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[bookmark: _Toc266285322]Abstract

This research report has been formulated by conducting exploratory research of NADRA’s international marketing strategy for its homeland security products. The report focuses on how NADRA is competing in a newly emerged commercial market whose dynamics have never been reviewed before and research on where NADRA’s international marketing strategy lacks the basic principles of the international marketing mix. 
Chapter 1: gives a brief introduction of NADRA, market of Homeland security solutions, the problem statement, research methods, objectives, scope and limitations of the research being conducted.
Chapter 2: includes the review of academic literature and reviews NADRA’s existing practices as per the selected members of international marketing mix.
Chapter 3: analyzes the industry of identity centric homeland security solutions on the determinants of demand and competitors
Chapter 4: gives an organizational overview of NADRA with its achievements.
Chapter 5: identifies the short comings of NADRA’s international marketing strategy and suggests possible options
Chapter 6: gives a brief of a new international marketing strategy formulated by the researcher based on his findings and the overall conclusion
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[bookmark: _Toc266285329]Background	

Security of a country has always been considered a national strategy rather than a commercial opportunity. Countries have always devised their own strategies and systems and only outsourced limited parts of security system components. For example, countries would create their own systems for registering citizens and issuing of identity cards or civil registration cards and procure only hardware from the private sector like printers, laminators and computing servers. However, after the terror attacks of September 11 the term “Homeland Security” has been formally recognized with the formulation of United States Department of Homeland Security. The Department of Homeland Security works in the civilian sphere to protect the United States within, at, and outside its borders. Its stated goal is to prepare for, prevent, and respond to domestic emergencies, particularly terrorism (www.dhs.gov). The threat of terrorism is global and now the term is widely used by all countries to refer to their national strategy of protection against internal and external threats. 
Multibillion dollar initiatives have given rise to a new industry seemingly overnight. (Stephan Somogyi, 2004)
Countries are quickly investing in security which has created the need of outsourcing complete components of homeland security systems. Instead of outsourcing and procuring only hardware, countries are now tendering complete systems on the basis of turnkey, where the vendor would develop and deploy a complete system and then handover the system to the tenderer for operations. The domain of homeland security systems is vast and can vary from all products ranging between a high tech fighting aircraft to a simple data storage computer collecting data and analyzing patterns to detect threats.  The identity-centric homeland security solutions market is a business-to-government (B2G) market with few industry players and NADRA being the only competitor from the sub-continent region. The requirement of creating database to identify citizens and aliens, registered vehicles and assets is a crucial factor in identifying unfavorable elements. Such systems are referred to as “identity-centric homeland security solution”. The National Identity System is a fundamental building block in improving homeland security. It is a priority for all the governments in our region. The majority of local and central governments in this region maintain citizen information in legacy and mainframe systems that are secure and well-maintained. (www.diyarme.com)
“Five years ago, companies in this market had thought that the commercial space would drive its growth, but that didn't happen," said Joseph Atick, CEO of fingerprint and facial-recognition technology firm Identix. "Today, we are focused on governmental programs more than before." 
In Pakistan, National Database & Registration Authority (hereafter NADRA) has the responsibility of collection of all data related to national registration.  NADRA has become an expert in the field of system integration, automation for citizen registration and use of biometric technologies. NADRA has extended its commercial domain and has become a strong competitor in the international market of identity centric homeland security solutions.	
The main products and services in this market area are
· Civil Registration System
· Border management system
· Machine readable passport production system
· Vehicle registration system
· Electronic toll collection system
· Biometric technologies
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NADRA has not developed a separate and formal international marketing strategy which will ensure its success in the international market. 




[bookmark: _Toc266285331]Objectives

An effective international marketing strategy needs to be formalized which can clearly define NADRA’s international products and services, identify and quantify the target market, gather market intelligence, place itself in the market as a reputable system integrator and drive the research and development towards new technologies in the business.
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There is significant lack of research in the area of B2G marketing and marketing for homeland security solutions while the business has evolved into a multi trillion dollar industry. The researcher has conducted exploratory research and explored the subject topic using NADRA as a sample business and online study of the industry.

Type of Study
The researcher has conducted exploratory research on the subject project since information on the relevant subject is scarce. The precise subject domain is of “business-to-government markets” and “marketing for homeland security”. The research itself has helped in clearly identifying the problem area as well as throwing light on the relation of these new topics to the subject of “international marketing”

Population Sample

NADRA has four departments which are actively involved in pursue of international projects.
1. Marketing Department
1. Strategic Planning Division
1. Project Management Office
1. Technology & Development Directorate

1. Personal and in-depth interviews with employees were conducted at NADRA headquarter Islamabad.  

	Department
	Designation
	Count

	Marketing
	Brand Managers
	2

	Strategic Planning
	Managers
	2

	Project Management Office
	Managers
	2

	Technology & Development
	Software Design Engineers
	2


[bookmark: _Toc263706234][bookmark: _Toc264565090]Table 1‑1 :  Interviewed Employees

Research Instruments
The primary source of information was the detailed interviews conducted with the above mentioned group. Since the business is B2G (Business to Government) the use of questionnaire or survey was not possible.
1. Marketing brochures and leaflets were also studied
1. Knowledge about NADRA’s competitors was gained through visiting their respective websites.
1. Other research about the market was done through the internet.
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The project scope covers a comprehensive study of the international marketing strategy of NADRA based on the following variables
1. International Market Assessment
1. Product Decisions
1. Organizational structure
1. International Communications / Promotion Strategies
1. Pricing Decisions
The project scope also includes formulation of an international marketing strategy based on the shortcomings concluded from the research.
The research is limited to the study of the subject on the above mentioned variables and within the scope the researcher is limited to the information disclosed to him by the organization, keeping in view the sensitive nature of its operations. 
The selected topic is unique and academic material on the topic is hardly available anywhere. The topic is closely related to the subject of “international marketing” and “B2G markets”.  The researcher will map these theories on the subject project, create adjustments and create a best fit scenario for an academic research.  The adjustments will be limited to the knowledge and understanding of the researcher of the subject project.


[bookmark: _Toc266285334]Contemporary Research

Compared to international trade and export marketing, International Marketing is a more recent phenomenon [Root 1978; Yoshino 1976]. It has grown since World War II and presumably was consequence of the demise of colonialism and the recreation of numerous independent nations.
The concept of B2G marketing is even more recent than international marketing. Selling to an organization such as a business or government agency presents the marketer with challenges which are distinct from the consumer sale (Business-to-consumer, B2C); however, marketing to a government agency (Business-to-Government, B2G) is also different than selling to a business customer. Unlike a government agency, a business is tasked with making a profit for the benefit of its shareholders. Private companies may have more flexibility in how they prioritize profit against other objectives, but in the end, making money is their top priority. Government agencies have fiscal constraints and requirements also, of course, but making money is not why they exist. They exist to serve their constituents and to achieve specific missions. These objectives, and how they are to be met, are set out in a complicated combination of laws, regulations, policies, and operating directives which are influenced heavily by shifting political environments. (Marybeth Fraser, Principal, B2B Marketing Excellence). 

[bookmark: _Toc266285335]International Market Assessment
The global requirement of security has increased the use of computerized systems so that results and answers can be obtained as quickly as possible. Each country is investing heavily in automation of its processes thus making all governments target market for NADRA. However, analyzing the economic, social and political environment of the complete market NADRA must focus on a specific group of countries to create its market niche.  
HV Perlmutter in 1995, identified nine core incompetencies in firms, resulting in failure to capture international markets. He described these as “the bundle of activities and managerial skills that are mismatched in a great variety of countries where firms do business”.  The first three are
1. Inability to find the right market niches.
1. Unwillingness to adapt and update products to local needs.
1. Not having unique products that are viewed as sufficiently higher added-value by customers in local markets.

NADRA having a success with its products and services in Pakistan must create for itself a market niche in countries with similar market environment.  The developing countries in the world should be a clear focus of NADRA’s international marketing strategy. Moreover, most of the products and services revolve around registration of population and almost eighty percent of world’s population lives in developing countries. 
The economic environment of the target market plays an important part in the overall international marketing strategy. In fact, in most cases this is the main concern of a firm before they decide to internationalize. The Gross National Income (GNI) is taken into consideration while conducting marketing research and is considered an important indicator in calculating the buying power of consumers or customers. However, the socio-economic theories of crime clearly indicate that when economies go down the crime rates go up. Coomer Nicole (2003) undertook a study to examine the influence of macroeconomic factors on crime. In his analysis, he first included unemployment, poverty, prison population, high-school and college education level and income disparities as independent variables. He then dropped the insignificant variables and found that unemployment, inflation and poverty influence crime positively. 
When the crime or terrorism is on the hike the business of security also goes up.  The economic factors of these developing countries will not be taken into much consideration since one way or the other, investing in security systems has become more of an obligation than choice. 
“Terrorists are increasingly hitting "soft targets" with high-powered explosives carried by local operatives. This new phase in the terror war is shining a spotlight on a burgeoning worldwide business: the homeland security experts. Armed with a background in law enforcement, intelligence, or technology, a growing crop of security consultants has sprung up to help major corporations increase their defense.” (Magnusson, 2005)

Government policies are also a favorable indicator for identifying tentative markets. 
A new government policy requiring the fingerprinting of foreign visitors has ignited howls of outrage in many parts of the world, but for the U.S. biometrics industry, it represents a multi-billion-dollar opportunity. “Homeland security seen spurring biometrics” (Jones, MSNBC, 2004)



Language Barrier
A case of analyzing local environment


A tender was floated by the Islamic Republic of Mauritania, Africa, for procurement, installation and training of national identity card registration and production system, passport production system and foreign resident registration system.  NADRA decided to bid for the project as the product range was almost 100% compatible with NADRA’s expertise and NADRA already had a strong presence in African region.  The original Request for Proposal (RFP) was in French and an English copy was available for international bidders. Soon after the technical team evaluated the RFP it was found that the translated copy did not offer enough information to understand the complete requirements. It was not before a team visited Mauritania, they realized that the local language was Arabic and the second most popular language was French. The quantity of people who spoke English was almost none and the availability of a translator was also rare. The team had to communicate using hand signals. After significant efforts and interviews with the relevant personnel using automated translation tools was it possible to complete the task.
This laid significant emphasis on researching the local traditions and norms and preparing the marketing plan accordingly.


[bookmark: _Toc266285336]Product Decisions

Just because a product is successful in one country, there is no guarantee that it will be successful in another. Where some products are universal and can be used in any country in the same way, however, a lot of products have a domestic appeal and a need for local taste. There have been tons of examples where major companies have failed miserably because they did not realize the importance of local environment. A marketer must analyze if the product is required to adapt to the local environment or not. For all such products necessary modifications must be part of the international marketing strategy.
NADRA’s products and services have evolved from its domestic experience of computerizing the national identity card for Pakistan. Learning from her experience of system automation NADRA executed the machine readable passport project for Pakistan. After achieving numerous successes in completing several projects of the same nature NADRA jumped into the international market with its products and services of system integration. NADRA has the following basic international products and services
1. System Integration and automation services
0. Driver’s License
0. Arms License
0. Document Management
0. e-Balloting
0. Vehicle Management
0. Identity Cards
1. Central Database
1. Machine Readable Passport
1. Civil Registration System
1. Border Management System
1. Biometric Technologies
1. Electronic toll collection system
1. Technical consultancy
[image: http://www.sabcs.org/TravelTransportation/images/clip_image001.gif]Civil registration is the system by which a government records the vital events of its citizens and residents. The resulting repository or database is called civil registry or population registry. The primary purpose of civil registration is to create legal documents that are used to establish and protect the civil rights of individuals. A secondary purpose is to create a data source for the compilation of vital statistics. In most countries, there is a legal requirement to notify the relevant authority of any life event which affects the registry. (www.wikipedia.org)
 (
Figure 
2
1
 : Machine Readable Passport Sample
)A Machine Readable Passport (MRP) is a travel document where the data on the identity page is encoded in optical character recognition format. (www.wikipedia.org)
 (
Courtesy: Wikipedia Contribution
)
A border management system is responsible for logging of all immigration related details during a border crossing. The border management systems of today are highly sophisticated softwares capable of identifying machine readable passports, visas and other travel documents with their security features. The systems are also responsible for automated matching of travelers with the control list maintained by the country. 
[image: ]
[bookmark: _Toc265166412] (
Courtesy: OTIGlobal & VisionBox 
)Figure 2‑2: Border Management Systems

 (
Figure 
2
3
: Biometric verification
)[image: ]The term "biometrics" is derived from the Greek words bio (life) and metric (to measure). For our use, biometrics refers to technologies for measuring and analyzing a person's physiological or behavioral characteristics, such as fingerprints, irises, voice patterns, facial patterns, and hand measurements, for identification and verification purposes. (Markus Schatten, 2005)

The solutions are mostly identity centric and each solution is a set of products and services working in conjunction to form a single system. Although these solutions seem to be appropriate for all markets but they must be customized according to the market environment of each country.  In fact, it is easily possible to adopt “mass customization” as the unique selling point in the marketing strategy. The software-based product configuration will make it possible to add or change functionalities of a core product or to build fully customized solutions from scratch. 
Chase, Jacobs & Aquilano (p.419) described the benefits of customization as a strategy that postpones the task of differentiating a product for a particular customer until the latest possible stage in the supply chain network. According to them such a strategy provides strategic and economic advantages.
According to Pine (1992), the concept of mass customization is further categorized as
1. Collaborative customization
Product customized according to customer needs after consultation with the customer

1. Adaptive customization
Standard product which can be customized by the customer

1. Transparent customization
Product customized for customer without explicitly telling the customer

1. Cosmetic customization
Standard product marketed to different customers in unique ways

After research on the methods of execution of NADRA’s existing international projects in KENYA, NIGERIA and SUDAN, the collaborative customization is best suited for NADRA.



[bookmark: _Toc266285337]Organizational Structure

The organizational structure of a firm going international with its products is a framework that defines as to how it will plan, strategize and control its operations. 
“For a firm starting out in export markets, the decision is relatively simple. Either the international business is integrated within the domestic business or separated as a specialist activity. There are some advantages of setting up a separate activity, such as bringing together skills and expertise, avoiding a situation where the international business is “low priority”, recognizing the importance of international business, and allowing greater independence to look at opportunities.” (Chris Phillips, Isobel Doole, Robin Lowe)
The above reference also quotes some disadvantages as it may create conflicts between domestic and international market demands on production or/and create duplication and inefficient use of company’s resources.
Micheal Goold and Andrew Campbell (2002), in their research on creating a new organization structure state that the most fundamental test of organizational design is whether there is a fit with the company's overall marketing strategy and whether it reflects the strengths of the entities within the organization. International firms can choose from a variety of organizational structures, ranging from a domestic operation that handles ad-hoc export orders to a full-fledged global organization.( Micheal R Czinkota, Ilkka A. Ronkainen, 2007)
Hsieh, Lavoie and Samek (1999) laid significant emphasis on utilizing local resources for international operations. They introduced a process of hiring locally suitable resources by mining for talent, training them and reshaping their employee value proposition to retain them. They concluded in support of going global while hiring locally. In the case of international marketing where the organization is performing complete operations from its headquarters and do not have any international subsidiaries, organizations operate by partnering with local agents and partners. 
NADRA’s case is a bit unique and probably no other competitor in its international business has this uniqueness. NADRA is the only public service government company in the world which is set out to do commercial business. This means that the domestic business of NADRA is not really a business but actually its sole purpose of existence, serving the citizens of Pakistan. NADRA by law has the responsibility of registration of all citizens of Pakistan and that is a business it cannot overlook.  NADRA’s operation human resource for local registration is not linked with the international and commercial projects. However, the technical team that manages the international projects also works on improvement and bringing innovation to the existing registration system.  This team is divided into a matrix structure with cross department teams working together in smaller teams for each project. There is no segregation in the team that does international commercial projects and domestic commercial projects. The job of marketing is actually taken up by three departments while the technology department works in close coordination with all three. The marketing department itself is understaffed and does not have a focused and precise international marketing strategy. Moreover, NADRA, currently developing and deploying projects in multiple countries does not have any subsidiary or office abroad.

[bookmark: _Toc266285338]Pricing Decisions

From a marketing view, the aim of pricing strategy is to set a price that the customer sees in the product while meeting profits on investment goals (Kortge and OkonKwo).
Price in the marketing mix is often given the least consideration while making marketing decisions. Price is important because it is inversely proportional to demand. Myers, Cavusgil and Diamantopoulos (2002) commented on the export-pricing literature by characterizing it as distinct lack of sound theoretical and empirical works.
But a pricing decision cannot be taken in isolation. A pricing decision is affected by a lot of factors like supply and demand, cost, exchange rate, market share and culture. A fix pricing model cannot be used when the company is following mass customization as its marketing strategy. Since the volume, scope, contract terms and competitive landscape may vary significantly, a unique pricing model will be followed for each project.  When working for a B2G pricing, government regulations apply to pricing and should be studied carefully before entering the market. 
NADRA’s pricing strategy revolves around four major factors
1. Software development and system integration activities
1. Software license procurement
1. Hardware procurement
1. Project management activities
1. Built Operate Transfer (BOT)
Pricing for software usually revolves around the concept of traditional cost-based pricing which is the most popular method based on the information provided by the cost-accounting system. Marketing and product managers are trained to price the software to yield a desired return on fully allocated costs. There is no product approval in a business development plan for a novel market without considering a lucrative return on investment (Keen and Digrius, 2003). 
Johnson and Kaplan in 1991 described the basic problem with the cost-based pricing model and said that it comes from the cost assumption of the product. The unit cost is strongly dependent on the number of units. As the volume varies, the cost per unit also changes. Therefore, the calculated costs are varying and continually move targets.
The software pricing strategy has lately moved from cost-based to value-based pricing strategy. Singh (2005), in his paper on software pricing strategies states that with the progression in development of software business it involves more competition, it is increasingly significant that pricing strategy be based on perceived customer value. The scheming of the software should be with the knowledge of how customers value particular attributes and how much they are willing to pay for them. It is a fact that those software products that deliver superior value will prove to be a success in the market place. In order to be successful, software development must become more value based.
Hardware procurement and software license have to be procured externally and their costs have direct impact on the over all pricing.  There are limited options when it comes to software licenses for databases and operating system, so the cost impact is same on competitors as well. However, the cost of hardware varies significantly between European vendors and Asian vendors. 
The price is mostly quoted in US Dollars and due to its low cost, NADRA has a good chance in winning the projects.  NADRA’s major competitors in price are Chinese companies. In a market where most players are European giants with their high operating costs, NADRA is expected to be in the lowest five in the financial bidding process. NADRA must collaborate with Chinese manufacturers as back end partners for hardware to bid for projects, if it has to compete with Chinese companies.
The BOT based projects have an operational factor to it, which is majorly calculated on the basis of cost of operations in the local environment.  The pricing of such projects is majorly affected by, funding of the customer itself, terms of agreement with the local agent/partner and population of the market size of the project. 



[bookmark: _Toc266285339]International Communication / Promotion Strategies

Promotion for international products is recently been referred to as international communication is responsible as to how your product will be introduced in the market. International communication will also decide how effectively the features and benefits of a product are described to a customer as per the customer need. The choice of media plays an important role in promoting these products in the overseas markets.
It seemed in the beginning that international communications for B2G will be fundamentally different from B2B or B2C marketing. However, after studying the basics of B2B and B2C, it revealed that the fundamental enablers in laying the promotional strategy for all three are the same. The information about your products and services must reach the decision makers and influencers when they are seeking information about your products and services. The tools and vehicle for driving that information to the client may vary drastically but the core idea is the same.
“In the government market, the ultimate information vehicle is the proposal itself and its vocabulary, tone and specific references can be critical factors in communicating value. There are certainly publications, trade shows, and events which can be leveraged to let your target market know about your company and offerings as well, and like the business market they are very specific to the department and/or product area, requiring specificity of message and placement needed to make sure your communications are successful. Even though the audience of “buyers” is often relatively small, the audience of “influencers” on any particular procurement can be quite large and diverse, including political figures and staffs who have oversight responsibility”. (Marybeth Fraser, Principal, B2B Marketing Excellence)

The most effective tools for international communication for NADRA have been evaluated to be 
0. Proposals
0. Tradeshows
0. Events
0. Agents 
0. Partners
0. Embassies
This marketing mix of NADRA’s existing international marketing strategy is being executed excellently. NADRA has a strong international presence with projects currently in Kenya, Nigeria, Sudan, Bangladesh and Sri Lanka.  NADRA has pursued projects in other regions and markets as well where governments have tendered projects of homeland security.  Although NADRA was unable to win the project but the process of submission of bid was completed.  Regular participation in international tenders has made NADRA a common name among the tentative clients and competitors. NADRA also participates regularly in international tradeshows events specific to the world of identity management and homeland security solutions. NADRA has participated regularly in the following international tradeshows and events
1. CEBIT, Hannover, Germany
1. CARDEX, Cairo, Egypt
1. ID WORLD – Citizens ID Forum, Different location every year
1. ID WORLD – e-Passport Forum, Different location every year
1. CARTES, Paris, France
1. GITEX, UAE
NADRA has made contracts with agents in several countries, majorly regions where there are running projects or where a bid has been submitted. These agents market NADRA’s products to the local market and keep NADRA updated of the political and social environment of the local market. The agents also serve as local partners in service delivery after completion of the project.
NADRA believes in collaborating with the competition to gain maximum advantage. There are times that NADRA bid for a project with a company as partner and later bid for another project with the same company as competitor. NADRA has partnered with world renowned companies in the field of biometrics and other system integration technologies.
1. SAGEM – biometric fingerprint solutions
1. VIISAGE – biometric facial solutions
1. ORACLE – database solutions
1. JURA – security printing solutions
1. CROSSMATCH TECHNOLOGIES – fingerprint capture solutions
1. IBM – server hardware solutions
1. NEOLOGY – RFID technology solutions
1. CISCO NORTEL NTL – networking solutions
1. COGENT – fingerprint capture solutions
1. OPSEC – secure lamination solutions
1. AMERICAN BANKNOTE – secure document solutions
1. LIGHT IMPRESSION – secure lamination solutions
1. NCR – Data warehousing solutions
The option to partner with a vast variety of companies gives NADRA the edge to mass customize its solution for all possible customers, keeping in view local needs and tastes.






[bookmark: _Toc266285340]Industry Analysis

The environment of an industry is affected by all the external influences that can affect decisions and performance.  Fahey and Narayanan in 2001 classified the external influences by source or by proximity i.e. classifying into micro and macro environmental factors. Grant (2010) laid significant emphasis on distinguishing between vital and merely important external factors for effective analysis of environmental factors. He described the following three factors as the core of any firm’s business environment which forms the industry itself.
· Customer
· Supplier
· Competition
 (
Courtesy: 
Robert M.
 Grant
 , 2010
) (
Figure 
3
1
: Relationship between environment and industry factors
)[image: ]Grant builds a relationship between the environment factors and industry factors by describing how the environmental factors such as economic trends, demographics, social and political environment affect the industry factors.

[bookmark: _Toc266285341]Determinants of Industry Profit: Demand and Competition

The identity centric homeland security solution is a multi billion dollar industry.  The sudden increase in demand has brought in many players, marketing and customizing their products according to the market demand.  The demand for the industry can be precisely calculated using market research.  It must be kept in mind that the drivers for this business is the need of countries to automate there systems to get quick analysis and answers. In some cases like Passport systems, it is an obligation rather than a need, since, ICAO – International Civil Aviation Organization has set a deadline for all countries to upgrade their manual passports to Machine Readable Passports. A list can easily be generated of countries which are yet to meet this deadline, and can be targeted pro-actively.
Similarly for other national registration systems, a trend of international funding towards Africa and under developed countries can be evaluated. World Bank’s poverty alleviation programs, Asian Development Banks’ infrastructure development programs, International Organization for Migration’s refugee repatriation programs, USAID, UNDP and ILO’s programs for development can be the focus of the marketing research to calculate demand.

This industry of identity centric homeland security solutions can be divided into the following major categories
1. e-Passport technology
1. Data warehousing solutions
1. Civil registration technology
1. Border management solutions
1. System automation
1. Electoral rolls system
1. Social sector services
Most companies do not offer complete systems but specialize in one of the sub-categories or core technologies that combine to form one of these systems.
The sub-categories or specialization fields are as follows
1. Components
0. Security Paper (SP)
0. IC Chips (IC)
0. Operating Systems (OS)
0. Inlays/Antennas (INL)
0. Cards/Passports (CARDS)
0. Pre-laminates (PL)
1. Equipment
1. Card Manufacturing (MF)
1. Data Capture & Personalization (PERS)
1. IT Systems
2. Software Applications (APP)
2. Readers/Hardware (HW)
1. Services
3. System Integrator (SI)
3. Value Added Reseller (VAR)

The following table describes in detail each company and its area of specialization according to the sub-categories defined.

	Company
	SP
	IC
	OS
	INL
	CARDS
	PL
	MF
	PERS
	APP
	HW
	SI
	VAR

	3M
	
	
	
	
	1
	
	
	1
	
	1
	1
	

	ASK
	
	
	
	
	1
	1
	1
	
	
	1
	
	

	Atlantic Zeiser
	
	
	
	
	
	
	
	1
	
	
	1
	

	Atmel
	
	1
	
	
	
	
	
	
	
	
	
	

	Baltech
	
	
	
	
	
	
	
	1
	
	1
	
	

	Budesdruckerei
	
	
	
	
	1
	
	
	1
	1
	1
	1
	

	Cognitec Systems
	
	
	
	
	
	
	
	1
	
	
	
	

	Collis
	
	
	
	
	1
	
	
	1
	1
	1
	1
	1

	Cross Match Technologies
	
	
	
	
	
	
	
	
	1
	1
	
	

	Datacard Group
	
	
	
	
	
	
	1
	1
	1
	1
	1
	

	De La Rue
	1
	1
	1
	1
	1
	
	1
	1
	1
	1
	1
	1

	Dermalog
	
	
	
	
	
	
	
	1
	1
	1
	
	

	Diletta
	
	
	
	
	1
	
	1
	1
	1
	1
	
	

	EDAPS
	1
	
	
	1
	1
	
	1
	1
	1
	1
	1
	1

	FASVER
	
	
	
	1
	
	
	
	
	
	
	
	

	Gemalto
	
	1
	1
	1
	1
	
	1
	1
	1
	1
	1
	

	GET Group
	
	
	
	
	1
	
	
	1
	1
	1
	1
	1

	G&D
	1
	
	1
	1
	1
	
	1
	1
	1
	
	1
	

	HID Global
	
	1
	
	1
	1
	
	
	
	1
	1
	
	

	HJP Consulting
	
	
	1
	
	
	
	
	1
	1
	
	1
	

	Integrale Solutions
	1
	1
	1
	1
	1
	
	1
	1
	1
	1
	1
	

	IBM
	
	
	1
	
	
	
	
	
	1
	
	1
	

	Infineon Technologies
	
	1
	
	
	
	
	
	
	
	
	
	

	Iris
	
	1
	1
	1
	1
	
	1
	1
	1
	1
	1
	1

	JDSU
	1
	
	
	
	
	
	
	
	
	
	
	

	KSW Microtec
	
	
	
	1
	
	1
	
	
	
	
	
	

	L1 Identity
	
	
	
	
	
	
	1
	1
	1
	1
	1
	

	Landqart
	1
	
	
	1
	1
	
	
	
	
	
	
	

	Lasercard
	
	
	
	
	1
	
	1
	1
	1
	1
	1
	

	Lumidigm
	
	
	
	
	
	
	
	1
	
	1
	
	

	Masktech
	
	1
	1
	
	
	
	
	1
	
	
	
	

	Melzer
	
	
	
	
	
	
	1
	
	
	
	
	

	Muhlbauer
	
	
	
	
	
	
	1
	1
	1
	1
	
	

	Multicard
	
	
	
	
	1
	
	
	1
	
	
	
	

	Multipolaris
	1
	
	1
	1
	1
	
	1
	1
	1
	1
	1
	1

	NADRA
	
	
	
	
	1
	
	1
	1
	1
	1
	1
	1

	NetSet global Solutions
	
	
	
	
	1
	
	
	1
	1
	1
	1
	1

	N4P
	
	1
	1
	1
	
	
	
	
	
	
	
	

	Oberthur Technologies
	1
	1
	1
	1
	1
	
	
	
	1
	
	
	

	OTI
	
	1
	1
	1
	1
	
	1
	1
	1
	1
	1
	1

	Orell Fussli
	1
	
	
	
	1
	
	
	
	
	
	
	

	PAV Card
	
	
	1
	1
	1
	1
	
	
	
	
	
	

	Safe ID
	
	
	
	
	1
	
	
	1
	1
	1
	1
	

	SAGEM
	
	
	1
	
	1
	
	
	1
	1
	1
	1
	

	SCM Microsystems
	
	
	
	
	
	
	
	
	
	1
	
	

	Smartrac
	
	
	
	1
	1
	1
	
	
	
	
	
	

	Smart Packaging Solutions
	
	
	
	1
	
	
	
	
	
	
	
	

	Speed Identity
	
	
	
	
	
	
	
	1
	1
	1
	1
	

	Thales Group
	
	
	
	
	1
	
	
	
	1
	
	1
	

	Trub
	
	
	1
	1
	1
	
	
	
	1
	
	1
	

	Tssi Systems
	
	
	
	
	
	
	
	
	1
	1
	1
	

	Unisys
	
	
	
	
	
	
	
	
	1
	
	1
	1

	Vision-Box
	
	
	
	
	
	
	
	1
	1
	1
	
	

	Vps Id System
	
	
	
	
	
	
	
	
	1
	
	
	


[bookmark: _Toc263706235][bookmark: _Toc264565091] (
Courtesy: Citizens ID Forum
)Table 3‑1 : Product Wise Industry List

From the above graph we can see that there are very few firms involved in over all system integration and delivery of complete solutions on the basis of turnkey. NADRA is one of the few firms that deliver complete systems making other small firms supplier for them. 
Porter’s Five Forces of Competition
There are many factors in an industry that affect the level of competition and profitability. A famous and commonly used framework for determination of such factors was developed by Michael Porter of Harvard Business School.


[bookmark: _Toc263705875][bookmark: _Toc265166415] (
Courtesy: Micheal Porter
)Figure 3‑2: Industry Evaluation through Porter's Model

Studying the forces of competition using the Porter’s model, we see that the rivalry amongst the existing firms is high. Since there are limited countries with limited products, the competition is fierce. The firms at times, work in competition or collaboration to make best use of the opportunities available.
The field of homeland security solutions is such that it has simply no substitutes. There is no other option for the customer to adopt one of the available solutions in the market. Therefore, threat of substitute is non-existent.
As we observed in the previous paragraphs that most of the firms in the business specialize in making sub-components of the complete systems, making them suppliers to other firms who offer complete enterprise solutions. The number of suppliers is significantly larger than the number of inter-industry customers, thus making supplier bargaining power low. The suppliers vary from high quality European suppliers to average quality and cost effective Asian suppliers.
If an industry is making profits and the return on its capital is high, the industry become very lucrative for the firms outside. If there are no barriers to the industry, the rate of profits may decrease in proportion to the level of competition. The same was observed when the Bagel industry in U.S experienced a sudden influx resulting in major losses since margins fell and was reported in the article “For Bagel Chains, Investment May Be Money in the Hole” by Richard Gibson. 
The threat of new entrants is high, since the tenders are floated in the open market and evaluated on the basis of technical and financial bids. There are no barriers, laws or certifications required to compete in this business. 
The ratio of customers as compared to the competitors in the field is very low, thus making bargaining power for clients high.
Overall, the market is open for competition and the firm which offers the best technical solution at the cheapest cost will win. 
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[bookmark: _Toc266285343]Introduction

The National Database and Registration Authority (NADRA), Pakistan is a fully owned entity of the Ministry of Interior, Government of Pakistan. NADRA is fully qualified to plan, design, develop and implement a complete turnkey solution of homeland security. This qualification derives from NADRA’s successful implementation of the Citizen Registration (Identity Cards)/National Data Warehouse as well as Machine Readable Electronic Multi-Biometric Passport Projects for the Government of Pakistan. 

NADRA is the largest IT Company in Pakistan and employs a highly skilled work force of more than 12,000 technical and management personnel. 
Complementing its technology leadership, NADRA also specializes in change management and business process re-engineering of public and private sector enterprises. The successful and seamless paradigm shift from “form based data acquisition” and “manual registration system” to “interactive data acquisition” (Citizen Registration Project of Pakistan) proves NADRA’s capability and urge to continuously improve its processes, systems and procedures



[bookmark: _Toc266285344]Achievements

NADRA is the largest IT Company in Pakistan and employs a highly skilled work force of more than 12,000 technical and management personnel. The company has been placed, by ID WORLD magazine, among the top 50 companies of the world in the field of secure documents and among only 16 companies for system and solution integration for five years running. Chairman NADRA has been awarded the Outstanding Achievement Award in November 2005 in Rome during the ID World International Congress for his vision, leadership and role in conceptualizing, designing and implementing secure ID and travel documents in Pakistan. NADRA has also been awarded the Outstanding Achievement Award for an IT organization by Cardex, Egypt, in May 2007.

The central hub of NADRA’s extraordinary strength and growth in the last 9 years is the highly secure and intelligent data warehouse which hosts the nation’s data and runs various Transaction Processing, Business Intelligence and Decision Support applications. Additionally, NADRA takes immense pride in producing not only the Computerized National ID Card of Pakistan but also the world’s first Machine Readable Multi-Biometric Electronic Passport as well as Machine Readable Visa. This ID Card/ Citizen Registration and Passport infrastructure that NADRA has successfully engineered for Pakistan encapsulates both Automated Fingerprint Identification System and Facial Recognition System components. In addition, NADRA has successfully achieved Radio Frequency Identification Device (RFID) Chip integration in the passport system. To date, about 80 Million ID Cards and 6.75 Million passports have been processed at our ID card and passport personalization facilities; which possess the capacity to issue about 100,000 ID cards and 9,000 passports a day on a single shift basis, using multiple data capturing facilities established by NADRA within the country and in Pakistan’s Foreign Missions abroad. Another 4.38 Million TD-1 Machine Readable Travel Documents have been produced for issuance to overseas Pakistanis. Rounding out this portfolio is NADRA's Civil Registration Management System (CRMS) which encompasses the processing and production of computerized Birth, Marriages, Divorces and Death Certificates at local government level. The CRMS system has reached a data set size of 1.3 Million, and 1.08 Million Civil Certificates have been produced by NADRA.

NADRA has implemented the next generation Passport infrastructure for the Government of Kenya, that went live in December, 2007. In the last six years, NADRA has successfully designed and implemented the High Security Driving License for the Government of Bangladesh as well as the UNHCR sponsored Afghan National Registration system for the registration of more than 2.15 Million Afghan refugees present in Pakistan in a record time of 5 Months.


[bookmark: _Toc266285345]Identification of Issues

The issues have been discussed in detail in the previous chapter of contemporary research. Here is a summary of the issues found in the over all research. 
1. NADRA has not refined its marketing priorities in terms of selection of projects. The target market is not defined and efforts are made when projects have already been tendered. 
1. NADRA does not have segregation between its products being offered in international market and products promoted in domestic market. 
1. NADRA’s organizational structure is not best suited for its strategy to capture the international market. The marketing department requires additional human resource and the role of marketing must be defined to a department, which is currently being done by three separate departments.
1. NADRA has an effective pricing strategy which is why it has won four international projects. However, the pricing strategy should be formalized and must include dynamics of the factors affecting price.
1. International communication is the part of the marketing mix that NADRA performs well. However, the over all communication is distributed between three departments. 


[bookmark: _Toc266285346]Action Plan

[bookmark: _Toc266285347]Target Market Definition

NADRA’s target market has been defined in the previous chapter of “contemporary research” where it was evident that all governments are the target market for NADRDA. However, the issue raised was of creating a market niche and identify favorable markets within the target market.
NADRA should create a formula of evaluating feasible target markets for itself. The formula should contain a set of variables which can be used to identify markets as favorable or unfavorable for NADRA. These variables will be assigned a weight range between most favorable and least favorable. The total calculation will reveal the most favorable markets for NADRA.
Market identification variables
1. Population
NADRA’s solutions are mostly identity centric, which means the bigger the population of the country, the bigger will be the scope and value of the project. 

1. Diplomatic relations
NADRA being a government organization has a better chance of winning a project in a country where it has better diplomatic relations. This is directly linked to the favorable operating conditions in the local environment. 

1. Political environment
The political environment of a country has been calculated to have an inversely proportional relationship with its chances to give its project to NADRA. NADRA’s statistics has shown that being a third-world nation; it has a better chance of winning a project in a moderately politically stable country. Kenya, Nigeria and Sudan have seen drastic political change in the paste three years. 

1. Economic conditions
The economic conditions are an important factor and a positive indicator in terms of defining the target market. The budget allocation for development projects can be evaluated. For example, countries with international funding like World Bank funding and poverty alleviation measures have a higher chance of tendering a government project.

1. International Obligations
Countries have to comply with some international standards to operate and communicate internationally. For example, as per the International Civil Aviation Organization (ICAO) it is mandatory for all countries to have an ICAO standard machine readable passport till April 2010. The deadline has been reached and still there are countries which have no yet fully complied this. There countries are likely to tender its passport production system are can be market as favorable markets.

1. Institutional donors
Countries with more donor funding for its public sector alleviation measures is a favorable market. Organizations like World Bank, Asian Development Bank or trends of investment in Oil and Gas sector are positive indicators

The following is a sample form to identify favorable target markets for NADRA
	Country
	Population
	Diplomatic
 Relations
	Political 
Environment
	Economic Condition (budget allocation)
	Institutional 
Donors

	Libya
	6,276,632
	3
	1
	World Bank Resource:
Poverty Alleviation Measures
	World Bank, Neighboring 
Countries, Oil & Gas Related Investment

	Syrian Arab 
	21,226,920
	1
	2
	
	

	Jordon
	5,906,043
	2
	3
	
	


[bookmark: _Toc263706236][bookmark: _Toc264565092]Table 6‑1 : Identification of Favorable Target Markets
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The international products and services of NADRA will follow the mass customization strategy as described earlier in the chapter of contemporary research. However, a formal description and relationship of the products and services with the enablers of these solutions is described in the diagram below.


[bookmark: _Toc263705876][bookmark: _Toc265166416]Figure 6‑1 : NADRA’s International Products and Services


[bookmark: _Toc266285349]Organizational Changes

NADRA has only two marketing managers in its marketing department with no deputy managers or assistant managers. The following steps are suggested for NADRA to successfully implement an international marketing strategy
1. Empower the marketing department by taking the responsibilities of international marketing from the department of Projects Management Office and Strategic Planning Division.
1. Create a marketing department structure based on product groups. Each team should be assigned a number of products of similar nature. For example, passport related projects should be handled and specialized by a team of deputy and assistant managers, overlooked by one manager. The teams should also be connected vertically to share region wise intelligence. It is suggested that three teams comprising of manager, two deputy managers and three assistant managers each, should be formed to cater for international projects only.







[bookmark: _Toc266285350]Pricing Strategy

As discussed before, NADRA’s pricing strategy works. The room for improvement is required in terms of vendor selection of hardware (as discussed in previous chapters).  It is strongly suggested that a list of hardware most commonly used in NADRA’s solutions should be prepared. The list should be updated with prices from all possible vendors, especially Asian vendors. A regular update of the list may affect the over all price of the projects in a significant manner. 
Following is a sample list which should be used to maintain updated price list of hardware products.
	Product
	Standard Technical Specifications
	Vendor 1
	Vendor 2
	Vendor 3

	Passport Printer
	
	<price>
	<price>
	<price>

	e-card printer
	
	<price>
	<price>
	<price>


[bookmark: _Toc263706237][bookmark: _Toc264565093]Table 6‑2:  Hardware Vendor List



[bookmark: _Toc266285351]International Communication

As discussed before NADRA’s international communication is effective, but efforts in this regards are distributed among three departments. The efforts should be combined and the responsibility should be given to the marketing department. 
NADRA’s international communication model for approach revolves around three members
1. Agents
1. Partners
1. Independent with Embassies

[bookmark: _Toc263705877][bookmark: _Toc265166417]Figure 6‑2: International Model of Approach



The model of technology partner of approach and benefits is explained by the following diagram


[bookmark: _Toc263705878][bookmark: _Toc265166418]Figure 6‑3: Benefits and Model of Market Approach

Another factor evaluated in terms of international communication is customer management. NADRA’s customer management is mostly dependant on its agent’s interaction with the customer. Due to the fact that the agent, during its management of the customer will always uphold its own interest before the interest of the company, it is strongly suggested that a Corporate and Regulatory Affairs (CORA) department should be established which should be responsible for all corporate affairs with the client directly.  CORA will help enhance and manage customer experience, keeping the interest of NADRA prior at all stages.

[bookmark: _Toc266285352]Conclusion

A unique case of a public service government organization going international with its products for identity centric homeland security solutions has been studied. The limited availability of related research material on the subject made it a challenge to study and evaluate such an organization with reference to the theories of international marketing. 
The detailed research revealed that NADRA has been able to capture a significant market share in the market of identity centric homeland security solutions and it forecasts a bright future in the industry. However, to fully utilize this commercial opportunity NADRA is not optimally geared to face this challenge. 
A brief international marketing strategy was devised in close coordination with the respondents of the research. 
The research has opened doors for further research and raised requirements of further research to be conducted in the fields of 
1. B2G international marketing, 
1. Commercial opportunity of identity centric homeland security solutions, and 
1. Public sector organizations working on commercial projects.
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[bookmark: _Toc266285354]Annexure
Persons Interviewed:
1. Marketing Department
0. Mr. Ali Kazmi – Brand Manager
0. Mr. Umair Wasi – Brand Manager
1. Strategic Planning Division
1. Mr. Usman Cheema – Manager
1. Mr. Bilal Bilal – Deputy Manager
1. Project Management Office
2. Mr. Kashif Iqbal – Manager
2. Mr. Ali Javed – Deputy General Manager
1. Technology and Development
3. Mr. Alamdar Mehdi – Program Manager
3. Mr. Kashan Ahmed – Program Manager


Date and Time of Interviews:
	Name
	Date
	Time

	Ali Kazmi
	February 22nd, 2010
	1100 hours

	Ali Kazmi
	February 23rd, 2010
	1100 hours

	Ali Kazmi
	March 15th, 2010
	1400 hours

	Ali Kazmi
	March 16th, 2010
	1100 hours

	Ali Kazmi
	March 29th, 2010
	1400 hours

	Ali Kazmi
	May 20th, 2010
	1100 hours

	Ali Kazmi
	May 21st, 2010
	1400 hours

	Ali Kazmi
	May 26th, 2010
	1400 hours

	Ali Kazmi
	June 2nd, 2010
	1100 hours

	Umair Wassi
	February 22nd, 2010
	1100 hours

	Umair Wassi
	February 23rd, 2010
	1400 hours

	Usman Cheema
	March 18th, 2010
	1100 hours

	Muhammad Bilal
	March 18th, 2010
	1100 hours

	Kashif Iqbal
	March 19th, 2010
	1400 hours

	Ali Javed
	March 29th, 2010
	1100 hours

	Alamdar Mehdi
	May 24th, 2010
	1100 hours

	Kashan Ahmed
	May 24th, 2010
	1400 hours







Interview Questions:
1. What is the role of your department in pursuing international projects?
1. What is the strength of the team working on these projects?
1. Do you also deal with local commercial projects?
1. Are you directly connected with any customer, agent or partner?
1. Do you coordinate with other departments?
1. Have you won any international projects? Are they complete? Is any project currently running? Details?
1. Do you participate in international events?
1. Do you have a formal international marketing strategy?
1. Who is responsible for making such a strategy?
1. What are you products and services that you offer in the international market?
1. How do you gather your market intelligence?
1. How do you know when a country tenders a project?
1. How do you prioritize when multiple projects have been tendered at the same time?
1. Do you maintain a list of vendors to procure hardware from? If not, how do you quote a price?
1. Which are the last five international tenders your bid for? Did you win any of the five? If not, comparatively how high or low was your bid?
1. Who were your major competitors in the last five tenders you bid for?
1. Where do you see room for improvement in the current scenario?



Agent
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International Model of Approach


Independent with Embassies








Front End Partner


Back End Partner


New Product Identification
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