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Training and continuing education certainly give a new impulse to employees’ careers.
But they do not necessarily correspond to the company’s strategy and objectives.

Training and promotion are a part of the
company and employee dynamic. They also
seem to go together, one inducing the other.

Perceived more and more as a prominent part
of the company’s strategy, training has become
a key factor in the development, competitive-
ness and survival approaches of organisations.

Therefore, human resources representatives
are often appointed to the company’s execu-
tive committee. In return, they plan and imple-
ment the yearly training programmes and
process in accordance with the decisions regar-
ding the enterprise’s future.

A promotion is an employee's advancement
in rank or position in a company. One of the
main reasons for promotion is a reward conce-
ded to an employee for good performance.

Before promoting its staff to a particular
position, the organisation ensures that the
promoted person is trained enough to handle
his or her new responsibilities.

Are training and promotion linked? How
can training affect someone's career within a
company?

“Training is a part of the company’s strategy,”
says Nathalie Moraux, Human Resource Direc-
tor at the Banque Degroof Luxembourg. “It
must necessarily: bring a real added value to the
arganisation.”

Indeed, companies which implement a trai-
ning programime aim, above all, to reach objec-
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tives in line with the global company strategy.
The training approach might therefore take
different forms depending on these objectives,

Staff employability

“Training is an integral part of our company
and its subsidiaries,” explains Daniel Oudrar,
Executive Director of Creyf's Luxembourg - 4
subsidiary of the USG people group, an inter-
national network of temping and recraitment
agencies. “It is infegrated into the group’s culture,
as well as in the personnel’s curriculum. It mainly
consists of educational training pmgmmme_sjt‘
which focus on professional skills and processes
development.”

Having a same line of competencies and
expertise within an international group is not
that easy. For this reason, the group set up a
general audit of internal skills, which began on
1 June and will end in July 2008. “It is a general
photography of the concrete levels of knowledge
and skills, which apply within the company and
need to be implemented, according to a develgp-
ment plan,” Daniel Oudrar commented. “In @
first step, the whole staff will be tested in its wor-
king environment, the objective being to reach a
sufficient level of training that guarantees a level
of quality and certification. This training approach
aims to give a minimum homogeneous level of
expertise to the whole group’s staff.”
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IT'S TIME FOR A REFORM!

Based on a 60-year-old Grand Ducal order

(8 October 1945), Luxembourg's education system

is about to be reformed.

A new bill on vocational training — soon to be passed -
introduces the concept of lifelong learning, with an
approach based on competence acquisition.

This reform will implement on the national level

the Lisbon strategy objectives (2000), which

the European Union set as a major strategic goal

for 2010, "to become the most competitive and dynamic
knowledge-based economy.” This comprises a detailed
work programme (“Education & Training 20107,
aiming to organise the European education and
training systems around quality, access, and open-
ness. The broader objective is to adapt the education
and training systems to the knowledge-driven society
and economy.

This new vocational training system must allow
everyone to acquire training, to complete it and

to improve it, at any stage of their professional career.
The new system will include four professional training
forms: basic professional training, initial professional
training, continuaus professional training and
professional reconversion training,

According to the legislator, this new system

is expected to last at least two or three decades,
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Training is used as a tool to increase the staff
employability and professionalism, which
might in return give the employee a chance for
promotion.

“Training is also part of the company’s strategic
development and of its performance improvement,”
explains Jean Junck, executive committee mem-
ber of the Institut de Formation de la Chambre
de Commerce (IFCC), the training arm of
Luxembourg’s Chamber of Commerce. Created
in 2003 with the objective to develop educatio-
nal training activities, the [FCC welcomed in
2006, 6,800 participants — 70% sent by compa-
nies, 30% coming on their own initiative.

Trainingallows the development of knowledge
and professional skills to make the company
successful. “It is therefore a tool and an instrument
of performance,” Jean Junck recognises.

“Training can be an anticipative tool,” Nathalie
Moraux says. “We follow the company’s strategy
and constitute a pool of compelencies that might
be operationally ready if needed.”

Training can be risk-oriented: it might reduce
the number of human, operational and secu-
rity risk failures at the workplace. And thus it
creates a beneficial effect on the company’s
costs and productivity.

What is the effective impact of training
on the company’s performance? “Unfortuna-
tely, it is not possible,” Daniel Oudrar affirms.
“It is nevertheless important that employees
understand the functioning of the company and
therefore get more involved in the internal trai-
ning process.”

Some training programmes might not be
compulsory and might remain at the emp-
loyees' discretion. “The objective is not to pena-
lise our staff, but to give them all the means to
learin by encouragement and by a training follow-
up,” Daniel Oudrar says.

Win-win approach

What are therefore the main benefits of trai-
ning for the employees? “Training creates a win-
win dynamic for both the company and its staff,”
Jean Junck explains. “It is a knowledge comple-
mient, which the employee owes to integrate and
manage in terms of performance and of know-how
capital.”

Human resources departments reco
employees are interested in training
regularly request course programmes th
help them to refresh or improve some:
and professional skills as well as bring
comprehension of their day-to-day ac

These requests are usually received
lowed up by both the HR department
unit manager during the monthly revi
tings or vearly appraisals.

Nevertheless, the employees can som
perceive training as an obligation, a s
stress and as non-paid extra work time 1

Companies also do not hesitate to pl
ning and weekend training sessions fo;
employees in order to bring extra expert
certification that might allow the orga
to win a contract or enter a new market,

Unfortunately here, employees do na
partin the final decision regarding the traif
choices and initiatives of their com
usually service providers. As it is very
lised and technical, such training might
fore appear to have a business or a compi
purpose, Surely not as a possible opportus
for a future promotion. '

“Staff shall be fully involved in the traini
cess. It is a necessary responsibility,” Ne
Moraux says. This involvement, it seem
usually no impact on the staff remunera
and bonuses. Some employees may
other education channels to fulfill their
and expectations. Individual training i
ves taken by the employees themselw
financed on their own budget have beca
growing trend over the past years.

“For about four to six years, employees
become aware of the possibilities life-long I¢
programimes offer,” Jean Junck explains,
measitre this new demand on training and v
nal programmes, through the very .sirng.f
aof individuals attending the evening classes,”

Such individual strategies might not
sarily take the company’s objectives and
ning programmes into account. And
follow some expectations (promotion,
rise, or even a complete professional reorie
tion) the company might not fulfill. But org
nisations shall positively take these
initiatives into account,
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“We no longer speak about promotion, but rather
of career development,” Jean Junck states.

How do companies recognise, encourage or
value these individual initiatives? “We don’t
constder our employees as tools,” says Michel
Hartmann, Human Resources Director at the
IEE, a company specialised in automotive safety
sensing systems for occupant detection and
classification. “Wewant to privilege the knowledyge-
based worker approach.” The “worker knowledge
approach” regards the staff more as a brain and
not as a device. The idea behind the concept is
to create a mindset of employees with an aca-
demic background. Thanks to their educational
background and level, these are used to learn
and integrate new information and skills. “If
people are interested in attending new training, also
on their own initiative, we might encourage and
support them.” Michel Hartmann says,

Can therefore an attended training pro-
gramme lead to a promotion?

Modern organisation structures do not allow
possible rank or position advancement any
more. “Contpanies adopt more and more the flat
hierarchical model.” Daniel Oudrar notices.
“Promotion therefore loses its sense and even tends
to disappear. This is particularly true for small or
medium-sized firms.” Thus, staff movement
becomes rather transversal inter-competence
orientated.

But within bigger organisations promotion
programmes remain. “Our promotion process fol-
tows two different directions,” Michel Hartmann
says. The first one is not directly seen as a pro-
motion, but more as a horizontal workplace
change within the company. “Before benefiting
a vertical promotion, employees have to spend
Some time in one of our foreign subsidiaries,”
Michel Hartmann explains.

This training on the field is considered as an
asset that brings a wider experience of the
company, its actors and functioning.

The second promotional direction follows
the internal organisation, and is strongly rela-
ted to a matrix. Promotion will then be initia-
ted according to defined criteria and through

a mentoring programme. “We offer training,
which prepares our employees for manager or

expert functions.” Michel Hartmann says,
“We prepare them for a future career in a specific
domain.” About 30 assessment sessions are
organised each year within the IEE to specifi-
cally detect and accompany the promoted
staff.

Subtle process

This is according to the strategy and objec-
tives of the organisation. “But training does
not lead to an automatic promotion,” Nathalie
Moraux explains. “Even if employees are cons-
cious of how important training can be, the com-
pany implements and follows its own promotion
strategy, in accordance with its business and 1
operational objectives.”

“Training must serve the versatility and the per-
formance of the company”, Michel Hartmann
says.

Therefore, training usually follows a promo-
tion: “It is a question of accompanying the pro-
mated in its new responsibilities, which are very
often management ones,” Nathalie Moraux says,
“And to provide him or her with a programme of
soft skills acquisition,”

Conversely, training programmes can even-
tually be implemented in association with a
planned or already realised promotion. These
situations are rare. They concern potential
high profiles who have been detected within
the company and are given the chance to pre-
pare for new responsibilities.

Training and promotion strategies shall serye
the company’s objectives and performarice.
Nevertheless, both remain strictly separate
from one another, with some rare exceptions,
including one main one: when a training pr:':_-f%
gramme accompanies a new promoted mana- -
ger or director.

The other way around remains even rarer
and therefore subtler: “Training helps us fo-
measure the degree of motivation and interest
employees invest in their work and within the
company.” Nathalie Moraux says. “It is about
the way the person will be involved on the fiekl
and integrate these new skills in his or her day-m;;
day activity.” || Marc Auxenfants
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