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[bookmark: _Toc224574695]1.0 Introduction 
Evaluating the macro-economic condition of a business is essential to identify key market considerations to maintain competitive advantages and sustainable growth. Key macro-environmental factors that affect business performance are economic growth, political stability of the market, environmental awareness, sociocultural change, technological development and legal standards (Gini and Agala, 2023). This report analyses the macro-environment of the fast fashion industry and discusses the strategic initiatives implemented by Zara as a pioneer organisation and Primark as a follower to deal with the macro-environmental changes. In order to provide critical analysis, this report has chosen main two macro-environmental factors that have affected the fast fashion industry including environmental awareness and socio-cultural shift in consumer behaviour. Along with that, this report also provides comparative analysis on how the identified macro-environmental factors have affected competitive positioning. 
[bookmark: _Toc224574696]2.0 Task 1: Macro-Environmental Analysis 
[bookmark: _Toc224574697]2.1 Industry and Organisational Context 
[bookmark: _Toc224574698]2.1.1 Industry overview 
The fast fashion industry is one of the rapidly growing industries targeting the young generation population. According to Encarnación and Roldán (2023), the fast fashion industry is mainly characterised by the availability of low-cost and high volume clothing and apparel collection. Due to maintaining its high-volume availability of the products, this industry depends on rapid production with extremely short product lifecycles of around two to three weeks (Centobelli et al., 2022). The fast fashion industry in the UK has reached a revenue of around 85.85 billion US dollars as of 2024, an increase of over 14.4 billion as compared to 2023 (Statista, 2026). However, due to the short product life cycle this industry has been criticised a lot for generating waste. As stated by Zhang et al., (2021), after the growth of this industry the UK people are buying more clothes than ever with an average person buying almost 26.7kg of clothes, causing an increasing rate of disposal of fast fashion items causing environmental pollution. Thus, to achieve sustainable growth the industry needs to focus on its sustainability practices. 
[bookmark: _Toc224574699]2.1.2 Organisational overview for Zara as pioneer 
Zara as a successful fashion market player has introduced fast fashion as a pioneer company to achieve competitiveness. In order to promote fast fashion, the company has offered rapid trendy clothing lines by redesigning its supply chain. Zara has reduced the product life cycle by 2 to 3 weeks, as compared to the general fashion items having 6 to 9 months (Jonwal, 2025). With effective business strategy, Zara has achieved a net profit of €6.22bn in 2025 with an increasing rate of 6% (Vimal, 2026). Other than that, Figueras (2025) has highlighted that as of the first quarter of 2025 the sales of Zara have grown by 5.1%. Thus, from the success story of Zara it can be evaluated that the company has managed its performance in the global market with effective strategic planning confirming its position as pioneer of this industry. 
[bookmark: _Toc224574700]2.1.3 Organisational overview of Primark as follower 
As compared to Zara, Primark is comparatively new in the fast fashion sector and acts as a follower. Primark mainly operates through physical retail stores to reduce the cost of global transport and delivery systems (Primark, 2026). Thus, the company heavily depends on its pertaining system across 400 stores around 14 countries and around 1,000 factories for managing production (Smith, 2025) [Refer to figure 1]. As of 2024, the company has achieved revenue of €9.5bn (Statista, 2025). According to Ivanov et al., (2017), Primark mainly focused on managing outsourced manufacturing and rapid production to reduce the operational costs, which allow the company to offer products at a cheap price to every customer. Thus, effective business strategies implied by Primark has established the brand as a successful follower of Zara in the fast fashion industry. 
[image: ]
Figure 1: Number of supplier factories for Primark 
(Source: Smith, 2025)
[bookmark: _Toc224574701]2.2 Analysis of Macro-Environmental Actor 1: Environmental awareness 
[bookmark: _Toc224574702]2.2.1 Impact on Zara 
Rising environmental awareness is a significant macro-environmental factor affecting the fast station industry. With the increasing number of fashion products consumption and high production level the amount of waste generated along with raw material wastage has increased a lot with approximately 26.5% global fabric waste (Akter et al., 2022). As a pioneer of the fast fashion industry with a strong global presence, Zara is in intense pressure of showcasing environmental responsibility. The company has taken initiative in the form of sustainability actions by launching a programme named ‘Join Life’ that focuses on using less water, sustainable packaging, sustainable raw material usage and eco-effective production procedure (Zara, 2026). However, Vassalo et al., (2024) have stated that managing sustainability for the fast fashion companies is competitively not attainable due to the consumption-driven nature of this industry. Focussing on reducing production waste, sustainable packaging and green supply chain could reduce the production speed and product turnover affecting the overall organisational growth. Considering this factor, it can be identified that by following sustainable strategies Zara could enhance its competitiveness and brand reputation. However, the company needs to be aware about certain threats including increasing environmental scrutiny, increased operational cost and making balance between sustainability and fast production cycle. 
[bookmark: _Toc224574703]2.2.2 Impact on Primark 
Similarly, as a part of the fast fashion industry, Primark also faces different sustainability concerns affecting its overall business practices. According to Biyada and Urbonavičius (2025), the growing pressure of environmental awareness often requires using recycled materials, extending garment life and sustainable cotton souring, which increase the operational cost. This increase in the operation cost affects the cost-leadership approach taken by Primark. Other than that, due to its overdependence on physical stores for selling, the main sustainability issue faced by Primark is huge greenhouse gas emissions caused due to transportation. As per the report published by Hendriksz (2017), 57% of its greenhouse gas emission was caused during transportation of goods. Thus, as compared to Zara, Primark faces more structural threats including high operational costs, huge dependency on transportation, risk of losing price competitiveness and managing a high amount of production. However, by sourcing sustainable cotton, using recyclable materials and by managing ethical practices the company could achieve higher market competitiveness. 
[bookmark: _Toc224574704]2.3 Analysis of Macro-Environmental Actor 2: Socio-cultural Shift 
[bookmark: _Toc224574705]2.3.1 Impact on Zara 
Socio-cultural shift in the post-COVID scenario has also affected the growth of the fast fashion industry. The main socio-cultural shifts affecting the selected industry are growth of e-commerce or online shopping, rising level of digital connectivity and concerns of ethical consumption (Gupta et al., 2023). According to Jangid (2022), as a pioneer of the fast fashion industry, Zara has successfully redesigned its marketing and sustainability strategies. The application of data-driven decision-making process, continuous customer survey and responsive supply chain enabled the brand to capture current fashion trends and changes in consumer perception leading to higher profitability (Holloway, 2024). However, the socio-cultural shifts regarding ethical consumption have created a negative impact on brand perception among the customers. For instance, as per the report published by (Petro, 2022) consumers are likely to pay even more to buy sustainable products and also increase demand for slow-fashion. However, as a fast fashion company Zara faces issues in managing its sustainability issues affecting overall brand recognition in the global market. In order to achieve long-term growth Zara could focus on using responsible supply chain and data-driven technologies to serve as an opportunity for achieving long-term growth. 
[bookmark: _Toc224574706]2.3.2 Impact on Primark 
Compared to Zara, the socio-economic shift has affected Primark more negatively. Primark majorly depends on physical stores retailing, which limits its capability in engaging with costumes. In the post-pandemic era, there is a sudden increase in the number of customers using online shopping. For instance, as per the report published by International Trade Administration (2023) the overall e-commerce sales in the UK has increased by 30% in 2025 as compared to 2024. Moreover, as of 2020, more than 87% of the UK population have confirmed the use of online channels for shopping (Statista, 2020) [Refer to figure 2]. Thus, by only involving physical store selling Primark has faced issues in establishing digital customer connectivity. Moreover, in terms of sustainability concerns among the customers, the company lacks transparent communication with the customers. For example, Primark does not transparently state the sources of their products or about the Code of Conduct maintained for the employees (Hendriksz, 2017). Thus, limited sustainability communications, weak digital engagement and limited supply chain transparency are the major threats affecting Primark. However, by maintaining affordability, online business channels and transparency in communication the company could overcome the threats for achieving long-term growth. 
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Figure 2: Growth of online purchasing intention 
(Source: Statista, 2020)
[bookmark: _Toc224574707]2.4 Summary of Comparative Analysis 
The comparative analysis between Zara and Primark regarding the impact of environmental awareness and socio-cultural changes highlights different strategic positioning of the companies. For instance, Zara experienced increased pressures in managing sustainability innovation and redesigning its fast fashion approach to adapt with the dynamic macro-environmental trends. On the other hand, Primark mainly faces structure issues in managing sustainability as it could raise operational costs and reduce the price-based competitive advantages gained by the company. The analysis further highlights that both the companies need to respond to evolving consumer demands in terms of ethical consumption and sustainability. Along with that, in-terms of socio-cultural shifts, Zara has achieved a comparative advantage over Primark. In response to changes in consumer attitude Zara has implemented strategies like digital engagement, data-driven decision-making and sustainability practices. In contrast, Primark faces more threats due to dependency on retail store selling and limited digital connections with the company. 
[bookmark: _Toc224574708]3.0 Task 2: Strategic Response Evaluation 
[bookmark: _Toc224574709]3.1 Evaluation of the Zara’s Strategic Responses 
[bookmark: _Toc224574710]3.1.1 Analysis of the responses made by Zara to macro-environmental factors 
In order to manage the influence of environmental awareness and socio-cultural shifts Zara has successfully combined innovation with sustainability. With the launch of ‘Join Life’ initiatives, Zara has successfully reduced the water consumption by 25% as compared to 2020 and has also started to use Natural Fiber Welding (NFW) for production, as an alternative to synthetic or animal leather (Zara, 2026). 
[bookmark: _Toc224574711]3.1.2 Porter’s Generic Strategies to evaluate competitive approach by Zara 
As per Porter's generic strategies, Zara has adopted a differentiation focus to maintain its competitiveness. The focus towards differentiation allows Zara to focus on providing trend-driven fashionable clothes with product innovation and close brand positioning. According to Sajith et al., (2025), in majority cases other fast fashion brands focus on achieving success through price competitiveness, where Zara has maintained competitiveness by implementing a vertical integrated supply chain that can respond to high design responsiveness, sustainable sourcing and a fast product turnover. This approach enables Zara to produce ever-changing collections that suit the changing customer preferences due to the inclusion of different social media channels setting global trends. Along with that Zara provides moderate prices for the products to be affordable to the mass consumers (Jangid, 2022). Thus, the differentiation strategy helps the brand to maintain brand loyalty among the customers by managing product perception value. 
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Figure 3: Porter’s generic strategies 
(Source: Subrahmanyam and Arif, 2019)
[bookmark: _Toc224574712]3.1.3 Ansoff’s Growth Matrix to evaluate growth strategies by Zara 
The growth strategy of Zara mainly aligns with the two components of Ansoff’s growth matrix including market penetration and product development. Zara releases its products for only two-three weeks and updates the fashion style as per the trends, which have been effective in market penetration (Xie and Yang, 2023). In order to maintain the wardrobe trendy and stylish, the company keeps track of global trends and also collects real-time consumer feedback, which is a good product development strategy (Casciani et al., 2022). Other than that, Zara has invested in maintaining smooth online operations that have been effective in developing digital connections with customers providing omnichannel experience. Moreover, in terms of product development, the company has started to use eco-friendly raw materials in response to growing environmental awareness (Parker-Strak et al., 2025). These initiatives have helped Zara to successfully adapt to the macro-environmental changes affecting the fast fashion sector in the UK. 
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Figure 4: Ansoff’s strategy 
(Source: Ferreira and Marques, 2024)
[bookmark: _Toc224574713]3.1.4 Critical assessment of the strategies implied in sustaining growth and competitive advantage 
From the analysis, it can be highlighted that Zara could continue achieving competitiveness from the market by following strategic differentiation and growth strategies. However, to achieve sustainable growth and competitiveness, it is necessary to balance short production cycles and sustainability strategies.
[bookmark: _Toc224574714]3.2 Evaluation of the Primark’s Strategic Responses 
[bookmark: _Toc224574715]3.2.1 Analysis of the responses made by Primark to macro-environmental factors 
As compared to Zara, Primark has made steady progress in response to environmental and socio-cultural shifts. The company has mainly introduced initiatives like Primark Cares ensuring sustainable cotton sourcing, enhanced garment durability and limiting greenhouse gas emission (Primark, 2023). However, there are still gaps in online business management like unavailability of direct online shopping facilities by the company negatively affecting its performance. 
[bookmark: _Toc224574716]3.2.2 Porter’s Generic Strategies to evaluate competitive approach by Primark 
As of Porter’s Generic Strategies, Primark has mainly followed cost leadership strategy to maintain its competitiveness. The company is aimed at offering fashionable clothes at extremely low costs by performing large-scale outsourced manufacturing, low marketing budgets and basic inventory management (Wang, 2023). The company mainly focuses on managing a very low operational cost to reduce the product price as compared to other competitors. However, the company still faces issues in managing low operational costs due to the incorporation of sustainability demands as raised by the customers (Hendriksz, 2017). Despite the sustainability challenges, the cost-leadership method has become effective in providing competitiveness to Primark. 
[bookmark: _Toc224574717]3.2.3 Ansoff’s Growth Matrix to evaluate growth strategies by Primark 
Market penetration and market development are the key growth strategies implied by Primark as per the Ansoff’s growth matrix. The company performs market penetration by offering products at a much lower price than its competitors, which is effective in appealing customers to buy in high volume even in the existing market (Wang, 2023). On the other hand, for market development aspects the company focussed on aggressive increase in the number of retail outlets in Europe, North America and other foreign markets. Although the company was entirely based on a store-centered model, Primark has recently introduced their online services named ‘Click & Collect’ (Ologunebi, 2023). This method is a combination of online and in-store purchasing experience, where customers can purchase a product online, but they have to collect the product by themselves from nearby stores in the UK. Thus, these strategies facilitate expansion of the customer base of Primark through managing affordability as the core value proposition of the company.
[bookmark: _Toc224574718]3.2.4 Critical assessment of the strategies implied in sustaining growth and competitive advantage
The analysis reveals that although the low-cost production and physical retail strategy have guided Primark to receive competitiveness in the market, the constant sustainability pressure and absence of digital retailing could hamper its performance in the market. Therefore, Primark needs to reinforce sustainability strategies and digitalisation along with managing operational efficiency and affordability to attain sustainable growth and competitiveness.
[bookmark: _Toc224574719]3.3 Comparative Evaluation and Synthesis 
Comparative analysis between the strategic intervention done by Zara and Primark reveals that there are strategic differences between the companies regarding their response towards environmental and social-cultural shifts. The analysis reveals that the strategic focus of Zara lies in differentiation and innovation. Through focusing on these pillars the company has implemented vertical supply chains for managing huge production within a short time and ‘Join Life’ programme for managing sustainability (Jangid, 2022). On the contrary, Primark has mainly focussed on managing cost leadership for competitiveness by depending on massive outsourcing and lower operational costs (Hendriksz, 2017). However, environmental awareness has created more concerns for Primark as compared to Zara as following sustainability requirements increase the overall production costs for Primark. Therefore, Zara is more adaptable in implementing strategies as per the requirements of dynamic macro-environment, but Primark is more dependent on operational efficiency to remain competitive and this company is more vulnerable towards macro-environmental changes.
[bookmark: _Toc224574720]4.0 Conclusion 
In conclusion, among the different macro-environmental forces environmental awareness and socio-cultural changes are the main two factors affecting the fast fashion industry. This study reveals that there are differences in making strategic decisions between Zara as pioneer and Primark as follower. Zara primarily focuses on managing differentiation, innovation and sustainability for competitiveness, whereas Primark focuses on cost leadership and operational efficacy for managing competitiveness. 
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