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Abstract 
The current phenomenon in the tourism business in Indonesia is the development from 
land-based to sea-based business due to its competitive advantages and opportunities in 
maritime tourism compared to those of other countries. The maritime tourism development 
is carried out by utilizing a business model. The purpose of this research was to design a 
business model that could be applied in the diving tourism business management in the 
National Tourism Strategic Area (KSPN) of Tulamben – Amed, Karangasem, Bali Province. 
The diving tourism business model was developed by utilizing the Business Model Canvas 
(BMC) by Osterwalder and Pigneur (2015). The business model designing process applied 
the descriptive analysis along with qualitative research design. Research data were collected 
through in-depth interviews, observations and secondary data study with data analysis 
using reduction, data display, and conclusion techniques. By utilizing the Business Model 
Canvas, the various potentials in KSPN Tulamben – Amed can be mapped into 9 blocks, 
namely Customer Segments, Value Propositions, Channels, Customer Relations, Revenue 
Streams, Key Resources, Key Activities, Key Partnerships and Cost Structure. 
Keywords: Business Model; Business Model Canvas; Diving Tourism; Maritime Tourism 
JEL Classification: L830, M130, Z320 

 
 
 
 
 
 
 
 
 
 
 
 
 

 



International Journal of Management and Administrative Sciences (IJMAS) 
(ISSN: 2225-7225) 

Vol. 4, No. 12, (45-64) 
www.ijmas.org 

                                                                                            

 

 

 

Copyright ©Pakistan Society of Business and Management Research 

46 

1. INTRODUCTION 
The current phenomenon in the Indonesian tourism business is the development from land-

based to sea-based business management because Indonesia has the competitive advantages and 
opportunities in developing maritime tourism compared to other countries. Maritime tourism (marine 
and coastal tourism) has become one of the new sources of economic growth having the enormous 
potential which can be developed into tourism business and serves as a driving force for the economy of 
Indonesia. Indonesia as a maritime country and the world’s largest archipelago has the marine economic 
development potential which is supported by the high productivity of its waters and endowed with 
strong natural capacity and abundant mega biodiversity infrastructure that can be "offered" to both 
domestic and foreign tourists. The business model that would be developed in this study utilized Business 
Model Canvas (BMC) by developing the business with the nine building blocks consisting of value 
propositions, customer segments, customer relationship, channels, key resources, key activity, key 
partnership, cost structure, and revenue stream. 

Diving tourism business in Bali has started to develop in the 1970’s. Karangasem Regency is one 
of the regencies that had developed diving business tourism potential since the 1980’s and has been 
recognized as the world's best diving site that is famous worldwide. The natural resource potential of the 
second longest coastline in Bali Province reaching 87 kilometers is well known among divers both 
domestic and international. The management of Tulamben – Amed area before it was established as the 
National Tourism Strategic Area (KSPN), was conducted by entrepreneurs under the supervision of the 
Tourism Office of Karangasem Regency. As business competition becomes increasingly intense, a business 
model design is required to develop diving tourism in KSPN Tulamben - Amed. The implementation of a 
proper business model is expected to make KSPN Tulamben - Amed the icon of diving tourism in 
Karangasem Regency in particular and in the province of Bali in general.  

 
Table 1. The Number of Tourist Visitto Karangasem Regency in 2012 – 2016 

KSPN 2012 2013 2014 2015 2016 TOTAL 

AMED 3.223 9.920 8.640 5.292 114.504 141.579 

TULAMBEN 71.802 73.135 77.842 39.153 12.198 274.130 

TOTAL 75.025 83.055 86.482 44.445 126.702 415.709 

Source: Local Tourism Agency of Karangasem Regency, data processed until 2016 
 

2. LITERATURE REVIEW 
a) Model 

According to Eriyatni (1999), model is an abstraction of reality, indicating direct or indirect 
relationship as well as reciprocal connection in terms of cause and effect. 

 
b) Strategic Management 

According to Pearce and Robinson (1997), management strategy is defined as a collection of 
decisions and actions that result in the formulation and implementation of plans designed to 
achieve the targets of a company. Meanwhile, according to Dirgantoro (2004), strategic 
management can be defined as a continuous process that makes an organization entirely in 
compliance with its environment. 

  
c) Business 

According to Skinner (1992), business is the mutually beneficial exchange of goods, services, or 
money. Meanwhile, according to Griffin and Ebbert (2007) business is an organization that 
provides goods or services to be sold with the intention of gaining profit. Glos et.al (1976) in the 
book “Introduction to Business” mentioned that business is the sum of activities organized by 
people who are engaged in the fields of commerce and industry, providing goods and services to 
fulfill the needs to maintain and improve the standards and quality of their lives. 

  
d) Tourism 

The definition of tourism is contained in Act No. 10 of 2009 concerning Tourism, in Chapter I, 
Article 1 on the General Provision. Based on the content of the article it can be concluded that 
tourism is the travelling activities conducted by a person or a group of people visiting a certain 
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place for recreational purposes, personal development, or study of the uniqueness of tourism 
attractions for a temporary amount of time. Tourism is the various tourism activities supported by 
a wide range of facilities and services provided by the public, entrepreneurs, central government, 
and local governments. Tourism is one of the new industries that created rapid economic growth 
in terms of providing employment, increasing income, living standards and stimulating other 
productive sectors. Tourism is regarded as a complex industry because in the tourism industry 
there are various related industries such as handicrafts, souvenirs, accommodations, and 
transportation. 
According to Wahab (2003), tourism can be regarded as something abstract, for example an 
indication describing people travelling in their own country (domestic tourism) or people crossing 
country border (international tourism). The travelling process results in interactions and 
relationships, mutual understanding, feelings, perceptions, motivations, pressures, satisfaction, 
enjoyment, etc. among individuals or groups. Tourism consists of three elements, namely human 
(as the perpetrator of the tourism activities), place (the physical element which is included in the 
activity itself), and time. 
 

e) Maritime Tourism 
According to Pendit (2003), maritime (or tirta) tourism is the type of tourism related with water 
sport activities, mostly on lake, river, beach, gulf or open sea such as fishing, sailing, diving while 
doing photo shoot, surfing competition, kayaking, etc. Maritime tourism according to Ardika 
(2000), is the tourism and environment based on maritime attractions in areas that are dominated 
by waters and marine. Meanwhile, according to Keraf (2000), maritime tourism is the activity to 
enjoy the beauty and uniqueness of natural tourism attractions in coastal areas and sea near the 
beach as well as other supporting recreational activities. Sawono (2000) described maritime 
tourism as those tourism activities that utilize natural maritime resource potentials as tourism 
attractions, as well as tourism activity forum conducted either above or below the surface of the 
sea that cannot be separated from the existence of the ecosystem that is rich with various types of 
marine biota. 

 
f)   Business Model Canvas 

According to Osterwalder and Pigneur (2015), Business Model Canvas is the platform that is used 
to describe, visualize, assess, and change business models. Elements in the Business Model Canvas 
include nine basic building blocks namely customer segments, value propositions, channels, 
customer relations, revenue streams, key resources, key activities, key partnerships, and cost 
structure. Subsequently, the nine building blocks are explained in more detailed manner to 
resemble a canvas. Therefore, by using this canvas, the business model of a company can be 
described in a single document that can be understood by all parties. The nine building blocks of 
business model serve as the fundamental elements for the concise tool called the Business Model 
Canvas. According to Osterwalder (2015), business model is a visualization which represents how 
a business organization conducts the activities of sales and purchase of goods/services to gain 
profit. 
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Table 2. Business Model Canvas 

Model Dimension Internal  Analysis External Analysis 

Infrastructure 
 

Key Resources 
Core resources owned 
by company to create proposition value 

Key Partnerships 
Individuals and external agencies 
that support the running of a business 
in a company in order to optimize 
the ability to manage resources 
as well as the ability to reduce number 
of risks 

Key Activities 
A series of activities to convert assets or 
main resources 
into value propositions offered to 
customer segment 

Value 
Propositions 

A series of unique values implemented and favored by an individual or organization 
to create work, goods or services. This component has a competitive advantage and 
distinct uniqueness to the business organization 

Customer 

Customer Segments 
Company's focus in serving a group of 
people or organizations 
targeted by an institution or 
a company 

Channels 
Manners employed by company to 
deliver the value proposition to 
customer segments. Selecting the 
the proper channel can attract focused 
customer segments 

Customer Relationship 
The manner of a company to 
guarantee or ensure long-term 
relationship with consumers in order to 
support company’s operational 
and development  

Finance 

Cost Structure 
Budgetary funds borne by company due 
to occurring production process as well 
as operations 

Revenue Streams 
A company fund income as a result of 
customers who transfer funds for the 
use of the goods and/or services of the 
company 

Source: Summarized from Osterwalder and Pigneur (2015) 
 

3. METHODOLOGY 
This research study has opted to apply descriptive analysis along with qualitative design method. 

Primary data were collected through in-depth interviews and observations, while secondary data were 
obtained through documentations already available in places like library to study with regard to diving 
tourism activities in KSPN Tulamben – Amed, Karangasem, Bali Province. According to Lofland (1984), for 
the qualitative research, data collecting process included getting in and getting along processes in 
research location as well as data logging. In data logging process, three kinds of techniques were 
performed namely participatory and non-participatory observations and in-depth interviews.  

Through in-depth interviews, information or opinions were collected from diving centers or 
diving operation entrepreneurs, diving masters/guides/instructors, the Tourism and Culture Agency of 
Karangasem Regency, Gahawisri of Bali Province and Karangasem Regency, Bali Professional Divers 
Association (APPB), Organization of Indonesian Diving Tourism Companies (PUWSI), Tulamben Diving 
Guide Organization (OPST), Community of Social Institutions/NGO, as well as consumers of diving 
tourism (divers). As for documentation/library study, documents and information collected were in the 
form of photos, reports, journals, as well as official documents related with the focus of this research. This 
research applied non-probability sampling i.e. purposive sampling technique. Meanwhile, for data 
analysis, reduction, data display, and conclusion techniques were applied. 
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4. RESULTS AND DISCUSSION 
KSPN Tulamben – Amed is located in the Karangasem Regency, Bali Province. Karangasem 

Regency is a regency in the eastern most tip of Bali Island. The regency includes 2 sub-districts consisting 
of 9 villages namely Kubu Sub-district (Batu Ringgit, Kubu, Tulamben, and Dukuh) and Abang Sub-district 
(Datah, Labasari, Purwakerti, Culik, and Bunutan). Geographically, Karangasem Regency is located at 
8o00'00"-8o41'37.8" South latitude and 115o35'9.8"-115o54'8.9" East longitude. This regency is one of the 
nine regencies/cities in Bali Province. It takes around 2 hours of road trip to reach the province capital 
from Karangasem Regency. These conditions cause the economic growth and development of the area to 
not be as rapid and astir as the other areas located around the province capital, such as Gianyar or 
Badung.  

The area of Karangasem Regency covers 839.54 Km2 or 15% of the 5,632.86 Km2 of Bali Province. 
With the coverage, Karangasem is ranked as the third largest regency next to Buleleng and Jembrana. 
Karangasem Regency has 87 Km of coastline stretching from Kubu Sub-district in the North, Abang Sub-
district in the East, and Karangasem and Manggis Sub-districts in the South. Karangasem Regency is also 
known as “The Pearl from East Bali” of which tourism development is emphasized on the values and 
strength of cultural diversity. KSPN Tulamben – Amed is one of the best and most famous diving sites in 
the world. The shipwreck of USS Liberty that is overgrown by corals and inhabited by various under 
water creatures can be found in the area.  

Another area included in the development of KPSN Tulamben – Amed diving site, is Amed diving 
site located at the eastern end of Karangasem Regency that offers underwater artificial beauty, 
biodiversity, and sun rise and is supported with fishing activity attractions such as fishermen with their 
Jukung (Balinese traditional boat) and the traditional salt production by the locals. In addition, this KSPN 
is highly feasible of being the new tourist destination because it has the interesting and varied elements 
supported by beautiful panorama and culture potentials. Tourists can do activities other than diving 
/snorkeling, such as trekking, rafting, fishing, as well as observing various traditional cultures that are 
laden with distinct characteristics and uniqueness of large Hindu traditional ceremonies, for example 
“Usabha Sembah”, “Mekare-kare” and “PandanWar” in Tenganan Village, “Usabha Dangsil”in Bungaya 
Village, “Usabha Dodol”in Selat Village, “Gebug Ende”in Seraya Village, and so on.  

The area also offers beautiful landscapes such as Mount Agung whose panorama blends 
beautifully with that of the ocean or commonly known as “Nyegara Gunung.” The combination of sea and 
mountain panorama adds value to the religious aspect; Gunung Agung is considered as a shrine and the 
ocean as the place to purify oneself for the Hindus in Bali. 

Internal and external environmental analysis were conducted in this research to observe the 
entire potentials of KSPN Tulamben – Amed, namely the strength of: (1) the beautiful marine 
environment including under water and coastal environment, which is famous as diving and snorkeling 
areas particularly the shipwreck and artificial underwater life; (2) approximately 30 diving spots that can 
be found in the area, particularly Tulamben diving site that was recognized as the world's best macro 
diving location; (3) the wonderful blend of ocean and mountain panorama (Nyegara Gunung) as well as 
the local wisdom of “Tri Hita Karana”; (4) the nearby Hindu shrines such as Besakih and Lempuyang 
Luhur Temples; (5) the adequate land and sea transportation access such as Padang Bai seaport and 
Amuk Bay for large ships/speed boats, as well as a small port for speed boats in Amed area; (6) the 
community who through Culture Village is engaged in area development by establishing “awig – awig”; 
(7) area conservation through the establishment of artificial underwater life to develop artificial coral 
reefs; (8) the community such as the Tulamben Diving Guide Organization, Community Supervisory 
Group, Neighborhood Security System (Siskamling) Groups and porter/helper groups who socially and 
economically play a role in maintaining the tourism resources potentials.  

The weaknesses of the KSPN Tulamben-Amed include: (1) supporting tourism infrastructure is 
not yet well managed, for example the quality of public toilets/wash-off spaces for visitors, lightings 
during the evening, tracks for pedestrians on the coast, trash bins, parking lots, integrated Tourist 
Information Center (TIC) and security; (2) the region does not have a management agency yet therefore 
the management is unclear and directionless; (3) the local government has not set up area management 
and development program particularly in the form of integrated tourism business model; (4) 
coordination, cooperation, and communication among related sectors and stakeholders in improving the 
quality of the area has not been sufficient; (5) the ability of human resources in tourism field has not been 
adequate; (6) the promotion of the area is not conducted integrally; (7) the area does not have any 
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regulations on area zoning, tourism code of conduct, and carrying capacity (particularly shipwreck) to 
reduce damage potentials and environment quality decline. 

The opportunity of KSPN Tulamben – Amed, include: (1) global and national economic conditions 
with the rise of US Dollar to Rupiah exchange rate and the decline of oil prices contribute positively 
towards the visit of tourists to Indonesia particularly Bali; (2) the trend of nature-based tourism world 
strongly support the nature potential of development in the area; (3) the government policy by 
establishing KSPN Tulamben – Amed area as tourism attraction among the 11 national tourism strategic 
areas; (4) the national and international political stability that creates safe and comfortable feelings for 
tourists traveling to Indonesia especially KSPN Tulamben-Amed; (5) progress in information technology 
facilitates promotion and income increase potential based on the ‘willingness to pay’ (WTP) survey 
results; (6) the policy to develop the area into a sustainable maritime eco-tourism area; (7) the mentoring 
from non-governmental organizations to enhance and develop local communities’ participation in the 
management, conservation and protection of the environment in KSPN Tulamben – Amed; (8) the 
establishment of KSPN Tulamben – Amed area to be included in the Maritime Conservation Zone in order 
to preserve the existence of the shipwreck. 

Threats to the development of KSPN Tulamben – Amed as tourism area are: (1) tourist 
destinations which also offer diving and snorkeling as does KSPN Tulamben – Amed, are Menjangan and 
Nusa Penida; (2) the capability of local workforce in tourism and diving tourism fields is still insufficient; 
(3) global warming, coral bleaching and the damage potential to the physical condition of the shipwreck 
due to community/tourist behavior to the environment; (4) the high number of tourist visits to do diving 
activities, particularly in the area of the shipwreck; (5) the activities of mineral and stone quarry mining 
adjacent to the KSPN Tulamben – Amed; and (6) politic or economic policies that affect business 
processes in the area. 
 

 
Figure 1. Map of KSPN Tulamben – Amed area, Karangasem Regency, Bali Province 
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Figure 2. Shipwreck at KSPN Tulamben – Amed, Karangasem, Bali 
 

 
Figure 3.  Artificial Reef at KSPN Tulamben – Amed, Karangasem, Bali 
(picture take by Pepe Arcos) 
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Table 2. Diving Tourism Business Model Canvas in KSPN Tulamben-Amed 

KEY 
PARTNERSHIPS 
1. Partner: helper/porter & 

boatmen 
2. Supplier of diving equipment 
3. Dive 

guide/instructor/divemaster  
4. EntrepreneursAccommodation 

& Restaurant 
5. Driver/rent car 
6. Dive tour/dive center/dive 

operation 
7. Dive certification agencies: 

PADI, SSI, NAUI, CMAS, POSSI, 
RAID, etc. 

8. Central and local government 
9. Local NGO 
10. Print/electronic/online media 

KEY ACTIVITIES 
1. Services 
2. Establish good 

relationships with customers 
3. Diving trip & land tour  
4. Customer service  
5. Special promotion for 

disabled customer segment and 
repeat guest 

VALUE PROPOSITION 
1. Underwater 

landscape with 
megabiodiversity, 
shipwreck, macro 
dive, night dive and 
artificial underwater 

2. dive sites for 
disabled customer 
segment 

CUSTOMER 
RELATIONSHIPS 
1. Personal 

Assistance/service 
excellence 

2. Personal 
Communication 

3. Feedback (use of 
telephone contact, 
email, and question 
form) 

4. Discount  
5. Membership (diver 

community) 

CUSTOMER SEGMENTS 
1. Domestic and foreign 

tourists with interest in 
diving tourism 

2. Men and women aged 
12 – 40 years and up 

3. Good health conditions 
and have the ability to 
swim 

4. Disabled customer 
segment  

  

KEY RESOURCES 
1. Local human resources at 

KSPN Tulamben-Amed 
2. Physical resource such as 

supporting infrastructure of 
diving tourism  

3. Natural resources 
4. Special marketing team 
5. Dive 

guide/instructor/divemaster 
backup 

CHANNELS 
1. Offline: word of 

mouth, tourism 
exhibition event 

2. Online: website, 
Facebook, Twitter, 
WhatsApp group, Line 
group, mailing list, 
forum, YouTube 

COST STRUCTURE 
1. Human resource, salary of employees; training of dive master/instructor, wages of 

porter/helper and freelance dive guide/dive master/instructor  
2. Production and operation costs 
3. Promotion 
4. Addition/improvement of supporting infrastructure of diving tourism 

REVENUE STREAMS 
1. Entrance ticket/retribution& village levy 
2. Parking 

service/accommodation/food/transportation/diving trip 
3. Incoming tourists especially repeat guest 
4. 60% one-day trip tourist program, 40% of diving tour 

Source: data processing results by researcher (2017)
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1. Value Proposition  
Based on interview and observation results, the value proposition afforded by KSPN Tulamben – 

Amed to customers in this diving excursion business has the nature of adventure, danger, high risk, 
environmental education, and each has different levels of challenges. KSPN Amed – Tulamben has the 
advantages which can be offered in the form of underwater natural beauty with its abundant mega 
biodiversity, shipwreck, macro/night dive and artificial reef beauty. This area is a great dive site that 
can also be enjoyed by the disabled segment. This region has had a strong value proposition for both 
domestic and foreign tourists who do diving, with specific segmentation. 

 

 
Figure 4. Temple Artificial Reef at Amed Dive Site 
 
2.   Customer Segments  

The existing customer segment in the diving tourism business are domestic and foreign tourists 
who are interested in diving, men and women with a minimum age limit of 12 years, who have good 
health condition and the ability to swim. In addition, this tour can also be taken by prospective 
consumers with limited ability (disabled people). KSPN Tulamben – Amed is the main diving site of 
choice in Bali especially of divers who like macro and wreck dives. Visits to this region are mostly done 
in groups compared to those done individually, in which the power of togetherness while sharing 
experiences will become interesting stories especially among visitors from different countries. 

 



International Journal of Management and Administrative Sciences (IJMAS) 
(ISSN: 2225-7225) 

Vol. 4, No. 12, (45-64) 
www.ijmas.org 

 

 

 

 

Copyright ©Pakistan Society of Business and Management Research 

54 

 
Figure 5. Divers with Jukung in Amed Dive Site 
 
3.   Channels  

Channels utilized to reach out to prospective consumers/customers are among others word of 
mouth and participating in regular/scheduled exhibitions/events particularly in diving tours such as 
the Deep & Extreme Indonesia, Indonesia International Outdoor Festival (IIOutfest), Malaysia 
International Dive Expo (MIDE), Diving &Resort Travel Expo (DRT), The Diving Equipment & 
Marketing Association (DEMA), Asia Dive Expo (ADEX), and Thailand Dive Expo (TDE).  

In addition, KSPN Tulamben – Amed can utilize the current information technology media, such 
as websites, Facebook, Twitter, WhatsApp groups, Line groups, mailing lists, forums and YouTube to 
reach out to customers, especially foreign tourists. Taking advantage of promotion and communication 
channels through online media/social media can reduce operational costs compared to utilizing 
conventional publication media.  

KSPN Tulamben – Amed has not established any cooperation with relevant parties in marketing 
except with the central government under the "Wonderful Indonesia" brand. This distribution 
management should involve many parties, such as entrepreneurs (accommodations, travel agents, and 
restaurants), communities, and dive guides/dive masters/instructors as indirect distribution channels 
to tourists. 
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Figure 6. Owner Dive Operator meeting with New Customer at Japan  
(Picture take by I Nengah Suta) 
 
4.   Customer Relationships  

The relationship with customers falls in the category of personal assistance, which is conducted 
through direct communication where the owner (business owners/dive centers/dive operation 
managers) stands by, monitors operational activities and pays attention to customer satisfaction. 
Owner communicates directly with customers, so he or she can find out directly about their 
complaints and satisfactions. In case of a complaint, the owner will directly handle it and improve the 
service to customers.  

In addition, online feedback service should be provided in official website or other media to 
measure customer satisfaction and to be followed up as corrective measures. Owner provides phone 
contact and e-mail address should customers or prospective customers need more information. These 
activities are imperative to be carried out in order to retain long-time customers and draw new 
customers so as to promote the sustainability of the region.  

The involvement of diving groups or associations in maintaining customer relationship is 
conducted by organizing divers’ gatherings that take place in the area. Another thing that can be 
carried out is applying different pricing and discounts for domestic and foreign tourists visiting the 
area that are subject to terms and conditions. 
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Figure 7. Clean up Dive gear service at Amed Dive Center 
 
5. Revenue Streams  

Revenue stream received is derived from incoming visitors, domestic and international tourists. 
The contribution from this line of business isreceived through tourist program service offered to 
customers, of which one-day trip program contributes 60% higher compared to 40% of diving trip. 
Some visiting guests are repeat guests. Other revenue streams are derived from area retribution, 
tourism tax, culture village levy, the Indonesian State Budget/the Regional Government Budget 
(APBN/APBD) and CSR/Community Development fund. 

 
6. Key Resources  

The main resources of the tourism business are human resource, physical assets (facilities), and 
natural resources. Human resource is mostly the people who live in the area of KSPN Tulamben – 
Amed, who should be supported by sound competent ability in both quality and quantity. Physical 
assets are the various facilities available in KSPN Tulamben – Amed, such as accommodations, 
restaurants, ATM, supermarkets, toilets, parking lots, etc. Natural resources are the main resources 
that serve as the attraction and selling points ofKSPN Tulamben -Amed. 
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Figure 8. Matahari Tulamben Resort at Tulamben Dive Site 
 

 
Figure 9. Parking Area at Tulamben Dive Site 
 
7.  Key Activities  

The key activity is the service operation which includes the preparation of the services 
(excursions) required by customers because the key activities conducted are mostly fun dive and 
taking diving license. The process requires good service, so that good relationship with customers can 
be formed. Tourists visiting the area can be involved in maintaining and monitoring nature 
conservation as the form of social responsibility. Dive tour/dive center/dive operation can contribute 
to and involve tourists in area maintenance process by giving social donations intended for 
environmental management, such as the creation or addition of artificial reefs. 
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Figure 10. Coral Monitoring at Amed Dive Site 
 
8. Key Partnerships  

The main partners in the diving tourism business are the diving gear helpers/porters, boatmen 
(when using jukung boat), diving gear suppliers, diving guides/instructors/diving masters, 
accommodation owners, restaurant owners, drivers, dive tour/dive center/dive operation providers, 
diving certification institutions (PADI, SSI, NAUI, CMAS, POSSI, RAID), as well as the mass/online 
media that have been promoting KSPN Tulamben – Amed. This area can partner with the 
governments, entrepreneurs, academics, and the community in conserving the environment. 

 

 
Figure 11. dive agency 
 
 
 
9. Cost Structure  

The cost structure incurred for human resource and operational costs. The salary of employees is 
the largest expense because human resource is a very important resource. In addition, there is also 
the cost for employee training and wages of porters/freelancers, dive guides/dive masters. 
Operational cost is the largest main activity cost incurred, for example the cost for promotion, 
infrastructure repair/upkeep/maintenance, ecosystem control and maintenance, addition of dive 
tour supporting facilities, and community empowerment. 
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Figure 12. Porter at Tulamben Dive Site 
 

 
Figure 13 Dive Guide & Dive Master at Matahari Tulamben Resort 
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Table 3. SWOT Analysis Based On Business Model Canvas 

ASPECTS STRENGTH WEAKNESS OPPORTUNITY THREAT 

CUSTOMER 
SEGMENTS 

1. Domestic and foreign 
tourist segment 

2. Repeat guests 
3. Diver Segmentation 

based on wish list/interest 

1. Divers have age and 
health standardization  

2. Nature tours with high 
risk 

3. Cost in getting diving 
license 

4. Standard price for diving 

1. Tourists visits can be increased 
through exhibitions 

2. Diving tourism starts to become 
the trend in nature tourism to some 
people 

3. Weather conditions and 
underwater beauty 

4. Disabled segmentcan take the 
tour 

1. Competitors with the same 
segment/type of tour, such as Nusa 
Penida, Padang Bai and Menjangan 

2. The increasingly high cost of 
living lowers the allocation 
oftravelingcost 

VALUE 
PROPOSITIONS 

1. Diving tourism 
potential, 

2. Cheaper tour cost 
compared to those of 
competitors 

3. Easy access by road 
4.  Unique underwater 

potential 
5. Shipwreck and artificial 

underwater 
6. Macro, night and wreck 

dives 

1. Inadequate tourism 
supporting infrastructure  

2. Diving tourism area still 
gives the  dirty, unkempt and 
less hygienic impression 

1. Management of other tourism 
potentials other than diving tours 

2. Improvement of equitable 
socioeconomic conditions of local 
communities 

3. Establishment of diving and 
other supporting means pricing 
standards 

4. Establishment of KSPN 
management agency 

5. Creating new value as a 
differentiation with competitors’ 
diving tourism 

1. Global warming  
2. Illegal fishing  
3. Sea water and coastal area 

pollution 
4. Political will in area 

management 
5. Establishment of diving tourism 

area zoning  still non-existent 

CHANNELS 

1.  Cooperation with travel 
agents, resorts and 
associations 

2. Participation in national 
and international exhibitions 

Promotional media such as social 
networking/online 
media/smartphone 
application/one-stop service 
website  have not been developed 
well 

Taking advantage of the progress and 
advancement of information technology 
(IT) to facilitate promotion 

Similar tourism promotions have been 
done by competitors 
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ASPECTS STRENGTH WEAKNESS OPPORTUNITY THREAT 

CUSTOMER 
RELATIONSHIP 

1. Discounts for 
customers/ domestic 
consumers 

2. Divers Gathering by one 
of the divers’ communities 

1. Logging of diving tourists is 
not yet available  

2. Integrated customer 
relationship program still 
non-existent 

3. Feedback from visitors on the 
area 

Taking advantage of the progress and 
advancement of information technology 
(IT) to facilitate customer relationship 

The management or entrepreneurs have 
not conducted innovations in Customer 
Relationship Management 

REVENUE STREAMS 

1. Varied sources of 
income 

2. Varied package of 
product offerings 

3. Specific customer 
segmentation 

Revenue received has not been 
optimally used for area 
management and development 

1. Additional revenue source 
alternatives for area management 

2. Entrance ticket combined with 
government official retribution and 
custom village levy 

Equitable revenue sharing  in area 
development is not yet apparent 

KEY RESOURCES 

1. Diversity in natural 
resources potentials 

2. Management has been 
conducted by local people 

3. Area management 
involve custom village 

1. Competent human resource 
in management is still lacking 
either in quantity or quality 

2. Diving tourism area still gives 
dirty, unkempt and less 
hygienic impressions 

1. Taking advantage of information 
technology (IT) progress  

2. Nature tourism particularly 
maritime/diving draws more 
interest to visit by tourists 

1. Global warming  
2. Illegal fishing  
3. Sea water and coastal area 

pollution 
4. Political will in area 

management 
5. The area is dominated by 

foreign human resources/parties 

KEY ACTIVITIES 

1. Area ecosystem 
maintenance and 
development have been 
conducted through village tax 
establishment 

2. Area and ecosystem 
supervision is conducted 
through awig-awig  

1. High operating and 
promotion costs  

2. Competent human resource 
in management still 
lackseither in quantity or 
quality 

3. Management agency still 
non-existent 

1. Nature tourism and education can 
be developed into ecotourism/edu-
tourism 

2. Development of sustainable green 
tourism area 

1. Increasingly high operational 
cost 

2. Policy changes in management 
can affect business processes 
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ASPECTS STRENGTH WEAKNESS OPPORTUNITY THREAT 

KEY PARTNERSHIP 

1. Partnerships with 
various government agencies, 
businesses, NGOs and local 
community 

2. Improve and strengthen 
values already exist in the 
area 

Partnerships among the 
government, entrepreneurs, 
tourism business players, NGO 
and tourists are not yet 
integrated 

1. Cooperation with relevant 
parties in area development 

2. Tourism potential development 
3. Opening up opportunities for 

investors 

1. Overlapping interests and 
policy 

2. Political policy condition and 
economic changes 

COST STRUCTURE 

Revenue can be well-predicted 
based on time of visit, types of 
visiting guests and origin of 
tourists 

High management operating cost 
particularly diving tour 
supporting means such as diving 
equipment, tanks, boats, or fuel 

1. The use of IT can reduce 
promotion cost and provide broad 
and unlimited coverage areas 

2. Taking advantage of 
APBN/APBD opportunities allocated 
for area development  

1. Increasing operating cost is 
adjusted to suit conditions 

2. Policy has not regulated area 
usage by local and foreign parties 

3. Conditions of politic policy and 
economic changes can affect 
business processes 
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Based on the results of internal and external environmental analysis, there are some development strategy 
and program alternatives that can be drawn up for KSPN Tulamben – Amed, namely: 
1. Development strategy for KSPN Tulamben – Amed tourist attraction through programs such as: a) 

structure and inventory program of diving tourist attractions; b) development program of diving tourism 
facilities and infrastructure; and c) improved security and convenience program in diving tourism. 

2. Sustainable tourism development strategy for KSPN Tulamben – Amed through programs such as: a) 
environment quality improvement program of the diving tourism main resources; b) quality improvement 
of the sociocultural life of the local communities and c) economy improvement of the community through 
diving tourism. 

3. Promotion development strategy for KSPN Tulamben – Amed through programs such as: a) national and 
international promotion of diving tourism through publications and exhibitions media, and b) 
establishment of Tourism Information Centerson every diving site. 

4. Human resource development strategy for KSPN Tulamben – Amed through programs such as: a) human 
resource improvement through training and improved quality of service to tourists in diving area; and b) 
form a diving tourism attraction management institution in order to improve the quality of human 
resource. 

 
5. CONCLUSIONS AND SUGGESTIONS 

Based on the research results by mapping the entire data obtained in the field, thereby the various 
potentials based on internal and external environment analysis could be mapped out. All of the data were 
then analyzed and designed into the 9 blocks in the business model canvas. Utilizing the business model, the 
various existing potentials were then mapped into a single process flow that would be able to develop KSPN 
Tulamben – Amed through innovations that consisted of 5 sections, namely resource-driven, offer-driven, 
customer-driven, finance-driven, and multiple-epicenter. Diving tourism business model must initially be 
developed to improve the welfare of the community (Pro Poor), to create jobs (Pro Job), to accelerate 
economic growth (Pro Growth), to preserve living environment (Pro Environment), and also to maintain the 
sustainability of natural resources (Pro Sustainability). 
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