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Abstract: The tourist spot of the Top Selfie Kragilan, Mt. Merbabu National Park, a conservation area in Indonesia has not been
managed with a business strategy despite the community initiatives increase to utilize the surrounding tourist spots for their
livelihood. The study aimed at formulating the tourism business management strategy using Business Model Canvas (BMC) and
Strength-Weakness-Opportunity-Threat (SWOT) approaches. BMC modeling used nine aspects, namely customer segments,
value propositions, channels, customer relationships, revenue streams, key resources, key activities, key partners, and cost
structure; then analyzed using SWOT approaches. A total of 377 respondents were interviewed to collect the data. The results
showed that every aspect of the old business model has been added or innovated according to the analysis of internal and external
factors. Also, there has been a "meeting point" between market expectations, the value offered, and the promotional channels
used. The combined strategy of Aggressive (S-O) and Diversification (S-T) should be applied to mitigate damage impact,
conserve the natural resources, and arranging visits and selfie vehicles/ photo spot to boost revenue streams.
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INTRODUCTION

National park is a natural conservation area with native ecosystem, which is used for research, science, education,
culture, tourism as well as recreation. Besides protection and preservation, Conservation Areas are also expected to
accommodate multiple mandates, such as ecological and recreational functions (Shi et al., 2019). One of the well-known
National Parks in Indonesia is Mount Merbabu National Park (TNGMb), which is managed by a zoning system, such as
Core, Jungle, Use, Rehabilitation, and Traditional Zones. The Traditional Zone is directly adjacent to the buffer village, and
it is currently used for Limited Tourism activities. Furthermore, the activities within this zone can be conducted with
community groups through a partnership cooperation agreement mechanism. Various systems and regulations are
determined unilaterally by the government, such as zoning (Kodir et al., 2019). The geographical information of the study
site is presented in Figure 1. Recent developments in TNGMb show an increase in community initiatives to utilize the
tourist spots of the Traditional Zone. Similar trends in the development of community-based natural tourism were conveyed
by Lonn et al. (2018), where tourist activities were reported to be increased, especially in tropical developing countries.
Increased visit rate in many National Parks pose a major threat to environmental integrity because the process requires
costly management and monitoring initiatives to minimize negative impacts (Shi et al., 2019). Not only in Indonesia but also
the existence of a national park causes more complex problems for indigenous peoples and local communities (Perez, 2018).

Kragilan Pine Forest (called Top Selfie) is TNGMb Traditional Zone that has currently developed into a tourism site. At
least 140,100 tourists in 2018 and 135,900 in 2019 have visited this attraction center. The management of Top Selfie by
Kragilan Hamlet community is based on mutual agreement between National Park Agency and Ecotourism engagement
group (Pokdarwis). This management is conducted communally and tends to be responsive without careful planning.

Also, the impression of a trial and error projects can be seen in the construction of a selfie photo spot that is disorganized
and leaves a full and dirty impression. Tourism management in nature reserves should not be performed haphazardly as the
cost of repairing damaged ecosystems is much higher. However, it is hoped that at least one "neutral” or "coexistence"
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relationship will be achieved (Cochard, 2017; Shi et al., 2019). It should also be conducted carefully to provide benefits for
the community, by focusing on reservation aspects and considering the improvement of welfare(Cobbinah et al., 2017).
Making a linkage between the process conservation and educational combined with wildlife tourism, a balance between
tourist needs, ecological requirements and expectations of local community could be achieved (Chakrabarty et al., 2019).
Organizations that want to realize sustainable business ventures need creative modeling instrument (Joyce and Paquin,
2016) since some experts offer several development models with various approaches. Similarly, Butler (1980) constructed a
model based on developmental stages, (Yoon and Uysal, 2005) used a stakeholder approach, and Dwyer and Kim (2003)
used resource variables, situational conditions, as well as competitiveness and Business Model Canvas (BMC) approach
(Osterwalder et al., 2010). BMC approach (Osterwalder et al., 2010) is good because it identifies the most essential parts of
business development, while producing a solid strategy and ensuring sustainability (Toro-Jarrin et al., 2016). There are nine
blocks of BMC aspects analyzed, namely 1) Customer Segment, 2) Value Propositions, 3) Channels, 4) Customer
Relationships, 5) Revenue Streams, 6) Key Resources, 7) Key Activities, 8) Key Partners, 9) Cost Structure. These aspects
illustrate the rational reasons for managerial creativity, delivery, and value capturing (Osterwalder et al., 2010). Following
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Figure 1. The geographical position of the study site with the surrounding occupied districts linked to growth, mission,

objectives, and strategy
(Sanagustin Fons et al., 2011). Therefore, the business model is more dynamic in integrating all aspects of implementation, and
evaluation process to compile the Top Selfie tourism management business model.

MATERIALS AND METHODS

This study was conducted in Top Selfie, Traditional Zone, Mount Merbabu National Park, Central Java Province, Indonesia
(Figure 1). Figure 1 shows that The Mt. Merbabu National Park occupied 6 districts, namely Sawangan, Selo, Ampel, Getasan,
Ngablak and Pakis with the total area of 5,725 Ha. The study was carried out from August to December 2019, and it combined
both primary and secondary data. Besides direct observation, primary data collection was performed by using tourist
questionnaires, which were distributed with an error limit of 5% and was calculated using Slovin formulan =N/ (1 + N €?)
(Ryan, 2013), where n= sample number; N= population number; and e= error limit decided by the researcher. From 22,457
population, the Slovin formula resulted the number of samples for Top Selfie was 393 people.

This study used a combination of qualitative and quantitative descriptive methods. Data from field observations and
interviews were elaborated with quantitative data from surveys on tourists and were analyzed in nine aspects of BMC. Each
element in these blocks is then analyzed for its strengths, weaknesses, opportunities, and threats to formulate a new business
model. The flow chart of the research steps is presented in Figure 2.

RESULTS AND DISCUSSION

Customer Segments

Fan et al. (2019) stated that by understanding the types of tourists, managers can determine the variety of values created.
Customer Segments is the heart of any business model (Osterwalder et al., 2010), because the market inspire other aspects.
Meanwhile, the survey results of 393 tourists show that the current Top Selfie tourism market segment consists majorly of young
people from the millennial generation. Therefore, it was reported that 67% of respondents were under 25 years old, 17% were
aged between 26 to 35 years and 16% were over 35 years old. From the total respondents, it is known that 66% were unmarried,
47% were in school/college, 47% were already working and 6% were housewives. Judging from the original city, about 40% of
respondents were from regencies in Mt. Merbabu foot, 43% were from Central Java, 14% from Yogyakarta and 3% from outside
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the mentioned locations. It is important to establish the sociodemographic characteristics of ecotourists to understand their
motivations and develop management policies that preserve the environment of these destinations (Carvache-Franco et al., 2020).
The profile of young tourists is large in the
Problem Formulation: The increase in community initiatives to pOCket market but usually has low purChaSing
utilize the tourist spots of the Kragilan Top Selfie Zone, Mt. power. Although these powers are low compared
Merbabu National Parekn\\/lvirrlci;hmpec;]steamajorthreatto the to the older generation, but they are more
consistent with their enjoyment (Cavagnaro et al.,
2018). The characteristics of the millennial
generation are very dependent on technology
information (Hajli et al., 2018), social networking
(Oliveira et al., 2020), creating buzz through video

A

Formulate the objective: To determine the development strategy of the Kragilan Top Selfie
tpurist spots, Mt. Merbabu National Park using Business Canvas Model (BMC)

1 posting, tweeting, and sharing links (Cavagnaro
Collecting Data: Geographic’s information; observation, questionnaires, and et al'v 2018) The SWOT anaIySiS of costumer
interview to 393 tourist samples segment is presented in Table 1. It is shown in
Table 1 the strategy should be developed in this
l_¢_l aspect is the Aggressive (S-O) method, which
focuses on programs to capture and maintain the
Quantitative Qualitative current market while expanding the promotions.
Analysis Analysis The manager does not need to join other markets
Il v since opportunities are still wide open.
Percentage Descriptive
Value Proposition

l l The SWOT analysis on value propositions
______________ 9 Blocks aspects of BMC Top Selfie is presented in Table
/ BUSINESS MODEL CANVAS (BMC): 2. Table 2 figures out that the high interest in
i ; photo tourism is also influenced by the
E | Key Partners ” Key Acticities ” Value ” Key Resources " Channels | i cyberculture that is gurrently developlng amc_mg
i | the younger generation and urban community.
i | Revenue Streams || Customer Relationship || Cost Structure || Customer Segment | i Selfie CUI_ture IS a phenomenon eaSIIy found _m
i ! urban society (Fan et al., 2019), where the tourist
has a preference for the spontaneous exchange of
v photos and experiences (Oliveira et al., 2020) as
| Strength — Weakness — Opportunity — Threat (SWOT) Analysis | well as possesses a high presence on the social
l media platforms. It is a great opportunity for Top

selfie because in the future cyberculture is still
coloring people's lives. Based on Table 2, the
Figure 2. Flow chart of research steps strategy applied to the Value Propositions aspect

can be the combination of Aggressive (S-O) and
Turn Around (W-O). These strategies optimize existing resources and fix deficiencies to seize bigger opportunities. Top
Selfie must maintain the nature-based tourism segment, and innovation in attractions should be explored to avoid boredom
as well as face other competitors. It is necessary to adjust the flow of visitors and/or limit the quota because their peak value
is too high, and in consequence, obtaining a good photo angle will be difficult.

| Determining development strategies

Table 1. SWOT Analysis of Customer Segments Aspects of BMC Top Selfie
Strength (S) Weakness (W) Opportunity(O) Threat (T)
1. The segment of millennials
2. Local tourists

Low purchasing power The millennial's is a large market pocket | The millenial's is very critical

Table 2. SWOT Analysis on Value Propositions Aspects of BMC

Strength (S) Weakness (W) Opportunity (O) Threat (T)
1. Narrow Valley

2. The photo spots are not well organized
3. Too crowded during peak seasons

1. Great market pocket 1. Similar destinations
2. The selfie trend is still very high | 2.Photo spots are easy to imitate

1. Forest-Mountain landscape view
2. Various kinds of photo spot

Channels

Table 3 presents the analysis of SWOT channels aspect on BMC. It describes that the channels for the best selfie
advertising are currently powered by social media and word of mouth marketing. Although simple and inexpensive, these
channels have proven to be very effective. In addition, the survey also found out that 56% of respondents knew the Top Selfie
from social media, while 43% obtained information from friends/family and only 2% respond from other media. Currently,
digital empowerment and smartphone proliferation have effectively connected tourists at home with their respective
destinations. Therefore, marketing through word of mouth and free publications by visitors on social media is very effective.
Considering the importance of identifying the pull and push factors motivating the choice of tourist destinations, social media
platforms are very useful for local destination marketers, as a driving instrument for destination determination (del Mar
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Gélvez-Rodriguez et al., 2020). Based on Table 3, the strategy should be developed in this aspect is aggressive (S-O), which
focuses on programs to continue the proven power of social media publication, coupled with strengthening channels.

Tabel 3. The Analysis of SWOT Channels Aspect on BMC Top Selfie
Weakness (W) Opportunity (O)

L 1. Social media publications
Uncontrolled publication 2. IT optimization

Strength (S)
1. Social media
2. Word of mouth

Threat (T)
Bad Publication

Table 4. SWOT analysis on customer relationships aspects of Top Selfie BMC

Weakness (W) Opportunity (O)
1. No feedback / suggestions 1. Build relationships / networking
2. There is no service standardization | 2. Bundling with other tourist attractions

Strength (S)
1. On site excellent services
2. Direct interaction

Threat (T)
Others Competitors
provide better service

Customer Relationship

Table 4 presents the SWOT analysis on customer relationships aspects of Top Selfie BMC. The relationship with tourists is
directly spontaneous since there is no systemic pattern with tour operator groups. The communication strategy is conducted by
providing the best possible service and hope that there will be positive feedback on social media. According to the survey
results, 47% of respondents used selfie photo services, while tourist interaction with stalls was 24%. Contact between
customers and service providers affects overall satisfaction and experience (Wirtz and Jerger, 2016). A feedback instrument is
needed to determine the extent of service ratings provided (Sheehan et al., 2007), allows obtaining useful feedback for the
organization (del Mar Galvez-Rodriguez et al., 2020). This instrument can use developing information technology such as the
comment feature, or testimonials on existing social media. Based on Table 4, the strategies that can be applied in the Customer
Relationship aspect are the Turn Around (W-O), which can be achieved by increasing the capacity and standardizing services
as well as making tourist feedback instruments. Managers can encourage the promotional effect by building information
technology networks such as free wi-fi facilities on-site to facilitate the sharing of pictures to social networks.

Revenue Streams

Table 5 shows the SWOT analysis on revenue streams aspects of BMC. It can be figures out from Table 5 that the revenue
streams of Top Selfie's are from entrance tickets and parking services. The money in circulation in Top Selfie is quite large,
and this shows that tourist attraction has economic benefits for the community. This is in line with research (Ma et al., (2019)
and Qian et al. (2017) which has shown that ecotourism is more effective than other local economic sectors in promoting well-
being and protecting biodiversity. Therefore, the strategy to increase Revenue Streams is Turn Around (W-O), which is
achieved by optimizing the potential of unmanaged sources and building collaborative networks. Managers have to explore
potential sources of revenue that have not been worked on, such as creating advertising/promotion space, souvenirs, culinary.

Key Resources

Table 6 displays the SWOT analysis of key resources aspects of BMC Top Selfie. Table 6 depicts the natural factors and a
selfie photo spot affected tourist satisfaction in Top Selfie. It is supported by the survey as presented in Figure 2, which
resulted 67% of respondents stated that the motivation for traveling is to refresh and see the natural scenery, about 32% is to
take selfies, and only 1% answered with the other motivations. Managers have to raise awareness of all elements towards forest
resources and consolidate all business actors to increase awareness of natural reserves (Masud et al., 2017) and realize the
sustainability of tourism businesses. Sustainability is the central goal for which careful planning and management is necessary.

Table 5. SWOT Analysis on revenue
streams aspects of BMC Top Selfie

Strength Weakness Opportunity Threat o
O] (W) ©) (M
Revenue 1. Revenue is |Revenue from | 1. Similar
sources from |only from advertising competitors /
large tickets |ticket space, 2. The lack of Besr p‘“p"ses\/
and parking | 2. Lack of souvenirsand | innovation &0
revenue culinary threatens the
variation visitor number

Photo Selfie ‘

Figure 3. Motivation of visiting the Kragilan Top-Selfie tourist spot

To mitigate the impact of Top Selfie Tourism activities, National Park Agency has to increase its role and function as a

companion and supervisor. It is justified, therefore, the intervention by the public authorities in order to regulate the use of
natural resources, in order to avoid the "tragedy of the common properties” (Kherrour et al., 2018). The regulations governing
utilization in National Park have to be fully complied, such as the implementation of carrying capacity and restrictions on
tourism infrastructure buildings. There have not been any restrictions on visits based on the calculation of the carrying capacity
in Top Selfie. Visits exceeding the carrying capacity have the potential to destroy resources and reduce satisfaction. When the
holiday peak looks very crowded, even finding a clean photo angle is quite difficult. Based on Table 6, strategy should be
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applied is the combination of Aggressive (S-O) and Diversification (S-T). The strength and opportunity for natural resources
are very great, but the damage threat is also great. Therefore, the strategy is emphasized on maintaining natural resources and
arranging selfie photo spot. To avoid the tourists' accumulation, it is also necessary to arrange the flow of the visit.

Key Activities

The Top Selfie tourism is well perceived by visitors, supported by the survey result of the satisfaction level where as
many as 2% were very satisfied, 41% satisfied, 47% said it was enough, 10% were not satisfied and none expressed
dissatisfaction. A high satisfaction level has to be managed by maintaining the quality of the available resources, both
artificial and natural. In eco-tourism, general satisfaction influences the intentions of recommending and returning to the
destination (Carvache-Franco et. al., 2020). Common management can be observed in the tourism services sector since
there are rules for each family to keep a watch at the counter/parking lot/restrooms etc. All residents of Kragilan Hamlet,
made up of 74 families, will become “shareholders” of Top Selfie. It is necessary to increase the capacity of members in
order to maintain competitiveness (Buhalis, 2000; Christian and Marco, 2012) with other places, both in managerial
capabilities, technical expertise, and the eco-preneurships capacity. The poor quality of human resources is reflected in the
level of education, from 53 management there are only 2 graduates from high school, 9 from junior high school, and 42
from elementary school. The strategy for Key Activities is the Turn Around (W-O) since it is emphasized on optimizing
weak factors, such as capacity building programs and conducting science-based business studies. To improve the quality of
service and value offered, it is necessary to conduct research and development.

Table 6. SWOT analysis of key resources aspects of BMC Top Selfie

Strength (S) Weakness (W) Opportunity (O) Threat (T)
1. Natural Resource 1. Natural resources are vulnerable 1. High tourist satisfaction Degradation of natural resources
2. Selfie photo spot | 2. There is no carrying capacity setting 2. Trend interest in ecotourism

Table 7. SWOT Analysis on Key Activities Aspects of BMC Top Selfie

Strength (S) Weakness (W) Opportunity (O) Threat (T)
1. Community-Based Ecotourism | 1. Human resource quality is lacking | 1. Community-Based Ecotourism has great support | Similar
2. Communal management 2. Development is not scientific-based | 2. Selfie culture still becomes a trend competitors

Table 8. SWOT analysis of BMC Top Selfie key partners aspects

Strength (S) Weakness (W) Opportunity (O) Threat (T)
Partnering with the Government [There are still sectoral egos among stakeholders | Funding support Overlapping
Local Service providers Low HR capacity Assistance from universities or other key partners | interests

Table 9. SWOT analysis on cost structure aspects of BMC Top Selfie

Strength (S) Weakness (W) Opportunity (O) Threat (T)
All expenditures are There is no capacity buildingand | Opportunities for funding support from | Financing operations are
formulated by all citizens research development budget the State/ Village Fund increasing

Key Partners

The SWOT analysis of BMC Top Selfie key partners aspects is presented in Table 8. Top Selfie's Key Partners currently
consist of three groups, namely National Park Agency, Village Government, and service provider groups. The National Park
Agency becomes an important partner in its capacity as "owner" of the national park. In terms of funding support, the National
Park Agency also allocates a budget to support the implementation of Top Selfie tourism. Village Government becomes an
important partner because of its role in the development of social communities. Furthermore, support from the local government is
needed to integrate the area into other sectors, both in terms of infrastructure, financing, strengthening of social institutions, and
promotion of tourism. The next Key Partners is The Service Providers, and this group plays an important role in complementing
Top Selfie tourism. There are at least 118 photo service providers from nearby villages. Of the 118 top selfie photographers, 106
were high school graduates, while the remaining 12 were from junior high school. Another important service is the Photo Spot
provider. It was identified that there were 38 photo spots on the land owned by residents bordering the Top Selfie forest area.
Since these photographers work individually, their development is not currently integrated into Pokdarwis/ Top Selfie. The
management synergy inside and outside the forest is not strong because of the sectorial ego. Besides the existing Key Partners, it
is necessary to build opportunities for collaboration with universities or business actors. Furthermore, business actors or
academics can fill this space to improve the quality of human resources and simultaneously provide business assistance.

Therefore, based on Table 8, the Turn Around (W-O) can be suggested as the development strategy. It strengthens the role
of existing stakeholders and builds partnerships with universities/business partners in the context of research, assistance, and
capacity building. Also, it is important to build collaboration and togetherness with key partners to fight off sectorial egos.

Cost Structure

Table 9 presents the SWOT analysis on cost structure aspects of BMC Top Selfie. The revenue generated is divided into
operational costs, management fees, profit sharing, and development. Operational costs are monthly routine expenses incurred to
pay duty fees for officers and routine expenses for purchasing tools and supporting materials. Once the operating costs are
covered, the remaining (net) income is divided into administration fees of 10%, 20% for development reserves, and 70% for
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production sharing with the communities. Therefore, each family receives money from profit sharing every month. When
considering the composition of the educational attainment, the allocation of resources for capacity building for soft and technical
skills is crucial. Also, the budget allocation for research and development is not visible in the current cost structure. Innovation
and the management of trial and error are not science-based since it poses a major threat to the sustainability of natural resources.
it should be encouraged local economies: a very important aspect is the self-financing, which should support the state funding,
pursuing a national park business model (Marlina et al., 2020). Furthermore, National Park Agency and Village Government
have the potential to reduce the cost structure burden through the State Budget or Fund held for infrastructure development.

Hence, to anticipate the increasing operational costs based on Table 9, the Turn Around (W-O) strategy is used, where it
communicates and collaborates with the National Park Agency and the village government.

Business Model Canvas Development

The prototype design of the BMC Top Selfie business model is shown in Figure 4, which is a combination of the old
business model (black box) and its improvements (red box). Figure 4 considers every aspect of the old business model has
been added or innovated according to the analysis of internal and external factors.

Key Partners Key Activities Value Proposition Customer Relationship  Customer Segments
TNGMb Center Tourism Services Directly, Individual Young people
Natural Scenery L
- Local tourist within the
Local Government Internal Management Excellent Services Province
Tour Service Providers Maintenance/ Selfie Photo vehicle Service Standardization Expansion (.JUtS'de the
development Province
" - . Tradition & Culture, Utilization of
College Capacity Building culinary Information Technology
Business partner Research and Tour operator
development partnership
Strategy: Strategy: 23;:2%2;\/6 5-0) & Strategy: Strategy:
Turn A d (W-O Turn Around (W-O - 4 i o
urn Around ( ) (W-0) Turn Around (W-0) Turn Around (W-0) Aggressive (S-O)
Key Resource Channels
Pine Forest & Social Media
Landscape Network Social

Media Network

Photo vehicle
Word of mouth

Arrangement and marketing
improvement of vehicle

Optimizing of
Carrying capacity Information Technology

Strategy:

Strategy:
o Aggressive (S-0)

Aggressive (S-0)
Diversification (S-T, W-

0)
Cost Structure Revenue Streams
Salary Profit | Operational cost | Entrace fee Parking
| Capacity building and research | Souvenir, culinary etc Advertising
‘ Strategy: Turn Around (W-O) ‘ Strategy: Turn Around (W-O)

Note: [_]OId Business Model Canvas;  [_] New or Improved Business Model
Figure 4. BMC Top Selfie Tourism Development Business Model

CONCLUSION

Top Selfie's BMC analysis produces various strategies. However, there has been a "meeting point" between market
expectations, the value offered, and the promotional channels used. This can be achieved by using the nature-oriented
tourism opportunities that are still very open. The most important resource aspect is a combined strategy of Aggressive (S-
0) and Diversification (S-T) because the factors of strength, opportunity, and threat were equal.
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Therefore, the strategy was aimed at mitigating damage impact programs, conserving natural resources, and arranging
visits and selfie vehicles/ photo spot. On the other hand, the cost structure, customer relations, key activities, and partners of
turn around business strategy aspects focus on improving weak elements to boost revenue streams.
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