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ABSTRACT

Koperasi Telkomsel (Kisel) as a business of
selling and distributing telecommunication
products, need to adapt and formulate new
strategies in changes of telecommunications
sector as a result of customer behavior and the
Covid-19 pandemic effects. The aims of this
research are to formulate Kisel’s strategy,
starting from environment analysis, formulate
alternative strategy, and create strategy priority
in sales and distribution of telecommunication
products changes. This research was conducted
using qualitative and quantitative research
methods with primary data collection techniques
from 31 respondents through surveys,
interviews, and Focus Group Discussions
(FGD), as well as using secondary data from
internal data and literature studies. The selection
of respondents was carried out deliberately
(purposive sampling) considering that the
selected respondents have experience and
expertise in their fields and have the authority to
determine policies and operational decisions.
From this research, the results of the
identification and analysis of environmental
factors were obtained with an Internal Factors
Evaluation (IFE) value of 2.74 and an External
Factors Evaluation (EFE) of 3.04. These results
are in the build & growth quadrant of IE Matrix
with intensive strategies such as market
penetration, market development, product
development and integration strategies. From
the SWOT analysis and QSPM decision-making
technique, Kisel’s four strategic initiatives and
priorities were obtained, such as maintaining
and securing existing businesses, strengthening
business infrastructure and digital business
foundations, strengthening and developing core

businesses and expanding non-captive market
businesses.

Keywords: Formulation of Strategy, Koperasi
Telkomsel, Telecommunication, SWOT
Analysis, QSPM

INTRODUCTION

The telecommunications sector is
one of the business sectors that is prioritised
to carry out activities during the Covid-19
pandemic. This sector is the driving force
for the emergence of new adaptations in
most industries that are transforming
towards digital. The production, transaction
and system integration processes that were
originally conventional evolve to be
completely digital and have encouraged the
telecommunications industry sector to
continue to develop in the future. Isna
(2020) states that the telecommunications
industry is the only industry to experience
positive growth above 2 digits in this
pandemic era, where in the first quarter of
2020 it grew by 9.6% and in the second
quarter of 2020 it grew by 10.88%.
According to Setiawan (2020), there was an
increase in user traffic for video streaming
applications by 650%, video conferencing
by 275%, online game applications by 81%,
and e-commerce by 13% during the
pandemic compared to before the pandemic.
However, on the other hand, the
telecommunications sector also experienced
a negative impact due to the decrease of
people's purchasing power during the

International Journal of Research and Review (ijrrjournal.com) 126
Vol.8; Issue: 7; July 2021



Mujiatno, M. Syamsul Maarif, Triyonggo Y. Formulation of strategy to face business changes in sales and
distribution of telecommunication products (case study: Koperasi Telkomsel).

ongoing pandemic. In the beginning of the
pandemic, the real impact on the
telecommunications sector was shown by
the decline in revenues from international
roaming due to travel restrictions and the
closure of cross-border flights. Then, the
decline in revenue from the corporate
segment due to cost efficiency and project
delays also contributed to the decline in
revenue in the telecommunications industry.
In addition, the decline in basic services for
telecommunications operators, especially
cellular operators namely voice and Short
Message Service (SMS), adds to the burden
on operators facing this pandemic era. In
addition to these factors, telecommunication
operators are again trapped in a tariff war
and are competing to offer low prices or
even free to customers to access education,
health applications  and Covid-19
information websites. For cellular operators,
another threat that needs to be considered is
the change in customer behavior while

moving from mobile broadband to fixed
wireless broadband at home (Muttagien,
2020).

The dynamics of changes that occur
in the telecommunications sector greatly
affect business actors in the
telecommunications sector, especially those
engaged in the sales and distribution of
telecommunications products. One of the
business actors in this field is the Koperasi
Telkomsel (Kisel), which is a cooperative
business entity formed by Telkomsel
employees. More than 75% of Kisel's
revenue comes from the captive market in
the sales and distribution business of
telecommunication products, particularly
Telkomsel products. In 2018, Kisel's net
profit decreased by 96.5% from the previous
year due to various environmental changes,
Telkomsel policies and pressure on the sales
and distribution business line of this
telecommunication product (Kisel, 2019).

Table 1 The business line contribution of Kisel Group 2015-2019

(in million Rupiah)

Business line Year

2015 2016 2017 2018 2019

Rp % Rp % Rp % Rp % Rp %
Sales & Channel 3,684 | 74.6 4316 | 74.8 4,248 | 71.7 4110 | 71.7 4,667 | 75.6
General Services 444 9.0 507 8.8 625 105 | 552 9.6 505 8.2
Telco Infra & Power Engineering | 385 7.8 369 6.4 388 6.6 373 6.5 361 5.8

Logistic & Simcard Management | 69 14 88

15 119 2.0 90 1.6 67 11

Member Services 31 0.6 27 0.5 32 0.5 50 0.9 26 0.4
Subsidiaries 327 6.6 465 8.1 510 8.6 559 9.7 546 8.8
Total Revenue 4,940 | 100.0 | 5,773 | 100.0 | 5,922 | 100.0 | 5,733 | 100.0 | 6,173 | 100.0

Source: Kisel Annual Report 2015 — 2019

The dependence of Kisel's business
on Telkomsel has a big risk for Kisel in the
long term. Realizing this risk, at the 2017
annual meeting of members it was decided
that Kisel must make changes to the digital
era so that it can continue to grow in the
tight competition in the telecommunications
industry. In the annual meeting, Kisel’s
shareholder created a new company vision,
mission and goals and assigned Kisel's
management to expand its business to
markets outside Telkomsel (non-captive
market). To realize the annual meeting
decision, Kisel’s management needs to
formulate a new strategy so that it is in line
with the changes that occur in the company
environment.

This research aims to formulate
Kisel's strategy starting from the drafting
process and steps to build and develop a
vision and mission, identify and analyze
opportunities and threats to the company's
external environment, identify internal
strengths and weaknesses, set long-term
strategic goals, design strategies and
develop alternative strategies, as well as
select  priority strategies that are
implemented to achieve these goals. In most
research in the field of strategy, the strategy
formulation stage is always prioritized
before discussing the overall strategy. The
strategy formulation technique used in this
study is based on David's (2009) theory
which divides into 3 stages of strategy
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formulation, such as the input stage, the
matching stage and the decision stage.

This research is useful as an
alternative thought for corporate and
cooperative management in making strategy
formulations, contributing to the

development of strategic management
knowledge, especially for companies
engaged in the business of selling and
distributing telecommunication products
and becoming a reference for further
research.

METHODS

Data collection for this research was
carried out from March 2020 to December
2020 at Koperasi Telkomsel (Kisel) and its
subsidiaries (PT. Kinarya Selaras Piranti,
PT. Kinarya Alihdaya Mandiri, PT. Kinarya
Tour & Travel, PT. Kinarya Solusi and PT.
Kinarya Utama Teknik). Meanwhile, data
collection techniques and data collection
information were carried out using survey
methods, literature study and Focused
Group Discussion (FGD).

The data used are primary and
secondary data. Primary data were obtained
from visit reports in the form of
questionnaires, while secondary data were
obtained from literature studies and internal
company documents. Meanwhile, the
sampling technique was using purposive
sampling. This is done with the
consideration  that the  respondents
concerned have experience, expertise and
are competent in their fields, consisting of
internal respondents and  external
respondents. Respondents in this study were
31 respondents consisting of internal
respondents (Management / Directors,
Subsidiary Directors, General Managers and
Managers) and external respondents
(Telkomsel officials and competitors).

This research uses descriptive
analysis to explain, summarize, reduce,
simplify, organize, and present data in an
orderly form so that it is easy to read,
understand and conclude (Wiyono, 2001).
Descriptive analysis aims to obtain an in-
depth picture of matters relating to the

object of research. Information is presented

in the form of tabulations, diagrams, graphs

or images according to the results obtained

(Supranto, 2003). The data processing tools

and techniques used are:

1. The input stage is the stage of
determining the internal and external
strategic factors that influence Kisel's
strategy in dealing with business
changes. In the input stage, respondents
are asked to write down internal and
external strategic factors related to
research concentration. At this stage, the
Internal  Factor Evaluation (IFE),
External Factor Evaluation (EFE) and
Internal External Matrix (IE Matrix)
tables are used.

2. Matching stage is the stage to look for
possible strategy options, but not to
choose or determine the best strategy. At
this stage, an alternative strategy is
formulated based on existing strategic
factors. In this study, the analysis of
alternative strategies using the SWOT
matrix.

3. The decision stage is the stage of
making a priority sequence of strategies,
which strategy will be the priority. At
this stage, the determination of strategic
priorities uses the Quantitative Strategic
Planning Matrix (QSPM). According to
David (2012) this technique serves to
determine the best alternative strategy
objectively. QSPM uses input cirtical
success factors and weights derived
from IFE, EFE, SWOT analysis and IE
matrix. The results of the calculation of
the QSPM method produce strategic
priorities that are sorted based on the
highest total attractiveness score of the
alternative strategies.

RESULTS
Koperasi Telkomsel

The telecommunications industry,
especially the cellular industry, has
experienced quite high dynamics in the last
5 years, especially after the government
policy requires all operators to register
prepaid subscriber cards. The cellular
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operator market share is 90% dominated by
3 large operators, such as Telkomsel at
59%, XL Axiata at 17,8%, and Indosat at
13,4%. As the operator with the largest
market share, Telkomsel is the driving force
for the telecommunications industry as a
whole. Telkomsel's policies are very
influential on competitors and partners who
depend on Telkomsel for their business,
especially policies on partnerships in the
field of sales and distribution of their
products. One of the partners that was
greatly affected by Telkomsel's policy was

the Koperasi Telkomsel (Kisel) as
Telkomsel's Strategic Business Partner
(SBP).

Kisel's business is very dependent on
the captive market in Telkomsel, especially
in the sales and distribution business, which
accounts for 75% of Kisel's total revenue.

The large dependence of Kisel's business on
Telkomsel and the occurrence of business
changes towards a digital business, have
made Kisel's stakeholders create guidelines
and directions for change that are contained
in the company's vision, mission and goals.

Vision, Mission and Goals

Facing the changing business
dynamics, Kisel as a Cooperative Business
Entity has goals to be achieved in the short
term as well as long term goals in the form
of a strategic framework which is
determined and endorsed in the Member
Meeting as a guideline for all Kisel
stakeholders for a period of 3 vyears
according to the tenure of the Management
and Supervisors. In detail, Kisel's strategic
framework for 2019 - 2021 is as follows:

‘ KISEL’S STRATEGIC FRAMEWORK 2019 - 2021 |

o L) [ The Best World Class Cooperative
. ]
E .% 5 » Improve Welfare and Members Services » Contribute to Indonesian Economic Development
E i) - » Strategic and Trusted Partner » Leading Through Digital Business
” 2 £
E « | Revenue Target 2019 Rp. 6 T; 2020 Rp 7,1 T; 2021 Rp. 75 T |

Figure 2 Kisel’s Strategic Framework 2019-2021

From the picture above, it can be
seen that Kisel's vision is to become the best
world-class cooperative. Kisel's vision to be
the best cooperative means that Kisel has
the goal of being the best cooperative and
becoming a cooperative that can be used as
a barometer of cooperatives in Indonesia.
Kisel is a strategic partner of Telkomsel
which is the world's number 6
telecommunications operator and partners
with world-class companies, so it is hoped
that all Kisel stakeholders and business
activities can reflect as a world-class
company and comply with international
standards. To realize this vision, it is
described in four Company Missions,
including:

e Improve Welfare and Member Services,
means Kisel as a cooperative continues
to prioritize the improvement of welfare
for members on an ongoing basis
through various member services. With

the interests and needs of various
members, all management, employees
and other Kisel stakeholders are
required to be able and continue to
improve services according to the needs
of members while still running the
business.

e Strategic and Trusted Partner, means
Kisel is a strategic and trusted partner
for the telecommunications industry and
other industries in Indonesia. Kisel's
experience in the telecommunications
industry, especially as a Telkomsel
partner for more than 24 years, has made
Kisel a competent field that can be
developed in the telecommunications
industry and other industries.

e Contribute to Indonesian Economic
Development, means Kisel can
contribute to the development of the
Indonesian economy, especially in
empowering the community's economy
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through cooperatives and can be used as

a successful example for other
cooperatives.
e Leading through Digital Business,

means Kisel is expected to be at the
forefront of digital business
development in Indonesia through
innovation and in the business of digital
products.

As a business entity, the stated
vision and mission is translated into the
goals to be achieved in the form of revenue
in 2019 amounting to 6 trillion rupiahs, in
2019 amounting to 7.1 trillion rupiahs and
2021 amounting to 7.5 trillion rupiahs.

Internal Factors Evaluation (IFE)
The identification and evaluation of
internal factors is basically an examination

of a company's competence, resources and
position in the market. The results of this
identification and evaluation are to identify
and evaluate all the strengths and
weaknesses of the company. Meanwhile,
external identification and analysis is to
determine the level of the company's
response to external changes that have a
major effect on Kisel's business continuity.

This internal factor evaluation was
conducted to determine and evaluate all of
Kisel's strengths and weaknesses. A rating
consisting of a score of 4 if strength is
considered a major strength and a score of 3
if strength is considered a minor strength.
As for weaknesses, a score of 2 indicates a
minor weakness and a score of 1 is a major
weakness.

Table 2 Internal Factor Evaluation

Internal Factor Evaluation Weight | Rating | Score
Strengths
Support for cooperative members and Telkomsel management 0.13 3.80 0.49

Has all sales and product distribution channels

0.13 3.73 0.47

Certified with 1ISO 9001 and 1SO 27001 quality standards

0.11 3.27 0.37

Complete variety of Telkomsel products

0.09 3.13 0.27

Reliable service management

0.12 3.60 0.43

Subtotal Strength Factors

0.57 2.03

Weaknesses

Decrease in member savings as working capital

0.11 1.60 0.18

The form of a cooperative business entity is a weak image in the business world | 0.10 1.80 0.18

Capacity and IT systems that are not integrated

0.13 1.47 0.18

The composition of Generation X is still quite large

0.09 1.87 0.16

Subtotal Weakness Factors

0.43 0.71

Total Internal Factor Evaluation

1.00 2.74

Source: Survey and FGD results (processed data)

From the identification and
evaluation of internal factors, it was found
that Kisel had 5 strengths with a total
strength factor value of 2.03. Support from
cooperative members and management of
Telkomsel is the main strength of Kisel with
a value of 0.49 and product variety is the
smallest strength with a value of 0.27.
Meanwhile, in terms of weaknesses, Kisel
has 4 weaknesses with a value of 0.71,
where the composition of generation X is
the main weakness with a value of 0.16.
From the table of identification and
evaluation of internal factors, the IFE value
is 2.74.

External Factors Evaluation (EFE)

Table 3 Evaluation of External Factors

External Factor Evaluation Weight | Rating | Score

Opportunities

Demography bonus 0.09 2.87 0.25

Growth of E-Commerce and | 0.12 3.53 0.42
Digital Business

The untapped rural market 0.10 2.60 0.25

Changes in consumer behavior in | 0.11 3.40 0.37
the Digital Era

5G (Five Generation) Network | 0.09 2.67 0.25
Technology

Subtotal Opportunity Factors 0.50 1.54
Threats
Growth of Fixed Wireless | 0.08 2.33 0.19

Broadband

Decrease in people's purchasing | 0.10 3.27 0.32
power

Competition between operators | 0.10 2.73 0.27
and between distributors

Changes in Telkomsel's Policy 0.11 3.33 0.37
Kisel's dependence on Telkomsel 0.11 3.33 0.36
Subtotal Threats Factors 0.50 1.51
Total External Factor Evaluation 1.00 3.04

Source: Survey and FGD results (processed data)
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Kisel's response rate to all external
factors using the EFE Matrix. The weight of
each factor indicates the level of importance
of the factor to other factors. The rating of
each factor shows how high Kisel responds
to the external factors faced. Score 4 if the
company has a very good (extraordinary)
response to the external environment, score
3 if the response is above average, score 2 if
the response is average, and score 1 if the
company's response is very low to external
factors.

From the identification and
evaluation of external factors, it is obtained
that Kisel has 5 opportunities with a value
of 1.54. The growth of e-commerce and
digital business is an opportunity that Kisel
responded very well compared to other
opportunities. Meanwhile, from the threat
side, Kisel faced 5 threats with a value of
1.51. Kisel responded well to Telkomsel's
policy change with a value of 0.37 and the
growth of fixed wireless broadband was
responded to the lowest with a value of
0.19. Owverall, the results of the
identification and evaluation of external
factors obtained an EFE value of 3.04 which
illustrates that overall Kisel's response to

Strong
30to4.0

4.0

3.0

changes in external factors has been very
responsive.
Internal and External Matrix

Kisel's strategy based on internal and
external matrices (IE Matrix) is in quadrant
Il with a build & growth position with an
EFE value of 3.04 and an IFE value of 2.74.
According to David (2009) the position in
this quadrant shows that Kisel's position can
grow and develop. Strategies that are
suitable for companies with this quadrant
are intensive strategies such as market
penetration, market development and
product development or integrative
strategies such as backward integration,
forward integration and  horizontal
integration. In this quadrant, the company is
considered capable of responding to
changes in the external environment and is
ready internally.

From this condition, Kisel's position
is a position that is ready to compete and
grow in facing changes in the distribution
business of telecommunication products.
Kisel can penetrate and develop markets in
existing and new markets. Kisel can also
carry out an integration strategy through the
acquisition of new partners and the
acquisition of competitors.

Weak
1.0t0 1.99

2.0 1.0

Average
20t02.99

High I
3.0t04.0

EFE Score:

3.04 30

Medium
2.0t02.99

2.0

Low

1.0to 1.99 VI

Grow and
Build

IFE Score: 2.74

Hold and
Maintain

Harvest or
Divest

Figure 3 Kisel’s IE Matrix, Source: David (2009), processed data

Formulation of Alternative Strategies

Based on the analysis of internal and external strategic factors, it is possible to

formulate several alternative strategies for Kisel

in dealing with changes in the

telecommunications sales and distribution business. Based on the SWOT analysis, four
alternative strategies that support each other are obtained. The four alternative strategies
consist of one SO strategy, one ST strategy, one WO strategy and one WT strategy.
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Figure 4 SWOT Matrix

SWOT Analysis

Strengths

Weakness

Support for cooperative members and
Telkomsel management

Decrease in member savings as working capital

Has all sales and product distribution
channels

The form of a cooperative business entity is a weak
image in the business world

Certified with 1SO 9001 and ISO 27001
quality standards

Capacity and IT systems that are not integrated

Complete variety of Telkomsel products

The composition of Generation X is still quite large

Reliable service management

Opportunities

SO Strategy

WO Strategy

Demography bonus

Growth of E-Commerce and Digital
Business

The untapped rural market

Non captive market business expansion

Strengthen business infrastructure and strengthen
digital business foundations

Changes in consumer behavior in the
Digital Era

5G (Five
Technology

Generation)  Network

(Using S1, S2, S3, S4, S5 to maximize
01, 02, 03, 04, 05)

(Minimize W3 and W4 to maximize O1, 02, O3,
04, O5)

Threats

ST Strategy

WT Strategy

Growth of Fixed Wireless Broadband

Decrease in people's purchasing power

Competition between operators and
between distributors

Maintain and secure existing business

Strengthen and develop core business

Changes in Telkomsel's Policy

Kisel's dependence on Telkomsel

(Using S1, S2, S3, S4, S5 to anticipate
T1, T2, T3, T4, T5)

(Minimize W1, W2, W3 to anticipate T1, T2, T3,
T4, T5)

Source: Results of FGD

Preparation of Strategic Priorities

Table 4 Strategy Priority

Critical Success Factors Weight Alternative Strategy

Maintain and | Strengthen Strengthen Non captive

secure existing | and develop | business market

business core infrastructure business

business and strengthen | expansion
digital business
foundations

AS TAS AS TAS | AS TAS AS TAS
Strengths
Support  for cooperative members and | 0.13 3.83 | 049 350 | 045 | 3.17 0.41 3.67 0.47
Telkomsel management
Has all sales and product distribution channels 0.13 3.67 | 047 3.83 | 0.49 | 3.00 0.38 4.00 0.51
Certified with 1SO 9001 and ISO 27001 quality | 0.11 2.67 | 0.30 333 | 037 | 3.17 0.35 3.50 0.39
standards
Complete variety of Telkomsel products 0.09 3.33 | 0.28 3.17 | 0.27 | 3.17 0.27 2.00 0.17
Reliable service management 0.12 3.50 | 042 3.67 | 044 | 3.00 0.36 2.33 0.28
Weaknesses
Decrease in member savings as working capital 0.11 2.67 | 0.30 250 | 0.28 | 1.83 0.21 1.50 0.17
The form of a cooperative business entity is a | 0.10 3.83 | 0.39 233 | 023 | 217 0.22 1.67 0.17
weak image in the business world
Capacity and IT systems that are not integrated 0.13 2.83 | 0.35 2.00 | 0.25 | 1.50 0.19 1.33 0.17
The composition of Generation X is still quite | 0.09 217 | 0.19 167 | 015 | 1.33 0.12 1.33 0.12
large
Opportunities
Demography bonus 0.09 3.67 | 0.32 283 | 0.25 | 3.17 0.28 2.67 0.24
Growth of E-Commerce and Digital Business 0.12 350 | 041 233 | 0.27 | 3.17 0.37 3.00 0.35
The untapped rural market 0.10 3.00 | 0.29 217 | 021 | 3.17 0.30 3.50 0.33
Changes in consumer behavior in the Digital Era | 0.11 3.17 | 0.35 2.67 | 0.29 | 3.17 0.35 3.33 0.36
5G (Five Generation) Network Technology 0.09 3.17 | 0.30 167 | 0.16 | 3.33 0.31 2.83 0.27
Threats
Growth of Fixed Wireless Broadband 0.08 2.67 | 0.22 217 | 018 | 3.17 0.26 1.83 0.15
Decrease in people's purchasing power 0.10 217 | 0.21 217 | 021 | 2.17 0.21 1.83 0.18
Competition between operators and between | 0.10 217 | 0.21 283 | 0.28 | 2.67 0.26 1.50 0.15
distributors
Changes in Telkomsel's Policy 0.11 317 | 035 267 | 030 | 3.00 0.33 2.50 0.28
Kisel's dependence on Telkomsel 0.11 3.00 | 0.33 233 | 0.25 | 2.83 0.31 3.00 0.33
Total Score 6.18 5.33 5.49 5.07

The determination of strategic  which is one of the methods commonly used

priority is carried out by the QSPM method,

in making a priority order of various choices
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which can then be used to make a decision.

The results of calculations using the QSPM

method obtained the priority of the Kisel

strategy as follows:

1. Maintaining and securing the existing
business is the first priority strategy with
a total attractiveness score of 6.18.

2. Strengthening business infrastructure
and strengthening digital business
foundations are the second priority
strategy with a total attractiveness score
of 5.49.

3. Strengthening and developing the core
business is the third priority strategy
with a total attractiveness score of 5.33.

4. The expansion of non-captive market
business is the last priority strategy with
a total attractiveness score of 5.07.

With this strategic priority, it can be
used as a guideline for which strategy takes
precedence over other strategies or which
strategies are currently needed to achieve
short-term goals. However, it does not mean
that a strategy with a higher priority can
eliminate other strategies, but that all
strategies must be able to go hand in hand to
achieve the overall goals of the company.

CONCLUSIONS

From the evaluation of internal and
external factors, it is obtained that Kisel has
five strengths with a value of 2.03, four
weaknesses with a value of 0.71, five
opportunities with a value of 1.54 and 5
threats with a value of 1.51. So that in total
the IFE value is 2.74 and EFE is 3.04 which
in the IE matrix is in the position of build &
growth with an intensive strategy. Kisel is
ready to compete and grow in the face of
changes in the distribution business of
telecommunication products.

Based on the SWOT analysis, there
are four alternative strategies for Kisel to
face changes in the business of selling and
distributing telecommunications products,
namely: SO strategy (nhon-captive market

foundations. digital) and the WT strategy
(strengthening and developing the core
business).

By using the Quantitative Strategic
Planning Matrix (QSPM) decision-making
method, strategic priorities are obtained:
maintaining and securing the existing
business is the first priority strategy with a
value of 6,18, strengthening business
infrastructure and strengthening digital
business foundations becomes the second
priority strategy with a value of 5,49,
strengthening and developing the core
business is the third priority strategy with a
value of 5,33 and expansion of the non-
captive market business is the last priority
strategy with a value of 5,07.
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