now legally obliged to improve the safety conditions of workers in Bangladesh and pay them millions of pounds worth of compensation (Eisenberg, 2019).  
· In 2017 Primark signed an agreement to work with factory proprietors, trade unions, NGOs and government agencies in Bangladesh to support sustainability in the garment trade industry in Bangladesh (Primark, 2018). 

Environmental
· According to Ethical Consumer (2020) Primark is not considered to be an ethical best buy. They have committed to reduce carbon footprint and waste however they are still deficient in their environmental reporting. Associated British Foods (Primark’s parent company) invests money into tax havens and therefore takes advantage of tax avoidance schemes.
· Primark’s bulk buying strategy harms wastage and recycling (Eisenberg, 2019).  

Stakeholder Analysis
Stakeholders can be any internal or external, individual or groups with an interest in an organisation’s activities. This theory suggests that the needs of all stakeholders must be respected in order to enhance a firm’s value. The stakeholder analysis allows decision makers to obtain information about an individual or groups interests and their level of power within an organisation. Plans are then devised to create communication channels and encourage effective relationship management processes (CMI, 2020).

The Onion Model
This practical tool helps with stakeholder mapping because it demonstrates each stakeholder’s positioning within the business environment and the effect of their influence (Alexander, 2004).

Figure 7. The Onion Model (Manchester Metropolitan University, 2014)
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Figure 8. The Power/Interest Grid (Mind Tools, 2020)


Manage Closely: HIGH POWER, HIGH INTEREST
It is important to fully engage with these stakeholders and keep them satisfied.
Shareholders
Associated British Foods and Primark’s other shareholders own stocks in the company, they have invested money in the business. Therefore, they are very important people (Business Case Studies, 2019).

Government Departments
Legally businesses are required to comply with regulations in all countries where Primark operates. For example, if a customer were to make a complaint to the Office of Fair-Trading Primark could get fined and lose money. Organisations must also obey import/export regulations. 
Trade Unions
Primark cooperates with non-governmental organisations, such as NGOs and the Ethical Trading Initiative (ETI) to protect workers’ rights. Every year Primark must present a performance report to ETI, in 2011 Primark scored very high (Business Case Studies, 2019). Collective bargaining is a process of negotiation between unions and workers over terms and conditions (Kenton, 2020).

Keep Satisfied: HIGH POWER, LOW INTEREST 
Keep these stakeholders satisfied but without boring them.
Customers 
One-off customers would have a lower interest and a lower power, whereas regular customers are loyal so their power increases. Without customers the business would fail to exist therefore they must be satisfied (Business Case Studies, 2019). 

The Media
The media is very powerful in getting the message across, whether it be positive or negative. Many NGOs or watchdog websites control the media which can either support or damage business management strategies. For example, in the past Primark has condemned about working conditions in supply factories, which has tarnished their reputation. The media can also create shared value by connecting the benefits of enterprises products or services to suppliers and customers (Hunter, Besiou and Van Wassenhove, 2013).

Keep Informed: LOW POWER, HIGH INTEREST 
Notify these stakeholders and discuss any possible issues



Suppliers
Primark’s products are manufactured in different countries. Workers in supply factories are sometimes exposed to poor conditions, Primark must listen to them and help find solutions (Business Case Studies, 2019). Suppliers charge fees, important information like ethical trading must be communicated.

Employees 
Employees expect to get paid and job satisfaction. Management decisions affect them directly, especially with regards to job security (Lewis, 2019). Primark adopts a transactional leadership style; therefore, employees’ opinions are heard but the leader makes the final decision, this gives them less power. 

Monitor: LOW POWER, LOW INTEREST 
Observe these stakeholders but do not tire them with too much irrelevant information 
Competitors
Competitors do not have a direct influence within the business however it is important to watch them and understand them well. 

Strategic growth options for SMEs 
[bookmark: _Hlk56723820]Sharifi et el. (2013) indicate that nowadays global markets are sophisticated and unpredictable, hence businesses are required to constantly formulate relevant growth strategies for a competitive advantage. According to research 50 percent of start-ups fail within the first three years of trading; lack of investment, unskilled management, ineffective strategies, low quality products and inadequate market research all contribute to their downfall (Nnamseh and Akpan, 2015). Paradigm shifts in contemporary markets and the rise of technology have induced the emergence of new concepts which highlight the importance of innovation, collaboration and networking strategies with regards to modifying existing products or creating radically new products. Scholars believe that well defined, consolidated strategic planning enriches SMEs sustainable growth and lucrativeness despite challenging business environments (Sharifi et el., 2013; Nnamseh and Akpan, 2015). Furthermore, (Nnamseh and Akpan, 2015) specify that strategic choices have a direct impact on sustainable business growth, therefore it is imperative for organisations to choose a strategy which is most appropriate for their industry by thoroughly analysing the internal and external environments.

The Ansoff Matrix
The long-established Ansoff Matrix or Product/Market Expansion Grid is a strategic marketing planning model that firms can use to help them achieve growth, it also explores the risks connected to each strategy. 
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Figure 9. - The Ansoff Matrix (Corporate Finance Institute (CFI), 2020).

Market Penetration - concentrates on selling existing products to an existing market, through discounting or increasing promotional activities, lowest risk.
Market Development - concentrates on entering new markets using existing products, by modifying the ‘place’ aspect of the marketing mix, contemplating new outlets and advertising to new target segments, risker than market penetration.
Product Development - concentrates on launching new products to an existing market, by modifying the ‘product’ and ‘promotion’ aspects of the marketing mix, performing market and customer research, assessing their internal strengths and pushing innovation, risker than market penetration.
Diversification - concentrates on introducing new products to new markets, this option has the potential to generate the highest profits, it is the riskiest strategy of all four (CFI, 2020; Oxford College of Marketing, 2020).

In addition to adopting the strategies outlined in Ansoff’s Matrix there are other approaches businesses can incorporate to grow their market share, such as:
Using Alternative Channels - selling online or partnering with major players like Amazon. Amazon can help business reach millions of customers; they offer repeat business without marketing costs and unlimited referrals. The Amazon by Fulfilment program handles all storage, packing and shipping features (Kearns, 2015). Selling via mobile apps is also becoming popular and is an effective way to generate sales.
Acquisitions and Mergers - mergers occur when two companies join to form one and acquisitions occur when one company takes over another. The idea is two companies are more powerful and valuable than one (Pristine, 2015). Acquisitions are usually corporate growth strategies, they facilitate the possibility of gaining a bigger market share and more income, help create a leading position in the market and encourage global operations.
Market Segmentation - this requires market research and focuses on dividing the target audience into sections based on demography, geography, and customer behaviours or preferences. Results from the market research can help businesses identify any unmet needs and develop strategies to fill these gaps, giving them a competitive advantage. 
Leveraging Partnerships - this involves collaborating with other business to provide a better customer experience. Coopetition has become an extremely popular innovation approach that benefits the entire business ecosystem. These partnerships can reduce costs, improve efficiencies and stimulate growth (Luenendonk, 2019).

A new sustainable strategy for Primark’s long-term future 
Corporate sustainability has become an important topic and prioritisation for companies across the world. Studies show 99 percent of chief executives from the top international businesses have revealed that sustainability is essential to their future success (Accenture, 2019). Leaders are addressing this matter as a substitute to the conventional growth and profit-maximisation method. Sustainability is “meeting the needs of the present without compromising the ability of future generations to meet theirs”. The purpose is to develop long-term stakeholder value through the execution of a business strategy that is centred on social, economic and environmental influences, often referred to as people, profits and planet (or the triple bottom line) (Beattie, 2019; Wilson, 2003).

Primark has made progress with regards to improving their overall sustainability practises, however, more needs to be done. On the one hand, following the Rana Plaza crisis Primark has increased transparency about their ethical and sustainable initiatives. For example, they endorsed the Agreement of Building and Fire Safety in Bangladesh, initiated Ethical Trade Teams in supplier factories to monitor supply chain operations, became a member of the Sustainable Cotton Connect Program which helps train female cotton farmers in India, they also collaborate with a range of institutions to conserve water, minimise waste, remove hazardous chemical usage, reduce carbon footprint and improve the lives of workers in supply chains (Hendriksz, 2017). 
On the other hand, it is crucial for Primark to implement strategic innovation to assist them with market dominance, create more value by satisfying unfulfilled customer needs and find solutions that competitors struggle to emulate (Bigley, 2018).
In the interest of social responsibility and the fact that a large percentage of consumers are now demanding to know how their products are made before making purchasing decisions, Primark must be honest about their supply chain processes. On one occasion shoppers found labels sewn into Primark garments stating, ‘sweatshop conditions’; 74 percent of consumers have urged fashion brands to clearly label clothes specifying ‘sustainable manufacturing’ (Rustin, 2014; Hughes, 2019). For example, to stimulate diversification and differentiation Primark could develop a more expensive, sustainably sourced clothing range for customers with higher disposable incomes. 

Primark can offer loyalty incentives or discounts on sustainable clothing ranges (CFI, 2020). They should invest in advertising campaigns to promote sustainability. Creating a service where customers can trade-in old clothes for discounts on new products would be beneficial (Hughes, 2019). To control waste management, encourage repeat business and maximise profits Primark could initiative a recycling scheme that provides cash payments for unwanted clothes. They could then upcycle and resale items to attract new customers and enhance brand loyalty (Wicker, 2019). It is also important to reward consumers for their sustainability commitments, therefore Primark could establish a loyalty card scheme which offers cashback or points for every spend (Accenture, 2019).
With a net worth of more than one billion pounds Primark has the resources to invest in substantial opportunities for growth and sustainability. Primark must modify their existing strategies by shifting slightly away from their traditional brick-and-mortar stores and focus on revamping their website (Verlander, 2014). They could establish a fashion rental platform like ‘Rent the Runway’ which the same as an Airbnb for clothes, where members create an online closet and lend items of clothing to each other (Lewittes, 2019). This will not only foster market expansion, but research has shown that online shopping can be more eco-friendly than physically travelling to a store. Studies found that online shopping reduces a carbon footprint by up to two times in comparison to traditional shopping (Barks, 2020). Primark could control the entire outbound logistics process by investing in eco-friendly delivery vans and building an in-house delivery team, they could also offer free deliveries on certain purchases to give them a competitive edge. This will increase awareness, enhance their brand reputation and has the potential to increase future returns (Elogii, 2020).
Primark could make a difference if they were to build a few of their own local and international production factories (Azad, 2013). This would allow them to control the entire value chain form end-to-end. They could build partnerships with other companies who are committed to sustainable sourcing and harnessing natural resources during production (Fox, 2019). 56 percent of CEO’s believe that responsible sourcing plays a vital role in sustainable strategic planning. They must develop binding, collaborative strategic partnerships with all their suppliers to share plans, track the entire manufacturing process and overturn customary transactional relationships (Berg et el., 2019). Primark must be an advocate for labour rights in the apparel industry, they must practise what they preach by investing in better working conditions and paying more (Raghuwanshi, 2020).

Strategic challenges SMEs may experience
SMEs face many challenges regarding strategy implementation, and they must constantly strive to differentiate themselves from competitors. Some of the internal difficulties are the inability to entice new customers, resistance to change, preserving and maximising profitability, employee retention, lack of resources, poor leadership and organisational culture and inadequately embracing technology. Some of the external difficulties are stiff competition, government regulations, changing customer needs and unfavourable economic conditions (Aseka, 2014; Willmett, 2019).  

Recommendations
Primark should reconfigure their current website to establish a fully functional online shopping portal (Azad, 2013).
Continue opening stores in overseas markets and consider the world’s leading emerging markets which are Brazil, Russia, India, China and South Africa (BRICS). It has been estimated that during the next decade 70 percent of global economic growth will come from BRICS (Ibisbegovic, 2019).
Address market development and segmentation by extending products to suit a mature market (35 plus) or introducing a maternity range (Rohim, 2017).
Primark must be more transparent about their supply chain audit reports, uphold integrity, integrate more communication channels and outline their commitment to improving labour conditions. Collaborate with suppliers to develop effective, long-term relationships built on trust, pay them better rates and safeguard union representation (Hendriksz, 2017). 
Continue training and developing employees and workers in garment factories and strive to ameliorate their rights.
It is imperative for Primark to ameliorate their customer service operations. This will drive customer retention, according to research repeat customers spend 67 percent more with a business and its cheaper than new customer acquisition (Amaresan, 2019). 
Encouraging feedback and suggestions is beneficial for learning, engagement, product development, improvement and many more.
Mergers or acquisitions for growth prospects or building partnerships with Amazon or other major players.
Leaders must regularly monitor economic conditions that shape the industry.
The fashion industry is the third most pollutive industry on earth, it accounts for 10 percent of carbon emissions and 85 percent of textile waste (Howell, 2020). Consequently, Primark must contribute towards changing attitudes towards reducing, reusing and recycling.
Conclusion
Meticulously planned, well implemented strategies drive sustainability and strengthen a firm’s competitiveness which leads to success. Primark’s purpose, long-term goals, available resources, internal capabilities and knowledge about the external environment guide their values and decision-making (Torzhevskaia and Porasmaa, 2017).
There are many useful strategic management planning tools available which enterprises can use to decide where they want to be in the future and how they are going to get there.
This assignment appraised Primark’s vision to ascertain if it aligns with their present and future strategic objectives. The environmental analysis demonstrated the internal and external factors that affect Primark’s performance. Detecting threats assists Primark with developing strategies for survival, identifying opportunities assists Primark with developing strategies for growth. The stakeholder analysis is important for gathering information about any group or individual who could be influenced by the organisation in order to prepare strategies for managing relations with them. 

Primark is a well-established and financially successful fast fashion brand; their low-cost strategy continues to attract many customers. There are opportunities for growth and development in terms of modifying their website, expanding their global market share, exceeding customer expectations, championing workers rights and becoming more sustainable. Primark must be different, not better than the competition only then will customers truly favour them. Enterprises should not only be concerned about profits, they should also place great emphasis on people and the planet.
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