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Abstract 
Sustainability is gaining increased attention both in media and academia. However, the 
social aspect of the concept is underdeveloped. One can describe social sustainability as 
a quality of societies where norms are based on social justice, human dignity and partic-
ipation. Today the quality of our society can be improved, as people with disabilities 
(PWDs) are underutilized. For reaching a socially sustainable society, this minority 
needs to be better included in the labour market. Even though a good amount of litera-
ture has covered the employment of PWDs, empirical evidence is missing from organi-
sations currently involved with employing PWDs. 

This thesis offers a new perspective concerning employment of PWDs and aids the 
work towards understanding and reaching social sustainability in a way that benefits or-
ganisations and society. The thesis consists of an in-depth case study of Max Burgers 
who is at the forefront when it comes to working with sustainability, concerning both 
the environmental and social responsibilities. Max Burgers has been working systemati-
cally with employing PWDs into their restaurants for over ten years and are seen as a 
role model in the field. We have conducted qualitative interviews with numerous of res-
taurant managers and disabled employees as well as attended a two-day educational 
conference. 

The study resulted in a model describing initiatives on how to reach social sustainability 
by employing PWDs. Important contributions are that employment of PWDs is a col-
laborative process involving four key actors: organisation, partner institution, managers 
and PWDs. Furthermore, we found that corporate culture plays an important role when 
accommodating PWDs at the work place. The study has provided proof that employ-
ment of PWDs leads to prominent benefits for both organisations and society, i.e. en-
hanced customer service, leadership development, and healthier labour market.  
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1 Introduction 
In this section, we outline the background to the topic of social sustainability and em-
ployment of PWDs. The problem and purpose of the thesis is stated, along with a set of 
research questions. Further, we provide definitions, show delimitations and contribution 
of the research and present the thesis disposition.  

1.1 Background  
One may describe sustainability as the mantra of the 21st century where humans and na-
ture are equally dependent (Dyllick & Hockerts, 2002). Human growth is now imposing 
on the natural systems and resources are limited (Seager, 2008), hence discussing sus-
tainability issues is more needed than ever. 

Originally, the term ‘sustainability’ was limited to ecological impacts, which was later 
understood as a grave mistake as our environment does not exist separately from human 
interactions (United Nation, 1987; Seager, 2008). The Brundtland report from 1987 
states that humanity should meet the needs of today while at the same time not com-
promise the needs of the future concerning ecological, economic and social aspects 
(United Nation, 1987). John Elkington further explored the idea academically in 1998 
and introduced the concept of a triple bottom line (TBL) in which firms’ responsibilities 
are not only economic but also social and ecological (Dyllick & Hockerts, 2002; Nor-
man & MacDonald, 2004; Seager, 2008; Hubbard, 2009). The three pillars should be 
perceived as having an equal and interdependent role in creating a sustainable world 
(Littig & Grießler, 2005).  

“Social sustainability should be as obvious as climate and environmental 
sustainability” 

- Hillevi Engström, Swedish Minister of Labour, November 30th 2011 

Remarkably, many researchers agree that the social aspect of sustainability is underde-
veloped in academia (Hubbard, 2009; Seager, 2008; Littig & Grießler, 2005; Dyllick & 
Hockerts, 2002). Littig and Grießler (2005) contributed with a conceptual development 
of the social aspect including elements such as social justice, human dignity and partici-
pation. The two authors provided a broad definition of social sustainability as a quality 
of society where a set of extended human needs is fulfilled (Littig & Grießler, 2005). 
Parallel to the theoretical field, the community and major Swedish organisations agree 
that organisations need to contribute further to social development and future welfare 
(PwC, 2012). We can recognize a trend among organisations to care more about the so-
ciety in which they operate and find new ways of fulfilling their duties concerning soci-
etal responsibilities.  

When considering labour market issues these responsibilities include participation and 
inclusion, which are growing topics in debates (Dagens Nyheter, 2013). High unem-
ployment among younger generations and minorities is wide spread and further investi-
gation is needed regarding the benefits of broadening the spectrum of people organisa-
tions employ (Statistics Sweden, 2013). One of the gravely misrepresented minorities in 
our society is people with disabilities (PWDs). Lengnick-Hall, Gaunt and Kulkarni 
(2008) describe this group as overlooked and underutilized. Further, this group also suf-
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fers from discrimination (Jones, 1997; Run Ren, Paetzold, & Colella, 2008; Shore, 
Chung-Herrera, Dean, Holcombe Ehrhart, Jung, Randel & Singh, 2009) and exclusion 
(Klimoski & Donahue, 1997; Kulkarni & Lengnick-Hall 2011). Therefore, we see that 
increased knowledge of this minority is fundamental for reaching1 social sustainability 
in general.  

Recent statistics from 2012 showed that this minority is significant and that 26 % of 
job-seeking individuals suffer from some sort of disability. The number of PWDs that 
are actively seeking jobs at the Swedish Public Employment Service is higher than ever 
(Swedish Public Employment Service, 2013). Historically, society has been neglecting 
PWDs in terms of working capacity and intelligence. Lengnick-Hall et al. (2008) show 
that employers fear PWDs as being less productive, costly to hire and cause for negative 
reaction from colleagues and customers. Remarkably, no research has verified the legit-
imacy of these concerns (Lengnick-Hall et al., 2008). To make society understand that 
these claims lack foundation further research needs to focus on the positive aspects of 
employing PWDs.  

Among the organisations that have already experienced these positive aspects, we find 
the hamburger chain Max Burgers (Max). Max is at the forefront when it comes to 
working with sustainability, concerning both the environmental and social aspects. 
Their environmental initiatives have given them global recognition as pioneers in envi-
ronmental sustainability, most notably by putting carbon emission levels on each prod-
uct on their menus to enable the customer to influence their impact on the environment 
(Max Burgers & Samhall, 2013). Another effort initiated by Max, was to focus on social 
responsibilities, where employment of PWDs is one of the initiatives (The Natural Step, 
2010). By studying how Max has worked with employment of PWDs, we believe that 
we can further expand the view of social sustainability along with examining the link to 
employment of PWDs.  

1.2 Problem 
As mentioned previously, academia has only given the social aspect of sustainability at-
tention recently and in media, it is rarely used distinctively from environmental sustain-
ability. One can describe social sustainability as a quality of societies (Littig & Grießler, 
2005) but as of today, this quality does not hold true. More focus needs to be put on the 
social aspect in order to reach a sustainable quality of society. 

A main component within the social aspect is diversity (Jabbour & Santos, 2008). How-
ever, according to research conducted by Lengnick-Hall et al. (2008) most employers 
mainly consider gender and ethnicity when it comes to diversity. Stone and Colella 
(1996) earlier stated that most research about diversity in organisations covers ethnicity, 
gender and cultural issues and not the inclusion of PWDs. In other words, disabilities 
are not an obvious element included in the concept of diversity. 

The main part of literature covering disabilities in a business context originates from 
human resource journals where focus has been put on issues such as inclusion, sociali-
                                                
1 In this study the term ‘reaching’ will be referred to as the process of striving towards a society with 
norms that account for social justice, human dignity and participation (Littig & Grießler, 2005). More 
specifically, it will mean that people with disabilities (PWDs) have the same opportunities to a career as 
non-disabled people.  
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zation, (Klimoski & Donahue, 1997; Kulkarni & Lengnick-Hall, 2011) and legislation 
(Goss, Goss & Adam-Smith, 2000). Also found in literature are discussions regarding 
who carries responsibility for the inclusion of PWDs. Some argue that it rest in the 
hands of HR managers (Klimoski & Donahue, 1997) while another suggests it is PWDs 
that should take responsibility of their own career advancement (Jones, 1997), and a 
third argues that one must fight the prejudices and discrimination patterns in the work 
environment (Lengnick-Hall et al., 2008). Surprisingly, what we cannot find in litera-
ture is empirical evidence from organisations currently employing PWDs. 

Specifically, we cannot find best practice cases in literature. Supported by Hubbard 
(2009), best practice reporting has not yet been developed when it comes to measuring 
sustainability in general. Further, Shore et al. (2009) states that in literature, disabilities 
are perceived as negative. If PWDs are ever to be included in the work place, this nega-
tive image need to be challenged through evidences gathered from research. 

1.3 Purpose 
This thesis intends to offer a new perspective concerning employment of PWDs. Fur-
ther, the aim is to provide a framework to aid the work towards reaching and under-
standing social sustainability in a way that benefit both organisations and society.  

1.4 Research Questions 
The following research questions provide the basis for this thesis and guide the direction 
of the study: 

• What are the challenges of employing PWDs?  
• How can organisations reach social sustainability by employing PWDs while 

simultaneously benefitting both themselves and society? 

1.5 Definitions 
Social sustainability – This thesis will refer to social sustainability as a quality of soci-
ety based on the principles suggested by Littig and Grießler (2005), where extended 
human needs are fulfilled and norms are based on social justice, human dignity and 
participation. Social sustainability will be viewed as a part of the broader concept of 
sustainability, based on the TBL framework (see e.g. Hubbard, 2009; Seager, 2008). 

Employment – The term employment in this thesis will cover recruitment, as in obtain-
ing staff (National Encyclopaedia, 2013), and broader responsibilities for a human re-
source manager. As described by Rimanoczy and Pearson (2010), human resource man-
agers today have broader responsibilities than just recruiting staff, for example perfor-
mance appraisal, training, communication and change management. In other words, we 
will consider the term employment as both obtaining and retaining staff. 

People with disabilities (PWDs) – A person with a disability is broadly defined as one 
with reduced vision or hearing, vocal or speaking issues, movement handicap, allergies 
or any form of mental disability. It can also be diabetes, heart or chest trouble, abdomen 
or intestine problems, psoriasis, epilepsy, dyslexia, or any other similar disability (Sta-
tistics Sweden, 2009). The study also wants to include ADA’s (1990), more general de-
scription that a disability is something that “limits one or major life activities”. Max and 
Samhall define a disability as a permanent limitation for at least 12 months. Illness is 
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not considered a disability, with the few exceptions of diabetes, HIV and MS (Pär Lar-
shans, personal communication, 2013).  

1.6 Delimitations 
Even though the concept of sustainability includes the environmental, economic and so-
cial aspects, we will focus on the social area. Although, sustainability should be consid-
ered a holistic concept, this thesis will not explore the other aspects mentioned. Fur-
thermore, this thesis does not attempt to explore all aspects of social sustainability since 
the concept covers a wide range of social issues not related to employment of PWDs. 

1.7 Contribution 
The thesis contributes academically by providing empirical evidence in the field of so-
cial sustainability. More specifically, we expand the concept of social sustainability in 
terms of diversity where disabilities are further explored. It is a connection not yet made 
substantially in academia and contributes with a unique context and area. Additionally, 
we expand the understanding of how different aspects of corporate culture influence the 
employment of PWDs. Practically it assists decision-making for managers in their work 
towards socially sustainable organisations and improving the situation for PWDs as a 
minority. Finally, this thesis shows that employment of PWDs is a collaborative process 
including several key actors.  

1.8 Disposition 
Following the introduction is a frame of references describing the theoretical back-
ground. Next, is a description of the method and data gathering. The findings consist of 
a case study of Max, which is then analysed through the chosen theories. Finally, we 
draw conclusions answering the research questions. 

 
Figure 1.1. Disposition of thesis 
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2 Frame of Reference 
This section begins with a review of relevant literature covering social sustainability, 
creating shared value and employment of PWDs. Following, is a presentation of corpo-
rate culture that emerged during the process. 

2.1 Social Sustainability  
Even though the term ‘sustainability’ is used frequently today (Dyllick & Hockerts, 
2002), we can trace the concept of sustainability back to 1987 and the Brundtland re-
port. The United Nations asked the World Commission of Environment and Develop-
ment (WCED), now referred to as the Brundtland Commission, to formulate a global 
agenda for change with the purpose to develop long-term strategies for environmental 
change (United Nation, 1987). The Brundtland report formulated sustainable develop-
ment as: “(…) development that meets the needs of the present without compromising 
the ability of future generations to meet their own needs” (United Nation, 1987, p. 43). 
This was communicated as a goal for all countries in the world to strive for. The idea of 
defining sustainability was to state that even though interpretations and strategies may 
vary among countries, the basic concepts must be shared (United Nation, 1987). 

However, in academia many researchers seem to agree that there are still no clear defi-
nitions or frameworks for the concepts within sustainability (Porter & Kramer, 2011; 
Hubbard, 2009; Seager, 2008; Littig & Grießler, 2005; Norman & MacDonald, 2004; 
Robèrt, Schmidt, Bleek, Aloisi De Larderel, Basile, Jansen, Kuehr, Price, Suzuki, 
Hawken & Wackernagel, 2002; Dyllick & Hockerts, 2002). Seager (2008) discuss, that 
no single subset of the population can reach sustainability alone. Hence, collaboration is 
needed, which depends on an understanding among actors when it comes to different 
views, motivations and aspirations. Seager (2008) futher points out that sustainability 
has converged into the concept of three interests; environmental, social and economical. 
  
Many researchers point out John Elkington as the one who introduced the idea of com-
panies’ responsibilities being not only economical, but also social and ecological. In his 
book ‘Cannibals with Forks: the Triple Bottom Line of the 21st Century’ in 1998 he re-
ferred to this concept as a triple bottom line (TBL) (Hubbard, 2009; Seager, 2008; 
Norman & MacDonald, 2004; Robèrt et al., 2002; Dyllick & Hockerts, 2002). However, 
several authors criticize this definition of sustainability, mostly in terms of measuring 
and quantifying the concept. Norman and MacDonald (2004) describes the TBL as a 
rhetoric concept taken from accounting which is impossible to measure and promises 
more that it can deliver. This view is to some extent supported by Hubbard (2009), who 
states that TBL reporting is inconsistent with the holistic nature of sustainability and of-
ten is too biased to be trustworthy. Seager (2008) states that the TBL is too narrow and 
even says that it seems improbable that any expert will be able to capture all of the es-
sential information or perspectives of sustainability. Nevertheless, the TBL has been the 
base for much research on sustainability.  
 
In fact, researchers concur that the social aspect of sustainability is underdeveloped 
(Hubbard, 2009; Seager, 2008; Littig & Grießler, 2005; Dyllick & Hockerts, 2002). 
Stated is that social sustainability is lagging behind in both conceptual and practical de-
velopment (Hubbard, 2009). The few developments in the social area found is by Littig 
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& Grießler (2005), who defines three core indicators to consider the social dimension of 
sustainability (basic human needs, social justice and social coherence) and Dyllick and 
Hockerts (2002) who extend the TBL framework. One can see the definition of sustain-
ability as vague and as Littig and Grießler (2005) points out that we have to ask our-
selves what ‘needs’ actually is and describe this from a social perspective. 
 
Littig & Grießler (2005) further points out that it is still unclear what the social aspect 
of sustainability covers. Wheeler and Elkington (2001) included social parameters like 
equality, diversity and human rights into their assessment in their study of measuring 
the quality of web-based reporting. Littig and Grießler (2005) summarize their view on 
social sustainability as a quality of societies where “nature and its reproductive capabil-
ities are preserved over a long period of time and the normative claims of social justice, 
human dignity and participation are fulfilled” (Littig & Grießler, 2005, p. 72). In addi-
tion, society in general must meet extended human needs, which are explained as a set 
of needs including not only food and shelter but also for example education and self-
fulfilment. They continue, suggesting work as a facilitator for the relationship between 
society and nature and that a transformation is needed (cultural, economic and political) 
as current business practices are assumed not to be sustainable. Sustainability is seen as 
both an analytical and normative concept (Littig and Grießler, 2005). The two authors 
stress the concept of social sustainability as built upon norms that guide human behav-
iour. This means that not only sciences of nature should be considered but also socio-
scientific approaches to analyse the nature-human relationships. The analytical features 
help in understanding the interactions between society and the environment. 

Reviewing the concept of social sustainability, we see that it is an area in need of re-
search, as it seems to be underdeveloped. We also see the definition made by Littig and 
Grießler (2005), as the foundation for how we will define social sustainability 
throughout this research. Finally, the background to sustainability will help us when 
considering employment of PWDs as a part of the sustainability concept.  

2.2 Creating Shared Value (CSV) 
A recent contribution in the field of sustainability is the theoretical approach of CSV 
created by Porter and Kramer (2011). The authors point out that in neoclassical thinking 
a condition for social improvement will add a constraint to the firm and would reduce 
profit in the end. However, they suggest a new way of approaching social sustainability 
by including the term CSV that refers to the act of expanding the total pool of economic 
and social value instead of redistributing value (Porter & Kramer, 2011).  

Porter and Kramer (2011), define CSV as “policies and operating practices that en-
hance the competitiveness of a company while simultaneously advancing the economic 
and social conditions in the communities in which it operates” (Porter & Kramer, 2011, 
p. 66). The focus of CSV is to expand and explore the relationship between two of the 
pillars in TBL – social and economic, in a way that both society and the company bene-
fit (Porter & Kramer, 2011).  

The authors explain the reason for the change by the fact that “successful corporations 
need a healthy society” and “a healthy society needs successful companies” (Porter & 
Kramer, 2006 p. 83). In other words, it is a belief that the competitiveness of a company 
and the quality of the society are mutually dependent. To put this into practise a corpo-
ration must integrate this perspective into the core strategies. 
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Porter and Kramer’s first introduced the idea of CSV in 2006 when the authors criti-
cized the current approaches of Corporate Social Responsibility (CSR) as fragmented 
and disconnected from business and strategy. The distance between strategy and CSR 
makes it more difficult for companies to benefit society, so Porter and Kramer (2006) 
promoted a change in the way today’s organisations operate. Later, Porter and Kramer 
(2011), clearly state the difference between CSR and CSV. They argue that, CSR is a 
more responsive approach and a separate part of the business. CSV, on the other hand, 
is integral to profitability and competitive position. Important to note within the CSV 
framework, is economic and societal value is relative to cost. Hence, it is not compara-
ble to philanthropy or charity. Another difference with CSV is that it aims at utilizing 
organisations specific skills, resources and management capability to solve societal 
problems and at the same time create economic value (Porter and Kramer, 2011). Porter 
& Kramer (2006) suggest how to implement CSV, by finding the relation between or-
ganisation and society, prioritize and integrate it into the core business. Later described 
is the process through three ways to find CSV opportunities: 

• “By reconceiving products and markets” (Porter & Kramer, 2011, p. 67). This 
point refers to providing appropriate products to disadvantaged consumers in 
underserved markets. For a company it means to identify all the societal needs, 
benefits and damages that are or could be embedded in the products produced. 
This may trigger innovation and lead to exploration of previously overlooked 
markets. 

• “By redefining productivity in the value chain” (Porter & Kramer, 2011, p. 
68).  Many externalities may generate costs in a company’s value chain, such as 
natural resource and water use, health and safety working conditions, and equal 
treatment in the workplace. Efforts in the areas of energy use and logistics, re-
source use, procurement, distribution, location and employee productivity will 
offer new ways to innovate and unlock economic value that already exist within 
the organisation. For example, by spending more money on health programs, 
productivity and retention of employees may increase even though cost will rise 
in the short-run. 

• “By enabling local cluster development” (Porter & Kramer, 2011, p. 72). Eve-
ry organisation is dependent on the infrastructure around it and by enabling clus-
ters of productivity, the organisation can gain enhanced innovation and competi-
tiveness. The best example of a cluster development may be Silicon Valley 
where the IT sector successfully has clustered and driven development forward. 

(Porter & Kramer, 2011) 

An interesting feature of the theory is that “…a shared value lens can be applied to eve-
ry major company decision” (Porter & Kramer, 2011, p 76). Hence, these approaches 
may work as a guide on how to strategically create economic and societal value. Busi-
ness models on implementing CSV has just recently been analysed in literature (see e.g. 
Michelini & Fiorentino, 2012; Spitzeck & Chapman, 2012) but in general, only few 
empirical contributions concerning CSV in practise can be found in academia. 

In summary, CSV may be applied to better understand the concept of employment of 
PWDs as an aspect of social sustainability. Indeed, it is valuable when analysing the 
outcomes and benefits for both the organisation and society. In academia the framework 
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has not been extensively tested empirically, even though the articles presented by Porter 
and Kramer are frequently cited. 

2.3 Employment of PWDs 
Observed by Shore et al. (2009), empirical research in the area of disabilities is ground-
ed and mostly concentrated to social psychology theories. However, disabilities have al-
so been researched in a business context. What can be found is for example, that PWDs 
often are subject to discrimination (Jones, 1997; Run Ren et al., 2008; Shore et al., 
2009) and exclusion (Klimoski & Donahue, 1997; Kulkarni & Lengnick-Hall, 2011). 
No one seems to disagree that this is an incomplete subject and needs further research 
and comprehension. To improve recruitment of minorities and increase the inclusion of 
PWDs, to make better use of all our resources in society, several suggested actions have 
appeared. Among these suggested actions are the implementations of training for man-
agers (Kulkarni & Lengnick-Hall, 2011; Kulkarni, 2012; Jones, 1997; Klimoski & Do-
nahue 1997), implementation of policies (Lengnick-Hall et al., 2008; Jones, 1997) and 
conducting qualitative research on diversity (Shore et al., 2009).  

Additionally, Jones (1997) argues that there are issues for PWDs when it comes to ad-
vancement within organisations and these issues mainly relate to discriminations and 
prejudice. Research has mainly put focus on the entry phase rather than advancement 
when recruiting PWDs into a company. According to Jones (1997), this is an issue in it 
self, because then one assumes that PWDs are not interested in advancement. Compara-
bly, Klimoski and Donahue (1997) argue that the HR professionals have a great influ-
ence of the work quality for PWDs. Jones (1997) claims that some of the work lies in 
the hand of the PWD. A disabled employee can become more self-limiting if he or she 
has been treated differently due to the disability over a long period and the confidence 
to want advancement in the job may decrease as a result (Jones, 1997). 

Lengnick-Hall et al. (2008) argue that, not only does the disabled employee create bar-
riers for themselves but undoubtedly managers create obstacles as well. Employers 
seem to hold false perceptions towards PWDs. Among those are that health care would 
cost more, the performance level will be lower and other employees and customers 
might react negatively to a disabled employee. None of these prejudices can be con-
firmed by research. In contrast, diversity actually enriches the work environment, both 
among other employees and among customers (Lengnick-Hall et al., 2008). Further 
concluded is that the interaction of employers, government and PWDs affect the effec-
tiveness of employment of PWDs (Lengnick-Hall et al., 2008). All these stakeholders 
must take responsibility otherwise PWDs will remain underutilized in the labour mar-
ket. Continuing, the authors present a list of recommendations on how to improve the 
employment of PWDs (Lengnick-Hall et al., 2008). They divide the list into four parts: 

1. Educational – i.e. identify success stories and proactively present the benefits of 
hiring PWDs. 

2. Policies, programs and practices – i.e. provide education for PWDs, use in-
ternships and mentoring programs, ensure proper job fit. 

3. Management – i.e. create a disability-friendly culture and make sure top man-
agement are committed. 

4. External – i.e. provide government awards and tax benefits. 

(Lengnick-Hall et al., 2008) 
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The background to employment of PWDs presented above works as a foundation for 
how this thesis will interpret the situation for PWDs in the work environment. A clear 
connection does not exist between social sustainability and employment of PWDs and 
our particular study demands an innovative theoretical approach.  

2.4 Corporate Culture 
The theory of corporate culture not only includes many of the components found during 
the coding of our data, but is also related to the inclusion of PWDs academically. Sever-
al researchers discuss the parallels between corporate culture and the inclusion of PWDs 
(Shore et al. 2009; Kulkarni & Lengnick-Hall 2011; Schur, Kruse & Blanck 2005, 
Klimoski & Donahue, 1997; Stone & Colella, 1996). Schur et al. (2005) further argue 
that corporate culture is crucial when it comes to inclusion of PWDs. The authors pro-
pose focusing on how corporate culture creates and supports obstacles that make em-
ployment of PWDs more difficult. These obstacles needs to be removed, which is said 
to be beneficial not only for PWDs but for all employees and the organisation in gen-
eral. Culture is very difficult to change and hence, identifying norms can be of help 
(Schein, 1999). Schein (1999) further suggests that for changing cultures, the organisa-
tions need to use the positive and supporting elements and change the assumptions that 
work as constraints. 

The definition of corporate culture is often referred to the words of Denison as “The un-
derlying values, beliefs, and principles that serve as a foundation for an organisation's 
management system as well as the set of management practices and behaviours that 
both exemplify and reinforce those basic principles.” (1990 p. 2, as cited in Martin, 
2002, p. 248; Kotrba, Gillespie, Schmidt, Smerek, Ritchie & Denison, 2012, p. 244). In-
terestingly, Zammuto, Gifford, and Goodman (2000) explains that the organisational be-
liefs need to originate from somewhere, and find that they arise from the environment 
and that they evolve over time as society change to finally become cultures. 

Within a culture the shared beliefs, values and norms can be separated but mostly inter-
act with each other (Beyer, Hannah & Milton, 2000). The authors suggest that shared 
beliefs “tell members of a culture how things work and why they are the way they are” 
(Beyer et al., 2000, p. 336). Shared values tell the members what is good and bad and 
norms say how the members should act. Together, this creates a direction for the group 
on how to perform (Beyer et al. 2000). 

People get shared values, norms and beliefs through influence from others caused by 
repeated interaction (Beyer et al., 2000). Thus, the social structure must allow repeated 
interactions, which often happens when the employer delegates tasks (Beyer et al., 
2000). Furthermore, the authors suggest that many of these interactions are likely to ap-
pear through social events and economic exchanges, often related to work.    

Stone and Colella (1996) discuss the importance of shared values and suggest factors 
that influence the treatment of PWDs within organisations. Factors that are related to 
corporate culture and enable the inclusion of PWDs are emphasis on cooperation, help-
fulness, social justice and equality (Stone & Colella, 1996). On the contrary, the authors 
show that emphasis put on individualism, self-reliance and competitive achievement 
creates barriers for PWDs. These factors can be interpreted as values for an organisation 
(Stone & Colella, 1996). 
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An early contribution in the field of corporate culture is a model presented by Schein 
(1984), who declares that there are three levels of culture. Schein (1984, p. 4) summa-
rise the levels with a model:  

 
Figure 2.1. The levels of culture and their interaction, Schein (1984, p. 4) 

Schein (1984) described the three levels as: (1) Artefacts, which incorporate all things 
that you can see, hear and feel within an organisation. It includes things that you can 
visualize, such as architecture, language clothing, listed values etc. This level shows 
that the culture in tangible objects but to understand the underlying reasons we need to 
understand the second level. (2) Values refer to espoused beliefs and values that mem-
bers adopt from the organisation which then guide their behaviours. When a group 
solves a problem successfully the values used in the process, change towards becoming 
basic underlying assumptions. (3) Basic underlying assumptions are the deepest level of 
culture and it is here that the culture is rooted. When values are set unconsciously, they 
determine the behaviour of the group. Schein (1984) presents five different types of as-
sumptions covering for example existential issues, human relationships, time, space, 
and humanities relation to nature (Schein, 1984).  

Another model within corporate culture is the Denison model, which is based on four 
cultural attributes an organisation need in order to be effective (Fey & Denison, 1998). 
Many authors agree that corporate culture influences the effectiveness of an organisa-
tion (Gregory, Harris, Armenakis, & Shook, 2009; Zheng, Yang, & McLean, 2010; Ko-
trba et al., 2012; Maull, Brown, & Cliffe, 2001; Denison, 1984). The difficulty seems to 
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be how to prove how corporate culture leads to organisational effectiveness. Denison, 
Haaland and Goelzer (2004) discuss that research about the link between effectiveness 
and corporate culture is limited due to difficulties of measuring culture. Nevertheless, 
Denison et al. (2004) prove the strong link between culture and effectiveness and show 
statistically how these four traits lead to success in terms of sales growth, market share, 
profitability, quality, employee satisfaction and overall performance. These are the four 
traits as described by Fey and Denison (1998):  

 
Figure 2.2. Our own summary of the four cultural attributes by Fey and Denison, 1998 

Fey and Denison (1998) summarize the model by describing the four attributes as four 
different hypotheses, which leads to organisational effectiveness. Denison et al. (2004) 
further elaborate about the model as an analytical tool to use when finding strengths and 
weaknesses in corporate cultures and how to make suggestions on how the culture may 
help effectiveness.  

A concept Kotrba et al. (2012) relate to culture and effectiveness is diversity. Diversity 
can increase the variety of perspectives and solutions. On the other hand, when autocrat-
ic organisations choose to exclude diversity in a changing environment, they might be 
less effective (Kotrba et al., 2012). Stone and Colella (1996) conclude that the corporate 
culture needs to embrace diversity in general, including variables such as cultural, eth-
nical and gender diversity. Other values, proven to lead to organisational effectiveness 
are values such as teamwork, cohesion and employee involvement (Gregory et al., 
2009). Jones (1997) agrees that diversity must be embraced by an organisation and em-
bedded in the culture in order to enable advancement for PWDs. Further stressed are the 
positive aspects of diverse work groups among those aspects are, enhanced creativity 
and innovation (Schur et al. 2005). There are other practises within an organisation, 
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which works in opposition to the values promoting diversity. Martin (2002) explains 
how an organisation can fail to share values among employees by having a short-term 
profit maximisation goal and having a high employee turnover. Nevertheless, Schein 
(1984) argues that a strong culture can cope with a high employee turnover because then 
norms and behaviours can more easily be passed on to new members.  

To conclude, corporate culture plays an important part within organisations. Models 
within corporate culture help us understand how managers create and use values when 
employing PWDs and how culture affects effectiveness. The two models presented cov-
er the essential components of corporate culture and provides a comprehensive founda-
tion for understanding organisational behaviour. 
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3 Method & Data 
This section describes the research approach and the process of gathering data and gain-
ing knowledge. First presented, is a description of the philosophical understanding fol-
lowed by explanation of the method.  

3.1 Methodology 
Methodology concerns a set of underlying principles, which later determine what meth-
ods are used for the research (Svenning, 2003). One can use two main stances to guide 
research: interpretivism and positivism (Ritchie & Lewis, 2003). The interpretive ap-
proach focuses on examining unique social life features, such as emotions and values 
(McLaughlin, 2007). During the data collection one continuously develops theory, 
which differs from positivism where one develops theory based on a predetermined hy-
pothesis (Taylor, Wilkie and Baser, 2006). Understanding the human aspects is critical 
to be able to find answers to our research questions. We also did not approach the phe-
nomenon with a predetermined mind-set, which we believe increases the possibility to 
identify principles and motivations. Our research ultimately draws inspiration from the 
interpretive methodology.  

After deciding what guides the research, we chose the appropriate approach to acquire 
knowledge. One should consider two distinct approaches, which influence the design of 
the research project in its entirety: induction and deduction (Saunders, Lewis & 
Thornhill, 2007). The inductive approach implies that the researchers study patterns de-
rived from empirical data with few preconceptions. In contrast, the deductive approach 
uses data to test a theoretically based hypothesis (Richie & Lewis, 2003). The inductive 
process may be seen as simplistic where it has been associated with a naïve form of re-
alism and the notion that the world is waiting to be captured if just the researchers are 
persistent (O’Reilly, 2009). However we concluded, as an inductive approach is more 
flexible in this case and allows empirical data to generate theory continuously (Saunders 
et al., 2007), it was more suitable to fulfil the purpose and answering the research ques-
tions of this thesis.  

The inductive approach is commonly associated with qualitative methods as opposed to 
quantitative methods (Richie & Lewis, 2003). The major distinction is that quantitative 
research aim to quantify data and measures the phenomenon through statistical evidence 
(Richie & Lewis, 2003). Qualitative research on the other hand, aims to draw more or 
less generalized conclusions from the samples studied (Svenning, 2003). The qualitative 
approach is suitable to answer questions such as “how” and “what” (Yin, 2009), which 
is in line with our research questions. A notable strength of qualitative studies is the 
possibility to investigate the underlying reasons for attitudes, behaviours and motiva-
tions (Richie & Lewis, 2003), which is exactly what we want to investigate in this 
study.  

To summarize, we adopted an interpretive methodology for its strengths in understand-
ing social features. Further, we chose an inductive research approach as it allowed us to 
be flexible and generate theory continuously. Qualitative studies go in line with our 
philosophical standpoints and allowed us to understand underlying features of behav-
iour. 
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3.2 Method 
After choosing research approach, a number of methods emerged, which influenced the 
design of the research (Williamsson, 2002). It is essential to adopt the appropriate 
method for answering the research questions (Svenning, 2003). Meanwhile, note that 
the progression was not linear in its execution but an iterative process moving back and 
forth from findings and gathering of theoretical insights. 

The process of the thesis began with a literature 
review covering the main body of research. 
This was followed by a company overview and 
the creation of interview guidelines before 
meeting with the interviewees. Next, the 
transcription and coding of the recordings was 
completed. The interviews together with the 
information gathered during the company 
review (e.g other case studies and internal 
documents) was formulated in the findings 
section as a case study of Max, and was then 
analysed based on a model that we developed 
during the process. Analysis was made using a 
theoretical perspective to ground the 
conclusions. 

 

Figure 3.1. Flow chart methodology  

3.2.1 Data Collection 

We collected data related to the subject using the university library in Jönköping and 
electronic sources such as the peer-reviewed database Scopus and SAGE Publications. 
In order to answer the research questions in a valid manner, the selection of data was of 
utmost importance. Various data sources provided different perspectives to the research 
questions. Academic journals, news articles, and company reports among other sources 
was used to deepen the comprehension, and have been extremely important for us to be 
able to withdraw new knowledge.  

To establish the primary data sources, a series of contacts lead to the topic at hand. This 
can be seen as a case of ‘Snowball sampling’ (Morgan, 2008), which is a metaphor for 
the characteristics of a snowball growing in size as it gathers new snow while rolling. 
The research began by contacting a professor from Blekinge University, Karl-Henrik 
Robèrt, who is the founder of The Natural Step (TNS) and has extensive experience 
within sustainability in a business context. Today, TNS is an internationally recognized 
non-profit organisation with intentions to spread and help the development of sustaina-
ble business practices (The Natural Step, 2013). We had the privilege to attend a half-
day seminar held by Karl-Henrik Robèrt and this occasion was of great help when find-
ing an area in need of further research. What we found during the seminar, was that the 
social area of sustainability was underdeveloped, a claim, which we could later confirm 
in academia.  
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Later, it came to our knowledge that TNS had collaborated with several major compa-
nies and through discussion, we initiated a contact with Pär Larshans, Chief Strategic 
Officer at Max. We structured and planned for the gathering of empirical data over a se-
ries of phone meetings. Through Pär Larshans, we came across the subject, employment 
of PWDs. During the whole process, we had continuous contact via e-mail with Pär 
Larshans for clarifications and discussion points that arose during the research. 

Max has been involved with the issue of sustainability for some time and desired more 
knowledge concerning the social impacts of their business activities. An initiative had 
spawned from their focus on sustainability and many restaurants now work with the 
employment of PWDs. Some years have passed with continuous improvements but it 
was clear that Max had never systematically investigated the issue.  

3.2.2 Case Study 

The case of Max suited as a single-case study because we wanted to gain in-depth un-
derstanding about employment of the PWDs. In addition, as described by Xiao (2010), a 
single-case study is suitable for understanding a phenomenon in its context, which is 
important in this research. The context important in this case was a situation where an 
organisation had employed PWDs in an organised way, which we found in the case of 
Max. When attempting to understand relatively new and underdeveloped issues such as 
employment of PWDs and social sustainability, we decided that an in-depth understand-
ing was relevant. 

An inductive research approach requires adaptability and flexibility (Saunders et al., 
2007), which is one of the characteristics that a case study holds. Indeed, this method al-
lowed us to gather detailed and relevant data in the proper context e.g. a real-life situa-
tion. Also, using qualitative methods goes in line with the interpretive viewpoint of the 
study. As the interpretive approach assumes that there are several possible interpreta-
tions of the same data (Eriksson & Kovalainen, 2008), it allowed us to investigate un-
derlying motivations and behaviours and beyond the spoken word. Examples of qualita-
tive methods are observations, focus groups and interviews where a case study often is a 
combination of these methods (Bryman, 2008). 

A case study is appropriate when the research questions aims at answering “how” and 
“why”, and does not require control of behavioural events and focuses on contemporary 
events (Yin, 2009). During a case study, relevant materials are gathered about one spe-
cific case to portray a truthful representation of the phenomenon. The different sources 
of information offer realization about a given phenomenon or process and show the 
more subtle details and a deeper understanding (Svenning, 2003). 

Ultimately, a case study provided a structure with key characteristics that was helpful 
when answering the research questions and in-depth understanding of human behaviour 
was necessary to fulfil our purpose. 

3.2.2.1 Interviews 

The empirical data was gathered over twelve interviews and a two-day conference (de-
scribed in section 3.2.2.2). We visited eight different Max restaurants in the south of 
Sweden, which were chosen with the help from district managers. At each restaurant, 
we interviewed the restaurant managers and when possible we also spoke with disabled 
employees. The number of interviews was limited due to time constraints, but still we 
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aimed at doing as many interviews as possible. Because of the interpretive nature of this 
study, we wanted to gather as much empirical data as possible since the same data may 
be interpreted in different ways. To then be able to analyse the case we wanted to un-
derstand the perspective from a number of employees. 

Restaurant managers have responsibilities such as recruiting and retaining staff, which 
made it not necessary to involve top management in our study. Because it is a sensitive 
topic, we held all interviews anonymously. As we wanted relaxed and open interview 
sessions, we chose to conduct them in Swedish. Below is a list covering the duration 
and location of all interviews: 

Table 3.1. Interviews with managers 

Manager  1 2 3 4 5 6 7 8 

Duration* 0:52:21 0:38:24 0:43:42 0:21:18 1:02:44 0:43:59 0:47:11 0:47:07 

Location** Office Office Office Restaurant Office Office Office Restaurant 

 

Table 3.2. Interviews with disabled employees 

Employee 1 2 3 4 

    Duration* 0:14:04 0:30:13 0:16:00 0:21:11 

    Location** Office Office Restaurant Office 

    * 00:00:00 describes the number of hours, minutes and seconds of which the interview lasted (hh:mm:ss) 
** Describes where the interview was held i.e. in the managers office or in the restaurant area 

Conducting interviews is one of the most important sources of data in a case study. In-
terviews may be either qualitative or quantitative (McLaughlin, 2007). We argue that 
qualitative interviews are best suited in our case since this is an in-depth case study, 
which demands detailed information about underlying motivations, feelings and behav-
iours. In qualitative interviews, open-end questions are used and the researcher must 
continuously ask questions such as “why” and “how” things are the way they are 
(McLaughlin, 2007). One can further categorize qualitative interviews into unstructured 
or semi-structured. Unstructured interviews are similar to conversations where the re-
spondents may elaborate freely from one single question from the interviewer, and fol-
low up interesting points only. Further, it would hold higher risks to not cover necessary 
topics and straying from the agenda. A semi-structured interview involves different 
themes or interview guidelines but the respondent has a great freedom to formulate the 
answers in their own matter. In both methods, the process is flexible (Bryman, 2008). 
This thesis used semi-structured interviews with flexible interview guidelines consisting 
of ten questions for the managers and seven for the disabled employees and was devel-
oped beforehand (see Appendix 1). The order and follow-up questions depended upon 
the answers given by the respondent.  

Since semi-structured interviews require both mental and intellectual abilities from the 
interviewer, using guidelines provided a structure to build the conversations upon. 
Saunders et al. (2007) highlight that many researchers underestimate the time and re-
sources needed for semi-structured interviews. The researchers need to actively listen to 
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the participant’s answer and quickly identify the relevant points while simultaneously 
make judgments about further questions. In addition, it is often necessary to memorize 
what the interviewee said and look for further elaboration or additional clarification of 
interesting points (Legard, Keegan & Ward, 2003). Further, one should influence as lit-
tle as possible and avoid argumentation (Svenning, 2003). 

To summarize, interviews were an appropriate approach for the purpose of this research. 
They are useful when detecting the beliefs and true intentions of human beings. Fur-
thermore, we could identify the behaviours and values of managers from an in-depth 
examination, which increases the value of our data.  

3.2.2.2 Observations  

In addition to the interviews, we observed at a two-day conference held by Max togeth-
er with Samhall called ‘Leadership in Diversity’ in Linköping. This gave us the oppor-
tunity to see how the managers communicated values of the organisation and spoke 
about the employment of PWDs in a different environment, outside the interview con-
text. In a training environment within a larger group, it might have felt more natural for 
them to ask questions and give more examples regarding challenging situations. As 
most of the restaurant managers were prepared for a visit and an interview at their res-
taurants, seeing the same managers and their behaviours in an internal training envi-
ronment, added objectivity to the study. This claim is supported by Pauly (2010) who 
states that observations makes it possible for the researcher to discover what is actually 
happening in a social environment instead of only relying on narrative descriptions. The 
conference included many real life cases from other Max restaurants in other districts. 
Day one put focus on Max and day two mostly concerned Samhall. Below is a list of 
key facts about the conference:  

Table 3.3. Observation 

 Name of the conference Leadership in diversity 

Date 13-14 March 2013 (8:00-17:00) 

Location Linköping 

Participating managers 19 

Max representatives 2 

Samhall representatives 2 

Other observers 7 

Total number of participants 30 

 

There were in total 19 participating managers attending at the conference consisted of 
district managers, restaurant managers and assistant restaurant managers. The group of 
participating managers consisted of eleven women and eight men. Except from the 
manager participants, representatives from Max and Samhall and us, there were several 
other observers as well. The other observers were one person from the municipality of 
Linköping who was looking for ideas on how to apply a similar framework to the mu-
nicipality in Linköping, a student from Gothenburg who wrote her master thesis on Max 
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sustainability work, and finally two product managers from Samhall who were there on-
ly for inspiration and observation. During day two, a disabled employee from one of the 
restaurants joined the conference to share his/her view of being a disabled employee at 
Max.   

When everyone arrived on day one, Max provided everyone with folders with general 
information and different cases, together with a schedule of the different activities. The 
19 participants sat at tables of four, and the observers sat in the back in a semi-circle. 
Everyone in the room had the same printed material. The role of the observers was pas-
sive in general, and even though everyone read the cases, only the manager participants 
discussed them.  

Observations were suitable in our research since the aim of the study was to understand 
underlying human behaviour and underlying attitudes. Observations refer to “watching 
and recording the occurrence of specific behaviours during an episode of interest” 
(Rosen & Underwood, 2010, p. 952). The observations complemented the information 
gathered during the individual interviews and hence provided us with a richer set of data 
for the case study. Observations are possible to conduct in two main ways: direct obser-
vation or participant observation (Yin, 2009). Direct observations allow the researcher 
to investigate the target phenomena from a distance without interacting with the subject 
group (Yin, 2009). This method is useful in providing real-time data and recordings of 
events, which is also in the correct context for the study (Yin, 2009). We did not partic-
ipate during the conference to minimize our influence. Hence, it is in the category of di-
rect observations. 

Furthermore, one can categorize observations as structured and unstructured (Pauly, 
2010). The structured approach means that the observers in beforehand can decide on a 
checklist of behaviours to look for whereas, in the unstructured approach, one can de-
velop a checklist gradually (Pauly, 2010). As we searched for repeating behaviours 
from the participants rather than creating a checklist, the approach was unstructured in 
its implementation. We chose an unstructured approach to be able to keep an open mind 
when observing the group. In addition, observations require the observer to be able to 
focus and possess good listening skills in order to identify patterns and writing them 
down (Pauly, 2010). Having all three authors present helped us as, where one missed in-
formation of interest another could pick it up and ultimately increased the amount of 
relevant data collected. We found common themes from the conference, by combining 
the notes from all three researchers, together with the printed material provided by Max 
and Samhall.   

In conclusion, observations provided a complementary perspective and another distinc-
tive setting for our research. This added objectivity and essential knowledge. Addition-
ally, observations allowed the identification of natural behaviours that occurred within 
the group, compared to when directly asking the observed entity.  

3.3 Data Analysis 
One of the most difficult and underdeveloped aspects of a case study is the analysis 
(Yin, 2009). It is mainly difficult because many authors do not understand how to ana-
lyse the evidence given from the study. Novices often forget or fail to consider analytic 
approaches already at the start of the case study. According to Williamson (2002), strat-
egies on how to approach the data analysis, could include what to analyse and why.  
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Before the analysis a transcription of the interviews was made, which means to convert 
the recordings into writing (Saunders et al., 2007). The researchers should include what 
was said but also how it was said, and hence, this can be considered relatively time-
consuming in comparison to other methods. According to Saunders et al., (2007), the 
authors should account for six to ten hours to transcribe one hour of recordings. Since 
the interviews were held in Swedish, the quotes were translated to capture the meaning 
of what was said, and not word-by-word. 

Next, we conducted a comprehensive coding of the interviews. The coding technique 
involved finding categories within the chosen study, and the links between them. For 
coding the data, a three-step technique was used presented by Williamson (2002): (1) 
reduce and simplify the existing data, (2) display the data to find links and draw conclu-
sions, and (3) verify the data, and build a logical chain of the collected evidence (Wil-
liamson, 2002). This came in the form of a matrix, in which we structured quotes and 
information that was revealed during the interviews. The information from the matrix 
was supported from the coding of the observations. That process included summarizing 
notes from the three of us, finding common themes and analysing the documents pro-
vided by Max. Working systematically with the coding, legitimatized the selection of 
theory. The emerged themes from the matrix based the structure of the findings section, 
but also helped to develop the analysis framework.  

Our pre-understanding of social sustainability, CSV and employment of PWDs support-
ed the process of identifying possible categories for the matrix. Going back-and-forth 
between coding and literature, we found corporate culture as an important component 
for successful employment of PWDs. Much of what was said during the interviews and 
observations could be linked to models within culture, which was therefore used as an 
extension to the analysis.  

Later, we developed the analysis model, which emerged from both the case study and 
the theoretical framework. Ideas from theory were tested and challenged when coming 
up with the model on how to work with sustainable employment of PWDs. 

3.4 Trustworthiness 
There has been much research conducted regarding how to measure the quality of a 
qualitative study. A significant contribution in the field is made by Meyrick (2006) who 
present a quality framework based on a number of approaches on how to assure quality 
in qualitative research. Her model is based on two key concepts of good qualitative re-
search: transparency and systematicity. Transparency covers issues such as objectivity 
and sampling while systematicity concerns for example triangulation and coding pro-
cesses. For assuring transparency we put a lot of effort in showing every step in the pro-
cess of this thesis, from finding the subject to analysing the data. Another important 
concept within qualitative research connected to transparency is reflexivity (Eriksson & 
Kovalainen, 2008). The concept of reflexivity refers to the process of reflection upon 
how knowledge is produced, described and justified through the whole process of re-
search (Eriksson & Kovalainen, 2008). In a case study like ours, this was very important 
in order to have an on-going discussion within the group to reflect upon the findings and 
interpretations. Systematicity was assured when we coded the data in a systematic way 
and used several sources of information.  
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Traditionally the quality of a study is measured in reliability and validity, but discus-
sions have occurred on how relevant this is for qualitative research (Bryman, 2008). Va-
lidity may be described as the opportunities to generalize the results outside the case 
study (Svenning, 2003), however single case studies can normally not be generalized to 
a population (Yin, 2009). Eriksson and Kovalainen (2008) argue that the main aim of 
case studies is not to provide generalizable results, but to show to the reader why this 
single case is unique, critical or extreme in some way. It is the appropriateness of the 
chosen study that shows the uniqueness of the case (Eriksson & Kovalainen, 2008). We 
are confident that Max is an appropriate case study partly because we trust the judgment 
of Karl-Henrik Robèrt, but also based on what we have noticed in media about the 
company and that the work Max is conducting, considering employment of PWDs, is 
unique. Also, as employment of PWDs is an uncommon feature not only in social sus-
tainability but also in corporate culture, our case study is unique from a theoretical 
viewpoint as well. 

Opposite to Eriksson and Kovalainen (2008), Seale (1999) claim that generalization ac-
tually is desirable for qualitative studies. What Seale (1999) suggest is that a case de-
scription may give such detailed information so that the reader can use their own 
judgement to see if the same process can be applied in other settings. For providing a 
wider set of information, we applied source triangulation by using multiple sources of 
information. By varying the sources of data, we could gain an understanding closer to 
reality, compared to using only one source of data. We spoke with managers and em-
ployees to further increase the ranges of perspectives, and used other case studies and 
secondary sources about Max. This further strengthens the systematicity as described by 
Meyrick (2006).  

In general, Yin (2009) points out that qualitative studies have been poorly documented 
in the past and hence, the quality and trustworthiness could be questioned. To avoid 
this, we conducted proper documentation of the process during this study. Awareness of 
the fact that biased responses may occur needed to be highlighted. We believed that 
there was a risk getting biased answers because the respondents had directives from 
management to participate in this study. Every respondent was aware of that their an-
swer is anonymous but one might suspect that individuals can be afraid of being com-
pletely honest. In addition, for assuring the quality of the interviews we involved exter-
nal HR manager to assess our interview guidelines in beforehand. Importantly, all inter-
views were transcribed short after the actual occurrence as suggested by Warren and 
Karner (2010). The full transcriptions are available upon request for the reader. 
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4 Findings 
Following is a presentation of the empirical data collected during the research. For the 
sake of anonymity the managers will be referred to as “manager 1”, “manager 2”, and 
so on. We refer to the four interviewed disabled employees (“employee 1”, “employee 
2” etc.). Also when naming cities or companies they will be referred to as “City X” and 
“Company X”. Due to the anonymity of the managers and disabled employees, no dates 
will be revealed. All quotes and information from the conference, Pär Larshans and Ca-
rina Skärpe, is taken from the 13-14th of March in 2013.  

4.1 Max Burgers 
“Difficulties mastered are opportunities won” 

- Winston Churchill, Former Prime Minister of the United Kingdom, 1874-1965 

Lars Andersson has ADHD and dyslexia and as of 2006, he is an employee at Max in 
Piteå. After 12 years of being rejected on the labour market, a lowering self-esteem was 
inevitable. He expresses that all that the employers saw, was his limitations rather than 
focusing on what he could actually do. Lars Andersson got his job at Max through 
Samhall, and one year later, he was seen as a success case. The employment gained in-
ternational recognition and Lars Andersson together with Pär Larshans were invited to 
the EU-conference in Brussels the same year. There, Lars Andersson told his story of 
his journey to finally getting employed somewhere where his true potential was recog-
nized (Wallin, 2011). 

4.1.1 History of Max 

The story of Max started already in 1968, when Curt Bergfors and Britta Andersson, 
opened their first hamburger stand in Gällivare, Sweden. Two years later, it got the 
name Max Burgers, which still is the name of the company. Curt Bergfors had the ambi-
tion to “…create the best tasting hamburgers by using the best ingredients.” (Max 
Burgers, 2013a). The company grew substantially over the next few decades and en-
tered several other business areas such as the hotel business, gas stations, high schools 
and tanning salons. In 1999, they sold off most of the businesses and the hamburger 
business became their sole focus. In 2002, the two sons of Curt Bergfors, Richard Berg-
fors and Christoffer Bergfors took operating responsibilities of Max as CEO and execu-
tive CEO. However, Curt Bergfors still holds the position as chairman of the board. The 
head office is currently located in Luleå in Sweden. At the time of writing, there are 93 
restaurants and around 3300 employees in Sweden (Max Burgers, 2013a). 

Recently, Max has opened branches in both Norway and Denmark the latter one being 
their most current expansion. Max is still family owned and had a turnover of around 
1.6 billion SEK in 2012 (Max Burgers, 2013a). Their major industry competitors are 
McDonalds and Burger King. Factors to their success are many, but arguably one of the 
more important is their clear strategy to implement great tasting products with high 
quality and being a progressive company culture of sustainable business practices (Max 
Burgers, 2013a). By 2009, their sustainability work got international attention and they 
became an international role model within the field (Pär Larshans, personal communica-
tion, 2013). 
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Reviewing this, Max has been about quality from the start and that general thought has 
evolved over the years striving towards a strategy that is sustainable, focused not only 
on benefiting the organisation but society as well.  

4.1.2 Sustainability at Max 

In their work to address the sustainability issues, both in ecological and social aspects of 
their business, Max has built a model based on three basic components: core values, so-
cial sustainability and ecological sustainability. Core values are concerned with ethical 
activities, sustainability values, leadership goals, commandments, being a role model 
and general values. Social sustainability regards diversity, social responsibilities, volun-
tary responsibility and leadership development. Ecological sustainability includes future 
initiatives to benefit the environment, care for nature and human health. These compo-
nents are grounded in the owners’ values, that one need to pursue sustainability issues 
through strong leadership. The values permeate the organisation and decide how the 
managers get educated and how the company expand and develop (Max Burgers & 
Samhall, 2013). 

Max has a clear strategy when it comes to sustainability and a long-term vision not only 
for the organisation itself, but also for the society and environment as a whole. A clear 
strategy Max has pursued has involved being at the forefront of sustainable business. 
Ecological measures along with social initiatives have lead to global attention for their 
successful work and in 2007 a collaboration with the organisation the Natural Step 
(TNS) resulted in a series of goals that Max continue to strive towards. These goals in-
clude system conditions for a sustainable world but also for a socially sustainable socie-
ty. 

Ecologically Max state three main methods they work with in order to improve the cli-
mate impact: analyse and mark products, reduce emissions and climate compensation. 
Solutions have been innovative and when climate was ‘put on the menu’, as the only 
company in the world it was brought up at the UK parliament as good example. Max la-
belled each product with the CO2 emission amount and essentially gave the customer a 
way to choose and affect what products Max should provide. Max say they are compen-
sating for the climate to 100% this is accomplished through planting trees in Africa and 
all the restaurants’ energy claims are 100% shifted towards wind power. In 2007, BBC 
world news published an interview concerning the climate work Max was doing. The 
global attention later lead to Max being awarded with the global environment prize at 
the Green Awards in 2009, and the St. Julian award for great employer character in 
2012 (Max, 2013d). Max is frequently attending various events talking about both eco-
logical and social issues and how they are working with solving them The novel strate-
gies are also present in the social initiatives, which is another focus for Max (Pär Lar-
shans, personal communication, 2013). 

Socially focused initiatives involve working with diversity, social responsibility and 
leadership education. Earlier in the 1990s, Max introduced the theory of Fundamental 
Interpersonal Relations Orientation (FIRO) as a guide to teach leaders. Later Max ex-
tended with the Human element theories in 2004. Managers are encouraged to have an 
open mind-set and speak openly of their thoughts. Max believes that leadership is the 
necessary foundation for Max employees to create strong company values (Max Burg-
ers & Samhall, 2013). During our visits to the restaurants, we observed several posters 
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communicating company values. These posters could be found in both the offices and 
the staff lounges. 

Pär Larshans is the head of the sustainability efforts with the title as Chief Strategic Of-
ficer at Max, previously titled as the Human Resource manager. Working 22 years with-
in the company and now actively communicating Max vision and work processes, he 
has become a strong profile for the organisation. Recently ‘Trust across America’ elect-
ed Pär Larshans to one of the top 100 sustainable leaders in the world. Further, he has 
been present at government conferences as well as global meetings (Max Burgers, 
2013c). 

In 2010, Max began incorporating education concerning sustainability in their leader-
ship training. In terms of employment, especially when employing of PWDs, Max has 
been encouraging their restaurant managers to take action and strive to employ PWDs 
(Pär Larshans, personal communication, 2013). In part, the initiative has contributed to 
lower employee turnover rates and fewer employees on sick leave (Pär Larshans, per-
sonal communication, 2013). During the conference, Pär Larshans is clear and thorough 
in his presentation, and it is obvious that this is not only his job, but also something he 
finds important on a personal level. 

To conclude, Max has created a clear strategy on how to work with sustainability, 
which has left them to become a global role model in both the social and ecological as-
pects of sustainability. As a foundation to these strategies, they have chosen to work 
with theories such as FIRO and TNS, which have provided them with a solid ground in 
their work towards a more sustainable organisation.  

4.1.3 Max as an Employer 

Max sustainability work appears to be remarkable and a constant topic discussed at all 
levels within the organisation, and noted by both the government and international ac-
tors within the area. However, to be able to analyse this case and get a broader view, we 
wanted to know how employees perceive Max as an employer. Several themes emerged 
during the interviews from which we recognized the following comments (The numbers 
in brackets represents each manager): 

1. Implicit demands (2, 5, 7, 8) and Values (3, 4, 5, 6) 
2. Pride (1, 2, 6) 
3. Unity (1, 5) Leadership Development (3, 5) and Family (3, 5) 
4. Quality focus (1), Responsibility (2) and Setting standards (5) 

 
With implicit demands, we want to highlight that Max do not have any policies involv-
ing mandatory employment of PWDs yet managers feel the need to do so. Naturally, the 
type of conversation we had and the questions we brought up influenced this response. 
However, what is interesting is that the answers were not entirely consistent on how 
hard or soft these demands are. Manager 8 stated that there should be at least one em-
ployee with disability in every restaurant (personal communication, 2013), supported by 
manager 2 who said “one knows that the company wants us to have one or two PWDs in 
every restaurant, and it feels like everyone has that!” (personal communication, 2013). 
While manager 7 expresses that, “they [the management] prefer that we have at least 1-
2 transitions [of PWDs] per restaurant. However, it is still optional. It is not like we 
have someone just to have someone” (personal communication, 2013). Manager 4 ex-
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plain that he/she never employed a PWD, nevertheless, points out “when I started [at 
Max] ten years ago in City X, I could never have imagined this, but now it feels like a 
natural thing” (manager 4, personal communication, 2013). Worth noting is that even 
though the manager express that it feels like a natural thing, he/she has never done it 
during all these years. During the conference, Pär Larshans encourages the managers to 
employ PWDs but emphasize that it is optional. He stresses that employing PWDs 
should be done with the right intentions and in a proper manner for it to be sustainable 
(personal communication, 2013).  

The values of Max and the feeling of pride were communicated clearly by several man-
agers. Values and pride also seem to be highly linked, perhaps best shown by manager 
6: “it is not just a fast-food restaurant. It is a brand you can stand up to in your private 
life too (…) I have always been very caring and generous, but Max has made me even 
more so.” (personal communication, 2013). Also connected to the values is quality: “To 
work with the environment and sustainability makes you proud to work. To know that 
you not only destroy but also, that you work for a good company (…) While Max has 
been about quality from the start their focus has been spread to not only include quality 
of the food but also quality for the employees, for the restaurant, everything! Because, it 
should be a good experience for every guest.“ (manager 1, personal communication, 
2013). Hence, quality and values appears to strengthen the picture of proud managers. 
Additional comments worth noting is: “I think it is rewarding to work within a company 
that want's to give something back, I think that was the founder’s general thought when 
creating this company many, many years ago. That he wanted to give something back. I 
do not know how many millions we have given away, but they are many, and they come 
to a good use, all of them." (manager 5, personal communication, 2013). 

Also pointed out, is that Max has a responsibility with its strong values, “for many em-
ployees this is the first job and that means that Max has a responsibility to create core 
values and shape the employee in how to act in the working life, and at the same time 
try to make sure that they have fun. (…) It is the attitude of the company that reflects 
and shapes one’s own attitude.” (manager 5, personal communication, 2013). Manager 
5 continues with another quote that strengthens the picture of where the core values may 
come from: “I often say that you leak what you think. I need to hold my opinions dearly, 
that everything works really good and so on. It probably comes from upstairs, what atti-
tudes your managers have. Otherwise the house of cards would fall, I think." (personal 
communication, 2013). Carina Skärpe further supports that quote during the conference 
by using the same wording: “You leak what you think!”(personal communication, 
2013).  

Another important aspect to mention is the strong feeling of unity and family among the 
managers. “It’s the colleagues and the atmosphere, it’s a family” (manager 3, personal 
communication, 2013). When talking about disabled employees, manager 1 mentioned 
the feelings of unity as a benefit: “to feel included has helped [a disabled employee] a 
lot because we have a great unity at the restaurant” (personal communication manager 
1, 2013). Most employees with disability support this view by expressing joy of work-
ing at Max. However, during one of the interviews we see a contradiction to this state-
ment, as the disabled employee in this restaurant is the only male and almost 30 years 
older than the other employees. When we asked that manager about the unity at the res-
taurant the reply was: “Well, the other employees that I have here are 19 year old girls, 
he is older [the disabled employee] and also more quiet and speak mostly to him self. 
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We do not think much about him. He carries out his tasks alone and then one forgets to 
speak to him too. So, he probably feels some alienation” (manager 4, personal commu-
nication, 2013).  

When we asked manager 8 if it is more difficult to include the disabled employees into 
the work group compared to a non-disabled employee, we got the reply: “Yes I guess it 
is harder, at least a little bit. Especially those [disabled employees] that I have here, 
their main task has been to handle the servings area and then it gets a bit separated, 
since they are out there and we are here in the kitchen. So it is a little bit like they are 
separated from us. One tries the best one can to include them.” (personal communica-
tion, 2013). Our interpretation is that the problem of alienation seems to exist at Max 
even though the concept of unity is important.  

During the conference, a disabled employee from one of the restaurants we did not visit 
shared the view of being employed at Max. The employee expresses one thing different 
from other disabled employees interviewed, which was the feeling of alienation and not 
being comfortable with speaking about the disability due to the fear of others judging. 
This is further proof of that alienation exist.  

During the interviews with the disabled employees, most expressed a positive image of 
working at Max, they saw it as a great opportunity and was generally grateful for their 
position. Employee 2 confirmed the statements from the managers, when we asked what 
made Max such a good employer: “Well, it is everything really. The working hours are 
good and the unity is good. It is like we are a big family here!” (personal communica-
tion, 2013). Employee 1 further explains that: “They take care of you, when I first came 
here, I had the internship in order to come into these job routines, and they took care of 
me from the start, all of my colleagues and the managers. This I felt strongly!” (personal 
communication, 2013). 

To conclude, Max seems to inspire core values and through them make all employees 
feel a sense of unity. However, unity can also be problematic and we spotted signs of al-
ienation. Further, leaving the managers free to take on responsibilities that made them 
feel proud of not only of themselves, but also of Max as their employer. 

4.2 Max’s Work with Employment of PWDs 
“When the work is grounded in the core values, the rest will automatically fall into 

place” 
- Pär Larshans, 2013 

Pär Larshans tells us that we stand in front of a demographic paradigm shift and that the 
baby boomers will soon retire and there will be a smaller labour force to provide for the 
retired people. Therefore, we need to use all our resources in the future. Max initiated 
the employment of PWDs when experience taught them that it was difficult to find 
workers to the positions as hosts and hostesses at the restaurants. Through the employ-
ment of PWDs, they found that they could both aid the society and find workers for the-
se positions (Pär Larshans, personal communication, 2013).   

4.2.1 Partnership and Policies  

In the beginning of 2000, Max first started employing PWDs. In 2003, Max signed an 
agreement with Samhall to incorporate their staff into Max, primarily within cleaning 
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services. However, it did not take long before their agreement included employing 
PWDs (Max Burgers, 2013b). Carina Skärpe explains the three most common disabili-
ties at Max restaurants to be, ADHD, Asperger’s and dyslexia (personal communica-
tion, 2013). 

Samhall was founded in 2002 after a series of mergers of regional and local subsidiaries 
now employs around 20 000 people (Samhall, 2011). The organisation is state owned 
and is a political labour market initiative from the government to ensure improvements 
of the labour market for PWDs in a sustainable and competitive way (Samhall, 2011). 
Samhall serves as a consulting firm, that sends out its personnel to different organisa-
tions and most employees at Samhall have some sort of disability (Max Burgers & 
Samhall, 2013). 

Carina Skärpe introduces Samhall and their work during the conference. She explains 
that since Samhall is a governmentally owned company, all profit is reinvested into 
Samhall. When she speaks of Samhall, she is proud and appears open-minded. Accord-
ing to Carina Skärpe, they are 50 % funded by the government and 50 % by own profits. 
Carina Skärpe continues to explain their work further and explain the demands from the 
government to transfer 6% of their disabled employees every year to other companies, 
such as Max. When she talks about these transitions, she has a proud tone in her voice 
and it is clear that she is proud of her work at Samhall, and she is proud of having Max 
as a partner. She continues to describe the process on how PWDs end up at Samhall and 
how the Swedish labour agency categorize and classify them according to the severity 
of the disability and working capacity. When Samhall provides Max with employees, 
they use this matching system to effectively provide workers suitable to Max’s criteria 
(personal communication, 2013). 

The matching process is extensive and the employee must go through several steps be-
fore entering the workforce at Samhall. Samhall uses a matching tool evaluating both 
the job seeking individual and the employer. The matching tool ranks 24 different capa-
bilities and the job-seeking individual states how well they can perform certain tasks, 
whereas the employer states what they demand of the individual. Then, to see if there is 
a fit between the employer and individual, Samhall put together their profiles to see if 
they can initiate collaboration (Max Burgers & Samhall, 2013).  

According to governmental directives, the individual has the right to a one-year intern-
ship period where both parties can choose to end the employment and the employee can 
choose to retake the position at Samhall. During this period evaluation discussions and 
health-rehabilitation is provided to ensure the best fit, and at end of the internship, a 
preparation for the employee to transfer completely to the employer is made (Max 
Burgers & Samhall, 2013). Along with the one-year period, Samhall provides support 
when the PWD or employer have questions or need advice. Samhall provide a personal 
guardian to each PWD who needs it, and use that guardian as a support channel. The 
guardian also sets meetings and provide evaluations for the employer. To improve the 
opportunities for long-term employment, Samhall and Max have together created this 
matching model (Max Burgers & Samhall, 2013).   

To further ease the employment of PWDs, the government has implemented an allow-
ance according to the disability. Samhall and the employer negotiate the level of allow-
ance once a year. Below is the series of initiatives that the government has employed in 
order to improve the conditions for PWDs in the labour market.  
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Figure 4.1. Authors own translation of governmental policies by Swedish Government 
Offices (2012) 

Max makes use of several of these initiatives. The 12-month employment period togeth-
er with wage benefits and allowances are received during the employment process and 
after the transfer from Samhall have been completed (Pär Larshans, personal communi-
cation, 2013). 

Samhall and Max have an important partnership and this is something that the disabled 
employees at Max have recognized. We asked employee 2 if it had been tougher to find 
a job after the disability occurred: “Yes it has. I tried, I wanted to work with Company X 
again, but I got the answer that too many already had this type of [disability] problem, 
so they did not wish to hire another one. I did not get the chance to try either, but now I 
do not even want to try, since I like it so much here. So, I think this was a good step for 
me!” (personal communication, 2013). Employee 2 further continues to explain: “I got 
to feel that I can do this! The safety to have an income is also very important. In addi-
tion, to know that I can try this and if I feel that it does not work, Samhall can help me 
to find something else. We have a one-year trial you know. Now I have exceeded that, 
and I definitely do not feel any insecurity about working at Max” (Personal communica-
tion, 2013). This indicates the feeling of safety both from Max and from Samhall.  
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In conclusion, Samhall and Max have been involved in a partnership since 2003 work-
ing actively to educate internal and external stakeholders about employment of PWDs. 
There are several benefits and allowances that an employer can be receive to aid the 
PWD and employer to become a long-term match. 

4.2.2 Manager Education at Max 

Max provides internal education for all employees covering issues regarding diversity, 
disabilities and discrimination. This education is done on a local computer at each res-
taurant (Pär Larshans, personal communication, 2013). In 2005, Max introduced a con-
ference about diversity, by then several restaurants had begun working with the em-
ployment of PWDs successfully. Pär Larshans states, “It is the managers that need the 
education, NOT the PWDs” (personal communication, 2013). The conference is called 
‘Leadership in Diversity’ and is something that Max provides for all their district man-
agers, restaurant managers and assisting restaurant managers. The restaurants belong to 
different districts, and all the districts have their own conference. Max and Samhall 
work together with Max to put the conference together and representatives from Max 
and Samhall usually host the conference together. In Linköping the chief strategic of-
ficer Pär Larshans together with the human resource manager were Max representatives 
and Carina Skärpe the course coordinator and her colleague were both from Samhall.  

The purpose of the conference is to increase the overall awareness and knowledge 
among managers at Max, with the goal to create a good work environment where eve-
ryone’s differences are accounted for. The aim of the conference is to enhance Max 
managers with insight about: 

• The different aspects of diversity 
• Insight to their own – and others – prejudices, attitudes and behaviours 
• Possibilities on how a diverse approach can contribute to the success for the or-

ganisation 
• Challenges on how prejudices and stereotypes can challenge the effectiveness in 

their leadership 
• How to increase the overall awareness about how their own and other people’s 

values can influence the treatment of other people and their leadership 
• How to ensure a professional performance based on values, in terms of work en-

vironment and employee policies 
• Discrimination laws 

(Max Burgers & Samhall, 2013) 

To summarize, Samhall and Max work closely together to educate managers at Max 
about leadership in diversity. They have initiated the conference to educate their man-
agers on how to make use of all available resources in society and account for every-
one’s differences to increase the overall acceptance level and knowledge when it comes 
to working in a diverse environment.  
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4.3 Positive Aspects of Employment of PWDs 
“We would never have achieved this if it wasn’t for Samhall”  

- Pär Larshans, 2013 

During the conference, we heard stories that show the benefits of having disabled em-
ployees working in the restaurants. One manager shared a story about where one family 
got extra balloons to their children so that they could fill them up with air later. The fa-
ther got so happy that he kissed the disabled employee on the cheek. This lead to an 
added value to their visit, something that would not have been possible without an extra 
person working in the servings area. 

4.3.1 Benefits with Employment of PWDs 

Today Max has over 150 disabled employees employed in their restaurants and receive 
international recognition, but they have also set a new standard in Sweden. Pär Larshans 
state that even though this work feels very natural to Max, many other institutions may 
wonder what the benefits from taking on a social responsibility can be. He continues 
with explaining that it is profitable, it increases the brand image. In the long run, this 
type of work can be very profitable, not only for Max, but for the society as well. Pär 
Larshans further state: “This type of work has turned the old thesis about maximizing 
profit in the short-run to not being true anymore”(personal communication, 2013). 

When talking with the restaurant managers they seemed very positive about their work 
with disabled employees. During the interviews, the managers spoke of benefits of em-
ploying PWDs with ease and mentioned them several times. All benefits were much re-
lated to the actual workplace and not to society as a whole. Even though managers have 
education about societal issues and benefits, it seems as if those benefits are not as 
grounded. Below we clarify the benefits from most to least mentioned: 

1. Diversity (1,3,5,7), Affordability (1,2,6,7) and Pride (3,4,5, 8)  
2. Customer Service (1,2,4) and Relief (in workload) (2,4,8) Leadership Develop-

ment (1,5, 6), 
3. Self confidence in PWDs (2,5) and Efficiency (2,3) 

 
When it comes to diversity, what is first mentioned is customer service: “It is a great 
lesson, and further I believe in having a great mix in the team when it comes to giving 
the best customer service. Then they [the customers] feel they can relate to the staff. I 
believe in that type of customer service.” (manager 1, personal communication, 2013). 
Here the managers communicate diversity as enhancing the customer service. Continu-
ing, others describe it as an internal benefit: “The more mixed staff the better since you 
complement each other” (manager 3, personal communication, 2013). Here diversity is 
described as good for the team and provide them with a more diverse set of skills. Pär 
Larshans argues that the concept of diversity is to include a mix of everyone, and that it 
is important to give everyone a chance before dismissing him or her. In addition, enrich-
ing managers perspectives and increase the acceptance level with the aim at getting a 
workforce that complement each other in knowledge and experiences and that their 
guests can relate to the personnel at Max (Pär Larshans, personal communication, 
2013). 
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Affordability is also a reoccurring theme, related to the fact that the managers get al-
lowance when employing PWDs. “Now I have four additional employees that work in 
the serving, I would never afford that with regular employees!” (manager 2, personal 
communication, 2013). Even more directly pointed out “With in mind, that you receive 
allowance, it is strange that you do not talk more about the opportunities.” (manager 6, 
personal communication, 2013). Here the respondent tries to understand why other or-
ganisations do not work with employment of PWDs and put strong emphasis on the al-
lowance. More simply put: “We can use more resources for a lower price.”(manager 7, 
personal communication, 2013).  

We also found that when it comes to affordability it can create problematic situations. 
On the subject of whether any conflicts had occurred in relation to the disabled employ-
ee, manager 8 stated: “Of course it is hard with conflicts. One often has to remind other 
employees and people often get irritated and say “She has done this task a thousand 
times, WHY can’t she do it good?” Then I have to remind them that we don’t pay her 
the whole salary so we have to account for that she only works 20 per cent.” (personal 
communication, 2013). Further, stories about stressful situations when PWDs have been 
neglected or badly treated by colleagues also appear: “She has a slower pace and is 
more careful in what she do, and many of the others [colleagues] thought that was frus-
trating because they were stressed. Then the thought struck me, that I could have had 
another person here instead of her [an employed PWD]. But then I have to make them 
[the employees] realize that we don’t have the money to have another person here.” 
(manager 1, personal communication, 2013). Here they justify the slow pace by point-
ing out affordability to the employees. 

Other than that, many managers spoke about pride. “I think it is very rewarding to see 
how it makes them [disabled employees] grow and progress around their disability, and 
that the person [disabled employees] no longer sees their disability as an obstacle” 
(manager 5, personal communication, 2013). Managers sometimes states pride in an 
obvious manner, as something related to a feeling of helping another person, “Of course 
you want to help them [disabled employees] get the chance to have a full-time job” 
(manager 3, personal communication, 2013). Pride is not only mentioned on a personal 
level but also on a more aggregated level, explained by manager 4: “the greatest benefit 
is that you feel better as a company and as a person when you can help people enter the 
labour market.” (personal communication, 2013). We find it surprising that so few 
managers speak about the benefits of employing PWDs on a societal level.  

Another benefit mentioned is customer service. We find that the managers appreciate 
the customer service even when related to cost: “The cost is my time and money, it is 
something you have to pay extra outside the normal salary buffer. Nevertheless, we earn 
back that cost, because it gives better service to our guests. In the end it is profitable” 
(manager 4, personal communication, 2013). Here the manager does not mention af-
fordability, rather an increased cost for employing PWDs both counted in time and 
money. Employing an extra worker does not only help customer service but managers 
also described it as a relief in workload for other employees. Manager 8 states that “they 
[disabled employees] may not replace anyone else but it is an extra help anyway” (per-
sonal communication, 2013). This quote may be interpreted as an underestimation about 
a disabled employee, which can be negative and create alienation.  
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Also mentioned are the benefits of the leadership development, which in some cases can 
related to the feeling of pride. Manager 1 describes employment of PWDs as a “great 
lesson” and points at both a personal experience and training in how to lead different 
people. In addition, we see that managers express a development in their pedagogical 
skills when it comes to teaching and assist people who have different conditions for 
learning. Manager 6 employed a person that did not speak a word of Swedish because 
“(…) it was time for some type of challenge” (personal communication, 2013). To over-
come this challenge, the manager explains that working with other methods of teaching 
and coaching the rest of the staff was essential. 

The growing self-confidence among PWDs are also expressed as a benefit by the man-
agers which may be seen as a benefit both for the managers, who feels good about it, 
and for the disabled employee who gets more self-confident. “Just to experience and 
see their self confidence change and increase, makes it worthwhile” (manager 2, per-
sonal communication, 2013). The disabled employee supported this statement when we 
asked about the work at Max. Employee 4 stated: “Well, now I can hold a conversation. 
Before, you could have asked me “How are you?” and I would have replied “good” 
and then just walked away. I wouldn’t have said another word!” (personal communica-
tion, 2013). This sort of response about personal development and confidence is some-
thing that we received from many disabled employees at Max.  

Continuing, we found that managers relate efficiency to a relief in workload. However, 
efficiency in this case aims at explaining the ability to work faster and get more done at 
the workplace due to the employment of an additional employee: “If you want to, you 
can take in a servings officer, and of course you would want that, it is great!” (manager 
3, personal communication, 2013). The respondent explains that one can reach greater 
efficiency at the restaurants with the help of an extra employee.  

Another benefit, mentioned by employee 3 is that Max can work as an inspiration for 
others. Employee 3 explains how to encourage other organisations to work with em-
ployment of PWDs: “One can show Max as a good example that actually works!” (per-
sonal communication, 2013). Pär Larshans further elaborate on this statement, that even 
though Max has received a lot of recognition, there are relatively few organisations that 
have applied Max sustainability thinking (personal communication, 2013).  

Reviewing this section of benefits with the employment of PWDs, we can conclude that 
several themes have emerged. Those themes that where most prominent seem to be, the 
benefits of diversity, the relief in workload and an increase in effectiveness that comes 
with adding an extra person as a servings officer. In addition, we clearly see that the 
managers see the allowance as a benefit but maybe more, the sense of pride of helping 
another human being when working with diversity and inclusion of minorities such as 
PWDs. Finally, we see that the feeling of unity is important for the employees, along 
with trust from managers and colleagues. However, we also spot that alienation exists in 
the work place. 

4.3.2 Benefits with Partnership 

As previously mentioned, Max work closely with the third party Samhall. This section 
concerns the opinions about collaborating with a third party when it comes to employ-
ing PWDs. Since many managers work with other instances and not solely Samhall, the 
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benefits concern the generality of working with a third party. Here are the mentioned 
benefits: 

1. Support (1, 2, 5, 6, 7)  
2. Internship (3, 5, 6, 7) 
3. Security (1, 2, 3)  
4. Understanding (1, 7) and Matching (3, 7) 
5. Inspiration (5) 

 
When it comes to support this concept covers several aspects. Our own interpretations 
are that even though many managers talk about the support, few actually use the support 
that a third party (mainly Samhall) seems to offer. Manager 6 communicates one inci-
dent where they called The Swedish Public Employment Service during evening hours 
just to get help how to approach a disabled employee hired from there. Nevertheless, 
this story seems more like an exception than a routine since managers consistently de-
scribed the support as an option that they seldom use during the employment period. 
However, more emphasis is put on the support during the initial recruiting period like 
manager 7 points out: “It is a huge support, it is like taking references from anyone, but 
in addition they are present all the way and they [Samhall] always strive for it to work 
for everyone” (personal communication, 2013).  

Feelings of security among the managers may come from the feeling of support. Man-
ager 3 states that the internship period allow them to try out an employment before em-
ploying the person which is a great support (personal communication, 2013).  Manager 
2 on the other hand, states “there is a security from Samhall, both for me and for the 
disabled employee” (personal communication, 2013). We see the possibility of intern-
ships is a driver for the feeling of security. “What do you have to loose? Dare to try! 
Then of course you need to find the right person, because everyone is not suitable for 
every work place, but still, dare to try several persons” (manager 5, personal communi-
cation, 2013). The quote reveals that managers can truly appreciate trying several can-
didates, and a crucial condition for doing so is the opportunity for internships. Neverthe-
less, we see a risk that these may be used in an abusive way where employees suffer 
from the short term nature of the internships. 

Understanding is something that may be included in support, however it is an interest-
ing point since it is about both an understanding about the needs of Max but also an un-
derstanding of the employees. “Samhall understands what we want and sees the connec-
tion that if they send us someone that don’t want to be here, then that person will end up 
back with them” (manager 1, personal communication, 2013). Thus, the understanding 
is beneficial both for Max but also for the third party. Manager 7 highlights the fact that 
a third party understands the background and conditions of the employees. Understand-
ing the employee is a necessity to succeed with the matching process, and that seems to 
be a great benefit when working with a third party, which is further communicated by 
manager 7. One can conclude that the understanding is the reason to why managers trust 
and feel secure with the third party. However, few managers talk directly about under-
standing and matching.  

Finally, a benefit mentioned is inspiration where organisations like Samhall inspire oth-
er organisation by spreading knowledge. Manager 7 points out that Samhall should 
spread more information to other organisations on what they do today. 
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To summarize, working with a third party such as Samhall seems to be essential and of 
great help, not only for PWDs but also for the managers. The most recognized benefits 
seems to be the support and security that comes with working with an instance such as 
Samhall, mostly because of Samhall’s good matching system and their possibility with 
offering an internship so that both the manager and employee can try the work and see 
if there is a good fit before the actual employment.   

4.4 Challenges to Overcome 
”Common for all PWDs is that they have all at some point, experienced some sort of al-

ienation” 
- Carina Skärpe, 2013 

Some restaurant managers speak about situations where challenges have appeared. 
Among those is restaurant manager 5 who during the conference explains how the work 
environment was improved after some time of disagreements. Restaurant manager 5 
further explains how he/she lets one of the disabled employees act as an assistant for 
new PWDs (personal communication, 2013). This is something that he/she believes has 
worked out very well and Carina Skärpe say that this type of work makes her heart 
warm.  

4.4.1 Challenges of Employing PWDs 

It is clear that it is harder to talk about the challenges than the benefits concerning em-
ployment of PWDs. We got the feeling that the respondents felt bad about talking about 
the downsides. We see that this may be because of the fact that many of the disabled 
employees contacted, has been loyal workers for a long time and therefore, have a close 
relationship to the managers. Below we have listed the challenges as described by the 
managers, from most to least mentioned: 

1. Time (1, 2, 3, 4, 5, 7) 
2. Setting Demand (2, 3, 6) and Communication (2, 6, 7) 
3. Fear (1, 2) and Information (2, 7), Career Advancement (1, 6) 
4. Inclusion (1) 

 
At the conference, the participating managers, Pär Larshans and Carina Skärpe commu-
nicated that one of the biggest challenges is time, which is further explored in the inter-
views. Pär Larshans says that it takes more time to introduce a disabled employee to the 
work routines and to include them into the group of employees (personal communica-
tion, 2013). Other topics discussed during the conference covering challenges were the 
introduction where the discussion heated up and the managers did not agree on what to 
include. Pär Larshans stepped in to clarify that everything should be included, but some 
points can be discussed more briefly. He explains that they should rather adapt routines 
according to the specific needs of the employee than exclude certain routines. One of 
the managers joined the discussion by adding that making lists so the disabled employee 
could choose to take on one thing at the time had helped them. Pär Larshans ends with 
saying that the most important thing to remember is to use common sense. Continuing, 
during the interviews managers seemed to think that it is important to adapt the routines 
according to the employee. If the employees have difficulties with stress and manage 
many things at the same time, they also realized that making lists could be a great solu-
tion (manager 1, personal communication, 2013).  
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The overall expressions about challenges with time are prominent in many interviews. 
All managers talk in some way about that PWDs have in general a slower learning 
curve, and for the employment to be successful, you have to be able to devote time for it 
as a manager and “in the beginning you don’t get that much relief, that comes later” 
(manager 3, personal communication, 2013). Further explained by manager 2, is that 
“you need to be more clear, it is not possible to be too clear, and you have to set aside 
more time to show them [disabled employees], follow up and then show them again.” 
(personal communication, 2013).  

Another difficulty for managers seem to be to set demands on PWDs. During the con-
ference, Carina Skärpe explains the importance of setting demands on disabled employ-
ees, just like on everyone else, and to not be afraid to do so. This will lead to a higher 
inclusion, and satisfaction level of PWDs. We all want to feel needed, and by showing 
trust and giving responsibility that is achievable (personal communication, 2013). Dur-
ing the conference, the participating managers discussed passionately about cases re-
garding miss matching and discrimination. We notice that there is a common answer to 
most of the cases discussed: to set clear demands, be supportive, put emphasis on com-
municating and not be scared. 

Furthermore, the managers expressed concerns on whether it is okay to set the same 
demands on a disabled employee as on any other person. Manager 2 elaborate: “one 
think that just because the person has a disability that one cannot set demands, alt-
hough that might be exactly what they need” (personal communication, 2013). When we 
asked manager 8 if the other employees felt comfortable with setting demands on 
PWDs, the reply was: “I think they find it difficult to set demands on disabled employ-
ees. Sometimes they [the disabled employees] can get sad so one has to talk to them in 
the right way, and many other employees don’t know how to do that. One has to think 
more on how to speak with that person [the disabled employee]. They [the other em-
ployees] might think that it is difficult. One has to reflect upon how to say it and not just 
scream out five tasks, one has to consider how to do it.” (personal communication, 
2013). Regarding setting demands we find a conflict, since some express that you 
should put more demands on PWDs since they in most cases need clear guidelines, 
while others states that you cannot put as high demands on them as on other workers.  

The allowance can explain the reason for the difficulty of setting demands “…since you 
receive some funding, you cannot demand as much from an allowance recipient as from 
myself” (manager 2, personal communication, 2013). Manager 6 and 8 express that the 
demands should be the same as for anyone else but adjusted after the person’s needs and 
abilities.  

We asked all interviewed PWDs about the demands, if they thought that they got the 
same treatment as others, if they got too little demands or too much pressure. Employee 
3 supports this challenge by stating what he/she requires from the managers: “(…) That 
they trust you and that they dare to depend on you” (employee 3, personal communica-
tion, 2013). Employee 1 talked about everyone having the same demands “It is like a 
competition, one doesn’t take it too serious though, everyone does their own thing!” 
(personal communication, 2013) indicating that the demands are equal. However, con-
tinuing the discussion about demands, we further asked about if the colleagues consid-
ered the disability when setting demands: “Not really, but I think it is a bit irritating to 
have someone standing behind you, watching what you do when you are standing at the 
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counter. It feels as it gets more wrong when someone is staring” (employee 1, personal 
communication, 2013). This we saw as a warning sign, that the managers and col-
leagues set the demands, but do not really trust PWDs to complete the task on their 
own. 

The lack of clear communication can explain the difficulty of setting demands. Manager 
6 stated that it can be a bit difficult to talk to the person openly about the disability and 
therefore it is hard to set the appropriate demands. Also communicating with Samhall 
feels difficult for manager 2 and manager 7. “I still don’t feel totally comfortable asking 
a straightforward question even if I know that it is okay” (manager 7, personal commu-
nication, 2013). Here manager 7 is referring to asking Samhall about disabilities of their 
employees. Manager 2 points out that it is especially hard during the negotiation process 
with Samhall, where a new allowance level for the disabled employee shall be dis-
cussed. We also noted that a majority of the managers we met were not able to tell the 
exact diagnose that their employees had. Samhall cannot speak about diagnoses due to 
the confidentiality law. However, as we interviewed the managers we realized that 
many were afraid to ask about the disability. 

When we asked the disabled employees how the communication with managers and 
colleagues worked out, we mostly received short answers that this was good. The fact 
that they did not elaborate more in their answers might be because they were scared to 
speak out. However, employee 1 expressed: “I think it is good. Sometimes the commu-
nication can be bad if I do something wrong at the counter, stuff like that happens 
sometimes. Otherwise we get along just fine!” (personal communication, 2013).  

Another identified feeling was fear, which further relates to lack of knowledge and ex-
perience to working with disabilities. In addition, manager 2 and 7 mention lack of in-
formation, which also seem closely related to this issue. It feels like these concerns have 
its roots in lack of communication. We see a tendency among all managers that they are 
not used to talk about this issue. It is hard to find the right words and there is no clear 
terminology when talking about PWDs. Getting trapped in semantics is easy, using 
words such as “us” and “them”, aiming at talking about “us” as non-disabled and 
“them” as disabled. This may create insecurity and spread a feeling of fear of communi-
cating when one cannot find the appropriate terminology.  

Further, we see a relation between career advancement to both demands and infor-
mation. Manager 6 expresses an anxiety regarding how much a leader shall push for ad-
vancement of a PWD. Manager 6 mentioned a case where a disabled employee had 
been employed for three years and did not dare to try new things or advance. The man-
ager express a willingness to get more support and education about advancement, right 
now it is not clear whether you can get help from management regarding that question 
or not (personal communication, 2013). Manager 1 points out that some disabled em-
ployees are really eager to advance and learn more while it is more challenging to coach 
a more shy and introvert person (personal communication, 2013). Our experience dur-
ing this study indicated that many of the disabled employees were introvert and had dif-
ficulties with social interactions. 

In conclusion, challenges seems to be difficult to talk about however, most managers, 
Samhall and Max seems to agree on time being the biggest challenge. Moreover, we see 
communication about the disability, fear and how to set demands seems to be prominent 
as well.  
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4.4.2 Perceptions of PWDs 

From the interviews, managers expressed general opinions and characteristics of PWDs. 
Moreover, manager 4 states that in general PWDs are often loyal and stay at the same 
working place for a longer period of time (personal communication, 2013). The inter-
viewed managers made other interesting points about the inclusion. Manager 1 thinks 
that PWDs in many cases are used to exclusion from previous experiences in school or 
other social environments. Also that they “in a lesser degree seeks into the group” 
(manager 1, personal communication, 2013). Otherwise, inclusion seems to be a smaller 
problem than we expected. However, since this is a sensitive topic to talk about we sus-
pect that the managers may not have told the whole truth. In general, the image of 
PWDs from the managers’ point of view was positive and that there is no difference in 
leading a disabled employee compared to a non-disabled because everyone is different. 
Manager 7 suggested to: “put focus on the person instead of the disability, because 
again, everyone has strengths and weaknesses and it’s just the same for people with 
disabilities. To focus on the person that stands in front of you instead of any possible 
disability. Then I believe it is no problem at all” (personal communication, 2013).   

However, from the interviews we spotted some underlying prejudices from the manag-
ers. Since almost all managers expressed time as a challenge when employing PWDs, 
we can conclude that this group is viewed as somehow slower. In addition, one could 
question the underlying reason for employing PWDs. Manager 2 admits, “Of course I 
sometimes think that the person without a disability might fit better” (personal commu-
nication, 2013). Further stated is that disabilities has a negative image in society since, 
“there are probably no positive things appearing if you just Google disability” (manag-
er 7, personal communication, 2013). In general, the participating managers during the 
conference seem to request information about different disabilities. 

Summarizing, even though many managers struggled to state clear challenges we found 
underlying assumptions and prejudices. Among those was the general perception of 
PWDs, both that they generally are slower, and that the overall image of them in society 
is negative. We also found that at least one manager sometimes even think that a non-
disabled would fit better at Max, but that it would be more expensive.  

4.4.3 Challenges with Partnership 

Similarly, as with challenges employing PWDs, it was much harder to talk about the 
challenges and shortcomings working with a third party when employing PWDs. How-
ever, below is a list of the described challenges: 

1. Matching (1, 2, 7) 
2. Understanding (1) Time (5) Tools (5) and Spoiled staff (7) 

 
When it comes to matching and understanding, managers see these things as benefits 
and challenges at the same time. One example of a challenge is when time constraint 
and matching are combined: “Now we have had some transitions, at the beginning of 
the collaboration with Samhall they had some pressure to fill up their quota with transi-
tions for the year and therefore they did not really check up our needs in beforehand. 
And because of that it went wrong. Everything went too fast!” (manager 7, personal 
communication, 2013). Manager 5 tells another story about time: “When contacting The 
Swedish Public Employment Service, or any other institution, the process is not very 
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fast. It usually takes a long time for me to find an employee. Therefore, I usually contact 
several institutions at the same time to get the process going. Then I need to call them, 
nag about it, and send several e-mails. Sometimes, in a worst case scenario, it can take 
me several months before I even get a resume on a disabled person, unfortunately.” 
(personal communication, 2013). When it comes to tools manager 5 explicitly states 
that there is a lack of knowledge about the available tools for matching and no other 
managers’ even mention matching tools. 

Manager 7 states that the employees from Samhall often are very spoiled in their work-
ing situation. Having many breaks and working in big groups is something that the em-
ployees at Samhall are accustomed with, and this way of working does not fit with the 
work environment at Max (personal communication, 2013). Many disabled employees 
expressed that Samhall feels as a safety net, and that it is good with the internship and 
that they have the guardians from Samhall to talk to. However, employee 2 indicates 
that the work needs to be further spread: “Show all the successful transitions from Sam-
hall. Many are still stuck in these prejudices. One person outside Samhall called it a 
day-care centre for grown ups! These things needs to disappear…” (employee 2, per-
sonal communication, 2013). Evidently, wrong interpretations of what Samhall actually 
is exist in society. 

Carina Skärpe supports this claim during the conference by telling that before people 
outside the organisation saw Samhall as a day-care centre for PWDs. She admits that it 
has been a little like that in the past, but today they set clear demands on all their em-
ployees and they have to fulfil these demands in order to stay there or to be transferred 
further to new employers. She stresses that her staff at Samhall is very professional and 
reliable. The two product managers from Samhall interrupt and tell a story as proof of 
that they have employees with high education that society often overlook because of 
their disabilities. Continuing, another subject brought up by assistant manager 2 was 
that even though they experienced the disabled employee was a phenomenal worker, 
they suspected that the employee used the disability as an excuse for not working as 
hard. Pär Larshans answers that it might be a question about poor leadership, if the dis-
abled employee lacks motivation; it is up to the manager to try to motivate him/her to 
work (personal communication, 2013). 

Continuing with the perceptions from the disabled employees, many articulate a feeling 
of safety and again, do not speak much about the challenges. However, some challenges 
appeared and employee 2 expressed: “Well off course they [The PWDs at Samhall] want 
to get out of there. Most of them want to. But many are stuck there, where they feel safe” 
(personal communication, 2013). Employee 2 continues to explain that the feeling of 
safety and being afraid of leaving Samhall might be because “Well, it is probably be-
cause they have low self-confidence. You really need to have a good self-confidence!” 
(personal communication, 2013).  

In conclusion, challenges concerning working with a third party are mainly the match-
ing process. Few managers were aware of the available matching tools and time con-
straints often lead to a bad matching. We also found that challenges are related to in-
creasing the self-confidence among PWDs and that there are underlying perceptions of 
Samhall as an institution. 
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5 Analysis 
In this section, we present a model for sustainable employment of PWDs with the aim at 
benefitting both society and organisations. The model is based on empirical data, which 
is analysed through our theoretical framework. Beginning the chapter is a description of 
the logic of the model, which is followed by in-depth elaboration of each component in 
the model. 

5.1 A Model for Sustainable Employment of PWDs 

 
Figure 5.1. Authors own model for sustainable employment of PWDs 

The model is constructed as a two by two matrix covering four main actors when at-
tempting to create sustainable employment of PWDs. These four actors are managers, 
PWDs, the organisation and a partner institution. First, the horizontal axis separates the 
actors into internal and external environments. Second, on the vertical axis initiatives 
are categorized at an individual and policy level. Internal actors are managers at an in-
dividual level and the organisation on the policy level. External actors are the PWDs on 
an individual level and partner on a policy level. Even though the PWDs are categorized 
as external actors, the goal is that the organisation shall employ the PWDs so that they 
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in the end are included in the internal environment. The goal on policy level is that the 
internal policies shall enable and prepare the organisation for a future partnership. The 
role of the partner is to provide solutions for the organisations. 

We stress that the model is collaborative in its nature, as we are assuming the perspec-
tive of sustainability as a holistic concept and like Seager (2008), we can assert that sus-
tainability require collaboration. In the case of individuals, Seager (2008) continues and 
explains further that understanding is necessary to collaborate. As Pär Larshans states, 
Max is dependent on the collaboration with Samhall to create the best possible outcome 
(personal communication, 2013). The most reasonable interpretation is that social sus-
tainability is extremely difficult or even impossible to reach by one single actor. The re-
search made by Lengnick-Hall and Kulkarni (2008) further strengthen the idea of a col-
laborative model as they indicate that effectiveness of the employment of PWDs de-
pends on the interactions between the government, PWDs and employers. We extend 
this notion by having managers and the organisations separated while introducing part-
nership as a necessary component in the model. 

In each section of the model, the desirable initiatives from each actor for reaching the 
outcomes are stated. An observer of the model shall not interpret the initiatives as a sol-
id truth as the intention is to provide guidelines for managers and work as an inspiration 
for organisations to start working with employment of PWDs. The reason for including 
initiatives for all four actors is to create better understanding about the responsibilities 
of other actors. Some authors have previously discussed who bears the responsibility for 
inclusion, among those, Klimoski and Donahue (1997) who argue that the HR depart-
ment of the organisation are responsible for establishing organisational norms and prac-
tices. Our model has a similar standpoint but claim that every actor has clear responsi-
bilities and the values are something that influences everyone. Summarized as the lower 
part of the model are some of the outcomes we can expect to experience when all initia-
tives are fulfilled. The outcomes for organisation and society are separated for simplifi-
cation even though they are occasionally mutually shared. 

5.2 Value at the Core 
Values are placed at the centre of the model as it determines behaviour and hence, influ-
ence practices and initiatives (Schein, 1984). Values also tell a group what behaviour is 
good or bad (Beyer et al., 2000). Where Schein (1984) limits these effects within a spe-
cific group, we argue that values can determine the behaviour of several actors or 
groups in their attempts at solving common issues. 

We have shown that values are an essential factor in corporate culture and the connec-
tion between inclusion of PWDs and corporate culture is stated in academia (Shore et al, 
2009; Klimoski & Donahue, 1997; Jones, 1997; Kulkarni & Lengnick-Hall, 2011; 
Schur et al., 2005; Lengnick-Hall et al., 2008; Stone & Colella, 1996) hence, we can as-
sert that corporate culture and its values influence the inclusion of PWDs into organisa-
tions. Further, the definition used in this thesis is based on Denison (1990), and it covers 
the fact that the values should serve as a foundation for practices that should exemplify 
the underlying principles. The list below examines the features of values that were 
found to be important for their appeared effectiveness. Values promoting sustainable 
employment of PWDs must… 
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• …Be authentic  
At Max the core values about sustainability are grounded in the owners’ values, 
which we believe makes them more authentic. Many of the managers mentioned 
similar values, which we further saw was communicated through management 
as well as public material. This we see as evidence on that the values are selec-
tively and actively spread within the organisation. At the conference, we also 
recognized that both Carina Skärpe and Pär Larshans used specific terminology. 
We further identified this terminology as similar to what was found during the 
interviews, with the managers who previously had attended the educational con-
ference. An example of this is Manager number 5 who used “You leak what you 
think” and repeatedly said, “We are all different” which was the exact same for-
mulation Carina Skärpe used during the conference. Further emphasized by the 
managers at Max are, that a leader must truly believe in the values he or she 
communicates to the rest of the staff. This is further supported by the recom-
mendations presented by Lengnick-Hall et al., (2008), who emphasized that 
management must be committed to work on the issues. In our opinion, the con-
nection between, giving values authenticity, and how devoted the managers ap-
peared, is clear. 
 

• …Be communicated by storytelling 
Interestingly, Zammuto et al. (2000) tell us that organisational ideologies must 
originate from somewhere and that they in turn develop into cultures as a society 
change. A tool used to inspire these ideologies at Max was by communicating 
stories of successful examples and positive outcomes. We see Max as a role 
model in this case where the values are built upon strong stories. A similar type 
of recommendation can also be found from the research made by Lengnick-Hall 
et al. (2008), who suggest identifying success stories and tell others what PWDs 
can accomplish at a work place. It can be concluded that stories truly create in-
spiration, motivation and hope for the managers and in extension these beliefs 
are spread to their employees. 

Looking at Schein’s (1984) model of the three levels of culture, we find that it is in the 
basic underlying assumptions where values are taken-for-granted and used unconscious-
ly. Knowing that these fundamental beliefs ultimately influences how values are shaped 
in an organisation, we claim that basic underlying assumptions must… 

• …Support sustainability 
Max has placed considerable resources in implementing a clear strategy for sus-
tainable solutions based on the TNS framework where both ecological and social 
aspects are integrated. The holistic view, which is pointed out by Porter and 
Kramer (2011), portray a win-win-win situation for the individual, the organisa-
tion and the society. Considering these three aspects within the relationship is 
important for Max, and employing PWDs has never been about charity for them. 
Max is not focusing on being generous but is dedicated to truly create basic 
principles that can develop into a sustainable business model. This goes in line 
with Porter and Kramer’s (2011) idea of that a social purpose should not arise 
from charity but from a comprehension of true economic and social value crea-
tion. We can conclude that sustainability must be set in the underlying beliefs of 
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an organisation and wholeheartedly believe to create economic value and simul-
taneously support social efforts. 
 

• …Support diversity 
What the social aspect covers is still not completely defined and sustainability is 
consequently a vague concept (Littig & Grießler, 2005). In line with Wheeler 
and Elkington (2001) we argue that diversity should be included in the sustaina-
bility concept. We see further proof of its importance when Stone and Colella 
(1996) conclude that corporate culture needs to embrace diversity in general for 
enabling inclusion of PWDs. Correspondingly, Jones (1997) claim that diversity 
must be highlighted to make it possible for PWDs to advance within an organi-
sation. Max explicitly state that diversity is a part of their social initiatives in 
their strategy. Thus, diversity is identified and emphasized, as an important sep-
arate value and must further be embedded in the underlying assumptions. 

• …Support unity 
Our results show that most of the managers spoke about the importance of unity 
for the well being of the employees. Research from Stone and Colella (2005), 
show that cooperation and helpfulness are seen as factors that enable inclusion 
of PWDs. In addition, Gregory et al. (2009), suggest that organisational values 
such as teamwork and unity lead to organisational effectiveness. To cooperate 
and help another was communicated by the managers as directly related to the 
feeling of unity. One manager described how a disabled employee was more sat-
isfied with his/her work just because of the strong unity at the work place. In ad-
dition, supporting unity goes in line with the trait of involvement that suggests 
team orientation as a way of engaging all employees (Fey and Denison, 1998). 
Nevertheless, we see that unity can be difficult to achieve. Some managers ex-
plicitly expressed that it is harder to include a disables employee in a work 
group for example when they are more introvert. Evidently, unity must exist in 
every organisation yet, when it comes to including PWDs better understanding 
between colleagues is needed, and the understanding must be encouraged by the 
underlying assumptions. Basic underlying assumptions supporting unity may 
help remove the alienation observed.  

Our model suggests that values influence every actor: the manager, the PWDs, the or-
ganisation and the partner institution. As Seager (2008) also claim, the common under-
standing of views, motivations and aspirations will have to exist in order to collaborate. 
In the model by Schein (2010, p. 12), these understandings may be categorized as the 
second level of culture or “espoused beliefs and values”. In our opinion, culture is 
therefore a way of reaching the understanding presented by Seager (2008). 
 
Managers are highly influenced by organisational values in their daily decision-making. 
What was further suggested in our findings was that the managers must communicate 
these organisational values sincerely to the employees, and comments also indicated 
that a manager must believe in these values in order for them to be trustworthy. This 
goes in line with the research made by Lengnick-Hall et al. (2008) who says that em-
ployers hold responsibility for improving the employment of PWDs. 
 
For PWDs, organisational values are significant when it comes to choosing employer. 
The reason for this being, that an organisation with a non-disability friendly culture is 
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not desirable (Lengnick-Hall et al., 2008). We are confident that clear values increase 
the probability of enabling a successful employment period. In addition, for a PWD to 
overcome found challenges such as, difficulties with communicating their needs, the 
workplace need to have values that support openness and trust.  
 
Organisations are responsible to, in a systematic way, formulate and decide upon the 
values within the organisation itself. Values is a component of corporate culture 
(Schein, 2010), and as stressed by Schur et al. (2005), corporate culture can create barri-
ers for PWDs. Therefore, the organisation is influence which values that are embedded 
in the culture.  

Partners are affected and relates to values in indirect ways. The partner must have simi-
lar values as the internal organisation in order for example to share the positive view of 
a diverse work force as described by Schur et al. (2005). Findings expose a close col-
laboration, in this case between Samhall and Max, where both share the same values 
and standpoints in the issues related to employment of PWDs. We see having shared 
values and standpoints as a necessity for the process to be sustainable. Otherwise, the 
employment suffers a risk of being implemented based on the wrong reasons. We find 
that partners must build their initiatives based on core values similar to those within the 
organisation i.e. support diversity, sustainability and unity. If the values are based on i.e. 
profit maximizations, there is a risk of ending up in situations similar to those brought 
up by the managers where the matching process went to fast.  

We summarize our arguments formally: 

Proposition 1: It is more likely to reach social sustainability if all key actors i.e. man-
agers, PWDs, organisations and partners collaborate and share similar underlying be-
liefs and values (i.e. diversity, sustainability and unity). 

5.3 Actor 1 – Managers 
Undoubtedly, managers are an important actor in altering corporate culture to support 
the employment of PWDs. Furthermore, Klimoski and Donahue (1997) suggests that 
the responsible HR professionals possess the influence and power over changing prac-
tices as well as establishing norms within an organisation. This thesis considers restau-
rant managers as HR managers. 

5.3.1 Share Organisational Values 
The value foundation at Max states the significance of having strong leadership within 
the organisation. Findings suggest that when a manager truly believes in the values and 
communicate them clearly it is more probable that the employees also will believe in 
those values. Lengnick-Hall et al. (2008) argue that managers can create barriers by 
holding false perceptions towards PWDs, we reason that these barriers can be mitigated 
when managers share the values discussed earlier. One of the recommendations by 
Lengnick-Hall et al. (2008) is to create a disability-friendly culture, where the responsi-
bility for managers would then be to share organisational values.  

As findings indicate that quality and values are related to the feeling of pride, we further 
see that once own attitude is reflected through the company’s attitude. We found that 
managers appreciate that they have the ability to make a difference and to help someone 
develop and increase their self-confidence and self-esteem. The influence Max has in 
their efforts to establish values was further seen among managers when they claimed 
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they had become more conscious of environmental and social responsibility issues after 
being employed at Max. The managers at Max are involved in spreading and sharing 
these values (e.g. placing posters stating desirable values at Max). We interpret these 
things as examples of how Max effectively uses artefacts, as seen by Schein (1984), to 
display Max’s values toward employees.  

Important is that the managers need to identify the importance of diversity (Jabbour & 
Santos, 2008; Littig & Grießler, 2005). In the case of Max, management seem eager to 
communicate the benefits with diversity. It is clear that these values spread within the 
organisation since the managers during the interviews have the same benefits communi-
cated during the conference. In summary, we find that managers have a strong ability to 
influence the values of an organisation and sharing the organisational values with other 
employees and strengthen them even further. 

5.3.2 Adapt Routines and Devote Time 
Findings suggest that adapting routines for PWDs, during for example the introduction 
period, is necessary. When looking further at the theory of corporate culture and the 
model described by Fey and Denison (1998), it states that adaptability is an important 
attribute for an organisation, both internal conditions and external pressures. Internal 
conditions change when a person with disabilities enters the work place. Thus, work 
routines must be adapted accordingly. Giving employees tasks that suits their capabili-
ties can certainly improve customer satisfaction as in the case of when a disabled em-
ployee had time to give out balloons to a customer. This resulted in an added value of 
the visit for the customer. Hence, we see that it is important for the leader to adapt the 
resources internally and set aside extra time for accommodating the specific capabilities 
of disabled employees. In line with Lengnick-Hall et al. (2008), ensuring the proper fit 
for employees should be considered. One should recognize that by creating routines that 
are easily implemented for any new employee, integration of PWDs could be improved. 
After all, PWDs are not as different as many might think. 

Another challenge for the managers was to set aside the time necessary to help PWDs in 
their tasks and work routines. Pär Larshans explained that the time spent on training and 
getting PWDs ready to work at Max, require more resources in the beginning but that it 
is both profitable for the organisation and for society in the long-run (personal commu-
nication, 2013). One suggestion from Lengnick-Hall et al. (2008) was to provide train-
ing and mentoring for the PWDs. Following this recommendation, we argue that if the 
managers mentor and adapt the work routines to the abilities PWDs (e.g. such as Max 
does with lists and division labour) the inclusion process can be improved.  

5.3.3 Set Clear Demands 
We realised that setting demands was an important topic. However, we saw that even 
though the demands were clear, some of the managers lacked trust when it came to let-
ting disabled employees manage those demands, and one employee felt uncomfortable 
when a colleague observed his/her performance. Furthermore, Carina Skärpe stressed 
the importance of setting the same demands on all employees, which shows that Max 
has encountered this as difficulty as well. One can relate setting demands to the attribute 
of involvement in the model by Fey and Denison (1998). Stated in the model is the im-
portance of that everyone is given opportunities to develop capabilities and new ways of 
using skills. Even though it can be difficult to set demands, it is a must for employees to 
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be able to progress. As findings tell us, it is common that PWDs are more introvert than 
others and therefore setting demands may be argued as even more important. 

We discovered inconsistency regarding setting demands of PWDs when managers ex-
pressed conflicting opinions on how much demands one can set, we detected that man-
agers sometimes underestimate the ability of PWDs. Thus, setting clear demands may 
not be embedded in the basic underlying assumptions at Max and for reaching agree-
ments in a natural way this part needs to be taken into consideration. Another attribute 
of culture to consider, according to Fey and Denison (1998), is consistency and con-
cerns having a strong culture to help managers and employees reach agreement. An or-
ganisation must decide what level of demands should be put, or create guidelines for 
managers to work after, otherwise unproved and possibly ineffective methods may lead 
to negative results.  

We summarize our arguments formally: 

Proposition 2: It is more likely to reach social sustainability if managers take responsi-
bility by accommodating the employment of PWDs (i.e. sharing organisational values, 
adapt routines, devote time and set clear demands). 

5.4 Actor 2 - PWDs 
Similar with the beliefs of Jones (1997), we argue in our model that PWDs own initia-
tives are an important part. Confirming our belief, we experienced joyfulness among the 
disabled employees and many wanted to advance and develop their work tasks. Note 
that the initiatives hold for both when employed and before.  

5.4.1 Set Career Goals  
As mentioned by one disabled employee, it is important to have self-confidence and to 
dare to leave Samhall and try new things if the opportunity is given. Littig and Grießler 
(2005) discussed self-fulfilment as one of the extended human needs that needs to be 
present in a socially sustainable society. We argue that from seeing the positive out-
comes from PWDs who do have goals, the responsibility from PWDs must exist to im-
prove their situation.  

Jones (1997) suggested that PWDs also holds responsibility for the career advancement, 
our study support this claim and one disabled employee shared that PWDs must im-
prove their self-confidence in choosing their own tasks. We saw that managers usually 
were the ones who proposed new tasks to the disabled employees, and since many of 
these employees had difficulties with social interactions this may be one of the reasons. 
Our opinion is that if goals are set by unemployed PWDs (employed PWDs should also 
set goals in order to advance) existing job opportunities for PWDs to enter the labour 
market would be easier to attain. Setting career goals and setting clear demands might 
be two initiatives that go hand in hand. 

5.4.2 Communicate Needs  
Many managers and disabled employees spoke of challenges with communication dur-
ing the interviews. We see the issue here as some disabled employees expressed fear of 
being judged by others and alienated from the rest of the group when speaking of their 
needs and challenges. Hence, we see that the PWDs should be more open in communi-
cating those needs. At Max, managers speak about seeing the abilities rather than the 
disability, which we think is honourable. Our suggestion is to encourage PWDs to help 
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the managers who are afraid of speaking about these issues by speak more openly about 
the disability. However, this is not with the purpose of making the disability a hinder, 
but rather to encourage open conversation. The PWDs know they have a disability, the 
managers also know it and by ignoring that, the issues can never be resolved. 

We summarize our arguments formally: 

Proposition 3: It is more likely to reach social sustainability if PWDs actively partici-
pate in their employment (i.e. communicating needs and set career goals). 

5.5 Actor 3 – Organisation 
Moving the organisation towards an environment where diversity is embraced will re-
quire commitment by the organisation as a whole. In our model we suggest using poli-
cies as the tool of producing an environment such as this. The commitment of manage-
ment is generally regarded as necessary when creating a culture for effective employ-
ment of PWDs (Lengnick-Hall et al., 2008). 

5.5.1 Build Norms 
Beyer et al. (2000), suggests that repeated interactions create attachments to shared val-
ues, norms and beliefs. Thus, to be guiding and effective, norms need to be communi-
cated or alternatively created in a controlled environment. In particular, the leadership 
conferences allow repeated social interactions between managers and simultaneously 
distribute useful and necessary information. These initiatives appeared to have strength-
ened the normative standards within Max, which partly has generated strong norms to 
support employment of PWDs. Some of the values that has influenced norms at Max 
has been identified as strong leadership, support for a diverse work force and responsi-
bility for society.  

Furthermore, we interpret the implicit demands as values motivating the managers to 
hire a number of PWDs at each restaurant and recognize the normative influence on the 
organisation. The fact that so many managers mentioned an implicit demand for em-
ploying PWDs may be evidence that it is a natural part of the culture and hence, leads to 
managers actually assuming the responsibility and employ PWDs. Therefore, we see 
that explicit demands for the number of PWDs to employ, may not be necessary in or-
ganisations. Findings suggest that managers sincerely wish to follow the policy of hiring 
PWDs. Perhaps even more strengthened by the fact that the values are being communi-
cated through a vision. The vision influences the culture and determines effectiveness as 
proposed by Fey and Denison (1998).  

Another strong favourable correlation can be made to the value of pride, which most of 
the managers expressed. This positive attitude towards Max expressed by the employees 
appeared to have rendered in higher retention rates and longer employment duration 
both among managers and disabled employees. Several managers indicated that they 
had stayed with Max for a long period of time, which is seen as relatively unusual for 
the fast food industry. Since Martin (2002) argues that shared values are less likely if 
there is high employee turnover, this supports our belief that Max has created shared 
values through the retention of employees. We believe that their value foundation has 
played an important role when it comes to keeping employees in their organisation. 
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Max devotes resources in order to increase the organisations available total pool of la-
bour, which can be seen in the light of Porter and Kramer’s (2011) view of a redefini-
tion of the productivity chain. More specifically, spending resources (e.g. time) to create 
values and spreading those among employees to benefit in the long run.  

To conclude, we suggest norms to be critical in creating a disability-friendly environ-
ment. The tools used to enforce the norms are equally important for making them fun-
damental in a culture. Max can be used as a good example of showing one possible way 
of doing this.  

5.5.2 Provide Education and Support 
Educational practices are identified as an important factor for reaching the cultural at-
tribute of consistency, where agreements are reached due to a similar belief set in the 
core values of an organisation (Fey & Denison, 1998). By educating the employees and 
increasing knowledge about disabilities, coordination and integration appeared to in-
crease.  

Max effectively communicates what values and perspectives the managers should hold, 
regarding employment of PWDs. Fey & Denison (1998) states that capability develop-
ment, team orientation and mission alignment is part of the culture in an organisation. In 
light of this, education provides a tool to influence these attributes of culture. Managers 
clearly expressed the need for knowing more about how to handle certain disabilities as 
well as the laws and regulations regarding employment of PWDs. Littig and Grießler 
(2005) consider education as included in the set of extended human needs, which needs 
to be satisfied in order to reach social sustainability. Thus, providing education is an 
important priority for organisations striving towards social sustainability. 

Further, findings suggest that an on going support structure is helpful in situations 
where managers have questions regarding approaching certain issues with PWDs. Con-
flicts with employees occur and working with certain disabilities can require specific 
approaches. A support structure may consist of contact persons both internally (i.e. 
management) and externally (i.e. partner). The support structure seemed to provide a 
way for the managers to ask for the appropriate approach and ultimately provides secu-
rity for the managers and PWDs.  

We summarize our arguments formally: 

Proposition 4: It is more likely to reach social sustainability if organisations enable 
partnership by working actively with setting the value foundation and educate employ-
ees. 

5.6 Actor 4 – Partner 
We find that using a partnership has been one of the successful initiatives from Max 
when working with the employment of PWDs. Partnering with Samhall and the Swe-
dish Public Employment Service has helped Max in finding the right person for the 
right position and then continue to play a supportive role. In other cases, the partner 
could consist of similar institutions that works with employing PWDs. Establishing a set 
of guiding policies is therefore a significant part of our model. Collaborating programs 
can also be seen as part of creating a disability-friendly environment such as the one 
Lengnick-Hall et al. (2008) envisioned. 
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5.6.1 Robust Matching Process  
Essential in the employment of PWDs is for the organisation to have developed an em-
ployment process that is secure, appropriate and efficient. Max partner Samhall provide 
resources such as matching tools, education and support for the PWDs. Managers ex-
pressed great content with this solution as it strengthened their motivation for employ-
ing in an economically safe manner. Specifically, the managers mostly mentioned the 
matching system in a positive manner. Affirmed by the research from Lengnick-Hall et 
al. (2008), the securing a proper job fit appears to hold great value. We interpret that 
managers felt supported from the partners work and that it aided them.  

As mentioned, research made by Klimoski and Donahue (1997) states that the responsi-
bility of inclusion of PWDs lies in the hand of the HR department. With this statement 
in mind and seeing the collaboration between Samhall and Max, we can assert that the 
HR functions of partners also influences the employment of PWDs through the norms 
and tools that are used.  

A part of the matching process between Samhall and Max is the internship period, 
which is a governmental initiative. Lengnick-Hall et al. (2008) also suggested intern-
ships as a recommendation for integration. Both Max and Samhall expressed that the 
risks of having a disabled employee returning to Samhall is lower thanks to the intern-
ship period. Continuous follow up meetings further increases the possibility of retaining 
a PWD after an internship period. Moreover, the managers felt that introducing PWDs 
to tasks under less pressure was positive. This indicates that it is helpful, nevertheless it 
may interfere with setting demands. 

Results suggest that when the partners support personnel followed up with PWDs at the 
workplace they experienced a greater sense of security. Unfortunately, some PWDs do 
return to Samhall, this might be due to a relatively good salary at Samhall with fewer 
obligations, the organisation failing to set enough demands on the disabled employee 
and mismatches in work capabilities.  

5.6.2 Proactive Communication 
We believe that the partner to some extent has a responsibility to inform and teach or-
ganisations about issues regarding disabilities. Findings indicated that employees at 
Max encourage Samhall to proactively market themselves towards other organisations. 
Partners should actively communicate available opportunities for businesses. Doing this 
effectively would more likely render in new employment opportunities according to 
some of the managers. Like Lengnick-Hall et al. (2008), we suggest that one can use 
best practice cases to proactively show other organisations the benefits with employing 
PWDs. This can also work as rhetoric evidence towards politicians and organisations. 
The positive reactions from media suggest that the partner should actively promote best-
case examples.  

We summarize our arguments formally: 

Proposition 5: It is more likely to reach social sustainability if the partners provide 
tools, which enables customized matching between organisation and PWD. 
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5.7 Outcome - Benefits for the Organisation  
When looking at the benefits from employment of PWDs, they are related to both eco-
nomical and social benefits for an organisation. It can be highly beneficial to introduce 
organisations to new ways of using resources. Porter and Kramer (2011) tell us that or-
ganisations are standing in front of great opportunities when looking at CSV initiatives 
that can generate the next level of business growth. 

5.7.1 Employee Well Being 
As Lengnick-Hall et al. (2008) propose we also believe that diversity increases the well 
being of employees, and employment of PWDs is a natural part of diversity. In the case 
of Max, many managers spoke about pride but also about the disabled employees self-
confidence. One of the disabled employees explains this very well when elaborating on 
increased social competence. We can assume that not only the managers feel pride 
about working with PWDs, who often have had a harder time finding and keeping a job, 
but also their colleagues. From the findings we truly believe that the emotions of satis-
faction and self-fulfilment is not limited to the manager position but is spread in the 
working group. We assert that these feelings are connected to values that are in line with 
helping others. 

When looking at PWDs, evidence of well being is that they are often loyal and tend to 
stay at the same working place for a longer period of time. One might suspect that we 
can explain this phenomenon by the fact that they may not find another work. However, 
the impression from the case study is the opposite. Many of the PWDs clearly expressed 
joy for their work in which they could set career goals for further development. This 
certainly makes the workplace more attractive for other PWDs interested in working at 
Max. Another evidence of employee well being is that we did not see any significant 
indicators of discrimination and exclusion among the PWDs, which according to re-
searchers are present (see e.g. Jones, 1997; Run Ren et al., 2008; Shore et al., 2009). 
This may be a sign that Max practices are working in a satisfactory manner. We can 
conclude that to identify all the factors influencing the well being of employers is diffi-
cult. We can still attribute positive effects from specific practices such as explicit rela-
tions to certain actions from Max and the employees’ feelings. 

5.7.2 Enhanced Customer Service 
Explicitly mentioned by managers was an improvement in the customer service area af-
ter employing PWDs, both in terms of increasing the diversity in the work force but also 
as an extra service. The additional manpower was necessarily not possible if not gov-
ernmental policies were not in place for economic support. Hence, the supportive fac-
tors of employee benefits are important for organisations and utilized extensively. Por-
ter and Kramer (2011) explain redefining productivity in the value chain as unlocking 
new economic value by devoting resources in new areas. To clarify, the new economic 
value in this case is enhanced customer service and the efforts made were to initiate the 
work with employing PWDs as restaurant hosts/hostesses. Their improvements in cus-
tomer service can also be seen through adaptability as in the view of Fey and Denison 
(1998). We find that Max has succeeded to respond to external pressure (e.g. demo-
graphic change) and internal conditions (e.g. accommodating disabled employees). 

Finally, we see evidence supporting the claim made by Lengnick-Hall et al. (2008) that 
it is indeed a faulty belief that other employees and customer react negatively to a disa-
bled employee. Managers did not mention any negative reactions from customers meet-
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ing disabled employees at the restaurants. We saw some sign of negative reactions from 
colleagues towards disabled employees. However, in general and most importantly, we 
found comments about increased customer service, more satisfied guests and generally 
a perceived higher level of service. 

5.7.3 Leadership Development 
As described an organisation needs to adapt routines and devote time in the work of 
employing PWDs. These actions put higher demands on a manager concerning for ex-
ample pedagogical skills and creatively thinking. An example of this is the manager 
who gave responsibility to a disabled employee to act as an assistant for newly hired 
employees and by allowing this, motivation increased for this individual.  

The personal experiences among the managers also leads to leadership development as 
they get the chance to develop and question their own prejudices and values by leading 
different types of people. An example of an underlying prejudice spotted is the frustra-
tion because PWDs are working in a slower pace. Many of the managers seemed to con-
trol this feeling in a very good way, mainly because they got the chance to continuously 
learn more about why some PWDs work slower or in a different way. We see leadership 
development as a valuable outcome not only for the managers but also for all employ-
ees. 

5.7.4 Diverse Work Force 
As noted earlier, disabilities are not an obvious element when talking about diversity. 
Lengnick-Hall et al. (2008) describe this statement when saying that most employers 
more often think of gender and ethnicity when it comes to diversity. This study does not 
support this since Max devotes a conference about disabilities with diversity in the title 
and this gives us a hint of its perceived importance for their organisation. For Max, di-
versity is about including a mix of everyone and their view is that a diverse working en-
vironment leads to a workforce with complementing knowledge and skills. This is also 
described as enhancing customer service because all guests can then relate to the staff 
and feel more welcome. Max communicates this during the conference by a vision aim-
ing for a work force representing the society as a whole.  

Other positive aspects of diversity described in literature are enhanced creativity and in-
novation as described for example by Schur et al. (2005). Further supported by Kotrba 
et al. (2012) who states that diversity can increase the variety of perspectives and solu-
tions. Opposite to what literature suggest we could not identify innovation or creativity 
as benefits in the work place. Having a disability means having other types of abilities, 
which may create opportunities for new ideas. Findings suggest that these opportunities 
could be better captured in organisations today for experiencing all positive aspects re-
lated to diversity. 

There are some identified less attractive outcomes that can be seen from adding diversi-
ty in the work place. Conflicts between colleagues generally happen at every organisa-
tion and introducing disabilities that managers are not trained to know about can make 
disagreements harder to solve. Managers mentioned that such situations do arise where 
they are not certain what action to take. They also went further and explained their de-
sire for education to be able to perform better as managers. Knowing these issues may 
appear when introducing a more diverse work force can be considered important. 
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5.7.5 Affordability 
As noted by several managers, one can use more resources for a lower price because of 
the governmental policies and tax-benefits. This is of value for an organisation since it 
increases efficiency and makes it possible to employ staff that they could not afford be-
fore. In line with Lengnick-Hall et al. (2008), we found no proof that employing PWDs 
would be more expensive in monetary terms, rather the opposite and that the allowance 
make the employment affordable. This contradict the old paradigm discussed by Porter 
and Kramer (2011) that in neoclassical thinking, a condition for social improvement 
will add a constraint to the firm and hence, reduce profit in the end. Moreover, relief in 
workload was another benefit communicated in connection to affordability. Important to 
note is that the relief may not come immediately due to time, and that many PWDs learn 
slower.  

An important contribution originating from the CSV framework is that the economic 
and societal benefits must be relative to cost. Therefore employing PWDs in a sustaina-
ble way must never be philanthropy or charity for it to be sustainable according to the 
CSV framework. Even though affordability is an important factor for the organisation, 
this can never be seen as the only value. In the long run, we believe that the outcome of 
affordability is combined with other beneficial outcomes such as diversity, increased 
customer service and leadership development. Solely seeing to the affordability of em-
ploying PWDs may lead to initiatives based on the wrong incentives. 

5.8 Outcome - Benefits for Society 
We believe that a socially sustainable society can be strengthened for the better. In line 
with our view, Porter and Kramer (2011) make the informed statement that organisa-
tions and society needs to employ a mutually beneficial relationship in order for both to 
be regarded as healthy. Fortunately, it is up to organisations to decide if we will move 
towards such a society. 

5.8.1 Increased Acceptance Level  
Going back to the claim made by Porter and Kramer (2011) that the society and corpo-
rations are dependent on each other, one can ask what a healthy society actually is. In 
this thesis, we assume that a healthy society is a sustainable society where norms are 
based on social justice, human dignity and participation (Littig & Grießler, 2005). For 
reaching these goals all humans must be accepted and included in the society. 

PWDs suffer from high unemployment rates (Swedish Public Employment Service, 
2013) and prejudices from others concerning their working capacity (Lengnick-Hall et 
al., 2008). However, we believe that by employing PWDs in a sustainable way these 
prejudices and unsettling numbers can decrease. During the conference, Pär Larshans 
claimed that the general acceptance level for disabilities in society might increase if or-
ganisations take responsibility and work towards a work force representing the real so-
ciety (personal communication, 2013). Managers clearly had changed their view of 
PWDs as a result of Max organisational values. We can assume that if other organisa-
tions do the same we can improve the acceptance levels in our society. 

5.8.2 Taxation Benefits 
Not only the organisation benefits from the allowance, but also the society as a whole. 
Governmental allowances would logically be reduced as organisations bear some of the 
income burdens. In turn, less tax would be used as allowances for PWDs without em-



 

 
51 

ployment. Max’s way of increasing social value in total terms while attaining benefits 
(see previous chapter 5.7) for the organisation is probably what Porter and Kramer 
(2011) had in mind when creating the theory of CSV. 

Lengnick-Hall et al. (2008) recommend government awards and tax-benefit. As this al-
ready exists in Sweden (e.g. allowances for employing PWDs) we see the taxation bene-
fits as an outcome rather than an initiative needed from the governments. 

5.8.3 Healthier Labour Market 
We connect a healthier labour market to the definition of sustainability where society 
meets the needs of today while give future generation possibilities to prosper (United 
Nation, 1987). By working with a healthier labour market today and assure that more 
people enter the labour force, future generations can also benefit from a more stable and 
fair society. We believe that employing PWDs is an important step towards reaching 
these aspects. 

Important to note is that employment of PWDs is not the full solution, but an important 
element in reaching social sustainability. Porter and Kramer (2006) suggest some key 
points on how to implement CSV, where one way is to identify the points of intersec-
tion. In other words, how and when the organisation and society may help each other. In 
the case of Max, they have successfully discovered a gap in the society (unemployment) 
and a need in their organisation (to recruit restaurant hosts/hostesses). By combining the 
gap in society and the need of the organisation, both parties benefit from the initiative. 
When employing PWDs the outcome is dependent on what intersections there are be-
tween the organisation and society, and this must be determined before any initiatives 
should be made. This ensures that the right motivations exist and that it can be benefi-
cial to every actor involved. However, organisations need to see the value of helping the 
labour market to become motivated to work for it. 

As described by Porter and Kramer (2011) the quality of the society and competitive-
ness of organisations are mutually dependent. This interrelation is an important aspect 
when looking at outcomes for both society and organisation. When looking at the total 
list of outcomes both society and organisation can benefit from all aspects with this 
statement in mind. Nevertheless, as in the case of Max, we believe that a healthier la-
bour market may be a common outcome for employment of PWDs. A final reflection is 
that few managers actually spoke about the societal benefits of employing PWDs. If 
managers realize the benefits, which they create for society, we see that organisational 
benefits such as pride and employee well being might increase.   
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6 Discussion 
This section begins with a general discussion about the outcomes of the study. Further, 
we develop on the limitations, implications and recommendations for further research.  

We truly believe that the area of social sustainability will be recognized by other organi-
sations as we have found many positive aspects. Our research shows that that there are 
several actors involved when it comes to sustainable employment of PWDs, which sup-
ports the idea of sustainability as a holistic and collaborative concept. At the moment, 
we fear that corporations seem to better understand how they affect the environment ra-
ther how they affects the social area. Even though the environment is alarmingly im-
portant to consider, one cannot forget the social aspect of the sustainability concept.  

Several discoveries of the study amazed us during the process, among those the fact that 
so many young managers really cared about this issue dearly. It is inspiring to see man-
agers speak so passionately about helping others and change the society. We argue that 
this can be explained by a strong culture and core values. However, other possible ex-
planations could for example be selective recruitment processes where personal values 
are regarded.  

To spread this commitment in the rest of the corporate world we believe that an attitude 
change is needed. In this research, we have proved that, in the case of Max, they have 
succeeded to reach admirable results while contributing to society. For reaching social 
sustainability more organisations needs to understand their close intersections society. 
For this to happen organisations needs to understand positive outcomes both on an in-
ternal level but also on a societal level. When considering for-profit businesses daring to 
take the first step of reaching social sustainability it seems more important to see the in-
ternal benefits. Our research proves that there are several internal benefits to gain as 
well.  

What is contradicting in our results is whether the employment of PWDs is affordable 
or more expensive. In one sense it is affordable due to the allowance, on the other hand, 
it can more expensive when it comes to short-term costs mainly accounted for in time. 
Both these views can be true, what is important to see is the benefit relatively to the cost 
and take into consideration both long- and short-term costs. 

As shown, we recognized consistency as important for spreading the core values among 
the employees through i.e. education. Alas, what could not be answered through this 
thesis if for example how important adaptability attributes is for employing PWDs. The 
question arises: How important is it for organisations to be adaptable concerning exter-
nal changes in their environment such as changes in tax-benefit programs and allowance 
levels? The influence government policies have over organisations’ choices of employ-
ing PWDs is immense and should be considered in future endeavours. 

6.1 Limitations 
It is important to point out that Max is a fast food restaurant with unique preconditions 
for employment of PWDs. Our study resulted in a model of one way that can lead to 
sustainable employment of PWDs, this does not mean it can be applied to every compa-
ny or business model. This is a result from using a single case study and not being able 
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to generalize is an issue that we weighted against the ability to come closer to what val-
ues the individual managers held.  

Further limitations may be the biased answers from managers and the skewing of true 
beliefs because of the subject being somewhat taboo. Additionally, the managers inter-
viewed were only from one sample of all Max’s restaurants, and hence, cannot represent 
the situation in other parts of the country. A limitation is also that we conducted the 
study during a short period. Hence, the study shows only the effects up until today and 
can only base the conclusions on the data collected during the time span of the study. 
Future research cannot replicate these specific conditions, which is a common limitation 
for case studies.  

Another difficulty for us when observing, was that there were only one sample group 
observed for two days. The group chosen was from one district in Sweden, which limits 
the study geographically. In addition, as Pär Larshans pointed out the district that was 
observed had relatively few issues regarding employing PWDs and incorporating them 
in the work environment. This may indicate on a more positive image than what the re-
ality might be. 

We considered the limitations during the research process and mitigated them by con-
stantly giving attention to the purpose and research question of this thesis, and thereby 
gain credibility. Furthermore, we used a systematic approach when analysing data to in-
crease transparency and justify the emerged theories.  

6.2 Implications  
In our thesis, we argue that our model acts as guidance towards a sustainable way of 
employing PWDs. The model presents a practical tool that can guide and inspire differ-
ent stakeholders. By increasing knowledge in the area, it may lead to more organisations 
and institutions learning what impacts including PWDs can have on the organisation 
and the society as a whole. A specific implication for Max is that they receive an indica-
tion whether if they pursue the right way of working with the employment of PWDs or 
not. The results indeed give Max an understanding of their own work and with this new-
found knowledge they can work with improving the areas they feel is underdeveloped.  

The thesis expands the theoretical discussion on social sustainability and argues that 
employment of PWDs is in fact a part of reaching a sustainable society. Academically 
our thesis adds unique empirical insights in the field of social sustainability, corporate 
culture, CSV and disabilities. Future academic endeavours may include our results in 
the concept of social sustainability. Finally, academia needs more studies to build 
knowledge upon, which are of empirical nature in different contexts. 

6.3 Further research 
Considering that our research is fairly novel in its execution, we see a need for further 
studies. During the research, the results surfacing suggested further research to test our 
findings in other contexts. The construction of our propositions in our analysis is made 
in a way that enables future research to apply the results and test its accuracy in other 
organisations. Future research could use the propositions as hypotheses and further 
adapt and deepen the understanding of i.e., only one of the four actors identified in our 
research. 
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Findings indicate that values and corporate culture is central when it comes to employ-
ment of PWDs. However, most likely there are other theories also connected to the top-
ic. The inductive approach we used, lead us to the theory of corporate culture. Future re-
search may need to test other theories deductively in order to systematically test other 
theories not discovered during our research. In addition, the research is above all made 
from the eyes of a manager hence, needs and opinions from other stakeholders such as 
customers, employees and top management where considered to a lesser degree.  

Another area for further research could be the area of family businesses. Max is, as pre-
viously stated, a family owned business and research could elaborate on, how this fact 
affects the family businesses’ social responsibilities. This thesis only briefly touched 
upon the values exerted by the owning family and more elaboration would be benefi-
cial. Answering questions such as what values are most influential and how it affects 
strategic decision-making in diverting resources to purposes not common among com-
petitors.  

Ultimately, employment of PWDs is not the only element in social sustainability and 
more empirical evidence is needed when it comes to define what the concept of social 
sustainability actually includes. Unfortunately, it is still difficult to provide definitive 
measureable proof of the positive effects of socially sustainable initiatives (see e.g. 
Norman and Macdonald, 2004; Hubbard, 2009; Seager, 2008). This research contributes 
substantially when it comes to disabilities, the same contributions needs to be done 
when it comes to other underrepresented minorities in the labour market.   
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7 Conclusion 
In the conclusion, we discuss how the purpose was fulfilled and some final remarks that 
summarize the key findings from the study. 

In this thesis, we aimed at expanding the knowledge of social sustainability and em-
ployment of PWDs. We effectively achieved this purpose by firstly identifying a set of 
research questions that guided our study. The research context consisted of a case of 
Max who unmistakably has been at the forefront when it comes to sustainability, and is 
now reaping major benefits in the form of increased medial attention and consumer at-
traction. Findings included interviews, observations and secondary data about Max. 

This thesis contributes to the academic field with a theoretical addition in the form of a 
model on how to reach social sustainability through employment of PWDs. We identi-
fied four actors: managers, PWDs, the organisation and the partner institution. In addi-
tion, we established five propositions connected to each actor that conclude the empiri-
cal findings and suggest how to reach social sustainability in the view of our definition 
as a quality of society where norms are based on social justice, human dignity and par-
ticipation. 

The propositions states that it is more likely to reach social sustainability: (1) if all key 
actors collaborate and share similar values, (2) if the managers take responsibility by 
accommodating the employment of PWDs, (3) if PWDs are actively participating dur-
ing their employment, (4) if organisations enable partnership and (5) if partners provide 
tools that enables customized matching. Further research can use these propositions to 
test the accuracy in other context i.e. other industries and business models. An im-
portant finding is that solely the organisation cannot solve the puzzle of social sustaina-
bility, but are dependent on other actors. Culture and values are of great importance in 
this issue and for the work to be sustainable, decision-making on both individual and 
policy-level needs to be grounded in shared values. This theoretical insight emerged 
during the iterative process of gathering and coding data. 

Furthermore, we strengthen the theory of CSV, as we have proved that it is possible to 
add value to the society and at the same time increase competitiveness for the organisa-
tion. In the case of Max we found societal benefits such as increased acceptance level, 
healthier labour market and taxation benefits for society. Organisational benefits are 
identified to be employee well being, customer service improvements, diverse work 
force and affordability. The most reasonable interpretation is that the outcomes we iden-
tified agree with the definition of social sustainability. Therefore, we argue that em-
ployment of PWDs are an important part of social sustainability and in contrast to what 
traditionally is included in the concept of diversity, disabilities should be an obvious el-
ement.  

Our analysis shows that a number of challenges are present while employing PWDs, for 
both the individual managers and the PWDs themselves. Managers are shown to devote 
additional time when introducing newly employed PWDs, which is a requirement for 
the employment to be well introduced. Further, they have difficulties determining the 
level of demand placed upon a PWD. Additionally, the need for better communication 
between the managers and PWD was a clear challenge. The greatest challenge with the 
partnership is not surprisingly the matching process. However, our model includes initi-
atives on how to overcome these challenges and in the end reach social sustainability. 
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8 Writing process 
In this section, we reflect on the writing process during the thesis project.  

During the initial phase of the study process, we devoted a good amount of time to thor-
oughly discuss different topics in mind. We saw it important to brainstorm around the 
subjects, which resulted in several possible approaches to our subject. What was early 
seen was that sustainability was an area of interest, which led to contacting external ex-
perts to get ideas that are more precise on a final topic. We see this as extremely im-
portant for our study, as we devoted a lot of time when finding an interesting topic, a 
well suited purpose and relevant research questions.  

Further, we had different ways of working within the group, which could have been an 
issue for us. However, as we are close friends we had open discussions throughout the 
whole process, and considered all three’s personal needs and skills to come up with a 
working method that suited all of us. This is something that we could have done even 
better if we had talked earlier in the process about our specific personal strengths and 
weaknesses.  

When working on finding theory for our thesis we now see that an inductive approach 
was more difficult than expected. Finding a theory that is well suited for the findings is 
indeed time consuming and difficult. If we would start over, we would perhaps have 
consider to use another approach instead where the researchers have more pre-
understanding about theories before gathering empirical data. 

Before we started our analysis we again devoted a good amount of time discussing the 
outcomes. Because we wanted to develop a solid model it required a lot of thinking and 
reflecting. The actual writing process went relatively fast because we did a lot of think-
ing before. What we could have done better in this phase was to focus more on the theo-
ry, now we put a lot of effort analysing the findings. This resulted in that we ended up 
in a situation where we devoted a great amount of time analysing the theory several 
times. 

However, our findings part was probably most time consuming part when including the 
actual interviews, observations, coding and writing. Nevertheless, since we decided to 
conduct an in-depth case study we found it worthwhile to spend a lot of time under-
standing our case and we are proud of all the effort we have put in gathering data. What 
we could have improved was to learn more about interviewing techniques before going 
out on the field. A greater knowledge about this would maybe have given us even more 
comprehensive answers, as holding a semi-structured interview is more difficult than 
one might think. To keep the conversations alive and fruitful is hard. Furthermore, we 
see that conducting the interviews with both managers and disabled employees, and also 
complement them with the observation, have enriched our case study and analysis a lot. 
When we transcribed our findings we were systematic when coding. We developed a 
matrix in Excel, which was of great help when finding themes, quotes and relevant the-
ories. In addition, combining interviews with observations has made our findings more 
accurate and broad which strengthen our qualitative research approach.  
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The overall process has been structured and well planned, the whole group has been de-
voted from the start of the period and this is something that has lead to us being able to 
thoroughly work through the formulation, punctuation and consistency when finalizing 
the thesis. We also see that as we have worked hard during the whole semester, we have 
had time to go through the theory and analysis part again during the finalization process 
to improve our final document. We are glad that we could spend the last two weeks 
working with a complete thesis since the final changes concerning issues such as struc-
ture and language always takes longer than expected. 
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10 Appendix 1 
Interview guideline 

Managers 

1. Tell us about yourself (back ground, education, career) 
2. Tell us about your role at Max Burgers (responsibilities) 
3. How would you describe the process of hiring disabled? 
4. Tell us about your experienced with recruiting and working with disabled? 
5. What are the differences of managing a disabled person compared to a non-

disabled? 
6. What would you consider the main challenges and opportunities of recruiting 

disabled? 
7. What action would you suggest for an increase in the future interest of hiring 

disabled? 
8. What do you believe is the main obstacles for organisations to recruit disabled? 
9. What impact does the recruiting of disabled have on the working environment? 
10. Could you provide advices to another organisation to increase their interest in 

recruiting disabled? 
 

Interview guideline 

Employees 

1. Tell us about yourself (back ground, education, career) 
2. Tell us about your role at Max Burgers (responsibilities) 
3. How would you describe the process of being recruited at Max? (from finding 

the job to getting the job, obstacles, opportunities?) 
4. What do you appreciate most in your job? 
5. Is it something that you dislike about your work situation? 
6. Do you believe that you are being treated differently due to your disability? 

a. If yes, how and when? 
7. If you got the chance to give advices to other organisations to increase their in-

terest when it comes to hiring people with a disability, what would they be?  
 
 


