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UMKM Riyan Farm is a hydroponic green curly lettuce cultivation business unit in Serang, Banten that markets its product online through social media. The right marketing can determine the volume of sales and affect the company's profits so it requires a strategy. This study aims to determine the factors of strength and weakness, opportunities and threats, company position, alternatives and appropriate marketing strategy priorities in increasing sales of hydroponic green curly lettuce at UMKM Riyan Farm Serang, Banten by using SWOT and QSPM Matrix analysis tools. The type of research used is descriptive-analytical. The results of the research through the Input Phase (EFE and IFE Matrix), Matching Phase (IE and SWOT Matrix), and Decision Making Phase (QSPM Matrix), that the value of IFE = 2.90 and EFE = 3.37 with the company's position in Cell II (Growth and Development) which supports aggressive growth policy (market development strategy, product development, market penetration, backward integration, forward integration, horizontal integration). With strategic priority, namely to establish marketing cooperation with similar companies with STAS = 6,321. Therefore, companies must optimize the use of social media to identify product identities to expand market share, supported by competent human resources in the field of digital marketing.
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Abstrak
UMKM Riyan Farm merupakan unit usaha budidaya selada keriting hijau hidroponik di Kota Serang, Banten yang memasarkan produknya secara daring melalui media sosial. Pemasaran yang tepat dapat menentukan volume penjualan dan mempengaruhi keuntungan perusahaan sehingga membutuhkan strategi. Penelitian ini bertujuan untuk mengetahui faktor kekuatan dan kelemahan, peluang dan ancaman, posisi perusahaan, alternatif dan prioritas strategi pemasaran yang tepat dalam meningkatkan penjualan selada keriting hijau hidroponik pada UMKM Riyan Farm Serang, Banten dengan menggunakan alat analisis Matriks SWOT dan QSPM. Jenis penelitian yang digunakan adalah deskriptif analitis. Hasil penelitian melalui Tahap Input (Matriks EFE dan IFE), Pencocokan (Matriks IE dan SWOT), dan Pengambilan Keputusan (Matriks QSPM), bahwa nilai IFE=2.90 dan EFE=3.37 dengan posisi perusahaan pada Sel II (Tumbuh dan Berkembang) yang mendukung kebijakan pertumbuhan agresif (strategi pengembangan pasar, pengembangan produk, penetrasi pasar, integrasi kebelakang, integrasi kedepan, integrasi horizontal). Dengan prioritas strategi yaitu menjalin kerjasama pemasaran dengan perusahaan sejenis dengan STAS=6.321. Maka dari itu perusahaan harus pengoptimalkan pemanfaatan media sosial dalam upaya pengenalan identitas produk guna memperluas pangsa pasar dengan didukung oleh sumber daya manusia yang kompeten dibidang pemasaran digital.
Kata Kunci: Strategi Pemasaran Daring, Selada Keriting Hijau Hidroponik, SWOT, QSPM

INTRODUCTION
The development of agricultural and information technology accompanied by the Covid-19 pandemic phenomenon has had an impact on increasing the potential of the hydroponic green curly lettuce business with an online marketing system. Online marketing has become a trend to promote, increase the number of new customers to expand the market, and maintain the loyalty of old customers to increase the company's sales volume. UMKM Riyan Farm (founded in 2017 by Riyan S., MP.) is a business unit in the field of hydroponic green curly lettuce cultivation that markets its product online located at Komp. RSS Pemda, Banjarsari, Cipocok Jaya, Serang, Banten.
Online sales per month of UMKM Riyan Farm's hydroponic green curly lettuce fluctuate due to the lack of optimal product presentation promotion, the price of green curly lettuce fluctuates, the scope of branding publicity is still limited, the marketing area does not cover the entire Jabodetabek, resource expertise in digital marketing and the use of information technology is still minimal, limited production capacity and ineffective marketing intermediary partnerships, and online marketing through marketplaces are inactive.
Another problem is price fluctuations caused by product availability, market demand, prices of similar products to conventional cultivation, and sales seasons (such as Eid al-Fitr and Adha and Christmas Day). This is in line with the opinion of Katipana et al. (2016), that the factors that affect the price of leaf vegetables are: fruit vegetable prices, sales volume, purchase price, transportation costs, market rent and business experience. The online market has a great opportunity for marketing Riyan Farm's hydroponic green curly lettuce.
 Thus, it is necessary to improve the functional strategy of the company's online marketing department, so that the business remains competitive and continues to grow in the hydroponic vegetable cultivation business entity. This study aims to determine the factors of strength and weakness, opportunities and threats, company position, alternatives and appropriate marketing strategy priorities in increasing sales of hydroponic green curly lettuce at Riyan Farm Serang, Banten using SWOT Matrix and QSPM analysis tools.
METHOD
Research Approach
This research is included in descriptive-analytical research because it aims to describe the object of the phenomenon in the field. According to Sugiyono (2014), the descriptive analysis method is a statistic used to analyze data by describing the data that has been collected as it is without intending to make conclusions that apply to the general public or generalizations.
Respondent
The respondent determination method used in this study is the non-random sample / non-probability sampling method, namely: Purposive Sampling where the respondents in this study were selected intentionally based on inclusion criteria, namely: internal respondents are stakeholders in UMKM Riyan Farm’s who play an active role in online marketing activities of hydroponic green curly lettuce, have an understanding and ideas about online marketing strategies and business development based on the company's environmental factors both internal and external and have the ability and take part in the formulation of business policies, which consist of the following parties: Business Owners and Marketing Manager. Meanwhile, external respondents are marketing intermediary partners with orders for UMKM Riyan Farm's hydroponic green curly lettuce products ±80% of the total online product orders, namely Agriyu.
Data and Sources
The types of data used in this study are primary and secondary data. Primary data in this study is data taken from the first source in the form of interviews and filling out questionnaires with related internal and external parties. While secondary data is in the form of a collection of documents related to Riyan Farm's vision, mission, objectives, and business strategies, as well as supporting information based on SWOT (Strengths, Weaknesses, Opportunities, Threats) analysis.

Data Analysis Method
Internal Environmental Analysis includes STP (Segmentation, Targeting, Positioning) and 7P Marketing Mix (Product, Price, Place, Promotion, People, Process, Physical Evidence); External includes the Macro Environment (Demography, Economics, Socio-Cultural, Technology, Natural Environment; Politics and Law) and Micro (Providers, Competitors, Customers/Societies, Marketing Intermediaries). The method used in this research is descriptive analysis with IFE Matrix, EFE Matrix, IE Matrix, SWOT Matrix, and QSP Matrix.
IFE and EFE Matrix
The Internal Factor Evaluation (IFE) Matrix is ​​used to summarize and evaluate the main strengths and weaknesses in the functional areas of the business and also provides a basis for identifying and evaluating the relationships between these areas (David, 2017). The IFE matrix describes the conditions internal company consisting of strengths and weaknesses calculated based on ratings and weights.
The External Factor Evaluation (EFE) Matrix is ​​used to identify the main opportunities and threats in the functional areas of the business and also provides a basis for knowing how big the impact is on the business so that they can be addressed immediately (David, 2017). The EFE matrix describes the conditions of external companies consisting of opportunities and threats calculated based on ratings and weights.
Table 1. IFE/EFE Matrix
	Internal/External Factors
	Weight (Xi)
	Rating (Yi)
	Score (Xi . Yi)

	Strengths/Opportunities
1.
2.
Etc.
	
	
	

	Weaknesses/Threats
1.
2.
Etc.
	
	
	

	Total
	ƩXi = 1.0
	
	Ʃ (Xi . Yi)


Source: David (2017)
The IFE/EFE Matrix can be developed in five stages of preparation, there are:
1. Determine the factors that are either internal (strengths and weaknesses) or external (opportunities and threats).
2. Determine the weight of each factor using the “paired comparison method”, which ranges from 0.0 (not important) to 1.0 (very important) so that the total weight is equal to 1. The weight scales are:
1 = If the horizontal factor is less important than the vertical factor
2 = If the horizontal factor is as important as the vertical factor
3 = If the horizontal factor is more important than the vertical factor
3. Determine the ranking value of each internal/external factor based on the following provisions:
	Internal
	External

	1 = Major Weakness
2 = Minor weakness
3 = Small power
4 = Main strength
	4 = Superior response
3 = Above average response
2 = Average response
1 = Bad response


4. Multiply each weight by its rating to get a score.
5. Add up the total score of each variable.

IE Matrix
The Internal-External (IE) Matrix is the matrix of the total IFE and EFE scores that is used as a tool for strategists to summarize and evaluate information about the company's internal and external environmental factors to determine the company's current position so that it can determine the right strategy to be implemented for the company's sustainability (David, 2017). The IE matrix is ​​grouped into 3 main strategies, namely:
1. Grow and Build: Includes cells I, II, or IV. The appropriate strategy is intensive (market penetration, market development, and product development) or an integration strategy (backward integration, forward integration, and horizontal integration).
2. Hold and Maintain: Includes cells III, V, or VII. The general strategies used are market penetration, product development, and market development.
3. Harvest or Devest: Includes cells VI, VIII, or IX. The strategies applied are divestment , conglomerate diversification, and liquidation.
SWOT Matrix
The Strengths, Weaknesses, Opportunities, Threats (SWOT) Matrix is a formulation tool that matches the analysis of the internal and external environment to determine alternative strategies that can be pursued based on logic to maximize strengths and opportunities, but at the same time minimize company weaknesses and threats (David, 2017). The stages in compiling the SWOT Matrix are as follows:
1. Compile a list of the company's key external factors as well as the company's key internal factors related to the research’s object.
2. Develop SO strategy in the specified cell by matching internal strengths with the company's external opportunities.
3. Develop a WO strategy in the specified cell by matching internal weaknesses with the company's external opportunities.
4. Develop ST strategy in the specified cell by matching internal strengths with the company's external threats.
5. Develop a WT strategy in the specified cell by matching internal weaknesses with the company's external threats.
QSPM
Quantitative Strategic Planning Matrix (QSPM) is a tool that is very appropriate for prioritizing internal, external, and competitive information key requirements for developing an effective strategic plan (Gupta et al., 2015 in Indriarti and Chaidir, 2021).
Table 2. QSPM
	Key Factors
	Alternative Strategy

	
	Weight
	Strategy 1
	Strategy 2

	
	
	AS
	TAS
	AS
	TAS

	Opportunities
1.
Etc.

	Threats
1.
Etc.
	
	
	
	
	

	Strengths
1.
Etc. 

	Weaknesses
1.
Etc.
	
	
	
	
	

	STAS
	
	
	
	
	


Source: David (2017)
David (2017), suggested that the steps for compiling the QSP Matrix are as follows:
1. Compile a list of the company's key external as well as internal factors (EFE and IFE Matrix) in the left column of the QSPM.
2. Assign weights to each of the company's key internal and external factors (equal weights as in the EFE and IFE Matrix) in the right column of external and internal factors.
3. Record strategic alternatives from the SWOT Matrix on the top row of the QSPM to identify strategic alternatives that the company should consider implementing.
4. Determine the Attractiveness Score (AS) as a numerical value that indicates the relative attractiveness of each alternative strategy. AS values ​​are as follows:
1 = Unattractive / not influential
2 = Somewhat interesting / quite influential
3 = Quite interesting/influential
4 = Very interesting / very influential
5. Calculate the Total Attractiveness Scores/TAS as a result of multiplying the weighting (Step 2) with the AS value (Step 4) in each row. The higher the TAS value, the more attractive the alternative strategy.
6. Calculating the Sum Total Attractiveness Scores/STAS to determine which strategy is the most attractive from each list of alternative strategies by considering all relevant internal and external factors in strategic decision-making. A higher value indicates the strategy is more attractive.
RESULT AND DISCUSSION
Internal Factor Matrix Analysis Results
Table 3. Internal Factor Evaluation Matrix
	Internal Strategic Factors
	Weight
	Rating
	Weighted Score

	Strengths

	Has a Hydroponic Product Quality Assurance certificate from the Banten Food Security Service
	0.088
	4
	0.352

	Product packaging is safe, neat, and clean
	0.079
	4
	0.315

	Have product standardization
	0.086
	4
	0.345

	Pricing based on product production costs
	0.089
	3.67
	0.328

	Promotional budget of IDR 1,200,000 per year
	0.094
	3.33
	0.313

	Ease and flexibility of payment systems (bank transfers, digital wallets, and cash on delivery)
	0.088
	3.33
	0.293

	Production capacity 30 kg/day
	0.086
	3.33
	0.288

	Sub Total
	2.234

	Weaknesses

	Limited product marketing area
	0.098
	2
	0.197

	The location of the company is not strategic
	0.106
	1.7
	0.177

	Do not have competent employees in the field of online (digital) marketing
	0.080
	1.3
	0.107

	Do not have a special room for sorting, packaging, and storage
	0.094
	2.0
	0.188

	Sub Total
	0.669

			Total
	2.90


Source: Processed Data (2022)
Based on David's reference (2017) and the results of calculations in the IFE Matrix (Table 3) above, it is known that: the total score on the strength factor is 2.234 and the total score on the weakness factor is 0.669 (this indicates that UMKM Riyan Farm's have internal strengths which are greater than the company's weaknesses) and a total weighted score of 2.90 (this indicates that UMKM Riyan Farm’s have good internal conditions/positions because the total weighted score is above the average (2.5)).
External Factor Matrix Analysis Results
Table 4. External Factor Evaluation Matrix
	External Strategic Factors
	Weight
	Rating
	Weighted Score

	Opportunities

	The population of Serang City increased from 2020-2021 by 0.02%
	0.115
	2.67
	0.306

	Serang City’s GRDP increased from 2020-2021 by 0.06%
	0.106
	3
	0.317

	Healthy lifestyle trends by consuming vegetables
	0.081
	4
	0.326

	The rapid development of information technology in online marketing
	0.104
	4
	0.415

	The policy of extending product quality assurance certification is quite complex and requires a special budget
	0.109
	3.67
	0.401

	Newcomers are not easy to enter the hydroponic vegetable cultivation industry
	0.107
	3.67
	0.394

	High customer loyalty
	0.070
	4
	0.281

	Sub Total
	2.440

	Threats

	Changes in climate and weather affect the quality and quantity of marketable products
	0.098
	3.33
	0.327

	Raw materials (seeds and planting media) are 100% imported
	0.098
	2
	0.196

	Limited online marketing intermediaries in Serang City
	0.111
	3.67
	0.407

	Sub Total
	0.931

	Total
	3.37


Source: Processed Data (2022)
Based on David's reference (2017) and the calculation results in the EFE Matrix (Table 4) above, it is known that: the total score on the opportunity factor is 2.440 and the total score on the threat factor is 0.931 (where the opportunity for UMKM Riyan Farm’s in online marketing hydroponic green curly lettuce is greater than the threats that can affect the online marketing of products that the company must overcome) and a total weighted score of 3.37 (this indicates that UMKM Riyan Farm’s can respond to opportunities and threats very well because the total weighted score is above average (2.5)).

Company Position
[image: ]
Figure 1. Internal-External Matrix
Source: Processed Data (2022)
The total scores from the IFE and EFE Matrix in the IE Matrix (Figure 1) make coordinates showing that UMKM Riyan Farm's located in Cell II, where the company is in a position with very good internal capabilities and very good external response capabilities. According to David (2017), stated that Cell II accounts for the largest percentage of company sales so the right strategy is the Growth and Development Strategy with the appropriate strategy, namely the intensive strategy (market penetration, market development, and product development). or integration strategy (backward integration, forward integration, and horizontal integration).
Strategy Alternative Analysis
Table 5. UMKM Riyan Farm’s SWOT Matrix
	[image: ]IFE

	Strengths
	Weaknesses

	[bookmark: _Hlk114166731]
	1. Have a Hydroponic Product Quality Assurance certificate from the Banten Food Security Service
2. Product packaging is safe, neat, and clean
3. Have product standardization
4. Pricing based on the cost of producing the product
5. Promotional budget of IDR 1,200,000 per year
6. Ease and flexibility of payment systems (bank transfers, digital wallets, and cash on delivery)
7. Production capacity 30 kg/day
	1. The reach of the product marketing area is limited
2. The company's location is less strategic
3. Do not have competent employees in the field of online marketing (digital)
4. Do not have a special room for sorting, packaging, and storage




	Opportunities
	S-O Strategy
	W-O Strategy

	1. The population of Serang City increased from 2020-2021 by 0.02%
2. GRDP of Serang City increased from 2020-2021 by 0.06%
3. Healthy lifestyle trends by consuming vegetables
4. The rapid development of information technology in online marketing
5. The policy of extending product quality assurance certification is quite complex and requires a special budget
6. Newcomers are not easy to enter the hydroponic vegetable cultivation industry
7. High customer loyalty
	Establish marketing cooperation with similar companies
(S1, S2, S3, S4, S6, S7, O1, O2, O3, O4, O5, O6, O7)
-Forward Integration-
	Optimizing the use of social media (social commerce) to identify product identities to expand market share
(W1, W2, W3, W4, O1, O2, O3, O4, O5, O6, O7)
-Market penetration-

	Threats
	S-T Strategy
	W-T Strategy

	1. Climate and weather changes affect the quality and quantity of marketable products
2. Raw materials (seeds and planting media) are 100% imported
3. Limited online marketing intermediaries in Serang City
	Recruiting competent employees in the field of digital marketing
(S1, S2, S3, S4, S5, S6, S7, T1, T2)
-Market Penetration-
	Establish partnerships with Jabodetabek online marketing intermediaries
(W1, W2, T2, T3)
-Market Development-


Source: Processed Data (2022)
Strategic Priority Determination
Table 6. UMKM Riyan Farm's Strategy Priorities
	No.
	Strategy Priority
	STAS

	1.
	Establishing Marketing Cooperation with Similar Companies Outside Serang City
	6.321


	2.
	Optimizing the Utilization of Social Media (Social Commerce) in Efforts to Recognize Product Identity to Expand Market Share
	6.193


	3.
	Recruiting Competent Employees in Digital Marketing
	5.760


	4.
	Establishing Partnerships with Jabodetabek Online Marketing Intermediaries
	5.521



Source: Processed Data (2022)

CONCLUSION
Based on the results of the analysis that has been obtained, the following conclusions are obtained:
1. The results of the IFE Matrix analysis (total weighted score) is 2.90 which indicates that the company has good internal conditions.
2. The results of the EFE Matrix analysis (total weighted score) is 3.37 which indicates that the company's response to external conditions is very good.
3. The results of the IE Matrix are located in Cell II (Growth and Development Position) with the appropriate strategy, namely an intensive strategy or an integration strategy.
4. The results of the SWOT Matrix have 4 alternative strategies, namely: establishing marketing cooperation with similar companies (SO); optimizing the use of social media (social commerce) to identify product identities to expand market share (WO); recruiting competent employees in the field of digital marketing (ST); and establish partnerships with Jabodetabek (WT) online marketing intermediaries.
5. The results of the QSP Matrix show that the priority strategy that can be implemented by UMKM Riyan Farm for online marketing efficiency of hydroponic green curly lettuce is to establish marketing cooperation with similar companies with STAS 6.321.
SUGGESTION
The suggestions that can be recommended are as follows:
1. UMKM Riyan Farm must optimize the use of social media to identify product identities to expand market share and recruit competent employees in the field of digital marketing.
2. UMKM Riyan Farm must be able to evaluate the business and make decisions and plan business strategies.
3. UMKM Riyan Farm must review the alignment between the company's vision, mission, and goals so that they can formulate relevant business strategies.
4. UMKM Riyan Farm must add points to the company's mission related to product online marketing.
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