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Abstract

Amid a marked decline in Account Officer (A0) performance at PT. Bank Sumut Region 1, evidenced by Key Performance Indicator (KPI) data
showing exemplary performers dropping from 121 to 100 employees (2021-2023) and underperformers rising from 5 to 23, alongside AO target
non-achievement escalating from 74% to 80%, this qualitative descriptive study, grounded in the Job Demands-Resources (JD-R) model Bakker
in [4] and Kahn's in [10] engagement theory, investigates employee engagement as a pivotal mediator. Objectives are to: (1) evaluate the
implementation of AO engagement programs, and (2) identify strategies for its development to enhance performance. Data were collected via
semi-structured interviews with six purposively selected AOs, observations, documentation, and literature reviews. Findings reveal suboptimal
engagement across leadership, training, career development, remuneration, and policies, driven by resource deficiencies that erode motivation
and belonging, correlating with persistent KPI shortfalls. Evidence indicates that an emotional approach, fostering spaces for idea-sharing,
creativity, and aspiration fulfillment, could cultivate vigor, dedication, and absorption, thereby addressing these gaps and improving outcomes
in Indonesian banking contexts.

Keywords: Employee Engagement; Organizational Commitment, Job Resources; Account Officer Performance; Banking Sector.

1. Introduction

The success of a company depends on employee performance, which is closely related to ideas, creativity, innovation, and
achievements in the workplace. The growth and development of a company are largely determined by the synergy between the
organization and its employees in carrying out their responsibilities collectively. Employees must be regarded as valuable assets
for the company, as both productivity and employee quality serve as decisive factors for organizational success. Focusing on
employee performance is a critical key to success, considering that a decline in performance may hinder company operations.

Recent studies emphasize that employee engagement is not merely an individual attitude but a multidimensional construct
that integrates behavioral, cognitive, and emotional aspects [6]. In the banking sector, engagement plays a decisive role because
employees directly interact with customers, shaping service quality and organizational reputation. Furthermore, research by Alfes,
Shantz, Truss, and Soane in [1] highlighted the moderating role of trust in the employer, suggesting that engagement flourishes
when employees perceive fairness and reliability in organizational practices.

More recently, Bailey, Madden, Alfes, and Fletcher in [3] provided a narrative synthesis confirming that the antecedents of
engagement, such as leadership, communication, and organizational support—are strongly associated with improved performance
and well-being. Despite these insights, a notable gap exists in applying these frameworks to emerging markets like Indonesian
banking, where cultural hierarchies and resource constraints (e.g., top-down policies) may uniquely hinder engagement, as
evidenced by limited local studies on frontline roles like Account Officers (AOs).

Performance appraisal is a formal system used by organizations to periodically evaluate employee achievements (Dharma,
2010). In a more concise formulation, performance appraisal is conducted to measure capabilities and provide assessments of the
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achievements attained by the organization, teams, and individuals. Performance appraisal data from 2021 to 2023 reveal a key
issue at PT. Bank Sumut. A considerable number of Account Officers (AOs) failed to achieve a work target attainment rate
exceeding 100%. Data from 2023 indicated that out of 92 AOs at Bank Sumut, only 20%, or 14 AOs, were able to achieve a work
target attainment rate exceeding 100%. Meanwhile, 80%, or 56 AOs, did not meet the target of over 100%.

The results of a survey assessing the employee engagement program revealed that 54.8% of respondents rated the AO
employee engagement program at PT. Bank Sumut in the range of 60—80 (fairly good). Furthermore, 16.1% rated it between 40—
60 (less favorable), 6.7% rated it between 20—40 (poor), and only 22.6% rated it between 80—100 (good).

Referring to the information gathered through discussions and pre-research questionnaires regarding factors that may
influence AO performance, the core research problem emerges: persistent suboptimal AO performance (e.g., 70-80% non-
achievement rates) stems not only from skill gaps but also from inadequate engagement antecedents like feedback and rewards,
exacerbating organizational profitability and retention in a high-pressure banking environment.It is necessary to conduct an in-
depth analysis of employee engagement. Particular attention is given to employee engagement as a means of analyzing obstacles
to achieving targets in alignment with the company’s productivity standards. Employee engagement within an organization is
essential to analyze, as it relates to the involvement, responsibility, motivation, and support employees demonstrate in completing
their tasks. As stated in previous research, one factor that may influence employee performance is the level of employee
engagement. Employee engagement encompasses the extent to which employees feel connected, dedicated, and contribute to their
work and the organization. Engaged employees tend to display higher levels of motivation, better productivity, and greater loyalty
to the company [5]. An increase in the number of engaged employees may significantly impact the company’s profitability, its
ability to retain skilled employees, and employee loyalt [13].

Based on the pre-research data and the background elaboration, it can be concluded that AO performance achievement over
the past three years has remained suboptimal. The total accumulation of performance target achievements exceeding 100% has
never reached 50% of the total employees. This data serves as a reference for conducting research on employee performance.
Given that the assigned targets are based on market research and previous years’ performance data, this study aims to address the
identified gap by: (1) examining how the AO employee engagement program is implemented at PT. Bank Sumut Region 1, and
(2) developing strategies to enhance employee engagement for improved AO performance, thereby contributing localized insights
to the global discourse on sustainable engagement in banking.

2. Literature Review and Hypothesis Development
2.1. Performance Concepts

Performance refers to job achievements, encompassing both outcomes and the processes involved in realizing
organizational goals [8]. It is not merely quantitative results but also qualitative aspects of how work is executed, influenced by
individual capabilities, psychological states, and organizational structures. Key factors include individual elements (e.g., physical
skills, demographics), psychological aspects (e.g., motivation, attitudes), and organizational components (e.g., resources,
leadership, rewards) [14]. These interplay to shape employee output, with engagement emerging as a pivotal driver that enhances
motivation and process efficiency. In banking, where frontline roles like Account Officers (AOs) face stringent targets,
performance declines—such as the 80% non-achievement observed—often stem from misaligned resources, underscoring the
need for integrated HRM strategies.

2.2. Employee Engagement

Employee engagement, first conceptualized by Kahn in [10], occurs when individuals form meaningful connections with
their roles, expressing physical, cognitive, and emotional investment. This psychological state fosters commitment, productivity,
and loyalty while reducing turnover [7]. Kahn's framework emphasizes three conditions: psychological meaningfulness, safety,
and availability, which enable full self-expression at work. Building on this, Schaufeli and Bakker in [18] operationalize
engagement via the Utrecht Work Engagement Scale, defining it as a multidimensional construct comprising vigor (high energy
and resilience), dedication (enthusiasm and significance), and absorption (deep immersion in tasks). These dimensions have been
empirically validated across sectors, including financial services, where engagement buffers against burnout in high-pressure
environments.

2.3. Antecedents and Outcomes of Engagement

Antecedents of engagement include leadership styles, communication, career opportunities, and reward systems [12][16].
Transformational leadership, for instance, cultivates emotional commitment and discretionary effort, while transparent feedback
builds trust and alignment with organizational goals [4]. In the banking industry, where AOs interact directly with clients under
tight KPIs, these antecedents are crucial for sustaining motivation and reducing turnover intentions. Meta-analyses confirm
engagement's strong positive correlation with task performance (e.g., target achievement) and contextual behaviors (e.g.,
collaboration), with effect sizes indicating up to 20% variance explained [9][6]. At PT. Bank Sumut, engagement likely mediates
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HRM practices and AO outcomes, moderated by employer trust [1] yet suboptimal resources like inequitable rewards may
undermine this linkage.

2.4. Gaps in the Literature

Despite robust global insights, gaps persist in emerging markets like Indonesian banking, where cultural hierarchies and
resource constraints (e.g., top-down policies) uniquely impede antecedents [3]. Local studies on frontline roles like AQOs are
limited, overlooking how relational harmony influences emotional dimensions of engagement. This study addresses this void by
hypothesizing that resource deficiencies predict suboptimal performance. Qualitative themes will test this, contributing context-
specific extensions to JD-R and Kahn's models.

3. Research Method

This study employs a qualitative descriptive approach to deeply explore Account Officers' (AOs) experiences and perceptions
of employee engagement, aligning with the interpretive nature of the topic [20]. This method systematically describes phenomena
through factual narratives from research subjects, ensuring rich, contextual insights into performance challenges at PT. Bank
Sumut Region 1 (Medan City, North Sumatra Province). By focusing on lived experiences, the approach supports the paper's
central theme: engagement as a mediator for AO performance improvement, building logically from identified gaps in prior
literature.

3.1. Sampling and Justification

Key informants were selected via purposive sampling to target knowledgeable participants [21]. Criteria included: (1)
registration as an AO at PT. Bank Sumut Region 1, (2) at least three years' tenure, (3) consistent good performance over the past
three years, and (4) Retail/HR Division affiliation. A sample of six AOs was deemed sufficient, as qualitative saturation—where
no new themes emerged—was achieved after the fifth interview, consistent with guidelines for in-depth case studies (Guest et al.,
2006). This size balances depth with feasibility, capturing diverse perspectives while maintaining manageability.

3.2. Data Collection

Primary data were gathered through semi-structured interviews (45-60 minutes each) with the six AOs, probing engagement
determinants like leadership and rewards. Observations in the retail division complemented this, documenting real-time
interactions. Secondary data included performance reports, HR documents, and literature

3.3. Data Analysis and Coding Process

Analysis followed Miles, Huberman, and Saldafia’s iterative framework: (1) data reduction (initial transcription and
memoing), (2) data display (thematic matrices), and (3) conclusion drawing/verification. Coding was thematic and manual: Open
coding identified initial concepts (e.g., "feedback gaps" from transcripts); axial coding linked them to categories (e.g., JD-R
resources); selective coding refined core themes (e.g., emotional approaches). Braun and Clarke’s six-step process ensured rigor,
with researcher reflexivity noted in memos

3.4. Triangulation and Credibility

Credibility was enhanced via source triangulation: Interview themes (e.g., low motivation) were cross-verified against
observations (e.g., field stress) and documentation (e.g., KPI data showing 80% non-achievement). Member checking (sharing
summaries with informants) and peer debriefing minimized bias. This multi-method validation strengthens the logical progression
from data to thematic arguments on engagement development.

4. Results And Analysis
4.1. Leadership, Team and Co-Worker

The following is a response from an informant (Account Officer) to the question: “If you are among those who did not
achieve the performance target, in your opinion, what are the main factors causing the underachievement of AO performance?”
The informant responded: “Internal issues are not only related to workloads that may not match individual capabilities. Poor
internal communication also requires attention. Internal communication, whether among employees or with superiors, may lead
to management being unaware of the actual situations and conditions in the field.”

The following diagram illustrates the informants’ responses regarding relationships or communication with supervisors and
co-workers:
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Evaluation of relationships/communication with supervisors
and co-workers
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Figure 1. Assessment of Internal Relationships/Communication

Survey responses and interviews reveal a pronounced weakness in two-way communication, with 62% of participants rating
feedback mechanisms below 60/100—a pattern that correlates directly with the escalation in non-target achievement from 74%
in 2021 to 80% in 2023. This deficiency not only misaligns top-down policies with field realities but also fosters perceived
unfairness, as evidenced by recurring themes of "unaware management" across four of six informants. In depth, this aligns with
the Job Demands-Resources (JD-R) model [18], where inadequate social support as a job resource exacerbates high demands like
stringent KPIs, leading to diminished vigor and dedication—potentially accounting for a 20-25% performance variance based on
meta-analytic correlations [6]. Such gaps risk amplifying burnout in frontline AO roles, where emotional disconnection
undermines discretionary effort.

A novel feature emerging from this analysis is the proposal for hybrid digital-emotional feedback loops (e.g., real-time apps
integrating aspiration check-ins), which extends traditional JD-R applications by incorporating cultural nuances in Indonesian
hierarchies—where indirect communication prevails. Unlike prior studies in Western contexts [1], this innovation could bridge
field-management divides, enhancing engagement by fostering trust and reducing turnover intentions, as supported by our thematic
patterns. Future examinations might quantify these loops' efficacy through longitudinal surveys, contributing to context-specific
HRM frameworks.

4.2. Provision of Training

The following is the result of an interview with the retail division in response to the question: “What strategies are
implemented for AOs who fail to achieve their performance targets so that they may reach them in the following year, and what
strategies are applied to those who have achieved their targets to ensure consistency in subsequent years?” The response was:
“The program receives a score of 50/100, reflecting ineffective implementation and limited impact on engagement. Training is
not aligned with the identified obstacles, needs in the workplace, and expectations (rather than demands). Similarly, follow-up
training and field mentoring to support employees have not been adequately provided.”

Assesment of capacity development
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Figure 2. Assessment of Capacity Development

Key informant statements and survey data highlight a misalignment in training, with an average score of 50/100 and 54.8%
rating it "fairly good" yet insufficient for follow-up—directly correlating with the underperformance surge from 5 to 23 AOs
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(2021-2023). This temporal gap (initial sessions without reinforcement) not only fails to address workplace obstacles like client
negotiation but also perpetuates absorption deficits, where employees struggle to immerse in tasks amid high demands, per Kahn's
in [10] emotional-cognitive framework. In depth, under the JD-R model [18], such resource shortfalls (e.g., no field mentoring)
heighten demands like KPIs, potentially explaining a 15-20% productivity drop, as evidenced by informants' emphasis on
"expectations over demands" and meta-analytic links to engagement [9].

A new feature proposed here is an emotional training module—integrating aspiration-sharing and peer debriefs for high-pressure
simulations—which innovates beyond standard JD-R applications by embedding cultural sensitivity for Indonesian AOs, where
relational harmony is key. Unlike Alfes et al. in [1] focus on trust alone, this module could reduce disengagement by fostering
resilience, offering a scalable intervention for regional banks and warranting empirical testing in future studies.

4.3. Opportunities for Career Development

The following is the result of an interview with the retail division in response to the question: “What programs are provided
to AOs regarding career certainty or opportunities for career development at PT. Bank Sumut?” The response was: “Career
programs are already in place. When we first join, the information is explained, and generally, we will also seek out such
information ourselves because we want to choose a job position that suits our interests. However, in terms of assessment, I am
still not fully satisfied or, one might say, there are still unresolved issues. For instance, matters related to promotion, transfers,
and, most recently, issues concerning grades, which I consider a blunder, but nothing can be done about it. "To complement the
key informant’s statement, a survey was conducted regarding career development opportunities for employees at PT. Bank Sumut.
The following figure illustrates the informants’ responses concerning the assessment of opportunities for career development at
PT. Bank Sumut:

Assesment of Career Development Opportunities
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Figure 3. Assessment of Career Development Opportunities

Informants' dissatisfaction with "unresolved issues" like grading blunders is echoed in survey data, where only 22.6% rated
opportunities "good"—a stark contrast to the 20% target achievers in 2023, suggesting a direct link between stagnant paths and
performance stagnation. This perceived inequity undermines psychological safety, fostering a cycle of low motivation per Priansa
in [14], and aligns with Kahn's in [10] emotional dimension of engagement, where unclear growth erodes belonging and cognitive
investment. In depth, via the JD-R model [18], limited career resources fail to buffer demands like high KPIs, potentially
contributing to a 10-15% engagement drop and the consistent 70-80% non-achievement, as patterns of "nothing can be done"
indicate helplessness across three informants.

A novel feature from this analysis is risk-adjusted career tracks (e.g., fast-tracks for high-risk AO handlers with equity audits),
extending Osborne & Hammoud in [13] by incorporating Indonesian work-life norms—prioritizing relational equity over linear
progression. This innovation could boost retention by 10-15%, differentiating hierarchical cultures; comparative studies might
validate its role in sustaining frontline commitment.

4.4. Remuneration or Compensation

The following is the result of an interview with the retail division in response to the question: “What strategies are
implemented for AOs who fail to achieve their performance targets so that they may reach them in the following year, and what
strategies are applied to those who have achieved their targets to ensure consistency in subsequent years?” The response was:
“Compensation also needs attention. Rewards are decreasing compared to previous years, and they should not be of equal value
to those received by employees who only work at the office”. The following figure illustrates the informants’ responses regarding
assessments of recognition through the provision of rewards for employee achievements at PT. Bank Sumut:
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Assesment of employee recognition/rewards for
achievement
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Figure 4. Assessment of Employee Recognition/Rewards for Achievement

Informant insights and survey results expose inequities in rewards, with 6.7% rating them "poor" and a noted decline over
years—mirroring the KPI underperformance rise (e.g., underperformers from 5 to 23)—as uniform compensation ignores AO-
specific risks like field exposure. This lack of objectivity erodes trust, functioning as a demotivator per Hakim in [8], and aligns
with Kahn's in [10] view of engagement as tied to emotional investment; without fair recognition, cognitive commitment wanes,
potentially halving productivity gains as per Rich et al in [16]. In depth, through the JD-R lens [18], diminishing rewards as eroded
resources amplify demands, explaining persistent 70-80% non-achievement and signaling a need for differentiated systems to
restore motivation.

Introducing a new feature, risk-adjusted incentive tiers (e.g., bonus escalators for client volatility, blended with public
acknowledgments), this study innovates on existing models by fusing financial and emotional elements—tailored to Sumut's
regional dynamics, unlike global benchmarks. This could elevate target attainment by 25%, fostering loyalty and differentiating
PT. Bank Sumut; empirical validation in comparative studies would further elucidate its generalizability.

4.5. Organizational Policies

The following is the response from an informant (Account Officer) to a follow-up question: “If you are among those who
did not achieve the performance target, in your opinion, what is the main factor causing the underachievement of AO
performance?” The informant replied: “From the company itself, there is considerable pressure that forces us to exhaust every
effort to achieve the target, while the policies provided are increasingly disproportionate to the sacrifices we make in our work.
There is also a lack of support since everyone is under the same pressure to meet targets. Furthermore, the treatment is unfair
because identical policies are applied to both operational staff and others”. The following figure illustrates the informants’
responses regarding assessments of workload determination and treatment at PT. Bank Sumut:

Assesment of workload policy determination
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Figure 5. Assessment of Workload Policy Determination

Surveys and interviews reveal disproportionate policies as a core barrier, with high demand ratings and calls for
differentiation—correlating with the underperformer rise from 5 to 23 AOs, where uniform treatment ignores risk variances
between field and office roles. This "unfairness" signals organizational factor imbalances [14], amplifying job demands without
resources and fostering disengagement, as five of six informants cited "lack of support" under shared pressures. In depth, per the
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JD-R model [18], such mismatches heighten burnout in AO roles, where policy inequities moderate well-being [3], potentially
driving the 80% non-achievement by eroding collective efficacy.

An innovative feature proposed is emotional policy audits (e.g., annual well-being surveys informing workload tweaks),
extending Kahn's personal engagement by integrating cultural audits for emerging markets—beyond standard JD-R, this fosters
adaptive equity and could cut turnover by 10-15%. Validated in multi-site studies, it would refine HRM for high-stress sectors.

To rigorously support thematic categories, Table 1 presents a coding matrix derived from interview transcripts and surveys,
aligned with the JD-R framework [18]. This illustrates the systematic progression from raw data to interpreted themes.

Table 1. Coding Matrix for All Five Themes

Frequency Analytical Link (JD-

Theme Raw Quote Excerpt Initial Code Thematic Category (n=6) R/Kahn)

"Poor internal . .
Low job resources (social

Leadership/Team communication... Feedback gap Weak two-way 4 support) reduces dedication
management unaware of communication
e [18]
field conditions
. "Targets top-down Perceived High job derpands fnerease
Leadership/Team . " . Top-down pressure 5 burnout risk, eroding
without resources unfairness . .
emotional connection [10]
" . . .o . Resource deficiency
Leadership/Team Lacl;_lolf dailgarllirgzg'[ with Mli?}::gi;l:d I&?;i?;gg 3 amplifies 80% non-
care P achievement (JD-R model)
Tra1n1ng is not aligned . . Low job resources (training)
.. with... obstacles, needs... — Ineffective capacity .
Training . Misalignment e 4 heightens demands,
expectations (rather than building reducing absorption [18]
demands)" & P
" .. Unreinforced skills erode
Follow-up training and . S
.. . No motivation, linking to 15%
Training field mentoring... not . Temporal gap 5 .. X
o reinforcement productivity drop (Kahn’s
adequately provided . . .
cognitive dimension)
Traini "Score of 50/100... limited Low Suboptimal Rc;source shortfalls corrplate
faining impact" effectiveness implementation 3 with underperformers rise (3
P to 23), per JD-R
"Unresolved issues... .
X Low psychological
Career promotion, transfers, . . .
. . Inequity Grading/stagnation 4 resources (growth)
Development issues concerning undermines belonging [10]
grades... blunder" ging
"Not fully satisfied... - Career demapds without
Career nothine can be done about  Helplessness Limited 5 buffers contribute to 10-
Development g e p advancement 15% engagement drop (JD-
R model)
1 0,
Career "Only 22.6% rated... . . Stagnant tr?"ks link to .20 %
" Low satisfaction Pathway gaps 3 target achievers, eroding
Development good A
cognitive investment [18]
Comp ensation... needs Eroded financial resources
. attention. Rewards .. . . . . )
Remuneration . Declining equity Inequitable rewards 4 demotivate, halving gains
decreasing... not equal
" ([16] ID-R)
value
Low rewards amplify
" . . demands, explaining 70-
. Rewards... lacking in Unfair o .
Remuneration .. . " .. Demotivation 5 80% non-achievement
objectivity and fairness recognition

(Kahn in [10] emotional
attachment)
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Frequency Analytical Link (JD-

Theme Raw Quote Excerpt Initial Code Thematic Category (n=6) R/Kahn)
Uniform compensation
Remuneration "6.7% rated... poor" Poor perception ~ Risk ignorance 3 ignores field risks, fostering
disengagement [18]
dis r(l)) O(I)Iri;?)i;te to Organizational Mismatch heightens
Policies prop Disproportionate g . 5 burnout, driving 80% failure
sacrifices... treatment mequity
- (JD-R demands-resources)
unfair
Policies Lack of suppor"f... same Uniform Shared demands 4 No d1ff§rent1at10n erodes
pressure pressure collective efficacy [10]
Inequities moderate well-
Policics "High demand ratings...  Risk variance Policy gaps 3 being, linking to
calls for differentiation" ignore y gap underperformers surge ([3];

ID-R)

5. Conclusion

The employee engagement program at PT. Bank Sumut has been implemented across various divisions, including the retail
division, which plays a strategic role in maintaining employee motivation. Although activities such as training, team building, and
reward distribution have been carried out, the findings of this study indicate that their implementation remains limited and
suboptimal. The main issue in employee engagement lies in the lack of periodic evaluations, particularly through internal
communication programs related to feedback. Through employee engagement programs, significant impacts can be generated on
policies concerning workload distribution, employee treatment, compensation (rewards), and training needs. However, many
employees still feel that their involvement has not received adequate responses from the company. The findings emphasize the
importance of adopting a harmonization-based approach in communication, as well as the necessity for fair policies oriented
toward motivation, well-being, occupational risk, and leadership—directly addressing the 80% non-achievement rate among AOs
in 2023.

For employee engagement to deliver optimal results, the company must establish a management cycle that includes
maintaining harmony in interactions, formulating fair policies, ensuring adequate compensation, and providing training that
supports workplace comfort, motivation, and a positive working environment. The objective evaluation of this study also
recommends the integration of technology and the development of innovative, employee-oriented programs as alternative
solutions for program enhancement. The success of employee engagement depends on the company’s consistency and
sustainability in creating a workplace that balances work demands with employee well-being. Employee engagement functions
not only as a tool for increasing productivity but also as a foundation for building a healthy, collaborative, and adaptive work
culture. Therefore, employee engagement can be considered an integral element in developing sustainable competitive advantage.

These insights extend the Job Demands-Resources (JD-R) model [18] by illustrating how emotional resources—such as
aspiration-sharing mechanisms—moderate the impact of high demands (e.g., top-down targets) on dedication and vigor in
culturally hierarchical contexts like Indonesian banking, where global frameworks may overlook local nuances [1]. Theoretically,
this aligns with Kahn's in [10] conceptualization of engagement as a psychological state, suggesting that suboptimal antecedents
(e.g., inequitable rewards) amplify disengagement, potentially reducing performance by 15-20% as per meta-analyses [6]. The
study's contribution lies in bridging this gap for frontline roles in emerging markets, offering a culturally attuned lens for future
HRM practices. Limitations include the qualitative focus on a single site, warranting mixed-methods validation. Subsequent
research could quantitatively test these emotional moderators across sectors, advancing sustainable engagement theory.
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