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Executive Summary:
IFS, (Integral Fashion Services) one of the pioneers in uniform industry in Qatar, has been in uniform and apparels business for almost 20 years. Covid-19 presented an unprecedented challenge to all the industries including the uniform industry in Qatar. IFS was facing revenue and profitability challenges even before pandemic due to inability to incorporate contemporary business techniques and depending on old technology due to lack of resources. The Covid-19 crisis brought the company to the verge of financial crisis and management was required to strategize ways to overcome the challenges presented by the pandemic along with the aforementioned issues. The management team launched a project to devise a strategy to spin the pandemic challenges to the company’s advantage. Before brainstorming new ideas or solutions, the project’s team was of the unanimous decision that something out of the ordinary needed to be done to get company out of current predicament. Many ideas were discussed ranging from mergers, re-branding strategy, re defining target market, finding niche market, low price leader, investment in new state of the art technology and aggressive marketing through social media. 
Ideas like mergers, aggressive media campaign, heavy investment into new machines could have benefited in normal circumstances but in the times of pandemic when businesses are already shutting down and financial institutes were apparently not interested in investing, especially in companies who were already in a financial crunch prior to the pandemic, were scratched out as none of them presented any opportunity to benefit from current pandemic. After intensive research and brainstorming sessions, team decided to go for blue ocean strategy, “Blue Ocean strategy is the simultaneous pursuit of differentiation and low cost to open up a new market space and create new demand. It is about creating and capturing uncontested market space, thereby making the competition irrelevant. It is based on the view that market boundaries and industry structure are not a given and can be reconstructed by the actions and beliefs of industry players.” (Kim & Mauborgne, 2004).
The team found all the answers for the impeding questions and all the solutions for challenging problems faced by the IFS through blue ocean strategy. The decision was made to focus on the issues the industry was facing due to the pandemic, which will not only redefine the market strategy but also will help to differentiate IFS to find niche market. The project team unanimously decided to acquire a very cheap technology of E- measurement and procure Covid free fabric to stitch uniforms and apparels. Later sections of the report will discuss both initiatives in detail. Both initiatives were the new introduction to the local Qatari uniform industry and present dynamic and progressive solutions to the industry about to be crippled due to pandemic. E- measurement could cut down the labour and delivery cost up to 57% and covid free fabric was the answer to the unprecedented pandemic issue. Together both initiatives would redefine market strategy, help in rebranding and present opportunity to increase market share by 12% hence would get IFS out of the financial crisis.



Introduction:   
IFS, started in 2000 with few stitching machines to serve a small order of 30 uniforms for a cleaning company. The late 1990s witnessed the boom in Qatari economy due to the exploration of natural gas, which made Qatar the richest country per capita in the world (Zahlan, 2016). Migrant workers started flocking to Qatar and numerous companies were established. (Mohammad and Sidaway, 2016) Besides other requirements for workers, uniforms and coveralls were in high demand which provided a platform for IFS to grow but the growth was inorganic. Due to exponential growth of Qatari economy, all the businesses catering to migrant workers witnessed growth whether companies were built on solid business foundations or not. (Shachmurove, 2009). IFS started facing financial and strategic challenges once the abrupt boom was over in Qatar.
Internal Analyses:
SWOT analyses (tool utilised to scan internal and external factors of an organization) will present the clear situation analyses of IFS.
Strengths: 
· Pioneer in the uniform industry with largest numbers of machinery. 
· Reputation of catering any kind of order either through in house production or import.
· Established business contacts in the hierarchy of Qatari business elites.
· Dedicated labour with lowest turnover.
Weaknesses:
· Unprofessional financial practices.
· Lack of strategical direction.
· No short term or long-term business plan.
· Inability of incorporating new business trends.
· Lack of technical skilled labour.
Opportunities:
· Business initiatives by Qatari government to boost local companies.
· Low tax environment for local businesses.
· Industry as a whole lacking the use of technology.
· Economical boom increasing labour demand.
· Success of government to win bids for number of international events, bringing Qatar in lime light.
Threats:
· Emergence of new companies with solid financial and business foundations.
· New trends of hyperpersonlaisation forcing industry to revolutionise.
· Downturn in economy due to covid-19 pandemic.
· Barriers to entry are quite low.
To thoroughly scan the internal analyses and look into current and proposed future state of the company, Gap analyses (A strategic business tool explains the gap between current state and future state where the company should have been) would paint a better picture to understand the challenges faced by IFS 
Gap Analyses:
This report will elaborate on 4S of the McKinsey’s Gap analyses framework as per the scope of the organization. 
Strategy: “The way to shape the future and attain desirable results with available means” (McKeown, 2019). IFS had no strategy only a goal to grow financially. Unfortunately, even today it’s no different than getting out of the financial crisis but again the missing part is the strategy to be used and what will be the future of the company when the financial crisis is over. Absence of corporate, business and functional strategy has paralysed the decision-making ability of management. Studies show that generic business strategies have significant impact on performance. (White, 1986). Lack of strategy highlights the performance gap in IFS.
Structure: No formal organizational structure was established at the genesis of the company. The founder started the company with a few employees and an assistant who after the retirement of founder became the GM. The founder’s sons inherited the company without any authority nor business acumen. Zhou argues that hierarchy helps to ease the tension between complexity and decomposability through clear hierarchical structure. (Zhou, 2013) A big gap of implied and explicit authority exists between the owners and management which confuse the employees as to whom they should report to.
 Staff: Absence of explicit authority has made factions among the employees. Staff is divided and confused in tag war between management and the original owner’s family, which negatively impacts staff performance (Merrilees, Miller and Yakimova, 2017). Rather than engaging staff in a healthy fashion to create a positive work atmosphere, the owners and management engage them to choosing sides, which results in high turnover and burnout. Thus a big gap between promised quality product and current quality of product is seen at the customer’s end.
Skills: Inorganic growth of IFS led to mass hiring of the labour to focus on producing large quantities in shortest possible time which compromised the quality. Due diligence was not conducted to focus on hiring skilled labour. This strategy did produce the quantity but lack of skilled labour also depicted in final product, created and big gap of what was promised to clients and what was delivered. This practice gave the reputation to IFS of a company that produces cheap products in a large quantity with compromised quality. The emergence of new players saw a large share of the market comprised of quality conscious companies who were ready to pay more, leaving IFS with low quality orders which effected the bottom line significantly and dropping the profit margin to break-even.


External Analyses:
External analysis, also known as environmental analysis, enable businesses to empirically evaluate the changes observed by industry as a whole that impacts the outcome of business activities. (Grant, 2021)
PESTEL analyses defines the macro-environment factors beyond the control of company which sets the playfield for industries where company has to perform. (Craig and Campbell, 2012). 
Political factors: Political factors in Qatar are quite favourable for the local businesses. Qatari government is focused on Qatarization policy. Local businesses have been offered lucrative tax breaks and financial support to achieve the self sufficiency goal in all fields. Local government subsidise 10 percent cost for any local business for set number of years to provide them an opportunity to establish and compete with foreign businesses. 
Economic factors: Financial institutes provides loans at low interest rates to local businesses for longer amortization period. Even during peek of covid crisis, local government write off interest on loans for 2-3 years to help local business survival. Qatar’s economy is very stable and Qatari Riyal is pegged to US dollar which brings strong predictability and stability for imports and exports. (Economic Growth and Foreign Direct Investment Inflows: The Case of Qatar - ScienceDirect, 2014). Qatar has become the first nation in Arab Gulf to abolish the kafalah (local sponsor) system which encourages investors from all over the world to invest in Qatari economy. (Dorsey, 2017)
Social factors: Qatar witnessed huge social change in last 2 decades. More migrant workers from all over the world are happily coming to Qatar and enjoying the vibrant local culture. (Mobasher, 2016) Residents and citizens of Qatar are more open towards tourists and expatriates and incorporating them in local culture. These new dynamics brought new ideas and trends in all local industries. Social media is very vibrant and highlights various cultures and festivities. 
Technological factors:  The primary factor that ignited Qatar’s economic boom was the oil and gas sector. Unfortunately, this is the only sector that witnessed advancement in technological trends. (Al-Saadi, 2010) Other industries are slowly catching up the trends of technological advancement. Textile and garment industry are still in the initial stages of embracing advancements in technology. (Manochehri, Al-Esmail and Ashrafi, 2012)
 Environmental factors: Qatar is quickly synchronising local business practices with the worlds environmental policies, particularly in regards to climate change. The local government is encouraging companies in all industries to lower their carbon foot print and move towards recycling procedures and improved waste disposal practices. (Ibrahim and Shirazi, 2021)
Legal factors: Qatari government is moving quite rapidly to integrate the legal system, specifically business laws, with the western world in order to attract western investors. (Obeidat et al., 2016). Initiatives from government shows that local businesses have to adapt to new legal laws in synch with WTO (world trade organization). Such steps provide more stability and universality to local industries regarding legal grounds. (An Evaluation of the State of Qatar’s Obligations and Commitments to the World Trade Organization by Reference to the Trade Policy Review of 2014 by Dr. Zain Sharar:: SSRN, no date)
 
Porter five Forces: Porter forces is strategic management tool widely used to scan the industry competition situation in relation to the organization. It helps businesses to understand the competition and how to exploit the strengths to gain advantage over competitors.
Competitive Rivalry: Qatari market is quite small in the Arabian Gulf region. Rivalry is quite intense in the uniform industry. Strong currency has given an edge to local companies to import finished products from cheap labour countries like Pakistan, India, Bangladesh etc. (Ng, 2016). This financial aspect has set the platform for many investors to establish the businesses with minimal infrastructure cost and heavily depending upon importing the finished goods. Many small players enter the market on short term basis which disrupts the product pricing for established players. (Chen and Zhuang, 2011)
Supplier Power: Supplier power is quite low. Many manufacturers from raw material to finished goods are available from South East Asian countries. This puts local businesses in a strong position to bargain low prices for raw material and for finished product as well. Local businesses can gain huge competitive advantage through suppliers’ management which can reduce production cost. (Amus & Griffin - ProQuest, 1993)
Buyer Power: Buyer power is quite high. Due to small size of Qatari market, buyer demands high quality at minimum price. Switching to different competitors is possible at negligible cost. This trend gave birth to non-cooperative bargaining in which retailer and consumer gets the short-end of the stick. (Battigalli, Fumagalli and Polo, 2007)
Threat of Substitution: Substitution threat is quite low. The labour demand is expanding in Qatar. Many international events such as FIFA ARAB Cup 2021, FIFA World Cup 2022, EXPO 2023 and ASIAN Games of 2030, have been fuelling the economy and all of the industries are hiring labour globally. This environment has put local businesses on the edge where they need to secure their product in a timely manner with no opportunity to explore substitute product options.
Barriers to entry: High demand and low cost to establish the business has lowered the barriers to entry considerably. The business-friendly environment provided by the Qatari government also encourages investors to set up small businesses. Low skilled labour requirements and low start-up cost in the uniform industry has sparked a price war in the uniform market. Idea of first mover advantage can minimize the impact of low barrier to business and sustainability would depend on staying ahead of the game. (Makadok, 1998)
Current and Post Pandemic Business Strategy:
Internal and external analyses clearly indicate the vulnerability of IFS. The project team recognized that drastic changes were needed for the company to survive. Traditional ways of doing business are now obsolete, sending the management team to re-evaluate its strategy and align with the organization’s mission statement. Short term and long-term goals include to reshape the product line, branding strategy and change the target market. Conflict roused whether to first focus on building the foundation or put all efforts to get the company out of financial crisis and then start the rebuilding process. After lengthy brain-storming sessions, it was agreed upon to do both simultaneously. More efforts would be focused towards improving the bottom line of the company and rebuilding the foundations would continue at slow pace. Once the company would attain a better financial condition then the focus will be switched to building a better foundation through structural and functional reforms.
Strategical Solutions:
The team agreed to first address the challenge presented by the global pandemic through innovation and incorporating new trends. Keeping the pandemic in mind, the team evaluated the bottle necks which were restricting the business activities for manufacturing uniforms. One of the biggest challenges was how to take measurement in the pandemic environment. Workers were not allowed to go on the facility of clients to take measurement nor could clients come to IFS. Thus, the team decided to suggest the utilization of “SIZER”; an app for contactless body measurement. “Stand alone sizing device, smartphone or tablet, for on location scanning of multiple users” (sizer website). Clients are required to visit the website and through smart phones or any electronic device with camera can scan the body and produce body measurement data with 97% accuracy and transfer it to sizer intelligent dashboard run by artificial intelligence, which sometime is not possible even when taken by hand. One issue associated by body measurement specially for ladies was privacy and religious and cultural norms and values of Qatar. Ladies do not feel comfortable sharing their uncovered or semi covered images. Sizer presented the solution of not capturing the real picture of client instead the body measurement will be recorded.
Next on the agenda is the rebranding of IFS marketing campaign from mass producers for general labor to hyper-personalization of customer care. According to Mckinsey report, personal customization existed prior to the pandemic through e-commerce and digital distribution channels, however, its importance became more apparent during the pandemic. (Agarwal etal,2020) Use of SIZER is quite a novel idea in the Qatari uniform and apparels industry. It was decided that IFS will introduce try-on technology through augmented and virtual reality. This option will allow clients to create their own merchandise, and IFS will be able serve customer’s unique and customised demands in an ecofriendly environment.
Another paramount step towards the hyperpersonalization in the back drop of covid-19 pandemic was product differentiation; strategy which can differentiate company’s processes or products from their competitors. (Holcombe, 2009). Project team explored the opportunity to introduce uniforms made with covid free fabric. Toray; A Japanese company has invented a 100%polyester fabric “Markspec V” which was exposed to covid virus and measured concentration after two hours. ATCC VR-1679 envelope strain method was used which inactivates the viruses. (TORAY website, 2021). Use of “Markspec V” would be a stepping stone to generate blue ocean strategy for IFS. 
It was also decided to revamp the supply chain either through vertical integration: A process through which companies take ownership of different stages of manufacturing and distribution to gain competitive advantage such as McDonald, Amazon and Target. (Hagiu and Wright, 2015). Other option was to strengthen the relationship with suppliers through either through contracts or limited partnerships.
To incorporate above initiatives, it was assessed that skilled labour will be required. Employees need to embrace technology. A mix of new skilled employees and current employees who should be go through skills upgrade programs will be an economic and quick solution. Management needs to design the formal programs to upgrade employees’ skills, make them aware of future technology and customer care trends for business survival. Revised short- and long-term goals have to be placed on all levels of business processes. 
Critical Analyses of strategical options:
This section of the report will look critically into options suggested by project team to resurrect IFS finances and perception in the market.
Use of latest technology and AI (artificial intelligence) tools have quite limited use in Qatari markets and almost non-existence in fashion industry. (Aboulnaga et al., 2021). Specially garments industry is based on old traditional ways of doing business. Before pandemic e-commerce /online purchase exited but at low volumes. (Abraham and Choe, 2021).  Rich elite which is in minority find it easy to shop at western online stores through e-commerce website and get them delivered whereas lower middle and labour class couldn’t afford the cost of such high-end options so cost-effective traditional methods were able to serve the majority of cliental. (Golkowska, 2014). Challenges presented by covid-19 created awareness among the business society, the use of AI tools specially in Fashion industry. Adoption of SIZER technology could be the game changer for IFS. It holds potential to make a paradigm shift in the local market and first mover advantage can take IFS far ahead on learning curve then competitors. (Suarez and Lanzolla, 2008). Use of SIZER will redefine the quality and customer care standards. This initiative will bear dividend on multi levels of quality, customer care and cost effectivity. IFS was in desperate need of rebranding for its market perception and cost cutting. Use of Sizer will be first step towards embracing the future trend of hyperpersonlaization of customer care. Team also highlighted the challenges associated with the implementation of initiatives suggested. Use of Specialised fabric to prevent covid-19 can revolutionise the Qatari market. This can provide the niche market to IFS for using such material for highly sensitive industry like health and care. All front-line medical staff who gets in direct contact with patients can use uniforms made from specialised fabric.
However, in the context of IFS target labour market, cost for non skilled labour companies will be unbearable. Majority of low or non skilled labour companies run on very thin profit margins in GCC countries, highly specialised product might not be the easy sell due to associated cost. (Hertog,2012). 
Idea of Vertical integration is more applicable for big corporations who can invest heavy capital upfront. IFS is not at capable of vertically integrating the manufacturing and distribution processes. High cost associated with vertical integration can consume all the assets of IFS and keeping focus on immediate issues will be diverted. (Buzzell, 1983).
IFS will be better off with franchising or drawing contracts with suppliers to improve supply chain management. This will be cost effective and quick fix for supply chain issues. (Winkler, 2009)

Conclusions:
This report addresses the challenges faced by IFS, on financial, managerial and strategical level in the backdrop of global pandemic Covid-19. Project was assigned to the team onsite to explore and evaluate the challenges and suggest the feasible solutions to board of directors. Project team worked in three stages first to find the problems, find appropriate solutions and prioritise them in the context of execution and implementation. It was assessed that IFS is doing poorly on financial and strategical grounds. Various challenges including profitability, embracing new trends and technology, finding niche market and structural reforms need to be done. Team viewed the global pandemic as an opportunity to rebrand market strategy and find the niche market through blue ocean strategy. It was suggested to use SIZER, a technology to take contact less measurement for manufacturing unforms and apparels, which can effectively reduce the logistic cost to IFS and will also be helpful to rebrand the company as an innovative company which is capable to set new standards of hyperpersonalization and customer care. Use of “Markspec V” fibre can revolutionise the local market. Manufacturing uniforms with specialised fibre to serve niche market is solution to increase the profit margins. Such customised products serving highly sensitive market increase contribution margins exponentially hence improving bottom line. All above measure will require skilled labour. Hiring new skilled labour and upgrading the skills of current labour in professional manner will solve the human resource issue. Finally making strategical contracts with suppliers will be a feasible and economical solution to address the logistical challenges faced by IFS.  
Recommendations:   
Following are the recommendations project team prepared for challenges faced by IFS on multilevel in priority format.
· Use of AI tools based on augmented and virtual reality through acquiring the new technology “SIZER” to set new standards in local market.
· Introduce highly customised products like “Markspec V” a virus free fibre to create product differentiation for specific target market.
· Avoid price war through blue ocean strategy.
· Adopt new market trends specially hyperpersonlaization to re-brand the market strategy.
· Management should explore the idea of franchising or forming contracts with suppliers to improve supply chain logistics.
· New structural reforms are inevitable on multiple levels.
· Set up formal training sessions for employees to upgrade technical and quality skills.
· A mix of new limited skilled labour and current labour will work as catalyst to achieve new short- and long-term goals.  
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