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ABSTRACT

The E-commerce sector has grown massively in
Indonesia, and it attracts PT OSL Prima, an
express company, to approach that sector. The
grown itself made the management of PT OSL
Prima decide to target for the number one
company customer/revenue stream from the e-
commerce sector. The research aims to (1)
analyze the current business model, (2) analyze
factors that become strength, weakness,
opportunity, and threat of the company, and (3)
determine some alternative strategies and
propose a new business model for the company.
The analysis tool used in this research is BMC,
SWOT, and pairwise comparison. The research
result is some strategies can be used by the
company from each block from BMC. Specific
segments in e-commerce like electronics and
gold can be used as an additional segment for
customer  segmentation. A new value
proposition like e-fulfillment can be prepared by
the company to pull any new customer. A
partnership is a vital role due to express
companies like this need to have a large network
S0 customers can get to use the product easier
(channel) and more efficient from the company
side (key activities, key resources, key partner,
cost structure). In the end, the company could
give services that comply with client
requirements.

Keywords: business model canvas, e-commerce,
express company

INTRODUCTION
The evolution of information
technology nowadays brings transformation

in  which business has been done in
electronic-based or currently we know as e-
commerce. The growth of e-commerce in
Indonesia is significantly high. According to
Lingga (2019), in the last 4 vyears, e-
commerce was estimated grown by about
500%. Moreover, e-commerce transactions
in Indonesia will reach about USD 12
billion in 2020. The main purpose of e-
commerce is to give easiness and fastness in
delivering goods to all areas in Indonesia.
The growth of the e-commerce market is
shown with a total revenue of around US$ 7
billion in 2017. According to McKinsey,
Indonesian e-commerce will increase 8
times from total online transactions from
USD 55 billion in 2017 to USD 65 billion in
2020. The development of the e-commerce
market has a direct impact on the growth of
logistics service companies or expeditions
as companies that support the delivery of
products that have been purchased by
consumers.

Business competition in logistics
services has felt by PT OSL Prima. It is
visible from the decline in the company's
gross profit growth. PT OSL Prima
experienced a decrease in gross profit in
2017 of 13.69%. This figure does not
include the impact of the continued contract
between PT OSL Prima and one of the
primary partners in which PT OSL Prima
holds a license from the American shipping
company. The termination of the contract in
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early 2019 caused a more significant decline
in profits and revenues.

The significant growth of e-
commerce business at this time is a big
enough opportunity for PT OSL Prima and
becomes a management concern to be able
to increase company profits. This condition
makes the company set a target in 2021,
where the e-commerce sector becomes the
primary target. PT OSL Prima expected to
receive a total revenue from the e-commerce
sector nearby 30.6% of the total. Then in
other sub-sectors, such as warehouses and
freight by 16.6% and 9.9%.

This very high target encourages the
need for alternative strategies to achieve
these targets appropriately. Tight
competition conditions also drive the
company, PT OSL Prima, to think of
alternative services other than shipping to be
the company's excellence and also which are
priorities to work. Moreover, e-commerce is
currently not only supplied from the
domestic base. Bachdar (2018) said that in
2019, online transactions between countries
will occur, where local consumers will
purchase imported products through e-
commerce provided abroad.

The development of business models
and strategies needs more fit for the vision
and mission and strategic planning in the
long run. The concept of a business model
that will be determined requires analysis
first. According to Wheelen and Hunger
(2003), the idea of a business model used to
explain the business structure in a
comprehensive, simple, and explicit manner
makes it easier for organizations to carry out
business strategies. One of the business
model concepts is the business model
concept developed by Osterwalder and
Pigneur. The idea of this business model is
called the Business Model Canvas (BMC).

According to Osterwalder and
Pigneur (2017), BMC is a business model
that considered powerful in company
analysis because the wused analysis is
explained thoroughly both in terms of
marketing, human resources, finance up to
the value or offered product so that

companies can determine future strategies
and determine competitive advantage in the
business that is running. BMC can be used
to develop new business models (Hartatik
2017). Through its business concept, the
concept of a complex business model has
successfully transformed into a simple one.
By using the canvas approach, the business
model is displayed on one sheet of canvas,
containing nine map elements (boxes). Due
to its simplicity, the canvas method can
encourage as many employees as possible to
be involved in developing the organization's
business model (Osterwalder and Pigneur
2017). Several previous studies have also
carried out using this business model like
the one that has been done by Azhar et al.
(2017), Nurhakim et al. (2018), and Viali et
al. (2018).

Several studies are wused as a
reference in this research. Viali et al. (2018)
in their study entitled “Development
Strategy of Cargo Business PT Garuda
Indonesia, Tbk With The Business Model
Canvas Approach” found that there are three
priority block elements that need to be
improved, namely customer segment,
channel, and revenue stream. Five forces
porter analysis and industry foresight in the
Cargo industry become input for the
improvement of 3 block elements. Hartatik
and Baroto (2017) conducted a study with
the title Business Development Strategy
with the Business Model Canvas method.
Their research uses several methods, such as
the IFE & EFE Matrix, SWOT Analysis,
AHP, and BMC. The obtained results are
the strategy with BMC can be effectively
and efficiently in determining the company's
strategy. Azhar et al. (2017) researched with
the title Business Model Analysis of
Lokawisata Baturaden With The Business
Model Canvas. The methods used include
BMC, SWOT analysis, and Blue Ocean
Strategy analysis. Azhar et al. (2017)
proposed a strategy of creating new value
propositions in the design of future business
models in the form of educational
entertainment programs for children and
families in Lokawisata Baturaden that will
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affect every element of the canvas business
model.

Some other researchers are also
using the SWOT analysis method in their
research. Amin et al. (2018) in his research
entitled The Strategy Of Business Model
Planning for Architecture Consultant and
Contractor’s  Services Company PT
Architectaria Media Cipta uses several
methods namely Business Model Canvas
(BMC), SWOT Analysis, and Blue Ocean
Strategy (BOS). The result is that seven
elements must be repaired majorly and two
elements that are repaired minorly.
Innovative products are made by utilizing
residual materials with the concept of re-use
and re-cycle so that the selling price of the
product can be maintained as low as
possible. Nurhakim et al. (2018) conducted
a study using BMC and SWOT analysis
with the title Business Models Development
and Care Service Strategy Development Of
XYZ. In this study, it was concluded that
four elements from the nine BMC elements
were chosen as XYZ company's top
priorities to improve its business strategy,
namely key activities, customer
relationships, customer segments, and
revenue streams.

There are also several studies
relating to similar industries, which are
shipping or logistics services that have been
done before. Charles et al. (2019) in his
research entitled Formulation of Business
Strategies for Air Exports using the CPM
matrix method, IE Matrix and SWOT
Analysis to obtain research results in the
form of strategies that are doing market
penetration and product development.
Elyarni (2016) in her research entitled
SWOT Analysis For Marketing Strategies
of SAP Express Services at PT SAP
concluded that marketing strategies that
must be implemented in companies are
utilizing strategic locations of the company,
owning their buildings to get potential
customers, and providing appropriate prices.
Whereas Pahrudin et al. (2015) in his
research about competitive strategy of
freight transportation business at PT Kereta

Logistik propose that the best strategy that
can be carried out by PT KALOG is
Growth-Oriented Strategy or SO Strategy.
Subramanian et al. (2016) conducted a study
entitled 4th Party Logistics Service
Providers and Industrial Cluster
Competitiveness. The results of his research
show that there are six elements, that are
logistical ~ synergy, industrial ~ chain
development, financial capability, creativity
and innovation ability, corporate
cooperation, and flexible supply chain,
which includes the ability to collaborate
operationally in its use by 4PL.

This research aims is to identify the
current business model in the shipping
service company PT OSL Prima based on
the Business Model Canvas (BMC)
approach, to identify factors that become
strengths, weaknesses, opportunities, and
threats for PT OSL Prima as a shipping
service business, to formulate and determine
a priority strategy for PT OSL Prima in
developing a shipping service business, and
to formulate a new business model that can
be used as a strategy for developing a
shipping service business of PT OSL Prima.

METHODS

This research was carried out for six
months, starting from November 2019 to
June 2020, at the headquarters of PT OSL
Prima in South Jakarta. The type of data
used in this study is qualitative and
quantitative data consisting of primary data
and secondary data. The first primary data
obtained is the current condition of the
company. The data was obtained through
the results of analysis of the nine blocks of
the canvas business model, and SWOT
analysis. Secondary data used include the
number of deliveries per month and the
percentage of costs incurred by the company
per month. The research data were obtained
in several ways that are interviews
conducted with several respondents. Some
of the respondents interviewed included
Operations Manager, Business Solution
Express Manager, Finance and Budget
Manager, General Manager of Ecommerce
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Sales, and General Manager of Strategic
Corporate Strategic. Data and information
collection techniques that are used in this
research consisted of (1) respondent
interviews related to company conditions
using the help of nine elements of the
canvas business model, (2) documentation
study that conducted by studying existing
data related to conditions that are happening
in the company, both internal and external.
Through this documentation information
also can be obtained about what needs to be
developed so that it will facilitate the
process of identifying new business models
that will be recommended for companies.
(3) Survey technique at PT OSL Prima
collected through interviews using a
questionnaire against predetermined
respondents. Whereas secondary data
including data in the form of company
annual reports and other data related to this
research needs is obtained directly from the
management of PT OSL Prima.

The data obtained will be processed
and analyzed using descriptive analysis.
Data processing and analysis techniques
include 1) Business Model Canvas analysis
with PT OSL Prima company observation,
2) identifying SWOT (Strength, Weakness,
Opportunity, Threat) to all 9 parts of BMC,
so that it can be known what are the
strengths / weaknesses, how are the
opportunities and challenges of each BMC
section, 3) formulate alternative strategies
based on the results of the SWOT analysis
in the form of new business strategy
alternatives, and 4) determine the priorities

of the company's alternative business
strategies using the pairwise comparison
method. This method is carried out by
giving questionnaires to the respondents of
the company’s internal parties that contain
criteria / alternative strategies to be
compared. Determining the priority of
alternative strategies is done by pairwise
comparisons of the vertical and horizontal
elements between each other. The
alternative strategies will be compared with
other strategies in terms of the level of
importance to the above objectives
(Marimin and Maghfiroh 2010). The last
step of the analysis process is forming a new
business model design by adding additional
elements to the BMC, especially on
elements that are prioritized according to the
strategic issues of the company. The
addition strategy also uses the results of the
SWOT analysis, especially in the
opportunities and challenges section as a
reference for BMC changes.

RESULT
Business Model Identification of PT OSL
Prima

This study begins by observing the
business structure currently used by PT OSL
Prima using the identification of 9
components of the BMC (Business Model
Canvas) in sequence. Data is collected by
interviewing each person in charge of each
division according to the suitability of each
BMC component. Following are the results
of the analysis of each of the current BMC
components (Figure 1):

Key Partners
Airline company

Key Activities
Shipment delivery
Local agents AWB procurement
Outsource Courier | Marketing activity
Outlet Key Resources
Infrastructure
Human Resource
System

Value Proposition
Pickup Delivery
Tracking System
Dedicated Courier

Customer Relationships
Personal Service

Customer Segment
Ecommerce
Manufacture
Banking

Channels

Drop off shipment
Pickup to shipper address
Email, phone

FMCG company
Retail
Other Business to business company

Cost Structure
Operational Cost
Wages

Revenue Stream
Pickup delivery service (pickup/delivery, drop off, pick up to point)
Customs Clearance Service

Figure 1 Business Model Canvas of PT OSL Prima

SWOT Analysis of Business Model Canvas Component
The results of the analysis in the form of 9 BMC components of PT OSL Prima then proceed
with  SWOT identification. SWOT identification describes the strengths, weaknesses,

International Journal of Research and Review (ijrrjournal.com) 84
Vol.7; Issue: 8; August 2020



Jonathan Anugerah Purba et.al. Development strategy at express company in PT OSL prima using business

model canvas

opportunities, and threats that will be faced by the company from each component of BMC.
SWOT identification used as a reference for the formulation of new BMC then the results of
SWOT identification can also show strategic issues in each component of BMC that can be
the basis for formulating the company's business development strategy ideas. Following are
the SWOT identification results from PT OSL Prima (Table 1):

Table 1 SWOT Analysis Result Of PT OSL Prima

Element Strengths Weaknesses Opportunities Threats
Customer Good Customer | Less Specific Customer | Ecommerce specific customer | Competitors threaten the
Segments Segmentation Segmentation segment is available company's market share
Value Proportion of values is | Price offered is still higher | Customer needs for delivery | Competitors can  offer
Proposition in line with customer | than the price on the | services are still high better prices / value to
needs market customers
Channels Customers can already | Lack of Product | Appropriate sales channels | Competitors have more
use the  company's | knowledge can reach customers better channels
delivery service
Customer Customer satisfaction is | Lack of promotion to | High  customer  volume | Customers have a high

Relationships

maintained

customers

shipment estimates

probability of moving to a
competitor

Revenue Stream

Company's revenue can
be predicted

Profit received by the
company is relatively small

There are other elements that
customers are willing to pay

Company depend on one
income stream

Key Resources

Appropriate  use  of
operational resources

Company's main resources
are  outnumbered by

The availability of other more
economical resources

Competitor technology is
better

competitors

Key Activities Goods shipping | The activities carried out | The company has the | Partner companies can
activities are going well by partners are still not | opportunity to increase | interfere with the
focused adequately efficiency company's operational

processes
Key Partner Cooperation with | The number of partners | Availability of partner options | Partner performance is not
partners has been going | needed is insufficient with better resources in line with company

well expectations
Cost Structure Operational costs can be | Current cost structure is | Other alternative | The price of AWB can
predicted not suitable transportation modes are | increase without predictions

available at  a
economical cost

more

Priority Business Strategy Determination
at PT OSL Prima

The next step after SWOT

identification is SWOT analysis to get

alternative

strategies.  This alternative

d)

Development of corporate networks in
cities other than cities.

Customer relationship  (Strengths —
Opportunities), weight: 0.32
Maintaining relations with customers

strategy was obtained through interviews (regular  sales calls, customer
with selected interviewees. This alternative gatherings).
strategy was built based on the results of the e) Revenue Stream (Strengths -
SWOT analysis of the nine elements in the Opportunities), weight: 0.40
canvas business model. The following are Maintaining the company's performance
some strategies from each element of the to continue to receive revenue on target.
canvas business model that has been f) Key Resources (Strengths -
processed to become the main priority: Opportunities), weight: 0.30
a) Customer segment (Weaknesses - Implements a policy of 30% permanent
Opportunities), weight: 0.43 employees, 30% outsourced, and 30%
Limited sales for electronic and gold partners.
customers. g) Key Activities (Strengths -
b) Value Proposition (Weaknesses — Opportunities), weight: 0.24
Threats), weight: 0.33 Utilization of the system (from IT
Add additional features to products that companies) to support the activities of
are not owned by competing companies. shipping goods.
¢) Channels (Strengths — Opportunities), h) Key Partner (Weaknesses —
weight: 0.39 Opportunities), weight: 0.29
International Journal of Research and Review (ijrrjournal.com) 85
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Looking for new partners with several
massive scale outlets.

i) Cost Structure (Strengths -
Opportunities), weight: 0.22
Use line haul with company-owned
units.

DISCUSSION

Business Model Identification of PT OSL
Prima

The following is an explanation of the
business model that previously was mapped
into 9 BMC components according to the
results of discussions with internal company
respondents. The respondents are the
designers of business development ideas
which will then be conveyed to the
company's management as the decision-
maker.

Customer Segment shows a group of
companies, both individuals and
organizations that are served by the
company. PT OSL Prima has a general
customer segment. The customers currently
served by PT OSL Prima include e-
commerce  companies, manufacturing,
banking, FMCG, Retail (both individuals
and companies), and other B2B companies.
The customer segment, especially e-
commerce, is still quite general because
each segment still has its division. In the e-
commerce segment, PT OSL Prima is
currently still trying to get customers as a
whole or in other words, there is no
specialization. Presently, the e-commerce
company segment is diverse because the
development of e-commerce has encouraged
several companies to turn their previously
offline businesses to online businesses
(Erlyana and Hartono 2017).

Value Proposition shows the product or
service created by the company for the
intended customer segment. This section
shows what products or services are sold or
owned by PT OSL Prima. PT OSL Prima
offers domestic goods shipping services to
its customers. Delivery of goods carried out
by this company can also be tailored to
customer needs. Another facility that can be
enjoyed by customers is a dedicated courier

which is focused on serving that one
customer alone. This special courier is
useful if the customer wants certainty and
security during the process of shipping
goods.

Channels show how companies interact
with their customers and reach customers so
that the product or value owned by the
company can be felt by customers.
Customers who have been registered as PT
OSL Prima's clients can have pickup
services from the shipper’s location. Clients
simply contact the company using email or
through a system that is connected between
the company's operations department with
the customer. The channel is used by PT
OSL Prima to support all customer
segments. In addition to the channels that
have been mentioned, customers, especially
individual customers (retail) can also enjoy
PT OSL Prima's delivery service by
dropping off the nearest branch office in
several cities in Indonesia.

Customer Relationship describes how
relationships are built between the company
and certain customer segments. Personal
approach service is used by PT OSL Prima
to build relationships with customers. This
personal approach service is carried out by
the company by conduct a visit to customer
and ask what is needed by the customer and
the obstacles encountered in sending their
goods. This activity is done to build deeper
relationships so that customers get a sense
of comfort and satisfaction when sending
their goods through PT OSL Prima.
Revenue Stream describes the income
received by the company from each
customer segment. Sources of company
revenue are derived from the sale of several
products, such as regular shipping services,
and customs clearance handling services.
The biggest revenue comes from delivery
service products which are the core business
of PT OSL Prima, and this type of revenue
is continuous. Also, there are revenue
streams that occur repeatedly but within a
certain period (project-based).

Key Resources shows what resources are
used by the company to run their business
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processes. PT OSL Prima, which is engaged
in delivery services, has several main types
of resources. The main resources possessed
are several assets to carry out the process of
shipping goods, such as vans, motorcycles,
warehouses (storage and sorting of goods).
In addition to these resources, human
resources that scattered in the head office
and branch offices of the company also
become one of the main resources of the
company. One of the main resources that
owned by PT OSL Prima but not yet owned
by all other companies in similar fields is
the system. PT OSL Prima has its system to
run the company's operational processes.
One of the key activities of the
company is the activity of shipping
operations. The main activity of shipping
goods is divided into two main processes,
which are the process of pickup and
delivery. From these two processes, there
are other processes so that the shipping
process can run perfectly. Furthermore,
there are also other activities such as 1)
recording financial transaction activities, 2)
employee training, and 3) marketing
activities. Marketing is the main activity
that is inseparable from the running of PT
OSL Prima's business. Marketing is
continuously carried out to increase brand
awareness from customers and other
companies that have not used yet the
delivery service from PT OSL Prima.
Key Partnerships are options that
companies can choose to run their business
rather than using their assets in this very
modern era. A partnership is considered not
only to benefit one company, but both
companies benefit from each other. PT OSL
Prima has already done this and has several
partners to run the business. One of the
main partners owned by PT OSL Prima is
an airline that also serves cargo
transportation in addition to passenger
transportation. In addition to airlines, PT
OSL Prima also has partnerships with
several local agents in certain regions.
Hence, the company can save costs to build
infrastructure in each region.

Cost Structure shows the list of costs
incurred by the company so that operational
and business processes can run. The cost
structure that used is a direct cost structure
incurred when the process of delivering
goods takes place. The types of costs
incurred consist of Employee Salary,
Infrastructure (Warehouse, van, motorbike),
AWB (Air Wayhill), Day Courier, Agent /
vendor fees, General expense.

SWOT Analysis of Business Model
Canvas Component

The results of the SWOT
identification in Table 1 illustrate the
company's current condition. There are
several strengths, weaknesses, opportunities,
and threats that the company has. Some
opportunities can be used by PT OSL Prima
to define some alternative strategies. A
specific customer segment can be an
opportunity for the company. Cho J et al.
(2008) found in their research that
companies that have weak internal logistics
capabilities (especially companies engaged
in the e-commerce sector) must be assisted
by logistics companies (third parties) so that
PT OSL Prima can provide solutions to
these problems. Lin et al. (2014) stated that
working with a logistics company by
sharing logistics costs is one of the effective
strategies that can be carried out by a
company. Thus, companies gain efficiency
not only in terms of operational expenses
but also efficient in terms of work focus. It
could be one opportunity that can be used
by PT OSL Prima to determine the strategy.

Moreover, a threat can come from
the customer side if PT OSL Prima can not
fulfill their needs. The level of customer
satisfaction and the relationship between the
customer and the company is very
influential on customer loyalty using a
shipping service from a shipping service
company for the long term (Alizadeh and
Lahiji 2018). Therefore, customers have a
high possibility of moving to a competitor if
the company does not maintain customer
satisfaction well. It will be a threat because
the company requires efforts to maintain the
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level of customer satisfaction so that
customer loyalty can be maintained in the
long run.
Priority Business Strategy Determination
at PT OSL Prima

The nine strategies that already
mentioned above are a unified attempt that
can be done by the company to answer the
issues that are happening in the company. A
proper strategy is needed by the company to
get a large revenue from the e-commerce
segment so that potential customers want to
use the services of PT OSL Prima. Adding
new values like e-fulfillment can be a
solution to attract potential customers.
Zhang et al. (2019) said that fast fulfillment
is the primary key to online retail success.
Some retail companies managed to obtain a
quick process by adopting new designs to
measure their order fulfillment
infrastructure. It also becomes an
opportunity for logistic companies who
want to offer services to online retail
companies, where the products provided are
not only shipping services but e-fulfillment
services that enable online retail customers
to run their businesses better.On the other
hand, the price of the product which is still
quite high is also a weakness of the
company which can prevent customers from
using the services of PT OSL Prima.

Therefore, it is necessary to review the

company's cost structure, taking into
account the combination of the use of non-
permanent employees (outsourced and

partners) and also the use of the company's
fleet as a line haul so that the costs incurred
by the company are more efficient.
Efficiency from the operational side also
needs to be done by using a system that is
fully functional and ready to use which can
be purchased from IT companies. The
extensive network will also add to the
company's appeal so that potential
customers want to use PT OSL Prima's
delivery service, and as for that, the addition
of new partners will be needed. The
company's need for large amounts of
revenue is indeed high, but it should be
noted also if there are prospective clients
who negotiate and potentially harm the
company, So monitoring of prospective
customers needs to be done to keep the
company safe by not accept customers that
potentially harm the company.

Based on the explanation of
alternative strategies per element of the
canvas business model, the following is a
summary of the canvas business model that
can be a reference for the company (Figure
2).

Key Partners

Airline company

Local agents

Outsource Courier

Outlet

New partner in massive scale*
Filter from marketing team **
Community /  outsourcing
company*

Filter from HRD in day courier
recruitment process**

Key Activities
Shipment delivery
AWB procurement
Marketing activity
System  usage
company*
Operational innovation*
Outsource usage*
KPI evaluation*
Partner
improvement*

from IT

performance

Key Resources

Infrastructure

Human Resource

System

Policy of 30:30:30*

Hub-hub owned by company*
Outlet as drop off point,
consolidator*

Value Customer Relationships Customer Segment
Proposition Personal Service | Ecommerce
Pickup improvement** (electronic and gold
Delivery Regular sales call* segment)**
Tracking Customer Gathering* Manufacture
System Social Media* Banking
Dedicated FMCG company
Courier Retail market
E-fulfillment* Other Company (B2B)
Combined UMKM*
service* Ecommerce company
Cross border | Channels via Batam
e-commerce* Drop off shipment

Pickup  to  shipper

address

Email, phone

Outlet addition*

Cost Structure

Revenue Stream

Operational Cost
Wages
Use of company unit*

Pickup delivery service (pickup/delivery, drop off, pickup to point)
Customs Clearance Service

Profit-sharing scheme*

Filter prospective customer*

Profit and loss policy*

Figure 2 Improvement of PT OSL Prima Business Models Canvas

Description: *) addition new component

**) improvement existing component
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