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Abstract

Top House is a small architecture firm located in South Tangerang that focuses
on design consultants for low and medium-rise buildings. The preliminary study
has been conducted by interviewing the firm’s owner who also acts as the prin-
cipal architect, to identify company problems. The results showed that the com-
pany revenue and net profit decreased significantly by about 20% from 2017 to
2019 and 75% from 2016 to 2019. Moreover, the consultancy service orders
became small and decreased from 2015-2019. The decreased revenue and net
profit were caused by a poor company and incomprehensive management sys-
tem. To solve the problem using the external and internal environmental analy-
sis. The external environmental analysis used the PESTEL, Porter Five’s
Forces, and competitor analysis. Meanwhile, the internal environmental analy-
sis used the VRIO framework, value chain analysis, and existing Business
Model Canvas (BMC). Afterward, the data were summarized in the SWOT ta-
ble for strategy formulation. It consisted of IE matrix and TOWS matrix as
company level strategy and functional level strategy, then the new proposed
Business Model Canvas (BMC). Based on the analysis of IE Matrix, the current
company classification position is in cluster five. This indicates that the com-
pany should implement a hold and maintain business strategy with two options,
namely market penetration and product development. Furthermore, pros and
cons analysis is used to obtain the best strategy from these options. The com-
pany should implement a product development strategy by improving the exist-
ing product quality, namely green architectural requirements in the design con-
cept and utilizing BIM technology. The TOWS matrix resulted in 11 functional
strategies applied in the marketing, human resources, operations, and financial
field.
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Introduction

Tangerang is an area with a potentially large market for architecture business. Based on BPS
data, in September 2019, DKI Jakarta and Banten provinces were classified among the top ten
average expenditures for housing, household facilities, various goods, and services. Tangerang
area was the largest sales property compared to others in 2019 due to the increasing develop-
ment. Further, it was close to DKI Jakarta as the center of national economic activity (Fauzian,
2019). This condition allowed the architectural firm business to experience growth despite the
competition. However, the Covid-19 pandemic led to its decline, and demand for architecture
firms shifted to landed house project typology (Archify, 2019 & Lusida, 2020). This situation
contributed to higher supply than demand, which is challenging. Therefore, the architecture
firm should create a unique value product from the competitors to emerge the best.

Top House is a private company engaged in an architecture firm focus on low and medium-
rise building projects with client B2C model. Furthermore, it has various types of projects lo-
cated in the Bumi Serpong Damai (BSD) and Jakarta area, specifically residential houses, of-
fices, warehouses, shops, and apartment units. This firm was established in early 2015 with its
official office in Bumi Serpong Damai (BSD), Tangerang. It aimed to produce a low and me-
dium-rise building with a good reputation, sustainable, and competitive advantages in the
Jabodetabek area.

Since its establishment in 2015, the owner expected growth and increased revenue and profit
from architectural consultation services. In early 2015, the company created a vision and mis-
sion, though it did not take concrete steps to achieve or realize its targets. In this regard, there
were no written business strategies/ plans, formal company targets, and proper management
system. The management was established conventionally with no periodic evaluation. This
condition was manifested in performance parameters, including the significant revenue and net
profit decrease with 20% from 2017 to 2019 and 75% from 2016 to 2019, respectively. Fur-
thermore, the service orders for consultancy became small and decreased from 2015-2019.
Currently, this company is unable to compete with its opponents and realize its vision and
mission. Therefore, it should establish fundamental changes in strategizing business for con-
sultancy architects, gain revenue & large market share, and increase profit.

Literature Review

Strategic Management

Strategic management is defined as the art and science of formulating, implementing, and eval-
uating cross-functional decisions that enable an organization to achieve its objectives. Based
on this definition, strategic management focuses on integration, marketing, finance/accounting,
production/operations, research and development, and information systems to achieve organi-
zational success (Fred R. David, 2011). According to Wheelen & Hunger (2012), Strategic
management is a set of managerial decisions and actions that determines the longrun perfor-
mance of a corporation. Similarly, Fred R. David (2011: 38) stated that its process consists of
three stages, specifically, strategy formulation, strategy implementation, and strategy evalua-
tion. Wheelen & Hunger (2012) showed external and internal environmental scanning, strategy
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formulation, strategy implementation, evaluation, and control. Further, Rothaermel (2017) de-

fined strategic management as an integrative management field that combines analysis, formu-
lation, and implementation in the quest for competitive advantage.

There are three elements to produce a good strategy (Rothaermel, 2017), including:

1. Diagnosis of the competitive challenge is accomplished through analysis of the firm's ex-
ternal and internal environments.

2. A guiding policy addressing the competitive challenge is achieved through strategy for-
mulation, leading to the firm’s corporation, business, and functional strategies.

3. A set of coherent actions to implement the firm’s guiding policy is attained through strat-
egy implementation.

Strategy Formulation

Strategy-formulation techniques are integrated into a three-stage decision-making framework.
The tools presented here apply to all sizes and types of organizations and help strategists iden-
tify, evaluate, and select strategies. The three stages include:

1. The input stage summarizes the basic input information needed to formulate strategies.
This study uses a formulation framework consisting of the EFE and IFE Matrix. An Ex-
ternal Factor Evaluation (EFE) allows strategists to summarize and evaluate economic,
social, cultural, demographic, environmental, political, governmental, legal, technological,
and competitive information. The Internal Factor Evaluation (IFE) summarizes and eval-
uates the major strengths and weaknesses in the business functional areas and provides a
basis for identifying and evaluating relationships among these areas.

2. The matching stage focuses on generating feasible alternative strategies by aligning key
external and internal factors. It uses IE Matrix techniques based on two dimensions spe-
cifically, the IFE and EFE total weighted scores on the x- and y-axis, respectively. Based
on this, recall that each division of an organization should construct an IFE and EFE Matrix
for its part. The total weighted scores derived from the divisions allow the corporate-level
IE Matrix (Fred R. David, 2011).

3. The decision stage use pros and cons as an alternative strategy. According to Franklin, the
best way to reach an optimal solution in a tough decision is use pros and cons analysis,
which validates his system for a single decision (Charyk, 2017).

The TOWS matrix illustrates how the external opportunities and threats facing a particular
corporation are matched with that company’s internal strengths and weaknesses to result in
four sets of possible strategic alternatives (Wheelen,2012).

Product Development
It is a strategy that increases sales by improving or modifying present products or services
(Fred R. David, 2011).

PESTEL Analysis

It is a framework for evaluating the impact of the firm’s external environmental factors affect-
ing its potential to gain and sustain a competitive advantage. These factors create both oppor-
tunities and threats for the company. PESTEL stands for Political, Economic, Social, Techno-
logical, Environmental, and Legal factors (Rothaermel, 2017).
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Porter’s Five Forces Analysis
This model is a framework that identifies five forces determining an industry's profit potential
and shapes a firm's competitive strategy. It consists of a threat of entry, power of suppliers,
power of buyers, threat of substitutes, and rivalry among existing competitors. A five forces
analysis provides the basis for firm positioning to gain and sustain a competitive advantage
(Rothaermel, 2017).

Competitor Analysis

This deals with identifying its competitors and evaluating strategies to determine their strengths
and weaknesses relative to the own product or service (Kotler Armstrong: 2016). Therefore, it
is needed for companies to have more detailed knowledge about competitors and also deter-
mine the right marketing strategy to fight competitors (Oman, 2015).

VRIO Framework

VRIO represents a framework addressing the resource attributes underpinning competitive ad-
vantage. A resource qualifying to form a basis of competitive advantage should be valuable
(V), rare (R), costly to Imitate (1), and organized to capture the value (O) of the resource
(Rothaermel, 2017).

Value Chain Analysis

This describes the internal activities that a firm engages in when transforming inputs into out-
puts. Each activity the firm performs along the horizontal chain adds incremental value. The
framework of the value chain has two categories, including primary and support activities. In
this regard, Primary activities ones contribute to the creation of value directly, whereas support
activities consist of functions and tasks intended to anchor primary activities. (Rothaermel,
2017).

Business Model Canvas

This is a framework business template consisting of nine squares that are mutually exclusive
related. These boxes contain the essential illustrating elements of how the organization creates
value and benefit from its customers (Osterwalder & Pigneur, 2010).

SWOT Analysis

It evaluates a firm's current situation and prospects by simultaneously considering internal and
external factors. Therefore, it focuses on these factors affecting the firm's ability to gain and
sustain a competitive advantage either positively or negatively (Rothaermel, 2017). According
to Kotler, Keller (2009: 89), the overall evaluation of the strengths, weaknesses, opportunities,
and threats is also called SWOT analysis. Rangkuti (2008:18) stated that this analysis is used
to identify various factors systematically to formulate strategy. It is based on the logic that
maximizes the strengths and opportunities and minimizes weaknesses and threats mutually.

Conceptual Framework

Conceptual framework is the path of a research to become meaningful, acceptable, and provide
the best explanation of the natural phenomenon progression for study (Adom, 2018). Further-
more, it outlines the plans for research thesis. In general, the conceptual framework guides the
researcher to ensure the study is relevant and is described as follows:
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Figure 1. Conceptual Framework
Source: Author Analysis, 2020

Research Methodology

This study used a qualitative research method with data collected from the reasoning behind
individuals, industry, and stakeholders (known as the ‘why’). Specifically, it was conducted
through open-ended, exploratory questions to seek a deep understanding of social phenomena
within their natural setting (Utah University. 2019). Pure qualitative research relies on the col-
lection of qualitative data. There are two categories method use to gather information, namely
primary data and secondary data (Douglas, 2015). According to Mesly (2015), primary data is
collected directly from the first person while secondary is from other research conducted by
different people. Primary data in this study was collected directly from the internal organization
Top House, the parties related, and the client as a customer through in-depth interviews, focus
group discussion, and observations method. Qualitative interviews were conducted face-to-
face with participants, telephone, or engaged in the focus group with six to eight interviewees
in each group (Creswell, 2018). Meanwhile, the secondary data was obtained through offline
sources like books and online resources, including journals, reports, articles, websites, govern-
ment publications, industry Associations.

The in-depth interview with the firm’s owner who also acts as the principal architect, was per-
formed since the study began by identifying the problem in the company. The interview results
were used as the data for external analysis, consisted PESTEL, Porter Five’s Forces, and com-
petitor analysis. However, they were also used for internal analysis, consisted the VRIO frame-
work, value chain analysis, and business model canvas. The internal analysis data is also
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strengthened by the results of interviews from clients, internal organizations and related parties.

Furthermore, the group discussion with five architects within the organization aimed to deter-
mine results in the IE matrix as strategy formulation.

The study began by finding the problem with the architecture firm of Top House. Afterward,
the business issue was explored by analyzing the environment’s internal and external condi-
tions. The external analysis methodology consisted PESTEL, five forces porter, and competitor
analysis, while internal analysis methodology consisted VRIO framework, value chain analy-
sis, and existing business model canvas. The results were then summarized in the SWOT table
for the strategy formulation, which consisted of IE matrix as the firm’s company level strategy
and TOWS matrix as the firm’s functional level strategy. The company level strategy will de-
termine the business direction and achieve its objectives, whereas the functional level strategy
will define the specific actions of the department. They also connect and support each other,
followed by the proposed new business model canvas.

Findings And Argument

PESTEL Analysis
Table 1: The Results of PESTEL Analysis

PPoliticalm™ " National issue and global issue. Threat

e Indonesia's GDP 2020. (World Bank, This situation potentially

2020) affects the decreasing
e The interest rate decreased in 2019 to demand of the property and
2020. (Trading Economics, 2020) architecture consultant

e The inflation rate. (World Bank, 2020)  Service.

e The population of Indonesia is ranked Opportunity
position 4 in the world and has increased This situation potentially
annually with yearly growth under 1%. affects the increasing de-
(Worldometers, 2020) mand of the property and
e Jakarta and Banten are the top ten re- architecture consultant ser-
gions with the most household consump-  Vvice specifically for hous-
tion in Indonesia. (Fauzian, 2019 & ing typology.
BPS, 2019)
e Modern style is among the architectural
designs which are popular and long-last-
ing in the market. (Cendana, 2015 &
Dekoruma, 2020).
e Thesituation covid-19 changes the inter-
est in specific project typology of hous-
ing, education, hospital. (Archify, 2020
& Lusida, 2020)
e The trend of the architectural style will
be included in the environment factor in
the future. (Newdecortrends, 2020 &
Mazaya, 2020)
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e Technology and internet development
are growing rapidly in Indonesia and are
supported by the government. (Hoot-
Suite, 2020 & Kemenperin, 2017)

e The phenomenon of the industrial era
4.0 is Innovation technology for archi-

DOI 10.35631/AIJBES.310005
Opportunity

The technology can trigger
the business process archi-
tecture service faster, ef-
fective, and efficient with
high-quality product ser-

tecture. (Hanegraaf, 2017., Autodesk, Vices.
2020., Pawitro, 2020 & 1Al 2020).
The global warming issue (NOAA, 2019) Opportunity

and green architecture (Yeang, 2000 & Con-
structor, 2014,).

Architect Certificate requirement,
Indonesian Architects Association (lAl).
(1A1, 2020).

Demand for green build-
ings will increase.
Opportunity

Assurance architect capa-
bility and expertise.

Source: Author Analysis, 2020

PESTEL Analysis is a framework used to identify the macro-environment in the company. Six
factors influence the small architecture firm, consisted political, economic, social,
technological, environmental, and legal. The first step is to identify variables that affect the
company and assess them to find out how much influence and impact it has, then categorized
them whether the category is an opportunity or a threat. Technological, environmental, and
social factors are categorized as opportunities and they have a strong influence and impact,
while politic, economic factors are categorized as threats. This analysis will be explained
further in the SWOT analysis section.

Porter’s Five Forces Analysis

Table 2: Top House Porter Five Forces Analysis

External Forces of the Business Results
The threat of new entrants High
Bargaining power of suppliers Medium
Bargaining of buyers High
The threat of substitutes products or services Low
Rivalry among existing competitors High

Source: Author Analysis, 2020

Porter's Five Forces is a framework for analyzing a company's competitive environment. The
data collected through interviews with the top management level were analyzed. Based on this
analysis, the threat of the new entrant, bargaining of the buyer, and rivalry among existing
competitors are in the high forces category. This input is a threat that makes the competition
among small architecture businesses difficult. Furthermore, several competitors and new en-
trants offer to lower the price to obtain orders, hence, creating a price war among them. How-
ever, the Bargaining power of suppliers and threat of substitutes products or services are cate-
gorized below high and have less impact. This analysis will be explained further in the SWOT
analysis section.

Competitor Analysis
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This is the process of identifying the competitors. The data collected through interviews,
observation, and check website. Top House has three competitors with similar products,
business scope, market area, segment market and location proximity, namely Formative, Soni
Budiono Architect, and Studio Air Putih. From the analysis, the architecture firms have the
same products with a similar price. In general, Top House has the lowest price than others
although it is still under other competitor reputation, especially with Studio Air Putih that has
many awards. Furthermore, its marketing is unaggressive than other competitors, only using
word of mouth with no distribution channel. This analysis will be explained further in the
SWOT analysis section.

VRIO Framework
Table 3: VRIO Framework of Top House

Yes No No No Competitive Par-
ity
Yes No No Yes Temporary
competitive
advantage
Yes No No Yes Temporary
competitive
advantage
Yes No No Yes Temporary
competitive
advantage
Yes No No Yes Temporary
competitive
advantage
Yes No No No Competitive Par-
ity
Yes No No Yes Temporary
competitive
advantage
Yes No No No Competitive Par-
ity
Yes No No No Competitive Par-
ity
Yes No No No Competitive Par-
ity

Yes No No No Competitive Par-
ity

Yes No No No Competitive Par-
ity
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Yes No No Yes Temporary
competitive
advantage
Yes No No No Competitive Par-
ity
_ Yes No No No Competitive Par-
ity
_ Yes No No No Competitive Par-
ity
_ Yes No No No Competitive Par-
ity

Source: Author Analysis, 2020

VRIO framework is the tool used to analyze a firm's internal resources and capabilities to in-
vestigate whether they are a source of sustained competitive advantage. The result of the VRIO
framework is obtained from the interview with the internal organization. Based on the VRIO
analysis, all the resources of Top House are still in the category of competitive parity and tem-
porary competitive advantage. This means that the company requires the right strategy formu-
lation to make resources and capabilities become a sustainable competitive advantage. This
analysis will be explained further in the SWOT analysis section.

Value Chain Analysis

FIRM INFRASTRUCTURE
» Management, Finance Legal.

HUMAN RESOURCE S

* Recruitment & selection, Knowledge enhancement, Salary system.

INFORMATION TECHNOLOGY
+ LUtilization high capability hardware and software for increasing quality of design architect.

PROCUREMENT
+ Find out outsourcing. Develop contract with dient and third parties. Nominate supplier and
contractor to client/customer,

SUPPORT ACTIVITIES

PRIMARY ACTIVITIES

+ Free cost service in

conceptual design..

* Construction

drawings.

* Construction

documents.

* Supervision during

construction.

building contractor

. INBOUND OU TBOND
MARKETING LOGISTICS OPERATIONS LOGISTICS SERVICE
« Conventiona + Provide nomination | » Conceptual design. | * Final design « Good customer
promotion. supplggbuitl'dmg * Schematic design. dramr:;,; g{el’.’;”‘:g service: friendly.
. Word ofmouth material to be e Desi out and distribut: v relationah
Word of mouth. define by dient. development. to client and family relationship.

* Awailable time at

weekend.

» Options selection

contractor/ supplier.

» Low and free building

permit cost.

Figure 2. Top House Value Chain Analysis

Source: Author Analysis, 2020

Value chain Analysis refers to a framework for understanding how a business process value is
created to provide a competitive advantage. The result of the value chain was obtained from
the interview with the internal organization, business partnership, and client. Based on this
analysis, it can be categorized as a strength or weakness as outlined below.
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Strength: Firm Infrastructure

The market price of the small architecture firm is approximately 4% of the total cost of

building construction. Due to the high competition in the market, Top House offers consul-

tation prices below the average price to attract more customers and increase its supply.

Weaknesses: Marketing, Operations, Firm Infrastructure, Human Resources

The company only implements the marketing by word of mouth (WOM) and offers free
service in the conceptual design. This strategy is ineffective due to client dissatisfaction.
Further, it does not recommend clients to others thus, this condition causes a decline in
their number. Therefore, the company should evaluate WOM strategy and perform other
marketing activities to increase clients.

After conducting client interviews, this firm was unavailable during operation process
service, including inadequate response complaints and correct feedback, slow addressing
client’s concerns, lack of commitment, improvement of progress report consistently,
incompetencies as planner and supervisor, and improper communication and coordination
during the construction process.

The company has not developed and implemented the human resource management
system properly. There are many HR concerns like the lack of soft and hard skills, high
employee turnover rate (80% per year), and lack of people development system.

The company has an inadequate management system. They have managed business
conventionally only based on one SOP design, and there is no written company policy.
The revenue and net profit significantly decreased by around 20% from 2017 to 2019 and
75% from 2016 to 2019, respectively. The profit decreased significantly are caused the
revenue decreased and company expenditure increase significantly as affected the
increasing installment payment of company debt and increasing the operational cost. In
addition, cashflow still positive although the amount decreased.
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KEY KEY VALUE CUSTOMER CUSTOMER
PARTNERS ACTIVITIES PROPOSITIONS RELATIONSHIPS SEGMENTS
+ Quantity surveyor ) é‘;‘_gtem{‘:& design . %‘.‘Ec:;xpetitive consultant + Personal asisstance . ggpo;lredm
Dodie freelancer i . Online co cation
. Civil engineer = Develop budget « Modem tropical building throu Elmmlfu . B2C Model
VL engeenng estimation for design concept that less Telephone, and
. construction maiftenance and lower WhatsApp - Lowand
+ 3D animator. Ichan - electric consumption. Medium Rise
Freelancer, Icha + Presentation building Building focus
Freelancer design to dicnt on personal
+ Nominate supplier for rg%ﬁn&ﬁ office
- Intenor Deslgqer matenal selection and and shophouse.
Inori, Green Wood contractor. + Businessman,
Furniture. + Prepare do ; Professional,
» Building construction. Eﬁ?&;gr(saﬁedj
Contractor, : - N
. . = Supervision durin;
Bewilral CV, P =
Marstand CV construction.
= Office administration
= Building Materal
Supplier.
KEY
RESOURCE S CHANNELS
= Human resources « Word of mouth
= Tools Design Hardware & « Direct selling
software = Telephone service
=+ Office facilities and
Equipment for design on
assefs.
= operational vehicle
= Business partners
- Internet

COST STRUCTURE

REVENUE STREAMS

Administration

1 Manpower Monthly Salary: Director, Architects, Drafter,

1. Architectural design services fee: 2D Drawings, 3D modelling,

) L . Rendering, Animation + Supervision fee.
2.Office cost; electricity, PDAM, IPL, Intemet, TV Cable, telepon.etc

3. Accommodation cost Y . - [Eiepon. 2. Buiding permit fee
4.Tools cost: PC, ter A2, Photocopy machine, paper, efc
3.Outsourcing cost: 3D ammator, QS, Civil engineering, Drafter

Figure 3. Top House Existing Business Model Canvas

Source: Author Analysis, 2020

It is a framework for describing a business model through nine building blocks, namely
Customer segments, Value propositions, Channels, Cost structure, Customer relationships,
Revenue streams, Key resources, activities, and Partnerships. The business model canvas data
was collected through interviewing the internal organization. The value propositions was
categorized as a strength in the company. This is because of its strong positive effect on
delivery value from the company to a client. It includes modern tropical architecture style,
which gives a strong character to the building and remains the most popular. Further, the
building concept with less maintenance and lower electric consumption provides better value
in design. All the values propositions are the competitive advantage of Top House. This
analysis will be explained further in the SWOT analysis section.
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SWOT Analysis
Table 4. Top House SWOT
STRENGTH (Internal) WEAKNESS (Internal)
e Competitive consultant fee. (BMC, | e Less marketing activities. (BMC, Value
Value Chain Analysis) Chain Analysis)
e Modern tropical building design | e Lack of service during operation process.
concept that less maintenance and (\Value Chain Analysis)
lower electric consumption. (BMC) e Lack of human resources capability.
(Value Chain Analysis, VRIO)
e Inadequate of management system.
(Value Chain Analysis)
e Increasing company expenditure. (Value
Chain Analysis)
OPPORTUNITY (External) THREAT (External)
¢ Information technology development. | e Tight competition among  small
(PESTEL) architecture firm.(PESTEL, Five Porter’s
e Building design concept to include Force, Competitor Analysis)
green  architecture  requierement. | e Price war among competitor. (Five
(PESTEL) Porter’s Force , Competitor Analysis)
e Increasing demand on landed house
building. (PESTEL)

Source: Author Analysis, 2020

A SWOT Analysis evaluates the internal strengths, internal weaknesses, external opportunities,
and external threats in an organization's environment. The strengths are obtained from the value
chain analysis and the business model canvas, whereas the weaknesses are obtained from the
value chain analysis, business model canvas, and VRIO. The opportunities are obtained from
the PESTEL, while threats are obtained from the PESTEL, five-porter’s force and the compet-
itor analysis. The variable on the SWOT table will be used in the IE matrix, including EFE,
IFE, and Tows Matrix.

External Factor Evaluation (EFE) Matrix
Table 5: EFE Score

No Opportunity Weight Ratin, Average| Stdev CvV Score
1 2 3 4 5 | Rating
1 |Information technology development 0227 | 3 3 2 3 3 28 | 0447214] 16% 0.635
2 |Building design green architecture 0.187 2 2 2 2 3 22 0447214 20% 0411
3 |Increasing demand on landed house 0200 | 2 2 2 2 2 2 0 0% 0.400
building
No Threat
1 |Tight competition among small 0200 | 1 1 1 1 1 1 0 0% 0.200
architecture firm
2 |price awar among competitor 0187 | 4 4 4 4 4 4 0 0% 0.747
Total| 1.0 2.392

Source: Author Analysis, 2020

External Factor Evaluation (EFE) Matrix is used to examine company’s external environment.
This analysis is performed by focusing on group discussion among five architects within the
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organization where each architect gave a weighting and rating for each key external factor.

From the table above, it can be seen that the result of the EFE matrix is 2.392 which represents

that the company has a medium internal position. This EFE matrix will be explained further in
the IE matrix position section.

Internal Factor Evaluation (IFE) Matrix
Table 6: IFE Score

No Strength Weight Rating Average| Stdev cVv Score

1 2 3 4 5 | Rating
1 |Competitive consultant fee 0.162 | 4 3 3 3 34 0547723 16% 0.550
2 |Modern tropical building design that less | 0.162 | 3 3 3 3 3 3 0 0% 0.486
maintenance and low electric
consumption
No Weakmness
1 |Less marketing activities 0171 | 2 2 2 3 2 2.2 (0447214 20% 0377
2 |Less service during opration process 0.190 | 2 2 2 2 2 2 0 0% 0.381
3 |Lack of human resources capabilities 0171 | 1 1 1 1 1 1 0 0% 0.171
4 |Inadequate manajement system 0143 | 2 2 2 2 3 2.2 0447214 20% 0.314
5 |Increasing company expenditure. 0.190 | 2 2 2 2 2 2 0 0% 0.381
Total] 1.0 2.280

Source: Author Analysis, 2020

Internal Factor Evaluation (IFE) Matrix is used to examine company’s internal environment.
This analysis is done by conducting a group discussion among five architects within the organ-
ization where each architect gave a weighting and rating for each key internal factor. From the
table above, it can be seen that the result of the IFE matrix is 2.280 which represents that the
company has an average internal position. This IFE matrix will be explained further in the IE
matrix position section.

IE Matrix Position - Company Level strategy

[ The Internal-External (IE) Matrix

THE IFE TOTAL WEIGHTED SCORES
ard, or Horizontal Integration

Strong Average Weak
301040 20102.99 1010 1.99

n
High
30040 ! u m

3.0 -+

THE

EFE

TOTAL ‘\I.,l.u/.. v v v
2.0t02.99

WFIGHTED

SCORES 2.0 17

[

L Vit Vi X

Source: Author Analysis, 2020

The External Factor Evaluation (EFE) scoring as the x-axis is 2.392, while Internal Factor
Evaluation (IFE) as the y-axis is 2.280. Consequently, the current company position is
classified in cluster v (five). This means Top House should implement hold and maintain a
business strategy consisting of market penetration and product development. To achieve the
right strategy, this study implement pros and cons as alternative strategies as follows:
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Table 7: Pros & Cons of Alternative Strategies

Market Pen- e Top House has a competitive price e The company's repu-

etration

2 Product De-
velopment

over opponents.

Market landed housing is growing.
Top House has less activity market-
ing.

The market share of Top House is
lower than a competitor.

This firm is located in the right mar-
ketplace and close to a large demand
market.

The competitor has done intensive
marketing.

The modern tropical design building
concept matches with green architec-

ture requirements.

Availability of technology for sup-

tation is not strong
enough.

It has no experienced
marketer yet.

The capability and ca-
pacity of the organi-
zation is still weak.
The company has not
availed a proper mar-
keting system.

It increased the ex-
penditure cost for
product development.
Lack of competent

porting product development. people in the organi-
e Increasing trend of green environ- zation.
ment requirements related to global
warming issue.
e Tight competition among small ar-
chitecture firms.
e The product still lacks service and
needs to be improved.
e The price war among competitors.
e High forces from new entrants and
rivalry among existing competitors
of the small architecture firm.
e Creates different values of the prod-
uct regarding competition in the mar-

ket.
Source: Author Analysis, 2020

The pros and cons are used to answer a strategic question. This analysis is obtained from the
focus group discussion. The list all of pros column reveal the reasons why choose this option
strategy, while the list of cons columns reveal the reason why not choosing this option strategy.
Based on this analysis, the company should implement a product development strategy due to
the value of Top House, which needs to be improved. Further, it adds a value proposition for
its strength, thus giving it a competitive advantage and increasing the market share.
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TOWS Matrix - Functional Level strategy

Strength: Weakness:

1. Competitive consultant fee Less marketing activities.

2. Moderm tropical concept that less Lack of service during operation process.
maintenance and lower electricity Lack of human resources capability.
consurption. Inadequate of management system

Increasing company expenditure

Lh Ju L o—

Opportunity: 50 Strategies WO Strategies

1. Information technology - - -
development. * Optimize product value to meet green + Increase Marketing activity by multichannel

2. Building design concept to architecture requierement. [$2, 02, 03] rarketing method. [W1, 01, 03]
include green architecturs
requirement. + Improve supporting IT facilities to enhance

3. Increasing demand on effectiveness of business process. [W4, O1,
landed house building, 03]

+ Ttilize BIM technology to enhance
productivity of process design. [W2, O1,
03]

+ Enhance organization capability by
developing appropriate HRD systern [W2,
W3, 03]

+ Develop management system as framework
fior effectiveness business process and
procedures. [W2, W4, 03]

Threat: ST Strategies WT Strategies

1. Tight cotnpetition among
stnall architecture firm

2. Price war among corrp etitor,

* Enhance company branding [$2,T1,T2] * Enhance loyality of customer with

irmplermnent customer relationship

+ Maintain competitiveness of the price inthe | Management system [W1,T1]
market. [$1, T1,T2] _ o

+ Update the business posisitiening in the
roatket regulary. [W1, W2, T1]

* Redructuring company expenditure for
reducing spending cost. [WS, T1,T2]

Figure 5. Top House TOWS Matrix

Source: Author Analysis, 2020

The TOWS Matrix is derived from the SWOT Analysis model that aimed to develope strategic
options from an external-internal analysis. The strategies are centered on exploiting
opportunities, minimizing threats, overcoming weaknesses, and capitalizing on strengths.
These strategies are determined by the authors due to it is the best and most profitable strategy
choice that are in line with the company's vision and mission and company level strategy. From
the table above, there are 11 functional strategies applied in the marketing, human resources,
operations, and finance area. The results of the TOWS matrix are depicted in the following
section.

Table 8: Top House TOWS Result

Marketing Strate
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Human Resource Strateg

Operational Strateg

Financial Strateg

Source: Author Analysis, 2020
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Proposed New Business Model Canvas

THE NEW BUSINESS MODEL CANVAS

KEY KEY VALUE CUSTOMER CUSTOMER
PARTNERS ACTIVITIES PROPOSITIONS RELATIONSHIPS SEGMENTS
o -  Apehi : . e * Customer acquisifion: = Upper class
*  Quantity surveyor: Architectural design Competitive consultant - LSLO quisitl ot PP
Dodie freelancer development fees. offline channels marketing people
orline chammels marketing.
« Civil engi i * Develop budset * Modern tropical Building - . . * B2C Model
1wl engnesnng estimatﬁm for concept that le szl Pecr’:;llgi]gslislsettailnct;m.
. ; ; . construction maintenance andlower o 5o A * Lowand
ﬁtego(r;[)es%g_\l;er.d electricity consmption. custom er fmenﬂl__‘.: Medium Rise
ori, Green Woo + Presentation building :9]._1e:t feedback, Building focus
Furniture. design to client + Greenarchitecture article and tips penodic. Py persanal
Lo . . . - idence, office
* Building * Nominate supplier for » Faster design process * Boosting sales: rest ;
Centractor: matenial sele?tjim and =F Build good customer and shophouse.
E-;ajira;ldcé‘-:’ contractor. . Eme:;:t?e EEL relationship. multicharmel - Businessman,
. + Prepare document i : marketing fulfillment. Professional,
oy . ; Executive (age
* Building Material construeton B ey
Supplier.

* Supervision during
o construction

* [T pecialist o
* Office administration

* Marketing activities

* Human resources
activities

KEY
RESOURCES CHANNELS
* Human resources . Offline:
= Tools Design: Hardware & Word of mouth, Business
software Ciil'd. Direct selling,
. telephone service,
- Ofﬁlce facilities a.ﬂ.d exbibitions, :
Equipment for design on _
assets s Ounline: .
. s CRDM. website, blog articles,
* operational vehicle social media sites.
= Busness partners
= Internet
COST STRUCTURE REVENUE STREAMS

. Architectural desigh servicesfee: 2D Drawings, 3D modelling
Rendering. Animafion, + Supervision fee.
. Building permit fee
3. Interior desizn
4 Tools cost: PC. printer A2 Photocopy machine. paper, efc . Kitchen destzn

1.Manpower Monthly Salary: Director Architects, Administration !
2
) 4

3.Qutsourcing cost: IT specialis, Q8 Civil engineering 3. Garden desizh
&
8
0

2.0Office cost: electricity, PDAM, IPL | Internet, TV Cable, telepon etc
3. Accommodation cost

6 BIMPlatform license fee. _ - Iustration _

7. Cost IT infrastructure: server, hardware, software, infernet . Adwvisor in construction
connection, broadband . Selection of fixtures and firishes
§. Marketing expense: digital marketing (intemet marketing and non 0 5_\1111 product housing accessories
internet marketing). 10, Advertising .

- 11. Green building analysis

Figure 6. Top House New Business Model Canvas

Source: Author Analysis, 2020

This is a guideline for the company to implement a new business model which in line with the
company strategy and functional strategy. Based on this, the changes to the seven elements of
this model canvas, namely key partners, key activities, value propositions, customer relation-
ships, channels, cost structure, and revenue streams.

There are additional two key activities in business model canvas, specifically marketing and
human resources for maximize working process outputs and deliver architect products. Also,
the company adds the value proposition to give a better value to the customer. This promotes
his satisfaction by enhancing the user experience, providing better service, and positively
impacting the environment. Moreover, Top House company optimizes customer relationships
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with online and offline marketing strategies to create new clients and maintain them. Besides

that, this firm adds revenue streams to increase the company's income and seek the maximum

possible profit. These changes lead to additions to the cost structure and key partners. Mean-

while, the customer segment of Top House remained constant before because it is generally

limited for the potential upper-class opportunity, a big market for an architecture firm for peo-

ple who live in the Jabodetabek area, and in this regard the green architecture building concept
matches with the existing ones of Top House.

Conclusion

Top House has faced a decline in revenue and profit in three consecutive years due to the dis-
satisfaction with the product quality and inadequate marketing activities, which lead to an ina-
bility of the firm to get new clients. This condition occurs because the unavailability of a com-
prehensive management system and poor company management. Consequently, the company
is challenged when competing with others in the intense business competition situation. Re-
garding the increase in revenue and profit, this firm should develop business strategies and
action plans to improve its performance.

After analyzing, Top House should implement a hold and maintain strategy with product de-
velopment strategy. This strategy is performed by improving the existing product quality, con-
sisting of green architectural requirements in the design concept, and utilizing BIM technology.
Further, it makes the Top House product value different and better than competitors. In order
to realize this, the company should develop a functional strategy based on the TOWS matrix
to fix the current internal weakness to make the business more effective and efficient. In addi-
tion, the company should upgrade the business model canvas. These methods are purposively
in increasing the revenue and net profit, improving business performance, and the ability to
compete in the market. In this way, the business can grow and be sustained for a long period.
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