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ABSTRACT

As a Class B Fishing Port located on the northern coast of Java, the Tegalsari Archipelago Fishing Port serves as the central hub for fisheries activities in Tegal
City, handling large-scale fish landings and various supporting activities related to fisheries. Nevertheless, ensuring optimal service quality and facilities remains a
challenge in sustaining and improving both productivity and the welfare of fishermen. This study aims to directly examine the current conditions of capture fisheries
at Tegalsari, analyze fishermen’s satisfaction with the port’s facilities and services, and formulate appropriate development strategies for policy-making in port
management and development. The research uses a descriptive approach involving field surveys, observations, interviews, and documentation. The sample was
selected using the snowball sampling method, involving 40 fishing vessels over 30 GT, with one fisherman representative from each vessel. Data analysis includes
validity and reliability testing, the Customer Satisfaction Index (CSl), and Importance Performance Analysis (IPA) to assess fishermen’s satisfaction. Development
strategies are formulated using SWOT analysis, identifying strengths, weaknesses, opportunities, and threats (internal and external factors). The findings of this
study are expected to provide an up-to-date overview of field conditions at the Fishing Port of Tegalsari, particularly in relation to fishermen’s satisfaction with
various service aspects that require improvement, as well as to propose sustainable development strategies aimed at enhancing operational performance and
fishermen’s welfare. This study is also expected to serve as a valuable input for stakeholders in planning and policymaking concerning port management.
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1. Introduction

Tegalsari Archipelago Fishing Port is located at 109°10'0” East Longitude and 07°01'0” South Latitude (Tegalsari Village, Tegal City). This class B port
is the center of fisheries activities in the Java Sea (WPP 712). Since its inauguration on July 4, 2004, this port has supported large-scale fish landing
operations, storage, and post-harvest handling. According to Satari et al. (2015), local fishermen conduct one-day fishing in coastal areas for local and
regional markets. Optimal port performance significantly influences the productivity and participation of fishermen, so the development of facilities and
services must be in line with the growth of community fisheries businesses.

Fishing ports play a vital role as service centers, protection, and landing points for catches, as well as connecting sea-land (operational) activities. The
quality of service and operational efficiency of fishing ports clearly impacts the fishermen's welfare and fisheries productivity. According to Agustina et
al. (2019), the Tegalsari Fishing Port needs to improve its facilities and services to support fisheries production. This study analyzes fishermen's
satisfaction with the facilities and services at the Tegalsari Fishing Port through identifying development factors, incorporating fishermen's opinions as a
basis for formulating port development strategies.

Tegalsari Port, as a center for fisheries activities, play a crucial role in ensuring adequate facilities and services to boost fishermen's productivity. This
study analyzes the performance of facilities (dock, pool, breakwater) and services based on fishermen's perceptions, including the level of suitability of
performance and their importance. The results will identify strategic factors for the development of Tegalsari fishing port, with a focus on improving
loading and unloading efficiency and simplifying procedures to meet the expectations of fishermen as the primary users.

The objectives of conducting research related to the analysis of the level of fishermen's satisfaction and the development strategy of the Tegalsari Fishing
Port are as follows:

1. Find out firsthand the condition of capture fisheries from the Tegalsari Archipelago Fishing Port.
2. Analyzing the level of fishermen's satisfaction with the facilities and services available at the Tegalsari Archipelago Fishing Port.

3. Formulate development strategies that will be implemented in the development process of the Tegalsari Archipelago Fishing Port.
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2. Materials and Methods
2.1 Materials

Materials are components used as objects of observation and reflection during the research process. The study examined the satisfaction levels of
fishermen, both as users of facilities and recipients of port services, and the development strategy for the Tegalsari Port Development Plan. The types of
tools used in the research process at Tegalsari fishing port include laptop, microsoft excel, mobile phone, questionnaire, work stationery, and boots.

2.2 Methods

The method used in this study is a descriptive method that utilizes surveys and direct observations in the field. The sampling method used is snowball
sampling, with stages starting with direct condition analysis with respondents (fishermen) who are users of port facilities and services. The initial small
sample size will be increased through several steps. It begins with selecting one or two individuals as key respondents, then continues with seeking
additional respondents to increase the data collection. This procedure will continue until the sample size is sufficient.Forty fishermen from 40 different
vessels were selected as respondents to obtain more representative data and maximize results. The sample size varied depending on port conditions.

The data analysis method used in this study was to determine the level of fishermen's satisfaction with port performance and to develop strategies for port
development. The process involved tabulating data based on classification and technical processing based on the research objectives. The data analysis
method utilized the Customer Satisfaction Index (CSI) and Importance-Performance Analysis (IPA) for satisfaction analysis, as well as a SWOT
(Strengths, Weaknesses, Opportunities, and Threaths) analysis for development strategy analysis.

Fishermen's satisfaction with the condition of port facilities and services is the primary data that will undergo analysis. Data on fishermen's satisfaction
levels were obtained through direct interviews using a questionnaire. Appropriate questions can be tested for validity using factor analysis. Factor analysis
is conducted by correlating instrument item scores within a factor, followed by correlating the factor scores with the total score obtained.

1. Validity Test

Data obtained through questions in a questionnaire can be declared valid through a validity test. Appropriate questions will be tested for validity using
factor analysis. Factor analysis is performed by correlating the scores of instrument items within a factor and correlating the factor scores with the total
score. According to Yusuf (2018), the validity test uses the following formula:
Y- nyXIyl— X)Xyl
J[InEXI12 — (TXD2][nXYI2 — (XY D)2]

Information:

Iy = Correlation coefficient between the level of fishermen's satisfaction with port performance
n = Number of samples

X = Satisfaction variable

Y = Performance variables

The coefficient value obtained determines the validity of each questionnaire asked in the interview. The higher the coefficient value, the better the
questionnaire and the more suitable it is to proceed to the next stage. The minimum requirement for a valid score is that the calculated value exceeds the
tabulated r value.

2. Reliability Test

Continuing with the reliability test to ensure the consistency of the measuring instrument in its use, even if used repeatedly at different times. Questions
can be declared reliable if they have a reliability coefficient value > 0.6. The reliability test will be conducted after the validity test stage to select whether
the questions are valid or not. According to Sugiyono (2013) in Mukmin and Wulandari (2017), reliability testing can use the following alpha formula:

ril = x(1- E)
k-1 St
Information:
I = Reliability value
¥'Si = Total variance of scores for each item
St = Total variance

k = Number of items
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The questionnaire data that has gone through the two processes above will be used in the measurement process using a customer satisfaction measurement
tool. The satisfaction measurement tool used in this study is the Customer Satisfaction Index (CSI) method.

a.  Customer Satisfaction Index (CSI)

This method is a scale that describes the level of customer satisfaction with the service provided based on the importance of each attribute. The CSI score
is obtained by dividing the average satisfaction score by the maximum scale. According to Guswanto et al. (2012), the CSI method involves several stages
in the calculation process, as follows:

1.  Calculate the Mean Importance Score (MIS), the average score of each item (question) at the importance level and the Mean Satisfaction
Score (MSS), the average score of each item at the performance level.

2. Calculating the Weighting Factor (WF), namely changing the average importance value into a percentage figure of the total average level
of importance of all the variables tested, so that the total WF is 100%.

weE Als ,
= YAIS 100%
Information:
WF = Weighting Factor (100%)
AIS = Average Importance Score

3. Calculating the Weighted Score (WS), which is the multiplication value between the average performance or satisfaction level (RSK) of
each variable and the WF of each variable.

WS = APS x WF
Information:
WS = Weighted Score (%)
APS = Average Performance Score
4.  Calculate the Total Weight (WT), which is the total of the overall WS values.
WT=WS1+WS2+...WSn

5. Calculating the Customer Satisfaction Index (CSI), namely the calculation of WT divided by the maximum scale (in this study the
maximum scale used is 5) which is then multiplied by 100%.
WT
csl= __ x100%
maximum scale

The CSlI is useful for comparing satisfaction levels with a service and monitoring its progress. According to Fitriani et al. (2018), measuring overall
customer satisfaction can be expressed on a scale with the criteria presented in Table 1.

Table 1 - Customer Satisfaction Level Measurement

Scale Information
0.00-0.34 Very Dissatisfied
0.35-0.50 Less Satisfied
0.51-0.65 Quite Satisfied
0.66 - 0.80 Satisfied
0.81-1.00 Very Satisfied

Source: Fitriani et al., 2018
b.  Importance-Performance Analysis (IPA)

The Importance-Performance Analysis (IPA) method is a technique for measuring each aspect of a service, based on its level of importance to customers,
compared to a performance score. The use of the IPA method determines the priority order of factors that can be used to analyze the determinants of
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customer satisfaction and what needs to be improved in performance. According to Indrajaya (2018), the calculation stage for determining the satisfaction

performance score is carried out using the IPA method as follows:
1. Determine the level of fit between importance and performance
Tki xi x 100%
= yi
Information:
TKi = Respondents’s Suitability Level
Xi = Performance Score (x to i)
yi = Importance Value (y to i)
2. Calculate the average importance value and all attribute performance
g5 W
n n
Information:
X = Average Score Performance of each Variable
y = Average Importance Score of each Variable
n = Number of Respondents
3. Create a Cartesian diagram, namely a coordinate system that determines position with the following quadrants:
Quadrant | ‘ Quadrant 11
Quadrant 11 ‘ Quadrant IV

Fig. 1 - Science Analysis Diagram

Quadrant I: Service attributes that users consider important but whose performance is still unsatisfactory. Therefore, these factors must be
improved immediately (Top Priority).

Quadrant Il: Service attributes that are important to users, while service provision is also well-established, become a standard that must be
maintained (Maintain Performance).

Quadrant I1: Service attributes that are considered not so important by users, while the service is also carried out with mediocre performance
(Low Priority).

Quadrant I1V: Service attributes that are not actually important to the user, but are provided at full capacity, are therefore considered wasteful
(excessive).

Port development strategy analysis is part of efforts to optimize ongoing fisheries activities. A SWOT analysis is used to determine the level of readiness
of each overall function to achieve targets. According to Rangkuti (2013), there are several stages of a SWOT analysis, including:

1.

2.

3.

The data collection stage, namely in the form of evaluation data for internal and external factors.
The analysis stage, namely the stage of creating internal, external and SWOT matrices.

Decision-making stage

The process of creating internal and external matrices has the following stages:

1.

2.

Column 1 is created to contain a composition of factors from the port which are divided into two (internal and external).
Column 2 contains the weighting given to each factor with the following details:

0.20 = very strong

0.15 = above average

0.10 = average

0.05 = below average

0.00 = no effect
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3. Column 3is created to fill in the calculation of ratings on factors based on their influence on the conditions of Tegalsari Fishing Port. The
value range used is 1-4 with the following details:

. 1 = Not Important

. 2 = Less Important

. 3 = Important

e 4 =Very Important

4. Column 4 is created to present the value of the product of the weight and the rating.

5. The results obtained from the total score of each internal and external factor will be useful for compiling a SWOT matrix in determining
development strategies.

A SWOT analysis was used to formulate a development strategy for the Tegalsari Fishing Port by evaluating internal and external factors. Internal factors
include facilities, human resources, and services within the port, while external factors include human resources, the environment, fish prices, and
technology. The results of this analysis are presented in Table 2 and 3 as a basis for developing the development strategy.

Table 2 - Internal Factors in Determining Development Strategy

Internal Factors Weight Rating Weight x Rating

Strength

Complete facilities at Tegalsari Fishing Port
Strategic location of the Fishing Port
Experienced Human Resources Department
Easy and fast licensing services (sailing license)
Weakness

Basic port facility standards

Silting of the harbour basin

Facility layout at Tegalsari Fishing Port

Low competency of human resources (fishermen)

Total

Source: Research, 2024

Table 3 - External Factors in Determining Development Strategy

External Factors Weight Rating Weight x Rating

Opportunity

Increasing demand for fish products

Price movements of fish products

Potential for the private sector to be an investor
Fairly extensive marketing and distribution network
Threat

The location of the fishing ground

Fish populations in the sea (overfishing)

Total

Source: Research, 2024
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3. Results and Discussion

Location Overview

Tegalsari Archipelago Fishing Port is located in Tegalsari Village, West Tegal District, Tegal City (precisely 109°10'0" East Longitude, 07°01'0" South
Latitude) with an area of 17.2 ha has a major role in the interests of the fisheries industry, such as cold storage, workshops, offices (service units), and
shops located within the port area and supported by security facilities. Facilities such as anchorage pool (17 ha) and docks (0.15 ha) experience over-
capacity by accommodating 100-150 GT vessels that exceed the capacity of 30-50 GT. Dense activity causes obstacles and queues of ships. Despite being
a major contributor to non-tax revenue in the fisheries sector, facilities and services have not been able to support the high activity of the port.

As one of the main fishing ports in Central Java Province, operations at Tegalsari fishing port play a crucial role in supporting the fisheries business
network. Facilities are still under development, in line with the port's upgrade at the end of 2024. The following is a list of Tegalsari fishing port main
facilities, presented in table below:

Table 4 - Basic Facilities at Tegalsari Archipelago Fishing Port

Facility Type Length/Area Information

Shipping Route 6000 m? depth<3m

Breakwater (west & north) 650 m & 700 m

Dock (unloading & mooring) 358 m? & 694 m? depth<3m
ship + 25 unit
length <21 m
width <6 m

Navigation Facilities (lighthouses & guide beacons) 2 beacon signs

1 guiding beacon

Connecting Road 2248 m

Pool (anchor & supplies) 16.4ha & 2.6 ha depth<3m
ships < 500 units
length <21 m
width <6 m

Land 17.2 ha active + 12.5 ha

Revetment 1657.8 m

Source: Tegalsari Archipelago Fishing Port (Integrated Service Unit) Data, 2024.
Fishermen’s Satisfaction Level

Fishing ports not only provide facilities for unloading and handling catches, but also provide effective services for fishermen. According to Lubis (2012),
ports need to handle loading and unloading quickly, maintain fish quality, and facilitate marketing through auctions that benefit both fishermen and
traders. Fisherman satisfaction is a clear indicator of service quality, which must be responsive to user needs. Analysis of fishermen's satisfaction levels
was conducted using two methods, namely CSI and IPA, in an effort to determine the level of satisfaction, level of importance, and performance of the
facilities and services available at the port.

a.  Customer Satisfaction Index (CSI)

The CSI method is applied to evaluate the extent to which the performance of basic port facilities, which support fishing operations, has met fishermen's
expectations. This method will generate a satisfaction score for fishermen (as customers) regarding the facilities and services they receive. The CSI results
below demonstrate fishermen's satisfaction with Tegalsari Fishing Port. The following are the three basic facilities that were the object of the fisherman
satisfaction score review:

1.  Pool

The fishing port's pool facility are designed to accommodate fishing vessels for mooring, anchoring, and replenishing supplies. They also serve as
maintenance facilities for vessels and fishing gear, and to ensure their condition before operations. These facilities are crucial for supporting the activities
at the fishing port. Research findings on the level of satisfaction among fishermen using the pool facilities are presented in table below:
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Table 5 - CSI Calculation Results for Pool Facility

Attribute Average Average Score Weighting Weighted
Importance (MIS) (Pl\(jlr;(;;mance MIS x MSS Factor (WF) Score (WS)

1 4.47 243 10.86 0.156 0.379

2 3.92 245 9.60 0.137 0.336

3 4.47 2.23 9.97 0.156 0.348

4 476 2.13 10.14 0.166 0.353

5 3.92 2.38 9.33 0.137 0.326

6 3.76 3.38 12.71 0.131 0.443

7 3.32 2.60 8.63 0.116 0.302
WT=X WS 2,487
CSl= (WT/5) x 100% 49.74%

Source: Research, 2025.

Based on Table 5 above, the CSI percentage was 49.74%, indicating dissatisfaction with the pool facility. Fishermen believe this facility is not up to
standard, with the area restricting boat movement and prone to shallowing, which can lead to shipwrecks. This is an obstacle that must be addressed
immediately by the port to maintain operational standards.

2. Dock

Dock facility play an important role in supporting the primary activities of fishing vessels, including loading and unloading catches, refueling, and product
distribution. As the operational center of the port, docks play a crucial role in ensuring smooth operations, from receiving the catch to distributing it to
clients (or traders). The efficiency of these facilities directly impacts fishermen's productivity and overall port performance. Research findings related to
the level of satisfaction of fishermen as users of this facility are presented in table below:

Table 6 - CSI Calculation Results for Dock Facility

Attribute Average Average Score Weighting Weighted
Importance (MIS) Performance MIS x MSS Factor (WF) Score (WS)
(MSS)

1 4.55 2.45 11.15 0.164 0.402

2 3.88 253 10.20 0.140 0.354

3 4.50 2.58 11.61 0.162 0.418

4 3.63 2.50 9.08 0.131 0.328

5 4.10 2.30 9.43 0.148 0.340

6 3.63 3.45 12.52 0.131 0.452

7 343 2.63 9.02 0.124 0.326
WT=XWS 2,620
CSI= (WT/5) x 100% 52.40%

Source: Research, 2025.

Based on Table 6, which presents the results of data processing related to fishermen's satisfaction with this facility, the CSI percentage was 52.40%, or
quite satisfied. Fishermen believe that this facility can be given a "quite satisfactory" rating, reflecting its routine performance in supporting port
operations. However, improvements are needed to prevent the unloading process and mooring from being disrupted by routine congestion.

3.  Breakwater

Breakwater, considered a basic facility for fishing ports, serve as primary protection to mitigate the impact of tidal waves that can disrupt port activities.
This facility is crucial for creating a stable environment and ensuring the continuity of port operations. Research findings on fishermen's satisfaction
levels, or CSI, regarding breakwater facility presented in table below:
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Table 7 - CSI Calculation Results for Breakwater Facility

Attribute Average Average Score Weighting Weighted
Importance (MIS) (Pl\(eﬂr;(;;mance MIS x MSS Factor (WF) Score (WS)

1 4.15 248 10.29 0.152 0.377

2 4.40 2.33 10.25 0.161 0.375

3 4.40 2.28 10.03 0.161 0.367

4 3.48 2.83 9.85 0.128 0.362

5 3.75 2.78 10.43 0.138 0.384

6 3.63 2.98 10.82 0.133 0.396

7 3.45 2.15 7.42 0.127 0.273
WT=X WS 2,534
CSI= (WT/5) x 100% 50.68%

Source: Research, 2025.

Based on Table 7, which calculates the level of fishermen's satisfaction with the breakwater facilities at the fishing port, the CSI percentage is 50.68%,
or quite satisfied. Fishermen are concerned that the facility, which act as harbour protectors, are not performing optimally in protecting the harbour basin
from tidal waves. The breakwater needs to be renovated (and expanded) as the fishing port are already overcapacity.

b.  Importance-Performance Analysis (IPA)

The Importance-Performance Analysis (IPA) method serves as a service quality measurement tool by comparing the level of importance and actual
performance of each attribute. This method produces a four-quadrant graph: () high priority, (1) maintaining performance, (1) low priority, and (IV)
excessive. The IPA method will provide guidance regarding the highest priority attributes for improvement, performance maintenance, and efficiency
implementation. This aims to meet the level of satisfaction of fishermen. Based on the use of the IPA method in the data processing process, the following
are the results obtained from the three main facilities at Tegalsari Fishing Port:

1. Pool
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Fig. 2 - Important-Performance Analysis (IPA) Diagram of Pool Facility

Based on Figure 2 above, the Cartesian diagram of the pool facilities shows an interpretation based on the level of importance of each attribute. The
results of the IPA show 4 quadrants consisting of quadrant | with 3 attributes, quadrant 1l without attributes, quadrant 111 with 2 attributes, and quadrant
IV with 2 attributes. Quadrant | which contains 3 attributes is suspected to be the main priority to be improved for the smooth operation of the port. The
three attributes in quadrant | include the shallow Pool Facility Condition (impacting the risk of shipwrecks), Response to Operational Constraints which
are prone to occur, and Coordination of Ship Movements which is still prone to causing collisions and obstacles.Moving on to quadrant Il, which houses
attributes with high levels of importance and performance, there are no attributes found in this facility that are capable of providing maximum performance
with their important roles.
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Moving on to quadrant 111, which contains two attributes with low priority status. The two attributes located in quadrant 111 are Service Capability in the
Pond Area in the form of navigation assistance and pond maintenance, as well as Timeliness of Service that has not been resolved. Quadrant 1V, which
has the status of an excessive effort quadrant, indicates that the pond facility has two attributes in it. The two attributes located in quadrant IV are Facility
Security, which is considered adequate, and Staff Ability to Serve Activity Needs in the Pond (assisting fishermen).

2. Dock
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Fig. 3 - Important-Performance Analysis (IPA) Diagram of Dock Facility

Based on Figure 3 above, the Cartesian diagram of the dock facilities shows an interpretation based on the level of importance of each attribute. The
results of the IPA show 4 quadrants consisting of quadrant | with 3 attributes, quadrant Il without attributes, quadrant Il with 3 attributes, and quadrant
IV with 1 attribute. Quadrant | which contains 3 attributes has the status of the main priority to be improved for the provision of maximum facilities and
services. The three attributes of quadrant I, including the Condition of Dock Facilities which are poorly maintained and have overcapacity status,
Smoothness in the Ship Mooring Process which has not been maximally coordinated, and Timeliness of Service related to overcapacity status and duration
of unloading the catch.

Moving on to quadrant Il, which contains attributes with high levels of importance and performance, unfortunately, no attributes of the dock facilities
were found to perform optimally for their important role. Moving on to quadrant 111, which contains three attributes with low priority status. The three
attributes in quadrant Il are Service Capability in the Dock Area related to unloading catches, which is not so important, Response to Facility Constraints
from Officers to overcome operational obstacles, and Officers' Ability to Meet Dock Needs, which is considered a non-priority. Quadrant 1V is a quadrant
with overperformance, indicating the presence of one attribute. This one attribute is Facility Security, which is considered sufficient by fishermen.

3.  Breakwater
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Fig. 4 - Important-Performance Analysis (IPA) Diagram of Breakwater Facility

Based on Figure x above, the Cartesian diagram of the breakwater facility shows an interpretation based on the level of importance of each attribute. The
results of the IPA show that the four quadrants consist of quadrant | with 4 attributes, quadrant 1l without attributes, quadrant 111 with 1 attribute, and
quadrant IV with 2 attributes. Quadrant | with 3 attributes in it, is suspected to be the main priority to ensure the smooth operation of the port. Attributes
in quadrant | include the Readiness of Breakwater Facilities which play an important role in facing changes in tidal waves, the Condition of Breakwater
Facilities with conditions that are monitored to experience erosion that need to be repaired immediately, the Accuracy of Breakwater Facility Design that
needs to be improved (width, height, length, and channel design) to be more ideal, and the Protection of Fishing Vessels.

Moving to quadrant Il with attributes of high importance and performance. Unfortunately, no breakwater facility attributes with maximum performance
and important roles were found. Shifting to quadrant I11 which contains 1 attribute with low priority status. The attribute in quadrant 111 is a Response to
Fishermen's Input regarding Facilities that has not been responded to, but this is not urgent. Quadrant IV with high performance, shows the breakwater
facility has 2 attributes with low importance. The two attributes are the Response of Officers if the Breakwater is not functioning optimally and the Impact
of Breakwater Facilities on Ship Entry and Exit Routes with renovation as the priority of both.

Development Strategy

A SWOT analysis was used to develop the Tegalsari PPN development strategy by evaluating both internal and external factors within the port. These
factors were identified through field observations and interviews with key informants and analyzed to address issues, solve problems, and optimize
potential. The following identifies the two factors influencing the Tegalsari PPN development strategy:

1. Internal
a.  Strengths
. Complete facilities at Tegalsari Fishing Port, proven by the positive response from fishermen as users.
e  The strategic location of Tegalsari, marketing, distribution, and positive evidence from other external factors.
e  The experienced and competent HRD at Tegalsari Fishing Port is proven by the quality of service.
. Easy licensing services are a positive response from fishermen regarding services at the service unit.
b.  Weaknesses
e  The standard of basic facilities at Tegalsari Fishing Port, is proven by the results of the analysis of 3 basic facilities in the research.
e The shallowing of the harbour basin is a major complaint of fishermen due to the risk of shipwrecks.
e  The layout of facilities at Tegalsari Fishing Port has an impact on the pattern of port activities being hampered at the dock.
e  The low competency of human resources (fishermen) shows that > 75% of fisherman sources have only elementary school education.

2.  External
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a.  Opportunities

e  The increasing demand for fish products, one of the fishing ports that contributes the most to Non-tax Revenue.

. Price movements of fish products, from the percentage of production & production value of Tegalsari Fishing Port (2021-2023).

e  The potential for the private sector to be present as investors, port development in the form of cold storage investors.

e  Afairly extensive marketing and distribution network is able to attract client interest and sales power.

b.  Threats

e  The more remote the fishing ground location, the more it will impact operational costs and productivity.

. Fish populations are impacted by overfishing, making fishing more difficult due to declining stocks.

Identification of internal factors (strengths/weaknesses) and external factors (opportunities/threats) of PPN Tegalsari, followed by the preparation of a
matrix to produce 4 alternative development strategies (SO, WO, ST, WT). The results of the SWOT matrix analysis related to the preparation of

alternative strategies are presented in Table 8 below:

Table 8 - SWOT Matrix

Internal

External

Strengths

1.  Complete facilities at Tegalsari
Fishing Port

2. Strategic location of Tegalsari

3. Experienced HRD at Tegalsari
Fishing Port

4.  Easy and fast licensing services

Weakness
1. Basic port facility standards
2. Silting of the harbour basin

3. Facility layout Tegalsari Fishing
Port

4. Low competency of fishermen

Opportunities

1. Increasing demand for
fish products

2. Price movements of fish
products

3. The potential for the
private sector to be
present as an investor

4. Afairly extensive
marketing and distribution
network

SO Strategy

SOL. Utilizing superior facilities and human
resources to attract investors (S1, S3, 03)

SO2. Utilizing strategic locations and
maintaining service quality to establish
partnerships (S2, S3, O4)

WO Strategy

WOL1. Embracing private investors as a key
factor in project success (W1, W2, O3)

WO?2. Revitalization of Facility Layout
Based on Fishermen and Distributor Needs
(W3, 01, 04)

WO3. Conduct training sessions for
fishermen regarding opportunities from
increased demand and product price
movements (W4, 01, 02)

Threats

1. Location of the fishing
ground

2. Fish populations
(overfishing)

ST Strategy

ST1. Service innovation in the form of
“multi-trip permits” (conditional) for
fishermen affected by the movement of
fishing grounds (S3, T1)

ST2. Prioritize licensing services (SPB) for
fishermen with environmentally friendly
fishing gear (S4, T2)

WT Strategy

WT1. Maximizing “Fishermen's Special
Gas Stations” by negotiating wholesale fuel
prices with Pertamina (W1, T1)

WT?2. Conducting training for fishermen on
the importance of sustainable fishing (W4,
T2)

Source: Research, 2025

Table 8 above presents the SWOT Matrix, which play a crucial role in helping formulate development strategies. Using this matrix, four alternative
strategies are generated: the SO (Strengths-Opportunities) Strategy with two combinations of elements, the WO (Weaknesses-Opportunities) Strategy
with three combinations of elements, the ST (Strengths-Threats) Strategy with two combinations of elements, and the WT (Weaknesses-Threats) Strategy
with two combinations of elements.
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The factor scoring process was conducted through a comprehensive analysis of SWOT aspects. The weighting and rating for each factor were determined
based on respondent data. The scoring and weighting results for the internal and external factors of Tegalsari Fishing Port are presented in Table 9 and

10 below:

Table 9 - Internal Factor Scoring Analysis

Internal Factors

Source: Research, 2025

Weight Rating Score
Strengths
Complete facilities at Tegalsari Fishing Port 0.32 3.63 1.16
Strategic location of Tegalsari 0.24 2.73 0.64
Experienced HRD at Tegalsari Fishing Port 0.22 2.83 0.62
Easy and fast licensing services 0.23 2.73 0.61
Weaknesses
Basic port facility standards 0.26 -3.40 -0.89
Silting of the harbour basin 0.34 -3.85 -1.30
Facility layout at Tegalsari Fishing Port 0.23 -2.83 -0.65
Low competency of human resources (fishermen) 0.21 -2.16 -0.54
Total -0.39

Table 10 - External Factor Scoring Analysis

External Factors

Weight Rating Score
Opportunities
Increasing demand for fish products 0.25 3.10 0.79
Price movements of fish products 0.26 313 0.82
The potential for the private sector to be present as an investor 0.24 2.90 0.69
A fairly extensive marketing and distribution network 0.25 2.80 0.69
Threats
The fishing ground location 0.26 -2.40 -0.63
Fish populations (overfishing) 0.30 -2.55 -0.76
Total 1.60

Source: Research, 2025

Based on the scoring results, values for internal and external factors are obtained. These values are then entered into the following grand strategy matrix:
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(-0,39:1,60) ® ;¢ |
Quadrant Il 1 1 Quadrant |
(Weakness & Opportunity) 0.5 1 (Strength & Opportunity)
-2 -15 -1 -0.5 0.5 1 15 2

-0.5 A1

Quadrant IV 1 Quadrant 11

(Weakness & Threat) 15 (Strength & Threat)

2

Fig. 5 - Development Strategy Matrix Quadrant
Source: Research, 2025.

Based on the matrix above, it can be seen that the chosen strategy is in Quadrant I11, namely the WO (Weakness-Opportunity) strategy. This situation is
suitable for the field conditions at Tegalsari Fishing Port. Alternative strategies with weaknesses and opportunities, namely minimizing internal
weaknesses to maximize existing opportunities. The implementation of this strategy will lead to steps taken by port developer in utilizing opportunities
to support efforts to improve facility and service standards. The following are alternative strategies in the Quadrant 111 group that can be applied in the
Tegalsari Fishing Port development strategy:

1. Private investors can be involved in strategic projects, such as partnering on facility development to meet standards and implementing
renovation projects through public-private partnerships. Partnerships with the private sector will clearly simplify processes often
hampered by budget cuts and accelerate development, as well as projects that improve the quality of the port's performance.

2. The ever-increasing product demand and extensive marketing network can create opportunities for revitalization. Concrete steps that can
be taken include zoning for workflow efficiency, conveyor construction, and the implementation of an automated queuing system (app
implementation). All of these are aimed at reducing operational time and can serve as a foundation for port development.

3. Tegalsari Fishing Port can provide training for fishermen on opportunities arising from demand and product price movements. Fishermen
respondents expressed interest and suggested that this training be directed at improving fishermen's skills, such as understanding market
movements, product diversification, and making sales decisions in response to market demand.

4. Conclusion and Suggestions

A satisfaction analysis of fishermen at the Tegalsari Port Operations Office using the CSI method revealed a "moderately satisfied" level, with scores of
49.74% (pool), 52.40% (dock), and 50.68% (breakwater). The Importance-Performance Analysis (IPA) identified three top-priority attributes (Quadrant
1), while Quadrant Il remained empty. The SWOT-based development strategy placed internal and external factors in Quadrant 111 (WO), emphasizing
collaboration with private investors, leveraging market demand, and providing training programs to enhance fishermen's skills in product diversification
and market adaptation. Given the 50% satisfaction level, port management should prioritize comprehensive improvements in infrastructure quality and
quantity while establishing two-way communication with fishermen to incorporate their feedback. Modernizing facilities, optimizing operational
efficiency, and implementing ongoing training programs—supported by clear performance indicators—are essential to achieving sustainable port
standards and improving fishermen's welfare. Further research is needed to monitor the strategy's implementation and ensure long-term success.
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