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Abstract: The research was conducted with the aim of finding innovations in designing
business development strategies oriented to the external and internal conditions of the Panca
Wargi Group. The approach chosen is a qualitative methodology that utilises primary and
secondary data types in obtaining information. Interviews were conducted with fourteen
interviewees, namely the group leader, core management, and group members. In this
strategy planning, the IFE Matrix and EFE Matrix have outlined the internal and external
aspects of the group as a basis for strategy design. Based on the results of the Internal and
External Matrix (IE), it is found that the condition of the group is in position V which leans
towards market penetration and product development strategies with the aim of maintaining
stable business growth. The V position of the panca wargi fish group indicates that the
internal and external aspects have almost equal strength, which in the losng run will lead to
stagnant business development, which may turn out to be dangerous in the future. With the
use of the TOWS Matrix and QSPM Matrix, the twelve best alternative strategies have been
compiled based on the TAS value to optimise the use of strategies. Panca Wargi Fish Group
can get the best business development results starting from having the right strategy
formulation.

Keywords: SWOT, QSPM, Strategy, Panca Warga Fish Group.

INTRODUCTION

Catfish (Clarias batracus) has become a fishery commodity with great business
prospects and potential to grow, (Hakimah et al., 2021). This can be evidenced from the
increasing market demand every year, as well as from the shift in the use of traditional
farming techniques to intensive farming techniques to obtain farming productivity that can
keep up with market demand, (Firdaus et al., 2017; Sumitro et al., 2020). The high market
demand for catfish comes from the growing population, increasing public awareness of the
importance of animal protein, and fish as a source of animal protein to replace meat. For
farmers, catfish has advantages in its farming methods that are simple and easy for people to
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understand, its relatively fast growth, as well as its resistance to various diseases and water
quality tolerance, (Anis & Hariani, 2019; Fauziyah et al., 2019; Tajerin, 2009).

Process of catfish farming includes several stages; starting from the spawning stage of
broodstock, hatching catfish eggs, grading seedlings based on size, and the enlargement
process. In the farming process, water quality remains an important factor that can determine
the productivity of farming, because acid levels (pH) of water that are too high will cause
inhibition of catfish growth and can increase the likelihood of death in newly hatched fish fry,
(Widodo et al., 2023).

The Panca Wargi group is a catfish hatchery farming group located in Bandung
Regency, Pacet District, Nagrak Village. This group focuses on catfish hatchery farming
starting from the spawning stage until the age of the catfish reaches one and a half months.
The type of catfish cultivated is pearl catfish originating from Africa, which is considered to
have relatively complete performance advantages compared to other types of catfish,
including advantages in stability characteristics that make the grading stage of seedlings less
necessary, (Iswanto et al., 2016; Iswanto & Suprapto, 2015). Catfish fry farming is carried
out in locations adjacent to irrigation streams from the Citarum River and village springs, but
the water used for farming comes from ground sediment obtained through wells 5-7 metres
deep. This is done by the farmers to obtain water with a low pH of 7-8, which is good for
fish, to save on the cost of making channels and using water, and to anticipate when the dry
season occurs and water supplies run low.

The development of the Panca Wargi Group in catfish hatchery farming has stalled
because it is hindered by problems in operational management and several other factors that
must be reconsidered. In this case, strategy formulation will be able to help when
reconsidering the internal and external conditions that occur, so that groups and businesses
will be able to gain a competitive advantage in the market, (Wijaya & Adib, 2019). The
results of the analysis should also be able to help groups manage the opportunities and threats
that come, so that groups can grow and survive in competitive markets, (Banka et al., 2023).

Business strategy formulation often uses SWOT analysis as the main strategic tool
applied in various management fields such as in the development of port energy management
systems by (Christodoulou & Cullinane, 2019) and strategy development for Chinese air
cargo suppliers adapting to the pandemic by (Li, 2020). SWOT has been applied to analyse
the various advantages and risk factors responsible for environmental threats. However, if we
must examine environmental threats, then we must combine it with problem-based strategic
planning, (Mallick et al., 2020).

The combination of SWOT and QSPM approaches is essential in generating a
comprehensive strategy for potential business development. The implementation of QSPM to
SWOT strategy is considered to disappear the subjective nature, (Benzaghta et al., 2021;
Ghorbani et al., 2015). This combined method has been applied in various fields and has
proven successful in providing more credible analysis results, as well as more inclusive
strategy recommendation results such as in the selection of strategies for improving the
performance of packaging companies in India by (Shri et al., 2015), the business
development of Danti's Deli Bakery using differentiation strategy in Jakarta by (Zulkarnain et
al., 2018), sustainable ecotourism development in Rameswaram by (Mallick et al., 2020), and
the formulation of alternative strategies in the Barokah Cage Fish Group in Sukajadi by
(Wijaya et al., 2023).

Considering the developments that continue to occur, it is appropriate to start
formulating new strategies that can help the Panca Wargi Group business in gaining a
sustainable competitive advantage through the use of SWOT and QSPM approaches.
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METHOD

The research was conducted with the aim of finding innovations in designing business
development strategies oriented to the external and internal conditions of the Panca Wargi
Group. The approach chosen is a qualitative methodology that utilises primary and secondary
data types in obtaining information. Primary data was obtained through observation and in-
depth interviews with group leaders and administrators who were considered competent;
secondary data was obtained from literature, documents, and books related to this issue,
(Abdussamad, 2021). Sampling for data sources was done purposively, so that the sample of
data sources used would fulfil the needs of characteristics relevant to the research objectives,
(Andrade, 2020). Interviews were conducted with fourteen resource persons, namely the
group leader, the core management, and group members who are considered more competent
and understand the farming of catfish hatcheries.

This research was conducted by a team of researchers who are experts in the field of
business strategy design to provide an assessment of business conditions. The determination
of the value is based on the agreement obtained from the discussion between the researchers
and the management of the Pancawa Wargi group, (Juarsa & Sangadah, 2023).

SWOT Analysis

SWOT analysis is utilised in evaluating the strengths, weaknesses, opportunities, and
threats of a business. SWOT has recognised the importance of internal and external aspects to
achieve business goals. Internal aspects refer to those within the control of the business, while
external aspects are factors outside the control of the business, (Bull et al., 2016; Li, 2020;
Phadermrod et al., 2019). The SWOT technique is very effective in making alternative
choices for companies because it can clearly outline how strengths and weaknesses can be
matched with opportunities and threats, (Stone et al., 2020). Based on internal and external
factors, management can formulate four alternative strategies, namely strength-opportunity,
weakness-opportunity, strength-threat, and weakness-threat, (M. E. David et al., 2017). The
process of preparing the SWOT Matrix is carried out with various tools such as the internal
factor evaluation matrix (IFE), external factor evaluation matrix (EFE), or competitive profile
matrix (CPM), (Benzaghta et al., 2021). The SWOT Matrix can be summarised as follows:
1. SO strategy: take advantage of opportunities.
2. ST strategy: avoid threats.
3. WO strategy: reduce weaknesses to take advantage of new opportunities.
4. WT strategy: minimize weaknesses to avoid threats.

?_g Strengths Weakness 5
z 4 Ne) WO 2
g =
= ST WT £
o ]
Q Internal Factors &

Figure 1. SWOT Matrix design (Benzaghta et al., 2021).

Quantitative Strategic Planning Matrix (QSPM)

Quantitative Strategic Planning Matrix (QSPM) can help strategic managers to
compare and select different strategic alternatives, and make it easier for strategic planners to
more objectively assess and evaluate a series of strategies through quick and sharp judgement
from experts. Based on the key success factors of the business, the matrix shows which
strategies are most successful. The relative merit of each strategy in the set of options is
calculated by calculating the cumulative impact of internal and external success factors, (Ba
Hung Anh & Hoang Tien, 2020; M. E. David et al., 2009)
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The QSPM matrix's left side will be filled in with the important internal and external
success factors, and the top row will contain potential strategies. The IFAS and EFAS
models, which are subsequently input into the left column of the QSPM matrix, are the direct
source of this data. The table contains the corresponding categorical columns for every factor
in the EFE matrix and IFE matrix in addition to the key success factors column. The top row
of the QSPM matrix contains the prospective business strategies that were chosen during the
SWOT analysis. The strategy manager chooses the strategy with the highest score as the
foundation based on the outcomes attained with each strategy in the QSPM matrix, (F. R.
David & David, 2017).

STAGE 1: THE INPUT STAGE

External Factor Competitive Internal Factor
Evaluation (EFE) Profile Evaluation (IFE)
Matnx Matrix (CPM) Matnx

STAGE 2: THE MATCHING STAGE

Strengths-Weaknesses- — Strategic Position and  Boston Consulting Internal-External Grand Stratcgy
Opportunitics-Threats Action Evaluation Group (BCG) (IE) Matrix Matrix
(SWOT) Matrix (SPACE) Matrix Matrix

STAGE 3: THE DECISION STAGE

Quantitative Strategic Planning Matrix (QSPM)

Figure 2. Stages of the business strategy development process, (F. R. David & David, 2017)

Different tools will be used at each stage of the development of a business strategy. To
be precise, in the early stages of strategy development, the tools that can be used are the
CPM, EFE and IFE matrices; business's strategies are found during the matching stage by
utilizing the SWOT, SPACE, BCG, IE, and grand strategy matrix tools. However, the QSPM
Matrix is the only tool available to planners at this point in time to assist them in fulfilling
their requirements, (Ba Hung Anh & Hoang Tien, 2020; F. R. David & David, 2017).

QSPM is structured based on the components: alternative strategies; Attractiveness
Score (AS); and Total Attractiveness Score (TAS). According to (Ba Hung Anh & Hoang
Tien, 2020), the QSPM matrix is built in 5 steps as follows:

1. Step 1: List the opportunities/threats and strengths/weaknesses in the left column of the
QSPM matrix. This matrix should include about 10 important external and internal
success factors of the business.

2. Step 2: Determine the scale for determining the key internal and external success factors

(found through the EFE and IFE models);

Stage 3: List the types of strategies the business is expected to follow;

4. Stage 4: Determine the attractiveness score for each factor for each strategy, where the
score is determined through discussions between researchers and resource persons
regarding the amount of influence each alternative strategy provides.

5. Stage 5: Calculate the total score of the total attractiveness score for each type of strategy.

w

RESULTS AND DISCUSSION
SWOT Analysis

During strategic planning, it is important to analyse the presence of internal and
external aspects within a business. Internal aspects refer to things that can be controlled,
while external aspects will refer to things that are beyond the control of the business. The
results of Panca Wargi Group's analysis have successfully described the existing aspects, so
that the design of the best strategy can be performed immediately.

Tables 1 and 2 show the results of the company's internal factors (IFE) analysis, which
includes strengths and weaknesses, and external factors (EFE), which includes opportunities
and threats. In business model design, strategy formulation is necessary to obtain the best
results in the sustainable development of the Pancawargi fish group.
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Table 1. EFE Matrix of Panca Wargi Fish Group

Opportunities \Weight Rating  |Score
01 |Market prospects are still untapped 0.0673 3.8 0.256
02 |Public understanding of the value of animal protein has increased 0.0573 3.3 0.172
03 [The presence of fish as an alternative source of animal protein to meat |0.0628 3.6 0.220
04 |Underutilisation of natural farming zones 0.0628 3.3 0.188
05 |Customers have high trust and loyalty 0.0673 3.6 0.235
06 |Pearl catfish have high economic value. 0.0628 3.3 0.188
07 |Simple farming techniques that the general public can comprehend 0.0528 2.8 0.148

Total 1.475

Threats
T1 |Location far from the city centre 0.0673 1,6 0,108
T2 [conflict over land used 0.0520 1,8 0,094
T3 |Increased land rental costs 0.0573 1,6 0,092
T4 |Lack of capital assistance 0.0628 1,4 0,088
T5 [Long droughts or unpredictable weather have an impact on output. 0.0673 1,4 0,094
T6 [The rainy season intensifies competition with neighboring regions. 0.0673 1,1 0,074
T7 [The rainy season increases competition with nearby areas. 0.0628 1,2 0,075
T8 |Lack of security around farming areas 0.0673 1,2 0,081
T9 ([There is no guarantee that a catfish farming programme will survive/0.0628 16 0,100

and thrive. ’

Total 1 805

[Total Matriks EFE 2.281

Based on the results of identifying external aspects, factors that can affect the
sustainability of the panca wargi fish group's business are obtained. In Table 1, the total EFE
matrix score is 2,281, which means that the panca wargi fish group has the sensitivity to
respond to opportunities and threats well. The open market opportunity is considered as one
of the most important opportunities, because it expects a change that attracts opportunities in
the form of increased market demand for a product.

The threat of increased competition in the rainy season occurs because the panca wargi
fish group stands in a strategic location that allows them not to experience problems with
water supply in the dry season, which allows them to become the main supplier in several
locations at once. Meanwhile, during the rainy season, many competitors use it to fertilise dry
land that can be used as new farming sites for competitors to increase their production, which
results in intense competition on prices and decreased demand.

Table 2. IFE Matrix of Panca Wargi Fish Grou

Strength \Weight |Rating  |Score
S1 |Low Ph water quality of 7-8 which is good and stable for farming 0,0812 3.8 0,308
S2  |Has used intensive farming techniques 0,0712 3.3 0,235
S3  |Quality broodstock from BBI Subang 0,0712 3.5 0,249
S4  |Using a mixture of worm and pellet feed 0,0712 3.3 0,235
S5  |Potential farming land is still wide. 0,0657 3.0 0,197
S6  [Catfish waste management system as fertiliser 0,0712 3.3 0,235
S7  [The surrounding community has the desire to do business 0,0712 3.0 0,214

Total 1.673

\Weakness (Kelemahan)

W1 |Not all farmers use mixed feed 0,0757 [1,3 0,098
W2 High cost of using artificial feed 0,0712 1,4 0,100
W3 |Lack of technology mix 0,0657 [1,4 0,092
W4 [The number of fish collectors decreases in the rainy season 0,0757 [1,2 0,091
W5 |Management skills not yet mastered by all members 0,0657 [1,5 0,099
W6 |Lack of production continuity 0,0712 [1,3 0,093
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W7 |Limited capital for sustainable development 0,0722 [1,2 0,087
Total 1 658
Total Matriks IFE 2.331

Based on the results of identifying internal aspects, factors that can affect the
sustainability of the panca wargi fish group's business are obtained. In Table 2, the total score
of the IFE matrix is 2,331, which means that the panca wargi fish group has sensitivity in
understanding existing strengths and weaknesses. Water quality with low ph is an important
aspect of strength and has a dominant effect on the smooth running of the farming process,
considering that water conditions can affect the probability of catfish survival.

The broodstock used greatly affects the survival and quality of the catfish produced.
Unfortunately, due to cost constraints and long travelling distances, not all members of the
panca wargi group have used quality broodstock from BBI Subang.

TOTAL WEIGHT SCORE IFE

Strong Average Weak
n 3,00-4,00 2,00-2,99 1,00-1,99
E 4,00 3,00 2,00
S  High I(Grow and Build) 1 (Grow and Build) 11T (Hold and Maintain)
@ 3,00-4,00
o 3,00
=
U s
= Medium IV (Grow and Build)  V (Hold and Maintain) . “ga.“_’cs‘ e
20029 500 iverst)
z !
E Low AYI (Hold .and VIl (l-l_arvesl and X (quvest and
8 1,00-1,99 Maintain) Diverst) Diverst)

Figure 3. IE Matrix of Panca Wargi Fish Group

Based on the Internal and External Matrix (IE) in the figure above, the results of the
External Factor Evaluation Matrix (EFE) Table 1 and the Internal Factor Evaluation Matrix
(IFE) Table 2 are obtained. Panca Wardi Fish Group occupies cell position V, which means
that the group is in a condition that must maintain and maintain business continuity. Based on
the results of the total score of internal aspects of 2,331 and external aspects of 2,281, it was
decided that the right strategy for position V is market penetration and product development
with the main objective of maintaining stable business growth.

Table 3. Matriks SWOT/TOWS

Strengths \Weaknesses

Low Ph water quality of 7-8 is good and|Not all farmers use mixed feed

stable. High cost of using artificial feed

IFE Has used intensive farming techniques |Lack of technology mix

Quality broodstock from BBI Subang [The number of fish collectors

Using mixed feed of worms and pellets |decreases in the rainy season

Potential farming land is still large. Management  skills  not  yet

Catfish waste management system asjmastered by all members

fertiliser Lack of production continuity

The surrounding community has thelLimited capital for sustainable
EFE desire to do business development
Opportunities Strategi SO Strategi WO

Optimise farming productivity throughProvide training and create a
Market prospects are stillthe development of farming methods,Standard  Operating  Procedure
untapped land utilisation and community will. (SOP) to optimise farming
Public understanding of theWiden the market through theproductivity.
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value of animal protein hasdevelopment of sales distributionmprove the technology mix in

increased channels. promoting products through the
The presence of fish as anAdding variants of catfish to acquirejinternet.
alternative source of animaljnew markets. Complete business legality aspects.

protein to meat

Underutilisation  of  natural
farming zones

Customers have high trust and
loyalty

Pearl  catfish  have  high
economic value.

Simple farming techniques that
the  general  public can

comprehend

Threats Strategi ST Strategi WT

Location far from the city centrel[Expansion of new farming land to|lncorporate cultivated land to avoid
conflict over land used optimise existing potential. conflicts and increased rental costs.
Increased land rental costs Conducting product differentiation. Submitting business proposals to
Lack of capital assistance Collaborate with communities and otherlinvestors to  assist in  the
Long droughts or unpredictablelgroups to maximise existing potential. |development of aquaculture
weather have an impact on businesses.

output. Utilisation of organic materials as
The rainy season intensifies an alternative to fish feed.
competition with neighboring

regions.

The rainy season increases
competition with nearby areas.
Lack of security around farming
areas

There is no guarantee that 4
catfish farming programme will
survive and thrive.

Based on the results of the SWOT/TWOS Matrix in Table 3, fourteen alternative
strategies were obtained. Each part of the strategy is obtained through the combination of two
factors as a basis for consideration. This matrix, detects threats before opportunities which
are then implemented into four cells of alternative strategies, namely strength-opportunity,
weakness-opportunity, strength-threat, and weakness-threat.

Quantitative Strategic Planning Matrix (QSPM)

Establishing the primary strategy will be made easier with the use of the Quantitative
Strategic Planning Matrix (QSPM). The winning strategy is a strategy that has advantages in
taking advantage of opportunities, minimizing threats, and can maximize the strengths and
minimize the weaknesses of the Panca Wargi Fish Group. Panca Wargi Fish Group. QSPM
matrix analysis helps in prioritizing strategies based on the level of potential of the internal
and external environment. The results of the group priority rating can determine other
options. The results of the QSPM calculation show the group's alternative priority strategies
based on the level of importance or urgency of the group’s weaknesses, as shown in table 4.

Table 4. Quantitative Strategic Planning Matrix (QSPM)

No |[Factors \Weight IAlternative Strategy
IAS TAS Rank
1 |Optimizing farming  productivity  through the
development of farming methods, land utilization and{0,118 4 0,472 |
community desires
2 |Widening the market through the development of sales|0,088 3 0,264 \Y
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distribution channels
3 |Adding variants of catfish to obtain new markets 0,058 2 0,116 X1
4 |Provide training and create a Standard Operating

Procedure (SOP) to optimize farming productivity. 0,103 ¢ 0,412 I
5 |Improving the technology mix in promoting products

through the internet 0,068 2 0,136 X
6 [Complete business legality aspects 0,076 3 0,228 VIII
7  |Expansion of new farming land to optimize existing

potentials 0,93 4 0,372 v
8 [Perform product differentiation 0,063 2 0,126 X1
9 [Collaborate with other communities and groups to

maximize existing potential. 0,078 3 0,234 Vi
10 |Merging farming land to avoid conflicts and increased0070 3 0.210 IX

rental costs ‘ ‘
11 |Submitting business proposals t(_) investors to assist in the0,098 4 0,392 m

development of aguaculture businesses.
12 fL:;telcljlzatlon of organic materials as an alternative to f'5h0,083 3 0,249 N

Total 1 3.09

Based on the results of Table 4, the QSPM matrix is obtained with a TAS (Total
Attractiveness Score) value which describes the priority scale arrangement of alternative
strategies that can be used by the panca wargi fish group to get the best development results.
The highest TAS result of 0.472 was obtained by optimizing cultivation productivity through
the development of cultivation methods, land use, and the desire of the community to do
business, this strategy is very important to be able to keep the supply chain always available
to accommodate the market, improve the regional economy, and help the panca wargi fish
group to be able to carry out sustainable development. This strategy has the highest score
because it can have the greatest impact.

The next priority strategy is to provide training and create a Standard Operating
Procedure (SOP) with a value of 0.412, this strategy is considered to be able to help groups
standardize, stabilize, and optimize the productivity of catfish farming. The next strategy is to
submit a business proposal to investors with a value of 0.412, this strategy can help the group
in overcoming the capital problems that are being faced, as well as help in increasing the
productivity of cultivation and maximizing digital marketing. New land expansion is needed
to increase cultivation productivity, this strategy has a TAS of 0.372 because it is considered
to help the panca wargi fish group to dominate the market in the dry season which allows the
group to earn more profit. Widening the market through the development of sales distribution
channels has a TAS value of 0.264 because the panca wargi fish group only has distribution
channels with collectors, so additional channels are needed such as working with other
farmers, ornamental fish shops, fish markets, and fishing ponds.

The strategy of utilizing organic materials as alternative feed has a TAS value of 0.249
because it will be a solution to reduce the high cost of artificial feed in the long term, this
strategy has been implemented by some of the cultivators of the Panca Wargi fish group,
organic materials are obtained from the market and surrounding plantations, but utilization
has not been maximized and still needs to be developed in its management. Collaborating can
optimize strengths and capture opportunities that come, this strategy has a TAS value of
0.234 because it can encourage group creativity and innovation, a source of information, and
help in learning and group development.

Completing the legality aspect has a TAS of 0.228 because legality is very important
for groups to avoid unwanted things, guarantee consumer confidence, and facilitate the
process of obtaining external capital assistance. The strategy of combining cultivation land
has a TAS of 0.210 because it will be able to help overcome the problems of land use
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conflicts and increased rental costs, and can optimize land use, this strategy is obtained from
consideration of existing weaknesses and threats. The strategy to increase the technology mix
in promoting products via the internet has a TAS of 0.136 because although this strategy is
very important in increasing group sales, some group members have implemented this
strategy, but its utilization is still not optimal and is done individually, so there is no special
social media account owned by the panca wargi fish group.

The product differentiation strategy has a TAS of 0.126 because although product
differentiation is very important in competition, but in a perfectly competitive market, this
strategy is very difficult and has limited options, especially in fish farming, so this strategy is
not prioritized first. The last strategy is to add variants of catfish to be able to obtain new
markets with a TAS value of 0.116, this strategy is terminated because it considers that pearl
catfish itself still has great potential to continue to grow, so the addition of other types of
catfish is not necessarily productive for the development of the group, but this strategy can be
an alternative to avoid and minimize the threat of overly competitive competition.

CONCLUSION

In this strategy planning, the IFE Matrix and EFE Matrix have described the internal
and external aspects of the group as a basis for strategy design. While the results of the
Internal and External Matrix (IE), it is obtained that the group's condition is in position V
which leans towards market penetration and product development strategies aimed at
maintaining the stability of the group's business growth. The V position of the panca wargi
fish group indicates that the internal and external aspects have almost equal strength, which
in the long run will lead to stagnant business development, which may turn out to be
dangerous in the future.

Optimizing the use of strategies has been achieved by compiling the top twelve
alternative strategies based on TAS value using the TOWS and QSPM matrices. By
formulating an appropriate strategy, Panca Wargi Fish Group can achieve optimal business
development outcomes. It is thus advised that the Panca Wargi fish group's management
decide on the best course of action going forward right away.
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