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ABSTRAK 

Penelitian ini dilatarbelakangi oleh masalah keterlambatan kronis distribusi 

komoditas komersial menuju luar wilayah Kota Semarang pada Perum BULOG 

Kantor Cabang Semarang sepanjang tahun 2025. Data operasional mencatat rata-

rata keterlambatan pemenuhan pasokan pangan bagi mitra Rumah Pangan Kita 

(RPK) di luar kota berkisar antara empat hingga tujuh hari kerja. Keterlambatan ini 

dipicu oleh kebijakan distribusi langsung terpusat (point-to-point) dari satu gudang 

utama di Kota Semarang yang mengabaikan fungsi tujuh gudang daerah. Penelitian 

ini bertujuan untuk menganalisis efektivitas alur distribusi barang komersial 

eksisting serta mengidentifikasi akar kendala operasional yang dihadapi 

perusahaan. Metode penelitian yang digunakan adalah pendekatan deskriptif 

kualitatif. Data dikumpulkan melalui teknik observasi non-partisipan, studi 

dokumentasi, serta wawancara semi-terstruktur bersama Kepala Bagian Komersial, 

Staf Komersial, dan Supir Lapangan. Validitas data diuji melalui triangulasi sumber, 

sedangkan analisis data menerapkan model reduksi, penyajian data, dan penarikan 

kesimpulan. Hasil penelitian menunjukkan alur distribusi saat ini belum efektif 

pada indikator ketepatan waktu dan keterjangkauan biaya operasional akibat 

hambatan operasional hulu ke hilir. Melalui analisis diagram Fishbone, ditemukan 

lima faktor kendala kritis, yaitu kompleksitas koordinasi staf (manpower), 

keterbatasan unit truk (machine), kebijakan sentralisasi tunggal (method), 

lambatnya penataan manual muatan (material), serta hambatan macet dan cuaca di 

rute trans-nasional (environment). Penelitian ini merekomendasikan restrukturisasi 

jaringan logistik melalui perancangan luaran berupa dokumen Standard 

Operational Procedure (SOP) Distribusi Multihub Berbasis Gudang Regional 

untuk memotong radius jarak tempuh angkutan dan memangkas keterlambatan luar 

kota menjadi maksimal dua hari kerja. 

 

Kata kunci : Distribusi, Efektivitas, Standar Operasional Prosedur (SOP). 
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ABSTRACT 

This research is motivated by the problem of chronic delays in the distribution of 

commercial commodities outside the Semarang City area at Perum BULOG 

Semarang branch office throughout 2025. Operational Data recorded the average 

delay in fulfilling food supply for our food House Partners (RPK) outside the city 

ranged from four to seven working days. This delay was triggered by the policy of 

centralized direct distribution (point-to-point) from one main warehouse in 

Semarang city that ignored the function of seven regional warehouses. This study 

aims to analyze the effectiveness of existing commercial goods distribution flow and 

identify the root of operational constraints faced by the company. The research 

method used is a qualitative descriptive approach. The Data was collected through 

non-participant observation techniques, documentation studies, and semi-

structured interviews with Commercial Section Heads, commercial staff, and field 

drivers. Data validity was tested through source triangulation, while data analysis 

applied reduction model, data presentation, and conclusion. The results showed 

that the current distribution flow has not been effective on indicators of timeliness 

and affordability of operating costs due to upstream to downstream operational 

barriers. Through Fishbone diagram analysis, five critical constraint factors were 

found, namely the complexity of staff coordination (manpower), truck unit 

limitations (machine), single centralization Policy (method), slow manual 

arrangement of cargo (material), and traffic and weather obstacles on trans-

national routes (environment). This study recommends restructuring the logistics 

network through the design of the Standard Operational Procedure (SOP) 

document of Multihub distribution based on Regional warehouses to cut the radius 

of transportation and cut delays outside the city to a maximum of two working days. 

 

Keywords: distribution, effectiveness, Standard Operating Procedure (SOP). 
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