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Executive Summary

Launched in 2019 for a duration of three years, the project Upskill 4 Future investigates how HR transformation can 
support the employability of vulnerable workers who are at risk of losing their job due to technological progress and 
the company’s restructuring. 

Funded by the JPMorgan Chase Foundation and implemented in France, Italy, Poland and Spain under the coordination 
of CSR Europe, Upskill 4 Future raised awareness on the issue of vulnerability by adopting a systemic approach. After 
a first skill-gap analysis, the project accompanied the participating companies in the development of pilot actions and 
upskilling strategies.

While this report has been supported by J.P. Morgan, the contents and opinions in this paper are those of the authors alone 
and do not reflect the views of the JPMorgan Chase Foundation, JPMorgan Chase & Co or any of its affiliates.

Recommendations for an 
effective upskilling  strategy

Countermeasures to the HR  
challenges of the Just Transition: 

• Ensure flexibility and adaptability 
• Highlight that digital advancements  

can be beneficial for employees 
• Adopt a clear and effective internal 

communication 
• Implement the 7-step-methodology

• Invest in HR skills of line-managers 

• Facilitate cross-sectorial collaboration 

• Increase collaboration with territorial 
stakeholders 

• Put the HR department at the core of 
company’s strategies

COMPANIE S30+

SEC TOR S14

COUNTRIE S4
YE AR S3

3.4/5
Average score

employees at risk
2022

1.4/5
Average score

employees at risk
2020

https://www.csreurope.org/upskill-4-future
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Businesses and the European Union recognize that there 
cannot be a Green Deal without a Social Deal. To ensure 
that the transition towards a climate-neutral economy 
happens in a fair way, companies need to adopt a Just 
Transition mechanism, leaving no one behind.

However, many companies are not ready yet to deal pro-
actively with the issues and challenges that the green and 
digital transitions (also called the ‘’twin transition’’) bring 
and therefore are not prepared to contribute effectively 
to reduce problems like diversity, poverty and exclusion.  

One of the key challenges for companies when dealing 
with the Just Transition is related to skills requirements 

and how they invest in these. That is why, CSR Europe 
launched Upskill 4 Future, a European project funded 
by the JPMorgan Chase Foundation and coordinated by 
CSR Europe that investigates how Human Resources can 
foster the employability of vulnerable workers who are 
at risk of losing their job due to technological progress and 
companies’ restructurings.  

The project is inscribed in the European Pact for Skills, 
one of the major pillars of the Just Transition mechanism 
developed by the Von der Leyen Commission.  

This publication gathers the major results and takeaways 
of this three-year project. In it, companies can find: 

• A practical framework, the 7-step-approach, to develop 
and implement an effective upskilling strategy

• The main challenges that companies usually face when 
upskilling their workforce

• A specific section dedicated to upskilling in Small 
Medium Enterprises (SMEs) 

• A set of practical examples and best practices from 
participating companies

March 2022 
Analysis and evaluation

The project Upskill 4 Future foresaw the need of massively 
investing in skills to secure employee retention and 
prevent the rise of vulnerable employees: three years 
after its launch, the labour market is characterized by very 
high volatility and many employees are at risk of losing 
their occupation due to technological progress and job 
restructurings.  

In this context, upskilling is a key leverage to ensure people 
engagement while keeping up with the labour market trends 
and global changes.  

Launched in the framework of JPMorgan’s New Skills at Work 
initiative that prepares people for the future of work, Upskill 
4 Future involved companies between 2019 and 2022 in 

France, Italy, Poland and Spain through the support of CSR 
Europe’s National Partner Organizations.   

The project developed a 7-step-methodology including an 
HR Assessment tool that measures the HR readiness of more 
than 30 companies in three distinct categories: strategic 
workforce planning; training and development; flexibility 
and mobility.  

Based on the results of the tool, 30 + companies in the 
different countries engaged in a number of pilot activities 
to tackle the challenges identified. In the last phase of the 
project, lessons learned were shared and evaluated. This is 
reflected in this publication. 

October 2021 
New HR assessment tool

February 2021
Pilot activities

January 2020 
HR assessment tool

The Social Challenge of the Twin Transition 

How ready is HR in dealing with the Just Transition? 

https://www.jpmorganchase.com/news-stories/jpmorgan-chase-global-investment-in-the-future-of-work#:~:text=New%20Skills%20at%20Work%20focuses,changes%20in%20technology%20and%20business
https://www.jpmorganchase.com/news-stories/jpmorgan-chase-global-investment-in-the-future-of-work#:~:text=New%20Skills%20at%20Work%20focuses,changes%20in%20technology%20and%20business
https://www.csreurope.org/our-network#NPOs
https://www.csreurope.org/our-network#NPOs
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The Upskill 4 Future Methodology

CSR Europe developed a specific and innovative methodology for the project.

It is highly adaptable since it can be applied by any type of company, regardless of age, size and sector. A company 
can use it as the starting point of a long project or as a tool to roll out a small training activity, depending on its interest, 
capacities and resources.

Raise Awareness at company level: Understand the importance of upskilling and identify the 
target population to involve in the initiative.1
Conduct skills assessment: Use a Self-Assessment Questionaire and an employee 
skills metrics. In the Upskill 4 Future project, the skills assessment has been done 
using the HR Assessment Tool. Companies were assessed in three areas: (i) strategic 
workforce planning; (ii) training and development; (iii) flexibility and mobility. In the 
three areas, specific questions concerned employees at risk. For more information:  
‘’Company Readiness for inclusive workforce transition’’.

2

Analyse the results of the assessment: develop a benchmark and identify the companies’ 
skills gaps. Then, engage vulnerable employees in a conversation to review the results of the 
assessment (e.g. capacity building sessions). Active listening is very useful since it encourages 
employees to take an active role in their learning development and motivate them to participate 
in training activities.

3

Develop a SMART action plan to tackle the company’s skills gaps. The design of the upskilling 
initiative must follow a SMART framework: goals must be Specific, Measurable, Achievable, 
Relevant and Time-bound. In this phase, it is useful to draw inspiration from the best in class: see 
Annex I to read the pilot activities implemented by the Upskill 4 Future participating companies.

4

Implement the pilot activity: define how the pilot project will be conducted, what stakeholders 
will be involved and long and short term goals each employee will pursue. Break-down the pilot 
into different steps, list Key Performance Indicators (KPIs) and plan a timeline with deadlines 
and checkpoints to review progress.

5

Carry out a retrospective: once the pilot is over, gather takeaways and learnings to identify 
the success factors of the pilot activities. This assessment can be done through a second Self-
Assessment Questionaire, a survey and/or interviews. The HR department should encourage 
knowledge sharing: colleagues tend to influence each other when participating to upskilling 
and reskilling activities. This is crucial to normalize these practices into the company’s culture. 
In addition, the final review will serve as the starting point of the next upskilling strategy.

6
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Implement an effective communication strategy: to upscale and reinforce the outcomes of the 
upskilling strategy, it is fundamental that the company communicates efficiently, both internally 
and externally, celebrating success and involving external stakeholders, all along the upskilling 
strategy. A positive and effective narrative is important to motivate the target population to 
perform at its best and increase the visibility of the initiative. Standard communication channels 
include internal newsletters, weekly social media posts, monthly emails and/or surveys.

7*

https://static1.squarespace.com/static/5df776f6866c14507f2df68a/t/60350284b0fe0037ab1327c6/1614086796188/Upskill+4+Future_Study+Report.pdf
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Companies need to invest in upskilling especially  
with respect to the more vulnerable groups

The study that CSR Europe conducted in 2020 on the companies participating to Upskill 4 Future highlighted an alarming 
situation for employees at risk in Europe.

EMPLOYEES AT RISK

SPECIFIC HR 
READINESS SCORE: 1.4/5

S TR ATEGIC 
WORKFORCE 

PL ANNING
TR AINING & 

DE VELOPMENT
FLE XIBIL IT Y 
& MOBIL IT Y 

1.6/51.4/51.1/5

WHO ARE THE EMPLOYEES AT RISK?

OPER ATORS IN  
PRODUC TION CENTRES, 

R AILWAYS & INDUSTRIAL PL ANTS

ADMINISTR ATIVE JOBS

LINE & OPER ATIONAL
WORKERS

BACK-OFFICE JOBS

CUSTOMER-SERVICE  
REL ATED JOBS

THE ELDERLY

Most participating companies across Europe were not investing enough resources on the prevention and training of 
employees at risk, in particular in the category strategic workforce planning.

For example, these companies were not making long-term business plans on forecasting megatrends for vulnerable 
employees; they were not communicating to the vulnerable population which skills and competences the job market 
would request in the future. Who are the employees at risk in 2020?

How did Upskill 4 Future influence this situation?
 Thanks to strategies developed throughout the project, the attention and the action plans dedicated to the employees 
at risk substantially increased. To measure the impact of the project on the participating companies, the comparison 
between the results of 2020 and those of 2022 was conducted through an assessment tool that focused on the following 
areas:

1. Overall progress achieved before and after the 
pilot activities

2. Company growth and HR readiness

3. Team and work relations

4. HR department (HR transformation)

Employees 
at risk

2020 RESULTS

https://static1.squarespace.com/static/5df776f6866c14507f2df68a/t/60350284b0fe0037ab1327c6/1614086796188/Upskill+4+Future_Study+Report.pdf
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Analysis
The following graphs present the results of Italy, Poland and Spain between 2020 and 2022.

Comparing the overall scores of 2020 and 2022, one can 
note a small increase in all countries with the exception 
of Spain. Back in 2020, the participating companies were 
already investing resources, organising trainings and 
mapping their employees’ competences, reaching an 
average score of 3.4 / 5.

After two years, the pilot activities of Upskill 4 Future slightly 
increased (3.38 / 5) the commitment that companies made 
in upskilling practices and workforce transformation. The 
areas assessed were strategic workforce planning, training 
and development, and flexibility and mobility.

Whereas, between 2020 and 2022, there was a small 
increase in the general scores, the participating companies 
improved significantly regarding their practices towards 

employees at risk. They identified, raised awareness and 
developed activities to prevent the increase of vulnerable 
workers.

All countries highly improved and invested more resources in the category ‘’Employees at risk’’ between 2020 and 2022. 
Thanks to the project, the international average score went from 1.39 / 5 in 2020 to 3.35 / 5 in 2022 (+ 196 %).

Employees at risk

General scores

Figure 1a. General scores by country 2020

Average score

5

3.9
4

3.1 2.9
3.4

Total

Italy

Spain

Poland3

2

1

0

Figure 2a. Employees at risk 2020

Average score

5

1.19

4

0.89

1.49 1.39
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Italy

Spain

Poland3

2

1

0

Figure 1b. General scores by country 2022

Average score

5

3.93
4

2.83

3.48
3.38

Total

Italy

Spain

Poland3

2

1

0

Figure 2b. Employees at risk 2022

Average score

5
4,08

4

2.62 2.71

3.35

Total

Italy

Spain

Poland3

2

1

0

Average Strategic workforce planning Training and development Flexibility and mobility

Poland Spain Italy International

5

3.90

3.08 2.96
3.43

4

3

2

1

0

Figure 3a. 2020 vs 2022 increase - Employees at risk

2022 RESULTS
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The project Upskill 4 Future highly improved the attention and the activities dedicated to employees at risk in the three 
countries. Three major factors contributed to the success of the Upskill 4 Future strategy. They are summarised below.

UPSKILLING SUCCESS FACTORS

Major causes that create  
vulnerability for employees
Over the three years, CSR Europe identified a number of causes that are behind the recent rise of employees at risk. These 
results were achieved by using the 7-step-methodology and the information gathered from the interviews with the HR 
departments of the participating companes, as well as from the Ateliers ‘’Alliance Compétences’’ that were organised 
with French companies. The major causes can be combined in three distinct clusters:

Communication
Celebrate success and 

takeaways is key. Employees 
must understand how the skills 
acquired will be integrated in 

their jobs.

• The digital and green transitions 
require companies to develop new 
jobs and skills.

• Covid-19 brought many companies 
to fire and/ or move employees 
from one department to another, 
causing a high level of insecurity 
among workers.

• Most employees have a wrong 
perception of the HR department: 
before participating to the pilot ac-
tivities they did not expect the HR 
department to be so influential and 
engaged in supporting them. They 
thought the HR was confined to a 
purely administrative role.

• There is a lack of internal commu-
nication: upskilling activities must 
be well communicated within the 
company, underlining their specific 
added value.

• Managers with low soft skills face 
more difficulties in talent retention.

• Upskilling tools or trainings are often 
reserved exclusively to white collars.   
 
 
 
 
 
 

• Employees mistrust upskilling 
strategies and tend to avoid train-
ings even when the company offers 
them.

• (Senior) employees tend to have a 
limited long-term vision since be-
fore the pandemic job mobility and 
turnover occurred more rarely.

• Reluctancy to changes, especially 
for senior employees makes it hard-
er to adopt new ways of working.

At structural level At employee levelAt company level

Factors influencing the results:

• The 2022 survey takes into account new factors that 
were not incorporated in the initial survey.

• The COVID-19 pandemic had a huge impact on the HR 
sector, altering the priorities and the resources of the 
participating companies which in turn irremediably 
impacted the pilots’ action plans and their timeline.

• The number of companies in 2022 assessed is lower than 
in 2020.

• The companies that continued the project were often 
more prepared than the others.

Digitalisation
Employees must see technology 

as a mean to avoid repetitive 
tasks. The time gained can be 

dedicated to upskilling and 
learning activities.

Flexibility and adaptability
Managers and the HR must be 
ready to adapt pilots according 
to external and internal factors.
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How to tackle the Upskill challenge?

Focus on the HR skills of managers
In just 18 months between 2020 and 2021, the labour market underwent fundamental changes 
that will continue to influence the future of work for many years to come. The next decades will 
be increasingly characterised by major events such as pandemics, supply chain disruptions and 
technological discoveries that will revolutionize the way we work and live. In this context, managers 
should no longer postpone or delegate the work on trainings and skills mapping but be fully 
involved. In this process, managers must be guided and fully supported by the HR department.

Encourage cross-sectorial collaboration 
All the companies involved in the project Upskill 4 Future agreed on the fact that involving several 
departments in the planning, development and implementation of the pilot activities is one of the 
key components of successful upskilling strategies. By engaging the entire company, the company’s 
culture and the relationship between colleagues benefit.  

Engage with territorial stakeholders and local actors 
To prevent the rise of employees at risk, companies should collaborate with external local actors. 
Territorial action and regional dynamics are key to leave no one behind: companies, municipalities, 
trade unions and citizen organizations must work hand in hand to ensure the employability of 
everyone, including senior employees close to retirement. Moreover, individuals’ well-being 
and the safeguard of the local community are important factors that should always be taken into 
consideration especially when deciding to close - or open - a branch, to displace employees or to 
convert old industries in new ones. 

Put the HR department at the core   
As a result of COVID-19, many companies re-discovered the key role of HR. Today, the HR 
department has a fundamental role to play: it maps existing competences (skills check-up) to 
anticipate future needs, provides employees with digital solutions that concretely support their 
work experience and talent development, works on the promotion of learning and development 
and implements a more inclusive approach to recruitment. When mapping skills, HR can provide 
managers with accurate information on the job positions that are more likely to disappear, the 
competences needed in the future and strategic recommendations  to adopt to best face the 
changes that come with Just Transition. 

Facilitate the dialogue between the HR department and the employees 
The pilot activities of Upskill 4 Future highly improved the relationship between the HR department 
and the employees: before the project, most employees were sceptical towards the HR role and the 
impact that this department could have on their career. With Upskill 4 Future, most participants 
changed their mind and understood the importance of building a trusting relationship with their 
HR: not only does the company benefit, but employees do too, as they have more opportunities 
to take ownership of their professional aspirations and careers.
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Upskilling and Reskilling in SMEs

Most SMEs are family-run and the role of tradition and the 
original working model are very difficult to change. Today 
a flexible, modern, and open-minded work attitude is key.

ACTIONS:

• Learn to delegate (to younger generations)
• Adopt a people-centric leadership model based on 

trust and autonomy
• Build networks at local and inter-sectoral levels

To easily access credit and tax liabilities, public intervention 
is required to facilitate training in SMEs and to ensure access 
to the existing talent pool.

ACTIONS:

• Financial incentives (subsidies, vouchers, simplified 
procedures)

• Pay-back clauses decreasing the risk of employee 
poaching

• Formal recognition of job rotation programs and 
trainings

Most SMEs are not as digitalised as the large corporations. 
As a response, the European Investment Bank suggests to 
reinforce the Digital Innovation Hubs (DIH). These public-
private collaborative structures are key enablers fostering 
the digitalisation.

DIGITAL INNOVATION HUBS (DIH) SUPPORT  
SMEs IN THREE WAYS:

• Innovation activities: DIH support the identification 
of new opportunities and exchange of best practices, 
giving SMEs exposure to new technologies, processes 
and business opportunities.

• Business development: DIH assess SMEs business 
models and, if necessary, adapt them to future trends.

• Skills creation: DIH promote innovative solutions by 
enriching human capital and working on upskilling, 
especially digital skills.

COMPANY’S CULTURE

FINANCIAL RESOURCES

DIGITALISATION

Small and medium-sized enterprises (SMEs) are crucial to 
the future of work, not only with respect to the creation of 
employment and economic growth (both micro-companies 
and SMEs are responsible for more than two-thirds of all 
jobs worldwide) but also with respect to innovation and 
competition in the market.

Upskilling initiatives and practices can be applied by all 
types of companies, including SMEs, regardless of size, 
maturity and sector. The nature of SMEs implies however 
a number of challenges that are different from the ones 
identified earlier. In this respect, the project highlighted 
three main challenges:
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To make the European Green Deal a success, transitioning 
to a carbon-neutral, digital economy requires to leave no 
one behind. Although companies have  stepped up their 
efforts in meeting the target of net zero emissions, their 
efforts in integrating the S of ESG in their strategies are still 
lagging behind.

The Upskill 4 Future project funded by JP Morgan Founda-
tion and coordinated by CSR Europe specifically focused on 
employees at risk who are likely to lose their jobs due to 
technological progress and companies’ restructurings. With 
this program, CSR Europe investigated how Human Re-

sources can foster the employability of vulnerable groups, 
leaving no one behind.
Thanks to an innovative methodology, applicable to all com-
panies, regardless of size and sector, the project identified 
major trends that the HR department is experiencing and 
the main causes of vulnerability amongst employees in 
France, Italy, Poland, Spain.

This publication reports the final outcomes of the project 
that can be summarised in four main points.

The companies that participated in Upskill for Future had 
the opportunity to learn from each other, share experiences, 
exchange best practices and discuss progress. Ultimately, 
their efforts have been successful and the new established 
strategies allowed to reinforce the key role of people at the 
centre of companies’ processes.

1. Developing upskilling and reskilling strategies is crucial for the well-being and 
sustainability of a company, be them SMEs or large corporations. In this respect, 
avoiding dichotomy between people and organisation is crucial by ensuring the 
availability of appropriate trainings.

2. Investing in human capital is fundamental for the company and for its 
employees. To do so, upskilling programs must be developed based on a well-
defined approach that includes skill gap analysis and a good communication 
strategy. The collected data is key to shape and roll out effective trainings that 
address employees’ needs and priorities.

3. Employees must be involved in the process. To improve the effectiveness of 
the upskilling strategy, employees need to be part of the process and provide 
feedback that needs to be taken into consideration.

4. Active internal and external communication is essential to make any trainings 
or upskilling strategy a true success.

Conclusions

https://www.csreurope.org/upskill-4-future
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Annex I:  
Pilot Activities of Participating Companies

AEPI Industrie is the world leader in the design of industrial electrical automation 
systems for different production areas. The company decided to join the pilot as the 
labour market is undergoing a profound transformation that is leading to changes in 
the organisational models and production processes.

THE PILOT PROJECT:
The pilot involved 47 employees from the production field and from the clerical field. 
The project offered employees courses in automation, digitalization and change 
management (some specific examples: Digital marketing, problem solving, team 
management, coaching...).

MAJOR RESULTS:
Employees have acquired new technical and transversal skills necessary to face the 
changes that are affecting the company. The impact has been very positive on the 
company population involved.

TAKEAWAYS:
Considering the positive impact on the company and its employees, AEPI INDUSTRIE 
thinks that the pilot project can turn into a continuous training project. 

Founded in 1961, Brembo SpA is a company leader in the design, development and 
production of braking system and car components. Brembo operates in 15 countries 
on 3 continents, with 29 production and business sites with a workforce of over 
12,000 employees.

THE PILOT PROJECT:
The HUB for LifeLong Learning (HUB LLL) initiative was launched in 2017 with the 
aim to furnish Brembo’s employees - particularly blue collars - with the right skills 
and competences to increase their employability and engagement readiness and to 
attain the company’s strategic business goals. 

MAJOR RESULTS:
In the last 3-year training plan (2017-2019), Brembo achieved more than 40,000 hours 
training and enrolled more than 1.600 employees - both blue and white-collars - in 
several modules dedicated to different business-related topics. About 96% of eligible 
workers underwent the HUB LLL trainings and consolidated and increased both 
professional (mainly digital) and personal skills. 

TAKEAWAYS:
Encouraged by the overall positive and constructive feedback from the participants 
and strongly convinced that upskilling, reskilling and continuous learning opportunities 
remain one of Brembo priorities, in April 2022 Brembo started a new HUB for LifeLong 
Learning including new contents according to the evolution of the Brembo Strategy.

Pilot activity on:

 D Training and 
development

Pilot activity on:

 D Training and 
development
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BNP Paribas Bank Polska is a European leading bank and key player in the international 
banking sector. BNP Paribas Bank Polska joined Upskill 4 Future to understand how to 
manage significant changes in the context of robotization and how to upskill people 
at risk of digital exclusion.

THE PILOT PROJECT:
BNP Paribas Bank Polska developed a 6-month pilot addressed to all the employees 
considered at risk of digital exclusion due to technological progress. First, a specific 
intranet page (Age of Agave) was created for the employees aged 50+ years old, 
where they had the opportunity to read articles on robotization and to exchange 
experiences with peers of different generations. Then, 65 employees participated 
to an online survey and each participant prepared an individual development plan.

MAJOR RESULTS:
The project has shown employees how to:
• Learn from the generational difference through webinars;
• How diversity in workplace is important through the organization of Diversity 

Days.

TAKEAWAYS:
Several interviews conducted with various age groups generated positive feedbacks. 
The project made the company more aware about the value of age diversity among 
employees and improved intergenerational relationships in the workplace. The new 
activities were very well received by the employees.

Enel is a multinational company in the energy sector, with 67.000 people in the 
world, active in 5 continents and in 31 countries. It joined the pilot in the context 
of the energy transition, as electrification is one of the main dimensions of the 
Group’s Strategic Plan to 2030. In particular, the project involves the Italian company 
eDistribuzione of the Group. 

THE PILOT PROJECT:
The pilot is an upskilling and reskilling activity involving the People Business Partners 
(PBP). They are central figures who support change processes and accompany the 
transition of people’s skills and mindset. More specifically, the pilot  involved 100 
PBPs  of eDistribuzione who from originally managing 500 people, now manage 150. 

MAJOR RESULTS:
The main expected result will be the transformation of PBP role which will conse-
quently lead to work in a perspective of greater responsibility and proactivity. The 
pilot promotes the re-skilling and up-skilling training to encourage better care of 
the relationship that will ultimately allow all talents to flourish in an inclusive and 
diversity perspective.

TAKEAWAYS:
The re-skilling and up-skilling training encourages PBP to interpret their work in a 
flexible, modifiable manner and improves interpersonal relationships and profes-
sional performance.

Pilot activity on:

 D Strategic workforce  
planning

 D Training and 
development

 D Flexibility and mobility

Pilot activity on:

 D Strategic workforce 
planning

 D Trainings and 
development

 D Flexibility and mobility
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Fruttagel is a Cooperative Society specialized in the processing of fresh fruit and 
vegetables, cereals and legumes in finished products. Fruttagel has joined the Upskill 
4 future project to lead a sustainable just transition, prepare its teams to face a new 
integrated digital system and upskill people at risk of digital exclusion.

THE PILOT PROJECT:
Fruttagel is about to start the pilot project: an upskilling and reskilling training 
activity involving workers operating in the supply chain, production, information 
and communication technologies, touched by the introduction of the new WMS 
(Warehouse Management Systems). The activity will support change processes and 
accompany the transition of people’s skills and mindset, to offset the potential risk 
of the introduction of new technologies.

MAJOR RESULTS:
Employees will acquire new technical and transversal skills in the digital field, 
necessary to face the changes that are affecting the company.

TAKEAWAYS:
The company acknowledged the importance of upskilling people with respect to 
change management in the business model, and has very clear that investing in people 
is crucial to company performance.

Gruppo Antolin is a leading multinational company in design, development, 
manufacture and supply of components for automobile interiors. The Group joined 
the project to lead the sustainable and just transition and prepare its teams to address 
challenges like business digitalisation, automated production and robotics.

THE PILOT PROJECT:
The pilot started in 2021 in Grupo Antolin’s US plants and targeted 700 UET Leaders 
(Unidad Elemental de Trabajo). The project aims to create a training in team 
management to streamline UET Leaders’ understanding of the job and to eliminate 
the impact of rotation. Identified as a vulnerable group, UET Leaders are key in the 
production of interior components and solutions in production plants.

The pilot focused on the following pillars: team management; customer satisfaction; 
technical excellence and safety of production units.

MAJOR RESULTS :
• UET leaders were empowered in their role.

• Onboarding process especially in high turnover workplace sped up.

• Technical expertise improved.

TAKEAWAYS:
Grupo Antolin is moving forward to define the training itinerary and expanding the 
pilot to other significant target groups.

Pilot activity on:

 D Training and 
development

 D Flexibility and mobility

Pilot activity on:

 D Training and 
development



Upskilling and Reskilling in the Age of the Just Transition 16

I.CO.P. S.p.A. Società Benefit is an Italian construction company, with a focus in 
microtunneling and foundation works. It joined the pilot to address language barriers 
that affect the work life balance of its employees especially when collaborating with 
foreign companies.

THE PILOT PROJECT:
The pilot programme provided 6 months of English courses to 20 construction 
workers and 3 team leaders.

MAJOR RESULTS:
• Employees with a basic level of English improved their skills; those without a 

first knowledge had more difficulties.

• The supervisors highly increased their confidence and took on new coordinating 
roles on site, such as attending safety meetings, engaging with suppliers, and 
spending time with locals outside work.

TAKEAWAYS:
Keeping employees’ motivation high and managing time between classes and 
work shifts was challenging. In the future ICOP would like to repeat the experience 
of the pilot adopting a more structured operational phase.

Founded in 1885, Gruppo Montenegro is a leading Italian liquor and food 
manufacturer. The company joined Upskill 4 Future to organize and implement 
long-term upskilling and reskilling actions plans and to learn best practices from 
other companies. 
 
THE PILOT PROJECT: 
Gruppo Montenegro designed and implemented “The Skill Matrix”, an innovative 
tool to map the competencies required to use industrial equipment. The aim of 
this matrix is to identify and tackle different skill gap, ensuring production line 
efficiency and workers’ replaceability. The project involved 100 blue collars in 3 
operational plants in 4 year courses.

MAJOR RESULTS:
• The project eliminated the risk of skill obsolescence

• The workforce flexibility increased (more possibility of operating several 
equipment/lines)

• Employees are more prepared for future tech upgrades (industry 4.0)

• First signs of understanding that the upskilling project is important “for the 
employee” and his employability

TAKEAWAYS:
For Gruppo Montenegro, it was important and very interesting to listen how other 
international companies overcame different challenges. The company will replicate 
the project in the future.

Pilot activity on :

 D Trainings and 
development

Pilot activity on:

 D Training and 
development
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Randstad HR Solutions supports clients’ people strategy across the employee lifecycle, 
focusing on high impact projects, such as training and HR process outsourcing. 
Randstad Italy joined the pilot driven by the strong belief that addressing people’s 
needs is key to strengthen business competitiveness.

THE PILOT PROJECT:
Randstad developed “Generation Lab”, a project that targets senior workers (with 
+10 years seniority or over 55 years old) and aims to improve the know-how and self-
awareness of the participants. By developing a dynamic educational path, workers 
were encouraged to actively steer their career directions, whilst managers are trained 
to gain supportive leadership skills. Participation allows senior employees to become 
mentors or trainers for co-workers.

MAJOR RESULTS:
• Increased engagement of senior workers;

• Workers reached higher employability levels by enabling their roles’ skills and 
dynamic mindset. This will support them in facing internal mobility and business 
challenges.

TAKEAWAYS:
Investing in people is crucial to company performance, especially when the program is 
tailored on people’s needs. Randstad wants to make the program rolling and available 
to all target employees. 

Rold is an Italian SME founded in 1963, leader in the production of household appliance 
parts. Rold joined Upskill 4 Future to optimize personnel coordination and internal 
processes.

THE PILOT PROJECT:
Rold pilot project began in 2022 and is still ongoing. The pilot aims at creating a new 
professional figure, the ‘’Team Assembly Leader”. This role targets 8 assembly line 
workers who have a keen interest in learning and in contributing to corporate perfor-
mance but who lack conventional technical skills. The project seeks to turn them into 
line leaders to improve employees’ coordination, ensure a more flexible management 
of the activities at Plant level and enable a smoother flow of internal processes.

MAJOR RESULTS:
The Team Assembly Leaders organised team and individual coaching sessions, soft 
and hard skills training and specific safety courses. They learned how to :

• Set SMART goals;

• Use active listening and understand the feelings in the teams they coordinate;

• Plan individual trainings for team members to empower them in their work.

TAKEAWAYS:
Rold believes that one of the most effective ways to achieve results is to engage 
people and show that the company is concretely improving employees’ skills through 
a defined, planned upskilling strategy. The company will continue to use the pilot 
project as the starting point for further programs.

Pilot activity on :

 D Strategic workforce 
planning

 D Training and 
development

Pilot activity on :

 D Training and 
development

 D Flexibility and mobility
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In Italy, Sanofi is one of the leading pharmaceutical companies in terms of industrial 
presence and number of collaborators. The company joined Upskill 4 Future since 
the organization is facing a functional challenge and a matrix organizational model 
that requires a deep review of roles, especially with regard to digitalization, multi-
channelling and data management.

THE PILOT PROJECT:
Sanofi developed “R [ol] Evolution” , a six months pilot project to support all 
the challenges that the company will face in the near future, starting with the 
development of the digital skills. ‘’R [ol] Evolution’’ involved 70 employees engaged 
over various functional areas of the company, such as Communication, Trade, 
Quality, Procurement and Supply Chain.

MAJOR RESULTS:
• Interview with Leadership Forum.
• Employees’ involvement in the pharmaceutical scenario evolution and major 

trends.
• Personal assessments (project work, TEIQ test, interview) combined with 

individual follow-ups.
• Managers’ commitment to implement and develop the action plan.
• Constructive dialogue between employees and managers.

TAKEAWAYS:
The company acknowledged the importance of upskilling people with respect to 
project management skills and to effectively ensure collaboration and business 
sustainability. Positive feedbacks from the pilot participants will lead Sanofi to start 
a second project round.

Pilot activity on :

 D Strategic workforce 
planning

 D Training and 
development

 D Flexibility and mobility
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Project Partners

Upskill 4 Future was coordinated by CSR Europe in collaboration with five NPOs:

CSR Europe is the leading European business network for Corporate Sustainability and 
Responsibility. With its corporate members, National Partner Organisations and Asso-
ciated Partners, it unites, inspires and supports over 10,000 enterprises at the local, 
European and global levels.

The Fondation Agir Contre l’Exclusion (Foundation Acting Against Exclusion – FACE), brings 
together public, private and associative actors to fight against exclusion, discrimination 
and poverty. Founded in 1993, it is the largest network of socially engaged companies in 
France. From 2019 to 2020, FACE actively participated to Upskill 4 Future. In 2021, most 
French companies abandoned the project as a result of the COVID-19 pandemic, causing 
FACE to end its collaboration on Upskill 4 Future. To gather more information and results 
from the French perspective, CSR Europe organised the Ateliers “Alliance Compétences”.

Fondazione Sodalitas was founded in 1995 on the initiative of Assolombarda, a group of 
companies and volunteer managers. Active in Italy and joined by 90 company members, 
Sodalitas is the reference partner for companies that integrate sustainability into their 
business strategies, building partnerships for the community, creating shared value and 
social inclusion.

Forética is the leading business network on sustainability and corporate social responsi-
bility, with over 200 members. Active in Spain, its mission is to encourage the integration 
of social, environmental and good governance aspects in corporate and organisational 
strategy and management.

Impronta Etica is an Italian non-profit organisation created almost 20 years ago. Its mission 
is to promote sustainability and corporate social responsibility at Italian and European 
levels, encouraging its members to transform their efforts towards innovation into lead-
ership experiences of sustainable competitiveness.

Responsible Business Forum Poland is the largest non-profit organisation in Poland ad-
dressing corporate social responsibility in a comprehensive manner. It was founded in 
2000. The Forum is an expert organisation that initiates and partners in key activities for 
the Polish Corporate Social Responsibility.

https://www.csreurope.org/
https://www.fondationface.org/
https://www.sodalitas.it/
https://foretica.org/
https://www.improntaetica.org/en/
https://odpowiedzialnybiznes.pl/english/
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The climate crisis is bringing fundamental changes in the way we live, work, consume, and move. The European Green Deal 
offers a common framework for action towards a carbon-neutral, digital economy. However, the twin transition can only be 
successful if businesses, policymakers, and stakeholders at large empower the S of the ESG and guarantee social fairness.  

CSR Europe presents you below with the latest business intelligence, strategic direction, and practical tools to advance and 
lead on Just Transition. They are the result of our corporate members and National Partner Organisations’ engagement 
with the European Commission to pull individual and collective efforts in the same direction. 

Discover Other CSR Europe’s People Publications

Our Offer for a People-Centred 
Business Transformation

Get the business intelligence  
& set the strategic direction

Learn from the best in class

• Business for Just Transition features the second 
edition of the European Sustainable Industry Barometer 
and the European Business Roadmap for Just Transition. 

• Developed by CSR Europe and Moody’s ESG Solutions, 
the European Sustainable Industry Barometer 
shows that social issues - e.g., income and wealth, 
gender gap, child labour, poverty, refuges, social unrest - 
are not only on the rise but have even been exacerbated 
as a result of climate change, conflict, and Covid-19. 
  

 ο The European Business Roadmap for Just Transition 
supports enterprises in the strategic direction, 
methodologies, and tools to embed Just Transition 
within their purpose, strategy, and operations. 
The Roadmap stems from the engagement of CSR 
Europe’s People Leaders Hub with the European 
Commission.

• The report Building inclusive workplaces: Practices 
for a People-Centred HR Approach, developed by CSR 
Europe in collaboration with PricewaterhouseCoopers 
Belgium, guides companies in the adoption of future-
proof, innovative HR strategies. You will also learn 
about our HR Readiness Tool for Inclusive Transition 
and get recommendations to foster Responsible 
Leadership, Workforce Retention and Talent Investment. 

• The report Upskilling and Reskilling in the Age 
of Just Transition showcases best practices and 
recommendations from 30+ European companies for 
the successful implementation of upskilling and reskilling 
strategies with a focus on employees at risk. A specific 
section is dedicated to guide SMEs in this journey. 
This publication stems from the European project 
Upskill 4 Future funded by the JP Morgan Foundation.  

• The Climate Education Toolkit for teachers and 
students aims at bringing the latest STEM skills 
needed by the industry into the classroom. The toolkit, 
developed by Together 4 STEM partners Amgen, 
Huawei, Johnson&Johnson and Toyota, facilitates the 
development of STEM talents who are equipped to 
tackle climate change successfully.

Kick-Start Your Just Transition Journey

https://www.csreurope.org/download-business-for-just-transition
https://www.csreurope.org/download-european-sustainable-industry-barometer-2022
https://www.csreurope.org/download-european-sustainable-industry-barometer-2022
https://www.csreurope.org/download-building-inclusive-workplaces
https://www.csreurope.org/download-building-inclusive-workplaces
https://www.csreurope.org/download-upskilling-and-reskilling-in-the-age-of-just-transition
https://www.csreurope.org/download-upskilling-and-reskilling-in-the-age-of-just-transition
https://www.csreurope.org/download-climate-education-toolkit


CSR Europe is the leading European business network for Corporate Sustainability and 
Responsibility. 

With our corporate members, National Partner Organisations (NPOs), and Associated Partners, 
we unite, inspire & support over 10,000 enterprises at local, European and global level.  

We support businesses & industry sectors in their transformation and collaboration towards 
practical solutions and sustainable growth. We are for systemic change. Following the SDGs, 
we want to co-build with the European leaders and stakeholders an overarching strategy for 
a Sustainable Europe 2030.

Rue Victor Oudart 7, 1030 Brussels, Belgium

Responsible Business,  
Better Future.

VISIT OUR 
WEBSITE

W I T H  T H E  S U P P O R T  O F

While this report has been supported by J.P. Morgan, 
the contents and opinions in this paper are those of 
the authors alone and do not reflect the views of the 
JPMorgan Chase Foundation, JPMorgan Chase & Co or 

any of its affiliates.

Hilde Engelen
Manager People
he@csreurop.org

Lisa Simons
Project Manager

lis@csreurope.org

https://www.csreurope.org/
mailto:he%40csreurope.org?subject=
mailto:lis%40csreurope.org?subject=
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