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Abstract. At Ma’had ABC, a religious education institution, the Arabic language program plays an important
role, especially in Islamic da‘wah and diplomatic relations between Indonesia and Saudi Arabia. Since 9/11,
however, the development of the Arabic language program has stalled due to the decline of aid from Saudi
Arabian education funds. In order to improve the performance of educational institutions like Ma’had ABC,
appropriate and effective strategies are needed. Strategy preparation is done by identifying internal and external
factors (SWOT analysis), which are then analyzed using IFE, EFE, and IE matrix instruments. The data used in
this research consist of primary and secondary data processed through a content analysis method. The results
show a need to increase teachers’ capacity for school management, especially in the area of finances, increase
the capacity of educators and administrative staff of education, and develop a more exciting method of teaching
and learning to increase student participation.
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1 Introduction

Ma’had ABC is an Arabic language education institute founded in Lombok in 2002. Its establishment
coincided with the establishment of Ma’had XYZ in Cibinong. Ma’had ABC offers a D1 program of Arabic
language, which uses the LIPIA curriculum that has been adjusted to the L-DATA curriculum. The handbooks
for the program, as teaching materials, are from Saudi Arabia. In addition, a book titled Khulashah Nurul Yagin
is used as a supplementary source to facilitate students’ understanding of materials presented in Arabic.

At the beginning of the establishment, the ma’had had a large number of applicants that reached up to 200
students. About 60 students, divided into two classes, actively studied up to graduation. Yet every year, there
was a decrease in the number of applicants, and this affected the matriculated students. On average, only 40% of
students who applied finished the year. At first, Ma’had ABC offered only an ikhwan (male) class, but starting
in 2016, an akhwat (female) class was added. In the first year the akhwat class opened, 50 students registered.
The retention rate from registration to completion was approximately 60%. At this time, there were more
students in the akhwat class compared to the ikhwan class. For instance, in 2017-2018, the ikhwan class had 12
students, whereas the akhwat class had 29 students.

Funds from NAMA, an institution in Saudi Arabia, greatly affect the operational and student enrollment
rates at Ma’had ABC. When the school was first established, students received a $7 learning fee subsidy. In the
early stages, grants were used solely for supporting students and operational learning processes. Since the
location in Lombok was difficult to access, teachers and administrators often traveled there on foot. The
provision of vehicles, language labs, and mosques was fully funded by NAMA.

Apart from the funds from NAMA, operating costs at Ma’had ABC were covered by funds from institutions
and community figures in Lombok. As of this year, the teachers have not received their salary for some months.

Based on the interviews, the main problem facing Ma’had ABC is the stalled flow of funds from Saudi
Arabia that has been ongoing since 9/11. As a result, many school activities that are hampered, and teacher
salaries remain unpaid. Then, in 2018, one of Saudi Arabia’s financial institutions announced it would send
funds to Ma’had ABC if the school can develop a work program with strategies for curriculum development,
finance, marketing, human resources, and operations, taking into account its priority problems, strengths, and
opportunities.
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2. Methodology

This research can be categorized as applied research because the findings can be used as input for the
Ma’had ABC Language Institute to optimize its strategy development.

The study uses both quantitative and qualitative methods. Purposive sampling and three types of data
collection (or sources of evidence) were employed: survey (questionnaire), documentation, and interviews.

A. Survey

The main data were collected through a survey questionnaire (structured interview guide) containing items
about the concept of “satisfaction.” The sampling technique used the total population. This was possible because
the survey object coverage is not too large but quite heterogeneous.

B. Interviews

Interviews were carried out to obtain in-depth information from key participants to explore their
perceptions about the level of job satisfaction of employees and partners at government institutions.

C. Focus Group Discussion

Focus group discussions (FGDs) were used to gather qualitative data about the program implementation
process, including challenges and problem solving, perceived impacts, program sustainability, and suggestions
for improving future programs.

Table 1 Number of Participants for the Qualitative Approach

Head of the Foundation In-depth Interview 1
Headmaster In-depth Interview 1
Teachers Group Interview 2
Management Staff Group Interview 2

Table 2 Number of Participants for the Quantitative Approach

Total sampling:
All Students 344 Questionnaires were
distributed to all students

3. Data Analysis

SWOT analysis is a simple tool to examine an organization’s strengths, weaknesses, opportunities, and
threats. The simplicity of this tool is part of the reason many types of organizations have been using it for
decades. The SWOT tool prepares organizations to identify strengths to develop, weaknesses to mitigate,
opportunities to seize, and threats to avoid. It can be used for early brainstorming or to guide more intensive
strategic discussions—internally in a housing and community development organization or externally to bring
input from stakeholders. A SWOT analysis can help collect and organize information to explore new
opportunities, make decisions about new strategies, identify areas for change, and refine and redirect current
efforts with new solutions.

The SWOT also brings out the major issues to address in the strategic plan.
These strategic issues are few in number, but they have a great effect on the organization’s performance. When
they are clearly identified and described, the planning team can devise strategies to deal with them. The SWOT
framework—a two-by-two matrix—is best completed in a group with key members of the team or organization
present. First, it is important to be set what the policy change objective is and what team or organization the
analysis is being carried out on. Then, the process begins with a brainstorm of ideas, which are subsequently
honed down and explained further in discussion.

An assessment of internal capacity helps identify where the project or organization is currently: e.g., the
existing resources that can be used immediately and current problems that will not go away. It can also help
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identify where new resources, skills, or allies will be needed. When thinking of strengths, it is useful to think of
real examples of success to ground and clarify the conversation.

Strengths S Weaknesses W'

Adoption of proven practices and
leading marketing techniques continues
1o lag

Robust testing planning and discipline is
not yet status quo for online fundraising

Our organizational structure presents
obstacles 1o adoption of omni-channel Internal

fundraising factors
Lack of key skillsets and career paths
around social and analytics

Mobile-friendly design remains sporadic
and a lower priority

Opportunities Threats T

= Organization-enabled crowdfunding
can create significant new revenue e Increased competition for supporters’
streams and engage supporters through donations and tim
social media with minimal impact on resources R
Stepping up persenalized supperter communication Rrovitegcontesion
including better targeting and better timing r emerging trends like
Marketing noise leaves opening for creativity and
innovative testing
Reaching and converting new demographics via
popular channels and platforms
Implermenting mebile and respensive design sites
Community-driven fundraising results, such as giving
days, are benefiting from converging fundraising
trends: local engagement, online fundraising, ue
corporate citizenship, and donor-driven giving cline making It harder to get a
Major donars programs have only scratched the supporter's attention
surface of potential for online-driven high dollar gifts

Figure 1. SWOT Matrix (example).
Source: https://kimbia.com/fundraising-organization-swot-analysis-2014/

An assessment of the external environment tends to focus on what is going on outside the organization, or
areas which are not yet affecting the strategy but could—either positively or negatively. Figure 1 summarizes
some of the subject areas that might need consideration under both internal and external factors. These can be
used as topic headings in small break-out groups (which is a good idea if the group is larger than about eight
people).

Back in plenary, it is often useful to rate or rank the most important strengths and weaknesses (e.g., with
symbols: ++, +, and 0). In a larger group, participants might like to assign their own scores, such as by giving a
certain number of sticky dots. The results can then be discussed and debated. It is important to keep an eye on
possible actions or solutions that emerge and to conclude with an action-oriented discussion. For instance, the
group might consider questions such as, “How can our group build on strengths to further our aim and
strategy?” or “What can be included in the strategy to minimize our weakness?”

SWOT analysis is a versatile tool that can be returned to at many different stages of a project, such as to
structure a review or provide a warm-up discussion before forward planning. It can be applied broadly, or a
small sub-component of the strategy can be singled out for detailed analysis. The SWOT often forms a useful
complement to a stakeholder analysis. Both are good precursors to Force Field Analysis and Influence Mapping.

4. Results

Ma’had ABC offers a D1 program of Arabic language, which uses the LIPIA curriculum that has been
adjusted to the L-DATA curriculum. The handbooks for the program, as teaching materials, are from Saudi
Arabia. In addition, a book titled Khulashah Nurul Yagin is used as a supplementary source to facilitate
students’ understanding of materials presented in Arabic.

At the beginning of the establishment, the ma had had a large number of applicants that reached up to 200
students. About 60 students, divided into two classes, actively studied up to graduation. Yet every year, there
was a decrease in the number of applicants, and this affected the matriculated students. On average, only 40% of
students who applied finished the year. At first, Ma’had ABC offered only an ikhwan (male) class, but starting
in 2016, an akhwat (female) class was added. In the first year the akhwat class opened, 50 students registered.
The retention rate from registration to completion was approximately 60%. At this time, there were more
students in the akhwat class compared to the ikhwan class. For instance, in 2017-2018, the ikhwan class had 12
students, whereas the akhwat class had 29 students.

This scientific article will examine alternative strategies that can be applied to improve the performance of
Ma’had ABC by using the Internal Factor Evaluation (IFE), External Factor Evaluation (EFE), and Internal-
External Matrix (IE) instruments. The IFE matrix is a tool for identifying strengths and weaknesses in business
functional areas. The EFE matrix serves to identify external factors of opportunities and threats that affect a
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business (David, 2015), although, in this case, the organization is Ma’had ABC. The third matrix is the IE
matrix, which is used to identify the right strategy to be applied based on IFE and EFE values.

Below are the results of the analysis of the strengths and weaknesses of Ma’had ABC as obtained from
interviews and FGDs with the ma’had board at the central level as well as at the regional level:

Strengths

The materials are from a proven curriculum adopted from LIPIA.
The school already has a mosque.

The teachers are experienced professionals who are also alumni.
The board members are a prominent figures in the community.

Weaknesses
The D1 program has not been accredited.
The ma’had management is still done by the teachers.
Personnel and education management skills are lacking.
There is no independent business/income to provide financial support.
The administration processes are not yet clarified.
There are only five teachers and administrators in total.
The building still works in cooperation with the high school level, which is reflected in the learning process
activities.

The internal factors, namely, the strengths and weakness, are summarized in the IFE matrix. Weights
(weight) and rate (rate) are obtained from the FGD results. Table 3 presents the values of IFE for Ma’had ABC.

Table 3 IFE Results for Ma’had ABC

) KOCS)\F;V%I.IN AT MATRIKS IE
. Weight
Internal strategic factors B
(B) Rate Score Rate Score
(R) | (BxR) | (R) (BXR)
Strengths:
1 The materials are from a proven 15% 4 0.6 4 0.6
curriculum adopted from LIPIA.
2 | The school already has a mosque. 5% 2 0.1 2 0.1
3 The teachers are experienced 10% 3 0.3 3 0.3
professionals who are also alumni.
4 The board members are a prominent 5% 3 0.15 3 0.15
figures in the community.
SUBTOTAL 35% 1.2 1.2
Weaknesses:
1 | The D1 program has not been accredited. | 10% -4 -0.4 1 0.1
9 The ma’had management is still done by | 5% -3 -0.15 2 0.1
the teachers.
Personnel and education management | 5% -4 -0.2 1 0.05
3 skills are lacking.
4 There is no independent business/income | 15% -4 -0.6 1 0.15
to provide financial support.
5 The administration processes are not yet | 10% -2 -0.2 3 0.3
clarified.
5 There are only five teachers and | 10% -4 -0.4 1 0.1
administrators in total.
The building still works in cooperation | 10% -4 -0.4 1 0.1
with the high school level, which is
7 - .
reflected in the learning process
activities.
SUBTOTAL 65% -2.4 0.9
TOTAL 100% -1.2 2.1
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An analysis of Opportunities and Threats was also performed. The external factors of Ma’had ABC are
summarized into the EFE matrix. Weights (weight) and rate (rate) were obtained from the FGD results.

Opportunities:

Ma’had ABC is used as a place for learning Arabic in Lombok.

There are not many alternative Arabic language schools similar to Ma’had ABC in Lombok.

There are many Arabic course enthusiasts.

There is an alumni network with professionals who teach at many schools in Lombok and are accepted in
LIPIA.

The school is free to attend. Students only pay for their books and can use their money for teaching or preaching
programs elsewhere.

Ma’had ABC graduates can continue studying at the S-1 level with curriculum conversion, though this has not
been utilized much.

Threats:

Decreased donations have a major impact on the ma had operations.

The school is unaccredited.

There is some friction with one of the largest mass organizations in Lombok associated with the existence of
Ma’had ABC.

The school is located far from the center of the city mataram, which means its presence remains largely
unknown.

Graduates do not receive a certified graduation certificate because there is no accreditation. They just rely on the
network.

The building is loaned.

Table 4 External Strategic Factors

KOORDINAT
Bobot SWOT MATRIKS IE
(B) Rating Nilai Rating Nilai
(R) | BxR) | (R) | (BxR)

External strategic factors

Opportunity

1 Ma’had ABC is used as a place for 15% 4 0.6 4 0.6
learning Arabic in Lombok.
There are not many alternative Arabic 10% 4 0.4 4 0.4
2 language schools similar to Ma’had ABC
in Lombok.
3 There are many Arabic course enthusiasts. 5% 2 0.1 2 0.1
There is an alumni network with 5% 4 0.2 4 0.2

4 professionals who teach at many schools
in Lombok and are accepted in LIPIA.

The school is free to attend. Students only 5% 2 0.1 2 0.1
pay for their books and can use their

5 . :

money for teaching or preaching programs

elsewhere.

Ma’had ABC graduates can continue 5% 3 0.15 3 0.15
6 studying at the S-1 level with curriculum

conversion, though this has not been

utilized much.

SUBTOTAL 45% 1.6

Threat
1 Decreased donations have a major impact 15% -4 -0.6 1 0.15

on the ma ’had operations.
2 The school is unaccredited. 10% -3 -0.3 2 0.2

There is some friction with one of the 10% -4 -0.4 1 0.1
3 largest mass organizations in Lombok

associated with the existence of Ma’had

ABC.

The school is located far from the center 10% -3 -0.3 2 0.2

4 of the city mataram, which means its
presence remains largely unknown.

Graduates do not receive a certified 5% -2 -0.1 3 0.15
graduation certificate because there is no
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Create strategies that
minimize weaknesses to
take advantage of
opportunities

WT Strategy
Creating strategies that

minimize weaknesses and

avoid threats

Create strategies that use
force to take advantage

of opportunities

ST Strategy

Create strategies that use
the power to overcome

threats

Figure 2. SWOT Results.

weaknesses and avoiding threats. These short-term strategies are as follows:
a) Improve teachers’ capacity for school management, especially in the financial sector.
b) Improve the administration process.
¢) Hire more teaching staff.

d) Develop a network to promote Ma’had ABC.
e) Develop a more exciting method of teaching and learning to increase student participation.
f) Develop donor networks.

RETRENCHMENT

LIKUIDASI

LIKUIDASI

Matrik IE

GROWTH
Konsentrasi melalui
integrasi horizontal

GROWTH
@ and/or
STABILITY

GROWTH
Difersifikasi
Konglomerat

Table 5 IE Matrix Results

GROWTH

integrasi vertikal

STABILITY
Profit Strategy

GROWTH
Difersifikasi
Konsentrik

KOORDINAT
External strategic factors Bobot - SWOT. - M.ATRIKS.IE.
(B) Rating | Nilai | Rating | Nilai
Ry | BxR) | (R) | (BxR)
accreditation. They just rely on the
The building is loaned. 5% -2 -0.1 3 0.15
SUBTOTAL 55% 0.95
TOTAL 100% 2.5
MATRIKS SWOT
WO Strategy 50 Strategy

Konsentrasi melalui

456



ATL'I‘;\IIQ\IE.Igg Advancesin Social Science, Education and Humanities Research, volume 426

In addition, Ma’had ABC needs to develop long-term strategies focused on growth and stability. These
strategies are as follows:

a) Openama’had in another location in a self-owned building.

b) Develop a program of paid courses.

c) Use digital promotion to extend the range of registration information to cover areas beyond Lombok.

d) Develop an organizational structure of foundations that focus on education and sub-foundations that
manage the business as a support to the foundation’s operations.

e) Nurture cooperation with donor agencies.

5. Conclusions

Based on the results of the assessment, Ma’had ABC needs to develop long-term strategies that focuses on
growth and stability. The school has a good reputation among students, teachers, and surrounding communities.
The discussions with stakeholders showed everyone wanted Ma’had ABC to continue growing in spite of the
decrease in funds from Saudi Arabia. Moreover, the findings from the SWOT analysis suggest that a business
unit should be established in Ma’had ABC so that the school is not too dependent on foreign funds.
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