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ABSTRAK

Penelitian ini dilatarbelakangi oleh fenomena tingginya tingkat perputaran karyawan (turnover) di
PT Mars Global Pratama yang mencapai rata-rata 10% hingga puncak 13% per bulan pasca-
penerapan regulasi manajemen baru. Kebijakan kedisiplinan yang ketat tersebut tidak diimbangi
dengan penyesuaian kompensasi finansial, yang berujung pada penurunan motivasi dan hilangnya
tacitknowledge dari pekerja berpengalaman. Kondisi ini memaksa sistem operasional untuk terus-
menerus menanggung beban kurva pembelajaran (learning curve) dari operator baru, sehingga
memicu eskalasi pemborosan (waste) kritis baik pada aliran fisik material maupun aliran informasi.
Penelitian ini bertujuan untuk mengidentifikasi metrik waste dominan, menganalisis akar
permasalahan yang memicu inefisiensi, serta merumuskan strategi perbaikan komprehensif pada
sistemmanajemen dan kompensasiperusahaan. Penelitian menggunakan pendekatan mixed methods
dengan alat ukur utama Dual Waste Assessment Model (WAM) untuk mengkuantifikasi pemborosan
secara independen di lantai produksi dan area administratif (kantor). Penelusuran akar masalah
dianalisis menggunakan Fishbone Diagram (4M1E), yang kemudian divalidasi posisinya melalui
Analisis SWOT untuk merumuskan usulan perbaikan berkesinambungan melalui tahapan Plan pada
siklus PDCA. Data primer diperoleh melalui kuesioner berskala Likert yang disebarkan kepada 32
responden aktif yang telah diuji validitas dan reliabilitasnya. Hasil pengolahan matriks Dual WAM
mengidentifikasi Waste of Defect sebagai pemborosan paling kritis di lantai produksi dengan
persentase 25.82%, yang dibuktikan oleh maraknya kasus komponen Not Good (NG) akibat
kesalahan penyayatan dan pengelasan. Sementara itu, Waste of Waiting mendominasi inefisiensi di
area kantor dengan persentase 24.12%, termanifestasi pada lamanya sirkulasi dokumen perintah
kerja dan birokrasi. Pemetaan akar masalah mengonfirmasi bahwa tingginya inefisiensi teknis ini
sangat berkorelasi dengan tekanan mental, ketidakadilan sistem reward-punishment, dan beban
target yang memperburuk konsentrasi kerja. Sebagai solusi strategis, penelitian ini merumuskan
usulan standardisasikebijakan retensi karyawan (On the Job Mentorship)dan implementasi skema
kompensasi variabel berbasis efisiensi produktivitas melalui pendekatan Gainsharin Performance
Model. Jika diimplementasikan, strategi ini diproyeksikan mampu menstabilkan turnover di bawah
3%, mereduksi Waste of Defect hingga 84,3%, serta mendongkrak ketepatan waktu pengiriman
secara signifikan.

Kata Kunci: Produktivitas, Kompensasi, Turnover, Waste Assessment Model (WAM), Efisiensi
Sistem Manajemen, Gainsharing-Performance.



ABSTRACK

This study was motivated by the high employee turnover rate at PT Mars Global Pratama, which
averaged 10% and peaked at 13% per month following the implementation of new management
regulations. These strict disciplinary policies were not balanced by adjustments to financial
compensation, leading to a decline in motivation and the loss of tacit knowledge from experienced
workers. Thissituation forced the operational systemto continuouslybear the burden ofthe learning
curve associated with new operators, thereby triggering a critical escalation of waste in both the
physical flow of materials and the flow of information. This study aims to identify dominant waste
metrics, analyze the root causes of inefficiencies, and formulate comprehensive improvement
strategies for the company’s management and compensation systems. The study employs a mixed -
methods approach, using the Dual Waste Assessment Model (WAM) as the primary measurement
tool to independently quantify waste on the production floor and in administrative (office) areas.
The root cause analysis was conducted using a Fishbone Diagram (4M1E), which was then
validated through a SWOT analysis to formulate proposals for continuous improvement via the
“Plan” phase of the PDCA cycle. Primary data was collected through a Likert-scale questionnaire
distributed to 32 active respondents, with the questionnaire’s validity and reliability having been
tested. The results of the Dual WAM matrix analysis identified “Waste of Defects” as the most
critical form of waste on the production floor, accounting for 25.82% of total waste. This was
evidenced by the prevalence of “Not Good” (NG) components resulting from cutting and welding
errors. Meanwhile, “Waste of Waiting” accounts for the largest share of inefficiency in the office
environment at 24.12%, manifested in the lengthy circulation of work orders and bureaucratic
processes. Root-cause analysis confirms that this high level of technical inefficiency is strongly
correlated with mental stress, an unfair reward-punishment system, and target pressures that impair
work concentration. As a strategic solution, this study proposes standardizing employee retention
policies (On-the-Job Mentorship) and implementing a variable compensation scheme based on
productivity efficiency through the Gainsharing-Performance Model approach. If implemented, this
strategy is projected to stabilize turnover below 3%, reduce “Waste of Defects” by up to 84.3%,
and significantly improve on-time delivery rates.

Keywords: Productivity, Compensation, Turnover, Waste Assessment Model (WAM), Management
System Efficiency, Gainsharing-Performance.
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