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[bookmark: _Toc215072965][bookmark: _Toc218685704] Chapter 1: Introduction
[bookmark: _Toc215072966][bookmark: _Toc218685705]Research Background
As one of the largest vertically integrated retailers of fashion in the world, Zara, the Group’s flagship brand, has a number of outlets totaling over 5,407 stores, children and home divisions worldwide, spread across 96 nations (Inditex, 2025). The brand has been known to have a fast-fashion concept, which enables the business to design, create and deliver new products to its stores in a span of two weeks, which is much faster than the six-month cycle of the traditional retailers (Forbes, 2025). Zara and Zara Home achieved a net sales amount of almost 28 billion euros, 10.2 billion of which are through online channels, showing the size and extent of operations integration (Statista, 2024; Inditex, 2025). Such large-scale operations bring opportunities and challenges to organisational culture which is central in the translation of strategic priorities into the operation practices. According to Inditex reports, the key competencies are the talent of the employees, customer focus and responsiveness, which are supported by cross-functional teams, store-logistics feedback loops, and logistics infrastructure investments, including the Zaragoza II distribution hub (Wijethilake et al., 2023). The organisational culture is the foundation of operational agility and constant improvement of the Zara, but the demands of the fast-fashion model, like speed, cost-control, and the demands of sustainability create tensions that can impact the wellbeing of the employees and the long-term development of the talents (Roll, 2021; Osman et al., 2023). On the whole, to assess the ways in which Zara remains efficient, flexible to the changes in the market, and competitive with the majority of fashion companies in the world, it is crucial to comprehend the role of organisational culture (Rožman et al., 2023).
[bookmark: _Toc215072967][bookmark: _Toc218685706]Problem Statement
Although Zara is a successful company of global scale and the relevance of the organisational culture in aiding the efficiency of its operations, employee engagement, and customer satisfaction is recognised, a significant gap in the academic literature examining the concrete impact of cultural values on its business activities is present. The fast-fashion paradigm will introduce automatic conflicts among speed, cost-effectiveness, staff welfare, and sustainability, which can lead to cultural and operational inconsistencies in overall performance (Wijethilake et al., 2023). The importance of culture as the driver of responsiveness, innovation, and talent development is already reported in existing corporate reports, but the processes according to which these cultural dimensions are converted into quantifiable operational results are not explored properly (Roll, 2021; Osman et al., 2023). Additionally, little data exists on the strategies of Zara and other fashion companies to use organisational culture to create a balanced business efficiency, creativity, and sustainability. These dynamics are essential in exploring how culture influences decision-making, worker engagement, and business achievement and the ways of overcoming cultural-related conflicts and improving organisational effectiveness (Rožman et al., 2023).
[bookmark: _44b6xz9wk8l6][bookmark: _Toc215072968][bookmark: _Toc218685707]Research Aim
The research aims to investigate how organisational cultural values influence Zara’s core business operations, identify the challenges in aligning culture with operational goals, and explore cultural practices that enhance operational performance in the global fashion industry.
[bookmark: _1xtmcy8mu8lb][bookmark: _Toc215072969][bookmark: _Toc218685708]Research Objectives
· To examine how organisational cultural values influence and support Zara’s core business operations.
· To identify the challenges Zara faces in aligning its organisational culture with its operational goals in the global fashion industry.
· To explore cultural practices that can enhance operational performance within the fashion industry.
[bookmark: _prm726gq4vmo][bookmark: _Toc215072970][bookmark: _Toc218685709]Research Questions
· RQ1: How do cultural values influence and support Zara’s business operations?
· RQ2: What are the key challenges Zara encounters in aligning its organisational culture with its operational objectives within the global fashion industry?
· [bookmark: _279b0p3qorck][bookmark: _5gknnfznwt2]RQ3: Which organisational cultural practices are most effective and recommended in enhancing operational performance in the fashion industry?
[bookmark: _Toc215072971][bookmark: _Toc218685710]Overview of the Research Method
This paper followed a systematic review method by investigating the role of business organisational culture in business operations with Zara as the case in point. Articles in the English language that were published between 2005 and 2025 were accessed in Scopus and Google Scholar through Boolean search terms on the theme of organisational culture and business operations. The selection of studies was in accordance with PRISMA, and the duplicates were eliminated using EndNote and title, abstract, and full-text screening to evaluate the relevance. A standardised template was used to extract data, and appraise the quality of the study using CASP checklist. Since the contexts and measures were heterogeneous, the findings were synthesised in narrative form and categorised into three themes namely cultural influences on operational performance, employee engagement and innovation, and cultural implementation challenges. This approach guaranteed both transparency and rigour as well as offered strong evidence on the importance of organisational culture in Zara and the retail industry in general.
[bookmark: _Toc215072972][bookmark: _Toc218685711]Rationale of the Study
The rationality of the present study is based on the fact that organisational culture is a vital determinant of business performance and survival, especially in a dynamic and competitive industry like the retail industry (Tokatli, 2018). Zara being a global leader in the fast-fashion industry is a good example of how cultural values, practices and norms influence the efficiency of operations, staff interaction, inventions, and customer satisfaction (Alonso-Logroño and López-Escolano, 2025). Nevertheless, although much has been written about organisational culture, ensure on the synthesis of the empirical evidence that relates certain cultural dimensions to the performance of operations in large and complex retail organisations is still missing. Through a systematic review of literature, the study presented an evidence-based response to how the organisational culture of Zara drives performance, points out the best practices and also what challenges may be encountered when integrating culture with strategic goals. The results are to be used by certain academic conversations as well as by the management practice to provide practical insights on how organisations aiming at maximising operations via cultural alignment can achieve this.
[bookmark: _Toc215072973][bookmark: _Toc218685712]Outline of the Dissertation
The dissertation will be categorised into five chapters in order to present a holistic view of how organisational culture contributes to the business operation of the Zara.
Chapter 2 contains the literature review, which includes theoretical models of organisational culture, its effects on performance and operational efficiency, cultural practices in the retail industry, and the gaps in the existing research on Zara.
Chapter 3 outlines the research methodology, which follows a systematic review strategy, where eligibility criteria, database search strategy, study selection, data extraction, quality assessment, and narrative synthesis of results were used, as well as the ethical considerations and limitations.
Chapter 4 includes results and discussion, which are categorised in thematic order to investigate the impact of culture on operational performance, employee engagement, innovation, and the issues or stressors of fast-fashion requirements.
Lastly, Chapter 5 talks about the main findings in terms of theory and practice as well as offers practical recommendations on how culture can be used to enhance organisational operation results, discusses limitations of the study, proposes future research directions.


[bookmark: _Toc215072974][bookmark: _Toc218685713]Chapter 2: Literature Review
[bookmark: _Toc215072975][bookmark: _Toc218685714]Introduction
This chapter aims at critically assessing the academic and empirical literature that is available concerning organisational culture, and its effects on business activities, especially in the global fashion industry. It seeks to be able to lay down a theoretical basis of comprehending how cultural values influence organisational behaviour, decision-making and performance with particular reference to the operational practices at Zara (Wijethilake, Upadhaya and Lama, 2021). The review offers answers to the questions of how innovation, efficiency, and employee engagement can be promoted by cultural alignment, as well as what the obstacles to cultural congruency in different markets are to multinational fashion retailers. The analysis will serve as the conceptual basis of the framework of this study and informs the latter methodological approach by establishing the gaps in the current research and the ways in which this study will cover the literature gap in the discussion of organisational culture and operational performance (Mingaleva et al., 2022; Obeng et al., 2024).
[bookmark: _Toc215072976][bookmark: _Toc218685715]Research Areas / Topics (Critical Review)
In this section, the major research areas and controversies expected to be addressed are critically discussed in relation to organisational culture and its implications on business activities, especially the fashion industry. It assesses divergent views on the role of cultural values in organisational performance, operational efficiency, and employee behaviour, and points of disagreement and agreement in the literature. Through these discussions, the paper reveals the gaps and areas of disagreement that apply in the context of the discussion on how Zara aligns culture with its global operational strategies.
[bookmark: _Toc215072977][bookmark: _Toc218685716]Definition of Key Concepts
In order to give clarity and focus to this study, it is important to define the main concepts that are of central point in this research. Organisational culture is defined as values, beliefs, norms, and practices shared by the members of an organisation that influence their behaviour and decision-making process (Bogale and Debela, 2024). Business operations involve the activities, processes, and strategies in which a firm manufactures goods or provides services and convey value to the customers. Cultural alignment refers to the degree, to which the organisational culture promotes, as well as reinforces its operational goals and strategic objectives (Graham et al., 2022). Lastly, operational performance is the effectiveness and efficiency of an organisation in accomplishment of its business goals, which may be productivity, innovative and market responsiveness. These definitions form a conceptual base on the analysis of the way the culture of Zara impacts its working practices (Petropoulos et al., 2025).
[bookmark: _Toc215072978][bookmark: _Toc218685717]Theoretical Frameworks of Organisational Culture
The organisational culture has been one of the primary interests of management research, and many theoretical models have been created to learn about the development, impact, and impact of the organisational culture on the business activities (Pedraza-Rodriguez et al., 2023).
[image: Founder Leaders and Organization Culture: A Comparative Study on Indian and  American Founder Leaders Based on Schein's Model of Organizational Culture  - Mamatha S.V., Geetanjali P., 2020]
[bookmark: _Toc218685486]Figure 1 Model of Organisational Culture by Schein (2010)
[bookmark: _Hlk218684777]The most popular, as one of the models, is the Model of Organisational Culture by Edgar Schein (2010), which theorises culture into three layers artifacts, espoused values and underlying assumptions. Artifacts are the visible structures and processes in an organisation; the espoused values are those that are stated as the norms and strategies and underlying assumptions are the deeply held beliefs that one possesses that direct behaviour without his awareness. The framework by Schein is most applicable to the current research because it enables one to deeply explore the visible and invisible aspects of the Zara culture to gain insights into the ways in which the layers contribute to operational choices and practices in the global markets (Dimitrov, 2013).

[image: ]
[bookmark: _Toc218685487]Figure 2 The Culture Dimensions Theory (Hofstede, 2001)
[bookmark: _Hlk218684940]The other powerful strategy is the Culture Dimensions Theory (2001) of Hofstede which was initially applied to national cultures but is currently being applied to organisational contexts. The dimensions that Hofstede describes include power distance, individualism versus collectivism, uncertainty avoidance, masculinity versus femininity, long-term orientation, and indulgence versus restraint that determine organisational norms and employee behaviour. Using this framework to analyze Zara allows evaluating the impact of cultural values on decision-making, operational efficiency, and the capacity to react to the changing market environment, i.e., hierarchy, risk tolerance, and collaboration (Petropoulos et al., 2025).
[image: ]
[bookmark: _Toc218685488]Figure 3 Model of Corporate Culture by Deal and Kennedy (1982)
[bookmark: _Hlk218685200]The Model of Corporate Culture by Deal and Kennedy (1982) focuses on the relationship between risk and feedback speed and classifies organisations under four different cultural types: tough-guy machismo, work-hard/play-hard culture, bet-your-company culture and process culture. The model can be applied in the analysis of the fast-fashion business conducted by Zara, where the speed, responsiveness, and risk-taking are the key elements in gaining competitive advantage. This perspective on the culture of Zara assists in understanding how cultural characteristics favor or prevent the nimbleness of operations, innovations, and align strategies with strategic goals (Yang, 2025).
[image: A glance at the competing values framework of Quinn and the Miles & Snow  strategic models: Case studies in health organizations | Revista Portuguesa  de Saúde Pública]
[bookmark: _Toc218685489]Figure 4 The Competing Values Framework (CVF) (Cameron and Quinn, 2006)
[bookmark: _Hlk218685272]Moreover, the Competing Values Framework (CVF) by Cameron and Quinn (2006) gives an extensive instrument to evaluate the organisational culture basing on two variables: flexibility or stability and internal or external focus to yield four archetypes of cultural types, namely, clan, adhocracy, market, and hierarchy. This framework would be applicable especially when one is conducting an evaluation of the operational strategies of Zara as it relates to cultural orientation. As an example, the hierarchy (formal procedures) and adhocracy (flexibility introduced by innovation) could be the key to the fast design-to-retail experience, which Zara has developed.
Taken together, these theoretical models provide a multi-dimensional perspective on organisational culture, which allows taking a subtle look at the internal environment of Zara. They have informed this study through the conceptual means of providing the tools needed to determine the impact of cultural values, norms and practices on the operational performance, strategic decisions and the competitiveness of the company in a fast-paced and globalised fashion industry (Baena, 2024). Through the combination of the information in these frameworks, the research will be able to logically connect theoretical ideas with empirical data, and it is possible to engage in the critical analysis and practical suggestions (Tandon et al., 2025).
[bookmark: _Toc215072979][bookmark: _Toc218685718]The Role of Culture in Business Operations and Performance
It is widely accepted among academic literature that organisational culture is one of the key factors influencing how business is conducted, and its performance as a whole, though discussions persist on the degree to which it has such an effect, and how it does it (Vasumathi et al., 2025). Experts like Schein (2010) and Kotter and Heskett (1992) believe that an effective and well-fitted culture improves the efficiency of the operations, employee engagement and strategic consistency which subsequently leads to increased organisational performance. In this regard, culture is not only symbolic but a functional tool that guides behaviour and aids decision making and helps organisations to be effective in responding to the market dynamics.
On the other hand, there are those scholars who argue that the effect of culture has been overemphasised or hard to separate with other organisational factors, including leadership, market situation, or availability of resources (Roper and Pettit, 2002). In one example, Cameron and Quinn (2011) point out that a culture fit may not lead to high performance in the event that the operational structures and strategic processes are poorly designed. Equally, empirical information presented by Trice and Beyer (1993) suggests that cultural change projects are not always translated into quantifiable changes in the operational performance owing to opposition, lack of compatibility or pressure.
There also arise controversies around the context-specificity and universality of the role of culture. Whereas some models, e.g. the Hofstede dimensions, postulate that certain organisational aspects of culture always have an impact on organisational performance, others state that the impact of culture depends on the industry, the size of the organisation, and the geographical factors (Schneider et al., 2013). In the rapid-fashion industry, such as speed of operation, innovation, and flexibility, informal cultural practices can have a greater impact on them than official policies, and thus the relationship between culture and performance can be more intricate and dynamic (Yordanova et al., 2025).
Lastly, researchers argue about the level of balance in cultural strength and flexibility. Coherent and powerful culture can help to increase efficiency and identity but is also likely to restrict flexibility and responsiveness in the quickly evolving markets. This contradiction is especially applicable to international fashion retailers such as Zara, in which the ability to succeed in operations relies on the cultural congruence of the local market needs with the global strategic goals (Ng et al., 2025).
On the whole, the literature suggests that organisational culture is an essential determinant of the operational behaviour and performance, yet it does not have linear and universal impacts. This subtle relationship has to be interpreted through the attentive consideration of the contextual aspects, cultural alignment procedures, and the interaction between formal organization and informal practices, which are the focal point of the current research of Zara.
[bookmark: _Toc215072980][bookmark: _Toc218685719]Cultural Alignment in Multinational Fashion Retailers
Cultural alignment, which can be defined as the extent to which organisational values, norms and practices are conducive to organisational operational and strategic goals has been recognised as a highly important success factor in multinational corporations, including fashion retailers (Tampio, 2023). In his studies, Hofstede (2001) and Schein (2010) focus on the fact that the alignment of organisational culture with business strategy allows companies to be consistent, increase the level of engagement among the employees, and promote the effectiveness of their operations within a variety of geographic markets. Cultural alignment will also be of particular significance in the example of multinational fashion retailers, which should find the balance between the global brand image and the adaptability to local market demands, customer behaviour, and legal conditions (Florea et al., 2025).
Nevertheless, scholarly discussions indicate that there are serious issues in establishing and sustaining cultural conformity in multinational activities. Although other scholars claim that standardisation of organisational culture worldwide enhances cohesion and efficient work, others also state that strict compliance with home-country culture can lead to the lack of flexibility and responsiveness to markets (Schneider et al., 2013). The dilemma between being able to retain a consistent corporate culture and being able to tailor and fit in the cultural environment is exacerbated in the case of fashion retailers like Zara which deals with various cultural and economic settings. According to empirical research, the inability to attain cultural alignment may lead to operational inefficiency, miscommunication, and diminished employee commitment, especially in those areas with cultural practices that have a significant difference with the organisational core (House et al., 2004).
There are also debates on the mechanisms on how cultural alignment could be implemented. Other scholars believe in formal policies, training programmes and codified procedures to inculcate desired values whilst others believe in informal practices, leadership behaviours and symbolic actions to entrench culture to a great effect (Trice and Beyer, 1993). The fast fashion sector is a high-paced environment where formal mechanisms may not be enough, because the speed of operations and innovation demand the ability to practice culture more flexibly, which can be adapted to local directions without affecting the general brand identity (Tampio, 2023).
Cultural alignment is also observable in the context of Zara where the company has managed to have a cohesive corporate culture even when it is operating in various international markets. The centralised design and production model used in Zara is indicative of a strong home-country culture that has prioritised speed, efficiency, and innovation which is continuously reinforced in the course of international operation (Roper and Pettit, 2002). Meanwhile, the company also responds to cultural alignment by changing to local market taste by means of responsive merchandising, regional management practices, and customer-focused approaches to show a flexible approach to cultural alignment. This equilibrium enables Zara to realize efficiency in its operations, fast turnaround rates, and consistency of its brands, as well as the ability to adapt to the specific cultural and consumer needs of the particular markets. In this perspective, the analysis of Zara can demonstrate the feasibility of the issue of cultural alignment in the context of multinational fashion retail and its practical value to the organisation due to its better strategic positioning and the practicality of organisational culture and operational performance (Serrat, Arribas-Ibar and Erdoğan, 2025).
On the whole, the literature indicates that cultural alignment of multinational fashion retailers is an ambiguous situation-specific process that has to be balanced between global consistency and local flexibility. On the one hand, the alignment can improve the performance of the working operations and the consistency of strategy; on the other hand, its realization requires the ability to manage cultural diversity, custom-made approaches, and consistent supervision, which are the main aspects to consider when comprehending the global operations and strategic positioning of Zara.
[bookmark: _Toc215072981][bookmark: _Toc218685720]Comparative Insights from Luxury Brands
The analysis of the luxury fashion brands offers some insight into the ways in which the organisational culture can impact business processes and performance in manners that could be used to inform the strategy practised by Zara (Tam and Lung, 2024). Luxury brands like Louis Vuitton, Gucci and Chanel tend to focus on the culture of craftsmanship, exclusivity and heritage, which is infused in all of their operational choices, product design to the customer experience. This emphasis on robust cultural values guarantees quality and brand identity consistency and customer perception, which also attests to the contribution of culture in maintaining a competitive advantage in a highly differentiated market (McKinsey & Company, 2023; Roper and Pettit, 2002).
According to academic literature, unlike low-end fashion retailers, luxury brands are based on a culture, which emphasizes long-term brand equity and operational control which is oftentimes meticulous, highly centralised processes, and high hierarchy (Kapferer and Bastien, 2012). Nevertheless, such brands also have adaptive cultural behaviours, e.g. strategic localisation of marketing plans or shopping experiences, which suggests that flexibility in a robust cultural context is the key to international success.
In comparison with luxury brands, Zara demonstrates several important lessons, which are the necessity to integrate cultural values in the working process, the necessity of clear alignment of culture and the strategy, and the advantages of strong core values and market-specific flexibility (Wijethilake, Upadhaya and Lama, 2021). Although Zara works in the high-speed, mass-market sector and applies similar principles, a similar approach, like uniform cultural messages, involvement of employees in the operational priorities, and responsiveness to local markets can make the operations more efficient and more perceptive (Yang, 2025). The knowledge can be used as a basis in proposing cultural practices which can reinforce the operational performance and competitive positioning of Zara in global fashion retail.
[bookmark: _Toc215072982][bookmark: _Toc218685721]Conceptual Framework
[image: ]
Figure: Conceptual Framework Linking Organisational Culture to Operational Performance
This theoretical framework gives a holistic picture of the way the organisational culture affects business operation and performance in Zara. It shows that the main cultural values used by the company including innovation, speed, collaboration, and employee engagement directly influence the main working processes, including design-to-retail cycle, supply chain efficiency, and inventory control. All these processes alongside the behaviour and commitment of the employees helps to create a greater operational efficiency and Zara can react fast to the market trends and make good use of the resources. The framework also highlights the moderating effect of cultural alignment as a key element, but ascertains that the global culture of the organisation is continuously reinforced but at the same time flexible to the various cultural and consumer-based situations in the foreign market. This model can be used to illustrate how a well-integrated and strong culture can be used as a competitive advantage, enhance the image of the brand, increase customer satisfaction and sustain business success in the competitive and fast-moving global fashion industry.
[bookmark: _Toc215072983][bookmark: _Toc218685722]Conclusion
The literature analysis has shown that organisational culture plays a critical role in determining business activities and performance, especially within the multi-national fashion retailing companies. Research emphasizes how cultural fit, employee engagement, and operational efficiencies are important in developing competitive advantage. However, several gaps remain. To start with, a significant part of the available literature is devoted to luxury brands or generic organisational environment, with very little empirical research being conducted on fast-fashion retailers, such as Zara. Secondly, as much as theoretical frameworks show the mechanisms by which culture affects performance, not much has been done to show the working mechanisms in very dynamic and globalised markets. Third, there is a lack of research on the trade-off between global cultural consistency and the local market adjustment in particular, and the operational outcomes that can be measured. This systematic review aims to cover such gaps by critically examining the role of organisational culture in the context of fast-fashion activities, and more precisely Zara as a case study. It will undertake an effort to integrate knowledge among theoretical frameworks, cross-cultural comparisons, and empirical research in an effort to formulate a subtle perception of cultural values, alignment, and operational practices as part of determining organisational performance. In such a way, the review will underpin the conceptual framework and further empirical study and make a contribution to the study of the culture-driven operational excellence in multinational fashion retail on the practical and theoretical levels.


[bookmark: _Toc215072984][bookmark: _Toc218685723]Chapter 3: Research Methodology
[bookmark: _Toc215072985][bookmark: _Toc218685724]Introduction
This chapter presents the research methodology used in conducting the research to determine how the organisational culture affects the way of doing business at Zara. The research employs systematic review design that combines both qualitative and secondary data in order to understand the impact of cultural values on the operational effectiveness, difficulties in ensuring that the culture fits the strategic direction, and lessons learnt by luxury fashion brands. The chapter describes the research philosophy, research design and research approach which is followed by detailed procedures of data collection including data sources, eligibility criteria, study selection, extraction, and quality appraisal (Cooper, 1984; Gough et al., 2017; Page et al., 2021). The ethical considerations such as the integrity of research and mitigation of bias are also addressed based on the recognised guidelines (Suri, 2020; Wager and Wiffen, 2011; UWTSD, 2022). This chapter presents a clear guideline of the approach used, which will guarantee trustworthiness and validity of the results and connect them to the purpose of the research.
Research philosophy describes the beliefs and assumptions that determine the ways in which knowledge is comprehended, interpreted, and created in a research (Tsang, 2016). It defines methodological approach, type of data obtained and methods of analysis. In organisational research, the philosophy used is of great importance in ensuring consistency between the research objectives, questions and methods.
[bookmark: _Toc215072986][bookmark: _Toc218685725]Research Philosophies and Assumptions
This paper is based on an interpretivist research philosophy, which focuses on the interpretation of social phenomenon in the lens of organisational settings and participants. Since the study is concerned with Zara organisational culture and its impact on the business activities, the interpretivist approach is reasonable because culture as such is subjective and contextual and depends on the human behaviours and interactions (Tsang, 2016). Interpretivism gives the opportunity to focus on the cultural values, the practices of operations, and the difficulties in finding the ways to align the culture with the strategic objectives instead of defining these phenomena by the values of real numbers.
The constructivist assumption used in the study is also based on the fact that organisational reality is a product of shared experiences, perceptions, and practices (Gough et al., 2017). This is in accordance with the study objective of establishing the influence of Zara cultural values on the operational decision-making and performance. The study does not oversimplify and appreciates the contribution of organisational actors in developing and upholding culture by identifying that culture is multifaceted and context based.
Lastly, the study is conducted based on the pragmatic assumption that different sources of evidence, such as the case studies, literature review, and comparative analysis, may offer valid information regarding the organisational culture and its practical effects (Cooper, 1984; Page et al., 2021). The philosophy orientation will guarantee the flexibility in choice of methodological tools without undermining the rigour, which will help the study to generate meaningful conclusions that would be useful in informing both theory and practice in the fashion industry.
[bookmark: _Toc215072987][bookmark: _Toc218685726]Research Design
Research design can be defined as the general approach and plan that will combine the research objectives, questions, and methods to ensure that the study will yield valid, reliable, and relevant results (Gusenbauer and Gauster, 2024). It offers a guideline to systematize the process of data gathering, analyzing and interpretation in a way that does not compromise the identified research philosophy or assumptions.
The proposed study will employ a qualitative, and explanatory case study design that is specific to Zara, which will provide an opportunity to analyse the interaction of the organisational culture and the business running in detail. A case study is especially appropriate since it allows studying complex, context-specific phenomena, including cultural values and functioning in real organisational environments (Foster & Jewell, 2017). By means of the systematic review of secondary sources, such as scholarly literature, industry reports, and case studies of other similar luxury fashion brands, the research will draw the insights both into internal cultural practices and into the trends in the industry.
It is a systematic and structured design that follows the laid-down procedures relating to literature-based research (Boland, Cherry and Dickson, 2017; Page et al., 2021). It involves the strictly defined procedures of information sourcing, selection of the study, extraction of data, evaluation of its quality, and synthesis, which guarantee reliability and reproducibility of the results (Afifi, Stryhn and Sánchez, 2023; Shaheen et al., 2023). Through merging case study emphasis with systemic review techniques, the research design will balance depth and breadth in the sense that it will offer a holistic view of the impact of organisational culture on operational effectiveness of Zara and offer opportunities to harmonise this with strategic goals.
In general, this research design guarantees the study being methodological, theoretically and practically relevant, which will make it possible to make evidence-based conclusions on the role of the organisational culture in improving business performance in the global fashion industry.
[bookmark: _Toc215072988][bookmark: _Toc218685727]Research Approaches
Research approach means a logic or reasoning used in the development of theory and analysis of data, which is usually subdivided into deductive, inductive, and abductive (Tsang, 2016). The choice of the right approach will guarantee the consistency of the research philosophy, the goals and the methodology discussed in Section 3.2 and 3.3.
In this research, the inductive research approach is employed, a philosophy that is in line with the interpretivist philosophy as discussed in Section 3.2. Induction focuses more on the development of theories based on observed patterns and phenomena and less on testing hypotheses. Being a complex, context-based, and human-influenced phenomenon, an inductive approach helps the study to produce the insights directly due to the investigation of Zara practices and comparison with the literature regarding the luxury fashion brands (Gough, Oliver and Thomas, 2017).
Section 2.2.2 provides theoretical frameworks, including the Model of Organisational Culture by Schein, the Cultural Dimensions by Hofstede, Cultural Type by Deal and Kennedy, and the Competing Values Framework (Cameron and Quinn, 2006), which are used in the analysis without restricting the results to the fixed outcomes. Such frameworks give conceptual prism of expressing the visible and unseen cultural factors, which the research then uses to draw patterns in the ways in which Zara culture shapes the operational decisions and business performances of the company.
The integration of inductive reasoning with a logical overview of secondary sources allows developing contextually based insights in the study to determine the correlation between cultural values, operational efficiency, and strategic alignment. This will guarantee flexibility, facilitate subtle knowledge and produce viable arguments that can improve organisational performance within the international fashion sector.
[bookmark: _Toc215072989][bookmark: _Toc218685728]Data Collection Methods
This study adopts a secondary data collection method, relying on existing literature, industry reports, case studies, and relevant academic publications to explore the role of organisational culture in Zara’s business operations. Given the research objectives, secondary data provides a comprehensive, reliable, and accessible source of information, enabling the examination of cultural practices, operational strategies, and comparative insights from luxury fashion brands without the constraints of primary data collection. The systematic review approach ensures that data is collected in a structured, transparent, and reproducible manner, following established guidelines for information sourcing, study selection, extraction, and synthesis (Afifi, Stryhn & Sánchez, 2023; Page et al., 2021; Shaheen et al., 2023). The following subsections detail the sources, search strategies, inclusion criteria, extraction procedures, quality assessment, and data synthesis methods employed in this research.
[bookmark: _Toc215072990][bookmark: _Toc218685729]Information Sources and Search Strategy
The research employed several valid and peer-reviewed secondary data to provide sufficient coverage of the subject. The main databases were searched in Scopus and Google Scholar that were chosen due to the large index of the academic literature and the high-quality publication in journals. Moreover, to obtain the hands-on experience of the operations strategies and the cultural practices of Zara in the global fashion industry, the industry reports of reputable fashion and business analytics organisations were included.
An effective search method was adopted, and specific keywords and Boolean operators were used in order to find useful research. The keywords were based on the objectives of the research and conceptual frameworks presented in Section 2.2.2, which comprised organisational culture, business operation, Zara, fast fashion, and operational efficiency. The use of, AND, OR and NOT was done to group search terms effectively, narrowing results and to ensure the results obtained were relevant and focused.
Credibility, reliability, and relevance of all sources were filtered, and preference was made to peer-reviewed journal articles, industry authorities, and recognised academic texts (Boland, Cherry & Dickson, 2017; Gusenbauer & Gauster, 2024). This methodology guaranteed that the resulting data was of quality and suitable to be analyzed systematically, which forms a strong basis in extracting, synthesizing and interpreting the results in the future.
[bookmark: _Toc215072991][bookmark: _Toc218685730]Eligibility Criteria
In order to have the relevancy and quality of data in this study, clear inclusion and exclusion criteria were set. 
[bookmark: _Toc218685491][bookmark: _Toc218685595][bookmark: _Toc218685667]Table 1 Article Inclusion and Exclusion Criteria
	Criterion
	Inclusion
	Exclusion

	Population / Subject
	Studies focusing on organisational culture, business operations, and management practices in the fashion or luxury retail sector
	Studies unrelated to organisational culture, general management in non-fashion sectors

	Publication Type
	Peer-reviewed journal articles, authoritative industry reports, case studies, and books
	Non-peer-reviewed articles, blog posts, opinion pieces, and grey literature without verification

	Language
	Publications in English
	Non-English publications

	Publication Date
	Studies published from 2005 onwards to capture contemporary practices
	Studies published before 2005

	Relevance
	Research directly analysing cultural impact on operational efficiency, strategic alignment, or business performance
	Studies not addressing culture’s role in organisational or operational outcomes

	Geographical Context
	Global fashion brands, with emphasis on international operations and cross-cultural perspectives
	Studies limited to unrelated industries or localised small-scale businesses with no relevance to global operations


[bookmark: _Toc215072992][bookmark: _Toc218685731]Study Selection and Data Extraction
The PRISMA 2020 framework was used in the selection of the study as it was necessary to guarantee a systematic, clear, and reproducible study selection process (Page et al., 2021). The preliminary search in Scopus, Google Scholar and industry reports provided a wide range of possibly useful studies. The process of screening was done in two phases. To begin with, titles and abstracts were checked to filter out the studies that were obviously not relevant to the aims of the research, including those ones that did not deal with organisational culture or the functioning of the fashion industry. Second, full-text screening was conducted to screen the rest of the studies according to the eligibility criteria provided in Section 3.5.2. This strict procedure led to selection of 50 studies to be included in the systematic review.
A structured tabulation method was used in data extraction to extract important information in each study. The data were extracted; the index number, name of the author(s), publication year, title, methodology, and essential themes of the data that were relevant to the organisational culture, operational efficiency, and strategic alignment. This systematic extraction provided ease in comparing the studies, identifying general patterns and drawing conclusions to answer the research questions. The systematic and standardised methodology provided consistency, reliability, and accordance with best practices in systematic reviews in data collection (Afifi, Stryhn and Sánchez, 2023; Shaheen et al., 2023).
[bookmark: _Toc215072993][bookmark: _Toc218685732]Quality Assessment and Risk of Bias
To control reliability and validity of the studies that will be incorporated in the systematic review, quality assessment was performed by applying the Critical Appraisal Skills Programme (CASP) checklist. CASP offers a systematic approach to assessing research studies, which includes such points as clarity of research objectives, suitability of the methodology, rigour in the data collection, the credibility of the research findings, and relevance to the research questions (Shaheen et al., 2023). Inclusion was done by means of executing a detailed appraisal on every study to be included in the study, and the checklist instructed to evaluate the quality of the methods used and the possibilities of biases.
This was done by assessing whether the research design was appropriate to help in answering the study goals, whether the data collection and analytic processes were well articulated and suitable, and whether the evidence provided supported the conclusion made. There was specific focus on reporting transparency, findings consistency and limitation or confounding factors that might interfere with interpretation. Research articles with low quality methodology or high risk bias were either eliminated or critically annotated during synthesis to avoid biasing of the overall conclusions.
Through a systematic implementation of CASP, the study was able to support the analysis of organisational culture and how culture affected the operations practised at Zara with only strong and valid evidence. This has not only improved the internal validity of the review but also reduced the possibility of bias, thus contributing to the creation of credible, practical implications in the academic and practical environment in the fashion industry (Afifi, Stryhn and Sánchez, 2023; Foster and Jewell, 2017).
[bookmark: _Toc215072994][bookmark: _Toc218685733]Data Synthesis
The information obtained on the sampled studies was analysed in qualitative manner based on narrative synthesis. This study is especially suitable to be analyzed by the method of narrative synthesis since the results of the work of various sources may be integrated and interpreted (academic articles, industry reports, case studies, etc.), and it is not necessary to statistically aggregate them (Cooper, 1984; Gough, Oliver and Thomas, 2017). This method allows grasping the overall picture of the impact of organisational culture on business operations, the difficulties in matching culture with strategic goals, and insights of luxury fashion brands, which could be applicable to Zara.
The synthesis was done through the systematic arrangement of the extracted data based on the main themes, which included cultural values, operations, leadership impact, innovation practices, and global market responsiveness. The similarities, differences and trends among studies were found and critically reviewed to build an evidence based story. Comparisons to theoretical frameworks by Section 2.2.2, such as the Model by Schein, Cultural Dimensions Model by Hofstede, the Cultural Types Model by Deal and Kennedy, and the Competing Values Framework were used to interpret the results on a structured way.
Narrative synthesis made the study contextualise qualitative information, find the connections between cultural variables and the results of operations, and outline the best practices and issues in the fashion industry. The approach provided a conceptual consistency in the findings, practicality and relevance, and was well aligned with the research goals, which was to be used as a strong base on which future analysis and suggestions regarding the organisational culture and organisational operational strategy of Zara would be made.
[bookmark: _Toc215072995][bookmark: _Toc218685734]Ethical Implications and Constraints
Systematic reviews are no exception: ethical considerations play a significant role in upholding the integrity, credibility, and social responsibility of any research study (Suri, 2020; Wager and Wiffen, 2011). Even though this study uses solely secondary data sources, ethical requirements are also core, especially in the proper representation of original researches, prevent any misinterpretation and transparency in the selection and synthesis of the data.
The research follows the desired principles of research integrity, which are set by the University of Wales Trinity Saint David (UWTSD, 2022), such as honesty, responsibility, and proper source attribution. Peer-reviewed publications, industry reports, and case-studies have been used to extract all the information, which has been correctly referenced, giving due credit to the original authors and eliminating any form of plagiarism. Also, care was observed in not selectively reporting issues through the application of inclusion and exclusion criteria (Section 3.5.2) and critical review of studies based on quality and bias (Section 3.5.4).
Limitations of this study are that it will use secondary data that is available and thus may not be able to get proprietary or unpublished data of Zara or other fashion brands. Publication bias also exists, whereby the studies with positive or significant results are easier to contact compared to the ones stating null results. In order to address these threats, the paper has used various sources such as industry reports as well as various peer-reviewed publications and has used the methods in the review process in a structured and transparent manner.
In general, the combination of strong ethical considerations and approach to the methodological limitations help this study to make its findings credible, accountable, and reproducible to contribute to the creation of the valid insights into the role of organisational culture in the business activities of Zara.


[bookmark: _Toc218685735]Chapter 4: Findings and Discussion
[bookmark: _Toc218685736]Introduction
This chapter reports the results and discussion of the systematic review on organisational culture and its role in the business operation of Zara and fashion industry. It is started by a PRISMA flow diagram that shows how the process of study identification, screening, and selection is conducted, and then a summary of included articles is presented. The chapter then offers a narrative summary of the main findings in the research questions and how cultural values impact operations, the difficulty of harmonising culture with operational objectives and the suggested cultural practises to improve performance. Lastly, the results are also addressed in reference to the known theoretical frameworks, and the evidence is critically interpreted and its implications on both practise and theory are discussed.
[bookmark: _Toc218685737]Overview of the Database Search Result and Article Selection
[image: ]
[bookmark: _Toc218685490]Figure 5 PRISMA Flow Diagram of Article Screening and Selection (Page et al., 2021)
The systematic review was done according to the PRISMA guidelines in identifying and screening studies, as well as assessment of eligibility and inclusion. During the identification stage, 292 articles were first obtained in the electronic databases, 267 in Scopus and 25 in Google Scholar. Having eliminated 15 repetitions, 277 distinct records were left to be further evaluated.
The titles and abstracts of these 277 records were assessed against the inclusion criteria during the screening stage and 183 records that were not relevant to the research objectives were eliminated. This resulted in 94 articles to which full report was requested. Among them, 19 of these reports were not retrieved and 75 full-text articles were obtained to conduct a thorough eligibility evaluation.
During the eligibility phase, 25 full-text articles were filtered out due to certain reasons: Zara was not the main focus in 7 studies, organisational culture was not in the 5 studies, the impact on the business operations were not discussed in 6 studies, 4 articles were non-empirical or opinion-based, and 3 were duplicates or otherwise irrelevant.
Lastly, during the inclusion stage, 50 studies were included in the systematic review and met all the criteria. The quality of these studies was assessed based on CASP checklist and 5 studies were rated as low quality, 21 medium quality, and 24 high quality (see Appendix, Table 3).
On the whole, this PRISMA procedure illustrates an organised and clear method of choosing the pertinent and high-quality literature to review the role of organisational culture in the business operations of Zara and the fashion industry in general.
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[bookmark: _Toc218685738]Key Characteristics and Themes of the Studies Included (N = 50)
[bookmark: _Toc218685492][bookmark: _Toc218685596][bookmark: _Toc218685668]Table 2 Summary of the Reviewed Articles
	ID
	Author(s) and Publication Year
	Article Title
	Methodology
	Themes

	
	
	
	
	RQ1: Influence of Cultural Values on Operations
	RQ2: Challenges in Aligning Culture with Operations
	RQ3: Cultural Practices Enhancing Operational Performance

	1
	Aftab et al., 2018
	Super Responsive Supply Chain: the Case of Spanish Fast Fashion Retailer Inditex-Zara
	Qualitative case study / secondary data analysis
	Emphasis on speed, flexibility, and responsiveness supports vertically integrated, centrally coordinated supply chains for rapid market adaptation.
	Managing high product variety and demand uncertainty while ensuring operational consistency globally.
	Fostering cross-functional collaboration, responsiveness, centralised IT coordination, and modular design/production/logistics.

	2
	Aibar-Guzmán et al., 2022
	Do codes of conduct really mean a change in corporate practices with regard to human rights? Evidence from the largest garment companies worldwide
	Media analysis of human rights violations and corporate responses across major garment companies including Inditex
	Commitment to human rights, ethics, and CSR embeds legitimacy into organisational culture.
	Gap between codified human rights policies and supply chain practices, posing reputational risks.
	Integrating human rights and ethics into daily operations with monitoring and enforcement.

	3
	Alonso-Logroño and López-Escolano, 2025
	Following in the Footsteps of Inditex: Relocation and Adaptation of Urban Retail as a Competitive Strategy in Its Value Chains
	Case study with a focus on urban retail store locations and value chain adaptation, examining Inditex’s (Zara) strategies in Zaragoza, Spain
	Focus on customer experience, innovation, and brand prestige underpins urban store strategy, digital integration, and omnichannel services.
	Balancing rapid store adaptation with centralised supply chains, maintaining brand consistency, and managing prime-location costs.
	Customer-centric innovation, digital resource integration, and adaptive store formats.

	4
	Baena, 2024
	The shift from fast fashion to socially and sustainable fast fashion: The pivotal role of ethical consideration of consumer intentions to purchase Zara
	Mixed-methods: content analysis and consumer survey; Stakeholder theory
	Sustainability, ethical consumption, and social responsibility shape operational and strategic decisions, enhancing consumer trust.
	Reconciling fast-fashion speed and volume with sustainable, ethical, and transparent practices.
	Embedding sustainability, transparent CSR communication, and stakeholder engagement.

	5
	Borozan, 2020
	Human resources management function in company Zara S.A.
	Case study / Secondary analysis of HRM practices
	Fairness, ethics, and structured HR practices support employee motivation and consistent service delivery.
	Adapting HR processes to technological change, e-commerce growth, and disruptions while maintaining standards.
	Ethics, standardised training, career development, and motivational HR practices.

	6
	Caro and Gallien, 2010
	Inventory management of a fast-fashion retail network
	Quantitative operational research: stochastic sales model + mixed-integer program; pilot experiment in stores
	Efficiency, speed, and responsiveness support data-driven inventory allocation and distribution.
	Extremely short product life cycles, stock-out policies, and global inventory alignment.
	Centralised decision-making, quantitative models, and continuous process optimisation.

	7
	Caro et al., 2010
	Zara Uses Operations Research to Reengineer Its Global Distribution Process
	Applied operations research; optimisation modelling; large-scale controlled field experiment
	Values of precision, analytical rigour, and continuous improvement enable sophisticated decision models.
	Resistance to data-driven systems and integrating complex optimisation without slowing responsiveness.
	Acceptance of analytical decision-making, cross-functional collaboration, and field trials experimentation.

	8
	Carugati et al., 2018
	Speed-to-fashion: Managing global supply chain in Zara
	Case-based analysis presented at IEEE conference; focus on global supply chain and service innovation
	Speed, responsiveness, and service innovation allow rapid reaction to volatile fashion markets.
	Coordinating global supply chains, managing volatility, and balancing speed with cost/risk control.
	Integration of design, production, and retail, rapid information flows, and supply chain coordination.

	9
	Crewe, 2017
	The Geographies of Fashion
	Literature review; geographical and socio-economic analysis of fashion supply chains; case studies of international fashion brands
	Emphasis on speed, proximity, and supply chain control supports concentrated production and rapid turnover.
	Managing international supply chain complexity, balancing local/global production, and social responsibility.
	Localised production hubs, supply chain monitoring, and socio-economic impact awareness.

	10
	Cui and Fan, 2021
	The Corporate Social Responsibility Strategy in Fast Fashion Industry: Case Company Zara
	Case study / Secondary analysis of CSR reports
	Social responsibility and ethical operations enhance operational credibility and customer loyalty.
	Misalignment between CSR commitments and practices, risking reputation and operational goals.
	Authentic CSR integration, environmental sustainability, and ethical labour standards aligned with operations.

	11
	Dudarenko, 2024
	Improving onboarding of international employees in order to build a cohesive team in the clothing industry in Finland: case company Zara
	Mixed-methods (quantitative surveys + qualitative interviews)
	Diversity, equity, and inclusivity shape team cohesion, engagement, and cultural alignment.
	Integrating international employees, language barriers, and aligning newcomers with cultural/operational standards.
	Structured onboarding, role-specific training, continuous feedback, and inclusive environment.

	12
	Duoyan, 2021
	Research on ZARA Strategy from the Perspective of SWOT Analysis Method
	SWOT analysis (secondary data)
	Efficiency, rapid response, and innovation underpin design and production operations.
	Maintaining product quality, avoiding brand plagiarism, managing expansion, and sustaining brand loyalty.
	Innovation culture, AI/digital tool adoption, and rapid design-to-market cycles.

	13
	Duque-Rengel et al., 2024
	Digital management of employer branding in companies in Spain and Portugal
	Qualitative, descriptive case study; content analysis of web portals and LinkedIn
	Talent attraction and engagement, supported by transparency, collaboration, and digital adoption, enhance operational alignment.
	Maintaining consistent digital employer branding and authentic employee narratives globally.
	Digital platforms for branding, showcasing employee experiences, and transparent communication.

	14
	Gallien et al., 2015
	Initial Shipment Decisions for New Products at Zara
	Quantitative modelling; development of a decision support system; dynamic optimisation; global controlled field experiment
	Data-driven decision-making, experimentation, and rapid learning enable flexible inventory allocation.
	Managing local demand uncertainty while maintaining speed and low inventory culture.
	Evidence-based decisions, continuous sales monitoring, forecast updating, and controlled experimentation.

	15
	García-Álvarez, 2014
	Analysis of the effects of ICTs in knowledge management and innovation: The case of Zara Group
	Case study methodology
	Knowledge sharing, co-learning, and rapid adaptation, facilitated by ICTs, support fast fashion responsiveness.
	Effective ICT integration across departments to sustain innovation and production cycles.
	Leveraging ICTs for knowledge management, co-learning, and rapid product/process innovation.

	16
	Gupta and Gentry, 2018
	Evaluating fast fashion: Fast Fashion and Consumer Behaviour
	Conceptual/overview chapter; analysis of industry trends, micro- and macro-level perspectives
	Rapid trend adoption, consumer responsiveness, and “newness-seeking” mindset drive urgency and sales.
	Balancing rapid inventory turnover with supply chain reliability, sustainability, and labour ethics; limited stock risks dissatisfaction.
	Agile supply chains, just-in-time inventory, rapid product renewal, and careful merchandising.

	17
	Jimenez and Ruffolo, 2025
	A Comparative Content and Linguistic Analysis of Stakeholder Engagement Disclosure within the Fast Fashion Industry: The Whos and Whats of Website Communication
	Corpus-based discourse analysis of CSR disclosures on company websites
	Transparency, accountability, and inclusivity shape stakeholder engagement and trust.
	Maintaining credibility when CSR claims are scrutinised; balancing promotion with genuine responsibility.
	Inclusive communication, ethical supply chains, and transparent reporting.

	18
	Karadoğan, 2021
	Working conditions and protective measures in multinational companies during the pandemic: The case of Inditex
	Survey of Inditex employees and literature review on multinational companies and working conditions
	Operational continuity and crisis resilience underpin business performance.
	Conflicts between employee protection and fast-paced production during crises.
	Employee protection measures, crisis preparedness, and health-focused protocols.

	19
	Keshavarzpour et al., 2021
	The Role of Psychological Needs and Types of Branding Behaviors on Brand Identification by the Customer (Case study: Zara brand customers)
	Quantitative, descriptive-correlational study; survey of 385 Zara customers; structural equation modelling (PLS)
	Belonging, self-confidence, and individual independence foster strong consumer–brand relationships.
	Maintaining consistent brand meaning across cultures while aligning product availability, quality, and pricing.
	Reinforcing consumer identity, encouraging participation, and promoting psychological engagement.

	20
	Kim and Woo, 2021
	Global fashion retailers’ responses to external and internal crises during the COVID-19 pandemic
	Case study based on secondary data, applying Corporate Social Responsibility (CSR) contribution types and Situational Crisis Communication Theory (SCCT) to Zara, H&M, and Uniqlo
	Social responsibility and community engagement guide external crisis management.
	Balancing CSR to communities with internal workforce management under constraints.
	Transparent communication, stakeholder engagement, and proactive CSR practices.

	21
	Li, Liu and Zhou, 2024
	Digital Transformation of Supply Chain Management in the Fast Fashion Industry: a Case Study of Zara
	Case study (secondary data, qualitative analysis)
	Agility, innovation, and responsiveness underpin supply chain strategy and decision-making.
	Integrating digital tools, coordinating global suppliers, and adapting traditional practices to fast-moving environments.
	Innovation promotion, continuous learning, and technology adoption.

	22
	Lopez et al., 2022
	Digital value chain restructuring and labour process transformations in the fast‐fashion sector: Evidence from the value chains of Zara & H&M
	Case study using Labour Process Theory combined with Global Value Chain analysis
	Efficiency, technology integration, and task standardisation streamline operations and responsiveness.
	Labour de-skilling and tensions between workforce engagement and operational goals.
	Employee awareness, participatory decision-making, and equitable digital labour management.

	23
	Machado, 2024
	Role Of Human Resources in Performance Management of Employees in Retail Industry
	Qualitative interviews with 4 HR managers across retail organisations
	Employee engagement is influenced by tech-driven performance management and goal setting.
	Aligning HR strategies with operational targets while maintaining engagement.
	Structured HR strategies, tech-supported performance management, and continuous feedback loops.

	24
	Martins et al., 2023
	Exploring Racial Diversity in Fashion Brand Advertising: An Instagram-Based Study of Three Prominent Brands
	Content analysis of Instagram posts (Jan 2020–Jan 2022) for three brands: H&M, Lefties, Zara
	Inclusivity and racial diversity in marketing reflect social sensitivity and equitable representation.
	Maintaining consistent diversity globally, avoiding tokenism, and aligning brand messaging with societal expectations.
	Diverse representation, audience monitoring, and inclusive marketing content.

	25
	Mazaira et al., 2023
	The role of market orientation on company performance through the development of sustainable competitive advantage: the Inditex‐Zara case
	Case study of Zara within the Inditex group, examining organisational culture and market orientation
	Market orientation, responsiveness, and customer-centric values support operational strategies.
	Consistent application across global markets while integrating with fast-paced operations.
	Continuous customer feedback, agile supply chain management, and internal responsiveness culture.

	26
	Milan et al., 2014
	Creative Marketing Strategies H&M Vs Zara
	Comparative case study; qualitative analysis of marketing strategies within a globalisation context
	Globalism, standardisation, and trend convergence enable centralised decision-making and rapid international dissemination.
	Balancing global standardisation with local cultural sensitivity and marketing relevance.
	Integrated global marketing, real-time information sharing, and marketing–operations alignment.

	27
	Mishra and Dodke, 2024
	ZARA: Technological Influence on Becoming the Fashion Industry’s Market Leader
	Qualitative secondary data case study
	Technology-driven culture emphasises agility, innovation, and customer responsiveness.
	Balancing creativity with technological efficiency and maintaining store-level autonomy.
	Embedding technology, accelerating design-to-sale cycles, customer-centric analytics, and continuous innovation.

	28
	Okafor and Wang, 2025
	Quick Response Manufacturing (QRM) in Zara
	Case study/analysis; Strategic Information Systems (SIS) as enabler; literature review of competitive and supply chain factors
	Speed, efficiency, and responsiveness support Quick Response Manufacturing and adaptability to fashion trends.
	Managing volatility, demand unpredictability, and aligning speed with sustainability and cultural sensitivity.
	Speed prioritisation, supply chain collaboration, customer-focused planning, and flexible manufacturing.

	29
	Orcao and Ramos-Pérez, 2015
	Global production chains in the fast fashion sector, transports and logistics: the case of the Spanish retailer Inditex
	Case study; geographical and logistical analysis of Zara’s global supply network; secondary and primary unpublished data from logistics hub
	Speed, responsiveness, and coordination across global production and logistics enable fast fashion operations.
	High dependence on energy/transport costs, logistical complexity, and maintaining quick delivery globally.
	Integrated logistics, centralised distribution, and supplier cluster utilisation.

	30
	Özdağoğlu et al., 2024
	Applications of MCDM methods for the assessment of sustainable development: a case study of fashion textile group
	Multi-Criteria Decision-Making (MCDM) methods—combined consensus solution method and multi-attribute ideal real comparative analysis—applied to four years of sustainability data (2018–2021) for a multinational clothing company (Inditex group)
	Environmental responsibility, social adequacy, and transparency support systematic sustainability assessment.
	Consistent data collection, aligning sustainability indicators with operational decisions, and stakeholder engagement.
	Structured quantitative methods, multi-criteria sustainability integration, and continuous improvement.

	31
	Pandiarajan, 2021
	Case 10: Zara-Inditex – Fast Fashion Done Right
	Case study approach examining Zara’s operational efficiency, growth, and competitive strategy
	Operational excellence, continuous innovation, and market responsiveness support fast fashion capabilities.
	Sustaining growth and profitability amidst global competition and volatility.
	Rapid product turnover, agile supply chains, and continuous process/product innovation.

	32
	Ruan, Sang and Zeng, 2022
	Research on ZARA’s Business Environment and Marketing Strategies in China
	Mixed-method case study; PEST analysis, Porter’s Five Forces, and 7P marketing model; secondary data and graphical analysis
	Speed, trend-awareness, and consumer-centric innovation guide operations and marketing in China.
	Adapting global fast-fashion culture to local political, economic, and social contexts while maintaining brand identity.
	Localised marketing strategies and operational adaptation to consumer/environmental factors.

	33
	Ruiz et al., 2025
	Leading in silence: a psychobiography of Amancio Ortega’s leadership and organizational impact
	Psychobiographical analysis using multiple secondary sources (biographies, corporate documents, academic research)
	Leadership values of humility, discipline, and observation foster strategic learning, adaptability, and operational coherence.
	Sustaining alignment under low-visibility leadership and executing strategic goals globally.
	Behavioural coherence, attentive observation, disciplined decision-making, and indirect influence.

	34
	Serrat, Arribas-Ibar and Erdoğan, 2025
	Fast Fashion Sector: Business Models, Supply Chains, and European Sustainability Standards
	Exploratory web-based analysis of ESG disclosures and sustainability reporting (ESRS, GRI) across fast fashion brands
	Environmental responsibility and sustainability influence ESG-aligned operational decisions.
	Transitioning to circular models, reconciling rapid production with sustainability, and ESG compliance.
	Embedding sustainability practices, transparency, circular economy thinking, and resource efficiency.

	35
	Sitaro, 2020
	Fast Fashion and Sustainability - the Case of Inditex-Zara
	Document analysis of Inditex Annual Report and sustainability literature
	Efficiency, rapid responsiveness, and growth drive fast fashion operations.
	Fast fashion culture conflicts with sustainability and social responsibility goals.
	Increasing transparency, integrating realistic sustainability initiatives, and aligning ethics with operations.

	36
	Suradkar and Chanana, 2024
	A Study of Inclusivity in the Fashion and Textiles Industry
	Mixed-methods: literature review and survey of Indian consumers on inclusivity perceptions
	Inclusivity and diversity influence marketing and product strategies, supporting global appeal.
	Maintaining authenticity, addressing pricing perceptions, and operational consistency.
	Inclusive product lines, diverse marketing, and local consumer preference consideration.

	37
	Sutanto, 2024
	Service Quality Analysis to Increase Customer Satisfaction at Zara Outlets in Capital City
	Quantitative survey using Importance Performance Analysis (IPA); sample size 100
	Customer centricity and employee responsiveness support high service quality.
	Gaps in employee knowledge/confidence and physical store quality affecting satisfaction.
	Training to enhance employee knowledge, confidence, and improving store/facility quality.

	38
	Tokatli, 2008
	Global sourcing: insights from the global clothing industry—the case of Zara, a fast fashion retailer
	Qualitative industry and case study analysis; economic geography perspective
	Speed, flexibility, and variety influence sourcing and production, enabling rapid trend response.
	Managing geographically dispersed suppliers while maintaining speed, quality, and coordination.
	Flexible sourcing, supplier coordination, and recognition of emerging competencies.

	39
	Tokatli, 2018
	Fashion, functionality, and the contemporary consumer
	Qualitative case study; analysis of corporate narratives, popular media sources, and secondary data on Zara
	Trend-tracking and rapid replication support fast-fashion agility.
	Aligning rapid trend copying with ethical and sustainable operations.
	Collective trend awareness, rapid communication, operational efficiency, and real-time demand monitoring.

	40
	Tokes, 2022
	The Digital Brand Identity of Fast-Fashion Brand Zara: A Case Study
	Content analysis of Zara’s brand website, Inditex website, and Instagram page
	Consistent digital brand communication reinforces identity and operational coherence.
	Digital identity gaps affecting stakeholder perception and employee engagement.
	Ensuring complete, credible digital brand identity across platforms.

	41
	Ton et al., 2009
	Zara: Managing Stores for Fast Fashion
	In-depth qualitative case study; longitudinal organisational analysis; field interviews and internal company data
	Store-driven autonomy, rapid decision-making, and continuous feedback support operational responsiveness.
	Balancing decentralisation with global consistency and labour efficiency pressures.
	Empowering store managers, bottom-up communication, combining data with human judgement, reinforcing norms.

	42
	Veliyath, 2025
	Does a Feedforward Orientation Provide Competitive Advantages Under Disruptive Conditions? A Review of Control Literature with an Illustrative Case
	Literature review with illustrative case of Zara
	Proactive strategic thinking and feedforward control embed responsiveness into operations.
	Translating feedforward practices globally while sustaining dynamic capabilities.
	Feedforward orientation, strategic foresight, and dynamic capability development.

	43
	Viardot, 2014
	Always Trust the Customer: How Zara has Revolutionized the Fashion Industry and Become a Worldwide Leader
	Case study
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[bookmark: _Toc218685740]The Influence of Organisational Cultural Values on Zara’s Core Business Operations (RQ1)
 At Zara, organisational cultural values are the focus of the main source of core business operations. Among the most evident ones is speed, responsiveness, and flexibility that allow the company to quickly respond to the new fashion trends, implement fast replenishment cycles, and have short product lifecycles in its supply chain and retail stores (Aftab et al., 2018; Carugati et al., 2018; Crewe, 2017). This cultural focus on agility is also supported by operational procedures that provide the ability to make a decision fast in design, production, and distribution which makes Zara competitive in dynamic fashion markets (Duoyan, 2021; Okafor and Wang, 2025; Orcao and Ramos-Perez, 2015).
In line with the responsiveness is efficiency and process optimisation, which facilitates standardisation, integration of technology and data-based decision-making in the operational model of Zara (Caro and Gallien, 2010; Caro et al., 2010). Zara is able to use the principle of efficiency embedded in its organisational culture to maintain fluidity in inventory allocation, accuracy in production planning, and coordination across the global operations (Lopez et al., 2022; Sitaro, 2020). This efficiency is supported by technological adoption, such as inventory visibility and digital task management tools, which allow Zara to minimise operational redundancies and become more responsive to the market (Yip and Huang, 2016).
Customer-centricity and market orientation is another important cultural aspect that contributes to the operational focus of Zara such as its concentration of stores in urban areas, omnichannel development, and trend-driven product selection (Alonso-Logrono and Lopez-Escolano, 2025; Mazaira et al., 2023). Zara can synchronise its operations with the expectations of customers by incorporating the feedback of the latter into the design and the store-level decision-making, thereby gaining trust and building loyalty (Ruan et al., 2022; Viardot, 2014; Xi and Zhang, 2025). This customer approach also gives way to quick adoption of trends and the feeling of urgency in the marketplace which supports the fast-fashion model of Zara (Gupta and Gentry, 2018; Sutanto, 2024).
Another underlying cultural value that can be used to support the operational excellence at Zara is innovation and technology adoption. Digitalisation, data-driven experimentation, and rapid integration of IT help organisations in planning their agile production, delivering omnichannel services, and improving operations continuously (Mishra and Dodke, 2024; Gallien et al., 2015; Pandiararajan, 2021; Machado, 2024; Li, Liu and Zhou, 2024). Bringing together the use of technology and cultural beliefs on agility and responsiveness, Zara has been able to achieve operational efficiency without losing its main fast-fashion abilities.
Simultaneously, ethical practises, social responsibility, and sustainability are also getting more deeply integrated into the Zara culture, thus affecting the CSR-related activities, sustainability measurements, sustainability-related sourcing, and the involvement of stakeholders (Aibar-Guzman et al., 2022; Cui and Fan, 2021; Kim and Woo, 2021). Not only do these values increase brand legitimacy at Zara but operational decisions are also guided by environmental and social standards to promote long-term consumer trust and loyalty (Ozdagoglu et al., 2024; Serrat, Arribas-Ibar and Erdogan, 2025; Zaveri, Mooi and Ozturan, 2026; Silva and Saraiva, 2025; Baena, 2024).
Inclusion, engagement, and human capital development of employees are also critical in facilitating operational effectiveness. Cultural values that focus on diversity, equity, inclusion, and collaboration increase team cohesion, quick feedback loops, and alignment between employees and organisational goals (Borozan, 2020; Duque-Rengel et al., 2024; Dudarenko, 2024; Martins et al., 2023; Veliyath, 2025; Suradkar and Chanana, 2024). Incorporation of such values into the day-to-day operations has helped Zara to ensure consistency in the operations and to improve flexibility in the international destinations.
Moreover, the globalism and the centralised decision-making process allow Zara to sustain the standardisation, coordinate global operations, and spread fashion trends in various markets within a short time (Milan et al., 2014; Crewe, 2017; Tokatli, 2018). These cultural values make the operational decisions to be coherent, scalable yet maintain flexibility to be locally adapted.
Lastly, operational coherence and the broader fast-fashion strategy is supported by leadership and organisational ethos, which are values of transparency, accountability, humility, and strategic learning (Ruiz et al., 2025; Jimenez and Ruffolo, 2025; Tokes, 2022). Leaders instil these values throughout operations, which encourages a culture of unceasing enhancement and receptiveness that forms the foundation of Zara competitive edge.
To conclude, the agile, efficient, customer-focused, innovative, ethically responsible, employee-engaged, global, and strategic leadership organisational culture of Zara directly influences the business practises and contributes to the fast-fashion business model of the company. Every cultural value is reflected in the operational decisions of supply chain coordination to store-level implementation to make sure that Zara is responsive, innovative, and aligned with consumer expectations in different global markets.
[bookmark: _Toc218685741]Challenges in Aligning Zara’s Organisational Culture with Operational Goals in the Global Fashion Industry (RQ2)
[bookmark: _v45kwufihu0e][bookmark: _Toc215072996] Zara is currently struggling with the fact that its organisational culture, that is based on speed, responsiveness, and trend-driven operations, is not congruent with its operational objectives on a global scale. The quick-paced nature of the culture in the company may also clash with the necessity to be consistent, as stores and markets located in geographically distant areas may have conflicting interests, and the need to make decisions quickly and decentralise them can make it challenging to manage inventory and standardise the brand (Aftab et al., 2018; Caro and Gallien, 2010; Gallien et al., 2015; Tonne et al., 2009; Tokatli, 2018). The complexity of a global supply chain only worsens these issues because Zara has to deal with unpredictable demand, logistical unpredictability, and supplier heterogeneity and ensure speed, cost-efficiency, and product quality (Carugati et al., 2018; Okafor and Wang, 2025; Orcao and Ramos-Perez, 2015; Zhang, 2024).
Another key problem is the conflict between the conventional fast-fashion culture at Zara and the sustainability or corporate social responsibility (CSR) initiatives. The need to achieve environmental, social, and ethical standards can be incompatible with quick production cycles and lean operations, and the mismatch between the promise of CSR to the general population and the real operations can damage the reputation and the trust of the stakeholders (Baena, 2024; Cui and Fan, 2021; Jimenez and Ruffolo, 2025; Serrat et al., 2025; Sitaro, 2020; Silva and Saraiva, 2025). Simultaneously, technological integration is a challenge, as Zara will need to embrace digital tools, data-oriented solutions, and ICTs without delaying the responsiveness that lies at the core of its competitive edge, not to mention the need to maintain the human-focused nature of customer service and store-level decision-making (Caro et al., 2010; Garcia-Alvarez, 2014; Li, Liu and Zhou, 2024; Mishra and Dodke, 2024; Yip and Huang, 2
Another area of tension is human resources management where the company must manage the HR strategies to be in line with the rapid operations change, technological adoption and the diversity of the workforce globally. This involves making sure there is a consistent employee engagement, ethical labour practises, and cultural alignment between the various markets, and it supports the objective of the operations, which is speed and efficiency (Borozan, 2020; Dudarenko, 2024; Machado, 2024; Lopez et al., 2022; Veliyath, 2025). It is also difficult to sustain a consistent brand image and cultural fit in the various markets, especially when it comes to making sure that workplace storeys, customer experience and marketing communications are all consistent and aligned with the intended brand meaning and values (Keshavarzpour et al., 2021; Duque-Rengel et al., 2024; Milan et al., 2014; Tokes, 2022; Zhang, 2024).
Lastly, Zara should overcome crises and outside shocks that also continue to put pressure on culture-operations fit. Unpredictable circumstances that have emerged due to the COVID-19 pandemic, political scandals, and other unstable events on the market have highlighted the complexity of balancing employee safety, operational continuity, and brand reputation (Karadogan, 2021; Kim and Woo, 2021; Xi and Zhang, 2025; Pandiararajan, 2021). Together, these issues highlight that, although speed and responsiveness is a culture that gives Zara a competitive edge, it needs to be continually aligned with operational requirements in the world, ethical requirements, technological uptake, and crisis management to keep this company successful in the world of fashion.
[bookmark: _Toc218685742]Cultural Practices Recommended to Enhance Operational Performance in the Fashion Industry (RQ3)
 The literature indicates that there are various cultural practises that greatly contribute to the performance of operations in Zara and other fashion brands, which focus on the importance of collaboration, agility, innovation, and ethical integration. The cross-functional cooperation and open communication become the initial practises, and the research focuses on the fact that the establishment of close interaction between design, production, retail, supply chain, and marketing teams will allow adapting to the needs of the market in a timely manner and enhance alignment of operations (Aftab et al., 2018; Caro et al., 2010; Carugati et al., 2018; Viardot, 2014; Tonne et al., 2009; Yip and Huang, 2016 Fast internal communication, combined with bottom-up feedback loops, will make sure that the emergent trends among consumers and operational issues are addressed quickly, thereby minimising the number of delays and increasing responsiveness (Tokatli, 2018; Milan et al., 2014; Ruiz et al., 2025).
Agility, flexibility and responsiveness are always pointed out as the major facilitators of operational performance. By preserving the culture of focusing on flexible sourcing, flexible manufacturing, and flexible inventory management, brands will be able to adapt quickly to the shifts in consumer demand and market conditions (Aftab et al., 2018; Tokatli, 2008; Okafor and Wang, 2025; Gupta and Gentry, 2018; Pandiarajan, 2021). Agile supply chains, just-in-time inventory management, and quick product renewal are especially important to fast-fashion models such as Zara since they contribute to the efficiency of operations and speed-to-market of new collections (Gupta and Gentry, 2018; Mazaira et al., 2023; Alonso-Logrono and Lopez-Escolano, 2025; Pandiarajan, 2021).
Another significant cultural practise that favours operational performance is the adoption of innovation, technology, and digital tools. Promoting lifelong learning, the use of artificial intelligence, ICT systems, and digital platforms enhances decision making, shortening design-to-market, and knowledge sharing within the organisation (Duoyan, 2021; Mishra & Dodke, 2024; Garcia-Alvarez, 2014; Li, Liu and Zhou, 2024; Duque-Rengel et al., 2024; Yip and Huang, 2016). Digital integration also allows making analytical decisions, creating customer insights, and monitoring the supply chain, which are necessary to retain operational responsiveness and efficiency (Mishra and Dodke, 2024; Garcia-Alvarez, 2014; Zhang, 2024).
The literature as well incorporates ethical practises and corporate social responsibility (CSR) as critical cultural processes to improve performance. The inclusion of human rights, environmental sustainability, and CSR in the daily organisational activities enhances trust and operational legitimacy in stakeholders, as well as long-term resilience (Aibar-Guzman et al., 2022; Cui and Fan, 2021; Jimenez and Ruffolo, 2025; Serrat et al., 2025; Silva and Saraiva, 2025; Baena, 2024). Open reporting of sustainability practises and alignment of business with moral and environmental principles also help to reduce operational risk and retain efficiency (Sitaro, 2020; Ozdagoglu et al., 2024; Serrat et al., 2025).
The cultural practises that are customer-focused and market-oriented are reiterated as forces behind the performance of operations. The responsiveness, brand alignment, and market relevance can be improved through embedding the customer-first philosophy, applying store feedback as an input in the design process, and optimising the operational decisions based on the local consumer preferences (Alonso-Logrono and Lopez-Escolano, 2025; Viardot, 2014; Ruan, Sang and Zeng, 2022; Keshavarzpour et al., 2021). Sustained operational performance is also encouraged through encouraging customer participation in brand meaning and the incorporation of participatory feedback into the product and service design (Zhang, 2024; Mazaira et al., 2023; Tokatli, 2018).
Engagement of employees, development of human resource, and inclusive organisational practises have always been the suggested ones in enhancing the outcomes of the operations. Organized onboarding, training, career advancement, and the presence of an inclusive workplace can contribute to employee motivation, consistency in operations, and alignment of goals (Dudarenko, 2024; Borozan, 2020; Machado, 2024; Sutanto, 2024; Walcutt, Patterson and Cave, 2026). The involvement of store managers in operational performance further enhances flexibility without undermining operational performance by empowering the store managers, keeping decision-making participatory, and reinforcing shared norms through the frequent presence of managers (Tonne et al., 2009; Zoghlami, 2025; Lopez et al., 2022).
Another dimension of culture that is critical is analytical and data-driven decision-making. The management can optimise inventory, predict demand, and enhance supply chain performance with the help of evidence-based management, constant sales tracking, controlled experimentation, and quantitative modelling (Caro et al., 2010; Gallien et al., 2015; Caro et al., 2010; Ozdagoglu et al., 2024). The integration of human judgement and analytical tools allows making the operational decisions be responsive and robust (Tonne et al., 2009; Zoghlami, 2025).
Lastly, the cultural practise of risk management and operational resilience are brought out as the means of protecting performance performance in dynamic and crisis prone settings. Operational stability in disruptions is strengthened through proactive crisis preparedness, employee protection and ethical compliance (Karadogan, 2021; Kim and Woo, 2021; Xi and Zhang, 2025). Moreover, encouraging partnerships with the suppliers, tracing supply chains, and integrating accountability systems enhances the performance of ESG and integrity of operations (Zaveri, Mooi & Ozturan, 2026).
Overall, the literature is united in its suggestion that fashion companies, especially fast-fashion market leaders such as Zara, should incorporate cultural principles that facilitate cross-functional cooperation, flexibility, technological development, customer focus, ethical and sustainable business practises, employee involvement, critical decision-making, and resiliency. All these practices are linked to the culture of rapid responsiveness, operational efficiency, and long-term competitive advantage in the volatile, consumer-driven industry.
[bookmark: _Toc218685743]Discussion: Integrating Findings with Organisational Culture Theories
The results of this research are a robust empirical evidence that the organisational culture is central in influencing the operational performance of Zara and also indicate conflicting forces and prospects of alignment to global operational objectives. As analysed in the context of the existing theoretical frameworks, these insights reveal the similarity to the classical models of organisational culture as well as their complexity.
The Model of Organisational Culture by Edgar Schein (2010) that separates artefacts, espoused values, and underlying assumptions is especially enlightening when it comes to Zara. The observable artefacts of the Zara culture, including the speed of replenishment of stores, digital inventory, and standardised global operations, are the manifestations of the visible mechanisms in which speed and responsiveness are operationalised (Aftab et al., 2018; Carugati et al., 2018). On the level of espoused values, the research point to the focus of Zara on the principles of agility, efficiency, customer-centricity, and innovation as the principles of decision-making and operational coordination (Duoyan, 2021; Lopez et al., 2022). These values, in their turn, are supported by more fundamental assumptions of the dominance of speed, flexibility, and market responsiveness, which dictate the actions of employees without their conscious awareness (Gupta and Gentry, 2018; Veliyath, 2025). Through the implementation of the Schein model, it is evident that the compatibility of all these layers of culture to operational practises is a critical element in the implementation of a fast trend-driven business model that is successfully executed in Zara.
The Cultural Dimensions Theory presented by Hofstede (2001) is an additional source of explanatory value when analysing the organisational behaviours and operating dynamics of Zara. The low uncertainty avoidance and moderate power distance seem to be institutionalised in the global operation of Zara, which allows employees and managers to make quick and decentralised decisions based on market signals (Caro & Gallien, 2010; Tokatli, 2018). The presence of collectivist tendencies can be observed in the practises of cross-functional collaboration and the openness of communication that are promoted throughout the supply chain and encourage the development of shared responsibility towards the operations results (Aftab et al., 2018; Viardot, 2014). The results imply that these cultural dimensions allow organisational flexibility in operations, quicker knowledge exchange, and sensitivity to changing consumer demands, which is in line with the conceptualisation of culture as a determinant of decision-making and behaviour in organisations proposed by Hofstede (Petropoulos et al., 2025).
These insights are supplemented by the Model of Corporate Culture by Deal and Kennedy (1982) that puts the culture of Zara in the context of risk and speed of feedback. The case of Zara represents a combination of work-hard/play-hard and bet-your-company traits, characterised by high-speed operations, a tendency to risk regularly in adopting trends, and the short feedback loops that fast-fashion supply chains have (Tonne et al., 2009; Mishra and Dodke, 2024). The results of the study show that the cultural characteristics increase the operational agility and innovation, at the same time, they create difficulties in the global consistency, technological integration, and sustainability compliance (Baena, 2024; Cui and Fan, 2021). This congruence with the profile of Deal and Kennedy demonstrates how particular cultural profiles can support and limit the operational goals, and that they must be carefully managed by the managers.
A complementary frame of reference in explaining the balance that Zara is keeping between flexibility and control is the Competing Values Framework (CVF) presented by Cameron and Quinn (2006). The results indicate that Zara is at the border between the hierarchy and adhocracy archetypes, integrating organised procedures and centralised coordination with being flexible and innovation-based in its practises (Crewe, 2017; Pandiarajan, 2021). The consistency and efficiency of global stores are ensured by hierarchical aspects, including standardised operation procedures and centralised trend dissemination, whereas the responsiveness and creativity are guaranteed by the adhocracy characteristics, including experimentation, fast product development, and technical adoption (Machado, 2024; Mazaira et al., 2023). This duality is very much similar to CVF propositions, which demonstrate that high-performance organisations are able to successfully combine conflicting cultural orientations to bring about operational excellence.
Altogether, the empirical results of the present research indicate that the organisational culture is a multi-layered construct that affects the performance of operations, strategic decision-making and competitive advantage. The combination of Schein, Hofstede, Deal and Kennedy, and CVF models proves that operational success of Zara depends on the visibility of processes and cultural assumptions deeply embedded in the company. At the same time, the research emphasises that tensions, including the reconciliation of speed and sustainability, decentralisation and standardisation of decision-making across the globe, technological integration and human-oriented operations must be continuously aligned culturally and managerially. These lessons give a theoretically informed understanding of the role of organisational culture as a facilitator and a limitation in a fast-moving and globalised fashion sector, with implications not only to academic research but also to the practical application of managerial processes (Tandon et al., 2025; Baena, 2024).
[bookmark: _Toc218685744]Chapter Summary
The chapter reveals that Zara has an organisational culture, which is agile, fast, responsive, customer-focused, innovative, ethically responsible, and engaged in its operational activities through its design, production, distribution, and retail processes, which are critical in sustaining its fast-fashion business model. The results indicate that there are serious issues in harmonising this culture with the international operational objectives such as the tension between speed in operations and stability, integration of technology, sustainability pledge, and workforce harmony across various markets. Meanwhile, cross-functional collaboration, participatory decision-making, digital adoption, customer-focus, and analytical decision-making become some of the enablers of operational efficiency, adaptability, and resilience due to their cultural implications. The analysis based on the conceptual frameworks, such as the Model of Organisational Culture by Schein, the Cultural Dimensions by Hofstede, the Corporate Culture Model by Deal and Kennedy, and the Competing Values Framework, informs that both visible and hidden cultural factors determine strategic choices and operational performance and shows that organisational culture is a key facilitator of competitiveness and identifies areas in which continuous alignment and adaptation are needed in the global fashion industry.


[bookmark: _Toc218685745]Chapter 5: Conclusions and Recommendations
[bookmark: _Toc218685746]Summary of Main Findings
The research gives an in-depth insight into how organisational culture affects the performance of operations at Zara and the fashion industry at large. To start with, the study shows that the fundamental values of the culture at Zara agility, speed, responsiveness, efficiency, customer-centricity, innovation, ethical responsibility, employee engagement, globalism and strategic leadership are the direct foundations of the fast-fashion business model. These principles have been reflected in short design-to-retail, data-driven inventory management, and trend-based product assortments, so that the work processes are streamlined with market needs and customer expectations (Aftab et al., 2018; Caro & Gallien, 2010; Mazaira et al., 2023).
Secondly, the paper finds that there are considerable challenges facing the alignment of the organisational culture with the operations goals of Zara on a global scale. The main conflict points are the necessity to combine speed and flexibility with consistency across geographically differing markets, the need to control the adoption of technologies without reducing responsiveness, and the need to reconcile sustainability and CSR efforts with the fast-paced business (Cui and Fan, 2021; Tokatli, 2018; Baena, 2024). The problem of human resource management, global brand coherence, and crisis resilience also remains a persistent issue, as the need to keep cultural alignment in the dynamically and internationally oriented business environment is quite complex (Veliyath, 2025; Xi and Zhang, 2025).
Thirdly, the research points out the cultural practises that have boosted the performance of the fashion industry operations. Responsiveness, efficiency, and competitive advantage are reinforced by cross-functional collaboration, quick internal communication, sourcing and production agility, customer-driven decision-making, embracing technology, ethical and sustainable operation, employee engagement, analytical management, and resiliency-building (Aftab et al., 2018; Duoyan, 2021; Serrat et al., 2025). These are especially important to fast-fashion models so that organisations such as Zara can be flexible, creative and in tandem with market and consumer demands.
[bookmark: _Toc218685747]Conclusion Based on the Research Questions
RQ1: How do cultural values influence and support Zara’s business operations?
The results affirm that the organisational cultural values at Zara are at the centre of the operational performance. Agility, speed, and responsiveness allow quick adjustment to changes in fashion trends, whereas efficiency and process optimisation facilitate global operations on a standard basis. Operational decisions are also informed by customer-centricity, innovation and ethical practises that ensure that the company meets the expectations of consumers and is sustainable in the long term. All these values form a culture that directly facilitates the fast-fashion model of Zara and offers a competitive edge on the unstable markets. What this means is that organisational culture is not just a background phenomenon but a driving force of operational performance and market sensitivity.
RQ2: What are the key challenges Zara encounters in aligning its organisational culture with its operational objectives within the global fashion industry?
Zara has several issues with balancing its fast culture with its requirements to operate globally. Speed of product turnover and decentralised decision-making make the management of inventory and brand consistency more difficult, and the incorporation of sustainability, CSR, and technological tools might be incompatible with speed and responsiveness. Further cultural and functional integration are strained by human resource alignment in the various markets and coherent brand storeys. These results suggest that although speed culture is the source of competitive advantage, the strategic management has to strike a balance between operational efficiency, ethical, technological, and global coherence.
RQ3: Which organisational cultural practices are most effective and recommended in enhancing operational performance in the fashion industry?
The research establishes a list of cultural practises that always improve the operational performance. Cross-functional teamwork, agility, and quick internal communication should be encouraged to respond to the market trends. Incision of innovation, digital technologies, and analytical decision-making enhances efficiency and strategic planning. Combining ethical, sustainable and customer-oriented practises reinforces brand legitimacy and operation alignment. Consistency and adaptability are further increased through employee engagement, inclusiveness and resilience-building. All these practises will give practical advice to fashion organisations that want to attain operational excellence without compromising flexibility, market orientation and social responsibility.
[bookmark: _Toc218685748]Recommendations
[bookmark: _Toc218685749]Practical Recommendations
Using the results of this study a number of practical suggestions can be made to Zara and other fast-fashion organisations that need to improve operational performance by utilising organisational culture. To start with, the companies are advised to maintain the practise of integrating agility, responsiveness, and speed as key cultural principles, at the same time, introducing formalised mechanisms that would guarantee the global uniformity of operations. This is possible through the incorporation of improved data based systems of inventory management, trend forecasting and supply chain coordination that do not hinder quality standardisation. Second, the cross-functional cooperation and free communication between design, production, marketing, and retail teams is still essential to the alignment of the operational activities with the new consumer trends. The organisations must have a closing feedback loop between the activities at the store-level and the corporate decision making so that the market knowledge is converted into actions and strategies in an efficient manner. Third, the level of engagement of employees, training and inclusive human resource policies must be reinforced to enhance workforce behaviour in accordance with cultural values to promote adaptability and to increase reliability of operations across different geographic markets. Also, the connexion between the processes of ethical and sustainability should be introduced to balance the speedy production process with the environmental and social concerns, which will preserve the brand image and guarantee its competitiveness in the long-run. Lastly, creating strong crisis management and operational resilience policies will help organisations overcome the shocks in the market, political instabilities or other global incidences without dismantling the welfare of employees or operational sustainability.
[bookmark: _Toc218685750]Theoretical Recommendations
Theoretically, the proposed study highlights the importance of using multi-dimensional organisational culture frameworks in explaining the performance of operations in globalised fast moving industries. The model by Schein (2010) would be a valuable way of considering the visible and invisible aspects of culture and how artefacts, espoused values, and assumptions interplay to influence the operational behaviour. Future studies can build on this use by undertaking longitudinal research studies to implement how variations in cultural assumptions affect the outcomes of operations overtime. The cultural aspects dimensions provided by Hofstede (2001) have provided insight on how organisation norms in terms of hierarchy, risk tolerance and collaboration influence the operational decision making and therefore cross-cultural comparisons made by global fashion firms would further contribute to the learning in terms of cultural contingency on performance. In a similar manner, the model of Deal and Kennedy (1982) and the Competing Values Framework (Cameron and Quinn, 2006) can be used to offer theoretical methods to examine the interplay of risk, speed of feedback, flexibility, and control in the development of operational effectiveness. It is hoped that researchers will combine all these frameworks to understand how certain cultural archetypes or dimensions enable or inhibit strategic agility, innovation and responsiveness in fast-fashion scenarios. Altogether, the theoretical models of organisational culture are to be used together with the empirical research to create subtle understanding of the processes according to which culture impacts operational excellence so that scholars and professionals can create more robust theoretical frameworks to manage culture in the ever-changing global sectors.
[bookmark: _Toc218685751]Limitations of the Research
Although the present study can be considered a valuable contribution to the existing understanding of how the organisational culture affects the operational performance of Zara and the fashion industry in general, a number of limitations should be mentioned. To begin with, the study is based solely on secondary sources of data meaning it will not be possible to observe or directly verify organisational practises and the study will also be limited in terms of the richness of contextual knowledge. Secondly, the research is completely qualitative in its nature as it aims to conduct a narrative synthesis and thematic analysis. This in turn lacks quantitative evidence or statistical validation that would have increased the generalisability and robustness of the results.
Third, the review included only articles written in English, and therefore it might not have provided all the information about the other languages where such research might have been conducted and thus be biassed in language. Fourthly, the research was done by one reviewer, which raises the chances of subjectiveness, selection bias, and unintentional inclusion of the significant work. Even though there was a rigorous inclusion criterion and systematic process, the lack of multiple reviewers diminishes the possibility of inter-rater reliability and critical discussion, which could have increased the validity of the synthesis.
Also, there is the possibility of publication bias that is inherent to the research because the study was based on peer-reviewed journal articles and academic publications, which do not report neutral or negative results as often as positive results. This can lead to a bias in the representation of the successful practises of cultures and underreporting of failures or challenges within organisations. Lastly, the fact that only Zara was considered and the fast-fashion setting was used may restrict the generalizability of the results to other parts of the fashion industry or firms that are located in a different culture, economy, or regulatory environment.
All in all, these constraints indicate that even though the study offers valuable information and valuable advice, the results should be viewed with care. The limitations of the research and the weaknesses of the findings can be overcome by including primary data collection, quantitative, multilingual data, and multiple reviewers in future studies to enhance the validity, generalisability, and reliability of the findings.
[bookmark: _Toc218685752]Recommendations for Future Research
 Although the present research offers useful information about the importance of organisational culture in the business activities of Zara and the fashion industry in general, there are a number of uncovered areas, and the available evidence is not always unanimous, which indicates the potential of future research. The effects of organisational culture on fast-fashion firms sustainability and corporate social responsibility (CSR) practises is one of the major areas that need further research. Though certain research findings indicate that the integration of ethical principles into the business operations reinforces the stakeholder trust and brand credibility (Cui and Fan, 2021; Serrat et al., 2025), other sources raise the issue of the conflict between the fast production cycles and the environment responsibility (Baena, 2024; Silva and Saraiva, 2025). The variability of the results suggests that there is a gap in the research that will substantially consider the role of cultural values in sustaining operational efficiency and sustainable practises in situations where speed and cost are the main factors in decision-making.
The other area that is underresearched is the contribution of employee engagement, inclusivity and human capital development in the transformation of cultural values to operational performance. Although the research focuses on the significance of training, participation in decision-making, and cross-functional work (Borozan, 2020; Duque-Rengel et al., 2024; Machado, 2024), there is no empirical evidence regarding the variability of practises across global subsidiaries, the type of store, or the level of the hierarchy. The future study may consider multi-site and cross-cultural research design to investigate the reliability of employee-enacted culture and its impacts on the performance of operations in a variety of market settings.
Another area where the existing evidence is disjointed is the incorporation of technology and digital tools into the cultural setting. Digitalisation and ICT adoption are considered to make it possible to be responsive and efficient (Mishra and Dodke, 2024; Garcia-Alvarez, 2014) but studies vary on whether a technological system promotes or inhibits the human factor in operational decision-making, especially at the store level. Longitudinal and mixed-method studies may help explain the processes by which technology is interacting with cultural values to affect performance, as well as the possibility of undue dependence on automation.
Also, the issue of the best ratio of global standardisation and local adaption in culturally motivated operations is not in agreement. Although it is possible that centralised decision-making and hierarchical coordination are the keys to consistency and efficiency (Crewe, 2017; Tokatli, 2018), other researchers underline the need to be more local and responsive to the market (Alonso-Logrono and Lopez-Escolano, 2025; Mazaira et al., 2023). Studies that explicitly examine this conflict in various cultural and market settings would give a better idea of how international fashion organisations can balance sameness and flexibility.
Lastly, the generalisability and comparability of findings are limited by methodological limitations in the current literature, with the dominance of qualitative research, the use of secondary data, and English-based literature. Future studies may take a quantitative, longitudinal, and multi-lingual study methodology, incorporating theory frameworks, including the layers of organisational culture as formulated by Schein, the cultural dimensions as introduced by Hofstede, the typology as presented by Deal and Kennedy, and the Competing Values Framework, to come up with a stronger, empirically verified explanation of the interaction between organisational culture and operational performance in the fashion industry. Filling these gaps would not only enhance the clarity of the theory, but it would provide practical information to practitioners who wish to use culture as a strategic asset in fast-paced, globalised markets.
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