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Eurostat's 2012 Learning and Development Framewoldarly sets out Eurostat's

ambition to become a learning organization. Thisadission paper proposes that, in
times of economic uncertainty, reorganizations ataff reductions, it is possible to "do
more with less" in areas of learning and developtméesy explaining and incorporating

informal and non-formal training opportunities.

Eurostat's 2012 Learning and Development Framewatkongly supports the
development of good practice in the adult learnimgrld, through thematic working

groups, conferences and peer learning activities.

Unleashing the potential of individuals within amganization under tight budgetary
restrictions requires that internal training schesneeach beyond traditional methods of
learning. This paper presents a pragmatic long-teqpproach; however, the theoretical

framework is ripe but the practical implementatiaesnain, as yet, largely unexplored.

This discussion paper should not, therefore, baveteas a suggestion for fundamental
change but, rather more, as a starting point foe #volution of Eurostat's profession as

adult learning providers.



1. Introduction

Eurostat has a proven track record for the delivargl execution of statistical training in

Europe.

In particular, Eurostat has supporteddénelopment of the European Statistical

System and the high quality harmonized statisticglyced by the statistical offices of the

Member States.

Recent priorities in training have evolved through implementation of Eurostat's Vision,

with additional support given to the priority pgliobjectives of Eurostat.
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The present situation

Eurostat's main objectives currently focus on Hred following priorities:

a)

b)

Vision-related statistical training

Eurostat's vision-related training activities cogewide range of introductory,
advanced and more specific courses. These aesivdddress 12 priority
areas of statistical training, with around 25 cearsvery year carried out by

contractors.

Around 50in-house training courses are also on offer ando&at staff
members are also eligible to attend the EurostatisBtal Training

Programme (ESTP) courses.

Another initiative, now underway, is the work oreteMOS project, which

sets out to establish a European Masters in Statist

Management development

Leadership and change management skills are eslsémti the European
project; regulation, law-making and efficient coogg@®n remain the core task
of the DG. It is for these reasons that the Comimisand Eurostat offer an

extensive training package to managers.



C) Making Eurostat a learning organization

With the overall objective of moving away from stand training delivery
and moving more towards new approaches to learfitigjse can be made
of modern learning and development tools, suchné&srmal learning, e-
learning, job shadowing, and on-the-job trainindn this context, it is
essential to support these tools and to captukelale and ensure an ongoing

transfer of knowledge between peers.

1.2 Challenges ahead

The current economic climate in Europe presentsymemllenges for the European
Commission; efficiency gains and savings need tmbade in administrative expendituand
it is clear that the Institutions and their stafé aot immune to developments in Member

State public administrations.

Eurostat will almost certainly be affected by budgg restrictions; in particular, areas of
learning, training and development are likely totheyeted more than traditional statistical
production units. This being the case, new waysnpiementing training and methods of
pooling resources are essential in order to mairitee service levels currently provided and
to maintain support to both Member States and Eairesnployees. Less emphasis would be

placed on the content of trainings and more omtathods of delivery.

2. Methods of learning

Traditionally, statistical training comes in therfoof lectures and presentations made to an
audience who has formally applied for a course Gogea specific topic. Sometimes,
practical exercises are used to illustrate and aughe theoretical framework. Formal and
non-formal training methods are still very much therm' and are delivered either by in-
house resources or via external contractors.

Formal and non-formal training methods are effitienthat the sessions are dedicated to a
specific topic and focused on teaching; howewueis sometimes assumed (and incorrectly

so) that for every ounce of teaching there is arcewof learning by those who are taught.



In actual fact, most of what we learn before, dyiamd following classroom-style training is
absorbed without it actually being taught to us.y Bay of example, a child learns
fundamental things such as how to walk, talk, ewt dress, without actually being taught
these things. In the same way, adults learn mbsthat they use at work or for leisure
purposes whilst being at work or indulging in lesactivities. In contrast, much of what is

taught in a classroom setting is forgotten - andtvidremembered is often irrelevant.

3. Adult learning theory

Adult learning, as a concept, differs significantitpm that of training children or young

adults. Primarily adult learning is problem-driyewlults seek educational solutions in order
to take them from where they are in life to whéreytwant to be. Secondly, adult learning is
results-oriented; the adult learner has speciBalite and objectives in mind and will drop out

if the education process does not lead to thosdtses

The adult learner is both self-driven and critidhle design of an internal training system
therefore needs to take these factors into accauthtsince adult training is not automated,
coaching and facilitating techniques are prefeoeer and above more traditional methods.

The competencies and knowledge gained need toibklyjput into use by the adult learner
and in their own work context; otherwise the quyabf the training will suffer. Similarly,
'learning by doingis an essential element in establishing newcomeagelatively quick and

successful way.

3.1 Social learning theory

One factor influencing adult learning is the so@alvironment where learning takes place.
Adults generally learn by observing others andrtfespective outcomes. As a consequence,
cognitive modelling technigues need to be appleedrthance learning, either in the form of

active learning methodologies or other traditicealcher/student learning.



Another factor seldom addressed in relation to aoldarning is self- efficacy. Social
learning depends on group dynamics and how indal&@either succeed or fail through
dynamic interaction. Social learning promotesdbegelopment of individual emotional and
practical skills, individual competencies and liatibns, as well as the perception of oneself
and the acceptance of others. Self-efficacy leweflect a persons’ understanding of what
skills they can offer in a group setting. It calesis that people learn from one another;

observational learning, imitation and modelling.

A holistic overview of social learning theory itustrated below:

[llustration 1. Social learning theory

<

Modeled |

Social
Learning
Theory

The learning environment and modelling has a cheal crucial impact on the effectiveness
and outcome of trainings; training systems theeefared to be tailored accordingly.

4. Learning organization — a priority for Eurostat

The most common idea behind a learning organizatidhat it is developed from a body
called'systems thinkingthis is to be taken into account as Eurostat d@gels own learning

organization.

Firstly, there is the issue of personal masterg ¢bommitment, of an individual, to the
process of learning. There is a competitive adgmnfar an organization whose workforce

can learn more quickly than the workforce in otbwganizations.



Individual learning is acquired through staff tiam and development; however an
individual must be willing and receptive. Reseashbws that most learning in the workplace
is incidental, rather than the product of formalring; therefore, it is important to develop a

culture where personal mastery is promoted andipeatcon a daily basis.

Secondly, assumptions held by individuals and degdions (nental modelsplay a large
part in the relative success of a learning expegemo become a learning organization, these
models must be challenged; individuals have a tenyd& "marry" theories (i.e. what they
intend to follow) with theories-in-use i.e. (whaey actually do). Similarly, organizations
tend to preserve certain behaviours, standardsauoés. In creating a learning environment,

it is important to encourage an open culture thatiotes inquiry and trust.

Another important tool in motivating staff membéoslearn is a shared vision; this creates a

common identity and generates focus and energy.

Finally, there are benefits in team (or sharedniea; staff members develop more quickly
and the problem-solving capacity of the organizaii® improved through better access to
knowledge and expertise. Team learning requiréé#viguals to engage in dialogue and

discussion; the result is open communication, commpwpose and mutual understanding.

5. Implications for Eurostat 2013-2017

In order for Eurostat to provide an ongoing, e#fidi support system in training through
challenging times and with limited financial resces, existing traditions and frameworks

need to be reviewed, adjusted and even dismantleele necessary.

Moreover, efficiency and productivity is not limiteo the training system itself; for the
system to be successful, staff members need toagmlshange and learn to work with it.

The process of change into unchartered territdnges to be participatory and continuous.
Stakeholders need to be consulted and channekssgmntial discussion need to be opened
and maintained in order to achieve good resulthis process will take time: at least five

years of implementation should be foreseen be&selts can be expected.



5.1 Process orientation vs. goal orientation

The text book definition of process orientation described as an organization that
emphasizes process as opposed to hierarchiesgasproriented way of thinking, outcomes

and customers.

In the context of human resource management andinga the instructional design of

training systems needs to be considered carefully.

[llustration 2: Instructional design
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delivering training and should be kept for longatermprogress work. All the same,

improvements and efficiency gains can be madeam#eds analysis and in the design of the

training system.

5.1.1 Needs analysis

Eurostat employs a common system of needs anahaiscan be best described as a top-
down approach. The main stakeholders are manageérha central guidelines stem from the
Commissions global priorities. Whilst the inpuarh stakeholders is generally forthcoming,
a major drawback of this top-down approach is thate is little input from those receiving
the training courses. Therefore, priority must besig to strengthening the needs assessment
system by including elements of a bottom-up apgroac



5.1.2 Design of the training system

The framework objective and main challenge of tlesigh is to incorporate structures of
non-formal and informal learning mechanisms. Wnsild initially be done in three areas, as
follows:

» Strengthening mentoring for newcomers;

» Development of internal training;

* Informal study groups.

5.2 Strengthening mentoring of newcomers

The most natural starting point is to strengthee tble of mentors for newcomers. At
present, the mentoring experience of newcomers @y considerably: a mentor is
appointed to show the ropes to a newcomer; anddipj the mentor has to manage this
responsibility in addition to his/her normal worath

There are some training courses on offer to prepametors for their role, but these are not
obligatory. Moreover, the current mentoring arremegnt does not provide a wider corporate

understanding and vision.

The learning and development framework of 2013-28lGws for improvements in this
area: the role of mentors will be professionalized ongoing support will be provided to

those involved.

5.3 Development of internal training

Although this paper mainly focuses on informal amh-formal learning in Eurostat, more
formal approaches still have their place, espgcedl far as statistical training is concerned,;
these are achieved either by tendering work toreatecontractors or by using in-house

resources.



The advantage with external contracting is thability of training courses can, to a certain
degree be guaranteed. That said, contractorsairalways familiar with Eurostat and its

training needs and external contracting can alsexpensive.

The development phase for statistical training gigimhouse resources spans more than one
year and even though it is cheaper in monetarydethis arrangement can stretch human

resources.

In conclusion, a combination of both external cacting and internal resources for statistical
courses in Eurostat makes the most sense, bothdgebary terms as well as making good

use of the human resources available.

Basic statistical training should rely upon in-heugsources; and external contractors

would be required to provide targeted, advancednamiet specific statistical courses.

54 Informal study groups

Eurostat also intends to develop non-formal studyigs and individual sessions.

Experience indicates that willingness to share Kadge and the ability to do so does not

necessarily mean that colleagues are comfortalolegimto give formal trainings.

However, many colleagues would perhaps be more opeshare their expertise in an
informal session, involving one or two participantEhis would likely be the case for staff
involved in administrative support systems - thiegwuand obligations that govern our daily
work - key staff members would need to be iderdited a general plan drawn up by the end
of this year.

A longer-term goal would be to develop informaldstgroups where like-minded colleagues
have the opportunity to share and drive their keaolge forward. Such informal networks
need to be promoted but cannot be realisticallylemented until further experience has

been gained in this area.



6. Implementing a learning organization

Implementing a learning organization is an issws goes beyond the current policy of the

Training Section and requires good practices tedtablished and changes to be made.

The practical implementation of informal and nomnafial learning will give food for thought
for developing personal mastery. This is also timeteam learning where structures are

being developed through the new proposals.

Establishing new working patterasd working differently will reflect on the curretatsks of
the Training Section. Administrative & more rowinvork will remain vital elements of
everyday work and other skills will become incregty important.

The challenge for Eurostat in this context is twadep competences in its staff in areas of
moderation and facilitation; it also implies a higitrease in the coordination of working

groups.

For staff members involved in the daily work of amgzing training activities, much
emphasis will be placed on more specific measure20il3: the concept dfaining the
trainersis already well-established and from now on, tineia totrain the course organizer
in moderation and facilitation techniques as well.

This approach will require formal training coursegh staff members learning from external

contributors, and internal coaching methods.

The objective is to implement and sustain informuadl non-formal training initiatives in a
coherent framework and these skills need to beldped in staff members rapidly, ideally

by the end of this year, implying and intense leagrcurve for the last quarter of 2012.
7. Conclusions
The changing climate in Eurostat and budgetaryards can be viewed as an opportunity to

improve upon and enhance the training system amcaiotain a high level of excellence by

doing things differently.



Undoubtedly, the period of 2013-2017 will be a siional phase, a period of trial and error,

and a learning curve in terms of the practical enpgntations of revising the training system.

It is essential to make sure that all staff memlaeeson board and are willing to dedicate

their expertise to the work at hand.

“It is good to have an end to journey toward,;

but it is the journey that matters, in the end”

Ernest Hemingway
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