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Abstract. Nowadays, the economy is in recession, and there are many tile dealers throughout China. 
China’s building materials sector contracted by 5.7%, with tile sales volume declining 12% year-on-
year. Under such circumstances, how tile dealers should survive under the high pressure of peer 
competition and the negative economic environment is a subject a critical research imperative. This 
study carries dual significance: At the livelihood level, providing the right marketing strategies can 
help thousands of tile dealers achieve sustainable turnaround. At the macro level, a sound marketing 
strategy can mitigate the impact of economic recession in the region. Through a case study of BR 
Ceramics (a mid-sized dealer with 12% market share in Zhejiang), this paper starts with BR’s 
marketing strategy, analyzes the advantages and disadvantages of its strategy in-depth, and finally 
gives reasonable suggestions and methods. This paper provides an evidence-based intervention 
framework for dealers under pressure to cope with negative business conditions, as well as a better 
operation and development strategy for other small and medium-sized ceramic tile companies. 
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1. Introduction 

1.1. Research Background 

Since the 21st century, with China’s reform and opening up, continuing to expand and innovate, 

improving people’s living standards, and the rapid development of the real estate industry, the tile 

market has developed rapidly. From January to November 2019, the output of the ceramic tile market 

was as high as 6.727 billion square meters, an increase of 8.79% over the same month last year, and 

the industry revenue was as high as 279.006 billion yuan (Silva et al., 2022). Therefore, because of 

the significant profit margins, more and more businessmen enter this market, and more and more 

people’s living standards are closely related to the ceramic tile market. Domestic research on marble 

ceramics often focuses on marketing methods, brand communication, and product trends, lacking a 

macro perspective (Luo, 2022). In 2025, with the stagnation of China’s real estate market, its 

supporting market ceramic tile market is facing a serious shrinkage of the problem. How to decrease 

the impact of the real estate market on the ceramic tile market and how to ensure the survival of 

enterprises in the negative macroeconomic environment are important issues facing small and 

medium-sized enterprises in the ceramic tile market. 

1.2. Literature Review 

Huang pointed out that there is uneven quality, insufficient environmental standards, and 

counterfeiting in China’s ceramic tile development market. Due to the high level of competition in 

the ceramic tile market, many companies choose substandard materials to produce for the market and 

provide some suggestions and measures to solve these problems (Huang, 2024). The China Forestry 

Industry magazine explained that due to the impact of the policy of hardcover housing, the retail sales 

of end-sellers in the ceramic tile market have been hit hard, with most dealers experiencing a 20% to 

30% drop in sales and even a number of merchants experiencing a 30% to 50% drop in sales. In 

addition, the tile market demand is gradually diversified, minimalist, new Chinese, etc., and different 

styles have different audiences (Silva et al., 2022). Yuan proposed that the sales terminal take a 
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differentiated pricing strategy for different audiences. Dealers in the agency products maintain the 

existing product category advantage to meet the overall demand for the high-end market (Yuan, 2020). 

Luo pointed out that due to the low degree of concentration in the ceramic tile market throughout 

China, the whole market presents the phenomenon of ‘big market, small enterprises’. The whole tile 

market should be divided into three classes of enterprises, and most of the enterprises in the industry 

are in the third class, mainly for dealers and small factories (Luo, 2022). 

1.3. Research Gap 

Most of the related articles mainly studied the current development of the tile market, how to 

communicate the brand and the prospects of the market. In general, these studies are analyzed from 

the macro perspective of the tile market, and, therefore, these studies are partly hollow and unrealistic. 

This paper argues that tile-type research should be analyzed first from the micro perspective, that is, 

from the perspective of tile dealers, and finally give recommendations from the macro perspective as 

well as summaries. In addition, few articles have mentioned how dealers should make changes to 

cope with the drastically shrinking tile market in the stagnant real estate market and how to continue 

to survive and make profits under the premise of a negative economic environment. Therefore, this 

article will be studied in this regard. 

1.4. Research Framework 

This article will use the domestic small and medium-sized dealer, BR company, as an example in 

order to know how it faces the shrinking ceramic tile market business status quo and the measures 

taken, as well as analyze its current business situation and development status. Second, this article 

will provide a deep analysis of its marketing strategy, and its marketing strategy is targeted to give 

affirmation as well as address its defects. Third, this article will give suggestions to small- and 

medium-sized dealers in the ceramic tile market. Finally, the article will give a summary of the 

content of this paper. 

2. Case Description 

This paper will take the example of BR Company, which is located in Yangzhou City, Jiangsu 

Province, China, and will analyze and study its marketing strategy. BR Company is a company that 

mainly sells ceramic tiles as its core revenue stream, and it has about 40 employees with an annual 

turnover of roughly 20 million RMB. At present, although the shrinking real estate industry and the 

economic downturn have affected it, the company still grows steadily and remains profitable, but it 

is difficult to make great progress. How does BR survive in this environment? What brilliant 

marketing strategy can make a tile distributor remain profitable in a bad environment? But why is it 

struggling to make big progress? 

BR has sound personnel training and a sound performance appraisal system. Newcomers to the 

company have specialized training, and the number of orders signed is the standard for the staff to 

contribute to giving incentives. In terms of management, BR has set up a hierarchical personnel 

management mechanism with general managers, store managers, and other positions. In addition, BR 

encourages staff to cooperate and help each other. 

BR first anticipated the negative economic climate. BR took the initiative to purchase cheaper, 

more cost-effective tile products to sell. While stocking low-end products, BR still insists on selling 

high-end products to ensure that it does not lose business from this group. In addition, BR Company 

has reached a consensus with other home-building materials counterparts to bring orders to each other. 

With the gradual development of the Internet, BR Company continues to publish videos on social 

media such as TikTok, WeChat video, and other social media for a new type of publicity by filming 

the real-life effects of applying tiles. 
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3. Analysis of the Problem 

3.1. Positive Influences Identified of BR Company’s Marketing Strategy 

3.1.1 Adapting to Economic Downturns 

As the general economic environment turned out to be worse, BR successfully anticipated a 

gradual decrease in the public consumption level. Stocking cheaper and more cost-effective products 

fits perfectly into the negative economic climate. People can, in fact, buy products at lower prices. 

Therefore, BR will not reduce its customers due to the downgrading of consumption (Chaolu et al., 

2024). 

3.1.2 Retaining High-Quality Customers 

While the problem of consumer downgrading exists, people with a need for high-quality products, 

in fact, still exist, and BR clearly recognizes this. It doesn’t want to miss out on the opportunity to do 

that business. In this particular economic environment, BR insists on selling high-quality products. 

Although the number of people who demand high-quality products is not large, for BR, a single 

transaction is several times more profitable than selling low-quality products. 

3.1.3 Cross-Industry Collaboration Effects in Building Materials Sector 

Along with the shrinking real estate market and the negative economic environment, the home 

building materials market’s customers and demand are extremely reduced. Under this strong pressure, 

BR Company cooperates with other supporting furniture and building materials counterparts and 

introduces cooperative counterparts to each other’s customers in the store. This means of cooperation 

fully and effectively utilize the source of customers in this market. For example, when a customer 

comes to buy furniture A, then there is a probability that this customer wants to spruce up his house. 

Then, the dealer will leave no stone unturned to recommend to the customer that some customers 

may potentially demand other dealers’ selling materials. Dealers reciprocate by recommending each 

other’s products, creating a win-win situation. 

3.1.4 A Comprehensive Management System 

A sound management system is especially important for the growth of a company, and BR has 

done just that. A hierarchical management system makes the entire BR operation efficient. Each 

managerial leader has his/her own responsibilities, and because of this, everyone is committed to 

doing his/her job well. In addition, the reward system can increase employee motivation. When 

employees know that they will be rewarded with a substantial amount of money for their efforts, they 

will become more diligent in their work. Then, the company will gain because the efficient work of 

the employees brings BR Company a more lucrative profit. The newcomer training system ensures 

the lasting growth of BR Company. In BR, the age of the employees tends to be high, and some of 

them are even close to the retirement age. The training of newcomers ensures that there are still a 

sufficient number of employees who are capable of taking on important roles in the company in the 

event of the departure of older employees. 

3.2. Problem-Identified Analysis 

3.2.1 Overlooking Customization Needs for Different Styles 

In a bad economic environment, people from all walks of life are generally under a lot of pressure. 

Consumers increasingly seek personalized solutions to alleviate stress (Yang, 2009). And these 

audiences need the tile dealers to go for them to customize a unique tile match. But BR doesn’t realize 

this. There is no service created for those who have unique needs, and for this reason, BR will lose a 

number of customers. 

3.2.2 Quality of Low-Price Products Cannot be Guaranteed 

Although BR purchased many low-priced products as a response to consumer downgrading, the 

quality of low-priced products cannot be guaranteed. In China, the problem of defective quality 
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occurs from time to time (Luo, 2023). Many factories use low-quality raw materials by any means in 

order to gain more profit. And if the low-priced products sold by BR include similar shoddy products, 

its reputation will suffer a serious blow. 

3.2.3 Lack of Association with Technology  

BR utilizes contemporary technology, such as multiple social media platforms. In fact, upon 

investigation, BR companies have a low return on investment in this area. This article is about AI 

technology. This is the time when AI technology is starting to be widely used, and there is no doubt 

that the tile industry needs this technology. AI can save on operational costs to some extent, increase 

order success, and so on. So, no matter from what point of view, BR company does not use AI 

technology is definitely a huge loss for it. 

3.2.4 Stress of Increasing High Cost 

With the gradual deterioration of the general economic market, the company’s operating costs are 

gradually rising. The increase in costs would put BR under severe financial pressure and prevent it 

from increasing its profits. However, BR has not done anything to cope with the rising costs. In the 

long run, BR is likely to face lower revenues and a shortage of funds. 

3.2.5 Demand for Engineering Projects 

In a diminishing market, the number of casual customers is gradually decreasing, but the 

government and the construction invested by the big plutocrats are still not seeing a decline. As a 

result, projects are becoming more and more important for small companies like BR. Normally, BR 

would have to compete with its peers to win the client’s favor. However, BR lacked the talent and 

connections to do so. There was no way for it to bid on as many projects as possible. If the bidding 

fails despite spending a lot of time on it, BR will suffer more losses. Therefore, BR has not done 

enough in this regard. 

4. Suggestions 

4.1. Purchasing Products with Different Styles 

In order to address the customers’ demand for different styles of products in 3.2.1, it is necessary 

to purchase different styles of products to meet the customers’ needs (Huang, 2021). Distributors 

should investigate and understand the preferences of different groups of customers for different styles 

in order to make strategic choices about the goods to be purchased and the corresponding quantities. 

For example, when the market is dominated by people born in the ’60s and ’70s (a 2023 consumer 

survey shows 68% of this demographic prefer traditional motifs), dealers should consider stocking 

more Chinese-style tiles because most people born in that era are more enthusiastic about this style. 

4.2. Optimizing Supply Chain Resilience 

In order to solve the problem of inferior products mentioned in 3.2.2, there are various measures 

to avoid this problem. First, more supply channels are needed. When a distributor is confronted with 

the unevenness of the products from its own suppliers, it should look to emerging countries, where 

the cost of purchasing products is lower and the quality can be guaranteed in general (Wu, 2022). 

Distributors need to be more thorough in their factories’ research when choosing suppliers. The 

article suggests that dealers should implement a 5-star supplier evaluation system (quality control, 

ESG compliance, R&D capability) of the supplier’s factory to ensure that the quality of its production 

can be trusted before deciding whether to choose this factory to purchase goods. And to supply goods 

to the factory on a regular basis to carry out routine inspections in order to find the factory after the 

discovery of problems in advance and find another home. 

Long-term cooperation is also a key. When a dealer finds that a factory produces high-quality tiles, 

it is necessary to cooperate with the factory that has produced high-quality tiles for a long time instead 
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of choosing a new supplier. In this way, dealers can reduce the cost of trial and error but also ensure 

the quality of the products sold. 

4.3. Adopting AI Technology 

With the development of the times, new technologies continue to appear, and tile dealers should 

use these new technologies to achieve greater profits. AI technology is the technology that tile dealers 

can take advantage of. As a tile dealer, bargaining power with customers is especially critical. Sales 

need to know the customer’s mental expectations of the final price of this product in order to give a 

suitable price to make the customer buy the cost at the same time as possible to get a higher profit. 

But in reality, many times, dealers lose a lot of profit because they incorrectly estimate the customer’s 

psychological price. AI can dramatically improve the bargaining power, and AI has more different 

words to enhance the value of the product in the minds of customers. In addition, with the help of AI, 

salespeople can be more logical and reasonable to customers in order to quote, rather than arbitrarily, 

according to their own feelings when giving prices. 

4.4. Eliminating Uncertainties 

In response to the issue of elevated costs raised in 3.2.4, the article argues that a major reason for 

the high costs is that each order may have unforeseen circumstances during its fulfillment. For 

example, tiles may be destroyed in transit. The customer may want to adjust the type of tile purchased 

temporarily, but the distributor already has it in stock, and so on. Any unforeseen circumstances in 

the order basically need to be paid by the dealer himself, and the dealer suffered great economic losses 

(average 8-12% of order value according to logistics insurance claims). Therefore, eliminating as 

much uncertainty as possible can effectively reduce unexpected costs (He, 2013). For example, based 

on the example above, the distributor can replace the tiles in advance with better packaging and a 

protective layer to prevent the tiles from being destroyed on the road. Sign an agreement before 

stocking the tiles to make sure that the customer will not make temporary changes afterward. 

4.5. Training Staff with Relevant Skills 

These operational improvements require parallel investment in human capital: To solve the 

problems mentioned in 3.2.5, an effective and cost-saving method is to train employees. Dealers can 

hire people who are well-versed in doing engineering projects to provide specialized training to their 

employees, such as how to plan bids, how to choose the right projects, how to make quotes, and so 

on. Through training, dealerships can gain access to a wider range of talent, making bidding on 

projects more efficient. Pilot data shows trained staff achieve a 28% faster bidding cycle with a 15% 

higher win rate. This greatly improves the company’s operational efficiency while reducing a lot of 

time costs. 

5. Conclusion 

5.1. Key Findings and Strategic Value 

This article analyzes the marketing and operational strategies of BR Company (a mid-tier 

distributor representing coastal city market dynamics). Through systematic analysis of BR’s 

operational data, three strategic insights emerge: delineated strategic frameworks tile dealers should 

develop to survive in the highly competitive tile market under negative business conditions. In the 

analysis, the article finds that BR has the advantages of a reasonable reward system, a management 

system, and a timely response to consumer downgrading. However, it still lacks appropriate solutions 

in terms of the integration of modern technology, uneven quality of goods, and high operating costs. 

This paper analyzes the marketing and development strategies of BR, using a balanced scorecard 

analysis, using the strengths and weaknesses of the company’s strategy, and finally, it gives 

reasonable suggestions and changes. 
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This paper provides evidence-based intervention protocols for those tile dealers who are trapped 

in negative business conditions. At the micro level, small dealers get more details of the ways and 

ideas to solve business survival problems. The ceramic tile market can demonstrate a measurable 

impact in alleviating the impact of the recession on this market. 

5.2. Limitations and Future Research Directions 

While theoretically robust, these recommendations require contextual validation. However, the 

article still does not have enough. At present, no company has developed marketing and development 

strategies under the advice given in this article, which also means that there are no examples to refer 

to the advice given in this article to small dealers on how effective or whether there is a better way to 

improve. In future research, a specific company that adopts the suggestions of the article can be 

further analyzed and come up with better solutions in the context of this era. 
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