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ABSTRACT: Employee retention is the leading problem, which all organizations are now facing in the
international aggressive environment. While soaring employee turnover reflects on squat morale and be short of of
motivation, entertainingly, seen from a different angle the nonappearance of turnover rapidly results in de-
motivation because the opportunity of lateral and forward-motivation is out of action from employees. It is in
opposition to human personality to stay static, performing the similar duties day in day out, with no hope of change
in regular or opportunities for improvement. Moreover, the routine methods of employee motivation such as
financial rewards and perks have been not here at the back in preventing employee turnover. This article reports
employee cross training as a significant motivational practice to retain employees, compared to other motivational
factors like performance based reward, functioning situation, guidance, perks and perquisites. For this reason a
survey was conducted on 100 executives and managers from 20 different companies. The results exposed that cross
training significantly prevents turnover.
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1. INTRODUCTION: e  With each group, use interviews (entry, exit-
Employee retention means various things to reasons for his taking the job and reasons for
various people in each organization. There is no his staying. To ascertain what we need to do
particular description of employee retention. Several to retain the employees in that group such as
views mentioned by J. Leslie Mckeown are as under: loss of institutional knowledge, which may
e ‘Employee retention means stopping poop go to competitors?
from leaving this organization.’ e Make the interviews with employee
e ‘Employee retention is all about ‘keeping independently and remain them secret for
good people.’ best results.
e -’Getting our compensation and benefits into e Use the information that is composed to
line with the marketplace.’ establish ~ comprehensible, experimental
e ‘Stock options créche facilities, and other retention goals for each group of employees.
perks.’
e ‘It’s got to do with our culture and how we 1.1.1 SEVERAL AREAS OF EMPLOYEE
treat people.’ RETENTION, WHICH NEED
PARTICULAR CONCENTRATION FOR
In fact, the thought of employee retention arose in ACHIEVING SPIRITED
response to rising number of employee’s departure the IMPROVEMENT, ARE:
organization due to a variety of reasons. v" A pleasurable work atmosphere.
v' Work content is linked with performance of
1.1 DEVELOPING A RETENTION APPROACH goals.
IN AN ORGANIZATION. v' Career and personal enlargement
It is attractive to plan employee retention opportunities as long-term standpoint.
approach by an Organization, which must cover v" Reimbursement and performance associated
subsequent aspects (J. Leslie. Mckeown): rewards to be around 30% of total gross pay.
e ‘Recognize and prioritize key employees that v' The organization culture based on vision,
present a existing or future retention risk’ values and a .mission. ¥n addition how
e For each key retention cluster, explain members do things, are in touch and act
reasons for deficient to retain them. together.

v' Employee possession in the organization.
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v' Participation and empowerment by hopeful
delegation of decision- making.

v Equal opportunity among employees.

v" Employee centered practices.

1.1.2 A FEW KEY
EMPLOYEES ARE:
e  Work-life balance.
e  Acceptance of their views and opinions.
e Respect for the individuals.

PROSPECTS OF

1.1.3 ASSOCIATION WITH THE MANAGER.

7

¢ A Manager to be considered as a counselor
and trainer, usually taking responsibility for

each other’s happiness in relationship
building.

% Manager to place sensible, challenging, and
significant goals for employees by
association.

s To implement a practical, challenging, and
applicable performance appraisal process.

% Plan and put into practice an individual
enlargement graph for each employee.

« To act as a bumper between any employee
and other managers.

% To take action as a representative of

employees and play key management role.

1.1.4 EMPLOYEES JOB AFFILIATION WITH
COLLEAGUES.

Despite the fact that it may be competitive
but must make available first-class opportunities for
extraordinary interaction, development skills and
knowledge. To conclude, a unbeaten strategy starts
with the management’s accurate way of thinking,
which ensures that the approach adds value right
through the organization, implementing processes
genuinely, that the top management is totally involved
and their eagerness in it is of critical significance.

2. CONCEPT AND IMPORTANCE OF
EMPLOYEE CROSS TRAINING:

Employee retention is the most important
problem, which every organization are now facing in
the international aggressive atmosphere. While
soaring employee turnover reflects on squat self-
confidence and be short of motivation, interestingly,
seen from a different approach the nonappearance of
turnover quickly results in de-motivation because the
chance of lateral and forward-motivation is out of
action from employees. It is in disagreement to human
character to stay static, performing the comparable
duties day in day out, with no expect of modify in
regular or opportunities for development. Managers
from time to time implement “Job enrichment” in a
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foolish way, by giving un-rewarded extra
responsibilities to their supervisors and employees.
This outcome in a feeling of mistreatment and has the
reverse effect. An successful training method for
motivation, is cross training, when implemented flat,
increasing and descending. Department heads,
assistants and employees be capable of cross-train
either inside the department or in different
departments. With support, employees can have a
day’s training in the role of subdivision heads (“King
for the day”). A department head can take a general
manager’s role in his nonexistence. This is a structure
of cross-training. A more sophisticated form of cross-
training is job rotation, which usually involves
extended periods (from one month to six months).
With job rotation, the employee’s role change. He is
not considered as trainee, but is wholly responsible for
certain jobs. Both cross training and job rotation
create teams of employees who are more
knowledgeable, confident of their professional
expertise and can easily replace each other when
needed. These techniques lead to great motivation
throughout the company.

3. EMPLOYEE CROSS TRAINING VS OTHER
MOTIVATIONAL TECHNIQUE:

Motivation is the art of stimulating a front
office staff member’s interest in particular job,
project, or subject to the extent that he or she is
challenged to be continuously attentive, observant,

concerned and committed. There are various
motivational techniques like recognition,
communication,  performance  based  reward,

functioning situation, guidance, perks and perquisites
etc. if we compare these with cross training
motivational technique, we find that incentive pay can
be used to influence employee behaviour. However, it
is certain that any benefits gained in the short-term
will be more than lost in the long-term. It is people’s
nature to look at what you are doing for them today.
What you did for them in the past is quickly forgotten.
That may not be the way it should be, but that is the
way it really is. Trying to retain employees after they
have stopped learning is bad for the employee and bad
for the company as well. Bad for the employee
because they have stopped “growing’-stopped
improving their unique value in the job market. Bad
for the company, because it stifles the flow of new
ideas, new insights and new views of the changing
business environment. Your star employee, once a
dynamo, once willing, able and eager to tackle any
task, no longer shows that drive. The problem may be
outside personal problems — whereupon you have the
obligation to help him through that period. However,
it is more likely that he is simply no longer learning at
the rate he was. He is no longer stimulated and
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challenged — he is bored. It is the time for him to
move on, and instead of trying to hold him with pay
and benefits, you should try to help him find a new job
where he can continue to grow.

3.1 METHODOLOGY:

A survey was conducted in different retailing
organizations located at tamilnadu state to find out the
effectiveness of cross-training on employee retention.

3.1.1 SAMPLE:

In total 100 employees (executives and
managerial employees) of 20 retailing organizations
situated in tamilnadu state participated in the study.87
of them male and 13 were female. So far as their
portfolios  are  concerned, 20 were HR
Managers/Executives, 20 Finance
Managers/Executives, 35 Production
Managers/Executives and the rest 25 were Purchase
Managers/Executives.

3.1.2 DATA COLLECTION AND ANALYSIS:

A survey instrument was designed to obtain
the opinion of employees on cross-training. Prior to
distributing the questionnaire to the employees, their
consent was obtained. They were also assured the
confidentiality of their responses. The filled in
questionnaires were collected back after 15days from
the date of distribution. The collection was through
phone call reminders or personal visit to the place. In
total 150 questionnaires were distributed from which
100 have responded. Since, the organizations were
located locally it was possible to obtain a good
number of response through personal call and visits to
the places. Through frequency tables the data were
analyzed.

3.1.3 RESULTS:
This section presents the findings of the
study. The survey is conducted with 100 employees of

20 retailing organizations and their views are
complied and analyzed.

4. NO. OF COMPANIES PROVIDING CROSS-
TRAINING

Results shows that most of the retailing
companies do not provide cross training to their
employees, out of 20 only 6 companies provides the
cross training to the employees (see table 1).

Table 1: Use of Cross Training

Provide cross-training | Not provides cross-training

6 14

4.1 INTEREST TO LEARN NEW SKILLS

When respondents were asked whether they
are interested to learn new skills, most of them were
found to be interested to learn the skills required for
other jobs. Almost 89 employees are interested to
learn skills and competencies required for performing
other jobs (see table 2). This is an indirect indication
that training can be a powerful motivator for most of
the respondents.

Table 2: Interest of employees to learn
skill/competencies required for other jobs

Interested Not interested

87 13

4.2 MOTIVATIONAL FACTORS:

Respondent’s opinion about the different
motivational factors on a three point rating (Strong
motivator, average and weak motivators) was
obtained. Results revealed that (see table 3) for most
of the employees cross training, good working
environment is the strong motivational factor as
compared to other factors like incentives and
empowerment. Almost for 75% employees the cross
training is strong or average motivator.

Table 3: Motivational factor for employees

Motivational Factors Strong Motivator Average Motivator Weak Motivator
Incentive/Money 18 22 60
Job Security 21 26 53
Good working conditions | 30 26 44
Employee empowerment 25 30 45
Cross training 46 29 25

4.3 EFFECTIVENESS OF MOTIVATIONAL TECHNIQUE:

Out of 100 respondents, 50 were from the organizations where cross training has been implemented along
with other motivational techniques. When those 50 respondents were asked to reveal their opinion on a three point
scale, it was found out that employees feel cross training to be more effective and useful for them than other
motivational techniques. Almost 90% of employees feel that cross training is effective motivational technique (see

table 4).
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An open ended question asking “overall what is your opinion about the cross training method?” revealed
that almost all of the employees feels that cross training is effective because it provides more career opportunities to
them and they enjoy and learn during the cross training. Cross training create the learning environment for
employees and provide chance to recognize their hidden talent. It offers learning and opportunities for professional

development.

Table 4: Motivational factor for employees

Motivational Factors Very effective Average effective Not effective
Incentive/Money 08 13 29

Job Security 10 15 25

Good working conditions 18 20 12
Employee empowerment 25 15 10

Cross training 36 09 05
Moreover, interaction with HR managers revealed that REFERENCES:

the cross training is giving better result than other
motivational techniques. Because now organization
can manage routines work if any key employee is on
leave or left the organization. Retention percentage is
also decreased.

5. CONCLUSION:

People enjoy best doing what they do best. A
born salesman will not be happy doing account audits,
despite the fact he may have spent many years getting
an accounting education. Everyone is good at some
things, and lousy at others. But most people do not get
the chance to find out what it is they are good at. Give
them that chance.

Organizations can give this chance to their
employees through employee cross training.
Employee cross training is an effective motivational
technique compared to other motivational techniques,
because it prevents stagnation, offers learning and
opportunities for professional development, improves
understanding of different departments and the
organization as a whole, leads to better coordination
and teamwork, and finally removes differences,
enmity and unhealthy competition. Therefore along
with other motivational technique the organization
needs to provide cross training to retain their
employees.

9/7/2012

652

1. J. Leslie Mckeown, Retaining top employee, Tata
McGraw Hill -companies Inc, New York.
Gratefully acknowledged.

. George Fuller, Win-Win Management, Leading
people in New Workplace, Prentice Hall Press,
Nyo 7652.

3. Barbara Moses, Carcer Intelligence,

Publishing Co. Ltd., Mumbai.

[\

Magna

4. Global Competitiveness, All India Management
Association Amexcel Publishers Pvt. Ltd., New
Delhi - 28.

5. Belilos, C. (1999). Cross-Training as a

motivational and problem-solving technique.
http://www.easytraining.com/crosstrain.htm.
6. Zimmer, E. (1996). Employee motivation.
http://www.tenonline.org.
7. Reh, F. J. (2007). Cross Training employees.
http://management.about.com.
Mary, B. (2006). Cross Training Benefits
Employee and employer.
www.bresnahangroup.com.
9. Huffcutt, T. G. (2007). An analysis of the
relationship between employee cross training
and base pay in a merit-pay environment.
www.allbusiness.com.
Granier, T.B. (2007). “cross-training: A Case
study” http://www.sans.edu.

*

10.




