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TRAINING INSTITUTIONS
An increasingly important HR restructuring tool for companies in Germany
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Qualifying staff instead of reducing the workforce is beneficial for             
all relevant stakeholders

Unqualified staff          Qualified staff
Source: goetzpartners

Training institutions
are beneficial for …

Training institutions
are …

LEGAL SITUATION IN 2019
The Qualification Opportunities 
Act (Qualifizierungschancen-
gesetz) entered into force on 
January 1, 2019. It offers state 
funding for staff qualification 
measures, provided that certain 
conditions are met.

§

Training institutions

… PURPOSE-DRIVEN, 
as they ensure that their 
own staff are qualified
on a long-term basis

… EMPLOYERS: 
They save costs associated with job reductions
and damage to a company’s image as well as fulfill
corporate social responsibility

… INDEPENDENT, 
as they have their own manage-
ment and own company bodies 
(e.g. works council)

… EMPLOYEES 
They improve prospects for future employment
through advanced training and successfully adjust
to the new work environment

… FLEXIBLE, 
as they enable staff to work 
in-house or at an external company
in the future

… STAFF REPRESENTATIVES: 
They prevent job reductions to 
protect staff and helps project
a positive image to the public at large
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Training institutions are an effective tool in the HR 
restructuring system

EXECUTIVE SUMMARY

“Training institutions help to prepare staff for new professional 
requirements unbureaucratically and in targeted fashion, thereby often 

avoiding forced redundancies.”

QUICK CHECK FOR 
YOUR COMPANY

01 In the age of digital megatrends, the working
world is undergoing rapid transformation, 
with direct implications for the  future demands 
placed on staff.

04 Companies often have to face the challenge that 
conventional job-reduction measures cannot be 
used in the case of staff with protected status.

02 Suitable HR measures are indispensable for 
developing a qualified workforce. They are the 
only means of ensuring that the company is 
equipped to face the challenges of the future. 

05 Training institutions enable the further training of 
staff (including those with protected status) and 
their reintegration in adequate 
positions in the company.

03 In principle, all conventional HR measures are 
available when it comes to dealing with 
unqualified staff – including voluntary and 
enforced job-reduction measures.

06 goetzpartners provides an individual, multi-step 
approach to ensure the successful planning  and 
implementation of qualification measures – incl. 
utilization of legislative benefits.

… absolute transparency
regarding the current and 
future skill requirements of 
your staff?

… an overview of the entire 
spectrum of possible and 
suitable HR measures?

… a seamless approach
as regards the necessary 
qualification of your staff?

… all required resources with 
which to implement
qualification measures?

If you have answered no to one of 
these questions, contact our team 
of experts to arrange a free initial 
consultation!

AUTHORS: 
Boris Theobald, Partner
Dr. Gunnar Binnewies, Senior Manager
Christoph Spannig, Manager
Lorenz Schmitz, Associate Consultant

Do you have … 
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Companies have to act in order to prepare their staff 
for future requirements

Unqualified staff          Qualified staff          New staff
[1] Increasingly no longer required; source: goetzpartners

IMPACT OF TRENDS ON COMPANIESAT A GLANCE

Two-thirds of society fear losing 
their jobs to a robot. This is why 
the further training of staff is a 
critical entrepreneurial success 
factor to which greater attention 
should be devoted.

Skills that will be required in the 
future often differ significantly 
from the expertise available 
today. The way to close this gap is 
to plan HR measures such as:

 Retention and motivation of 
already qualified staff

 Training or reduction of 
unqualified staff

 Recruitment of specialized staff

Workforce expansion and
reduction alone result in high 
costs, lost know-how and 
possible reputational loss.

MEGATRENDS ECONOMIC SHOCKS MARKET AND COMPETITION
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3D PRINTINGCLOUD
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DECENTRALIZATIONIOT

AUGMENTED 
LEARNING

OrganizationProcesses Governance Culture

Workforce
reduction      
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Future 
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Current 
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Retention

Qualification

Staff
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UNQUALIFIED
STAFF

QUALIFIED 
STAFF

Qualification measures

Enforced workforce-reduction measures[2]

Voluntary workforce-reduction measures[1]

Unqualified staff can only be reduced by conventional 
HR measures to a limited extent

[1] Inter alia partial retirement, “sprinter program” [2] Inter alia social criteria, list of names, company closure [3] Inter alia trainees, 
severely disabled persons, pregnant women, staff on parental/caregiver leave, works council members, civil servants
Source: goetzpartners

STAFF MEASURES ACCORDING TO EMPLOYEE GROUP/GOAL AT A GLANCE

The appeal of voluntary 
workforce-reduction measures is 
declining significantly as a result of 
developments and changes on the 
labor market in many sectors.

Enforced workforce-reduction 
measures can generally not be 
based on the qualification of staff, 
but on their need for social 
protection. 

This makes staffing and 
performance achievement within 
the target organization more 
difficult, since

 Unqualified staff cannot be
targeted directly with respect 
to systematic job reductions

 Qualified staff can only be 
protected from job reductions 
to a limited extent

Qualification measures can help 
directly targeting and training –
even protected[3] – unqualified 
staff. 

01

02

03

Retention Reduction/qualification Target achievement

Risk of loss of know-how 
through resignations

Risk of staff resistance since measures 
are not binding

Only limited protection
possible via list of key players

Only limited job reduction possible, as 
staff are partially protected[3]

Little, if any necessity for already 
qualified staff

Identified employees can be targeted 
directly
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Training institutions offer a sensible alternative to 
conventional workforce-reduction measures

[1] Possibly subject to co-determination by works council pursuant to § 99(1) of Works Constitution Act (BetrVg) 
[2] Generally until the beginning of further training measures or continued employment; source: goetzpartners

OVERVIEW OF TRAINING INSTITUTIONSAT A GLANCE

Significant advantages of 
implementation by training 
institutions

Independent institute
with regulations and 
remuneration structures

Direct targeting of 
(protected) employees 
possible

No social criteria required, 
only plausible explanation of 
the selection decision

High acceptance rate, 
as no compulsory notice 
required 

Business purpose
Long-term qualification of own staff with flexible stand-by 
provision to cover short-term peaks inside and outside 
the company.

Organization
Self-contained institution with independent 
management in HR and social matters plus its own 
autonomous works council.

Placement following 
completion of qualification

 Assignment of new tasks following 
completion of further training[1]

 Dismissal on grounds of conduct 
(e.g. if qualification measures
are denied)

 Placement in external company

Assignment to a new company unit 
via right to issue instructions[1]

Withdrawal of previous tasks and 
assignment of new ones
(e.g. qualification measures)

Deployment within the scope of the contractual job description

 Further training or qualification measures
 Internal posts (right to issue instructions) & external posts (hiring out of 

employees as temporary workers)
 Unilateral leave of absence of up to 3 months[2]

HOWWHAT

Pragmatic assignment to 
training institution via right 
to issue instructions
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New legislative conditions increase the attraction 
in comparison with conventional tools

N.B.: Advantages from the employer’s perspective; [1] Federal Employment Agency [2] European Social Fund [3] European Globalization Adjustment 
Fund; Source: goetzpartners

DIFFERENTIATION FROM TRANSFER AGENCY AND TRANSFER COMPANY AT A GLANCE

What does the Qualification 
Opportunities Act provide?
Funding for further training from 
the Federal Employment Agency 
(AfA), irrespective of qualifications 
and age.

Who can expect to receive 
funding?
Funding for further training outside 
the company (>4 weeks) for all 
staff who obtained a vocational 
qualification >4 years ago and 
have had no publicly funded 
training over the past 4 years.

What costs are covered by 
the Federal Employment 
Agency? 
For companies with over 
250 employees, the Federal 
Employment Agency pays 25% 
of the training costs –
and up to 100% for employees 
over 45 years of age or severely 
disabled persons. 

QUALIFICATION OPPORTUNITIES ACT

EFFECT ON
STAFF

PURPOSE

DURATION

COSTS

FUNDING
OPPORTUNITY

LEGAL
BASIS

Qualification of staff and
stand-by provision to cover short-
term peak demand

Long-term arrangement, i.e. not 
for a specific period

Additional costs for qualification 
depending on the necessary 
measures

Subsidy from AfA[1] of 25%-100% 
of training costs depending on 
company size

In particular Qualification
Opportunities Act

Remaining in the company, 
withdrawal of responsibilities and 
integration in a new company unit

§

TRAINING INSTITUTIONS

Integration into the labor market
of staff affected by a change in 
operations

Generally 4 – 6 months

Usually between €1,500 and 
€2,500 a month per staff member 
(though varies greatly) plus regular 
salary

Subsidy from AfA[1]; up to
50% of the costs of the measures 
and max. €2,500 per staff member

Section 110 Social Code (SGB) III

Usually remaining in 
the company during 
the period of notice

Arrangement of a new 
employment relationship
for staff at risk of unemployment

Generally 12 months

Rule of thumb: monthly cost per 
staff member is ~50% of the cost 
of regular employment

Pro-rata funding for up to 
12 months from AfA[1]; other funds 
from ESF[2] and EGF[3] possible

Section 111 Social Code (SGB) III

Immediately leaving the company 
with transition to the transfer 
company (separate legal entity)

TRANSFER AGENCY TRANSFER COMPANY
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goetzpartners’ modular approach to employee 
training: 3 steps to success

[1] Training institution [2] Selection of partners depends on individual company situation
Source: goetzpartners

MODULAR PROJECT APPROACHSELECTED REFERENCE 
PROJECTS
Assessment of staff skills in the 
field of R&D for a multinational 
network provider (revenue 
>€23 billion) for the identification 
of necessary measures and 
definition of optimum team 
structures

Assessment of skills and 
qualifications at enterprise level 
for a German energy provider 
(revenue €>400 million) for the 
drawing up of a qualifications 
catalog and identification of gaps 

HR cost structure analysis incl. 
benchmarking and drawing up of 
KPI reports for an internationally 
active home shopping provider 
with the aim of enhancing the 
attractiveness of the company as 
an employer

Generally prevention
of up to 30% of planned job 
cutbacks

TRANSPARENCY CONCEPT IMPLEMENTATION

Success
tracking

Skills and 
profiles
check

Selection of
staff

Set-up and 
status quo

Definition of 
measures

Implementa-
tion/mea-

sures

Founding of
TC[1]

Placement of 
staff

Definition of 
required 
profiles

In cooperation with our partner network[2]
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Practice Group Special Situations | Your benefits

15 YEARS OF EXPERIENCE
in the implementation of
restructuring programs

Source: goetzpartners

Numerous international 
corporations and German SMEs 
have already benefited from our 
expertise in special situations, e.g.:

 Largest European 
restructuring in recent years 
with a network provider

 Net reduction of 50% of the 
workforce (with simultaneous 
qualification) and closing of 
70% of the sites with a global 
provider of corporate 
communications

 Net reduction of 40% of the 
workforce (with simultaneous 
qualification) and 
reorganization at a European 
airline

 Oversight of merger control 
and carve-out process at a 
leading industrial company 
(preparation of 7 carve-out 
options in the EU and USA)

LEADING German CONSULTING COMPANY
in the fields of corporate restructuring, workforce restructuring,
financial turnaround and carve-out/PMI

taking into account effects on the P&L as well as time and budget constraints

FOCUS on the customer’s core challenges

including trade unions, labor law experts, politicians and associations

Links to all the RELEVANT MARKET PLAYERS,

especially in the areas of liquidity crises and workforce related measures

EXPERIENCED EMPLOYEES in all aspects of restructuring

Recipient of awards in the restructuring category from brand eins
(2017 & 2018) and WirtschaftsWoche (2014 & 2016)

Proven NATIONAL and INTERNATIONAL SUCCESSES
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ADVISERS FOR STRATEGY, M&A AND TRANSFORMATION
goetzpartners is an independent advisory firm for all key issues of entrepreneurial activity: 
strategy, M&A and transformation. This unique approach makes clients measurably more 
successful. The combination of corporate finance and management consulting creates 
sustainable added value when determining valid courses of action, reaching decisions and 
implementing them. Boasting a vast wealth of business experience, goetzpartners advises 
clients in all key industries world-wide: Business Services, Energy, Infrastructure & Mobility, 
Financial Institutions, Healthcare, Industrials & Automotive, Retail & FMCG and TMT.

CHALLENGERS WITH PERSONALITY
For the key business issues of strategy, M&A and transformation, standard solutions are rarely 
the right answer. On every project, goetzpartners ensures that there is always sufficient scope for 
proven methods to be combined with individual and client-specific approaches. Our consultants 
lay the foundations for excellent results by trusting their own opinions and experience and taking 
a strong stance on the entrepreneurial challenges to be resolved.

NETWORKERS AT THE HIGHEST LEVEL
Our far-reaching network of contacts, grown over decades, involves top decision makers in 
business and politics, and produces extraordinary advisory outcomes. Our close working 
relationship with prominent members of society opens up wide-ranging new perspectives. 
goetzpartners thinks beyond borders and connects the right people with the right ideas. That 
way, goetzpartners creates valuable synergies for all involved.

EXPERTS ON COURSE FOR SUCCESS
Founded in 1991 by Dr Stephan Goetz and Stefan Sanktjohanser, goetzpartners today ranks 
among the 10 best-performing advisory firms in Germany (Lünendonk®). goetzpartners has 
received awards five years in a row as part of the “Best of Consulting” contest by the renowned 
German magazine “WirtschaftsWoche”. Internationally, the company operates in 11 countries out 
of 13 offices with 300 professionals.

About goetzpartners
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Disclaimer

June 2019

This document is copyright-protected. Its reproduction, rental or any other form of distribution or publication – including in extract form – is subject to the consent of goetzpartners.
The analyses and assumptions on which this publication is based were undertaken by the authors to the best of their knowledge and judgment. goetzpartners accept no liability
whatsoever for the accurateness of these analyses or assumptions. Where information was taken from public sources its accuracy and completeness was assumed without any further
checking. By its very nature, this publication does not take into account the specific circumstances of individual cases. This document can therefore not replace individual expert advice
or extensive research which should be undertaken by the third party.
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