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ABSTRACT: Employee engagement is a crucial
aspect that companies should pay close attention
to, as strong commitment from employees to their
work and the company contributes to increased
loyalty and productivity. The engagement index
serves as an indicator for companies to gauge the
extent of employees' attachment to the
organization. Optik Segara experienced a
significant decline in the engagement index in the
years 2019, 2020, 2021, and 2022. This research
aims to identify the ideal concept for an employee
engagement program to enhance the engagement
index at Optik Segara. The research method
employed is qualitative research, utilizing NVivo
software as a tool. The findings of this study
provide recommendations for programs that can
be implemented to help boost the engagement
index at Optik Segara. These include job analysis,
developing a more structured onboarding plan,
creating Standard Operating Procedures (SOPs),
implementing a talent management system,
fostering and preserving a culture of open
communication, and understanding generational
differences among employees.
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l. INTRODUCTION

In the face of intense competition in the
current era of globalization, companies need to
safeguard their assets to maintain a competitive edge
against others. One crucial asset that requires special
attention is the human resources within the
company. Humans are a unique asset for any
company, necessitating specialized treatment to
maintain their loyalty to the company. According
to Muallimin, Hartono, B. D., and Diponegoro, A.
(2020), employee engagement is one way to
foster high loyalty among employees. Enhancing
and sustaining employee engagement can have
various positive effects on the company, such as
job satisfaction, increased commitment to work,

heightened employee loyalty, and a decrease in

turnover rates (Lubis, T., Paramita, W.,
and Sholikhah, 2022). Employees who feel a
sense of engagement with their work consider it
meaningful, leading them to consistently dedicate
themselves with high concentration, thereby
presenting high- quality performance (Salsabila,
2022). In line with this, Chinanti, D. W. P., and
Siswati, S. (2020) state that employee
engagement involves the ability of employees to
fully express themselves and participate
physically, cognitively, and emotionally in their
work, accompanied by enthusiasm and a high
focus to achieve the company's goals.

Gallup, a management
company

from the United States, in its survey
results titled State of the Global Workplace: 2022
Report, also mentions that companies
successfully implementing employee engagement
have proven to increase their profits by 22%
compared to those that do not implement it.
Qualtrics  (2020) adds that workplaces
implementing employee engagement effectively
experience a 20% increase in sales. However, the
State of the Global Workplace: 2022 Report
survey conducted by Gallup (2022) reveals an
interesting finding that 79% of employees
worldwide feel a lack of engagement with their
jobs. In Indonesia, 76% of employees report a
similar lack of engagement with their current
jobs. Employees lacking engagement and
indifference towards their jobs tend to disregard
company policies, hindering the company's
growth and endangering the safety of other
employees. On the flip side, companies deemed
to implement employee engagement effectively
experience 48% fewer injuries or workplace
accidents when performing their tasks. This can
help companies save up to US$47,988 or IDR
715,810,602 per worker compensation claim
(Achievers, 2021). This demonstrates significant
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internal issues that many companies may be
unaware of, emphasizing the importance of
employee engagement for all companies.

Employee engagement is crucial for every
company, including Optik Segara, a retail
company established since 1996 in Central Java,
Indonesia.

Through interviews and document
research at Optik Segara, it was discovered that
the company experienced a decline in employee
engagement or engagement index in the last four
years — 2019, 2020, 2021, and 2022. The data
from the employee engagement survey at Optik
Segara over the past five years — 2018, 2019,
2020, 2021, and 2022 — shows a significant drop in
the engagement index in 2019, with a gradual
decrease in the following years. According to
Gallup (2022), a good engagement index for a
company is 67% or higher. Optik Segara seems to
be facing serious issues with employee
engagement. The decline in the engagement index
at Optik Segara is suspected to be related to an
increase in the turnover rate in 2019, 2020, 2021,
and 2022. Studies by Islamy (2018), Fauzia
(2020), and Mora (2022) reveal a negative
relationship between employee engagement and
turnover intention. This implies that a company
with high employee engagement will have low
turnover intention among its employees. Gallup
(in Iskandar, 2021) suggests that the ideal
turnover rate for a company should not exceed
10% per year. Optik Segara, however, has
experienced a high turnover rate in the last three
years — 2019, 2020, and 2021. The significant
number of employees leaving each year indicates a
weak level of employee engagement within the
company (Gallup, 2022). Therefore, companies
must be capable of retaining their employees by
increasing the level of employee engagement or
engagement index. Gallup (2022) further adds
that effective implementation of employee
engagement programs can increase employee
productivity by 22%, reduce employee
absenteeism by 41%, decrease the company's
turnover rate by 31%, and enhance customer
satisfaction by 80% annually.

In conclusion, employee engagement is
not only a critical concept but also a determinant
of a company's success. This study encourages
companies like Optik Segara to execute effective
employee engagement programs to improve the
engagement index and achieve overall better
business results. This research aims to explore
and understand the concept of employee
engagement programs suitable as one of the ways

to help enhance the engagement index at Optik
Segara.

Il. LITERATURE REVIEW
1. Employee Engagement

Employee engagement encompasses
involvement, commitment, motivation, a sense of
ownership, loyalty, and pride in one's work and
the company. It is a crucial aspect that companies
must consider, as when an employee is deeply
committed to their job and the company, it
enhances commitment, loyalty, and even
performance for the organization. Therefore,
employee engagement can be summarized as a
situation where employees are fully connected
physically, cognitively, and emotionally to their
job tasks (Gallup, 2022). Chanana and Sangeeta
(as cited in Lubis et al., 2022) also state that
employee engagement is an attitude in the
workplace that drives all organizational
supporters to give their best every day and
commit to the goals and values of their
organization. Thus, employee engagement can be
summarized as a positive attitude of employees
toward their work, viewed through the lenses of
strength, involvement, and acceptance.

2. Levels of Employee Engagement

According to Gallup (2022), there are
three levels of employee engagement: (a)
Engaged employees, also known as builder
employees, consistently exhibit the highest level
of performance. They willingly leverage their
talents and strengths every day, work with
enthusiasm, and continuously innovate to
contribute to the company's growth, (b) Not
Engaged, employees with this type are more
focused on the tasks assigned to them rather than
the overall goals of the job. They tend to wait for
instructions for other tasks, (c) Actively
Disengaged, consistently resistant in all aspects,
employees with this type consistently show
opposition. They only see the negative aspects in
various situations, and actively disengaged
individuals often undermine the efforts of
engaged employees.

3. Dimensions of Employee Engagement
The dimensions of employee
engagement, according to Gallup (2022), include:
(a) Basic Needs, employees require clear
resources and expectations to successfully carry out
their jobs. It is crucial for managers to establish a
foundation for the success of their employees, (b)
Individual or Management Support, employees
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want to know that they have support from their
managers. At this stage, employees need to
ascertain whether they are performing well and if
their efforts are appreciated by their managers, (c)
Teamwork, everyone is focused on achieving the
company's goals, and there is trust among team
members, with mutual respect for each other's
efforts, (d) Growth, employees need to learn new
things and be challenged to find better ways to do
their jobs. This is highly beneficial for the
ongoing growth of employees.

4. Employee Engagement Survey

According to Gallup (2022), an
employee engagement survey is a set of
questionnaires designed to measure the level of
employee engagement or engagement index. The
survey aims to gauge the commitment,
motivation, goals, and enthusiasm of employees
toward their work and managers. It also assesses
employees' perceptions of their job, company
culture, and management policies. Employee
engagement surveys typically have 5 levels of
agreement:  'Strongly  Disagree,’ 'Disagree,'
'‘Neutral,' 'Agree," and 'Strongly Agree.'

5. Engagement Index

According to Gallup (2022), the engagement
index is a measurement index between employees
and their daily work. It is based on survey
questions that assess factors of employee
engagement such as the effort and enthusiasm they
put into their daily activities. The engagement
index is often measured on a scale of 0-100,
where a good engagement index falls within the
range of 67-100. The calculation involves
grouping respondents into three categories:
engaged, not engaged, and actively disengaged.
Engaged respondents are those whose answers
consist entirely of 'Agree' and 'Strongly Agree.'
Not engaged respondents have at least one
‘Neutral' answer but no 'Disagree' or 'Strongly
Disagree' answers. Actively disengaged respondents
have answers entirely composed of 'Disagree' and
'Strongly Disagree.’ Once respondents are
grouped, the number of respondents in each
category can be divided by the total number of
respondents. Gallup (2022) adds that for
companies with fewer than 100 employees, they
can be categorized into only two groups: engaged
and not engaged. Engaged respondents are those
with answers entirely consisting of 'Agree' and
‘Strongly Agree,” while not engaged respondents
have at least one answer from 'Neutral,' 'Disagree,’
and 'Strongly Disagree.'

1. METHODOLOGY

The research design in this study is
qualitative research with a case study approach.
Denzin and Lincoln (in Ahmadi, 2020) explain
that qualitative research focuses on interpretative
and naturalistic approaches to a subject. The
qualitative research method aims to uncover
findings not obtained through statistical or
quantification procedures, emphasizing the use of
non-statistical analysis for natural findings about
behaviour, life, history, or interactional
relationships. The qualitative research method in
this study aims to obtain in-depth and
comprehensive information about the
implementation of employee engagement. The
chosen approach is expected to reveal the situations
and challenges faced in the implementation of
employee engagement at Optik Segara.

The method used in this study is a
descriptive method with a case study approach.
Rahardjo (in Hidayat, 2019) defines a case study
as an intensive, detailed, and in-depth scientific
study of a program, event, or activity, aiming to
gain insights into the subject. This research uses a
case study approach to directly investigate the
implementation of employee engagement
practices at Optik Segara. The author hopes to
obtain a complete explanation from employees
or informants directly related to Optik Segara,
providing information that covers the entire
process of employee engagement practices,
including benefits, drawbacks, opportunities, and
obstacles faced.

According to Sugiyono (2014), a sample
is part of the quantity and characteristics
possessed bya population. Sampling techniques are
classified into two groups: probability sampling
and non- probability sampling. This study uses
the non- probability sampling technique,
specifically purposive sampling. Purposive
sampling is employed when the researcher
already has a target individual with characteristics
relevant to the research (Turner, 2020). Primary
data collection methods in a case study can vary
and be modified depending on the research
problem, objectives, and topic. Data collection
techniques include interviews, observation, and
document analysis. In this study, the author
employs three data collection techniques:
interviews, observation, and document analysis.
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1IV. RESULT AND DISCUSSION
1. Current Implementation of the
EmployeeEngagement Program at Optik
Segara

Gallup Engagement Hierarchy
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Basic Needs Dimension Description

Optik Segara's management establishes job
descriptions through a job analysis process for
employees. Following the completion of job
descriptions, the company initiates an onboarding
process known as the ‘Introductory Period’ During
this period, employees engage in activities aimed
atfamiliarizing them with the company, including
understanding job descriptions, company policies,
the work environment, and more. The
introduction period is overseen by their respective
supervisors.  Additionally,  Optik  Segara's
management introduces, educates, and provides
the necessary work equipment to new employees
during this onboarding process.

Management Support Dimension Description
Optik  Segara's management

acknowledges providing employees

with  opportunities  for innovation
in their work. However, it is revealedthat some
tasks still adhere to outdated methods. The
company employsvarious

methods to appreciate its
employees, including recognizing the 'Best
Employee' based on the highest KeyPerformance
Indicator (KPI) scores and offering bonuses to
those with commendable KPI results. Optik
Segara fosters a caring environment throughsmall
gestures, such as celebrating birthdays together,
shared lunches or dinners, communal iftars, and
allocating time for employees to discusswork or
personal matters. The support system at Optik
Segara is rooted in leading by example, with
initiatives like providing time for discussions,
offering rewards, showing appreciation, providing
mentorship, and fostering open communication.

Teamwork Dimension Description

Optik Segara’s management claims to
provide employees with opportunities to
express theiropinions and perspectives on various
matters, but unfortunately, this assertion
contradicts the sentiments of Optik Segara's
employees. The company communicates its
organizational targets to all employees through
periodic meetings and the implementation of Key
Performance Indicators (KPIs). Optik Segara
fosters employee commitment by utilizing KPIs
to monitor and enhance individual work
commitments. Recognizing the need to navigate
generational differences in the workplace, Optik
Segara's management is actively seeking ways to
cultivate a sense of familial camaraderie among its
employees.

Growth Dimension Description

Optik Segara's management reviews employee
performance by conducting periodic meetings that
discuss each employee's KPI progress. The
company encourages continuous improvement
and professional development among its
workforce, incorporating challenges into each
employee's Key Performance Indicators (KPIs).
By aligning company targets with individual
KPIs, Optik Segara motivates its employees to be
more creative and innovative in achieving
predetermined objectives.

2. Current Obstacles to the Employee
Engagement Program at Optik Segara

In terms of employee responsibilities, Optik
Segara faces challenges, as the job analysis
process is not fully executed, and there is a lack of
a mandatory agenda and content during the
introduction period. Regarding job tools and
equipment, there is no standard operating
procedure (SOP) governing the request process
for these resources. The company lacks a talent
management system for employee knowledge and
skills. While there is an existing employee
appreciation program, the company has yet to
establish a comprehensive open communication
system, hindering the expression of employees'
opinions and views. The organization also faces
challenges in fostering a sense of family and
addressing  generational differences among
employees. The remaining aspects, such as
company targets, employee = commitment,
performance  evaluation, and  professional
development, do not currently have specific
practices in place.
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3. Concept of an Ideal Employee
Engagement Program to Increase the
Engagement Index at Optik Segara

In analyzing the challenges faced by Optik Segara
in implementing the employee engagement
program, qualitative methods, including data
reduction, presentation, and conclusions drawing,
were employed with support from NVivo 12
software. Technical recommendations emerge
from this analysis. In addressing Employee Tasks
and Responsibilities (in the Basic Needs
dimension), management is advised to conduct a
comprehensive job analysis, ensuring complete
job descriptions and specifications. Following
this, improvements to the on boarding process
should be prioritized, introducing a more
structured approach for better employee
understanding. Periodic meetings at 30, 60, and
90 days would aid in monitoring the progress of
newly joined employees. Concerning Job Tools
and Equipment (in the Basic Needs dimension),
the establishment of Standard Operating
Procedures (SOP) is crucial to prevent double
requests in the purchasing department. Turning to
Employee Knowledge and Skills (in the
Management Support dimension), the
implementation of a talent management system is
recommended for more effective management of
employees' skills and talents. For Employee
Opinions and Views (in the Teamwork
dimension), fostering a culture of open
communication is vital, enabling employees to
comfortably express ideas and issues, thus
preventing conflicts. Lastly, in cultivating a Sense
of Family (in the Teamwork dimension),
management should acknowledge generational
differences in the workplace, fostering a holistic
understanding of each employee's character and
appreciating the collective efforts of all
employees.

V. CONCLUSION

The study on the "Employee Engagement
Program Concept to Improve the Engagement
Index at Optik Segara™ reveals that the current
program is generally effective. Seven out of the 12
employee engagement indicators are deemed
ideal, including Employee Appreciation, Care,
Support System, Company Targets, Employee
Commitment, Employee Performance, and
Employee Development. However, challenges
exist in the implementation of the current
employee engagement program, particularly in

five  indicators: Employee  Tasks and
Responsibilities, Job Tools and Equipment,
Employee Knowledge and Skills, Employee
Opinions and Views, and Sense of Family.

The ideal concept for enhancing
the engagement index at Optik Segara involves
addressing these challenges. This includes
conducting job analysis and developing a
structured on boarding plan for new employees
(Q1l: Employee Tasks and Responsibilities),
establishing Standard Operating Procedures
(SOP)for job tools and equipment (Q2: Job Tools
and Equipment), designing and implementing a
talent management system (Q3: Employee
Knowledge and  Skills), fostering open
communication (Q7: Employee Opinions and
Views), and  understanding  generational
differences (Q10: Sense of Family). Overall, a
targeted approach to these areas is recommended
to optimize the effectiveness of the employee
engagement program at Optik Segara. This
research has limited time and number of
informants. Based on this, the author suggests that
further research can increase the number of
informants in order to obtain data and a broader
picture.
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