1

dr Ewa Matuska 

Hanseatic Academy of Management , Slupsk,
Poland 

Managing of labour skills and talents during crisis time – what for? 
Introduction

The current economic crisis has destabilized the labour markets in many European countries and has caused  problems for various enterprises and many workers in both the west and the east of  Europe. The sharp fall in global economic activities that began in the closing months of 2008, and lasting through  the year 2009, lead to a number of problems in the world’s labour markets, one of which is large-scale job losses, and which continue to be reported in many countries across Europe. The Global Employment Trends report (ILO, 2009) 
 of May 2009 estimations that global unemployment could increase by between 29 million (lowest scenario) and 59 million (highest scenario) unemployed people in the year 2009 versus that of 2007, with a middle scenario of 39 million. All three scenarios imply severe labour market distress worldwide, whereby the sudden drop in the availability of job opportunities is leading to a build-up in unemployment and deterioration in other labour market indicators.

The labour markets of Europe include many migrant workers, who as a result of their right to free intra-EU movement, have caused a reduction in job vacancies across Europe. The reduction in job vacancies creates a number of problems for these migrant workers, but the problems they face in their host countries are less than the problems they have in the country of origin. For example, most migrants pay taxes both in the host country and also in the country of origin, as that is what is demanded by the government of their country of origin, like it was till the year 2009 in the case of Poland. However, returning to their country of origin is not an option for many of them, mostly  due to the unavailability of good jobs in their home country even though staying outside the labour market – abroad  or in their own country - would rapidly worsen their professional skills. Majority of migrant workers strongly believe that once the economic crisis is over, national economics will recover, hence it is better to stay on a stable and prospective labour market than to return to the labour markets of their home countries.

This belief makes sense to a certain degree since the challenges of the ageing of the population and the shortage of skilled labour will re-emerge, stimulating competition between countries for skilled workers and by the migrant workers’ countries of origin. 
Skills and labour  shortages in the European Union

There have been significant employment shifts by occupation in both the EU-15 and   the  new EU-12. According to the Labour Force Survey, employment growth between 1996

and 2006 was particularly significant in skill-intensive occupations such as technicians and

professionals, legislators, senior officials and managers, but also in elementary occupations. On the contrary, employment fell in manual skilled occupations of craft workers, agricultural and fishery workers, as well as clerks (Strietska-Ilina, 2008).

An actual pan-European medium-term forecast of occupational skills demand in Europe suggests that this trend will continue. In its low scenario, which is the most plausible given the current economic downturn, a net increase of 8 million jobs in the period between 2006 and 2015 is projected.  Most of these new job openings are forecast in services, easily off-setting the loss of 2.3 million jobs in the primary sector and 1.25 million in manufacturing and construction (Cedefop, 2008)
.  
Demand for labour in high-skilled non-manual occupations, such as technicians, professionals and managers, and also in elementary occupations, will increase further. This

phenomenon is known as job polarization
 and has been evolving in Europe since the early 1990s as a result of technological changes, as well as the off-shoring of manufacturing. 

 However, it is important to note, that due to the ageing of the EU labour force, even where labour demand will not expand, a significant number of job openings are still expected due to the need to replace those withdrawing from the labour market – mostly retiring (see Figure 1). This suggests that Europe may experience labour shortages in a wide spectrum of occupations, with a stronger emphasis on high and low-skill service jobs.

Figure 1. Demand by broad occupational group in the EU-25, Norway and Switzerland,

2006-2015 (change in millions of jobs): Low scenario
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Source: Calculated from Cedefop 2008, based on the low scenario of expansion demand.

Note: Data for Bulgaria and Romania not available.
Analysis of the skills composition of employment also shows a clear trend towards up skilling, as the share of secondary and tertiary educated workers has increased significantly in all occupational groups, including elementary occupations. The trend may signify the substitution of qualifications as a result of skills mismatches as well as a rise in educational attainment levels of the European workforce, which are pushing skills levels on the labour market upwards. 
However, questions arise as to whether available skills are being utilized

optimally when nearly half of elementary jobs in the EU are currently occupied by medium and high - skilled staff ? 
Migrant workers contribute to this situation, occupying a relatively important share of employment in elementary occupations, where their skills are often under-valued. Research shows that workers who migrate within the EU, mostly those from new EU -12 member states working in the EU-15, demonstrate comparable skill levels to those of the domestic workforce, but are employed disproportionately in low-skilled jobs in hotels, restaurants and private households (Ward, 2008).  While employing individuals with qualifications above the level that is formally required may make a positive contribution to productivity, where there are significant skills mismatches,  it may lead to de-skilling and underperformance by such workers, and  finally, means a huge waste of human capital for society. It also negatively affects social cohesion and social justice and is clearly contrary to European police of equality.
EU member states have already experienced skills and labour shortages for some years (EEO, 2001)
,  with a negative impact on the productivity and profitability of enterprises, a widening of wage differentials and a loss of competitiveness for their economies. Despite differences in economic structure, there are striking similarities in the occupations experiencing shortages between the EU-15 and the EU-12. New EU member countries are suffering shortages due to the migration of workers with the requisite occupational skills from the EU-12 to the EU-15. It is therefore important to recognize, that although the single market would benefit from enhanced labour mobility within the EU, the situation with regard to skill shortages cannot be fully solved without the contribution of non-EU nationals.
Occupations in which there are shortages in Europe include skilled manual trades (carpenters, bricklayers, electricians, etc.), healthcare occupations (doctors, nurses, caretakers of old/disabled people), child minders, IT specialists, managers, accounting and finance staff, scientists, engineers, restaurant and hotel staff, and selected low-skilled manual jobs (Manpower, Talent Shortage Survey Results, 2009, see Tab.1) 
. Companies are faced with reoccurring problems such as lack of core skills, such as ICT skills, foreign languages, teamwork, interpersonal communication, initiative, creativity, entrepreneurship, leadership and management, presentation skills, ability to learn, etc.
Tab 1. The top 10 jobs that employers are having difficulty filling positions
	Global Results

33 countries
	EMEA Results ( East and Middle Europe /Africa)

17 countries

	Jobs ranked in order:

	1.   Skilled Trades


	1.  Skilled Trades



	2.   Sales Representatives
	2.  Sales Representatives



	3.  Technicians (primarily production/operations, engineering or maintenance)


	3.  Technicians (primarily production/operations, engineering or maintenance)



	4.   Engineers


	4.  Engineers



	5.   Management/Executives
	5.  Drivers



	6. Accounting & Finance Staff


	6.  Management/Executives



	7.   Labourers


	7.  Laborers



	8.   Production Operators
	8.  Accounting & Finance Staff




Source : Manpower:  Talent Shortage Survey Results, 2009, p.1

Since EU member states report shortages in similar occupations, it is important to recognize the skill/labour shortage as a European-wide problem requiring European level policy measures 
(Strietska-Ilina, 2008, op.cit.). Such measures include efficient job-skill matching, investment in the right skills for the labour market specifically targeting increases in labour productivity,  measures aimed at increasing labour force participation, especially among women and  older workers and, last but not the least, regulated migration. 
However, it is very often  emphasized, in the case of long- term and persistent specific occupational shortages, such as represented by doctors, nurses, teachers, engineers and some skilled manual trades, that Europe needs to invest in proper education and training of its own workforce, rather than relying on incoming migrant workers. Nevertheless, it must be realized that from 2004  (the year of accession to UE the new 10 members from Central Europe) significant group of migrant workers who have already established their life in their host countries will probably stay there as a permanent workforce. And, new migrant workers are bound to join them.
The current economic crisis and skills demand

Despite the current economic downturn and the rise in the rates of joblessness throughout the EU, the long-term replacement demand for workers and the shrinkage of the European labour force do not suggest that Europe will be able to fill its needs from its own labour pool, even if mobility within the EU increases significantly. Of course, the current sharp rise in unemployment during the economic crisis does not encourage decision-makers to address the pending issue of labour shortages in the EU over the longer term. 
The evidence from previous economic crises suggests that increased unemployment may push a number of people into long-term unemployment and labour market withdrawal, and may therefore negatively affect overall participation rates in European labour markets in the longer term. This could further aggravate the situation of labour shortages in the EU. Some of the return programmes implemented by EU governments targeted at migrant workers are therefore short-sighted, as they could discourage potential migrants from seeking work in Europe in future .
When labour demand is revitalized, the composition of jobs will change. The boom industries of recent years, such as finance and construction, may never bounce back to pre-crisis growth levels. Car manufacturing, steel production and other industries that are experiencing temporary plant closures may eventually face permanent job losses. At the same time, investment in job creation through current stimulus packages will cause a rise in public employment, jobs in infrastructure and carbon-neutral building, retrofitting, renewable energies and energy efficiency. The labour markets will therefore require different skill profiles from job applicants, including migrant workers. 
There could be – paradoxically -  a positive effect of the current crisis – it will push economic restructuring, especially job’s positions  restructuring, and may therefore have a lasting structural effect on skills demand which are described for specific positions in organization. 
EU mobility and competition for global talents and brain drain


Labour mobility obviously is an important issue in the European Employment Strategy. The general policy objective is to achieve mobility and  national or regional  structural development policies and programmes  formulated  by EU member countries constitute a clear challenge to labour mobility policies at the level of the EU. These programmes seek to improve economic and social conditions in under-developed regions and countries, and to support the retention of human resources in these areas. Permanent large-scale migration of the better educated and younger segments of the workforce would however
undermine such policies.

Research consistently shows that students and highly educated and highly qualified workers are more likely to cross borders within the EU. Obviously, this may constitute a risk of a combined brain and youth drain for some regions/countries. The risk of the brain-drain does not only apply to intra-EU mobility. Initiatives designed to raise EU competitiveness (and also that of individual member countries) by increasing the available human capital,  have the potential to harm the countries of origin of migrants by depriving them of essential skills.
Accordingly, regulations under which foreign students are granted the right to stay in EU countries ( like it is for example in United Kingdom or France)  for extended periods after graduation to try to find employment can have one of the following two effects
: 
· on the one hand, they can be seen as enabling graduates from developing countries to gain useful work experience and therefore benefitting their country of origin,

· on the other hand, there are reasons to believe that in general people who undertake their studies in a foreign country and then stay on will be less inclined to return to their country of origin than others.
One of the reasons for this is that study years are an important phase of life for building friendships and relations, and for some people these are also the years for starting families (Kuptsch, 2006) 
.

As with the intra-EU migration of highly qualified individuals, the outcomes for migrant sending regions or countries will depend on whether the persons concerned eventually return, or whether they at least keep ties with their country of origin.
From brain drain to brain gain via European Qualification Frame 
The recognition of the skills, competences and qualifications of migrant workers in the EU is still a problematic issue . As was mentioned above – now majority of them,  tend to end up in jobs that are well below their educational level. The proper aggregation of skills could help to minimize the negative effects of skills migration, that is the brain drain, and especially - brain waste. Portability of skills, supported by national or international qualification frameworks,  could help migrant workers to obtain employment that is appropriate to their skills level and in the same – to adopt to the full competencies of the  labour market of their  host country.  Regional qualification frameworks and cooperation for the mutual recognition of qualifications can create favourable conditions for labour mobility and the portability of skills (ILO, 2008, p. 16)
.


According to the Human Resource Development Recommendation done in 2004 (ILO, 2004,  No.195)
, the portability of skills is defined in two dimensions: 

- employable skills that can be used productively in different jobs, occupations and industries; 
- certification and recognition of skills within national and international

labour markets.


The proposal done in 2008 by the European Parliament and  European Council is to introduce a new tool: European Qualification Framework (EQF)
 as a “translation instrument” between the different European education systems and encompasses general education, adult education, vocational training and continuing education and higher education.
The idea of  EQF is to relate different countries' national qualifications systems to a common European reference framework and to construct the common framework for lifelong learning which makes the European education and continuing education system more transparent and accessible. Those in charge of education, as well as employers and employees are to be provided with a facility for better comparing qualifications.  Individuals and employers will be able to use the EQF to better understand and compare the qualifications levels of different countries and different education and training systems. 
The EQF encourages countries to relate their qualifications systems or frameworks to the EQF by 2010  (what seems to be hardly achieved) and to ensure that all new qualifications issued from 2012 carry a reference to the appropriate EQF level. 
The core of the EQF are eight reference levels describing what a learner knows, understands and is able to do – 'learning outcomes'. Levels of national qualifications will be placed at one of the central reference levels, ranging from basic (level 1) to advanced (level 8). It will therefore enable much easier comparison between national qualifications and should also mean that people do not have to repeat learning if they move to another country.
The system shifts the focus from the traditional approach which emphases 'learning inputs' such as the length of a learning experience, or type of institution to approach centred on achieved  competencies. It also encourages lifelong learning by promoting the validation of non-formal and informal learning.
But full implementation of such systems seems rather difficult and (besides the optimistic deadlines for implementing of EQF), it probably may take some years to design, codify and implement  different European  national qualifications systems.   For current  EU labour market needs it seems much too long and because of it is necessary to recognize  from the onset the main and most desirable job qualifications. This could be implemented as a first step to EQF - through agreements for the reciprocal  recognition of the certifications and competences of migrant workers between sending and receiving countries (ILO, 2007). This approach could be particularly useful in sectors and occupations where migration is high and the demand for workers is stable. 

What is very important, as mentioned in many reports, is to systematically examine the needs of employers and match them with vocational potential of job seekers. This approach  however can fulfil only “quantity job qualifications problem”.  What seems much more important is to find and establish common definitions for quality of  every separate job, to solve “quality job qualifications problem”. Obviously,  any efficient system for the recognition of skills and qualifications of workers  has  to be based on skills and competence standards that are directly linked to occupational requirements on the labour market. And it is systematically reported in many studies (for example, Manpower, 2009, op.cit.). 

However,  at the moment it is important to realise that EU countries that are currently hosting a highly qualified migrant workforce could reap the benefits of them by investing in them before they will come to their labour markets. The desirable skills and qualifications of workers has  to be extracted and defined on the basis of co-operation between branch representatives of companies in migrants sending and receiving EU countries. The potential migrant group has to be recognised on the stage, when they are still staying in their country of origin but already planning to look for better chances in EU labour market. They have to be early identify as the probable important workforce by future hosting countries and informed by them about the competence requirements for concrete demandable positions. As a tool for it could be used European Qualification Frame. The same applies to investment in the provision of skills. The EU itself could benefit from improving the access of migrant workers to training. Apart from encouraging enterprises to invest in the training of migrants, governments could also develop active labour market policy measures and provide targeted funding for the training of migrants in occupations and skills for which currently there is the greatest demand on market.
Such proposals, like mentioned above, could protect and develop human capital in all EU and at the same time can mitigate the negative impacts of brain drain, realised especially by new EU-12 member countries,  as well as specific labour shortages  in different EU countries.

In conclusion, it could be assumed, that European labour mobility, including cross-border movements – just during time of economical crisis – offers a number of potential gains. The actual main relocation of labour  forces  seems  to act in  prospective directions from regions with a surplus of workers to regions with labour shortages, as well as the more efficient allocation of labour. Moreover, the more efficient allocation of  labour content is observed  in activities and regions where it is (presumably) more productive and can generate more income. In particular, voluntary job-to-job mobility may help employees enhance their employability, income and career prospects, while greater labour mobility increases the flexibility and adaptability of companies, with positive effects on their competitiveness through cost reduction and higher productivity which is achieved, among others, through proper skills and talents management. 
Summary

The aim of article is to add some points to the discussion on the appropriate actions needed to boost labour mobility within Europe during times of crisis in regards to  investment in human resources  management, the managing of skills and talents. The article takes a look at the questions of what benefits both sending countries and hosting countries, and migrant workers of both countries, reap; how to protect and develop human capital at the same time and to mitigate the negative impacts of brain drain and labour shortages. The paper is structured as follows: after the introduction, the paper focuses on job market challenges facing the EU in time of economical crisis, the next section briefly describes the actually skills and talents demands and labour shortages  represented  in EU countries. The third section  shows current labour mobility trends in the EU policy and  stresses the problem of lack of equality between EU countries in area of  skills’ and talents’ dissemination,  as well as a risk of brain drain  - manifested  especially in new 12 EU country members. The fourth  and  last  section  indicates  selected  EU mobility strategies and policy responses to current migration challenges. It also tries to redefine the fear associated with the  risk  of  “brain drain” in EU sending migrants countries  into  their  expectation of  “brain gain”. The attention is put into new tools for unification and standardization of job skills: European Qualification Frame and  to some current partial solutions,  for example bilateral recognition of certificates and competences of migrant workers between sending and receiving countries.  The  last part of the section covers some practical conclusions and  implications.
key words: labour mobility, talents’ and skills’ management. 
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