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1. Executive Summary:
The ineffectiveness of the current marketing strategy of the organization “Integral Uniform”, has led to issues such as a shrinking bottom line, losses in market shares and a gap in actual production ability, highlighting the disconnect of the current strategy with new market trends. (Grossberg, 2016). Redesigning the marketing mix will provide solutions and recommendations to mend the disconnect and realign the marketing strategy with the actual capability of production. (Londhe, 2014) 
Over the last 3 years, Integral Uniform has had 5% yearly losses in their market shares, raising the question of their sustainability in the market. Along with reduced market share value, the profitability of the organization has also been declining. Previously, Integral Uniform was able to charge 25-30% profit on production cost and approximately 15-18% net profit. Now these numbers show a significant downward trend. 
Integral Uniform formed a task force to investigate the persistent losses in productivity ad market share value. The task force noted that the current marketing strategy prescribed to older methods and was a long way from the latest marketing trends. The marketing mix needed to be re-addressed. Integral has to move from 4Ps to 7Ps (Price, promotion, product, place, people, physical evidence, Process) to re-evaluate current marketing mix (Jain, 2013). There is a disconnect from latest marketing trends in the local market in addition to the political ground realities affecting local businesses and the sentiments of customers towards local businesses and products (Parrish et al, 2006). Another finding of the task force was that the product mix is unable to attract the local businesses and the final product is lacking in quality. Integral is supplying all the products ranging from table cover, uniform belts, shoes to uniforms, apparels etc. hence failing to find niche market which in result create a big gulf between the product line and marketing strategy.  (Fay, Xie and Feng, 2015).
It is recommended that Integral should revive the product mix and as per the name of the company should focus on supplying/preparing uniforms and stand-alone orders of any other products should not be entertained. However, uniform accessories such as belts, badges, shoes, etc, should be outsourced. Integral needs to focus on the local “Made in Qatar” sentiment and establish, expand and promote this as their brand. 
The latest Artificial Intelligence (AI) tools should be utilised to capture big data and marketing campaigns should be designed accordingly (Gentsch, 2018). Promotion platforms need to be updated, traditional ways of setting up a website and PR of sales team will not do the trick. Finally, to act upon all the recommendations, Integral needs to resurrect the Marketing department in terms of skillset (Hall, 2017). New talent needs to be hired who understand the latest technology and can quickly adapt to the fast-paced changing trends in marketing world.



2. Introduction and Background
After discovery of Oil and Natural gas reserves, Qatar’s economic progress spellbound the world (El Mallakh, 2015).  The late 1990s saw a great urbanization of Qatar which spurred the labour market. During this period Integral Uniforms was established with only 5-7 employees and three sewing machines to provide uniforms to the work force. Due to first mover advantage, the company secured large number of orders and grew 10-fold within a short time. Due to rapid expansion and influx of high revenue, higher management didn’t realise the importance of setting up various distinctive departments within the company hence no proper marketing strategy was developed based on market research. (Slater, Hult and Olson, 2010). Ove the next 12 years the market forces caught up with the local demand and many players jumped into the market with the latest technology and marketing strategies based on concrete research, statistics and using modern technology for marketing. This point onward sales started saturating for Integral Uniform. No attention was given to the basic principles of running the professional business, specifically on devising a marketing strategy, which led to the current crisis with all departments requiring a complete turnaround. The marketing department has never been established in the company hence no formal marketing activities have been initiated. Currently, the company is facing serious issues like developing product mix, devising marketing strategy, use of modern technology and tools for marketing, identifying target market and complete ignorance with micro and macro marketing environment of the business.
Re-evaluation and revisions of all company policies is required at this time. A focus on the target market based on present capabilities and capacities would be the first item for revision. Once the target market is defined, production processes need to be evaluated as per local demand and cost effectiveness. This will help to devise the marketing mix. At the same time the marketing department needs to be aware of current global marketing trends and the impact of government regulations and regional politics on shaping the public sentiments towards local businesses. Use of research data will play a vital role to revise the goals and will help in formulating the strategy to achieve those goals. This process will unveil the shortcomings of the company in terms of skillset, equipment and processes, which should be addressed on a priority basis to provide a much-needed turnaround for the company as a whole.
 
3. Critical Analysis of Current Marketing policies
Effective marketing strategy is the nucleus of any business which shape the basic 4ps of the product and the value customers will get out of it (Olexova and Gogolova, 2021). As previously mentioned no formal marketing strategy was ever devised, rather, marketing was done on an ad-hoc basis, resulting in a disconnect between marketing, sales and production departments.
 On a micro marketing level, misalignment between production processes and marketing strategy produced products lacking in quality, current market trends, high prices and un-identified target market. This resulted in losing customer base and the inability to secure new high-volume contracts with large profit margins (Mose and Syaifuddin, 2016). The small orders recieved increased the cost base resulting in declined profit margin due to losing the economy of scales (Aslam, Qadir and Zaman, 2011). No attention was given to create a group comprised of stakeholders, owners and higher management who could monitor the progress of the organization on a continuous basis. No system of getting feed-back from marketing and sales team had been developed. For a business to succeed, the marketing and sales teams have to work together (Hulland, Nenkov and Barclay, 2012). The job of the marketing team is to devise a strategy and the sales team need to execute that strategy. This can only be accomplished if both departments have a close and synchronized working relationship. Integral Uniform never saw the importance of creating such dynamic working groups. 
On a macro level, due to the smaller scope of the business and relatively much smaller market as compared to their neighbouring countries, like Saudi Arabia and UAE, such concerns didn’t demand too much attention. However, the macro marketing elements which should have been addressed were ignored. Some of the examples of such elements includes overall process as a whole (Trkman, 2010), government regulations regarding local businesses and overall consumer behaviour patterns (Sharma, no date). In 2017, Qatar experienced a boycott on all levels from neighbouring countries. Qatari leadership turned this crisis into an opportunity to focus on self-reliance through Qatarization of all aspects of the market, i.e produce and buy local. This program promoted the “Made in Qatar” policy at the government level and also increased public sentiments to prefer local products. The Qatari government initiated a program to provide 10% subsidy to locally made products and awarded big contracts to those companies whose products were produced locally. Integral Uniform’s business model was based on importing cheap products from foreign countries and distributing it in the Qatari markets. Due to the local sentiments and government initiatives, uniform companies with local production secured major contracts who used to previously be clients of Integral Uniform (Hampton, 2005). Ignoring the local business trends and politics resulted in losing market share and customer base. Higher management failed to assimilate the organization with current trends of marketing and more specifically use of Artificial Intelligence (AI) tools in all departments of business (Overgoor et al., 2019). 
The Qatari market witnessed a paradigm shift in last 10 years (Yang et al., 2017). In general, all the local businesses started benefiting with the use of AI tools which not only lowered the fixed cost but also revolutionised the time and quality of decision making. The uniform industry in Qatar employed staff with advanced skills to use the latest technology specially in marketing. Use of big data enabled companies to closely watch and understand the customers trends and needs which resulted in marketing campaigns addressing their requirements (Erevelles, Fukawa and Swayne, 2016). The owners of Integral Uniform and their management team neither were advised nor did they realise the need to invest in the latest technology and marketing professionals who could have advised them on how to transform traditional marketing tactics to the contemporary marketing strategies in order to keep up with their competitors.
Negligence in setting-up a formal marketing department with skilled staff was one of the reasons the company never figured out a true target market (Engelen and Brettel, 2011). The company marketed uniforms for all businesses types such as security, schools, hotels, hospitals, municipal labour, Airlines etc. Twenty years ago, that may have been an acceptable strategy to pick the low hanging fruits however not finding a niche in the market has made Integral Uniform “Jack of all, Master of none”. Over the last 10 years, Qatari markets witnessed the trend of specialization in uniform business (Parteka and Tamberi, 2013). Most of the competitors adjusted and redesigned the business productions and business model through specialization and set the target audience. For example, one of the competitors worked with a French fabric produced in China, SHAOXING BAITE TEXTILE CO., LTD, specialised in military uniforms. Another French company, Xdhnvi, secured big market share in military/security uniform market.  The business pitch from Xdhnvi has been taken from their website to show the changing trends of specialization in local market in contrast to Integral Uniforms’ marketing pitch. “Believers of making long-term relations with our valuable customers, we pay an exceptional courtesy on presenting top quality Military uniform, Military fabric, Multicam fabric to them. In tune with advanced technology and developments taking place in this industry, this provided variety is made as per the industry set guidelines.” (French Xdhvni Co.,Ltd, no date)
The selection of a huge market segment without having the required infrastructure and skillset was a very ineffective marketing strategy (Li and Liu, 2013). Due to focusing such a large segment i.e., hotels, schools, airlines, security, hospitals and also committing to provide accessories along with uniforms created issues to position the company in market. Having such a large product base made it impossible for sales teams to differentiate their products from other competitors hence left marketing to position the products as the “most economical” (cheaper) products available in the market (Loy and Weiss, no date). This positioning started a price war in the market. Competitors who were well equipped with the latest technology and had a relatively small product line solidified their position through specialization and superior quality. It put Integral Uniforms in an awkward position where prices couldn’t be increased unless quality was improved. However, improving quality for big product line was a very expensive option which the company couldn’t afford. This resulted in further decline of the profit margin.
Use of traditional communication channels were adopted to save cost (Hou and Zhang, 2012). The company’s website was used as primary marketing channel. Integral Uniform also invested in participating local exhibitions and fashion shows. In addition to that the sales team was given the task to promote the products through personal relations (PR). Due to current pandemic two of the marketing channels, PR and exhibitions, paralysed. Competitors are using the big data and broadening their market base through pushing contents on social media. 
Clicks on the websites and queries of business were decided to be the criteria for the marketing campaign which painted the wrong picture for management. The marketing team was convinced that extensive number of queries and clicks at low cost was a very effective marketing strategy, however, they failed to realise that clicks and queries were not translating into orders which started the blame game amongst the departments. 
Relatively, Qatar is a much smaller market, which creates an opportunity to establish a brand. Integral Uniform had an advantage over other competitors as a pioneer and industry leader. Creating a strong brand would be the milestone that marketing could have easily achieved. Again, saving cost by hiring cheap and unskilled marketing staff became the bottleneck for Integral Uniform. 
Finally, the lack of synchronization amongst the departments couldn’t generate the synergy required for the organization as a whole to face the challenges, not only in marketing but other departments as well (Johansen, Aggerholm and Frandsen, 2012).
4. Current Strategy and marketing models
Number of marketing models can compare in relevance with Integral uniform current marketing strategy but due to the limitations of the space few are discussed below.
4.a. Matrix Growth model: It is quite interesting to see that how well Integral uniform fits to the quadrant with question mark of BCG matrix which represent the low market share with high growth industry (Hossain and Kader, 2020). Many products produced or imported within Integral Uniform needs to be either re-evaluated or should be seized to exist in order to improve contribution margins and reduce fixed cost. Integral Uniform need to move from question mark quadrant to Stars in terms of BCG growth matrix.
4.b. Revolutionary changes in B2B marketing: Before the advent of social media, the nature and dynamics of business market were quite different than consumer market. Product in demand is usually controlled by few companies what we called Oligopoly (Brennan, Canning and McDowell, 2020). Now social media has changed the dynamics. Small players can now market their products to vast audience. Previous structure was best suited to Integral uniform where using the traditional marketing channels, company was producing in bulk and due to large product line and capacity to produce more enabling them to secure big orders. Now, with the help of social media, small companies are reaching out to big companies at negligible cost and able to produce specialised products and finding niche market. This new dynamic of marketing is serious threat for current marketing strategy of Integral Uniform.
4.c. STP marketing model: In terms of STP (Segmentation, Positioning and Targeting), Integral uniform got stuck with traditional models. Current model needs to be revitalised and reposition the brand as per new marketing requirements and realities. Details have been shared in recommendations section.
5. Conclusion    
In conclusion, the marketing strategy of Integral Uniform is a complete failure. The absence of a functional marketing department in the organization is the root cause of their failed marketing strategy. No focus group comprised of higher management was ever established to continuously monitor the developments occurring in the industry. Higher management disconnect with the changing environment in local business cost Integral Uniform losses on many fronts including losing market share and much needed revenues to keep the organization profitable. The inability of the marketing staff to enhance their marketing strategy to align with local market trends was one of the reasons they were unable to secure new contracts. Current staff lacking advanced technological skills and professionalism impacted negatively on all departments, especially marketing. This was the primary reason Integral Uniform was never able to concisely establish a target market, hence no strategy was developed to actively campaign nor set a target audience. The importance of finding a niche in the market has never been on the marketing team’s radar, which resulted in producing too many products, incurring high production costs. The inability of the marketing team to create a brand was a blunder. Integral Uniform was in the best position to establish her brand being the first market leader in the industry. Picking outdated marketing and communication channels to save cost acted as a catalyst to sink the ship. Lack of synchronization amongst the departments and failure of owners and management to play an active role to revitalise the marketing department proved to be a last straw for survival.
6. Recommendations
Integral Uniform, as an organization, needs a complete overhaul. Nearly all departments require a reset and concerned authorities need to go back to the drawing board and come up with renewed mission statement, goals and operational and functional evaluation of each department. For the scope of this report, recommendations are restricted to marketing and areas closely associated with and affected by marketing. Recommendations are given in priority format.
· The owners and management need to start from the basics to re-evaluate their business model. This task could be outsourced to professionals who can provide a neutral insight about the efficiency of the current business model.
· Once the business model is re-evaluated, the management team needs to revise their mission statement to provide the basis of the marketing strategy.
· A formal marketing department with qualified marketing professionals has to be stablish on war footings.
· Once the marketing team is functional, the marketing department has to be in sync with other departments, especially production and sales.
· The marketing department needs to use the latest technology to get market data, statistics and current trends in the uniform industry.
· Once the data received and interpreted, together marketing, finance, sales and production teams need to join efforts to perform cost and profitability analysis regarding customers’ requirements, current marketing trends and the ability of Integral Uniform to produce the best product with the present resources.
· Once market data is collected, the marketing team needs to redefine the target market and target audience. 
· Together these teams need to decide the product line of what Integral Uniform can do best within given resources. This will help the marketing department to find a niche in the market and promote that strength to re capture the market shares. Once a niche market is selected, positioning should be the next step.
· Selection of the primary communication channel should be the job of marketing team. Based on data from surveys regarding marketing trends, the marketing team should focus on advertisement campaigns through the media which attract the target audience.
· Multiple resources including a rigorous sales team, can be utilised to obtain the feedback from the market and should be actively discussed between all departments to see when and where the changes need to be implemented. This cycle should be aggressively followed until positive results are witnessed.
· Through market surveys, the marketing team should focus on launching a brand. The long history of Integral Uniform could be exploited to launch a brand which can reflects the sentiments of the local market.
· A dynamic working group comprised of marketing and sales team members should be established so that marketing team devised marketing strategy and sales team execute it without getting into blame game. 
· To implement all of the above recommendations, management needs to invest on human capital first. Trained and knowledgeable staff in all departments, more specifically in marketing should decide what technological tools should be employed.
· The marketing manager should be a member of higher management to play a vital role in policy making.
· The marketing team should conduct on going and time specific marketing campaigns.
· Skill building programs should be introduced for marketing team members to keep up the pace with current marketing trends and technological advancements.
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