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	Abstract.

Iconnet is a flagship product of Icon Plus designed to generate revenue in a new business line outside the electricity sector with the Beyond kWh concept, through the optimization of the strategic asset of Right of Way (ROW), which includes over 1.5 million electricity poles across Indonesia. This research aims to provide recommendations for developing Iconnet's strategy formulation using a qualitative approach, with data collection through in-depth interviews with three internal company sources and one external source. The analysis involves examining internal and external factors of the company using Internal Factor Analysis (IFAS) and External Factor Analysis (EFAS), which are then combined into a Strategic Factor Analysis Summary (SFAS), followed by SWOT analysis, and evaluation of alternative strategies using the Quantitative Strategic Planning Matrix (QSPM). The results suggest enhancing human resources (HR) quality to improve product quality and customer satisfaction, increasing customer engagement to strengthen customer relationships, and expanding market targets based on a comprehensive customer database analysis. Iconnet formulates a three-year action plan focusing on three main aspects. First, in internal organization, performance evaluation using an analytics dashboard, along with HR competency mapping using AI and digital training programs. Second, in customer interaction, developing personalized service apps, digital marketing, and an integrated customer experience. Third, in supplier interaction, digitizing contracts and vendor evaluation through ERP systems, and collaborating with leading technology suppliers to enhance network and technological innovation
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I. INTRODUCTION
PT PLN Icon Plus (Icon Plus) is a subsidiary of PT PLN (Persero) that focuses on information and communication technology (ICT) and business solutions. As a subholding of PLN, which is renowned in the energy sector, Icon Plus operates with a vision to expand revenue streams beyond traditional electricity services. One of Icon Plus’s flagship products is Iconnet, a fiber-optic-based internet service targeting household customers. Acting as an Internet Service Provider (ISP), as defined by Amin (2015), Icon Plus provides internet connectivity to its customers. This service aligns with the company’s "Beyond kWh" strategy, which aims to diversify revenue sources beyond electricity distribution (PLN Icon Plus, 2022).According to the Indonesian Internet Service Providers Association (APJII, 2023), within less than four years of its launch, Iconnet has captured 2.92% of the market share, making it the third-largest ISP in Indonesia after IndiHome and First Media, outperforming established competitors like MyRepublic, Biznet, and XL Home. Icon Plus leverages its strategic assets, including over 1.5 million utility poles across Indonesia, consisting of overhead, underground, and underwater electricity networks (PLN Icon Plus, 2022). Despite these achievements, Icon Plus faces challenges in optimizing its role as a revenue generator. Global utility companies have demonstrated that revenue from "Beyond kWh" initiatives can contribute 5–10% of the parent company’s total income. 
However, as of 2023, Icon Plus contributes only 1.1% to PLN’s overall revenue (PLN Icon Plus, 2023; PLN, 2023). Internal data from Icon Plus in 2023 highlights several operational challenges, including insufficient human resources (HR) to meet customer targets and delays in service activation due to an imbalance between workforce capacity and workload. While steps have been taken to address these issues, the outcomes remain suboptimal. According to APJII (2024), Indonesia's internet penetration has reached 221 million users, or 79.5% of the total population of 278.6 million. However, 57.1 million people remain unconnected, representing a significant untapped market potential for internet services.Given the market potential and internal challenges, a thorough analysis of the company’s conditions is essential. This will help develop focused strategies to strengthen Iconnet’s competitiveness, improve efficiency, and achieve the goal of becoming a major revenue generator beyond the electricity sector.

II. LITERATURE REVIEW

David and David (2017) describe strategic management as a blend of art and science that encompasses the formulation, implementation, and evaluation of cross-functional decisions to achieve organizational goals. In practice, strategic management integrates various fields of management, such as marketing, finance, production, research and development, and information systems, to achieve organizational objectives. The primary aim of strategic management is to leverage existing resources and create new opportunities for the future. In long-term planning, strategic management is used to optimize ongoing trends to support future interests.

Jelassi and Martinez-Lopez (2020) propose a strategic framework that consists of three interconnected stages. The first stage, strategic analysis, involves gaining a deep understanding of the internal and external business environment, opportunities, and challenges. In this stage, companies must conduct market research, analyze competitors, and identify relevant technological trends. This analysis is critical to providing the necessary information for strategic decision-making. The second stage is strategy formulation, where the company defines its vision, mission, goals, and the strategies to be implemented. During this stage, the organization selects the most appropriate business model, identifies strategically significant market segments, and designs a competitive value proposition. The final stage is strategy implementation, which involves planning and executing tactics and operational activities to realize the company’s established strategy. In this phase, the company must allocate the right resources, establish business processes, implement required technologies, and measure performance to ensure strategic success.
III. METHODS 
This study employs a descriptive qualitative approach with a cross-sectional design, where data collection is conducted over a specific period (Komariah & Satori, 2011; Indrawati, 2015). The data utilized in this research consists of both primary and secondary data. Primary data is collected through direct observation and in-depth interviews with key informants who are deemed relevant to the research objectives. Meanwhile, secondary data is obtained through a literature review, including previous research, industry reports, and internal company documents. In-depth interviews are conducted either in person or virtually via platforms such as Zoom, depending on the availability and preferences of the informants. This method is designed to offer flexibility and accommodate the informants' schedules.

The selection of respondents is carried out using purposive sampling, a technique where respondents are chosen based on their knowledge, expertise, and experience relevant to the research topic (Sugiyono, 2013). The informants consist of four individuals: three internal representatives from Icon Plus, who hold different positions and work in different locations, thus providing diverse perspectives in analyzing the company's internal environment. Meanwhile, the external informant includes a professor, researcher, and technology expert, offering a broader view of the industry. By utilizing both primary and secondary data, this research aims to provide a comprehensive and in-depth analysis of Iconnet's strategic position and the challenges it faces.

Table 1. Informant

	No
	Informant
	Source

	1
	Acting Vice President of Digital Management
	Internal

	2
	Manager of Retail Sales and Activation in West Java Region
	Internal

	3
	Marketing and Retail Sales Staff in East Java Region
	Internal

	4
	Lecturer, Researcher, and Technology Expert
	External


In this study, data validity and reliability tests were conducted to ensure the credibility and consistency of the research. The validity tests used include:

1) Credibility Test: 
Conducted by systematically collecting data through semi-structured interviews and performing triangulation to ensure the consistency of responses from different informants.

2) Transferability Test: 
Performed by preparing a clear and detailed research report, allowing readers to assess the applicability of the findings in different contexts.

3) Dependability Test: 
Carried out by demonstrating consistency throughout the research process, from data selection to drawing conclusions, with the guidance of a supervisor who evaluates the entire process.

4) Confirmability Test: 
Ensured objectivity and minimized bias by having the supervisor review all research activities to maintain accuracy and freedom from researcher influence.

The research framework is presented in Figure 1 below.
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Fig. 1. Research Framework

Adapted from Wheelen and Hunger (2012); David and David (2017); 

Jelassi and Martinez-Lopez (2020).

The analysis process begins with an evaluation of both the internal and external environments of the company. Internal analysis involves reviewing the company’s vision and mission to understand its strategic direction and long-term goals, assessing management to ensure effective resource management (Hitt et al., 2016; David & David, 2017), and applying the VRIO (Value, Rarity, Imitability, Organization) framework to evaluate the company’s competitive advantage (Whittington et al., 2020). Meanwhile, external analysis employs tools such as PESTEL to assess political, economic, social, technological, environmental, and legal factors (Johnson et al., 2005), and Porter’s Five Forces analysis to identify market competition forces (David & David, 2017).The results of the internal analysis are summarized in the IFAS (Internal Factor Analysis Summary) matrix, while the results of the external analysis are presented in the EFAS (External Factor Analysis Summary) matrix.
 The combination of both matrices forms the SFAS (Strategy Factor Analysis Summary) matrix, which identifies the dominant factors affecting the achievement of the company’s objectives (Wheelen & Hunger, 2012).Based on the SFAS matrix, strategies are formulated through a SWOT analysis to identify internal strengths and weaknesses, as well as external opportunities and threats (Wheelen & Hunger, 2012; Hill et al., 2013; Cherunilam, 2015). The goal of this strategy is to sustain competitive advantage and explore new markets, as proposed by Jelassi and Martinez-Lopez (2020). The formulated strategic alternatives are then evaluated using the QSPM (Quantitative Strategic Planning Matrix) to determine the best strategy (David & David, 2017) that can provide maximum value for customers and economic benefits for the company. The chosen strategy is then translated into an action plan, including internal organizational implementation, customer interaction, and supplier interaction over the next three years.

IV. RESULT AND DISCUSSION 
Iconnet currently implements a market development strategy, focusing on introducing its products to untapped market segments with significant growth potential. This approach aims to avoid intense competition with well-established competitors that are already widely recognized by the public (David & David, 2017). Iconnet leverages its strategic asset, the Right of Way (ROW), consisting of over 1.5 million utility poles across Indonesia, to optimally capture new market share and drive business growth.The external analysis identified several strengths, weaknesses, opportunities, and threats for Iconnet. Opportunities can positively impact the company if leveraged, while threats may disrupt business operations. The Strategic Factor Analysis Summary (SFAS) matrix, combining the Internal and External Factor Analysis Summaries (IFAS and EFAS), shows the results in Table 2 below.

Table 2. SFAS Matrix
	No
	Strategic Factors
	Weight 
(0-1)
	Rating
(1-5)
	Weighted Score

	
	Strengths (S)
	 
	 
	 

	1
	The company's vision, mission, and culture (AKHLAK) are aligned.
	0,067
	3
	0,202

	2
	It already has a widespread infrastructure of electric poles and exclusive Right of Way (ROW) rights.
	0,084
	4
	0,337

	3
	There is strong support from human resources within the parent company.
	0,067
	3
	0,202

	4
	It has comprehensive data on potential customers.
	0,084
	4
	0,337

	
	
	
	
	

	
	Weaknesses (W)
	
	
	

	1
	The product branding is not yet optimal.
	0,067
	3
	0,202

	2
	The product's reliability is not yet at an optimal level.
	0,067
	3
	0,202

	3
	The quality and quantity of human resources are still insufficient.
	0,067
	3
	0,202

	
	 
	
	
	

	
	Threats (T)
	
	
	

	1
	Market competition is very high.
	0,073
	3
	0,219

	2
	There are substitute products such as mobile internet and public Wi-Fi.
	0,067
	3
	0,202

	3
	Customers can easily switch to other service providers.
	0,067
	3
	0,202

	
	 
	
	
	

	
	Opportunities (O)
	
	
	

	1
	Potential for quick profit realization.
	0,067
	4
	0,270

	2
	Highly competitive market.
	0,073
	4
	0,292

	3
	Ease of switching service providers for customers.
	0,067
	4
	0,270

	4
	Digital lifestyle boosts demand for internet usage.
	0,079
	4
	0,315

	TOTAL
	1,000
	 
	3,455


Based on the table, the SFAS score for Iconnet is 3.455. This score indicates that Iconnet's business strategy is effective, as it surpasses the industry average SFAS score of 3.0. However, Iconnet has not yet fully met the company’s expectations to become an effective revenue generator by leveraging its strategic assets. Currently, Iconnet's contribution to total revenue stands at only 1.1%, far below the targeted 5–10% (PLN, 2023).

A SWOT analysis was conducted to formulate development strategies for Iconnet by addressing four key elements: Strengths, Weaknesses, Opportunities, and Threats. The strategies derived from this analysis include four main approaches:

1) SO Strategy (Strengths-Opportunities): Leverage the company’s strengths to capitalize on market opportunities.

2) WO Strategy (Weaknesses-Opportunities): Address internal weaknesses by taking advantage of available opportunities.

3) ST Strategy (Strengths-Threats): Utilize the company’s strengths to mitigate external threats.

4) WT Strategy (Weaknesses-Threats): Minimize internal weaknesses to avoid threats that could hinder business growth.

The development of Iconnet's strategy is directed toward two primary strategic approaches, as proposed by Jelassi and Martinez-Lopez (2020): First, the Sustaining Competitive Advantage Strategy, which focuses on maintaining Iconnet's competitive advantages by continuously improving service quality, optimizing resources, and enhancing operational efficiency to retain its market position. Second, the Exploring New Market strategy, which emphasizes expanding into untapped segments through product innovation and leveraging existing technologies and strategic assets to broaden the customer base and market share.These approaches not only aim to strengthen current competitive positioning but also provide a solid foundation for sustainable growth in the future, ensuring adaptability to evolving market dynamics.

Table 3. SWOT Analysis

	Internal Factor (IFAS)

External Factor (EFAS)
	Strengths (S)

S.1  The company's vision, mission, and culture (AKHLAK) are aligned.

S.2  It already has a widespread infrastructure of electric poles and exclusive Right of Way (ROW) rights.

S.3  There is strong support from human resources within the parent company.

S.4  It has comprehensive data on potential customers.
	Weaknesses (W)

W.1  The product branding is not yet optimal.

W.2  The product's reliability is not yet at an optimal level.

W.3  The quality and quantity of human resources are still insufficient.

	Opportunities (O)

O.1  Potential for quick profit realization.

O.2  Highly competitive market.

O.3  Ease of switching service providers for customers.

O.4  Digital lifestyle boosts demand for internet usage.
	SO Strategies

1. Expanding target markets based on a comprehensive analysis of the customer database (S.1; S.2; S.4; O.1; O.2; O.3; O.4) - Sustaining Competitive Advantage Strategy
2. Developing new products (S.1; O.4) - Exploring New Market

	WO Strategies

3. Enhancing human resource quality to improve product standards and fulfill customer satisfaction (W.2; W.3; O.1; O.2; O.3; O.4) - Sustaining Competitive Advantage Strategy
4. Improving customer engagement (W.1; W.2; O.1; O.2; O.3; O.4) - Sustaining Competitive Advantage Strategy

	Threats (T)

T.1  Market competition is very high.

T.2  There are substitute products such as mobile internet and public Wi-Fi.

T.3  Customers can easily switch to other service providers.
	ST Strategies

5. Establishing partnerships with competitors (S.1; S.2; S.4; T.1; T.2; T.3) - Sustaining Competitive Advantage Strategy
6. Establishing partnerships with suppliers (S.1; T.1) - Sustaining Competitive Advantage Strategy
	WT Strategies

1. Expanding the target market based on comprehensive customer database analysis (S.1; S.2; S.4; O.1; O.2; O.3; O.4) - Sustaining Competitive Advantage Strategy
2. Developing new products (S.1; O.4) - Exploring New Market


The Quantitative Strategic Planning Matrix (QSPM) analysis is conducted to determine the best strategy among the various alternatives that have been formulated. This process involves evaluating each strategic alternative based on the Attractiveness Score (AS), which reflects the relevance and effectiveness of the strategy concerning the internal and external factors previously identified. The strategy with the highest Total Attractiveness Score (TAS) is prioritized for implementation, as it is deemed most relevant and impactful in achieving the company's objectives.The results of the QSPM analysis in this study show that the alternative with the highest TAS is selected as the main focus of the company's strategic development. This strategy is considered to offer the greatest potential in optimizing competitive advantages and capitalizing on available market opportunities. Below are the results of the QSPM analysis conducted in this study:

Table 4. The results of the Quantitative Strategic Planning Matrix (QSPM)

	No
	STRATEGY
	TAS

	1
	Expanding target markets based on a comprehensive analysis of the customer database - Sustaining Competitive Advantage Strategy
	3,124

	2
	Developing new products - Exploring New Market
	2,371

	3
	Enhancing human resource quality to improve product standards and fulfill customer satisfaction - Sustaining Competitive Advantage Strategy
	3,494

	4
	Improving customer engagement - Sustaining Competitive Advantage Strategy
	3,444

	5
	Establishing partnerships with competitors - Sustaining Competitive Advantage Strategy
	2,298

	6
	Establishing partnerships with suppliers - Sustaining Competitive Advantage Strategy
	2,298


Based on the table above, the author recommends three main strategies for implementation. These strategies were selected due to their high Total Attractiveness Score (TAS) and their mutual support, making them effective in achieving the company’s objectives. The recommended strategies are as follows:

1) Strategy 1: 
Enhancing human resource quality to improve product standards and fulfill customer satisfaction - Sustaining Competitive Advantage Strategy (TAS: 3,494)

2) Strategy 2: 
Improving customer engagement - Sustaining Competitive Advantage Strategy (TAS: 3,444)

3) Strategy 3: 
Expanding target markets based on a comprehensive analysis of the customer database - Sustaining Competitive Advantage Strategy (TAS: 3,124)

To support the implementation of these strategies, a strategic digital action plan for Iconnet has been developed for the next three years. This plan encompasses three main aspects:

1) Internal Organization

a. Data-Driven Performance Evaluation:

· Developing performance dashboards powered by data analytics to monitor KPI achievement and enhance operational efficiency across all business units.

· Measuring team performance using tools such as OKR (Objectives and Key Results) to ensure alignment between individual and organizational goals.

b. Mapping and Developing Digital Human Resources:

· Leveraging AI-based technology to map employee competencies and design personalized training plans tailored to individual needs.

· Launching technology-based training programs to enhance digital skills, including upskilling and reskilling initiatives.

c. Market Penetration Using the Micro Cluster Concept:

· Utilizing geospatial analysis to identify market potential based on strategic locations such as apartments, residential complexes, and densely populated areas.

· Implementing localized marketing strategies tailored to the specific needs of target communities.

2) Customer Interaction

a. 
Enhancing Service Applications:

· Developing service applications with personalized features, such as usage monitoring, billing management, and direct access to customer support.

· Establishing real-time service monitoring dashboards to track performance and resolve service interruptions, enhancing user experience.

· Implementing AI-powered chatbots to deliver responsive and efficient automated customer service.

b. Digital-First Marketing:

· Utilizing digital marketing strategies through social media, Google Ads, and email marketing to reach a wider audience and attract new customers.

· Launching digital loyalty programs, such as reward points and exclusive gifts, to strengthen customer retention and loyalty.

c. 
Omnichannel Customer Experience:

· Integrating various customer communication channels, including applications, social media, chatbots, and call centers, to create a seamless and unified customer experience.

· Ensuring consistent customer responses across all communication platforms.

3) Supplier Interaction

a. 
Digitalization of Unit Price Contracts (KHS):

· Adopting ERP (Enterprise Resource Planning) systems to digitalize contract management, improving efficiency, transparency, and accuracy.

b. Digital Vendor Evaluation:

· Implementing digital systems to periodically evaluate vendor performance based on completion time, service quality, and cost.

· Assigning scores or rankings to vendors to ensure quality and enhance the partner selection process.

c. 
Collaboration with Leading Technology Suppliers:

· Partnering with global technology suppliers, such as Huawei and Cisco, to enhance network reliability and introduce cutting-edge technological innovations.

· Establishing innovation facilities, such as IoT (Internet of Things) development laboratories, to support the digital ecosystem and accelerate the development of new services.

The combination of these strategies and action plans is expected to strengthen Iconnet’s competitive position in the Indonesian internet service market while increasing the company's contribution to its parent company’s revenue. Consistent and measurable implementation of these strategies is expected to support the company’s long-term goal of becoming a sustainable market leader.Dwiatmono, A. S., Daryanto, A., and Indrawan, R. D. (2022) conducted a similar study on a company transitioning from a PC distributor to an ICT infrastructure provider. While both studies employ similar frameworks, this research takes a more focused approach by directing the SWOT analysis outcomes into two primary categories: sustaining competitive advantage and exploring new markets, as proposed by Jelassi and Martinez-Lopez (2020). Furthermore, unlike the previous study, which utilized the Analytical Hierarchy Process (AHP) for strategy selection, this research employs the Quantitative Strategic Planning Matrix (QSPM) to prioritize and evaluate strategic alternatives. Additionally, this study formulates a three-year action plan that includes detailed strategic implementation steps across three key areas: Internal Organization, Customer Interaction, and Supplier Interaction. This structured approach enhances the applicability and relevance of the proposed strategies in addressing the company’s objectives and market challenges.

V. CONCLUSION 
Based on the analysis conducted, Iconnet's current business strategy focuses on market development with the goal of expanding product reach to segments that are not yet extensively targeted by competitors. This approach aims to avoid direct competition with established players and leverage strategic assets such as the Right of Way (ROW), specifically 1.5 million utility poles scattered across Indonesia. The results of the Strategic Factor Analysis Summary (SFAS) indicate that this strategy holds a score of 3.455, which is higher than the industry average of 3.0, reflecting its effectiveness in supporting Iconnet's business growth.The success of this strategy is evident in the increase in the number of customers and revenue between 2021 and 2023. However, despite showing positive growth, Iconnet’s revenue contribution has only reached 1.1% of the total revenue of its parent company, far from the expected target of 5-10%. To accelerate the achievement of this target, additional strategic formulation is necessary. Based on the analysis of the Quantitative Strategic Planning Matrix (QSPM), three key strategies are recommended: (1) improving human resource (HR) quality to support product quality and customer satisfaction; (2) enhancing customer engagement to build stronger relationships with customers; and (3) expanding target markets based on a comprehensive analysis of the customer database.To support the strategy implementation, Iconnet has developed a three-year action plan focusing on three key areas. First, within the internal organization, performance evaluation is conducted using data-driven tools such as analytic dashboards and OKRs to ensure goal alignment. Additionally, employee competency mapping is carried out using AI technology, and digital training programs are launched to enhance skills. Second, in customer interactions, Iconnet is developing a service application with personalized features, digital marketing through social media, and creating an integrated customer experience across multiple communication channels. Third, in supplier interactionhips, Iconnet is digitalizing contracts and vendor evaluations through an ERP system, while collaborating with leading technology suppliers like Huawei and Cisco to enhance network reliability and foster technological innovation. Through a well-planned and integrated implementation, this strategy is expected to strengthen Iconnet's competitiveness, increase market share, and contribute significantly to the company's revenue targets.
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