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1. INTRODUCTION

The 2023 National Socio-Economic Survey shows an increase in information openness and public
acceptance of technological developments, which drives the trend of digital product marketing. The
growth of the e-commerce market in Indonesia is accelerating, especially after the end of the pandemic,
which changed the lifestyle and trading activities [1]. E-commerce, which uses the internet and computer
technology for business transactions, is now the main alternative for Indonesians to search and buy
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products. The rapid adoption of online shopping platforms shows a shift in consumer decision-making
patterns toward digital channels [2].

E-commerce, which involves digital platforms and mobile apps, is growing rapidly, with Shopee
as one of the most popular platforms in Indonesia. In the third quarter of 2023, Shopee was recorded as
the e-commerce platform with the highest visitors, reaching 216.7 million users, and ranked first in
terms of visits in Indonesia [3]. This aligns with the global trend that mobile-first e-commerce platforms
are dominating user engagement across Asia [4].

Shopee Thomas Electronics sales report from January to May 2024 shows that although the
company's revenue increased at the beginning of the year, there was a decline in May. The decline needs
attention, considering that business competition in the electronics industry is getting tighter. Similar
fluctuations are common in the electronics sector due to high market sensitivity and rapid changes in
consumer preferences [5].

To formulate an appropriate development strategy, Strength, Weakness, Opportunity, Threat
(SWOT) analysis can be used. This method evaluates internal and external factors affecting the company
and helps in formulating alternative strategies [6]. In addition, according to Hany et al. (2016),
Quantitative Strategic Planning Matrix (QSPM) analysis can also be applied to design a more focused
marketing strategy. Recent studies also show that QSPM is effective in determining the most feasible
strategic alternatives in digital business competition [7].

This research aims to analyze competitive strategies for Thomas Electronics through Shopee E-
commerce using SWOT analysis and QSPM approaches. The focus of this research is exploring the
right strategy to utilize the Shopee e-commerce platform, in contrast to previous studies that focused
more on direct-selling companies. Studies have shown that competitive strategy formulation is essential
for online retailers to maintain market relevance [8]. Considering the rapid evolution of digital
ecosystems, online businesses need to continuously update their competitive strategy to remain
sustainable [9]. E-commerce companies also require adaptive marketing strategies to meet rising
consumer expectations and maintain competitiveness [10]. Therefore, this study is expected to provide
a clear picture of an effective competitive strategy for Thomas Electronics in the face of increasingly
fierce e-commerce competition.

2. METHOD
2.1. Strategic Management

A well-structured strategy can assist in structuring and allocating organizational resources into an
active and distinctive activity that is based on the company's internal competencies and relative
weaknesses and can anticipate changes in the environment. David & David (2017) mentioned that the
main benefit of strategic management is to help organizations formulate better strategies through the
use of approaches to the choice of strategies that are more systematic, logical and rational.

2.2. Porter's Five Forces

The five competing forces analysis is an analysis model formulated by Michael Porter with the
aim of creating a framework as a review medium in improving corporate strategies that contribute to
competitiveness and competitive advantage (Hintoro & Wijaya, 2021) Porter believes that the
competitive nature of an industry can be seen as a mixture of Five Forces,namely competition among
similar companies, the possibility of entering new competitors, the potential to develop alternative
products, the bargaining power of sellers/suppliers, and the bargaining power of buyers/consumers.

2.3 Competitive Strategy
Competitive strategy is the formulation of a formula that underlies how a company conducts
competition, what are the company's goals, and what provisions are used to meet these goals.
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Competition can occur if several companies provide similar products and services. But in reality,
competition is present due to the existence of products or services that compete for the fulfillment of
consumer needs and also the purchasing power of the same.

2.4. Strategic Planning

Application for determining the main strategies based on the concepts of Fred R. David is carried
out through three stages, namely (1) the Input Stage, which contains the basic input information
needed/needed to formulate a strategy. The information obtained from the analysis of internal, external
conditions and competitive profiles becomes the basic information for the matching stage and the
decision stage. (2) the Matching Stage, the stage of formulating and exploring the internal resources and
skills of the company with the opportunities and risks created by external factors of the company.
Matching important external and internal success factors is key to developing and executing the right
strategy for success. (3) Decision Stage, at this stage used the technique of quantitative Strategic
Planning Matrix which is abbreviated as QSPM. The technique becomes a tool in deciding the strategy
that has been prepared and selected after passing Stage 1 (input) and Stage 2 (matching). QSPM becomes
a tool to analyze the strategic decisions that will be used by the company based on the choice of strategies
that have been determined. QSPM.

2.5. SWOT analysis

The continuation of the SWOT analysis has the objective that the company can generate a strategy
after evaluating the internal and external factors of the company. Internal factors include strengths and
weaknesses, while external factors include opportunities and threats. Every company has external
opportunities and threats as well as internal strengths and weaknesses that can be aligned to formulate
viable alternative strategies.

2.6. Quantitative Strategic Planning Matrix (QSPM)

According to David (2017), QSPM is a tool that allows strategists to objectively evaluate
alternative strategies, based on external and internal determinants of success that have been identified.
Like other strategy formulation analysis tools, QSPM requires good intuitive judgment. The technique
consists of 3 stages. QSPM uses inputs from Phase 1 analysis and matching results from Phase 2 analysis
to objectively decide among strategy alternatives. That is, the Efe Matrix and the Ife Matrix forming
Stage 1, coupled with the SWOT Matrix forming Stage 2, provide the information needed to prepare the
QSPM (Stage 3), which is to prepare the analytical framework for strategy formulation. This technique
objectively shows which alternative strategy is best.

3. RESULTS AND DISCUSSION
3.1. Input Stage

The input stage is to collect data to obtain information related to internal and external factors that
affect Shopee Thomas Electronics so that the Matrix Ife (Internal Factor Evaluation) and IFE (external
Factor Evaluation) are the results of identifying internal and external factors that are in accordance with
environmental conditions at Shopee Thomas Electronics. This matrix analysis results in the value of the
Ife matrix of 2.610 and Efe matrix of 2.621 which will be plotted into the IE Matrix. The following
indicators on the strengths and weaknesses of Shopee Thomas Electronics Jember based on interviews
with selected respondents.
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Tabel 1. IFE Matrix

No Indikator Bobot Peringkat Bobot x Peringkat
Faktor Kekuatan

S1 Shopepaylater 0,125 3 0,375

S2 Become A Star Seller+ 0,132 3 0,395

hoppi t Sh
S3 S. opping at Shopee, goods 0.135 3 0.405
directly brought
S4 Live Streaming 0,105 3 0,316

Faktor Kelemahan

Comparison of offline store

Wi and Shopee selling prices 0.123 2 0,247

W2 Expensive cost 0,133 1 0,133

W3 Not all products are available 0,120 3 0,359

w4 High advertising costs 0,127 3 0,380
1,000 2,610

Analysis on external factors composed of opportunities (opportunities) and threats (threats) which
both have different indicators based on the external environment. Here are the indicators of opportunities
and threats on Shopee Thomas Electronics Jember.

Tabel 2. IFE Matrix

No Indikator Bobot Peringkat Bobot x Peringkat
Faktor Peluang
Ol Twins date and the 25th 0,120 3 0,360
p .
02 Up to 40% off shopping 0.123 3 0.369
vouchers from Shopee
03 i 0,143 3 0,429
Dropshipper
04 Shopee Video 0,107 3 0,321
Faktor Ancaman
T1 Competitors of the same 0.144 ) 0.289
product
T2 Competitor prices 0,117 1 0,117
T3 Free Shipping on the seller 0,116 3 0,348
T4 Increase in charge costs 0,130 3 0,389
1,000 2,621

3.2. Matching Stage

The matching result using Internal-External (IE) Matrix illustrates that Shopee Thomas
Electronics is currently in Quadrant V (five), so the general strategy that is feasible for Shopee Thomas
Electronics is stability growth. With the SWOT matrix can be prepared with a variety of alternative
strategies consisting of 4 (four) strategies, namely so strategy (Strenght-Opprtunities), ST strategy
(Strenght-Threats), wo strategy (Weakness-Opportunities), and WT strategy (Weakness-Threats).
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Table 3. Internal-External (IE) Matrix

Total nilai IFE
4,0 3,0 2,0 1,0
I II III
Growth Growth Growth
m 3,0
& \Y \% \Yi
S| 20 Stability Stability Growth Collapse
=
= VI VIII IX
2 1,0 Growth Growth Liquidity

3.3. Decision Stage

QSPM analysis determines the relative attractiveness of various strategies based on how far
internal and external key success factors are improved. The sum of TAS (Total Attractiveness Score) is
a sampling that is used to find out alternative strategies that will be a priority. This assessment is obtained
through assessment by combining alternative strategies on internal and external factors. In Table 4.3
shows the calculation results of QSPM analysis, the alternative strategy that has the highest total
attractiveness value is strategy Number 1 , this shows that further strengthening the market network by
conducting Shopee marketing campaigns, making flash sales, and store promo vouchers themselves are
the most attractive strategies for Thomas Electronics in facing business competition.

Tabel 4. QSPM Analysis Results on Shopee Thomas Electronics

No Alternatif Strategi Nilai Peringkat
Strengthen the market network by conducting Shopee marketing
1 . . 6,518 I
campaigns, creating flash sales, and store promo vouchers yourself.
2 Improve the concentration of Service and customer satisfaction. 6,294 111
3 Review the price of goods on Shopee storefront. 6,118 111
4 Improve dropshipper service by providing special promos. 6,055 v

3.4 Discussion

QSPM determines the relative attractiveness of various strategies based on how far internal and
external key success factors are utilized or improved according to David (2016). The calculation of
QSPM is based on the input of external internal Matrix weights, as well as alternative strategies at the
matching stage. Based on the research, 4 (four) most dominant main strategies are taken that allow for
further evaluation. So as to produce a strategy that has the highest total attractiveness value, namely
strengthening the market network by conducting Shopee marketing campaigns, making flash sales, and
the store's own promo vouchers which have the highest value of 6,518.

Based on the implementation of the strategy directly, Shopee Thomas Electronics has currently
implemented an alternative strategy using the so (strength-Opportunities) strategy, namely
strengthening the market network by conducting Shopee marketing campaigns, making flash sales, and
store promo vouchers themselves. The SO strategy uses the internal strengths of the company to take
advantage of external opportunities. This strategy is carried out as an effort to expand the reach of
marketing by participating in flash sale activities at certain moments by providing discounts, especially
at important moments, namely twin dates, payday dates, Eid al-Fitr celebrations and Christmas
celebrations. In practice, in a day Thomas Electronics shares 3 (three) contents in the form of photos
and Videos by combining product links for each content, making it easier for prospective buyers to visit
Shopee Thomas Electronics and the desired product. This strategy is in accordance with previous
research conducted by Iskandar that flash sales, discounts, content 54 marketing have a positive effect
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on purchases on shopee. It can be concluded that the better the quality of flash sale promotions and
content marketing, the more it is able to attract consumers to make purchase decisions Shopee Thomas
Electronics Jember. So it can be concluded that in the process of maintaining stability in winning the
competition can not be done by improving products and services to customers only, but the process of
maintaining this stability can be done by strengthening the market network according to the SO strategy
in research. In line with previous research conducted by Rahayu (2021), the SO strategy is a strategy
that uses strength to exploit opportunities by utilizing market research, partnerships, and product or
service customization.

4. CONCLUSION
[Internal external matrix (IE) analysis shows that Shopee Thomas Electronics 'current strategy

position is “stability growth" in the electronics industry in Jember City. This means that Shopee Thomas
Electronics has a strategic position and is able to dominate the market. By strengthening the market
network, improving the quality of competitiveness, improving service centralization to maintain
performance stability needs to continue to be done to maintain that position and become a market leader
in the electronics industry. After going through the input data, matching, and decision stages in QSPM
analysis, the main strategy that gets the highest attractiveness value (6,518) in QSPM is “strengthening
the market network by conducting Shopee marketing campaigns, making flash sales, and store promo
vouchers themselves”. The strategy is the most attractive strategy for Shopee Thomas Electronics at the
moment.
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