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	ABSTRACT

	Agriculture contributes 13–15% of Indonesia’s GDP and employs a large share of the population, yet decades of reliance on chemical fertilizers have caused serious soil and environmental degradation. To support sustainable farming, PT Guna Olah Niaga (PT GON), a Bandung-based start-up, produces liquid organic fertilizer from invasive and discarded biomass such as water hyacinth and vegetable waste; however, the company faces strategic challenges including limited production capacity, low market credibility, financial constraints, and weak product differentiation. This study develops sustainable business strategies for PT GON using a qualitative case study approach, combining interviews with founders, farmers, government officials, and industry practitioners, supported by secondary data. Internal analysis (Value Chain, VRIO) identifies strengths in waste-based innovation and founder expertise, but weaknesses in standardization, scalability, and financing. External analysis (PESTEL, Porter’s Five Forces) highlights opportunities in rising awareness of sustainable farming and growing B2B demand, alongside threats from subsidized chemical fertilizers, intense competition, and farmers’ hesitation toward new organic inputs. Through SWOT–TOWS synthesis, three strategic pillars emerge: (1) operational enhancement through standardization, automation, and quality assurance; (2) market expansion through partnerships, demonstration plots, and benefit-driven branding; and (3) innovation and capability development via continuous R&D and collaboration with research institutions. These are operationalized through a Balanced Scorecard (BSC) with KPIs for 2026–2028. Overall, the study concludes that strengthening operational excellence, strategic market penetration, and long-term capability building can significantly enhance PT GON’s competitiveness and support its transition into a scalable, sustainable enterprise in Indonesia’s organic fertilizer industry.
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INTRODUCTION
Indonesian agricultural business is a pillar of the national economy as it helps to form 13-15% of its GDP and take care of the population of more than 283.5 million citizens (Mordor Intelligence, 2025). Indonesia is the world's third-largest rice producer, with field crops, particularly rice, dominating fertilizer consumPTion. (Mordor Intelligence, 2025; Tiwari, 2024)  This makes the agricultural inputs a giant market of USD 8.95 billion in 2025 and USD 12.15 billion in 2030; with a Compound Annual Growth rate (CAGR) of 6.30%.
The organic farming in Indonesia has a complicated history, even with the help of the Indonesian government, which has been providing large subsidies to make this type of fertilizers, including organic ones, more affordable to smallholder farmers (Barney & Hesterly, 2019). (Mordor Intelligence, 2025; Tiwari, 2024). Although the result of the Green Revolution, which included the 1970s self-sufficiency of rice, was the extensive use of chemical fertilizers and pesticides, it produced an undesired effect of soil degradation, water pollution, and health issues due to chemical residues (Mordor Intelligence, 2025).
As a reaction to these adverse effects, there is an increasing trend of sustainable and organic farming in Indonesia. Organic farming has a huge potential in the country and land resources are large and have well-established regulatory frameworks such as the Indonesian National Standard (SNI) 6729:2016 on Organic Agriculture Systems. In addition, the organic fertilizer market will experience the strongest growth in the Southeast Asian region, and Indonesia will be the main force behind it, having been leading the market since 2019.. (Mordor Intelligence, 2025; Zmudczynska & Andoko, 2019) In addition, the organic fertilizer market will experience the strongest growth in the Southeast Asian region, and Indonesia will be the main force behind it, having been leading the market since 2019. (Mordor Intelligence, 2025; Zmudczynska & Andoko, 2019) This presents a significant market opportunity for new entrants offering innovative and effective organic inputs.
Nonetheless, firms in this industry have local troubles. Organic farmers face a major threat of competition because the humidity of the tropical air makes pest and disease control costly, and most of them are very price-sensitive, with the adoPTion of cheaper synthetic fertilizers with significant support through state subsidies (Luthfiana et al., 2024; Mordor Intelligence, 2025; Tiwari, 2024). Although the consumer preference to the organic type of food is high, there is still a knowledge gap and affordability is a significant obstacle to the mass adoPTion of the product in the domestic market. (Luthfiana et al., 2024; Zmudczynska & Andoko, 2019) Thus, success in the Indonesian organic liquid fertilizer market requires a nuanced strategy that leverages global sustainability trends while effectively addressing these deeply entrenched local market realities.
The organic liquid fertilizer market in Indonesia, thus, needs a careful approach that allows not only taking advantage of the global trends of sustainability and health but also responding to the local specifics. This means making products distinct other than a mere label of organic, by concentrating on better performance and benefits to soil that would be in the long term, which would help in counteracting the perceived disconnect between organic farming.
PT Guna Olah Niaga (PT GON) is a new company established in 2025 in Bandung, West Java, with a focus on waste management innovation and sustainable agriculture. The company was developed by a team of experienced entrepreneurs, including a former mechanical engineer, to answer two main problems: the high level of organic waste and the need for environmentally friendly agricultural inputs. PT GON's main innovation is the production of liquid organic fertilizer made from biomass waste raw materials such as water hyacinth and vegetable residues, especially cabbage leaves. Water hyacinth as an invasive plant is used as a valuable raw material through a fermentation process that produces nutrient-rich liquid fertilizer.
As a start-up, PT GON is still in the experimental stage and running pilot-scale production. The facilities are still small and focus on improving formulation and consistency of product quality. Various initial trials have been conducted on several types of crops to assess the impact of fertilizers on growth, yield, and soil quality. Although the initial results show promising performance, the company still continues to collect data to strengthen the scientific validity of the product. Currently, marketing is carried out through a B2B approach to several plantations owned by colleagues or acquaintances of the founder, as an initial strategy to obtain market input and validation.
PT GON's organizational structure is still simple and functional, in accordance with the characteristics of startups that rely on the direct involvement of founders and minimal hierarchy. This structure allows for quick communication and agile decision-making, essential for companies that are still refining production processes, product quality, and marketing strategies. The founders divide the tasks according to their individual skills operational, financial, marketing, and strategy so that the company's key functions can run effectively. The simplicity of this structure is in line with the principle that the organizational structure should follow the company's strategy.
In its business journey, PT GON faces various challenges, especially related to market confidence in the effectiveness of liquid organic fertilizers. Indonesian farmers are used to chemical fertilizers that provide quick results, so many are skePTical of organic products whose benefits are long-term. For this reason, PT GON needs to provide strong evidence, demonstration projects, and education to potential users. PT GON also faces challenges in its B2B market entry strategy which has a longer sales cycle and requires a high reputation and credibility. In addition, operational readiness and production capacity are important issues when demand begins to increase, including the availability of raw materials, quality consistency, and additional capital requirements. This strategy serves as an initial step to gain market feedback and validate the product in a real-world setting, a common practice for start-ups navigating the "valley of death" between product development and market entry.
Looking at these various challenges, the core of the problems faced is the lack of a business strategy that is formulated comprehensively and integrated. This research also aims to develop a business strategy that supports the sustainable growth of PT GON through internal and external analysis. The research also sets several objectives: analyzing the company's resources and capabilities, formulating strategies that are appropriate for the Indonesian organic fertilizer industry, and designing performance indicators (KPIs) to monitor the success of the strategy over a three-year period. The scope of the research focuses on the internal conditions of the company by considering external factors in a limited way, using qualitative data from the founder and relevant literature.

METHOD
This research used a type of qualitative research with a case study approach, which aims to understand PT GON's business strategy in dePTh in the context of the organic fertilizer industry. Case studies were chosen because they were able to describe real phenomena holistically through various data sources. The research focuses on the analysis of the company's internal and external conditions, including the resources, capabilities, business processes, and strategic environment that affect PT GON. Data is collected through in-dePTh interviews and document review to formulate relevant business strategies as well as appropriate to the company's operational context.
The population of this study includes all stakeholders who have roles and knowledge related to PT GON's operations and business environment. Samples were selected using purposive sampling techniques, which are sample determinations based on considerations of the role, competence, and relevance of informants to the research objectives. There were a total of eight respondents, consisting of four founders of PT GON as internal informants and four external informants, namely experienced fertilizer sellers, farmers/garden managers, agricultural extension workers, and industry experts. This composition was chosen to gain a complete perspective on internal forces, external challenges, market percePTions, and industry dynamics.
Data collection techniques were carried out through semi-structured interviews as primary data and secondary data collection from industry reports, corporate documents, government publications, and academic literature. Semi-structured interviews provide flexibility for researchers to dig into information in dePTh according to the informant's response, while maintaining compatibility with analytical frameworks such as SWOT, VRIO, Value Chain, and PESTEL. Secondary data is used to complement primary information, provide broader context, and improve validity through triangulation.
The data analysis technique used is thematic analysis, which is the process of identifying the main patterns, themes, and categories of interview data and documents. The analysis is carried out through the process of coding, grouping themes, and interpretation based on a predetermined strategic framework. This approach allows researchers to connect empirical findings with strategic management theory resulting in comprehensive business strategy recommendations. The integration of primary and secondary data strengthens the validity of the conclusions and ensures that the proposed strategy is in accordance with the actual conditions of PT GON and its industrial environment.

RESULT AND DISCUSSION
SWOT Analysis
The integrative tool is the SWOT analysis, which is a set of abbreviations representing Strengths, Weaknesses, Opportunities, and Threats and is used to bring together all the internal and external findings into a unified strategy formulation model (GÜREL & Tat, 2017). Using the conclusions of the Value Chain, VRIO, PESTEL and Porters Five Forces analysis, the section determines what the important internal forces are that define the capabilities and limitations of PT Guna Olah Niaga and what the external forces are that present the opportunities or threats that are found in the business environment that the PESTEL analysis can identify.
The synthesis of the findings was conducted by the thematic analysis according to which the repetitive codes and the patterns were arranged into four analysis categories in accordance with the SWOT framework. The discussion of each of the dimensions is presented below, with thematic evidence (interviews IN1-IN8) and triangulation with secondary data.
Strengths: Thematic patterns show that PT GON has a series of technological, operational, and organizational strengths that make it stand apart among other competitors in organic fertilizer market.
a. S1 Unique Hydrothermal Processing Technology.
The hydrothermal technique of transforming biomass into liquid fertilizer proved to be the most unique service of PT GON. IN1 has mentioned that the process of hydrothermal and the steady maintenance of heating and cooling make sure of the quality of the products. This will fit the VRIO dimensions of value and rarity as there are not many competitors in Indonesia with similar technology. The process enhances increased product consistency and environmental performance, which boosts the differentiation strategy of PT GON.
b. S2 Sustainable Resource Use.
The fact that PT GON uses waste biomass, such as water hyacinth and cabbage waste, proves that the company aligns well with the principles of sustainability and the circular economy. As IN2 observed, our raw materials are sourced at a very cheap cost or free. This does not only lower the cost of production, it also boosts the environmental credibility. The sustainable sourcing strategy helps in the operational efficacy and branding placement.
Founder Expert Knowledge and Multidisciplinary Organizational Structure. IN4 emphasized that, each of the founders runs a division according to his/her competence hence, coordination is effective. The complementary nature of the backgrounds of the founders (operations, finance, marketing, and strategy) allows making agile decisions and coordinating across functions, which allows the company to be flexible in the early stages of development.
c. S3 Expertise of Founders and Multidisciplinary Organization.
IN4 pointed out that the division is handled by each of its founders according to their area of specialization making the coordination to be effective. The complementary background of the founders (operations, finance, marketing and strategy) allows making decisions quickly and coordinate activities across the functionalities to promote the flexibility of the company in its initial phase of development.
d. S4 Cost Effectiveness by localization in production.
The use of a biomass source that is locally available and the use of manual processes gives PT GON the capacity to produce leanly and alter the production to fit the first-mover demand on the market. This makes it operationally sustainable in situations where sales volumes are low in order to offer a financial cushion in comparison to its competitors whose fixed costs are high.
Weaknesses
Even with these strengths, the thematic analysis also shows that there are major internal weaknesses that limit the scaling and performance of PT GON.
a. W1 Low Automation and Manual Production.
IN1 acknowledged that the factory still relies 100% on the human power. It is a labor-intensive process that leads to uneven quality and low capacity to produce that will restrict responsiveness to bigger market demands. The lack of automation of processes or standardization of SOPs may make PT GON unproductive with the increase in production volume.
b. W2 Limited Financial Capacity
IN2 explained that it is a company that is founded by the founders alone, no outside investment. This limits the growth capacity of PT GON to increase production, invest in technology upgrades or fund marketing programs. The firm is also suscePTible to changes in the cash flow due to its dependence on internal funding.
c. W3 Poorly Structured Marketing and ineffective Brand Recognition.
IN3 said that we rely on personal networks in our marketing. Lack of a systematic marketing plan or a brand development strategy is a limitation in terms of visibility and customer acquisition as the market is dominated by well established brands of fertilizers.
d. W4 Absence of Formal Organizational Systems.
PT GON is informal with a high dependence on the founder. According to IN4, decisions are still centralized; we are not yet done in creating a hierarchy. Although this is a flexible structure, it could hamper scalability and cause coordination bottlenecks as the company expands.
Opportunities
External analysis demonstrates that there is diversity in the strategic opportunities that occur due to changes in policies, environmental consciousness and technological innovations in the Indonesian agricultural sector.
a. O1 Sustainable Agriculture Promotion by the Government.
According to IN7, now the programs that promote the use of organic fertilizers are available, but their execution is different. With more policy backing of sustainability, there exists a possibility of PT GON collaborating with local farm agencies or cooperatives of farmers.
b. O2 Increasing Environmental Consciousness and Demand in the market.
IN6 and IN8 pointed to an increasing awareness of farmers and agribusiness on the issue of soil health and environmental sustainability. This opens market space to green products, especially among the plantations and producers with export orientation.
c. O3 New Market Opportunities of Organic Fertilizers.
IN5 contrasted that the liquid organic fertilizers demand in the B2B and B2C market remains low, but it is increasing. The opportunity to create an early brand leadership exists in the current market fragmentation providing the opportunity to PT GON to focus on the niche segments that appreciate sustainability.
d. O4 Technological Partnership Potential and R&D.
Partnership with research institutions and universities provides the chance to enhance the product credibility and innovative ability of PT GON. IN8 observed that, the collaboration with technology can assist in a better product standardization and certification.
Threats
Thematic patterns also reveal some external threats that can be possible to derail the growth and adoPTion of PT GON in the market.
a. T1 Monopoly of Subsidized Chemical Fertilizer.
IN7 pointed out that the preference to government subsidies on chemical fertilizers remains high. With this price distortion competition to organic substitutes becomes less competitive so that the market share potential of PT GON in cost-sensitive markets is constrained.
b. T2 Sensible Buyer Price and Low Brand Loyalty.
IN5 and IN6 explained that farmers are not willing to make changes without organic products achieving quick returns. Such an incompatist behavior and dependency on cheap chemical substitutes is a serious threat to customer acquisition by PT GON.
c. T3 Barriers to Regulations and Certification.
Registration and quality certification of products is expensive besides taking a lot of time in the legal and administrative process. IN2 pointed to the fact that small companies cannot afford laboratory tests and certification fees. Any slowdown of certification may halve expansion or collaborations.
d. T4 Increasing Competition in Local Organic Fertilizer Market.
IN8 gave warnings that there are numerous new small manufacturers entering the market without adequate quality control. Most of the competitors are currently operating on small scale but with a rise in market penetration, there might emerge price wars and product credibility which would adversely affect the legitimate players in the market, such as the PT GON.
Table 1. SWOT Analysis
	Category
	Key Themes Identified (IN1–IN8)

	Strengths
	S1 Unique Hydrothermal Processing Technology
S2 Sustainable Resource Use
S3 Expertise of Founders and Multidisciplinary Organization
S4 Cost Effectiveness by localization in production


	Weaknesses
	W1 Low Automation and Manual Production
W2 Limited Financial Capacity
W3 Poorly Structured Marketing and ineffective Brand Recognition
W4 Absence of Formal Organizational Systems

	Opportunities
	O1 Sustainable Agriculture Promotion by the Government
O2 Increasing Environmental Consciousness and Demand in the market
O3 New Market Opportunities of Organic Fertilizers
O4 Technological Partnership Potential and R&D

	Threats
	T1 Monopoly of Subsidized Chemical Fertilizer
T2 Sensible Buyer Price and Low Brand Loyalty
T3 Barriers to Regulations and Certification
T4 Increasing Competition in Local Organic Fertilizer Market



1. TOWS Analysis and Strategy Formulation
The TOWS Matrix is a continuation of the SWOT analysis framework which operationalizes the internal and external analysis into strategic alternatives, developed by Weihrich (1982). Whereas the SWOT technique is used to pinpoint the strength, weaknesses, opportunities and threats, the TOWS technique is aimed at ensuring that the opportunities, weaknesses, threats and strengths are systematically interrelated to come up with strategies that can be implemented.
In the following section, the internal strengths and weaknesses of PT Guna Olah Niaga (PT GON), as established in the previous analyses (Value Chain and VRIO), will be synthesized with the external opportunities and threats (PESTEL and Porters Five Forces). The coded themes became important strategic alternatives through a thematic analysis, which used common themes, to help the company be sustainable and innovative in the production of organic fertilizers as the vision of PT GON.
2. Strategic Alignment Process
The cross-referencing of internal and external themes, which were found in ChaPTer 4, made the thematic synthesis possible. The external factors were the policy trends, buyer preferences, and market barriers, and they were associated with the internal themes, including technological innovation, sustainable use of resources, and founder-driven structure. In accordance with Wheelen & Hunger (2018), the following four types of strategies were created:
a) SO (Strengths-Opportunities)- This is a strategy that uses the strength to take advantage of the external opportunities.
b) ST (Strengths-Threats) - Strategies based on the strengths as a way of counteracting external threats.
c) WO (Weaknesses-Opportunities) - Plans of reducing weaknesses to seize the external opportunities.
d) WT (Weaknesses-Threats) - The defensive tactics aimed at reducing the vulnerabilities and external threats 

Table 2. TOWS Matrix
	
	Strengths
	Weaknesses

	
	S1 Unique Hydrothermal Processing Technology
S2 Sustainable Resource Use
S3 Expertise of Founders and Multidisciplinary Organization
S4 Cost Effectiveness by localization in production
	W1 Low Automation and Manual Production
W2 Limited Financial Capacity
W3 Poorly Structured Marketing and ineffective Brand Recognition
W4 Absence of Formal Organizational Systems

	Opportunities
O1 Sustainable Agriculture Promotion by the Government
O2 Increasing Environmental Consciousness and Demand in the market
O3 New Market Opportunities of Organic Fertilizers
O4 Technological Partnership Potential and R&D
	SO-Strategy
• SO1Use hydrothermal technology (S1) and sustainable inputs (S2) to produce certified eco-friendly fertilizer aligned with national sustainability programs (O1, O3).
• SO2 Utilize founder expertise (S3) and local cost advantage (S4) to conduct field demonstrations and education programs to raise awareness (O2, O3).•SO3 Collaborate with universities for R&D and product validation (S1, S3, O4).• SO4 Maximize cost-efficient operations (S4) to offer competitively priced organic fertilizer solutions for government sustainability programs (O1) and plantation partners (O3),  positioning PT GON as a value-driven organic alternative.
	WO-Strategy
•WO1 Implement SOPs and semi-automated production systems (W1, W4) to satisfy the volume of B2B buyers (O3) and expand the chances of being certified and collaborate with institutions (O4).•WO2  Enhance branding, online marketing, and training of farmers (W3) to take advantage of the growing concern of the environment (O2) and the governmental subsidies of organic activities (O1).• WO3 Find green financing, sustainability grants, joint funding (W2) to invest in certification, process improvements, and technology upgrades in line with the opportunities of R&D partnerships (O4).• WO4 Enhance production uniformity (W1) and communication with the market (W3) to meet a quality requirement of B2B plantation and cooperative (O3), which will support long-term supply contracts.

	Threats
T1 Monopoly of Subsidized Chemical Fertilizer
T2 Sensible Buyer Price and Low Brand Loyalty
T3 Barriers to Regulations and Certification
T4 Increasing Competition in Local Organic Fertilizer Market
	ST-Strategy
• ST1 Apply the hydrothermal technology (S1) of PT GON to produce uniform high-quality products that separate the product to the subsidized chemical fertilizer products (T1) and reduce certification risk since it satisfies the quality requirements (T3).•ST2 Use founder expertise (S3) and cost efficiency (S4) to tackle the issue of farmer price sensitivity (T2) at the intersection of bundled prices,  demonstration outcomes, and customized farmer engagement initiatives. • ST3 Compete with uncontrolled low-quality organic fertilizer rivals (T4) by highlighting the technology-based process of PT GON (S1) and founder-led training (S3) to create credibility and evidence-based distinction.• ST4 Take advantage of cost-effective operations of PT GON (S4) to ensure that the products are priced competitively despite the subsidy on chemical fertilizers (T1) and mitigate the effects of fluctuations in demand by price-shifting consumers (T2).
	WT-Strategy
•WT1 Addressing certification dilemmas (T3) through better financial planning, grant applications, and collaborating with government or university labs in order to minimize compliance costs (W2).•WT2 Achieve formalized organizational structure and enhanced branding (W3, W4) to distinguish between PT GON and their unregulated and low-quality competitors (T4), which will result in more definite positioning in the market.•WT3 Enhance production consistency and enforce SOPs (W1, W4) to minimize likelihood of customer dissatisfaction in markets characterized by subsidized chemical fertilizers (T1) and buyers who are price-sensitive (T2).•WT4 Make marketing systems and financial management (W2, W3) less suscePTible to the variations in price (T2), as well as maneuvers around regulatory barriers (T3) more efficiently.



Business Strategy
This part will develop a holistic business strategy of PT Guna Olah Niaga (PT GON) after integrating the internal and external analysis (Value Chain, VRIO, PESTEL, Porters Five Forces, and TOWS Matrix).
The strategies are not divided of the plan by time or between independent functions but are divided in terms of four interconnected strategic pillars, which consider various aspects of the organization, and which support each other to build holistic and sustainable growth.
These are designed as a result of thematic synthesis of the results of the analysis, which focuses on the consistency between the internal resources of PT GON and the external opportunities.
1. SO Strategic
a) SO1 Green technology positioning via hydrothermal processing
Use hydrothermal technology and green raw materials to match the government sustainability programmes and increasing eco-consciousness.  The hydrothermal system and presence of large amounts of waste in PT GON gives it a solid ground to fulfill the growing societal needs on agricultural inputs that are environmentally friendly. Placing its product as a certified, technology-based eco-solution will allow PT GON to enter markets that place an emphasis on sustainability.
b) SO2 B2B Penetration based on Founder Expertise and Cost Advantage
Use the benefits of waste and founder skills to penetrate B2B plantation and cooperative markets with high potential. The input cost savings experienced due to waste enable PT GON to provide competitive prices, as the founders know operations and marketing, which can be used to engage the B2B buyers. This enhances the chances of adoPTion and puts PT GON in the commercial scale markets.
c) SO3 Institute Cooperation in R&D and Technical Verification
Co-operate with universities and agricultural establishments demonstrating the technical excellence and technological uniqueness of PT GON. Collaborations with institutions of higher learning may hasten research validation, certification and product development. This strengthens the science of PT GON and increases its distribution via the institutional channels.
d) SO4 Cost-Leadership Strategy of Government and Planation Programs
Enhance cost effective operation in order to provide cheap organic fertilizers to government schemes and buyers of plantations. The low-cost operation model of PT GON can help it to provide cheap liquid fertilizer to the government-backed sustainable agricultural programs and B2B customers who are interested in cost-effective eco-friendly inputs.
2. ST Strategies
a) ST1 Individual Differentiation Technology-Based versus Subsidized Fertilizers
Differentiate PT GON and subsidized chemical fertilizers using hydrothermal technology and have certification quality. Insisting on product consistency and reliability based on the hydrothermal process, PT GON will be able to offset the price benefits of fertilizers produced under subsidies and mitigate risks linked to regulations compliance.
b) ST2 Accelerated Farmers AdoPTion by Demonstrations and Value Pricing
Use founder knowledge and cost-efficiency in operations to reduce buyer price sensitivity and risk-averse adoPTion behaviour. Individualized contact, in-the-field demonstration, and low prices will break customer reluctance and boost the desire to trial and use organic fertilizers despite being uncertain of the short-term outcomes.
c) ST3 Credibility Enhancement by Certified and Regulated Production
Enhance the distinction among unregulated competitors by conveying the message on the technology-based production and founder-guided quality assurance of PT GON. The unchecked rivals undermine the confidence of the market; PT GON can prove to be different as its use of scientifically regulated production, certified manufacturing, and educational programs can be regarded as indicators of trustworthiness.
d) ST4 Competitive Pricing to Prevent distortion of market caused by subsidies
Use cost-efficient production to survive competition that is driven by subsidies and attract price-sensitive consumers. The low operating expenses allow PT GON to comply with the attractive prices without the need to reduce its margins, can penetrate the market despite the distortions in chemical subsidies.
3. WO Strategies
a. WO1 Operational Standardization and Semi-Automation to Certification Readiness
Standardization and semi automation to achieve B2B volume and certification requirements. Enhancement of structural and operational maturity will help PT GON to comply with quality expectations and provide consistency in supplies to be involved in partnerships with big customers and certification organizations.
b. WO2 Branding and Farmer Education Strategy in Support of Sustainability Trends
Enhance branding, online marketing and promotion through education to exploit sustainability trends and government programs. Awareness and trust are established by means of structured communication and education programs among farmers that result in greater alignment with the market movements that are eco-driven.
c. WO3 Financing Mobilization of R&D, Certification and Operational Upgrades
Efforts to obtain green financing, grants, and joint funds to facilitate certification, research and development, and upgrade production. Outside sources of funding will decrease the financial reliance on founders and allow PT GON to use the opportunity of outsourcing external collaboration to test the product and scale-up.
d. WO4 Reliability and Communication Strategy to High-Quality B2B Markets
Enhance production reliability and communication in the market to reach high quality B2B markets. Greater consistency and better marketing will allow PT GON to match the expectations of the buyers, particularly in the plantation and cooperative markets with certain standards.
4. WT Strategies
a. WT1 Financial Governance and Cost Management to Deal with Regulatory Barricades
Enhance cost management and seek external sources of finance to meet certification expenses and regulatory issues. More transparent financial systems, budgetary and grant applications limit the certification obstacles, allowing PT GON to easily meet the regulatory demands despite the small capital.
b. WT2 Organizational Branding and Formalization Strategy
Organizational structure and enhancement of branding to overcome competition of low-quality unregulated manufacturers. The structured organization enables PT GON to create consistency and credibility, considering that it has been distinguished to informal producers that destroy the trust in organic fertilizer products.
c. WT3 SOP Enforcement of Quality Consistency in Markets that are price sensitive
Will build more coherent SOPs and production systems to minimize customer dissatisfaction and fight off subsidized fertilizers. Quality reliability is guaranteed by standardized processes, which mitigate risk to price sensitive and distrustful purchasers and assurance against trusting an alternative based on subsidies.
d. WT4 Market-Fit Pricing and Financial Planning Strategy to Reduce Certification and Price Pressures
Enhance the marketing systems and financial planning to become less suscePTible to farmer price rejection as well as the complexity of certification. The key resources, including strategic resource allocation that will be used with the help of target marketing, will assist PT GON in dealing with the market and regulatory pressures.
Strategic Pillars
The 16 strategies developed in the TOWS Matrix can be summarized as four general strategic pillars that will become the strategic roadmap of PT GON in the next three years. These pillars are thematic groupings as opposed to either the functional or time-based breakdowns and incorporate internal capabilities, as well as external opportunities. Importantly, these four pillars are consciously competitive with the four perspectives of the Balanced Scorecard-Financial, Customer, Internal Business Process, and Learning and Growth to make sure of coherence between strategic formulation and performance measurement. These pillars represent the concePTual linkage of the detailed strategies of TOWS and the Key Performance Indicators (KPIs)
1. Internal Business Process Excellence and Operational Capability.
The pillar enhances the essence of the operational capacities of PT GON by the use of standardization of its processes, oPTimization of technology, and stabilization of production. The TOWS strategies group a number of internal issues, including infrequent quality, manual processes, and scale-related production capacity, which need to be resolved to make PT GON scale-ready. The reinforcement of this pillar will include the development of SOPs, semiautomation, enhancement of supply chain, and the use of hydrothermal technology to develop uniform, certifiable products. These efforts directly contribute to KPIs of internal business processes, such as efficiency in production, rates of defects, cycle times and certification readiness.
PT GON needs to institutionalize its technological and operational capabilities through creation of SOPs, semi- automated operations, controlled quality and documentation of its operations. This will ensure scalability, regulation complience, and differentiation.
2. Financial Strength and Sustainable Growth Capacity.
This pillar enhances financial basics needed to grow PT GON with sustainability. With the young character of the company, which is defined by the dependency on the capital of the founders and the sensitivity of operational costs, the key strategic priorities should be cost-efficiency, the right price-making strategies, and the growth of funding sources. A number of the TOWS strategies are emphatic on the importance of low-cost production, competitive prices as compared to subsidized fertilizers, availability of external financing and better financial management. Together, these measures will make PT GON stabilize its gross margins, get financing to provide certification and technological enhancements, and establish financial stability in the long term. This pillar directly assists financial KPIs revenue growth, gross margin ratio and efficiency of operational expenditure.
The priorities that PT GON needs to focus on are brand development, certification procedures, educating farmers, and evidence-based marketing. AdoPTion will be enhanced with the credibility-building activities based on collaboration and demonstration activities, which will open doors to the institutional markets.
3. Market Credibility, Customer Development and External Engagement.
This pillar aims at enhancing the market legitimacy of PT GON and customer adoPTion, especially in B2B plantation and cooperative sectors. TOWS strategies mean focusing on brand building, institutional partnerships to validate the brand, educating the farmers, and differentiating the product against unregulated competitors. Having established PT GON as an authoritative, certified and science-based organic fertilizer manufacturer, the company will have more possibilities to eliminate the skePTicism of farmers, enter the markets of big plantations and establish long-term relationships. This pillar has a direct bearing on customer related KPIs which include acquisition of partnerships, customer satisfaction, brand awareness and certification accePTance amongst buyers.
PT GON needs to shift to a professionalized company, with its own financial systems, positions, documents and procedures of governance. This internal reinforcement is required to facilitate the scaling and investor involvement in the future.
4. Long Term Innovation, Capability Building, Organizational Learning.
This pillar strengthens the human, structural, and knowledge-based ability required to maintain long-term competitiveness. Much of the TOWS strategies overlap on the necessity to professionalize the organizational structure of PT GON, better the governance systems, advance financial documentation, build internal competencies, and institutional learning via R&D collaboration. Developing internal capabilities and innovation capacity, PT GON is in a position to implement new technologies, comply with the expectations of the regulatory environment, and transform itself towards the model of a circular bioeconomy. This pillar contributes directly to Learning & Growth KPIs: competency development of the staff, and hours of training, initiatives of innovation, organizational willingness to grow.
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Figure 1. Strategic Map
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Proposed Business Strategy
The TOWS Matrix created by PT GON gave the company sixteen strategic oPTions that can be taken as possible growth directions. But considering the fact that the company is still in its early stage, it does not have many financial resources and that the institutional needs of the certification and building of credibility would require such strategies to be taken up simultaneously, not all the strategies would be possible to implement at the same time. Thus, a prioritization was done to determine the most viable, most strategically impactful as well as the most relevant to the requirements of PT GON.
1) S1 Green technology positioning via hydrothermal processing
To make the product an eco-friendly, technologically advanced organic manure that is environmentally friendly, a plan to exploit the proprietary hydrothermal technology and sustainability raw materials used by PT GON.
The strategy is a composite of technological difference which is stressed in SO1 and ST1, together with quality stability requirement in WT3. It makes PT GON an environmentally responsive, technologically substantial manufacturer whose hydrothermal technology allows GON to create uniform and certifiable products of organic fertilizers. 
2) S2 B2B Penetration based on Founder Expertise and Cost Advantage
An approach of leveraging founder strength in marketing, business operation and networking, coupled with inexpensive raw materials, to break into B2B plantation, and cooperative.
The market penetration strategy is the operationalization of founder-led market penetration, which is a combination of the opportunity in the B2B markets (SO2), the cost advantage of PT GON (ST2), and the necessity to avoid farmer price opposition (WT4). It is of essence in the initial revenue and business validation.
3) S3 Institute Cooperation in R&D and Technical Verification
Collaborations with universities and research organizations to prove product efficacy, test it and speed up certification.
This plan will resolve the institutional credibility gap by integrating SO3 with its focus on scientific verification and WO3 with its provision of funds and WT2 with its branding-by-certification process. It increases the legitimacy of products and speeds up certification preparation.
4) S4 Individual Differentiation Technology-Based versus Subsidized Fertilizers
One was to promote the certified, regulated, and technology-facilitated production process of PT GON as a measure to counter price-based competition of chemical fertilizers that is heavily subsidized.
This strategic plan brings together technological differentiation (ST1), competitive signaling (ST3) and product consistency (WO4). It helps PT GON to rival in the presence of price disadvantages on the basis of subsidies and distrust of organic garbage.
5) S5 Accelerated Farmers AdoPTion by Demonstrations and Value Pricing
One such strategy is to apply demonstration plots, evidence based education, and price incentives to decrease farmer risk aversion as well as improve adoPTion.
This plan is based on the experiential learning theory and decreases the skePTicism of farmers through the use of the expertise of SO2, risk-minimizing strategy of ST2, and education focus of WO2. It is critical in accessing price-sensitive communities of farmers.
6) S6 Operational Standardization and Semi-Automation to Certification Readiness
A plan to work on the development of standardized SOPs and partially automate production processes and address certification and quality control requirements and B2B volume requirements.
This plan gathers WO1 operational maturity requirements and WT3 quality stabilization requirements. It establishes the support infrastructure required in certification, scaling and solid B2B supply agreements.
7) S7 Branding and Farmer Education Strategy in Support of Sustainability Trends
An approach to establish brand credibility by education-based marketing, sustainability communications, and community engagement.
This plan combines the sustainability-based branding of WO2, the differentiation and communication needs of ST3 and WT4. It will build credibility of PT GON in a market that is crowded with unstable organic products.
8) S8 Financing Mobilization of R&D, Certification and Operational Upgrades
An approach to obtain grants, green financing, and joint funding to facilitate certification procedures, research, and equipment upgrades.
This policy is a mixture of the financial need of WO3 and WT1 and the cost-effective factors of SO4. It allows the PT GON to get external capital required in verifying, updating equipment and expansion of production.
9) S9 Financial Governance and Cost Management to Deal with Regulatory Barricades
An approach to enhance financial record-keeping, budgeting, and cost management to prepare to meet certification expenses and regulatory requirements.
This approach improves in-house financial systems to aid certification, credibility of partnerships and effective pricing. It merges cost-leadership factors in ST4 and transparency-based WT1/WT4 developments.
10) S10 Organizational Branding and Formalization Strategy
A plan to develop a simple organizational framework, identify functions, enhance internal control and enhance branding as a controlled, reputable producer.
Such an approach institutionalizes the organizational backbone of PT GON by connecting the needs of the structure of WT2 to the demands of the communication of WO4 and the needs of the institutional expectations of SO3. It promotes credibility, scaling and compliance in the long term.
3. Implementation Plan and Key Indicators
The formulation of Key Performance Indicators (KPIs) is an important step in translating the strategic objectives of PT Guna Olah Niaga (PT GON) into clear, measurable, and evaluable performance measures. The Balanced Scorecard (Kaplan & Norton, 1996) is used as the primary framework because it provides four key perspectives finance, customers, internal business processes, and learning and growth that allow for the overall alignment of strategies. Through the integration of sixteen TOWS strategies and ten strategic priorities (S1–S10), the KPI system is developed to ensure a direct connection between the formulation of the strategy and the performance results that the company wants to achieve.
KPI development is carried out through four methodological principles, namely strategic mapping to ensure that each KPI is aligned with PT GON's strategic pillars; perspective balancing to distribute indicators evenly among the four BSC perspectives; metric specification that emphasizes the clarity and measurability of indicators according to the company's capacity; and time-based measurement which makes KPIs have annual targets in the 2026–2028 period. The KPIs included aspects of production quality, B2B acquisition, R&D collaboration, differentiation documentation, field demonstrations, implementation of SOPs and semi-automation, brand awareness, external funding, financial compliance, and strengthening organizational capabilities. This overall indicator serves not only as a measure, but also as a strategic learning mechanism for continuous evaluation and improvement.
The KPI implementation plan is carried out in stages through three phases: Foundation, Acceleration, and Institutionalization. At the Foundation stage, the focus is directed to building basic capabilities such as the preparation of SOPs, initial quality control, strengthening the financial system, making basic branding materials, initial product demonstrations, and preparing green funding. The Acceleration phase emphasizes scaling up through semi-automation of production, expansion of field demonstrations, strengthening branding, B2B market penetration, as well as the development of differentiated materials and mid-stage funding. The final stage, Institutionalization, focuses on maturing organizational systems through process standardization, certification readiness, professionalization of organizational structures, B2B long-term contracts, expansion of R&D collaboration, and long-term investment planning. Through these three stages, PT GON is directed to develop from a start-up based on an internal foundation to a mature, professional, and competitive organization in a sustainable manner.

CONCLUSION
This study aims to develop a strategic framework for the sustainable development of PT Guna Olah Niaga (PT GON), a start-up producer of organic liquid fertilizer based on hydrothermal technology, through a qualitative approach that combines interviews, secondary data, and thematic analysis, and uses various strategic analysis tools such as Value Chain, VRIO, PESTEL, Porter's Five Forces, SWOT–TOWS, and Balanced Scorecard (BSC). The results of the study show that PT GON has advantages in the form of hydrothermal technology (S1) and the availability of waste raw materials (S2), but faces obstacles in the form of manual processes (W1), informal organizational structures (W4), and financial limitations (W2). Externally, increasing attention to sustainability (O1–O2) opens up opportunities, but there are threats such as the dominance of subsidized chemical fertilizers (T1), farmer price sensitivity (T2), complexity of certification (T3), and the rise of non-standardized organic competitors (T4). Through the integration of SWOT-TOWS analysis, 16 strategies were generated which were then consolidated into four strategic pillars: internal process excellence, financial strength, market credibility and external engagement, as well as long-term innovation and capability development. All of this translates into a BSC-based KPI system that ensures alignment of strategy and performance. Overall, PT GON's success depends on the company's ability to institutionalize innovation, formalize operations, and strengthen partnerships in order to evolve from a founder-based start-up to a technology-based sustainable producer that is ready to contribute to the green transformation of Indonesia's agricultural sector.
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