Boris Miethlich

Vocational Rehabilitation in Small
and Medium-sized Enterprises

An Integrated Management Perspective on Potentials and Business Impact

~— _J\oyogr—————————————————






Boris Miethlich

Vocational Rehabilitation in Small
and Medium-sized Enterprises

An Integrated Management Perspective
on Potentials and Business Impact

Logos Verlag Berlin

4 )\OVOC_



Bibliographic information published by the Deutsche Nationalbibliothek

The Deutsche Nationalbibliothek lists this publication in the Deutsche
Nationalbibliografie; detailed bibliographic data are available
on the Internet at http://dnb.d-nb.de

[@oisle)

© Copyright Logos Verlag Berlin GmbH 2022

All rights reserved.

ISBN 978-3-8325-5572-6

Logos Verlag Berlin GmbH
Georg-Knorr-Str. 4, Geb. 10,
D-12681 Berlin

Germany

Tel.: +49(0)30/4285 1090
Fax: +49(0)30/42851092
http://www.logos-verlag.de



Acknowledgements

This dissertation was submitted in the year 2021 to the Department of Strategy and
Entrepreneurship and the Faculty of Management of Comenius University in
Bratislava in partial fulfilment of the requirements for the degree of Doctor of
Philosophy. Some of the findings presented in this work have previously been
published at scientific conferences and journals.

[ would like to express my sincere gratitude to my supervisor, Assoc. Prof. Ing. Emilia
Papulov4, PhD., for her valuable and constructive guidance, comments, and
suggestions throughout the Dissertation. I would specially thank Prof. RNDr. Ing.
Ludomir Slahor, CSc. for his advice and encouragement to work on the chosen topic.
I thank my wife, Victoria, for her patience and for always encouraging me. Also, |
am grateful to all who took part in the study.

Boris Miethlich






Foreword

During my work as a consultant for vocational rehabilitation of illness, accident, and
birth-disabled persons for social security services (disability insurance) in
Switzerland, I noticed that some companies are regularly and actively involved in
vocational rehabilitation. These companies also like to employ persons affected after
successful vocational rehabilitation. This phenomenon led me to conclude that
vocational rehabilitation and the employment of people with disabilities must benefit
companies.

In contrast to some European countries, there is no obligation or quota for companies
in Switzerland to rehabilitate or continue to employ sick or injured employees. It is
an exclusively voluntary social commitment in Switzerland. Interestingly, SMEs
seem more involved in vocational rehabilitation than large companies. However,
there i1s hardly any empirical evidence of a business benefit or advantage for
companies in the literature. This context gave rise to the idea and motivation to
conduct in-depth research into vocational rehabilitation’s business potential.
Vocational rehabilitation and the employment of people with disabilities are critical
social concerns that companies must address as part of their CSR strategy.
Nevertheless, vocational rehabilitation seems to have gained importance for
companies in the context of the increasing importance of CSR, nor given the threat
of a shortage of skilled workers due to the expected demographic development.

The present research results allow conclusions about the business impact and
potential of vocational rehabilitation in SMEs, which interest both companies and
insurance companies. Managers can use the results as a business management
decision basis for or against a commitment to vocational rehabilitation. On the other
hand, insurance companies can derive a possible need for action to develop measures
that increase the willingness of companies to get involved in vocational rehabilitation.
Companies’ assumption of social responsibility is becoming increasingly important
in securing a company’s economic growth. Sustainability and the assumption of
social responsibility are becoming increasingly essential factors in consumers'
purchasing decisions due to the growing awareness of these concerns.






Content

INErOAUCTION couucneeenieneenenininsaennennensaessnesssesssesssssssesssssssssssssssssssssssssssssssssasssasssasssane 11
1 The current state of dealt problems inland and abroad.............ccccceevvuunnnee. 15
1.1  People with disability and their employment...........ccccceverririinienicniennns 15
1.1.1 What is @ diSADIIIEY? .........c..occoiiiiiieie ettt 15
1.1.2 Historical development of the understanding of disability in society ...................... 16
1.1.3 Variants of the integration of people with disabilities into the labour..................... 18
1.14 Success factors of the integration of people with disabilities into the labour.......... 19
1.2 Vocational Rehabilitation ..........ccccooiiiiiiiiiiiiiiic e 22
1.2.1 Purpose of vocational rehabilitation.................cccooveviiioieoiiiiiiiiiii e 22
1.2.2 History of the development of vocational rehabilitation...................cc..cccoeeeuveenn... 23
1.2.3 The realisation of Vocational Rehabilitation: A Cooperation between social security
AN @IECFDITISES ...ttt ettt ettt ettt ettt ettt e e e e 25
1.2.4 Success factors of vocational rehabilitation ...............cccoccveeivevoiiiiiccniiiieeie, 28
1.3 Employment of people with disability and vocational rehabilitation.......... 30
1.3.1 Delamination from diversity iMItIALIVES..............ccocceviiiieaii et 30
1.3.2 Delimitation from OtREr CONCEPLS.............c.ccvevieiieiieeieeieeieereeee e eee v 31
1.3.3 The economic relevance of the employment of people with disabilities and
vocational reRabilitation.................ccccccioviiiiiiiiiiiii e 32

1.3.4 Political context and relevance of the employment of people with disabilities and

vocational reRabilitation ................cccocviviiiiiiiiiiiiei e 33
1.3.5 Current situation and problems in promoting the employment of people with
disabilities and vocational rehabilitation .................ccccoceviiiviiiiiiiiiiiiiiiieie, 35
1.4  Corporate Social Responsibility ........c.cccecviieviiiieeiiiieeieeeciee e 38
1.4.1 Delimitation from related CONCEPLS..............c..cccevvieeiveeiiieiiiaiieiieeeeciee e 39
1.4.2 Company'’s ripple effect: a model for assessing the impact of socially responsible
engagement on society and Stakeholders ..................cccoovevevciiiviiiiniiiiiiiieeiieeiee, 40
1.4.3 BEREits Of CSR......ooeooeeieieieieeee et 41
1.4.4 CSR and Employer Branding ............c....ccceeeveieiieeeiieiiie et 44
1.4.5 Implementation of CRS il @NIerPFISES..........cccueiueiieiiiii et 47
1.5 Employment of PWD and Vocational Rehabilitation as CSR strategy.......48
1.5.1 The current state of research: Employment of PWD and Vocational Rehabilitation
AS CSR IRILIALIVES ...ttt 49
1.5.2 Implementation and Success Factors: Employment of PWD and Vocational
Rehabilitation as part of the CSR SIFAIEZY...........cc.ccovevvueeciecriicrieieeeieeeie e 51
1.5.3 Benefits of a socially responsible engagement for companies ...............c...cc.ccuoue.... 54



1.6  The resource-based view on competitive advantages ............ccceevveereveernnenns 59

1.6.1 VRIO Framework: assessment of competitive advantages .................cc.cccoceveeueen... 62
1.6.2 Competitive advantages through better use of FeSOUFCeES .........cc.ocovevcveecieeireeiiannnns 63
1.6.3 Integrated management models to assess competitive advantages.......................... 64
1.7 Summary of the literature OVEIVIEW ...........ccevvviieeiiiieeiiiieecieeeeree e e 67
2 Aim of the scholarly WOorKu.....ceiceieeicirsnicssnicnssnicssnicssnncsssnsscssassssssssssssssssses 71
2.1  The main aim of the scholarly Worki.............ccccoveiiviiiiiiiiice e, 71
2.2 Partial aims of the scholarly Worki.........c.ccccoeviieiiiiiii e 71
2.3 Deriving and defining the research questions ............ccccceeeevieeiieeencieeennnen. 72
2.4 Presentation and substantiation of the research theses..........cccoceceeeenne 73
3 Methodology and research methods.........ccoueeiiceicrnniccssssnnricssssnnsnccssssnseccsnes 75
3.1  Characteristics of the examined object...........cceeveerciieniieniiiiie e 75
3.2 Working methods: Case study research ..........ccceeeevieeviieeiciieiiieeeeieeee, 76
3.3  Method of data obtaining and sources used ..........ccccceereveerreerieenieerieeeneans 79
3.4 Used methods of evaluation and interpretation of results ............cc.cceueee.e. 81
3.5  Research deSi@N .......ccceiieciiiieiiiiccieecee e e 82
3.6 Operationalisation of the case Studies ..........ccceeeriieerciiiiniiie e 83
3.6.1 Deriving the case study protocol and report..................cccccevevevvieeiiccniiiaiiannennn 83
3.6.2 Presentation of the interview QUIde. ..................ccc.cccoueveveiieiieeceeeciieeeiee e 85
3.6.3 Selection of companies for the case STUAIES .............c.occevceeiiiiieiiiiiiieeieeeeeee e, 86

4 Empirical data collection and analysis.........ccceceeercercsisnrcnssnnicssnnncssnncsssnsecnns 89
4.1  Assessing the LIteTature..........cceeeviiieriiiieeiiiie et 89
4.1.1 Identify the business implications of vocational rehabilitation................................ 89
4.1.2 INEEFIM CONMCIUSTON ..ot 92
4.1.3 Preliminary explanatory model..................cc.coccoviiioiiiiioiiiiiieeee e 94
4.2 Conducting the descriptive-explorative case studies..........cccceevevveervreennnnnn. 96
4.2.1 Conducting the Within-case AnalySis...........c.ccccooiveiiiiiieiiiiiieeeeeeee e 96
4.2.1.1 Case study report NW GIDH.............cccccccoveiiiiiiiiiiieiiieeciee e 96
4.2.1.2 Case study report AVT Verpatec GMBH ...........ccccccovvvvviiiiiaiiiiieeieeieeeen, 101
4.2.1.3 Case study report RPM Informatik GmbH................ccccoovviiviiiiciiiiaiee, 106
4.2.14 Case study report Himmerli Technik GmbH................ccccooovevvviiiviianciaann. 110
4.2.1.5 Case study report Smartpedia GmMbH ...............cccccevviviiiiiiiiiiiiieiieeieee, 114
4.2.1.6 Case study report Seminarhotel Lihn Gen. ..............c..cccocooevveeeeieeienencneeennn. 117
4.2.1.7 Case study report RH Ladenbaumanagement GmbH ..............cc.cccceevenn... 124

4.2.2 Conducting the cross-case ANALYSIS .............cccouvoeiiiiioiiiieiiesie et 128



4.2.2.1 The systematisation 0f the PrOCESSES ...........cc..ccovvveviievieeeieeeirieireeerieeseeeseennens 128

4.2.2.2 The systematisation of the Structuring factors ..............cccccceuvceeeceeoeenveneennee. 129

4.2.2.3 The systematisation of the Modes of Development .................cccccoceeeeuveann... 131

4.2.24 The systematisation of the Stakeholders................c.ccccocevciioieviniiiocniiien, 132

4.2.2.5 The systematisation of the INteraction iSSUES ...............ccoeeevevevcveecvereeireeenenn 135

4.2.2.6 The systematisation of the ERVIFORMENL...................cccovveeieeecieciaiieirieeneenn 136

4.2.2.7 The systematisation of the Challenges and motivation ..................c..ccc.cc....... 138

4.2.2.8 The systematisation of the Expenditure and returns ...............cc..cccoeeeuveenn... 138

4.2.2.9 The systematisation of Long-term success through CSR strategies............... 140

4.2.3 INterim CONCIUSTON. ...........c.....oceeeeeeeee e 142

4.3  Synthesis of literature and case StUdies ..........cccvveeveriieeiiieeiiie e 146

5 Results of the Work and diSCUSSION .....ueeiieeivreeeicrsssrnniccssssnnseccsssassscsssssnssscssnns 155

5.1 Overview of the 1€SUILS.......ccoviieiiiiiiiecce e 155
5.2 An explanatory model of the impact of vocational rehabilitation on

bUSINESS PETTOTMANCE .....eeeviiiiiiiiieciiee ettt e e e e aae e 158

5.3 Answering the research qUEStIONS ..........ccceeeriieeriiieiiiieciee e 161

5.4 Examination of the research theses .........c.cccocvvvieeiiieciiiieciieccee e, 163

5.5 Discussion of the results and classification in the field of research.......... 163

5.6 Discussion of the method used.........cceeevviieeiiiiiciiieec e, 166

5.7 Limitations and need for further research .............ccccoooeiieiiiiiiniinn 168

5.8  Benefits for the development of the theory and practice.............ccue......... 169

L@1) 1161 1113 1) 1 RS 171

BibDlioGrapRhy ..ccccocvviiiciiinnniiciisnnniicssssnnnicssssnsrecssssssscsssssssssssssssssssssssssssssssssasssssssss 175

APPECIAICES couuvrrernnrerssnricssnnrcssssnssssssesssssnossssessssssssssssssssssssssssssssssssssssssssssssssssssssssnss 197

INtETVIEW GUIACIINE ....ooeviiiiiiiiieciiee et ettt e e eeaae e e sabeeesnsaeeens I

TranSCribed INEEIVIEWS......cccuviiiiiireciie et ettt e et e eire e eeareeesveeeenseeeeseeenes II

Qualitative content analysis: codes and their sub-codes ............cccceeeeiieenrieennnnnn. I



List of Illustrations

Figure 1 Process of Vocational Rehabilitation .............cccoeiiiiiniiiniiiniiicee 27
Figure 2 Company's Ripple Effect........ccccovieiiiiiiiiiiieeeeeeee 40
Figure 3 The Relative Costs of CSR EffOrts........ccceeviiiiieiiiieiiieciiccee e 48
Figure 4 Resource-based approach to strategic analysis..........ccceevveveriiieniiieennnnnnns 61
Figure 5 St. Gallen Management Model (third generation)...........ccccceecveeevcvieennnnnnns 65
Figure 6 Case studies as a research method............ccoccvieeeiiiiiiiiiniice e, 78

Figure 7 Prelim. explanatory model: Business impact of vocational rehabilitation.95
Figure 8 Explanatory model: Impact of vocational rehabilitation on business ...... 159



List of Tables

Table 1 CSR initiatives to promote the employment of PWD in companies ........... 22
Table 2 Contact Points with Employer Branding ............ccccoeveiveriieniieieeieeeeee, 45
Table 3 The VRIO framework ..........cccoovuiiiiiiiiiie e 62
Table 4 Schematic representation of the research design ...........cccccvvviviiinciieeninnn. 83
Table 5 Case study ProtoCOL......cccuuiieiiiiieiiiecciee e 84
Table 6 Case StUAY TEPOI . ..cc.uiiiiiiieeiiieeeiie ettt e e e e teeeeebeeesabeeeensaaeens 84
Table 7 Questionnaire of the semi-structured INtErVieW ..........c.ccevvveeeeieieniieeeeneenn, 85
Table 8 Overview of the SMEs selected for the case studies .........ccccceeveeeiiennennen. 87
Table 9 Overview and results of the literature review ..........ccccveevvvieeriieenciieenieenns 89
Table 10 Impact analysis based on the SGMM ..........cccoovviiiniiiiiierie e, 92
Table 11 Summary case study NW GmbH..........ccccooviiiiiiiiiiieeee e, 101
Table 12 Summary case study AVT Verpatec GmbH...........ccccooveiiiiiiiiiniinenen. 105
Table 13 Summary case study RPM Informatik GmbH.............cccooviniininnnnene. 110
Table 14 Summary case study Himmerli Technik GmbH ...............c.ccccoeeiinennnn. 113
Table 15 Summary case study Smartpedia GmbH ............cccooeviiiniiiiiiiiiiieee, 117
Table 16 Summary case study Seminarhotel Lihn Gen...........c.cccccveveiiiiiinieenneen. 124
Table 17 Summary case study RH Ladenbaumanagement GmbH......................... 127
Table 18 Impact analysis of the case studies using the SGMM.............ccceeeveenneenn. 142
Table 19 Synthesis of impacts using the St. Gallen Management Model .............. 147



List of Abbreviations

ADA
AHV

BE

CC

CS

CSR
EASHW
EC
EFQM
Gen.

ILO
1AY

KI
MNU
NGO
OHS
PR
PWD
RBV
ROI
RTW
SGMM
SME

UNCRPD
unv.

VR
VRIO
WHO

10

Americans with Disabilities Act

Old-age and survivor's insurance

(“Alters- und Hinterlassenenversicherung”)
Business Ethics

Corporate Citizenship

Corporate Sustainability

Corporate Social Responsibility

European Agency for Safety and Health at Work
European Commission

European Foundation for Quality Management Model
Cooperative

(“Genossenschaft”)

International Labour Organization
Disability insurance
(“Invalidenversicherung”)

Key-Informant

Multinational companies
Non-governmental organisation
Occupational safety and health

Public relations

People with disabilities

Ressource Based View

Return on investment

Return to work

St. Gallen Management Model

Small and medium-sized enterprises

United Nations

United Nations Convention on the Rights of Persons with Disabilities

Inaudible

(“Unverstdandlich”)

Vocational Rehabilitation
Value-Rarity-Imitability-Organisation (framework)
World Health Organization



Introduction

After an accident or severe illness, returning to work can become difficult or
impossible due to long periods of incapacity or permanent restrictions. Employment
is considered one of the important aspects of social inclusion.! For persons who have
completed their health rehabilitation and whose health condition has been stabilized,
the health rehabilitation should ideally be conducted along with vocational
rehabilitation to support a successful integration in the labour market. Other persons
are disabled from birth. People with disabilities (PWD) can benefit from similar
measures specifically targeted at them. Vocational rehabilitation can be understood
as a variant of PWD employment.

From a business management perspective, the influence of vocational rehabilitation
and PWD employment on the business has not been sufficiently investigated.? There
is hardly any empirical data on the impact of vocational rehabilitation on a company,
the organisation, or the business's success. A comprehensive investigation of the
influence of vocational rehabilitation on companies from a business management
point of view is still pending.

So far, research shows that PWD employment in general and vocational
rehabilitation, in particular, can benefit the individual, society, and the company
employing PWD. Studies show that vocational rehabilitation reduces overall
disability rates and health costs® for society in the long term and secures the
professional future of those affected.* For companies, the employment of PWD can
bring various advantages, such as employee loyalty and motivation, positive
company image, diversity of customers, customer loyalty and satisfaction,
innovation, productivity, work ethic, safety, and inclusive work culture.’
Additionally, personnel costs can be reduced by exploiting state subsidies or tax
benefits.°

Successful vocational rehabilitation depends mainly on the implementation of the
company. A positive social response to disability in the workplace significantly
reduces the stigma and threat of job loss for the affected, leading to better
psychological conditions and faster rehabilitation.” In contrast, it was proven by
various western countries that legislation alone is insufficient for promoting the
employment of PWD. Companies rarely implement legal directives and guidelines
and do not claim government support, probably due to inexperience.® Despite all

! cf. Kuznetsova, 2012, p .1; Bennett, 2011, pp. 347 et seq.; Werner, 2009, p. 545.

2 cf. Aichner, 2021, pp. 1; Lindsay/Cagliostro/Albarico/Mortaji/ Karon, 2018a, p. 634.
3 cf. Cullen/Silverstein/Foley, 2008, p. 65.

4 ¢f. Miethlich/Slahor, 2018a, pp. 351-352.

5 cf. Aichner, 2021, p. 2; Lindsay et al., 2018a, pp. 651-653.

6 cf. Csillag/Gyori, 2016, p. 864.

7 ¢f. Cullen et al., 2008, pp. 68-69; Millington et al., 2003, pp. 317 et seq.

8 of. Wiggett-Barnard/Swartz, 2012, p. 1017; Vilchinsky/Findler, 2004, p. 315.
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governmental efforts (e.g., legal provisions, anti-discrimination laws, equal treatment
regulations), PWD continue to be affected by unemployment to an above-average
extent.” PWD's difficulties in the labour market and the failure of government
measures to promote PWD employment indicate the need to address this issue as part
of the CSR strategy of companies.!® The promotion of employment and social
inclusion of PWD can also be seen as a central component of a company's social
commitment to its employees and society.'!

Besides being of great service to society when employing PWD and providing
vocational rehabilitation opportunities, the literature indicates that PWD employment
positively impacts business success.!”> Recent demographic and economic
developments, such as the global recession and the ageing of the baby boomer
generation, have created a shortage of skilled workers for employers and, as a result,
rising costs.!? Therefore, companies are even more challenged to cultivate good
human resource management to maintain or gain market share and competitive
advantages and ensure their survival.!* The PWD segment is a mostly untapped
market for products and services'> and has an enormous untapped workforce
potential.'® The exclusion of disadvantaged groups, like PWD, can be seen from a
value chain perspective as a waste of resources on an individual, entrepreneurial,
national and global level.!”

Although many companies increasingly recognise the benefits of diversity in their
workforce and mention PWD as part of their diversity statement, they do not specify
their commitment.'® This situation is also reflected in the fact that most multinational
companies respond to PWD in their organizational norms and values but do not
further incorporate this into their corporate culture, personnel policies or work
environment.!” The confessions are usually limited to non-discrimination, equality
and human rights issues.

It is striking that despite this high relevance for companies, only a small number of
scientific papers on the economic effects of vocational rehabilitation in companies
have been published to date.°

? cf. Markel/Barclay, 2009, pp. 305-306.

19 ¢f. Miethlich/Slahor, 2018b, pp. 1444-1445; Kuznetsova, 2012, pp. 2-3.

! ¢f. Miethlich/Slahor, 2018b, pp. 1453-1454; Kuznetsova/Yalcin, 2017, pp. 249-250;
Monachino/Moreiram, 2014, p. 53; Saunders/Nedelec, 2014, p. 100; Markel/Barclay, 2009, p. 316.
12 ¢f. Lindsay et al., 2018a, p. 634.

13 ¢f. Patel, 2014, pp. 1 et seq.

14 ¢f. Araten-Bergman, 2016, p. 1510; Noor/Khalid/Rashid, 2014, pp. 25-26.

15 ¢f. Collins, 2007, pp. 157 et seq.

16 ¢f. Buys/Matthews/Randall, 2015, p. 821.

17 ¢f. Dyda, 2008, pp. 147 et seq.

18 ¢f. Gould/Mullin/Harris/Jones, 2021, p. 1; cf. Ball/Monaco/Schmeling/Schartz/Blanck, 2005, p. 98.
19 ¢f. Gould et al., 2021, p. 1; Glade et al., 2020, p. 86; Kuznetsova, 2012, p. 13; Lysaght, 2010, pp.
233-234; Gilbride/Stensrud/Vandergoot/Golden, 2003, pp. 130-131.

20 ¢f. Aichner, 2021, pp. 1; Lindsay et al., 2018a, p. 634.
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This study suggests integrating vocational rehabilitation into the CSR strategy of
companies to foster the benefits of employing PWD. This approach has been
successfully proven by occupational safety and health frameworks that have been
integrated into CRS frameworks, leading to the diffusion of occupational health and
safety and reducing work-related accidents.?! But promotion and education are also
necessary for Occupational safety and health (OHS). Current strategies to promote
OHS by the European Commission (EC) and the European Agency for Safety and
Health at Work (EASHW) directly target companies and try to create a link between
OHS and CSR to achieve strategic importance for companies through a business
case.”? OHS and workplace innovation are also important goals of the EU 2020
Strategy on smart, sustainable and inclusive growth.?

OHS is a central topic in all international CSR frameworks and standards. Vocational
rehabilitation and the employment of people with disabilities, or rather disability in
general, are not considered. Disability continues to be a blind spot in sustainability
frameworks and standards. So, this concern is usually not mentioned in the
sustainability reports of most companies. Considering disability in CSR frameworks
and standards, this commitment would automatically become part of CSR reporting.
Thus, although only indirectly, a company would have to account for the decision to
become involved in vocational rehabilitation and employ or not employ people with
disabilities. OHS 1s an exemplary example, which has experienced significant
promotion, mainly through its inclusion in CSR frameworks and standards. Today,
companies take OHS seriously as a social and societal concern and consistently
consider it in their CSR strategy.*

Although there has been a growing interest in a comprehensive understanding of the
implementation of CSR initiatives in the past two decades,? there is only little
reference in the literature on the implementation and adaptation of the employment
of PWD as a CSR initiative.?¢

PWD employment and vocational rehabilitation are important social responsibilities
that should be addressed by corporate social responsibility (CSR) strategies.?’
Vocational rehabilitation offers a unique and interesting opportunity to implement
CSR activities within the company with its employees' participation. 2 Many
companies have recognised that the awareness of CSR is increasing among
customers. Companies have, therefore, already recognized CSR activities as a success

2L ¢f. Miethlich, 2019, p. 333.

22 ¢f. Zwetsloot/Pot, 2004, pp. 122-123.

2 ¢f. EC, 2010, n. pag.

24 ¢f. Miethlich, 2019, p. 336.

% ¢f. Wang/Tong/Takeuchi/George, 2016, p. 535.

26 ¢f. Csillag/Gyori/Matolay, 2018, pp. 71-72; Pérez/Romeo/Y epes-Baldo, 2018, p. 106; Bennett, 2011,
p. 348.

27 ¢f. Kuznetsova, 2012, p. 13.

28 ¢f. Miethlich/Slahor 2018b, pp. 1450-1454.

13



factor and competitive advantage.?’ Also, in project tenders, the CSR activities of the
companies are increasingly taken into account and weighted as an essential criterion
for awarding contracts.

This dissertation aims to contribute to closing the research gap regarding the business
impact of vocational rehabilitation. The research is conducted from an integrated
management perspective by examining and analysing companies' efforts in
vocational rehabilitation and their effects. The study's main aim is to explore and
operationalise the direct and indirect impacts of vocational rehabilitation on business
and develop an explanatory model to show an optimal implementation of vocational
rehabilitation and the realisation of emerging potentials. The explanatory model is
intended to provide companies with a basis for deciding whether or not they want to
participate in vocational rehabilitation and, in addition, to offer guidance for
implementation.

The research subject of this study is the business potential and impact of vocational
rehabilitation in small and medium-sized enterprises (SMEs). Since the social
security, insurance systems and other relevant factors differ from country to country,
this study focuses on the German-speaking part of Switzerland. The findings should
be validated for other countries in later studies, and the conclusions should be
generalized further.

2 ¢f. Matten/Crane, 2007, p. 58.
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1 The current state of dealt problems inland and abroad

This chapter provides an overview of the literature, defines the terms relevant to this
study, the concepts and models used or referred to in the investigation, and the
theoretical reference framework.

1.1 People with disability and their employment

There are persons with disabilities (PWD) who are not affected in their workplace or
workplace. However, some impairments or handicaps keep people from entering the
labour market, require additional support when entering working life, force people to
switch jobs or occupations, or entirely give up employment. 3 The social integration
of PWD is still an unresolved problem, mainly because it is still understood as a
health-related rather than a political issue.?!

1.1.1 What is a disability?

The OECD argues that the term “disability” should no longer be equated with
“inability to work™.3? However, there is a persistent tendency in politics, legislation,
and science to misleadingly equate disability with “poor health” and, consequently,
the approach to overcome the discrimination of people with disabilities by medical
rather than political means. In a cultural environment geared towards non-disabled
lifestyles, equality for people with disabilities can only be achieved through far-
reaching structural and cultural changes.’® These considerations are based on the
insight that people with disabilities are “handicapped” not by the impairments
themselves but by the mental and physical barriers of the environment.’* However,
there 1s no generally established definition of disability. The existing definitions vary
depending on the intended use.?® The Americans with Disabilities Act (ADA) defines
a disabled person “as a person who has a physical or mental impairment that
substantially limits one or more major life activities, a person who has a history or
record of such an impairment, or a person who is perceived by others as having such
an impairment”.*® Sitting, standing, lifting, and mental, emotional and cognitive
processes are considered essential life activities.’” The World Health Organization
(WHO) distinguishes between three terms when defining disability. “Impairment”: A

30 ¢f. Niehaus, 1997, p. 32.

31 ¢f. Potheir/Devlin, 2006, pp. 9 et seq.; Barnes, 2003, pp. 20-21; Ustiin et al., 2001 as cited in Collins,
2007, p. 158.

32 ¢f. OECD, 2003, p. 11.

33 ¢f. Barnes, 2003, pp. 20-21.

34 ¢f. Barnes, 2003, p. 9.

35 ¢f. Houtenville/Kalargyrou, 2012, p. 41.

36 ¢f. ODEP, 2018, n. pag.

37 ¢f. Houtenville/Kalargyrou, 2012, p. 41; Lengnick-Hall, 2007, pp. 1 et seq.
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permanent damage to health resulting from an illness, congenital damage, or an
accident. “Disability”’: The damage leads to a functional impairment of the abilities
and activities of the person affected. As well as “handicap”: The social impairment is
a consequence of the damage and manifests in personal, family-related, and social
consequences. This definition on which this study is based is defined in the Swiss
Disability Equality Act: A person with disabilities 1s a person who has a presumably
permanent physical, mental or psychological impairment that makes it difficult or
impossible for them to carry out everyday activities, maintain social contacts, move
around, receive training and further education or to pursue employment (“Mensch mit
Behinderungen (Behinderte, Behinderter), ist eine Person, der es eine voraussichtlich
dauernde korperliche, geistige oder psychische Beeintrdchtigung erschwert oder
verunmoglicht, alltdgliche Verrichtungen vorzunehmen, soziale Kontakte zu pflegen,
sich fortzubewegen, sich aus- und weiterzubilden oder eine Erwerbstitigkeit
auszuiiben.”).’8

Disability is a permanent limitation of a person's functional capabilities. Depending
on the type of limitation, the person is restricted to a greater or lesser extent by the
environment in their participation in society.

1.1.2 Historical development of the understanding of disability in society

The first references to society's attitude towards PWD stem from ancient Egypt,
which existed from about five thousand to about thirty years before the birth of Christ.
In addition to mummies of persons of small stature (“dwarfs”), there are also
indications that people of small stature held various high functions as officials. There
were also two dwarf deities, “Ptah” and “Bes”, in ancient Egypt. All in all, people of
short stature were portrayed positively in various roles in ancient Egypt. In contrast,
blind persons seemed to be especially valued as harp players and singers.** In
Mesopotamia, PWD did not seem to be excluded from society either; instead, their
difference was recognized.*’

Historians disagree on the role of PWD in human history and the origins of prejudice
and discrimination against PWD.*! However, there seems to be little evidence from
ancient Greece that PWD were marginalised or socially excluded. At the same time,
it is probably worth bearing in mind that in the ancient world, newborns with massive
disabilities could not survive for long. For example, newborns with spinal cord
injuries have survived only since the 1960s.*> Nevertheless, ancient Greece does not
seem to report anything positive about PWD either. However, there is evidence that
newborns who did not conform to aesthetic ideals were given away or killed. There

38 ¢f. BehiG, 2017, pp. 1-2.
39 ¢f. Slorach, 2016, p. 47.
40 ¢f. Quarmby, 2011, p. 26.
41 ¢f. Slorach, 2016, p. 47.
42 ¢f. Slorach, 2016, p. 47.
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are also anecdotes that in ancient Greece, PWD were stigmatised as “scapegoats”.
Thus, in the event of catastrophes befalling a city, the most disfigured person was to
be sacrificed or banished to drive away evil.*

In emerging ancient Rome, deformed or disabled children were killed at birth by law.
PWD were also paraded or abused in spectacles for the public's amusement. The
exception was persons of small stature (“dwarfs”). As in Ancient Egypt, these were
given privileged positions in the state, such as at court. However, they were also kept
as “pets” among the relatives of the emperors.*

As ancient Greece and Rome more influenced modern culture than Egypt or
Mesopotamia,* it is reasonable to assume that modern attitudes towards PWD can
be directly traced back to the ideals of physical beauty and perfection of ancient Greek
and Roman culture. Accordingly, reservations about PWD are deeply rooted in the
culture.*® In Europe, PWD were seen as sinners in the Middle Ages and in league
with the devil. Children with disabilities were evidence of the devil's existence and
power over humanity in the witch hunt. Accordingly, disabilities were seen as an
obsession or disease to be fought and overcome. This attitude seems to persist to this
day.*’ In ancient Russia, on the other hand, the mentally disabled in the Middle Ages
were said to have a special closeness to God and were respected accordingly. Some
lived in the tsars' courts, and the Orthodox Church even canonised some.*

PWD were then mainly regarded as a wonder of nature in the Victorian era and,
therefore, as curiosities and collectables.*® Industrialisation significantly worsened
the situation of PWD. They did not find jobs or only those who did not want from
others. PWD were understood as idiots who were considered unnecessary. Therefore,
in the USA, PWD were banned from the public sphere until the 1920s and kept in
prisons and private institutions. The PWD were thus out of society's consciousness,
and it was considered dangerous to know a PWD. Even today, PWD are considered
“unreliable witnesses”, and their testimonies are not admissible in court. Therefore,
it is not surprising that some PWD worked in “freak shows” to earn their living and
thus avoid detention in an institution.’® Nevertheless, at this time, various
associations, primarily based on Christian values, emerged to advocate for different
groups of PWD.!

Third Reich Germany pursued eugenics, i.e., the targeted selection of the gene pool,
and had all disabled newborns killed. In the course of the Holocaust, PWD were
systematically killed. In other countries, eugenics was carried out in that PWD were

4 ¢f. Quarmby, 2011, pp. 18-19.

# ¢f. Quarmby, 2011, pp. 23-24.

4 ¢f. Quarmby, 2011, p. 26.

46 ¢f. Quarmby, 2011, pp. 18-19.

47 ¢f. Quarmby, 2011, pp. 30-32.
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4 ¢f. Quarmby, 2011, p. 24.

50 ¢f. Quarmby, 2011, pp. 43-48.

St ¢f. Quarmby, 2011, p. 55.

17



sterilised and thus prevented from reproducing, or PWD were forbidden to marry.>?
The Second World War left many war invalids for whom countries offered support
and subsequently increased the acceptance of PWD in society.>

Communism also showed a negative attitude towards PWD. According to Marx, the
provision of labour capacity was the top priority of every citizen.>* In the Soviet
Union, although PWD were targeted and integrated into society as much as possible,
dissidents were medicalised in line with Socialist ideals, and dissidence was seen as
a disability. Dissidents were “treated” and kept in psychiatric hospitals.>

A growing part of the world population is considered disabled. The more technical
and culturally developed a society is, the more impairments and disabilities are
created due to the ever-increasing competitiveness and demands.*® At the same time,
IT and digitisation offer new opportunities for PWD to participate in society and the
world of work.’” Modern society today offers PWD the potential to lead a fulfilling
life. With the development of assistive technologies and the rapid growth of IT, PWD
are able to participate as much as possible in society, education and working life.
However, in a capitalist society, only those with sufficient financial resources have
access, so many PWD continue to be denied full participation in society.>®
Disability is still one characteristic that differentiates individuals and groups from
others while exposing them to social, economic, and political exclusion and
discrimination.® This is likely due to a recognisable and deep-rooted cultural bias
against people with disabilities in the Western world. This bias can be traced back to
antiquity®® and can still be observed in various forms today, despite significant
progress. It is evident, for example, in debates on abortion and euthanasia.b!
Prejudices against PWD are culturally deeply rooted in society. But even today, the
prevailing values seem to leave little room to revise preconceptions. For example, the
value of a person is defined by their socio-economic status, mostly derived from their
economic performance - without considering their contribution to society.

1.1.3 Variants of the integration of people with disabilities into the labour

In addition to regular employment and employment in the open labour market,
various functioning employment models exist for people with disabilities. These
employment models vary depending on the type of financing and integration into the

52 ¢f. Quarmby, 2011, pp. 45-55.
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work process.®? For companies wishing to employ PWD, there is extensive support
from the insurance companies, especially when covering costs for adjustments to a
workplace or a longer training period.®

There are sheltered workshops for PWD who have no prospects in the labour market,
usually financed by the state. Their primary purpose is employment and social
integration.® In this context, it should be mentioned that according to the UNCRPD
Convention, these sheltered workshops should disappear in the long term, and all
PWD should have the opportunity to work in the economy in the spirit of inclusion.®
The international policy pursues the long-term goal of comprehensive social
inclusion of PWD, including the field of work. While this goal is worthwhile, it seems
unrealistic as there are severely disabled persons who require intensive or specific
care, which is likely to be implementable only in an institutional setting.

1.1.4 Success factors of the integration of people with disabilities into the labour
For most people, the disability is not directly visible, and only a relatively small
proportion are physically disabled.®® Physically disabled people seem to have a
fundamentally better chance of finding employment than people with mental or
psychological disabilities or those suffering from chronic pain. ®” Nevertheless, it is
challenging for people with visible disabilities to obtain jobs with direct customer
contact.®®

As the impairment handicaps the person's essential life activities, the promotion of
PWD employment often focuses on tailoring each workplace to the person's needs
and the business context in which they operate.® Despite the relevance of workplace
adjustments, the crucial element in the proactive engagement of PWD is the reduction
of mental and physical barriers within the company.”’ An organizational diversity
climate is essential for integrating PWD into the workforce.”! A disability-friendly
and more accessible culture can only be created if it is possible to overcome
prejudices and stereotypes.”? This can be achieved by raising the awareness of all
employees.” Continuous signals from the top management illustrating the intent of
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integrating PWD in the company are essential,” especially since many workplace
adjustments and other employees' support are needed.”> Companies should emphasize
the importance and their positive attitude towards employing a diverse workforce.”
A company's commitment to employing PWD helps to reduce mental barriers and
overcome stereotypes.”’

Individual adjustments to the workplace and work environment according to
disability are often necessary’® or assistive technology might be needed.”
Technological development and innovations constantly offer new opportunities to
compensate for impairments even more effectively.’® Through barrier-free
workplaces®! respectively, the implementation of universal workplace design
strategies®?, and accessible technologies,® jobs can, in principle, be made accessible
to many disabled persons. In addition to the workplaces, the entire company
infrastructure should be accessible for PWD.* The corporate website should be
barrier-free and accessible in simple formats.®> This also applies to the online
application processes and printed materials (e.g. large print, Braille or audio
recordings).’® This will free the environment from access discrimination.?’
Additionally, adjustments to the job profile®® or the general conditions may be
required. Such as the need for an irregular work schedule, change in shift schedules,®
flexible working hours or the possibility of remote work (telecommuting).”

In addition to the proactive employment of the PWD, companies can also support and
promote their career entry. This can be done through training and placement programs
for PWD in entry-level positions.”’ PWD can be made fit for work and return to the
labour market after a long period of unemployment or disability through a temporary
job or internship.®? Internships and other employment opportunities are also
important for graduates with disabilities to get started quickly.®> Collaboration with
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disabled persons' organizations, rehabilitation centres, and local educational
institutions is an interesting way of developing job positions for PWD within the
company and subsequently placing them with PWD.%*

PWD face a variety of recruitment and employment barriers.”> The disability must,
therefore, also be considered when recruiting.’® By participating in job fairs,
companies can make their commitment visible and signal that they are open to the
employment of the PWD.”” The recruitment strategy can also include cooperation
with disability organizations, rehabilitation institutions or local universities.”® The
interview procedures and techniques should be reviewed to see how they limit
applicants' ability to demonstrate that they qualify and meet the essential job
requirements.”® The right person for the right job should be found - regardless of
disability.!% Companies should ensure that interviews, tests and other components of
the application process are barrier-free. For example, it might be necessary to provide
sign language interpreters. %!

Furthermore, when selecting managers and supervisors, care should be taken to
ensure they are willing to accept PWD within the company.'? In addition, leadership
development opportunities for PWD should be offered. It is also important to provide
role models within the company to show other PWD what is possible.!®* PWD should
also be encouraged to form their networks or interest groups within the company.'%
In addition, managers' evaluation and reward models should include criteria for the
treatment of PWD. Resources and incentives for the staff should be provided to
mentor and train the PWD or engage in adapting to the working environment.!%
Table 1 shows an overview of previously described measures to promote PWD
employment in companies. These measures can be implemented in the company
individually or in combination. In most cases, the need for individual adjustments or
assistive technology in the workplace does not cause any or only marginal costs, as
these are primarily small adjustments. Larger items are usually covered or subsidised
by the state or the rehabilitation service. '

The most important success factors for integrating PWD into the workforce are the
employees' openness and, in this context, the dismantling of the existing mental and
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physical barriers in the company. This can be achieved on the one hand by sensitising
the employees to the topic of disability and on the other hand by the top management
acting as role models.

Table 1 CSR initiatives to promote the employment of PWD in companies

Scope Measures

Working Accessibility (barrier-free), universal workplace design strategies, accessible
Environment | technologies, assistive technology, individual adoptions of the workplace,
barrier-free corporate website

Corporate Promoting a diverse climate, encouraging PWD to form networks or interest
Culture groups within the company

Human Sensitizing employees and managers, providing a barrier-free recruiting
Resources process, participation in job fares, offering internships, training, and placement

programs as well as entry-level positions to disburden the entry of PWD in
labour, leadership development opportunities for PWD, providing role models
within the company

Job Adapted, flexible or irregular working hours, telecommuting, adjustments of the
job profile

Management | signal the willingness to employ PWD (internally and externally), define the
commitment in terms of actions, and provide incentives for employees
regarding the promotion of employment of PWD

Source: Own presentation according to Miethlich & Slahor (2018a, p. 353)

1.2 Vocational Rehabilitation

After an accident or a severe illness, it can be difficult or even impossible to return to
work due to a long absence from work or permanent restraints. In this case, vocational
rehabilitation takes place along with health-related rehabilitation. Various studies
show that employed people recover almost twice as fast as unemployed people.'’
Likewise, the longer a person stays away from the workplace, the less likely they will
return to their original workplace. The return to the company to a possibly adapted
workplace during the healing process enables the person concerned to remain
involved in the business and formally and informally in contact with the company,
employees, and superiors. The maintained employment in the company offers the
person concerned psychologically important security during recovery.!%

1.2.1 Purpose of vocational rehabilitation

Vocational rehabilitation enables persons with a temporary, impending or permanent
disability to access, return, or remain employed.'” As a decisive intervention in a
prolonged absence from work, vocational rehabilitation can accelerate the return to

107 ¢f. Gobelet/Franchignoni, 2006, p. 6.
108 ¢f. Glade et al., 2020, p. 86; Doucette, 2004, p. 3.
199 ¢f. Waddell/Burton/Kendall, 2008, p. 8; BSRM, 2000, p. 11.
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work and thus minimize the number of working days lost, increase the productivity
of limited employees, reduce early retirement, and contain social costs.!!°
Vocational rehabilitation aims to return affected persons to their place of work. If this
is not possible at the previous work due to a permanent disability, or physical or
psychological impairment, the person concerned can pursue a suitable activity at
another workplace.!!! Often there are no suitable alternatives with the previous
employer, and the person concerned depends on being given a chance with a new
employer. Further training or retraining might be necessary to find a new position.'!?
Vocational rehabilitation always aims to maximise the person's capability to return to
meaningful employment.!!* And to earn their full income again. It can be concluded
that vocational rehabilitation is ultimately about the rehabilitation of earning.
Vocational rehabilitation may also be necessary and applicable for people with

disabilities who return to work or change jobs after a long absence.

1.2.2 History of the development of vocational rehabilitation

In the course of industrialisation in the 19th century, occupational accidents increased
significantly. Occupational safety measures were often dispensed to keep production
costs as low as possible. At the same time, there was a lack of monitoring and control.
It was not until the state intervened that the number of accidents at work could be
significantly reduced.!'*

In Switzerland, child labour was restricted in the canton of Zurich as early as 1815.
A labour protection law was first introduced in the canton of Glarus in 1864 that
regulated the employment of adults.!!® It was not until 1877 that a factory law was
introduced throughout Switzerland, which for the first-time regulated factory work,
banned child labour and set maximum working hours. At the same time, companies
were held liable for work-related injuries to employees, and state inspectors were
appointed.'!®

Germany pioneered “social security” and introduced a comprehensive accident law
as early as 1884. This was the model for several other European countries, which also
introduced accident laws in the following years. No measures were taken in the USA,
and the number of accidents increased even more with the introduction of assembly-
line work. Monotony and mental fatigue were seen as the main causes of accidents
and resulting disabilities. Thus, between 1900 and 1920, new disciplines developed
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in Europe and North America, such as industrial hygiene and industrial psychology,
which laid the foundation for OHS.!!”

OHS is concerned with people's safety, health, and welfare at work. It pursues the
goal of maintaining the health of employees and preventing illnesses and accidents.
This is achieved on the one hand through appropriate working and employment
conditions, increased safety at the workplace and protection through environmental
factors.!!® Vocational rehabilitation can theoretically be understood in a broader sense
as an element of OHS.!'" OHS primarily has a preventive effect. No or as few
accidents as possible occur, and the employees remain healthy; the case that
something does happen, and employees can no longer perform their previous
occupational activity was not regulated further for a long time.

Nevertheless, it is astonishing that the ILO's core labour standards from 1959 onwards
already refer to occupational rehabilitation. However, ILO member states did not
ratify this standard until 1983.'2° Vocational rehabilitation of employees is not a
component of OHS in company practice. According to the ILO standards, vocational
rehabilitation is also not a component of OHS, even though the integration of
vocational rehabilitation into the OHS standards is repeatedly discussed.'?! In
contrast to vocational rehabilitation, OHS is a component of almost all CSR
frameworks and management tools. On the other hand, vocational rehabilitation or
the employment of persons with disabilities has not been taken into account, so to
speak, in CSR frameworks and management tools to date.!??

Vocational rehabilitation was ratified as a separate standard by many states as early
as 1983 by the International Labour Organization (ILO) Convention No. 159, which
committed them to regularly revise legislation and provide access to appropriate
measures for affected persons as well as to promote cooperation and coordination
between governmental and private-sector organizations about vocational
rehabilitation.'> Nevertheless, very few countries have a quota system or an
obligation to employ people with disabilities or participate in vocational
rehabilitation.!>* Even in countries with extensive legal obligations, the vocational
rehabilitation process is often hampered by general problems and functions poorly.
In addition, companies tend to barely fulfil their legal obligations in the rehabilitation
process, as there are no sanctions to be feared.!” In vocational rehabilitation,
companies always find themselves in a field of tension between assuming social
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responsibility and fulfilling operational goals.!?¢ Although social security and social
insurance systems have many possibilities to support affected persons in their
vocational rehabilitation, they cannot be successful without the goodwill and
commitment of companies.

1.2.3 The realisation of Vocational Rehabilitation: A Cooperation between
social security and enterprises
Vocational rehabilitation organisation varies from country to country and, in some
cases, from region to region.!?’” From acute care after an accident or illness to return
to the labour market, the usual course of vocational rehabilitation is shown in
Figure 1.
In the case of restraints that remain after medical treatment, the person concerned
may undergo outpatient or inpatient medical rehabilitation. Subsequently, vocational
rehabilitation can be initiated and conducted simultaneously with medical and non-
medical interventions.!?® For the most efficient rehabilitation, medical and vocational
rehabilitation must be addressed and coordinated equally.'?® After the vocational
rehabilitation period is finished, a decision must be taken on whether the person can
return to employment. If the vocational rehabilitation measures fail and result in
disability, the person receives a disability pension corresponding to the degree of
disability.!3°
In most European countries, social security agencies are responsible for the
consequences of disability and carrying out vocational rehabilitation. These insurance
carriers have in common that they pursue the fundamental principle of “rehabilitation
before pension”.!3! A causal relationship is assumed between the severity of the
health impairment or disability and the potential earning capacity. Thus, all medical
and vocational rehabilitation opportunities are exhausted to minimize or prevent a
long-term or permanent inability to earn an income.'* Therefore the social security
agencies themselves are interested in motivating the people concerned to return to
work. It is problematic when a pension seems more attractive than resuming work.'3?
The process of vocational rehabilitation is complicated and includes complex
interactions.!3*
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In most countries, the insurance carriers work with specialized institutions (e.g.,
sheltered workshops, work centres, social enterprises for work integration, and
employment support), but above all, with companies.'**> The support of the insurance
carriers is comprehensive for the affected persons themselves as well as for
companies. Including companies in vocational rehabilitation is the most efficient and
effective option.'*® In contrast, the use of specialized institutions is comparatively
lengthy and cost-intensive. Often, vocational rehabilitation is accompanied and
coordinated by an RTW coordinator or case manager of the relevant social insurance
carrier.

Additionally, there are various measures financed by social security which can be
used individually or in combination for vocational rehabilitation, for example,
vocational assessment (job assessment and analysis), vocational and career guidance,
retraining, further qualifications, workplace-related guidance and counselling,
ergonomic adjustments in the workplace, functional rehabilitation programs and
psychosocial interventions, and other support for enabling the return to work.!3” Work
1s not always understood as part of rehabilitation, so vocational rehabilitation often
includes educating everyone involved about the value of work for health and
recovery.!®® These vocational rehabilitation interventions are almost identically
applied to people with congenital or development-related disabilities who enter the
labour market for the first time'3® and return to work after a long absence or job
change.

Vocational rehabilitation can be seen as an intervention or service limited to person-
centred approaches in theory and practice.!*® In vocational rehabilitation, the
provision of work that the person concerned can perform with his or her current skills
is central. This often requires ergonomic adjustments at the workplace or at the task
itself.!*! Those adjustments are often similar to the ones for PWD as described in
“1.1.4 Success factors of the integration of people with disabilities into labour”.
However, the measures and procedures might differ slightly from the employment of
PWD in several respects. For example, it can be assumed that a person with a
disability knows what adjustments are required at the workplace, what aids are
needed, and how to use them optimally. In vocational rehabilitation, performance
must first be trained and tested, which takes some time due to the adaption of the
work process, required aids and testing of the optimal adjustments to the workplace.
In addition, permanent sheltered workplaces, with work activities that make few
demands and do not involve pressure to perform, can be firmly established in the
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company to implement vocational rehabilitation, especially for the early phases.'#?
This can accelerate the start of work for a person who is ill or had an accident. In
addition, persons in the process of vocational rehabilitation can be considered for

internships or entry-level positions.'*

Figure 1 Process of Vocational Rehabilitation

Rehabilitation

Vocational rehabilitation

8 2 =
= = .2
392 & g
O B v QO
. p— Q-
(% =)
Decision
-
S
o
)
.
=
o
iz

e.g., education, training, work, modified work

Medical
¢.g., functional restoration program, therapy

I
I
I
I
I
I
I
!
I
|
I
I
I
I
!
]

Medical rehabilitation

Medical care

Disease / injury

At work

e s e e _________________________________________________________.__________’

Source: Own presentation according to Selander et al. (2002, p. 705)

142 ¢f. Gensby/Labriola/Irvin/Amick/Lund, 2013, p. 220; Higgins/O'Halloran/Porter, 2012, pp. 328-330;

Doucette, 2004, pp. 2-3.
143 ¢f. Sherbin/Kennedy, 2017, n. pag.

27



Vocational rehabilitation is a complex process and an interplay of different
stakeholders. Functioning communication among the stakeholders and coordinating
medical and non-medical measures are central. Although vocational rehabilitation
depends on companies' participation, companies often find it difficult to cooperate
with the stakeholders involved in rehabilitation processes.

1.2.4 Success factors of vocational rehabilitation

Companies' commitment and generous cooperation with social security agencies are
basic conditions for successful vocational rehabilitation.!** The company's
commitment to vocational rehabilitation seems to require an appropriate corporate
culture.'* For example, in addition to management's commitment,' a climate of
organizational diversity is a significant success factor for integrating people with
disabilities or long-term health concerns into the workforce'*’.

Vocational rehabilitation carried out by the previous employer promises the greatest
success. Whether it is a return to the previous position or another job within the same
company seems insignificant.'*® However, often there is no suitable alternative
position at the previous employer, and the person concerned is dependent on being
given a chance in another company.

Vocational rehabilitation can be institutionalized within the company using an
internal specialist unit or contact person. The creation of such an interface improves
the cooperation of the stakeholders involved.'* Proactive initiation and coordination,
with the information and involvement of key stakeholders, can significantly promote
vocational rehabilitation due to early intervention.!>® Waiting for the initiation and
coordination of vocational rehabilitation by social security or healthcare providers
often takes an unnecessarily long time!>! due to case numbers or work overload.!>?
The early commencement of vocational rehabilitation measures also significantly
increases the chances of a long-term resumption of work.'>? Active participation of
the person concerned improves work and activity tolerance, which prevents
deconditioning and chronicity and reduces pain and the effects of illness or
disability.!>* Empirically, there is clear evidence that the duration of the inability to

144 ¢f. Seing/Stahl/Nordenfelt/Biilow/Ekberg, 2012, p. 553; Pilet, 2006, p. 44.
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work is significantly reduced through adjustments to the workplace and contact
between the health service provider and employer. It can be assumed that
interventions such as early involvement of the employer, ergonomic advice at the
workplace, and an RTW coordinator or case manager will also significantly reduce
the costs associated with the duration of the inability to work.!> At the same time,
the risk of job losses is minimized.'®

This indicates why a specialist unit or RTW coordinator is needed to facilitate and
monitor the entire vocational rehabilitation process.!>” Even if different insurance
carriers offer many possibilities and instruments to support vocational rehabilitation,
success depends largely on the economic and social environment.'* Central to this is
the goodwill and willingness of businesses and companies.!”® Nevertheless,
vocational rehabilitation is always an interaction of different actors and must be
understood as a network task.!'®

A critical success factor is good cooperation and ensuring communication between
all parties involved. The insurance carriers work with specialized institutions (e.g.,
sheltered workshops, work centres, social enterprises for work integration, and
employment support) and, above all, with the person concerned.'® A clear
understanding of the requirements of the previous work and the person's current
abilities is essential.!> Poor communication, a lack of trust or disappointment can
cause vocational rehabilitation to fail despite the person's ability to meet adapted or
regular work requirements.'> Practical experience has shown that vocational
rehabilitation is easier and faster for serious but visible disabilities, such as paralysis
or amputation than for less severe but less visible disabilities. This circumstance can
probably be explained by the fact that visible disabilities guarantee direct recognition
by society or the environment.

In contrast, a person suffering from a psychosomatic or mental illness, for example,
has nothing that they can show to their environment so that the disability can be
directly recognized.!®* Therefore, people with less visible disabilities often have to
explain themselves to their environment and hope for understanding. As a result,
people with non-obvious disabilities are more often confronted with mistrust
regarding their willingness to perform than people with obvious disabilities. '6°
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The employees' openness and acceptance is also key success factor in vocational
rehabilitation processes. Here, the managers, in particular, are called upon to
communicate early and skilfully without violating the personal rights of the person
concerned. Otherwise, employees may feel that they are being treated unfairly
because the person being rehabilitated appears to have special conditions (increased
absences, flexible working hours, adapted scope of work, etc.).

1.3 Employment of people with disability and vocational rehabilitation

Initial research results conclude that the effects on companies by the employment of
PWD and vocational rehabilitation of people who had an accident or suffered from a
severe illness are identical, at least when observed over a longer period.'® However,
the employment of PWD as an actual employment relationship tends to be long-term.
In contrast, vocational rehabilitation in companies represents a limited period of
several months, after which the occupational status transitions to regular employment
status. Despite the differences, the knowledge of vocational rehabilitation is relevant

for the employment of PWD and vice versa.'®’

1.3.1 Delamination from diversity initiatives

Although many companies increasingly recognise the benefits of diversity in their
workforce and mention PWD as part of their diversity statement, they do not specify
their commitment.!®® People with disabilities represent a completely different
challenge for companies than other disadvantaged groups'®’ since disabilities can take
many different forms and manifestations and change over time.!”” Every single
workstation must be adapted to the affected employee's needs and the respective
company context.!”! Traditional approaches to achieving equality and equal
opportunities in the company do not go far enough for people with disabilities and
are, therefore, unsuitable.!”?

The employment of PWD contributes to a company's diversity and thus should be
part of the understanding of diversity. However, the effort required to include PWD
in the company differs from other diversity groups.
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1.3.2 Delimitation from other concepts

The terms “return-to-work (RTW)”, “disability management”, and “workplace case
management” are often used synonymously. The concepts aim to reduce or prevent
the inability to work due to accidents and illness through preventive measures within
the company. Beyond that, disability management is understood as part of the
organization and corporate strategy.!”® In addition to responsibility for safety systems
and accident prevention, it also covers aspects of vocational rehabilitation. In this
way, employees are supported and accompanied on their return to work after an
accident or illness. Disability management often takes on an interface function
between companies and social security, equivalent to occupational case management.
Case management represents the methodological basis for implementing disability
and RTW management and is generally used in medical and vocational
rehabilitation.!” The handling of cases in case management follows a systematic
process structured in a control cycle consisting of the following steps: Recording,
assessment, planning of measures, implementation, monitoring of measures and
evaluation.!” Case management also includes making services accessible and
coordinating them, always aiming at rapid and resource-saving case processing. An
in-house specialist unit (e.g., disability management or occupational case
management) can support the vocational rehabilitation process and bridge internal
and external stakeholders' cooperation and collaboration. It enables better
exploitation of opportunities within the company, even across departments (e.g., by
relocation, an adaptation of activities or the work environment) and, at the same time,
a better understanding of “work disability” throughout the organization. However,
the costs of setting up a specialist in-house unit are hardly bearable for SMEs.!® In-
house specialist units can be problematic in vocational rehabilitation, especially
concerning conflicts of interest and personality protection. An external RTW
coordinator or a contract with a third-party disability management company to
manage the medical information and return-to-work plan can help avoid conflicts of
interest and guarantee the person concerned a neutral, secure, and trustworthy service.
Including medical information and the associated handling of data protection can
significantly influence the effectiveness of vocational rehabilitation, so a trustful
relationship between the person concerned and the RTW coordinator is crucial.!”’
However, external RTW coordinators hardly know the company and the existing
possibilities when searching for potential solutions. They have to rely on the
assessments of the contact persons within the companies, who usually have only

limited experience with the topic of “work disability”.!”®
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There are various methodological approaches to promoting health and fulfilling the
company's duty of care for employees who have suffered an accident or become 1ill.
The degree of implementation can vary greatly, from the option of administrative
assistance in contact with external bodies to proactive support for the affected persons
in the rehabilitation process.

1.3.3 The economic relevance of the employment of people with disabilities and
vocational rehabilitation

Persons with disabilities or long-term health concerns and groups with other barriers
to labour market entry or job retention belong to vulnerable groups.'” These
vulnerable labour market groups represent a large and growing part of the population
in many countries.'® Due to different definitions and criteria for data collection, data
on the prevalence and extent of disability in the population are difficult to compare
internationally. It can be assumed that 10 to 20 percent of the population is affected
by disabilities in each country.!®!

There are still physical and mental barriers when employing and occupying PWD. 82
As a result, even today, PWD with the same professional qualifications have lower
career prospects than persons without disabilities.'®* Finding jobs and professional
development are big challenges for PWD.!8* A difficult economic environment seems
to undermine further and weaken the equality of opportunities for people with
disabilities.'®> Thus, people with disabilities often remain excluded from the labour
market, leading to exclusion from social life.'3® For unemployed PWD, this means
only marginal opportunities to contribute to the economy's productivity.
Consequently, governments face a growing number of disability beneficiaries. Those
are already nearly three times more expensive than unemployment. On average, six
percent of the working-age population in the OECD countries receives invalidity
benefits.!®” The exclusion of disadvantaged groups from the value chain can be seen
as a waste of entrepreneurial, national, and global resources.'®® This is illustrated by
the importance of both supply and demand factors'®® in addressing PWD
unemployment and social inclusion issues.!”® The PWD segment is a mostly untapped

market for products and services'®! and has an enormous untapped workforce
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potential.'”? Economically, the loss resulting from the exclusion of PWD from the
labour market is estimated at three to seven percent of GDP.!*3

Although only a small proportion of people who are ill or have had an accident need
additional support to return to work, vocational rehabilitation seems to be a good
business case for all involved stakeholders from an economic point of view.
Integrating into the labour market can improve the quality of life and the well-being
of the persons concerned, which positively affects the economic and political
structures. Studies show that vocational rehabilitation reduces overall disability rates
and health costs.'”* However, the available research results come mainly from
economically strong nations and are overall inconsistent.!®> Overall, improving the
quality of life of those affected and long-term effects are hard to measure.!*®

The cost advantages of vocational rehabilitation are empirically better proven than
the case in many other health and social policy fields. A targeted vocational
rehabilitation programme seems cost-effective in many situations and has a positive
long-term effect.!®” It can be assumed that the benefits of vocational rehabilitation
outweigh the costs of implementation and the follow-up costs incurred if no
intervention takes place.!”® The cost-effectiveness has been empirically proven due
to reduced incapacity to work and the associated costs. However, due to the wide
variety of disabilities and intervention options, it is almost impossible to accurately
determine cost-effectiveness or cost benefits. '°° Accordingly, no international
consensus has yet been reached on the methodology of vocational rehabilitation and
its effectiveness and efficiency.?*

Vocational rehabilitation and employment of PWD are of great economic relevance.
Not only is the non-employment of these groups of people a waste of human capital
resources, but it also leads to high costs for the social and healthcare system.

1.3.4 Political context and relevance of the employment of people with
disabilities and vocational rehabilitation

The political goal in various countries is to reduce the number of recipients of

disability pensions. Several European studies show that working conditions and job

safety significantly impact the incidence of illness and, consequently, long-term and

permanent disability.2°! Therefore, vocational rehabilitation is becoming even more
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strategically important for politics and social security agencies, and the need for
opportunities for vocational rehabilitation is increasing.?’?

In 1983, vocational rehabilitation was ratified by ILO Convention No. 159 of many
U.S. states, which committed themselves to revise the legislation regularly to create
access to suitable measures for persons in need of support and to promote cooperation
and coordination between state and private sector organizations concerning
vocational rehabilitation.?”® Guidelines, such as the “Enterprise 2020 of the EU,
“ISO 260007, and the strategy “Intelligent, Sustainable and Inclusive Growth” of the
UN, as well as initiatives like “UN Global Compact”, “Global Reporting Initiative”
or CSR national action plans on non-discrimination employment, indicate that the
employment of PWD is a major concern.?* In recent years, it has been observed that
international intuitions such as the UN proclaimed PWD as equals, including the right
to employment. As an important group of human diversity, this concern has also
become more important for companies.?%

It might be concluded that companies need legal regulations and monetary incentives
to take responsibility for employing PWD.?% However, the reality in various Western
countries has proven legislation alone is insufficient for the economic integration of
PWD.?" For example, governmental regulations and guidelines are not implemented
because the governments do not provide obligate and enforceable criteria for
companies.’”® Companies do not use governmental support, probably out of
ignorance or fear of obligations.?*

In most countries, companies have no obligation to engage in vocational
rehabilitation, rehabilitate sick or injured employees professionally,?!” or continue
employing them. This is an exclusively voluntary social commitment of a company.
Unlike Germany, Austria or other European countries, Switzerland has neither a
quota system for the employment of people with disabilities nor an obligation to
cooperate in the vocational rehabilitation of employees who have fallen ill or suffered
an accident.”!! Companies are also not obligated to keep the concerned employee
occupied.?!?

Even in countries with comprehensive legal obligations for companies, vocational
rehabilitation is often hampered by general problems.?'* Employers barely fulfilled
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the legal obligations in the rehabilitation process.?!* The constant above-average
unemployment rate of PWD and the failure of government measures indicate the need
for companies to address this issue in the context of CSR.?!> In most cases, CSR
activities are far superior to the minimum worker protection requirements in national
and international legislation.?!6

In addition to significant economic consequences, social peace is also at stake if it is
less and less possible to employ everyone according to their abilities in the labour
market. They are consequently excluded from social life. Politicians are, therefore, in
charge of raising awareness of the issue and creating real incentives for companies to
participate in this matter.

1.3.5 Current situation and problems in promoting the employment of people
with disabilities and vocational rehabilitation
Given the complexity of most countries' insurance systems, inter-institutional
cooperation between the various social insurance providers is crucial in vocational
rehabilitation and, consequently, in avoiding pension cases and reducing overall
costs.?!” For example, the Swiss insurance system consists of various social insurance
providers responsible for supporting invalidity, accident, daily sickness benefit,
unemployment insurance, or social assistance. The cooperation of employers and
social security insurance with other stakeholders is often ineffective.?!® Social
security agencies often have too few human resources, who are therefore overworked
and cannot sufficiently fulfil their task of coordinating and monitoring vocational
rehabilitation. Additionally, social security insurances see companies as their
customers and shape their business relationships accordingly,?'® which explains why
companies do not have to fear any disadvantages or sanctions if they do not cooperate.
Various studies show that non-compliance with vocational rehabilitation legislation
often stems from companies expecting information and medical diagnosis from
healthcare providers and insurance systems before vocational rehabilitation is
initiated.?”® Further reasons why companies are not involved in vocational
rehabilitation and fail to comply with legal requirements can be attributed to poor
communication and unclear responsibility among the stakeholders involved,?*! a lack
of commitment by the top management, a lack of alternative employment
opportunities within the company, economic pressure or even employee displeasure
and resistance of co-workers and superiors. Often the thinking that an employee must
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be completely healthy before returning to work also prevents vocational
rehabilitation.

The adoption of company policies on PWD inclusion is mainly observed in large
corporations and multinational corporations. This seems to be explained by the fact
that these companies have better conditions and more resources to achieve diversity
among employees and address this concern.?”? The company size*?* and the business
sector’** significantly impact their employment policies, practices, and labour needs
concerning PWD employment. For example, the IT and telecommunications
industries are more market- and customer-oriented and invest heavily in the design
of barrier-free products and services. Accordingly, these industries are more likely to
need employees with disabilities. At the same time, it may be easier for companies in
these industries to create an inclusive and accessible work environment. Companies
in consulting, research and development are heavily involved in protecting human
rights and non-discrimination of their employees and providing more flexible
working models. IT and R&D companies focus primarily on their skills and
competencies in recruiting new employees. Financial sector companies are very
customer-oriented and focus on providing accessible services, facilities and online
services.??> However, real “disability champions” are missing companies that could
serve as role models for business cases and best practices for other companies.??¢
Positive examples are important to demonstrate and understand the benefits of such
activities.??” Unlike business organizations, public sector organizations tend to be
“expected” rather than “favoured” to employ PWD .2

However, a positive attitude and a generally positive perception of a company are not
necessarily associated with increased intentions to hire or retain PWD.??° This is also
reflected in the fact that most multinational companies respond to PWD in their
organizational norms and values but do not further incorporate this into their
corporate culture, personnel policies or work environment.?* The confessions are
usually limited to non-discrimination, equality and human rights issues. Although
many companies increasingly recognise the benefits of diversity in their workforce
and mention PWD as part of their diversity statement, they do not specify their
commitment.”*! PWD represent more of a challenge to companies than other
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disadvantaged groups.?*? Disabilities have different manifestations and degrees of
severity and can change over time.”*> Each workplace must be tailored to the
employee's needs and the respective corporate context.?** Therefore, traditional
approaches to achieving equality and equal opportunity are unsuitable.??*

It also seems that companies are more concerned with their employees with high
socio-economic status. Social responsibility towards the workforce is selective and
often seems to depend on the current value of an employee in the workplace. In
contrast, employees with low socio-economic status are more likely to be reoriented
outside the company - if supported.?*® So far, companies seem to ignore PWDs'
potential as customers and employees.??” However, there is some empirical evidence
that PWD employment can bring many benefits to companies.”*® Extensive job
adjustments are rare’* and seem to discourage employers.2** Most companies do not
take over any responsibility for the vocational rehabilitation of their employees.
Financial considerations seem to take precedence over legal and ethical
considerations.?*!

Different studies suggest a link between new types of labour arrangements (e.g.,
freelancers and workers without an employment contract) and poor health, which
leads to an increased risk of work disability due to inadequate vocational
rehabilitation. Due to the growing labour market flexibility and the flexibilization of
work, the importance of vocational rehabilitation will continue to increase for society
and governments.?*> Since social security systems hardly adapt to economic
development or only with great delay, corporate social responsibility is also
increasingly important for the state.?*

Nevertheless, companies are important in welfare states to achieve effective
vocational rehabilitation.?** The promotion of vocational rehabilitation offers added
value to a company's CSR. Vocational rehabilitation can minimise social and health
costs for society in the long term and secure the professional future of the persons
concerned. Companies involved in vocational rehabilitation can thus generate a real
shared value.**
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Companies can distinguish themselves and stand out positively with their CSR
commitment. Nevertheless, companies still have a lot of potential in terms of
employment of PWD as well as vocational rehabilitation, not only in the private
sector but also in the public sector. A significant boost to companies' commitment
could be achieved by raising awareness of the issue in society. But also, simplifying
the cooperation between companies and insurance providers could significantly
increase companies' willingness for social engagement.

1.4 Corporate Social Responsibility

The public increasingly expects companies to incur social responsibilities. Therefore,
the question for companies today is no longer whether CSR activities should take
place but rather how they should be carried out.?* Accordingly, CSR has gained
importance in management research.?*’ Nevertheless, the definition of CSR remains
vague.’#

Many studies on CSR explicitly point to the definition's inconsistency and the
concept's different boundaries.>** Uniform standards*° or a universal concept®! of
CSR do not exist. The most frequently quoted definition of CSR in the American
region originates from Caroll:>>? “The social responsibility of business encompasses
the economic, legal, ethical, and discretionary expectations that society has of
organizations at a given point in time”.?* In Europe, the definition of the EU
Commission seems to be determining. The European Commission defines CSR
briefly as “the responsibility of companies for their impact on society”.?** The
differences in definition can be attributed to historical differences in the respective
political, social, and cultural environments.?>> However, the literature also shows that
the definition and concept of CSR have gradually changed over time from an altruistic
to a self-interested or strategic understanding.>>¢

In this study, CSR is understood as the voluntary commitment of companies beyond
the legal requirements to generate profits in an ecologically, economically, and
socially acceptable manner. CSR is not an additional activity of a company but a way
of operating the core business. The central question is not how profits are distributed
but how they are generated.?”” Therefore, CSR can also be understood as a business
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process integrated into strategic corporate management. This is intended to enable
the company to adapt quickly to changing social conditions, simultaneously securing
access to capital, driving forward new markets, and enabling new growth
opportunities.?® Various models capture the concept of CSR, such as the pyramid
model %°, implicit and explicit CSR?%°, the “Three-Domain” model®®! or the “Triple-
Bottom-Line” concept?®2. However, as these concepts are unlikely to contribute much
to the investigation findings, they will not be discussed further.

1.4.1 Delimitation from related concepts

Besides CSR, some related concepts overlap in certain areas but focus differently.
This 1s especially the case with Corporate Sustainability (CS), Corporate Citizenship
(CC) and Business Ethics (BE). The concepts are often used interchangeably. Even
if the delimitation or overlapping of the terms is discussed controversially in the
literature, it is still unclear whether this is the case.?%* The concepts of CSR, CS, CC,
and BE can be distinguished based on their fundamental focus.

Thus, CS is concerned with sustainable corporate governance, which pursues
maintaining the comprehensive functionality of the economic area, which is the basis
for the continuation of its business activities.?** In contrast to CSR, CS encompasses
voluntary and all mandatory activities and requirements. At the same time, CS is
about implementing and complying with legal requirements and guidelines as
efficiently as possible.?> CSR can be seen as part of CS.

On the other hand, CC pursues the goal of positively linking a company with the
social environment in which it operates in as many ways as possible.?*6 CC
encompasses all activities that positively contribute to society and go beyond the
actual business activity, such as employee volunteering for charitable work or
sponsoring and donating to aid organisations. There are different views on whether
CC should be understood as a CSR component or an independent concept in the
literature.?®” CC can be differentiated from CSR because it is, in principle, additional
activities independent of the core business.

BE is concerned with research into business situations, activities, and decisions in
which the question of morally wrong or morally right is explored.?®® It is remarkable
that in the management literature, the term CSR is used more often than in the
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business ethics literature. Nevertheless, BE is often equated with CSR.?® CSR can
be seen as a product of BE, i.e., due to corporate management's ethical and moral
values and ideas.?”®

The concepts described overlap in different aspects but have a different focus. The
concept of CSR best encompasses the research topic.

1.4.2 Company’s ripple effect: a model for assessing the impact of socially
responsible engagement on society and stakeholders

The “Company's Ripple Effect” deals with the context of a company and the effects

of a company's activities on society and stakeholders.

Figure 2 Company's Ripple Effect
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In the modern global economy, assuming appropriate social responsibility is a social
necessity. Therefore, companies must ensure that they manage their relationships and
influence society effectively, which maximises the positive effects and minimises the
negative effects. Companies have a “ripple effect” on society, like a stone thrown into
a pond. A company's activities have a direct and indirect economic, ecological, and

269 ¢f. Joyner/Payne, 2002, p. 300.
270 ¢f. Amba-Rao, 1993, p. 564.
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social impact on all those associated with the company.?’! A comprehensive overview
of possible stakeholders that a company can directly or indirectly affect is shown in
Figure 2.

Companies must understand their role in society and see themselves as citizens of
that country. Accordingly, they should deal with their rights and obligations the same
way as citizens. Politically speaking, citizenship brings rights, active commitment,
and responsibility for a country, region, and community.?’?

The model illustrates the role of a company in society and the resulting direct and
indirect influences. The model can, therefore, also serve as an instrument for

developing a CSR strategy or concept.

1.4.3 Benefits of CSR

In business practice, managers have recognized that a socially responsible reputation
positively influences business success.?’”> However, some CSR activities can also
create value or benefit for the company without the stakeholders' perception. Such as
reducing energy consumption brings environmental benefits and cost savings for the
company itself. 274

Besides the opportunities for cost reduction, awareness must be created among
stakeholders and customers specifically to generate further benefits from CSR
activities. 2’ CSR activities can bring competitive advantages if they increase or
create a new customer benefit. Therefore, management must understand how CSR
activities affect customers regarding their overall impression of the company and the
benefits of conducting CSR activities.?’®

CSR activities are very well suited to product differentiation, especially with the
possibility of achieving an important, unique, and superior position in the market.?”’
Consequently, this leads to a strong brand and significantly contributes to the
company's success.?’® For example, a holistic strategy focusing on sustainability in
all business activities can bring a competitive advantage through differentiation and
innovation. That offers stakeholders, and specific customers, a unique value
proposition.?”

Customers have developed a preference and a stronger awareness for product-related
CSR activities, favouring them over other CSR activities such as philanthropy or
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sustainable business processes.?®" Attributes of a product (i.e., labelling of content
and origin, policy implementation, and product liability) form the basis for customers'
purchasing decisions more than aspects of human or environmental responsibility.?8!
Hence, a customer's probability of becoming aware of a company's CSR activities is
highest for product-related CSR activities.?®> Therefore, product-related CSR
activities have the greatest impact on a company's CSR image. On the other hand,
social or people-related responsibility has the greatest influence on customers' buying
intentions.

The quality of the relationships between CSR and competitive strategies is
determined largely by the benefits for stakeholders and the costs incurred by the
company. Studies show that the connection between CSR and competitive strategies
is compatible with business practice. The compatibility of CSR and competition
strategies can be given. This is based on the competitive strategies according to Porter
(2008) and the classification of CSR strategies, divided into conservative, visionary,
introverted, and extroverted strategies?®’. The generic strategic principles for
achieving a competitive advantage are divided into three fundamental types: the
strategy of cost leadership, the strategy of differentiation and the strategy of focus.?%*
In the economics literature, these are generally used under the term competitive
strategies since they aim to achieve and secure a lasting competitive advantage.?®
However, a competitive advantage can only be achieved if entrepreneurial action is
based on focusing on one of the two main strategic directions: either on a cost
structure that is as favourable as possible or on differentiation. These two strategic
options are also known as generic competitive strategies.?®® The focus strategy
concentrates on a submarket with a target group with a specific needs structure.?®’
Differentiation strategies can be categorized into six systematic methods through
which a company can gain a competitive advantage over its competitors. These
include the possibilities of differentiating oneself from competitors through price
leadership, design, image, quality leadership, additional services, and an
undifferentiated strategy (e.g., pursuing an imitation strategy).?®® The generic
competitive strategy approach to cost leadership and differentiation is valid
throughout the industry, while the strategic focus approach is only specific to the

respective segment.?® Therefore, the definition of the market to be served is based
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on the respective industry or on focusing on a niche.?®® A clear understanding of the
needs of customers and the market is a prerequisite for achieving competitive
advantages. A real competitive advantage can be created if customer needs are met
effectively, cost-efficient, and better than those of competitors.?*!

Companies can improve their CSR image by placing social responsibility at the centre
of their value-creation strategy.?*> Studies show that when a brand presents itself as a
CSR brand, customers are much more aware of CSR activities than a brand that only
engages in CSR activities without communicating it as part of the brand.?®* In
addition, high-profile CSR initiatives seem to make a more significant contribution
to corporate success than, for example, the consistent integration of CSR in all
business processes.?** Nevertheless, CSR activities with high publicity impact
achieve comparatively short-duration positive effects. At the same time, the
consistent integration of CSR in the value chain brings long-term benefits.?*> It can
secure the existence of a company due to its attitude and credibility, even in price-
sensitive and highly competitive markets.?*® The positive perception and credibility
of corporate social responsibility lead to a higher probability of purchase and longer-
term loyalty and advocacy among customers.””’ Investments in CSR seem
worthwhile even if the initial costs of implementation are greater than the resulting
profits.?*8

Human and work-related responsibilities are both dimensions that impact the overall
perceived CSR of the brand. Therefore, these would be the dimensions to prioritize
any brand that wants to achieve a more elaborated CSR image.?”® The perceived
work-related responsibilities are not primarily related to news headlines of bad
Human Resource Management (HRM) “practices” among suppliers (e.g., child
labour or poor working conditions). In the customer's perception, treating the service
employees with whom they have personal contact is essential. Accordingly, HRM
and employees also play a role in brand building. A good HRM image can strengthen
a brand. Therefore, companies should treat the HRM and employer image as
analogues to the product and price image. The perception of a company as a “good”
employer is closely linked to customers' loyalty and willingness to pay a higher price.
Brands with a good HRM image have stronger customer loyalty and attract customers
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willing to pay a premium price. The social responsibility dimension in hiring and
developing employees is a very important part of a good HRM image.>*

Consumers are increasingly aware of CSR and sustainability of companies and pay
more attention to their consumption behaviour that has as little harmful impact on the
environment and society as possible. Companies should therefore pay attention to
authentic and consistent activities in CSR and sustainability, as they can also benefit
from this (reputation, corporate image, product differentiation, etc.).

1.4.4 CSR and Employer branding

Employer branding allows companies to present themselves positively in the market
amidst the competition between employers for skilled workers and specialists.?°! It
serves as traction for new employees but also supports organisations to remain
attractive to existing employees, thus strengthening employee loyalty.>> The
attractiveness of an employer is primarily determined by the following factors:
professional development opportunities, corporate reputation, social acceptance and
affiliation, work-life balance, business ethics, and CSR.** For the younger generation
(“Generation Z” or “Millennials™), the aspects of job security, corporate culture,
working atmosphere, CSR and opportunities to participate actively in CSR activities
are particularly central.*** In contrast, research has shown that health promotion plays
only a subordinate role.

Nonetheless, employer branding should be construed as a comprehensive strategic
approach, functioning as the targeted planning, management, coordination, and
control of a brand for the company in its role as an employer.’® It involves shaping
the employer brand and the company image to enable an internal and external
positioning as an attractive employer. A company cannot decide for or against
employer branding; the issue pertains to whether it actively shapes and controls it or
1s passively shaped by others (e.g., employees, media reports, or comments on social
media).3%

Employer branding pursues the primary goals of creating a positive identity as an
employer and conveying a unique selling proposition to stand out from other
companies. The achievement of uniqueness as an employer is a central aspect of
employer branding.>*” This uniqueness, described in the literature as Employer Value
Propositions, is achieved by combining employer branding with the employer’s value
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proposition and positioning.’® Creating and sustaining the image of an attractive
employer is only possible through long-term strategic development and consistent
internal and external communication of the employer brand.’® However, it is crucial
to note that this effort concerns the entire corporate identity rather than focusing
exclusively on the corporate brand. The strategic design of the corporate culture
values perceived and lived by the employees is central to employer branding.’' A
management culture representing corporate values is an excellent example of a
significant factor in shaping employer branding. A good relationship with superiors
and colleagues increases the likelihood of employees staying with the company,
despite poor general conditions and a lack of development opportunities. Employee
loyalty can be reinforced significantly through leadership quality at hierarchical
levels. Besides the increased commitment among employees, they will also
demonstrate a high level of identification with the company.’!' It should be
emphasised that successful employer branding must be useful both inside and outside
of the company. Such a consistent outcome conveys a high degree of stability and
security for outsiders and further acts as an attractive force for potential applicants
and employees. The most crucial success factor for employer branding is fulfilling
the employer's promise to avoid being perceived as inauthentic.’!? Other adverse
effects may include a high risk of discouraging job seekers, a decline in motivation

and employees leaving the company prematurely.’!?

Accordingly, the authenticity
and credibility of employer branding can be improved by involving and presenting

employees in company campaigns.

Table 2 Contact Points with Employer Branding

Phase Contact points with employer branding

Recruitment Career website, image advertisements/job advertisements, online job
exchange, employer video, social media/mobile recruiting, media
relations (HR-PR), university marketing, cooperation with educational
institutions, career information fairs, personnel service providers,
employee recommendations, applicant events, evaluation portals,
recruitment for regions and industries

Entry (on-boarding) | Job interview, employer brochure/information material, coaching/
mentoring

Employee Retention | Corporate culture, employee management, career-promoting
structures/employee training and further training, employee
interviews/performance appraisal, internal communication,
salary/fringe benefits, incentives/employee events, work-life balance,
farewell to former employees

Source: Own presentation according to Immerschitt & Stumpf (2019, p. 106)
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The contact with and expectations of an employer branding vary according to the
connection with the company. Thus, employees, former employees and job seekers
have different information needs and expectations of communication.!* The potential
points of contact with employer branding are manifold, and they can be divided into
three phases: Recruitment, Entry (on-boarding) and Employee Retention.’'> An
overview of the essential points of contact is illustrated in Table 2. Employer branding
is an interdisciplinary or interfaced topic localised in companies between marketing,
public relations, and human resources. For this reason, top management must be in
charge of the project to successfully introduce employer branding.?' Not only does
employer branding offer excellent potential in the competition for talent, but it can
also reduce overall recruitment costs, resulting from a higher level of attractiveness
of the company as an employer.?!”

Human and work-related responsibilities significantly influence a company's
perceived CSR commitment,?'® which concerns the company itself and the entire
value chain. Nonetheless, it should be highlighted that the perception of a company's
CSR is not primarily shaped by negative headlines in the media (for example, child
labour or suppliers’ poor working conditions). Rather, it is influenced by the
treatment of employees with whom customers have direct contact. Furthermore, the
customer perception of a company as an employer is closely interlinked with loyalty
and willingness to pay an additional price for products and services.?'” Managers in
socially responsible companies are also perceived as more ethical, trustworthy,
considerate, and fair in decision-making processes than the companies that do not
engage in CSR. Because of that, CSR activities can be considered an indicator of
ethical leadership within a company.*?° This further implies the significance of social
responsibility towards employees in good employer branding, and,**! like CSR
activities in general, social responsibility can significantly strengthen the employer
brand.’?? Accordingly, the employer brand and employer branding should be equally
treated as important as a product and price image.’”* Nevertheless, Puncheva-
Michelotti, Hudson and Jin (2018)*** suggested that even multinational companies
have hardly ever used their CSR commitment in the employer branding strategy and
did not reference it either in personnel recruitment or in external employer branding
communication; the same applies to OHS.*** This shows that there is still a lot of
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potential for synergies and leverage in business practice by linking these individual
strategies.

The communication of values further assumes an essential function in employer
branding. Due to increasingly globalised markets, it is also necessary to consider the
diversity of target groups of employees and customers and incorporate this element
into branding. Since employees are perceived as the brand's face,*? their engagement
in communication activities regarding cultural diversity, gender-balanced working
environments and the workplace are highly encouraged. For instance, this type of
direct involvement can be demonstrated through the active use of social media
sites.?” As employer brands rarely incorporate CSR elements, the employer value
proposition would include concepts about payment and benefits. Thus, it is worth
highlighting that social media platforms allow customers and potential candidates to
interact more effectively with the brand. This interaction will consequently help
address the different brand aspects, CSR, and values essential for the employer value
proposition.328

Given the demographic change and the shortage of skilled workforce, positive and
authentic employer branding is seen as a considerable advantage in the competition
for talent and retaining existing employees. Employer branding allows the company's
values to be relayed to the general public, further facilitating more opening of new
pools of applicants.

1.4.5 Implementation of CRS in enterprises

Different patterns can be observed in the implementation of CSR in enterprises. As
shown in Figure 3, the relative costs of implementing CSR, which depend on the
company's size, are decisive for the chosen implementation method. **°

Even though SMEs, in contrast to MNEs, generally expect fewer attacks from NGOs,
the practical implementation within the company seems easier due to the smaller
company size. At the same time, they have weaknesses due to the relatively high costs
for effective external communication of the measures. In MNESs, on the other hand,
there is a lack of comprehensive integration of CSR into organisational structures and
processes. Therefore, it is not surprising that even leading multinational companies
limit themselves to public CSR initiatives due to the costs involved and neglect the
integration of CSR in all business processes.>*°

This concludes that SMEs take their social responsibility seriously and, on their
Initiative, communicate their commitment little or not at all. In contrast, MNEs often
experience public pressure to fulfil their social responsibility. When implementing

326
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CSR, MNE:s tend to focus on comprehensive reporting rather than a continuous and
comprehensive integration of CSR in the organisational structure and processes.
SMEs are not exploiting the potential of their CSR efforts. They could make more
profit by better marketing the measures they are already implementing and benefiting
from customer loyalty.

Figure 3 The Relative Costs of CSR Efforts

Relative Cost
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CSR communication
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implementation gap
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integrating CSR practices in organizational
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>
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Source: Baumann-Pauly, Wickert, Spence & Scherer (2013, p. 702)

1.5 Employment of PWD and Vocational Rehabilitation as CSR
strategy

Promoting the employment and inclusion of PWD should be an integral part of a
company's social engagement®*! and is, therefore, an important social responsibility
that needs to be addressed through CSR strategies.>*? The challenge is not only to
make the attitude towards the integration and inclusion of people with disabilities
visible®*? but also to adapt these CSR activities within the company. It especially
concerns the promotion of appropriate corporate culture and working environment.33*

Employment of PWD extends the social responsibility of corporate organizations®*
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and is a real opportunity to take CSR seriously inside and outside the organization.33
The care of a company towards its employees and the inclusion of PWD %7 is a central
concern of CSR. **® Employment of PWD promotes social inclusion, diversity, equal
opportunities, and an inclusive corporate culture.’*® Social inclusion as part of the
CSR strategy represents a win-win situation for all stakeholders.?° It also serves the
social education of society regarding the abilities of PWD.**! Additionally, the
employment of PWD is an indication of a good corporate culture.>#?

The same is true for the implementation of vocational rehabilitation. Vocational
rehabilitation is an essential part of social commitment and, thus, sustainable
management.’* Vocational rehabilitation can be understood as an element of OHS?*
or disability management.** Although OHS and vocational rehabilitation have a
strategic economic value, it is, above all, moral, ethical and social issues that
companies must address as part of their CSR strategy.>*¢ It is not surprising that OHS
is already a subject in all international CSR management tools and instruments.*
CSR plays an important role in promoting OHS. However, if an employee becomes
ill or has an accident and subsequently needs support in returning to work or
vocational rehabilitation, this is rarely part of the CSR strategy.>*® Implementing
vocational rehabilitation in the CSR strategy offers important advantages and
increases the chances of successful implementation in the company.

Many companies are engaged in vocational rehabilitation independently of a CSR
strategy and miss the effective opportunity to gain a competitive advantage through
CSR.3¥

1.5.1 The current state of research: Employment of PWD and Vocational
Rehabilitation as CSR initiatives

Many aspects of vocational rehabilitation have already been extensively and

empirically investigated.*® However, the existing studies usually only deal with

certain aspects or mention individual effects on companies as secondary findings.
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There are no comprehensive studies of the economic effects on a company from a
holistic, integrated management perspective. The effects of vocational
rehabilitation®>! and PWD employment have hardly been investigated from an
organizational management perspective.>>? Corresponding references in the literature
mostly refer to anecdotes and not empirical data.

CSR literature has also paid little attention to both vocational rehabilitation and the
employment of PWD.*> There is no comprehensive understanding of how PWD or
vocational rehabilitation employment affects companies. There is a lack of in-depth
analysis and knowledge on how competitive advantages can be derived and the
implications for strategic corporate management.

Lindsay et al. (2018a) have compiled the advantages and effects of PWD employment
mentioned in various studies in extensive systematic literature analysis. A total of
6,176 studies from the last two decades were examined. Of these, only thirty-nine
studies could be identified that dealt at least partially with the advantages and effects
on companies employing PWD.3>* Nevertheless, the results tend to point to a positive
contribution to business success,’> although the extent varies from industry to
industry. 3¢

There are a few studies regarding the effects of vocational rehabilitation on
companies, which concentrate on the same few familiar aspects.’®’ For example,
various studies show that vocational rehabilitation reduces disability rates and overall
health costs.>*® Although the cost advantages of vocational rehabilitation for the
economy have been extensively investigated,’ there have been hardly any studies
on the economic effects on companies.*®® Due to the wide variety of disabilities and
intervention possibilities, it is almost impossible to accurately determine cost-
effectiveness or cost benefits.*®! Accordingly, no international consensus has yet been
reached on the methodology of vocational rehabilitation and its effectiveness and
efficiency.’¢?

From a business point of view, the concepts have hardly been researched. There is
still a need for research into a solid understanding of the effects on companies and
the implications for strategic corporate management. Only then can the employment
of PWD and vocational rehabilitation be specifically promoted by companies.>®?
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Many instruments exist to promote CSR adaptation in companies, such as corporate
guidelines, international standards, certifications, sustainability reporting, or
comprehensive management systems.*** On the other hand, there is little guidance
and knowledge regarding implementing specific CSR activities in companies.*%
Many companies are not aware of the content and impact of CSR.3* At the same
time, the degree to which CSR is implemented within a company is hardly perceived
by the public.’®” It has not yet been adequately identified and researched which
aspects promote or hinder CSR implementation in a company.>®® It is known that the
success of the implementation depends largely on the quality of internal
communication and the implementation itself seems to follow a pattern of the
company's size.’® Although there has been a growing interest in a comprehensive
understanding of the implementation of CSR initiatives in the past two decades,*”°
there is only little reference in the literature to the implementation and adaptation of
the employment of PWD as a CSR initiative.’”! Also, in business practice, the
employment of PWD is rarely part of the CSR strategy.’”?

Although the Employment of PWD and Vocational Rehabilitation are important
elements of corporate social responsibility, it is hardly a topic in CSR literature. In

general, this area seems to be insufficiently researched from a business perspective.

1.5.2 Implementation and Success Factors: Employment of PWD and
Vocational Rehabilitation as part of the CSR strategy

In their CSR strategies, companies must explicitly formulate how and in what form
this concern is addressed. Only in this way a CSR initiative can be successfully
implemented. Simultaneously, it is important to communicate and make the
commitment and positive benefits visible within the company and the outside
world.>” This allows benefiting from the advantages that result from its reputation as
a good “corporate citizen” or socially responsible company,*’* like creating a stronger
corporate brand.>”®

Awareness of CSR activities among customers and other stakeholders is a
prerequisite for achieving benefits.’’® Additional competitive advantages can be
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generated in connection with a positive reputation as a socially responsible
company.’’’ Companies often functionalize CSR exclusively for their corporate
image.*’®

The promotion of vocational rehabilitation is most effective when CSR is anchored
in the corporate culture. The commitment and support of all company levels,
especially top management, is central and should be demonstrated regularly.”

The CSR strategy should describe vocational rehabilitation in concrete terms; a
commitment alone is insufficient.®® The procedure and the course of vocational
rehabilitation in the company should be recorded in RTW policies or a separate
guideline or process.’®! However, even a guideline does not yet guarantee that
vocational rehabilitation will be implemented in the company.**> Combining internal
company guidelines or RTW policies and their implementation in the CSR strategy
ensures that all executives speak the same management language and give vocational
rehabilitation the same high priority.83 Other important factors for a successful
implementation are a common understanding of all stakeholders involved and a
common intention regarding interventions, goals, culture, and practice concerning
vocational rehabilitation®®* and the awareness and knowledge of the employees on
the program, processes, and responsibilities.>%

The commitment must go beyond any existing legal requirements. It can be achieved
with various additional measures implemented individually or in combination as part
of the CSR activity. For example, companies can make their commitment visible to
the outside world through public relations work, highlighting the positive aspects of
vocational rehabilitation and raising awareness of the topic.3%¢

In concrete terms, the integration of people with disabilities in companies must be
understood as a standardized process to promote the employment of PWD under the
same conditions as other employees.*®” PWD cannot simply be equated with other
disadvantaged groups as part of diversity. Diversity management approaches are
insufficient and cannot promote equality and equal opportunities for PWD.*8 Further
progress could be made by calling for CSR reporting, developing international CSR
standards, or awarding particularly dedicated companies.’®’
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Additionally, it leads to strengthening value drivers such as developing a
differentiated reputation with key stakeholders and customers,**° not to forget that
any stakeholder could be a PWD: capitalists, lenders, investors, customers/users,
suppliers, opinion makers, employees or business operatives.**! PWD in direct
customer contact can be an important element in creating and maintaining a CSR
image and a socially responsible reputation, which customers pass on as word-of-
mouth propaganda and can also serve as a basis for a responsive and successful
marketing program.’®?> A socially responsible business strategy and employer
branding help to demonstrate the company’s openness and inclusiveness.>*® The
“inclusive” aspect of the businesses could be promoted by advertising the employees
with disabilities and their performance.’** Diversity and inclusive workplaces can be
an inherent part of the brand.’*®> Also, a better social image3*° leads to good public
relations (PR)*7 and an overall positive impact on company image**® and increased
brand loyalty**” and a stronger brand.**® The employment of PWD can be understood
as a subtle way to promote the corporate image and provide more successful
marketing to different types of customers.*°!

Cooperation with external stakeholders, such as institutions for the disabled,
municipal partners or social security agencies, is advantageous. Practical examples
show that this is a very effective CSR activity and can generate additional business
opportunities (e.g., reputation as a socially responsible company, win-win-win
situations, and recruitment possibilities).**> Through strategic cooperation with
partners, companies can also benefit, as they receive support in recruiting, job
matching, hiring and retaining qualified people with disabilities, and carrying out
vocational rehabilitation.*®* In addition, such cooperation can help support an affected
employee in a necessary external placement.*** Similarly, companies can also
consider people who need to reorient themselves for health reasons when filling
internships or entry-level positions. Both can also be understood as innovative
approaches to attracting and retaining the necessary specialists. The company's
internal opportunities for vocational rehabilitation or their sheltered workplaces could
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also be made available to external persons to a certain extent if not staffed by the
company's employees.

Large companies have more work and tasks than SMEs, allowing employees with
limited capacity to work temporarily with less demanding tasks.*® In contrast,
vocational rehabilitation in an SME with a flat hierarchy is easier to coordinate and
facilitate due to more straightforward processes and fewer people involved.*%
Successful vocational rehabilitation requires the cooperation of employees and
superiors.*”” The direct superior is a key factor for successfully realising vocational
rehabilitation. It bears the main responsibility concerning designing an appropriate
working environment and maintaining a balance between achieving the operational
goals and finding suitable activities for rehabilitating the person.*%

SMEs typically have few financial and human resources, and the economic value of
OHS is the primary driver for implementing vocational rehabilitation measures.
Nevertheless, even in SMEs, CSR should not be ignored as a driver in improving
working conditions and promoting vocational rehabilitation.**

A commitment to PWD employment and vocational rehabilitation as part of the CSR
strategy is special because this social engagement is directly carried out within the
company, and the employees are directly involved. Therefore, a fundamental success
factor in implementing the CSR strategy is the link between company goals or
production targets and social engagement so that an individual manager does not have
to make trade-offs. This requires incentives as well as support and communication
from top management.

1.5.3 Benefits of a socially responsible engagement for companies

The advantages of the employment of PWD in general and Vocational rehabilitation
in specific can be divided into five categories: Increased productivity, reduced
personnel costs, increased customer loyalty, corporate shared value, and competitive
advantages.

A company's productivity and innovative strength can be increased by employing
PWD. PWD, as employees, brings unique experiences and understanding to the
company.*!® PWD are often innovative and creative in how they work with their
clients and seem to positively impact service quality and efficiency.*!! Several studies
show that the employment of PWD leads to increased creativity,*!? better decision-
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making processes,*'? improved ability to solve problems in companies*'* and
stimulated innovations facilitated through the associated diversity in the teams.*!
Therefore, PWD offers companies the opportunity to renew their products, structures,
processes, management style, and corporate culture, specifically by using new
information and communication technology.*!¢

By considering the needs of PWD in their role as employees,*'” the customer base of
PWD is also promoted.*'®* Companies should also respond to customers with
disabilities' needs, as they may need specially designed products and services to
benefit from the offer*!® and through high accessibility standards of the companies'
buildings and facilities.*?® The prerequisite for this is to develop an increased
awareness of the needs and expectations of disabled customers.*?! Specifically, the
resulting sensitivity to disability allows companies to develop products and services
for PWD and access new market segments.*?? The employment of PWD, or persons
undergoing vocational rehabilitation, makes a qualitative contribution to company
productivity.

The employment of PWD offers companies a competitive advantage in the form of a
source of qualified, committed, and loyal employees.*>* This untapped pool of
applicants can also be a solution to a future shortage of skilled workers.*** Moreover,
the integration of PWD into the company improves the corporate culture and
strengthens the employer brand.*?

Vocational rehabilitation can both preserve and regain human resources. Integrating
vocational rehabilitation into employer branding strategies can generate real added
value as the impacts of vocational rehabilitation are congruent with the objectives of
employer branding in many respects. The value primarily facilitates this as a caring
employer, health promotion, preservation and retrieval of human resources, improved
leadership competencies and corporate culture. This is subsequently contributing to
employee motivation, mental health, and resilience.*?

PWD are very loyal employees and change jobs less often, thus reducing staff
turnover in the company. PWD are very dedicated employees. PWD are an integral
part of a diverse workforce.*?’ Also, the employment of PWD seems to increase
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psychological safety at work, which can lead to higher motivation of all employees,
less staff turnover, higher overall profitability and, accordingly to, a competitive
advantage.*?® The positive social response to disability in the workplace reduces the
stigma and threat of job loss.*** Employees who experience how the company takes
care of sick or injured colleagues seem to have better resilience. Studies also indicate
that disability management or vocational rehabilitation program is associated with
fewer work-related burnout cases, improved corporate culture**’, and a positive
influence on the job satisfaction of the persons concerned and their colleagues*!.
Additionally, several European studies show that working conditions and job security
significantly influence the incidence of illness and, consequently, long-term and
permanent disabilities.**> Vocational rehabilitation efforts can reduce absence due to
illness, show a preventive effect, and improve the working atmosphere in general.**?
After successful vocational rehabilitation, affected employees are above-average
committed and loyal.*3*

Vocational rehabilitation enables a company to maintain its investments in “human
capital”. The faster an impaired employee can return to work; the less disruption will
be caused in the work processes; if an affected employee can be retained in the
company, the fluctuation rate decreases and the personnel costs (e.g., recruitment,
selection, employment, and training of a replacement employee). Losing an employee
due to illness or accident reduces the “return on investment” in the employee's
previous investment in formal and practical training.***> The employment of PWD, or
persons undergoing vocational rehabilitation, is an indicator of a caring employer,
which positively impacts employees. It is also an innovative way to recruit
professionals and specialists.

Moreover, the employment of PWD seems to have a positive impact on sales.**
Customers with disabilities and their families, friends, and associates represent a huge
potential market segment.**” Different studies show that customers prefer to give their
business to companies that hire people with disabilities.**® Consumers responded
positively to socially responsible companies. Ninety-two percent of consumers felt
more favourable toward companies that hire people with disabilities.*** Consumers
pay more attention to and patronize businesses that feature people with disabilities in
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their advertising. Disability-friendly businesses often realize the loyal patronage of
people with disabilities, their families, and their friends.**° Reflecting the diversity of
the consumer market**!' can attract a wider customer base, increase a company’s
market share and lead to higher sales.**? Also, developing new products and services
or responding to marketplace needs leads to access to new markets.**> Previous
research shows no direct connection between the employment of PWD and higher
profitability, probably because companies mostly understand and use PWD to
promote their image and not as a direct “competitive advantage”.*** Nonetheless, the
employment of PWD allows for obtaining competitive advantages such as value
creation. Better customer relations, stimulated innovations, a strong socially
responsible brand, and differentiated corporate culture results in higher profits,**
confirmed by various practical examples.*4¢

Benefits can be gained from CSR, particularly through an improved corporate

47 The employment of PWD is an opportunity to attract and retain socially
448

image.
responsible customers and customers with disabilities**® and increases the chance to
gain a lasting customer base.*** The employment of PWD recognizes and reflects the
diversity of the consumer market, society, customers, and potential customers.*°
Disability initiatives as socially responsible behaviour of a company ensure a good
local client base:*! Hiring people with visible disabilities, ranging from improving
their image with customers and investors to building sustainable relationships
through client-employee contacts*®? and increasing customer loyalty and
satisfaction.*®* The employment of PWD often results in improved customer
relations** and leads to higher consumer loyalty.*>> Specifically, more research is
needed on guests’ attitudes in the hospitality and tourism industry, as face-to-face
communication with employees is required. The business's success is highly
correlated with the excellence of the service provided.**® Guests with disabilities
chose the business because of the barrier-free environment and the accommodating
facilities and because the employees do not emphasize their disabilities. Families with
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small kids or seniors also appreciate the barrier-free environment.*’ Concerns
regarding PWD and customer contact exist in the high-price and luxury segments.**
However, PWD's physical attributes do not negatively influence guests'
experiences.*® Online customer reviews of restaurants that employ PWD as “front-
line employees™ are generally favourable and positive. Therefore, employees with
disabilities seem to make a significant positive contribution to the perception of
service quality. As front-line employees, PWD can act as a buffer for service errors
and negative customer ratings. However, the disability must be visible or perceptible
to provoke the corresponding reactions among the customers.*®® Generally, customers
are satisfied with the services they receive from people with disabilities.*! Some
clients appreciate and search for the opportunity to meet persons with disabilities.*®?
Overall, vocational rehabilitation offers companies more benefits than costs.*6
Vocational rehabilitation can usually be carried out with a company's available or
minimal additional resources and is therefore cost-effective or cost-neutral.** It even
results in cost advantages, as employees can return to the work process more quickly
and are more productive. Monetary incentives and social security allowances offer
only short-term benefits to companies.*®> All these advantages ultimately lead to
competitive advantage and higher profitability for the company. The employment of
PWD, or persons undergoing vocational rehabilitation, positively impacts customer
loyalty, assuming the customers have been aware of social engagement.

When companies become involved in vocational rehabilitation or the employment of
PWD, they are faced with a tension between assuming social responsibility and
fulfilling their operational goals.**® Socially responsible corporate management
means maintaining the overall functioning of the economy, which is the basis for
continuing the company’s business activities.*®’” The “Corporate Shared Value”
approach explains how socially responsible and sustainable corporate management
can contribute to corporate success and realize competitive advantages. Corporate
social responsibility (CSR) activities can generate shared value for companies and
society, increasing prosperity. The increasing prosperity of the society in which the
company operates positively influences the company itself.*® Through their socially
responsible actions, companies create benefits and values for not only society but also
benefits and values for themselves in the long term.
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The competitive advantage arises when a company implements a value-creation
strategy that competitors do not simultaneously implement. However, a sustainable
competitive advantage only emerges if the competitors cannot imitate this value-
creation strategy and if the imitation attempts themselves do not compromise the
competitive advantage. In practice, competitive advantages that can be hardly
imitated are mostly based on the unique history of the company, the social
complexity, and causal ambiguity, i.e., the lack of transparency for the success-
critical connections of resources*®. A company's resources and capabilities are the
most reliable and lasting basis for developing competitive strategies, especially in a
constantly changing environment. Resources and capabilities must be considered in
strategy development and renewed and maintained as part of corporate strategy.*’°
Companies achieve a competitive advantage specifically if they implement a “value-
creating strategy” not implemented by a potential competitor simultaneously and
cannot be imitated easily. If the strategy were to be imitated later, the company would
generally benefit from a “first-mover advantage”.*’! The generic strategic principles
for achieving a competitive advantage are divided into three fundamental types: the
strategy of cost leadership, the strategy of differentiation and the strategy of focus.*’?
In the economics literature, these are generally used under the term competitive
strategy since they aim to achieve and secure a lasting competitive advantage.*’?
Companies can create a unique value proposition through the employment of PWD
or persons undergoing vocational rehabilitation, which can lead to a competitive
advantage.

The literature describes various advantages of socially responsible engagement for
companies. However, the indications are more anecdotal than the results of empirical
research. Nevertheless, it is remarkable that negative impacts are hardly mentioned.

1.6 The resource-based view on competitive advantages

The resource-based view (RBV) provides a methodological approach to analysing
competitive advantages regarding resources and capabilities and developing
strategies for sustainable competitive advantages.*’* The principle for achieving a
competitive advantage is that the resources used should be relatively rare, valuable,
immobile, heterogeneously distributed across competing companies, difficult to
imitate and not substitutable. According to this theory, companies with similar
resources would have the same productivity and no sustainable competitive

469 ¢f. Barney, 1991, p. 109-111.

470 ¢f. Grant, 1991, p. 134.

471 ¢f. Barney, 1991, p. 104-105.

472 ¢f. Porter, 2008, n. pag.

473 ¢f. Kerth et al., n. pag.

474 ¢f. Barney, 1991, pp. 105 et seq.; Grant, 1991, pp. 116-118.
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advantage.*’> The identification and better use of corporate resources are therefore
essential. Only if a company can better use its resources and capabilities than its
competitors can it achieve a real competitive advantage and higher profitability.*’¢ A
competitive advantage can be achieved through a differentiation strategy based on
superior quality, superior knowledge of customer needs, superior product
innovations, unique knowledge, or a unique reputation.*’”’

Resources can be understood as all assets, abilities, organizational processes,
characteristics, information, knowledge, etc., which are controlled by a company and
enable the company to develop and implement strategies and improve efficiency and
effectiveness. Resources can be categorized as physical capital resources (e.g.,
technology, real estate, geographical location), organizational capital resources (e.g.,
processes, controlling, organizational structures), and human capital resources (e.g.,
experience, diversity, intelligence, corporate culture).*’® Human capital resources are
particularly important because they do not wear out and can be transferred to different
technologies, products, and markets.*’”® In most cases, it is impossible to derive clear
causal relationships between resources and competitive advantages* or the influence
of resources on the company's success.*®! However, it is not enough to evaluate the
individual resources of a company isolated to give a company a competitive
advantage. The synergistic combination and integration and the bundling of resources
lead to a sustainable competitive advantage*®® and constitute the uniqueness of a
company.*?

As mentioned before, there are only a few empirical studies on the effects of CSR

activities on business success.*%*

Those previous investigations have shown
inconsistent results.*®> These results could partly be explained by the qualitative
factors that, directly or indirectly, contribute to the added value of a company. These
qualitative factors are very difficult to measure and quantify. *%¢ However, the
resource-based perspective can be used to show that CSR can lead to a competitive
advantage.*?’

A company's resources and capabilities are its capital and the most reliable and lasting

basis for developing competitive strategies, especially in a constantly changing

475 ¢f. Houtenville/Kalargyrou, 2012, pp. 40-42.

476 ¢f. Barney, 1991, p. 115-117.

477 cf. Dubs/ Euler/Riiegg-Stiirm/Wyss, 2004, n. pag.

478 ¢f. Barney, 1991, pp. 101-102.

419 cf. Wright/McMahan/McWilliams, 1994, pp. 28-29.

480 ¢f. Barney, 1991, pp. 105-106.

481 ¢f. Penrose, 2009, n. pag.

482 ¢f. Rashidirad/Soltani/Salimian/Liao, 2015, p. 657; Black/Boal, 1994, pp. 145-146.
483 ¢f. Penrose, 2009, n. pag.

484 of. Wang et al., 2016, p. 535; Peloza/Shang, 2011, p. 128.

485 ¢f. Kraus/Brtitzelmaier, 2012, p. 293; Peloza/Shang, 2011, p. 117; Park/Lee, 2009, p. 169-170.
486 of. Miller/Ahrens, 1993, pp. 187 et seq.

487 ¢f. Branco/Rodrigues, 2006, pp. 116-117.
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environment. Resources and capabilities must be considered when developing a
strategy and when maintaining and renewing the corporate strategy.*®

Barney and Grant provide a resource-based theoretical framework, “the resource-
based approach to strategy analysis” or “resource-based view” (RBV), to understand
the factors of competitive advantage and develop strategies for sustainable
competitive advantage.*®

Figure 4 Resource-based approach to strategic analysis
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exploits the firm's resources .

i : Strat
and capabilities relative to s
external opportunities.

5. ldentity resource gaps

3. Appraise the rent-generating which need to be filled

potential of resources and

capabilities in terms of: c Invest in replenishing,

(a) their potential for el M“':::m" augmenting and upgrading
sustainable competitive ) the firrm's resource base.

advantage, and
(b) the appropriability of
their returns.

2. |dentity the firm's capabilities:
What can the firm do more effectively

e : e llitles
than its rivals? Identify the resources SapEn
inputs to each capability, and the
complexity of each capability. *

1. Identify and classify the firm's
resources. Appraise strengths and Resources Fp—
weaknesses relative to competitors.
.ldentity opportunities for better
utilization of resources.

Source: Grant (1991, p. 115)

The basic assumption of Barney's theory is that a sustainable competitive advantage
requires that the resources used are relatively rare, valuable, immovable,
heterogeneously distributed across competing companies, difficult to imitate and not
substitutable. According to this theory, companies with similar resources would have
the same productivity and would not have a sustainable competitive advantage.*”°
Identifying and better-using company resources can lead to competitive advantage
and higher profitability if the company's resources are best used concerning external

488 ¢f. Grant, 1991, p. 133.
49 ¢f. Barney, 1991, pp. 100-101; Grant, 1991, pp. 116-117.
490 ¢f. Houtenville/Kalargyrou, 2012, p. 41.
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opportunities.*! Grant offers a model for formulating competitive strategies (see
Figure 4).4?

The theoretical framework of Grant is more flexible and generalizable compared to
other models. It is not enough to evaluate the individual resources of a company in
isolation to give a company a competitive advantage. Rather, the synergistic
combination, integration, and bundling of resources lead to sustainable competitive
advantage.**® Successful strategic management requires a clear understanding of the
needs of the market. Only when customer needs are met effectively, profitably, and
better than the competition can a real competitive advantage be created.***

The resource-based view of competitive advantage illustrates how companies provide
unique value propositions by combining resources and capabilities to achieve
sustainable competitive advantage.

1.6.1 VRIO Framework: assessment of competitive advantages

The Barney value-rarity-imitability-organisation (VRIO) framework assesses the
resources and capabilities of organizations and the resulting potential for competitive
advantage based on the following four criteria: Value, rarity, imitability, and
exploitation by the organization.**®> The VRIO framework is shown in Table 3.

Table 3 The VRIO framework

Is a resource or capability ...
Valuable? | Rare? | Costly Exploited by Competitive Economic
to the implications performance
imitate? | organization?

No - - No Disadvantage Below
4 normal

Yes No - Parity Normal
Yes Yes No Temporary Above
v advantage normal

Yes Yes Yes Yes Sustained Above
advantage normal

Source: Own presentation according to Barney and Clark (2007, p. 70)

Not all resources contribute to the generation of competitive advantages. The
following attributes are empirical indicators to identify resources that can contribute
to generating sustainable competitive advantages: “It must be valuable, in the sense
that it exploits (s) opportunities and/or neutralizes threats in a firm's environment; it
must be rare among a firm's current and potential competition, it must be imperfectly

1 ¢f. Barney, 1991 as cited in Houtenville/Kalargyrou, 2012, p. 41.
42 ¢f. Grant, 1991, p. 115.

493 ¢f. Rashidirad et al., 2015, p. 657; Black/Boal, 1994, pp. 145-146.
494 cf. Papulova/Papulova, 2006, p. 1.

45 ¢f. Barney/Clark, 2007, pp. 69 et seq.
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imitable, and there cannot be strategically equivalent substitutes for this resource that
are valuable but neither rare nor imperfectly imitable.”.4%
The VRIO framework can assess and analyse resources for their potential

contribution to competitive advantage.

1.6.2 Competitive advantages through better use of resources

Everything that can add value to the organisation or contribute to the corporate
strategy to achieve its mission and vision can be considered corporate resources. Both
economic and non-economic corporate resources are of equal significance for the
organisation. Resources are services and assets employed for producing goods and
services, encompassing financial, material, and human resources and non-tangible
resources such as knowledge and skills. The availability and effective usage of
resources will define the organisation's profitability. It should be highlighted that
collaboration strategies can be employed to improve and multiply internal resources.
Efficient vision and commitment are necessary for better management of resources
and development and refinement of core competencies. One primary objective of
resources management is to attain competency, which refers to an organisation's
typical ability or capability to achieve its goals. Core competency forms the basis of
an organisation to develop abilities, consequently leading to better use of resources
to achieve competitive advantages.**’

The leverage of resources stems from their scarcity and strategic management. It
consists of two aspects: reducing the ineffective usage of resources by curtailing
possible structural reformations and getting the maximum out of these resources by
optimising their usage. Leveraging competencies denotes taking advantage of the
organisation's existing abilities and core competencies. Typically, this process
implies utilising the advantages through well-defined strategic planning and a more
structured approach towards gaining competitiveness and better outcomes.**®

The “strategy as stretch and leverage” approach aims to develop competencies and
resources to shape the products and markets of tomorrow. Therefore, it is less about
the strategic use of existing resources and more about achieving leverage and
developing the resource base. Leveraging resources and competencies can be
achieved by concentrating, accumulating, conserving, complementing, and
recovering the resources. Besides developing and maintaining competencies,
leveraging competencies 1S a popular corporate strategy to attain a competitive
positioning. It is worth highlighting that the typical strategy for leveraging
competencies is contingent upon competencies such as knowledge, skills,
technology, human resources, or expertise. “Strategy as stretch and leverage” is an

4% ¢f. Barney, 1991, pp. 105-106.
497 cf. Prahalad/Hamel, 2006, pp. 275 et seq.
498 cf. Hamel/Prahalad, 1993, pp. 75 et seq.

63



incremental action plan that functions to execute the vision in short steps towards
accomplishing the outcomes and project the resources on a longer horizon. Besides,
a strategic gap may also be created between company targets and what is feasible due
to resource availability. This tense situation should cause productive restlessness in
the organisation, leading to a willingness to learn and innovate.**® Anyhow, “strategy
as a stretch” will extend the existing boundaries of the company.’® In principle,
competencies allow better use and transformation of resources into benefits and
potential competitive advantages. Hence, a company should focus primarily on the
competencies and resources it can achieve to generate sustainable competitive
advantages.>*! Better use of resources alone can contribute to a significant reduction
of costs without employing cost-cutting measures. It should also be noted that
creativity is essential to expand the resource base and promote better utilisation of
resources.’” Accordingly, it is not surprising that effective communication within a
company is a crucial prerequisite for better use of its resources.’®> However, real
competitive advantage can only be achieved through added value for the
customers.>* The same applies to the labour market to remain successful in the talent
competition. An added value is necessary for companies to be perceived as attractive
employers by both employees and potential employees.

The better use and leverage of resources within the company lead to the creation of
unique value propositions and, thus, the creation and preservation of sustainable
competitive advantages.

1.6.3 Integrated management models to assess competitive advantages

The integrated management approach combines the individual activities and
resources of the organisational sub-units of a company into an interconnected whole.
The integrity of the company and the integration of the social and ecological context
in which the company is embedded should be maintained. Furthermore, a
collaborative problem-solving approach is required. With the consistent involvement
of stakeholders, innovative solutions are to be generated and implemented to offer
added value for all participants equally.’®> Accordingly, an integrated management
model contains all factors relevant to business success in the form of clearly defined
and structured components and thus provides a basis for analysing and creating

customer benefits, securing competitive advantages and achieving profits.>%

49 ¢f. Osterloh/Frost, 2006, n. pag.

390 ¢f. Hamel, 1991a, n. pag.

301 ¢f. Papula/Volna, 2013, pp. 1 et seq.

302 ¢f. Papulova/Papulova, 2006, pp. 1 et seq.

303 ¢f. Stacho/Stachova/Papula/Papulova/Kohnova, 2019, p. 391.
304 ¢f. Papula/Volna, 2013, pp. 5-6; Papulova/Papulova, 2006, p. 1.
395 ¢f. MDIIM, 2013, n. pag.

306 ¢f. Doleski, 2015, pp. 5-6.
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Figure 5 St. Gallen Management Model (third generation)
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Models are a tool to reduce complexity and, thus, a way to deal with complexity.>"’

Modern, integrated management models, such as the European Foundation for
Quality Management Model (EFQM) or the St. Gallen Management Model (SGMM),
have a holistic character and include normative, strategic, and operational
management. Classical management models, such as Porter's value chain, are usually
limited to the operational and strategic management levels. %

The St. Gallen Management Model generically depicts a company and its
environment. It is, therefore, an ideal instrument for reflecting and planning
comprehensive company management. The model structures the company's
environment, as shown in Figure 5: Core visualisation of the third generation of the
St. Gallen Management Model, with the elements: environmental spheres,
stakeholders, and interaction issues. The company is structured with the elements:
structuring forces, modes of development, and processes. The environmental spheres
represent developments and changes in society, nature, technology, and the economy.
The stakeholders to be considered are a central element in the model and include
investors, customers, employees, competitors, suppliers, government, and the public,
including NGOs.>%

The interaction topics reflect the relationship between the company and the
stakeholders, which the company must strive to achieve. This includes resources,
norms, and values, as well as the concerns and interests of stakeholders. The company
processes reflect the operational activities and are divided into three categories:
Management processes, business processes and support processes. Furthermore, the
structuring forces (strategy, structures, and culture) are depicted. They contain
orientation, coordination, common norms, and values within the company. The
modes of development include renewal and optimization, implying fundamental
changes and adaptations of existing structures.>!°

Stakeholders are groups or individuals with a legal or moral stake, demands or other
interests in the activities and decisions of a company. Stakeholders usually need a
company to achieve its goals. At the same time, the company, in turn, depends on the
stakeholders to achieve its own goals. Management faces the challenge of weighing
and deciding which stakeholders are preferred and taken into account in decision-
making processes while ensuring that primary stakeholders achieve their goals while
other stakeholders are also satisfied. From a CSR perspective, the most important
criterion in prioritising stakeholders is legitimacy or the extent to which a stakeholder
1s entitled to assert its claim. From the perspective of efficient management, on the
other hand, the power that a stakeholder possesses is decisive. Therefore, stakeholder
management is a process in which the company aligns its goals with the demands and

397 ¢f. Doleski, 2015, p. 8.

398 ¢f. Valek/Slahor, 2010, pp. 44 et seq.
399 ¢f. Schwegler, 2008, pp. 113 et seq.
310 ¢f. Schwegler, 2008, pp. 113 et seq.
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expectations of the various stakeholder groups.’!! Carroll offers a tool in the form of
a stakeholder/responsibility matrix for prioritising stakeholders to analyse whether
and how a company should respond to the demands and expectations of the identified
stakeholders from an economic, legal, ethical and philanthropic perspective.’!'

Integrated management models also cover the ecosystem of a company and thus allow
holistic analyses. This is particularly important when assessing the potential and

impact of social engagement because a company always interacts with its ecosystem.

1.7 Summary of the literature overview

This chapter shows the current state of dealt problems inland and abroad. The most
important findings from the literature review are summarised subsequently.
Vocational rehabilitation aims to gradually return to work for people who cannot
work due to illness or accident and who have temporary or permanent functional
limitations. Depending on the limitation, this may require, for example, adjustments
to the workplace, aids, a gradual increase, training and testing of the workload or even
a change of profession or job. The vocational rehabilitation process may also be
necessary and applicable for PWD when they return to work after a long absence
from the labour market or change jobs. However, the procedure may differ in some
respects when PWD are employed. For example, it can be assumed that a PWD has
a certain stable capacity, which can be used immediately if the workplace adaptations
and any necessary aids are available and utilised optimally. It can be assumed that
vocational rehabilitation as a temporary measure and PWD employment as a long-
term employment relationship have the same effects on a company over a longer
period.>!?

The impact of vocational rehabilitation on a company has hardly been researched to
date. However, there is some anecdotal evidence in the literature of the positive
impact of employing people with disabilities on businesses. Lindsay et al. (2018a)
conducted an extensive systematic literature review of the benefits and impacts of
various studies. In doing so, 6,176 studies from 1997 to 2017 were examined
concerning the employment of people with disabilities. Of these, only 39 studies were
identified that partially addressed the benefits and impacts of employing PWD >4
Only a few new studies have been added to the topic.

With regard to the impact of vocational rehabilitation on enterprises, there still seem
to be fewer studies overall,’"> and the evidence to date is limited to the same few
known aspects. A comprehensive understanding of how PWD employment or

St ef. Carroll, 1991, p. 43.

312 ¢f. Carroll, 1991, p. 44.

313 ¢f. Miethlich, 2018, pp. 45-46

14 ¢f. Lindsay et al., 2018a, p. 634.

315 ¢f. Vermeulen et al., 2009, pp. 232 et seq.
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vocational rehabilitation impacts a company 1s lacking. Above all, there is a lack of
in-depth analysis and insights into how competitive advantages for the company can
be derived from this and what implications for strategic corporate management.
Also, as a CSR activity, vocational rehabilitation and employment of people with
disabilities have received little attention in the literature. The continuing below-
average employment rate of people with disabilities and the lack of success of
government measures in promoting the employment of people with disabilities speak
to the need for this issue to be addressed as part of the CSR strategy of companies.>!®
In general, there has been little research on the impact of CSR activities on business
performance.’!” The findings of the existing research vary greatly and prove to be
inconsistent overall.>'® Little guidance and knowledge are available regarding
implementing specific CSR activities.’'? It is, therefore, not surprising that companies
are often not aware of the content and impact of CSR.%° CSR is also an important
instrument for product differentiation,*! the formation of employer branding,*??> and
achieving further competitive advantages.’?* In this respect, PWD cannot simply be
equated with other disadvantaged groups as part of “diversity”. The approaches of
“diversity” management fall short here and can only insufficiently promote equality
and equal opportunities for PWD in the company.>?*

It can be assumed that the vocational rehabilitation of employees is not consistently
carried out by the companies, even if corresponding possibilities exist.>>> Companies
are even less involved in the vocational rehabilitation of external persons.>?® This can
probably be attributed to the low level of knowledge in the companies, especially at
the personnel and management level. It is not surprising that one of the most
important promoting factors is the commitment of top management.>?’

The insufficient commitment of companies to vocational rehabilitation may be one
of the main reasons for the still-high unemployment rate of PWD, besides existing
prejudices. The issue is also gaining importance in politics to keep social costs and
social peace under control in the long term>®?® and avoid wasting human resources in
times of a shortage of skilled workers.>? In addition, current developments and trends
in society and the world of work (flexibilization of work, “gig economy”,

316 ¢f. Miethlich/Slahor, 2018a, pp. 351-352.

17 ¢f. Wang et al., 2016, p. 535; Peloza/Shang, 2011, p. 128.

518 ¢f. Kraus/Brtitzelmaier, 2012, p. 293; Peloza/Shang, 2011, p. 117; Park/Lee, 2009, pp. 169-170.
319 ¢f. Peloza/Shang, 2011, p. 130; Bhattacharya/Korschun/Sen, 2009, pp. 257-258.
520 ¢f. Peloza/Shang, 2011, p. 130.

321 ¢f. Boehe/Cruz, 2010, p. 340.

522 ¢f. Sharma/Prasad, 2018, pp. 536 et seq.

523 ¢f. Peloza/Shang, 2011, p. 130.

524 ¢f. Miethlich/Slahor, 2018a, p. 351; Woodhams/Danieli, 2000, pp. 413-414.

525 ¢f. Lindsay/Cagliostro/Leck/Shen/Stinson, 2018b, p. 9; Seing et al., 2015, pp. 6-8.
526 ¢f. Fadyl et al., 2020, p. 1.; Vermeulen et al., 2009, pp. 232 et seq.

527 ¢f. Saleh/Bruyére, 2018, p. 25.

528 ¢f. Buys et al., 2015, pp. 821-823.

529 ¢f. Dyda, 2008, pp. 147 et seq.
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telecommuting, consequences of the COVID-19 pandemic, etc.) place increased
demands on the implementation of vocational rehabilitation and the cooperation
between insurance providers and the market economy or companies.>*°

The effectiveness and economic cost benefits of vocational rehabilitation for health
impairments are proven.>*! Cooperation between stakeholders is often inadequate,
especially between companies and insurance providers.>** Therefore further research
is also necessary, especially concerning the further development of the instruments
of social insurance and insurance institutions to support affected persons in vocational
rehabilitation and create incentives for companies.**® For this to succeed, knowledge
must be available about the business impact and the potential through involvement in
vocational rehabilitation. This enables social insurance and insurance institutions to
create a supportive framework to sensitive, motivate, and support Companies in a
goal-oriented way to strengthen their active engagement in vocational rehabilitation.

330 ¢f. Vermeulen et al., 2009, pp. 232 et seq.

331 ¢f. Fadyl et al., 2020, p. 1.; Dean et al., 1999, p. 182.
332 ¢f. Selander, 2016, pp. 5-6.
533 ¢f. Saleh/Bruyére, 2018, p. 25.
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2 Aim of the scholarly work

After the presentation of the main aim of the dissertation, partial aims are formulated
to further define the focus and approach of the study. After that, research questions
and theses are derived, which are examined in this dissertation.

2.1 The main aim of the scholarly work

The previous chapter showed that vocational rehabilitation is an important element
of corporate social responsibility, but companies do not sufficiently address it.
Moreover, while there is evidence that vocational rehabilitation has a positive impact
on companies, the impact of vocational rehabilitation on company performance has
not been systematically researched.

Therefore, the dissertation's main aim is to analyse and operationalise the direct and
indirect impacts of vocational rehabilitation on business performance and develop an
explanatory model from these findings. On the one hand, the findings in the form of
an explanatory model should complement integrative management models to
optimally integrate vocational rehabilitation in the company and benefit from the
emerging potential. On the other hand, the findings should contribute to further
developing instruments, incentives and support measures by social insurance and
insurance providers to sensitise and motivate companies to engage in vocational
rehabilitation. Furthermore, the results provide the first systematic and holistic
overview of the impact of vocational rehabilitation on companies and business
performance. These initial findings contribute to the business understanding of
vocational rehabilitation and the employment of PWD and thus also fill this research
gap in theory.

2.2 Partial aims of the scholarly work

This dissertation is divided into the following partial aims to systematically analyse
the direct and indirect impacts of vocational rehabilitation on business performance
and to develop an explanatory model based on the findings as accurately as possible:

1. Analysis of the literature: the literature is analysed for references and evidence
on the business impact of vocational rehabilitation.

2. Deriving a preliminary explanatory model based on the findings of the
literature analysis.

3. Collecting data regarding the impact of vocational rehabilitation on business
performance in SMEs in German-speaking Switzerland.

4. Synthesis of the findings from the literature and the data collected.
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5. Developing an explanatory model: The preliminary explanatory model is
developed further, and the insights gained from the empirical research are
integrated. The model should be easily transferable into integrative
management models or complement them and thus be utilised by companies
in strategic analyses.

6. Answering the research questions and examining the research theses.

The individual partial aims build on each other factually and form the basis for the
following partial aim. This approach implies a certain iteration so that each step in
gaining knowledge contributes to making the next one even more optimal and
productive.

2.3 Deriving and defining the research questions

The main aim of the dissertation to gain insights into the direct and indirect impacts
of vocational rehabilitation on business performance is to be achieved by researching
the following primary research question and additional operationalising sub-
questions.

Primary research question:
o What is the business impact of vocational rehabilitation on companies?

Sub-questions:
o What are the direct and indirect impacts of vocational rehabilitation on
business performance, and how can they be operationalised?
o  Whether and in what form is vocational rehabilitation addressed in the
business strategy?
e How is vocational rehabilitation implemented operationally in the company?

The main question about the business impact of vocational rehabilitation on
companies is further differentiated and focussed by the sub-questions regarding the
impact on day-to-day business and the operational and strategic implementation in
the companies. The questions cover the company's normative, strategic, and operative
management levels and allow a holistic approach and analysis.>*

334 ¢f. Valek/Slahor, 2010, pp. 44 et seq.
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2.4 Presentation and substantiation of the research theses

The following research theses can be derived from the literature review concerning
the research question. In addition to the research questions, the study should also
examine the following research theses.

These 1: A commitment to vocational rehabilitation has a direct positive impact on
business success.

There 1s evidence in the literature that vocational rehabilitation positively impacts the
organisation and profitability. Companies themselves see more benefits for the
organisation than costs related to vocational rehabilitation.>*> The benefits mentioned
in the literature can be divided into the following three categories: Increasing
productivity, reducing personnel costs, and maintaining the return on human capital.
All these benefits ultimately lead to higher profitability for the company. Personnel
costs are positively influenced largely by reducing the fluctuation rate and,
consequently, preserving the investments made in “human capital”.>3® Productivity is
increased by shortening the unproductive periods of employees due to incapacity for
work.33” Furthermore, vocational rehabilitation, like the employment of people with
disabilities, is an important social concern that companies can and must address as
part of their CSR strategy.>3® In this way, vocational rehabilitation can be understood
as a company's sustainable management and generating additional competitive
advantages.>*

These 2: Vocational rehabilitation as part of a company's CSR strategy has no impact
on sales figures.

CSR is a particularly good tool for product differentiation.’*® However, customers
prefer a stronger awareness of product-related CSR activities than philanthropy or
sustainable business processes.’*!Accordingly, high-profile CSR initiatives can
significantly contribute to sales than integrating CSR into all business processes.>*?
This concludes that vocational rehabilitation as a non-product-related CSR activity
cannot contribute to increasing sales or sales figures.

These 3: Vocational rehabilitation has the same impact on a company as employing
people with disabilities.

535 ¢f. Graffam et al., 2002, p. 251.

536 ¢f. Aichner, 2021, p. 2; Dean, 1988, p. 142.

537 ¢f. Graffam et al., 2002, pp. 251-252.

338 ¢f. Miethlich/Slahor, 2018a, p. 5; Kuznetsova, 2012, p. 13.
33 ¢f. Peloza/Shang, 2011, p. 129.

340 ¢f. Boehe/Cruz, 2010, p. 340.

541 ¢f. Peloza/Shang, 2011, pp. 128-129.

342 ¢f. Ulrich as cited in Bergius, 2005, n. pag.

73



Vocational rehabilitation can be seen as a form of promoting employment for people
with disabilities. Vocational rehabilitation occurs when people return to work after
an accident or illness, when people with disabilities enter the workforce for the first
time or, at most, when they change jobs. In contrast to people with disabilities,
vocational rehabilitation is more likely to fail and consequently represents a greater
risk for a company. After vocational rehabilitation, the person may be employed or
retained by the company. Therefore, it is reasonable to assume that after some time
and a positive course of vocational integration, the effects will be the same as for the
employment of people with disabilities or will become increasingly similar.3#?

These 4: Swiss SMEs implicitly perceive vocational rehabilitation as part of their
CSR strategy.

Various indications in the literature indicate that SMEs are aware of their social
responsibility but do not communicate it to the outside world. On the one hand, this
seems to be due to the conviction that the assumption of social responsibility is self-
evident™** and, on the other hand, also because the costs for public relations exceed
the possibilities of SMEs.*

343 ¢f. Miethlich, 2018, pp. 45-46
54 ¢f. Looser, 2017, p. 257.
3% ¢f. Baumann-Pauly et al., 2013, p. 702-703.
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3 Methodology and research methods

In this chapter, the applied research methods and research design are described,
derived, justified, and operationalised. This study uses the qualitative research
approach of exploratory-descriptive case studies to assess in-depth the impact of
vocational rehabilitation on business performance in selected SMEs.

3.1 Characteristics of the examined object

SMEs will be researched as the impact of a phenomenon can be better observed
holistically in small organisations. Therefore, the sample includes SMEs in the
German-speaking part of Switzerland that already have experience in vocational
rehabilitation. Other language regions of Switzerland are not taken into account. This
allows a study of SMEs in a homogeneous cultural environment and increases
comparability. Furthermore, the study focuses on mainstream employment in for-
profit companies. Companies such as social entrepreneurs, social enterprises, or
sheltered workshops, which mainly aim to employ PWD or carry out vocational
rehabilitation, are not the subject of the study.>4¢

SMEs in Switzerland can be characterised by informal organisational structures,
distinctive and international networks, innovation, the pursuit of continuity rather
than growth and, as a result, agile and rapid response to market needs. They are
regionally integrated and pursue long-term goals and sustainable values. In doing so,
they claim to offer outstanding products or services and be a caring employer.>*’ They
do not show off their social responsibility but implicitly and discreetly assume it in
their everyday business.>*

In Switzerland, market-economy companies are classified as SMEs or large
companies based on the number of employees. The legal form is irrelevant. A
company with fewer than 250 employees, i.e., a maximum of 249, is considered an
SME. This limit also applies in the European Union.>* In Switzerland, a distinction
is also made within SMEs between micro-enterprises with fewer than nine
employees, which account for 38 % of all SMEs, small enterprises with 10 to 49
employees, which account for 32 % of all SMEs, and medium-sized enterprises with
50 to 249 employees, which account for 30 % of all SMEs.>*° Two-thirds of all jobs
and 99.7 % of all companies in Switzerland are SMEs. There are hardly any
differences in a European comparison: Germany, for example, has the lowest

346 ¢f. Wagner/Roschker/Moutchnik, 2017a, p. 18.
347 ¢f. Wagner et al., 2017a, p. 18.

348 ¢f. Looser, 2017, p. 257.

3% ¢f. Banatte/T4ube, 2017, p. 5.

330 ¢f. BFS, 2020, n. pag.
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proportion of SMEs at 99.5 %, and Greece has the highest proportion of SMEs at
99.9 %. SMEs also make up the majority of all companies internationally.>>!

In a recent study by the major Swiss bank Credit Suisse, the success factors of
Switzerland as a business location for SMEs were examined. In a survey of 1,900
SMEs, Switzerland as a business location was rated as a success factor overall, but
the SMEs were concerned about the lack of skilled workers. More than half of the
SMEs have difficulty finding suitable candidates for open positions. A quarter of all
SMEs appears to be acutely affected by the shortage of skilled workers. Regional
differences are considerable. SMEs in rural areas are particularly affected, while the
shortage of skilled workers is less pronounced in central areas and areas near the
national border.’>? Consequently, a company affected by a shortage of skilled workers

cannot exploit its full business potential, negatively impacting the national economy.

3.2 Working methods: Case study research

Research in the field of management theory is comparatively practice-oriented.>>
Often, qualitative factors that, directly or indirectly, create added value or constitute
a company's competitive advantage, such as CSR, employee motivation, or the
company's image. These qualitative factors are difficult to measure and quantify and
are best studied using qualitative methods.>>* Therefore, in management studies, case
studies are often used in the early stages of research to describe and analyse
phenomena from practice.>>

In addition to case studies, grounded theory can also be used. Grounded theory is
defined by Strauss (1990, p. 24) as a “qualitative research method that uses a
systematic set of procedures to develop an inductively derived grounded theory about
a phenomenon”.>*® This means that data collection on a phenomenon is started
without prior literature analysis or a research question definition. The research
question then crystallises in the course of data collection and analysis.>>” This purely
inductive approach is intended to avoid presuppositions and unconscious bias.>?
However, this can lead to collecting all kinds of information, making the research
process very trying and taking a long time. This aspect distinguishes grounded theory
significantly from case study research. According to Yin (2003), case study research
follows a deductive approach. A defined problem and research questions form the
basis of the investigation derived from the existing literature. This procedure

531 ¢f. Banatte/T#ube, 2017, p. 16.

532 ¢f. Carnazzi/Christen, 2017, p. 7.

533 ¢f. Gassmann, 1999, p. 11.

33 ¢f. Miller/Ahrens, 1993, pp. 200-201.

335 ¢f. Gassmann, 1999, p. 11.

3% ¢f. Strauss, 1990, p. 24 as cited in Halaweh/Fidler/McRobb, 2008, p. 2.
557 ¢f. Halaweh et al., 2008, p. 2.

338 ¢f. Halaweh et al., 2008, p. 7.

76



subsequently enables targeted data collection. The case study and grounded theory
approaches to generalising research findings are similar. Therefore, the research
results may be applied to another context and situation with comparable
characteristics. Generalizability is partially achieved through an abstraction process
by developing concepts, extending and generating concepts and theories, and
deriving specific implications.>’

Compared to inductive qualitative methods, deductive approaches severely limit the
possible knowledge gain. They do not allow for a full investigation of a
phenomenon.*®® Both research case studies and grounded theory use interviews as the
main data source.>®! The two approaches are not mutually exclusive and can even be
combined.’®?> Nevertheless, the more pragmatic approach of research case studies,
according to Yin (2003), is>%® chosen for the study. This is because research case
studies can capture and explore experiences from business practice in a targeted and
holistic way. On the one hand, there is already a certain literature base on the subject
area, which can serve as an orientation for the study. On the other hand, the effort of
the grounded theory approach would be many times higher without expecting
additional findings in a framework that justifies the increased effort.

Case studies are a particularly appropriate and helpful research methodology to
understand hitherto further insufficiently studied phenomena.’®* Case studies
represent a research strategy that conducts an empirical investigation of a current and
specific phenomenon within a real-world context, relying on the triangulation of
multiple data sources.’®® As there are often competing theoretical approaches to
insufficiently studied phenomena, exploratory case studies incrementally develop the
theoretical framework based on the findings from the collected data and case studies.
Selecting cases that reflect a positive example of the phenomenon under study is
important and enhances knowledge gain. Careful data collection and documentation
should ensure traceability.>

According to Yin (2003, p. 50), the case study methodology, as shown in Figure 6, is
an incremental approach that encompasses the whole research process. The research
design can be limited to one specific case (“single case”) or include a particular
selection of several cases (“multiple cases”). The actual analysis can be holistic,
abstract, or focused on sub-units of analysis (“embedded”) within the research

5% ¢f. Halaweh et al., 2008, pp. 6-7.

560 ¢f. Hamel, 1991b, p. 84;

361 ¢f. Allan, 2003; Walsham 1995; Yin 1994; Strauss and Corbin 1990 as cited in Halaweh et al., 2008,
p. 7.

362 ¢f. Halaweh et al., 2008, p. 1.

363 ¢f. Yin, 2003, p. 50.

364 ¢f. Halaweh et al. 2008, p. 7; Eisenhardt, 1989, p. 545.

365 ¢f. Yin, 2013, p. 24.

366 ¢f. Yin, 2003, pp. 28 et seq.
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question. The present study will be classified as a holistic analysis of multiple
cases.’®’

Figure 6 Case studies as a research method

ANALYZE &
DEFINE & DESIGN PREPARE, COLLECT, & ANALYZE CONCLUDE
| > write draw cross-case
! > conductlst | % | i dividual |»] | conclusions
; case study '
1 : case report
v
select | modify theory
cases :
|, .
; conduct 2nd b wiite dual
develop v o ™1 case study —> individual > v
theory > ; case report develop policy
implications
design data
> collection [— ;
protocol y
' write cross-case
report
conduct <! write
'»| remaining » individual
case studies case reports

Source: Own presentation according to Yin (2003, p. 50)

A descriptive-explorative approach to case study research is used to explore as many
new aspects as possible. Qualitative data collection methods such as interviews and
content analyses are used to collect and analyse the data.’®® In a case study
investigation, the theoretical frame of reference and the current state of research is
established in the first step by employing a literature search. The insights gained serve
as the basis for developing the case study protocol, which serves as the basis for
conducting the case studies. °* An investigation of at least four to a maximum of ten
case studies makes sense within the framework of a descriptive-explorative study.>”
The data for generating the case studies are collected along with a case study protocol.
The case study protocol functions as a kind of questionnaire and outlines all the data
needed for the case reconstruction and to be collected as part of the research process.
In addition, the structure of the case study report is defined. Different sources

(interviews, company websites, business reports or newspaper articles) allow data

367 ¢f. Yin, 2003, pp. 36 et seq.

368 ¢f. Yin, 2013, p. 65-66.

399 ¢f. Yin, 1994 as cited in Halaweh et al., 2008, p. 7

570 ¢f. Marshall/Cardon/Poddar/Fontenot, 2013, p. 13; Eisenhardt, 1989, p. 545.
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triangulation. This allows for a high degree of consistency in the reconstruction of
the cases.”’! Based on the data collected and recorded in the case study protocol, one
case study per company is developed according to the case study report (“within-case
analysis”). Based on the findings of the individual case studies, the theoretical frame
of reference will be further developed incrementally. After all case studies have been
generated, the next step is to compare the case studies through cross-case analysis
and examine them for common patterns (“pattern matching™).>’? The findings from
the cross-case analysis are generalised, and recommendations for action and theory
are derived.’” The focus of case study research is more on generating than on testing
existing theories. At the same time, case study results enable a rapid knowledge
transfer into practice. Nevertheless, case studies also harbour certain practical
disadvantages; in addition to low accuracy and a lack of objectivity, no statistical but
only analytical generalisation is possible.’’

Therefore, the results of case study research are by no means representative and do
not allow any conclusions to be drawn about the totality. Statistical representativeness
1s also not essential here; the specific case should be captured as a whole. In the case
of study research, no statistical but only analytical generalisation can be carried out.
The results nevertheless reveal certain tendencies and trends.>”> There are also several
criteria for research case studies that are decisive for assessing quality and
significance, such as construct validity, internal and external validity, and reliability.
Construct validity refers to the theoretical foundation and quality of the survey
procedure and its operationalisation. Internal validity comprises the validity of the
assumed correlations between different observations. The external validity describes
the generalisability of the findings beyond the individual case. The reliability
describes whether a renewed performance of the case studies or investigation leads
to the same results. 376

3.3 Method of data obtaining and sources used

The data basis includes secondary data in the form of existing literature and primary
data in elaborated case studies.

In the first step, the literature is analysed, and the state of the research is surveyed.
The literature review is based on a comprehensive search for published peer-reviewed
literature. The research was conducted using the databases “Web of Science” and
“Scopus”, limited to the subject areas of business, economics, and management.
Afterwards, the reference lists of all previously included articles were checked to find

71 ¢f. Marshall et al., 2013, pp. 12-14; Eisenhardt, 1989, p. 538.
572 ¢f. Yin, 2013, p. 183; Eisenhardt, 1989, p. 534.

573 ¢f. Yin, 2013, p. 143-144; Eisenhardt, 1989, pp. 540 et seq.
574 ¢f. Halaweh et al., 2008, p. 7; Gassmann, 1999, pp. 12 et seq.
575 ¢f. Halaweh et al., 2008, p. 7; Gassmann, 1999, p. 13.

576 ¢f. Yin, 2013, pp. 33 et seq.
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additional studies. The titles, abstracts, and keywords of papers were scanned to
identify papers related to vocational rehabilitation, return to work, disability
management, and employment of persons with disabilities associated with business,
management, and corporate social responsibility. For in-depth analysis, articles were
selected describing business management aspects of vocational rehabilitation in
companies or the connection between vocational rehabilitation and other business
concepts published in English or German in peer-reviewed journals, conference
proceedings or books.

In the second step, the primary data is collected, and case studies are developed for
further analysis. The data needed to generate the case studies are collected using the
case study protocol. Interviews are the most important instrument of data collection
in the context of research case studies.’’” Alternatively, the observation approach
could be used. However, the observation approach is not suitable for the problem at
hand since no explicit observation situations can be defined due to the explorative
and holistic nature of the research. Therefore, which object should be observed in
situations are not clear, which is a prerequisite for obtaining meaningful data.
Therefore, the interview is chosen as the central data collection instrument, as it can
best fulfil the requirements of an explorative and holistic investigation.>”

There are different forms of interviews, such as narrative, ethnographic, problem-
centred, guided, and expert interviews. Less structured interview forms, such as the
narrative and the ethnographic interview, are unsuitable for the problem under
investigation, with questions about the causality of cause and effect. Also, individual
and subjective actions are not to be recorded, so the problem-centred interview is not
suitable as a method. The expert interview, which can be seen as a variant of the
guided interview, is a semi-structured interview form. A guideline developed in
advance based on theoretical analysis is used. In a guided interview, the interviewer
can orientate himself on a catalogue of questions but at the same time has the freedom
to respond to spontaneous statements and interesting side issues on the part of the
respondent. After an introductory question, three to four topic areas with about ten
open questions are dealt with in a guided interview. Follow-up questions or detailed
questions can be asked on all questions. In the expert interview, the respondent, as an
expert, has specialised knowledge that is difficult to access in this form elsewhere.>”
The interviews should provide as many new aspects as possible on the direct and
indirect effects of vocational rehabilitation on business performance in SMEs.
Therefore, the semi-structured guided interview was chosen, as this interview form

377 ¢f. Allan, 2003; Walsham 1995; Yin 1994; Strauss and Corbin 1990 as cited in Halaweh et al., 2008,
p. 7.

578 ¢f. Saunders/Lewis/Thornhill, 2012, pp. 340 et seq.

57 ¢f. Saunders et al., 2012, pp. 340 et seq.
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1s best suited for generating case studies, regardless of whether the subjects are
experts.>8?

The questions of the semi-structured interview guide are derived or operationalised
from the case study protocol.’®! The yield of an interview is determined not only by
the interview guide but also by the interviewees themselves. A systematic selection
of interview partners is therefore crucial for the quality and character of the data
generated.’? Potential interviewees for the interviews are representatives of SMEs.
On the one hand, they have experience in the field of rehabilitation and, on the other
hand, have a significant influence on the company at the normative, strategic and
operational management level, such as the owner, manager or CEO. The interviews
will be conducted and recorded on-site at the respective company. The recorded
interviews will then be transcribed. To preserve any desired anonymity of the
interviewees, in this case, the transcribed interviews and the case studies do not allow
any conclusions to be drawn about the company or the interviewee.

The insights gained are triangulated with additional information from publicly
available information, such as the company homepage and company publications.
Based on the transcribed interviews and the additional information, a case study
report is prepared for each case®® study using the summarising content analysis,
according to Mayring. The case study report forms the basis for the following
analysis. This case study report reconstructs and describes the effects of vocational
rehabilitation on the company or the business performance, respectively, in the

context of the respective company.>%*

3.4 Used methods of evaluation and interpretation of results

For the holistic evaluation and interpretation of the effects of vocational rehabilitation
on the normative, strategic, and operational management levels of a company, the St.
Gallen Management Model is applied as an integrative management model.>®> The
findings from the secondary analysis and the primary analysis are interpreted using
the St. Gallen Management Model.

The evaluation of the transcribed interviews is carried out utilizing content analysis.
The reduction and generalisation take place in one step. The summarising content
analysis makes it possible to extract concrete data from the transcribed interviews
systematically and structured way. In contrast to interpretative and descriptive
content analysis, only the content is analysed without simultaneous interpretation of
the communication or the interviewee's relationship to the research object. The

580 ¢f. Gldser/Laudel, 2010, pp. 38 et seq.

381 ¢f. Kepplinger/Mair, 2016, p. 12; Maxwell, 2005, pp. 75 et seq.
382 ¢f. Gldser/Laudel, 2010, pp. 11 et seq.

383 ¢f. Mayring, 2015, pp. 48 et seq.

384 ¢f. Miles/Hubermann, 1994, pp. 148 et seq.

385 ¢f. Valek/Slahor, 2010, pp. 44 et seq.
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content analysis is carried out deductively based on the defined coding and case study
protocol.’®® Inductive content analysis®®” and the associated category formation are
not an option because of the effort required to examine the expectedly extensive data
material and would probably also allow only a few additional insights into the effort
involved. The analysis of the case studies is therefore carried out utilizing deductive
content analysis 38, The content analysis is coded according to the dimensions of the
St. Gallen Management Model. The coding includes Six categories of codes, and their
sub-codes include the following:

. Processes (management processes, business processes, support processes)
. Structuring forces (strategy, structures, culture)
. Modes of development (optimisation, renewal)

AW N

. Stakeholders (investors, customers, employees, public, government, suppliers,
competitors)

9]

. Interaction issues (resources, norms and values, concerns, and interests)
. Environmental spheres (society, nature, technology, economy)

N

In addition to the analysis of the individual case studies, the cross-case search for the
same action patterns is of great importance for the progress of knowledge in the
study.>® The results in the form of individual case-based analyses serve as the basis
for cross-case analysis.>®® The cross-case analysis systematises the findings according
to coding categories. In addition, a synthesis of the findings is developed and
summarised in tabular form. Finally, based on the secondary and primary analysis
findings, an explanatory model is developed, the research questions are answered,
and the research theses are examined.>!

3.5 Research design

The research design of an empirical study represents the logic according to which the
data are collected, interpreted, and analysed to answer the research questions. The
study's research design is described and summarized in table form below (Table 4).5%2
The knowledge gain consists of various sub-steps that build on each other. First, the
existing literature is analysed concerning indications and evidence on the business
effects of vocational rehabilitation. Based on these findings, a preliminary

586
587
588

cf. Mayring, 2015, pp. 48 et seq.

cf. Mayring, 2015, pp. 48 et seq.

cf. Mayring, 2015, pp. 48 et seq.

389 ¢f. Yin, 2013, pp. 143 et seq.; Eisenhardt, 1989, pp. 540-541.
3% ¢f. Eisenhardt, 1989, p. 540.

91 ¢f. Miles/Hubermann, 1994, pp. 148 et seq.

32 ¢f. Yin, 2003, p. 18.
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explanatory model is derived as a conceptual framework.>** This forms the basis for
conducting the case studies and, in particular, developing the case study protocol.
Based on the case study protocol, a semi-structured interview guide for data
collection will be derived. The in-depth interviews will be conducted with the Key
Informants (KIs) from different SMEs in the German-speaking part of Switzerland.
Generally, the KlIs were founders, owners, CEOs or managers of the companies;
accordingly, high-level representativeness of the companies has been ensured. All of
them must have experience with vocational rehabilitation. The collected data is
triangulated with additional information and recorded in a case study report. The
analysis of the generated case studies then takes place in two steps. In the first step,
each case study is considered in isolation and in the second step, a synthesis of the
findings of all case studies is prepared. Based on the synthesis of the literature review
findings and the case studies, an explanatory model is developed. Finally, the research
questions are answered, and the research theses are examined.

Table 4 Schematic representation of the research design

Sub-step Description

Literature review | - Analysis of the literature; the state of research

(Secondary data) | - Identify the impact and generalise using the SGMM

- Derive and develop a preliminary explanatory model based on the
knowledge gained so far

Case study - Conducting the descriptive-explorative case studies, using data
research collected in the form of semi-structured guided interviews
(Primary data) - Analysis of the transcribed interviews using deductive content analysis

- Within-case analysis

- Cross-case analysis (Synthesis of the conducted case studies)

- Identify the impact and generalise using the SGMM

Synthesis - Synthesis of the findings of the literature review and the case studies
- Develop and derive an explanatory model

- Examining the research theses and answering the research questions

Source: Own presentation

3.6 Operationalisation of the case studies

The implementation of the case studies as a research method in this study is outlined
and described below. The framework and structure for conducting the case studies
are developed according to the approach of Yin (2003, p. 50).

3.6.1 Deriving the case study protocol and report
The case study protocol describes, similar to a questionnaire, all necessary data for
the case reconstruction and are collected accordingly for each case study. At the same

393 ¢f. Maxwell, 2005, pp. 75 et seq.; Miles/Hubermann, 1994, p. 22.
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time, the structure of the case study reporting is already defined. The uniform
documentation of the case studies makes it possible to compare and analyse them.>**

Table S Case study protocol

Categories Coding
Company and market environment K1
CSR strategy and activities K2
Vocational rehabilitation carried out; a current example K3
Importance of vocational reintegration and employment of people with K4
disabilities from the perspective of human resource management
Effects and implications for the company and business success K5
Processes K5.1
Moments of order K5.2
Development modes K53
Stakeholders K5.4
Interaction topics K5.5
Environmental spheres K5.6
Personal opinion of the KI on the topic K6

Source: Own presentation

The case study protocol is oriented towards the research questions and the findings
from the secondary data analysis. The data to be collected includes the categories and
codes listed in Table 5. Data collection per category is done through interviews and,
if available, additional freely available information. The categories also serve as
coding for the analysis of the interview data and as a basis for developing the
interview guide.

The actual case study, i.e., the case reconstruction, is carried out from the collected
data. The structure of the case study reports is divided into the following thematic
complexes (see Table 6):

Table 6 Case study report

Complex of topics Content

Company Profile Industry, history, customers, competition,
motivation, personnel policy, prospects
Experience in Vocational rehabilitation | History, current employment of people with
disabilities and vocational rehabilitation, goals
and motivation, main factors for success and
potential problems

Social responsibility and sustainability Strategy, organisation of activities,

strategy experiences, integration of vocational
rehabilitation measures in CSR activities

Key effects and implications of Recruitment strategy, benefits, challenges,

vocational rehabilitation implications, effects and implications for the

3% ¢f. Yin, 2013, pp. 177-178.
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company and business performance according
to the dimensions of the SGMM (Processes,
moments of order, modes of development,
stakeholders, interaction issues, environmental
spheres), personal opinion of the KI

Summary Tabular overview of the effects of vocational
rehabilitation on business success from the
company's perspective

Source: Own presentation

3.6.2 Presentation of the interview guide

The interviews are conducted along with a semi-structured guide. The individual
questions of the interview guide are derived from the preliminary explanatory
model’” and the case study protocol. The interview guide will use open-ended
questions to gather as much information as possible about the subjective views of the
companies regarding the effects and implications of vocational rehabilitation on
business success and to explore as many new aspects as possible.

The questions provide the interview framework; depending on the answer, additional
individual questions are asked to clarify statements or to deepen new aspects.**® The
semi-structured interview guide®®’” was developed according to the recommendations
of Saunders et al. (2012, pp. 372 et seq.). The introductory questions (V000-V001)
focus on some key figures of the company and the company history and CSR
activities in general. The main section (V012-V026) focuses on vocational
rehabilitation as a CSR activity. The questions here focus on concrete activities and
their context, the business impact of vocational rehabilitation efforts, and the impact
and reactions of stakeholders. The schematic overview of the St. Gallen Management
Model and the “Company's ripple effect” serve as analytical tools for the interviews.
At the end of the interview, questions on personal opinion (V027-V028) are asked.
The questions relevant to the analysis are shown in Table 7:

Table 7 Questionnaire of the semi-structured interview

Variable | Question Coding
Vo001 General questions about the company, key figures, and history K1
Vo010 What is your company's CSR strategy? K2
Vo011 How is the company's CSR commitment communicated? K2
V012 To what extent is the vocational rehabilitation or employment of K2
People with disabilities seen as part of CSR strategy?
V013 How many vocational rehabilitations have you carried out so far? K3
(Own employees and external)
Vo014 How is vocational rehabilitation used in your company? Do you K4
use vocational rehabilitation to recruit staff?

395 ¢f. Kepplinger/Mair, 2016, p. 12; Maxwell, 2005, pp. 75 et seq.
3% ¢f. Kruse, 2015, p. 207.
397 see interview guidline in the appendenices.
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Vo015 Describe successful vocational rehabilitation in your company. K3

V016 Has a new product or service been created, or have work processes | K5.1
been optimised in connection with vocational rehabilitation? If yes,
please describe them briefly.

Vo017 How do you estimate the effort and the yield of vocational K5
rehabilitation?

Vo018 What impact and response have you received to vocational K5.4
rehabilitation efforts (within the company, externally)?

V019 Which stakeholders do you think are affected by vocational K5.4
rehabilitation? (Aid “Company's Ripple Effect”)

V020 What effects and implications on the company and business K5

success do you see in connection with vocational rehabilitation
efforts? (Tool “SGMM”)

V021 ... Processes K5.1
V022 ... moments of order K5.2
V023 ... development modes K53
V024 ... Stakeholders K54
V025 ... interaction topics K5.5
V026 ... environmental spheres K5.6
V027 What is your view on the impact of vocational rehabilitation on a K6
company?
V028 Do you think that the long-term success of a Swiss company is K6

decisively dependent on CSR activities?
Source: Own presentation

3.6.3 Selection of companies for the case studies

The case studies are selected so that the research questions can probably be answered,
and access to the data in the form of documents and interview partners is also
guaranteed.””® Within the framework of an explorative study, positive case studies
should be chosen to achieve the greatest possible gain in knowledge.>

The interview partners are recruited to employ “gatekeepers” or personal contacts in
the relevant companies who can locate the suitable interview partner and convince
them to participate.®® SMEs with headquarters in German-speaking Switzerland
were selected to conduct the case studies. In the selection process, care was taken to
ensure that the companies in question were currently involved in vocational
rehabilitation or had been involved no more than one year ago. The selected
companies are active in various sectors, thus achieving as heterogeneous a selection
as possible. The following companies were selected for the case studies (see Table
8).

The selected companies show a good cross-section of SMEs in Switzerland. It is
remarkable that many micro-enterprises with less than ten employees seemed to have
experience in vocational rehabilitation and agreed to participate in the study.

398 ¢f. Yin, 2013, p. 27; Gassmann, 1999, p. 15.
39 ¢f. Yin, 2013, p. 95.
600 ¢f. Kruse, 2015, pp. 251-252.
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Table 8 Overview of the SMEs selected for the case studies

No. | Company Canton | Industry Number of
employees
1 NW GmbH Zurich | Management 3
consultancy

2 AVT Verpatec AG Zurich | Packing 60

3 rpm Informatik AG Zug Computer Science 8

4 Hammerli Technik GmbH / Glarus | Car workshop and car 5
The Hire Guys GmbH rental

5 Smartpedia GmbH Zurich | Insurances 5

6 Seminar Hotel Lihn Gen. Glarus | Hospitality 26

7 rh Ladenbaumanagement Zurich | Construction 5
GmbH

Source: Own presentation
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4 Empirical data collection and analysis

In this chapter, the empirical data collection and analysis are carried out in the form
of a secondary analysis of the literature and a primary analysis of research case
studies. Vocational rehabilitation's direct and indirect effects on business
performance and normative, strategic, and operational management levels will be
identified and analysed. Secondary and primary analysis findings will be synthesised,
and an explanatory model will be derived.

4.1 Assessing the Literature

Based on a comprehensive literature review, evidence of the business impact of
vocational rehabilitation is identified and then coded and generalised according to the
dimensions of the St. Gallen Management Model. A preliminary explanatory model
is developed from the findings.

4.1.1 Identify the business implications of vocational rehabilitation

The literature review focused on studies with primary data, and no studies were
considered twice. This means that if a study was already included in a literature
review, it was not listed separately again. The economic effects of vocational
rehabilitation identified in the literature were reduced and generalised using
deductive content analysis.®”! The overview of the identified impacts, sorted by
authors, can be seen in Table 9:

Table 9 Overview and results of the literature review

Authors Effects and benefits described

AAPD, 2015 Positive influence on corporate culture, use of untapped applicant pools to
avoid skills shortages

Aichner, 2021 Higher motivation to work, very loyal towards their employer, friendlier

dealings with customers, score higher in job satisfaction, perform more
consistently, better ability to identify creative solutions, higher willingness
to experiment, superior problem-solving skills, lower absenteeism rates,
lower employee turnover, higher ROI in training and development, overall
more positive work environment, increased productivity, higher levels of
innovation, increased business performance, market share, and shareholder
value

Aichner & Attracting and retaining disabled customers, opening up new market
Shaltoni, 2018 segments, raising awareness of disability among employees and thus
responding better to the needs of customers with disabilities

Bengisu & Improve service quality and efficiency, make workplace adjustments,
Balta, 2011 reduce operating costs, increase financial profit, benefits from relevant
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insurance carriers and other benefits, reduce staff costs, attract and retain
socially conscious clients

Ball et al., 2005

Promoting innovation, contributing to diversity, and using untapped
applicant pools to prevent a future shortage of skilled workers due to
demographic trends.

Bennett, 2011

Promoting equal opportunities at work and in society

BM, 2017

Attracting and retaining disabled people as customers, raising awareness of
disability among employees

Chi & Qu, 2003

A diverse applicant pool offers a competitive advantage, counteracting
prejudice (bias) and stigmatisation of people with disabilities

Chomka 2004

fewer absences, gain through CSR and “diversity”, fewer absences, less
staff turnover in general

Csillag & Gyori,
2016

Promotion of an inclusive corporate culture, profitable or at least without
losses in business and moral terms, loyalty, customer retention, improved
motivation and commitment, sensitivity, NGOs as well as media and other
stakeholders will not attack the company, risk of “legal aggravation”
decreases, positive influence on corporate image, claiming state subsidies
lowers personnel costs

Dean, 1988

Increasing productivity, reducing personnel costs, and maintaining the
return on human capital (“return-on-invest”), among other things, through
less fluctuation.

Graffam et al.,
2002

Overall, more benefits for the organisation than costs, better productivity,
better employee and customer relations

Groschl, 2007

Increase workplace productivity, increase creativity, reduce operating costs,
and thus increase the financial profit of a company, attract and retain
disabled people as customers.

Gyori & Ocsali,
2014

Quota regulation regarding employment of persons with disabilities

Hartnett et al.,
2011

The company complies with the law and avoids legal problems

Hernandez et

In creating an inclusive corporate culture, actual “disability champions” are

al., 2008 missing

Houtenville & Develop an understanding of the needs and expectations of disabled clients,

Kalargyrou, improve motivation and engagement, staff retention, reduced staff turnover

2012 in general, psychological job security for all staff, and utilise untapped
applicant pools to avoid skills shortages.

Hull, 2007 Same or slightly more absences, but fewer staff fluctuations

Kuznetsova, Positive influence and promotion of an inclusive corporate culture,

2012 development of “designed-for-all” products and services, innovations,
increase in profitability as a sum of individual aspects, the productivity of
people with disabilities, profit through CSR and “diversity”, attracting and
retaining disabled people as customers, CSR as a means of attracting new
talented employees, the loyalty of employees, CSR as a means of increasing
the corporate image among customers and suppliers, expansion of the
company's CSR, “disability champions” missing

Lindsay et al., General improvement in profitability, improvement in cost-effectiveness,

2018a reduction in staff turnover, staff retention, loyalty, reliability and

punctuality, positive impact on corporate image, competitive advantages,
greater consideration of diversity among customers, increase in customer
loyalty and satisfaction, innovation, increase in productivity, improvement
in employee morale, inclusive corporate culture, raising awareness of the
issue of disability, increase in psychological job security and confidence in
the employer.
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Markel &
Barclay, 2009

Diverse corporate cultures offer the opportunity to benefit and create long-
term economic value in today's diverse society.

Miethlich, 2020

Vocational rehabilitation to attract and retain employees, strengthen
employer branding

Miethlich & Social inclusion can open up new customer and market segments and
Oldenburg, increase sales.

2019a

Miethlich & The employment of people with disabilities offers a source of sustainable
Oldenburg, competitive advantage.

2019b

Park & Lee, Increasing profitability as the sum of individual aspects

2009

Rynes & Using untapped applicant pools as a competitive advantage

Barber, 1990

Samant et al.,

Positive influence on the corporate culture, expansion of the company's

2009 CSR
Schur et al., Positive influence on the corporate culture, expansion of the company's
2005 CSR, provision of resources and incentives for mentoring and training

people with disabilities and the adaptation of workplaces.

Siperstein et al.,
2006

Innovations, competitive advantage, winning and retaining customers

Waxmann, 2017

Diverse applicant pools offer a competitive advantage (“diversity”)

Wells, 2008 Use untapped applicant pools to avoid skills shortages

Werner, 2009 Cooperation with NGOs as an opportunity for “win-win” situations
Zychlewicz, Productivity of people with disabilities, increased economic efficiency,
2014 improved motivation and commitment, the loyalty of employees, building

an attractive brand as an inclusive employer for employees, and expansion
of the company's CSR.
Source: Own presentation

No studies were found that dealt holistically with the effects of vocational
rehabilitation or the employment of PWD on companies. The studies found to deal
with partial aspects of the employment of PWD or only mention individual effects on
companies. This probably explains the wide range and diversity of impacts identified.
Certain impacts were mentioned in several studies, such as: attracting and retaining
new customers, improving overall profitability, tapping into untapped candidate
pools to address skills shortages, promoting diversity, positively influencing
corporate culture, broadening corporate CSR, improving innovation, fostering
employee loyalty and retention, leading to less staff turnover.

Overall, the findings of the qualitative studies are homogeneous and supported by
quantitative studies. Contradictory findings were only found in isolated cases
regarding absenteeism due to illness, the above-average productivity of PWD, and
the costs and possibilities of adapting workplace adjustments to PWD. Hernandez &
McDonald (2008), for example, assume fewer absences among PWD than the
average workforce, while Hull (2007) finds the same number or even slightly more
wants among PWD. In terms of productivity, all studies also observe higher
productivity of PWD. Only Graffam et al. (2008) see the productivity of PWD as the
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same as that of other employees. Overall, the prejudices against employing PWD can
be summarised as concerns about performance and the effort and cost of training and
workplace adjustments.

4.1.2 Interim conclusion

The business impacts of vocational rehabilitation identified based on the literature
review are generalised using the deductive content analysis®®? and then coded
according to the dimensions of the St. Gallen Management Model (see Table 10):

Table 10 Impact analysis based on the SGMM

SGMM, Category Impact

Processes
Management - Increasing economic efficiency and profitability as a sum of the
processes individual aspects (fewer absences, higher productivity, etc.)

- Reduction of operating or personnel costs through recourse to state
subsidies and/or insurance carrier benefits, savings in recruitment
(applicant pool, less fluctuation) and preservation of the return on
human capital.

- Positive influence on corporate image and reputation

- Competitive advantages through the effects and expansion of CSR
and the diversity of the company

- Competitive advantages through the use of untapped applicant pools
(avoid shortage of skilled workers, innovative strength)

Business processes | - Increase workplace productivity, creativity, loyalty, morale,
motivation, and commitment of employees

- Improving service quality and efficiency

- Fewer staff absences and fluctuations

- Create an attractive brand as an inclusive employer to attract new
staff.

- Attract and retain disabled and/or socially aware customers

- CSR as a means of enhancing the company's image with customers
- Developing understanding and meeting the needs and expectations of
clients with disabilities

Support processes - Adaptations of workplaces

- Increasing the sensitivity of all employees concerning the topic of
disability (needs, expectations, reduction of prejudices)

- Use untapped applicant pools to avoid a shortage of skilled workers
and strengthen the innovative power

Moments of order
Strategy - Expansion of CSR and “diversity” of the company

- Achieving a diverse or inclusive corporate culture

- Secure and expand the applicant pool, prevent a shortage of skilled
workers

- Strengthening employer branding and attractiveness as an employer
Structures - Incentive system (component of performance appraisal, bonus) within
the company concerning promoting the employment of persons with
disabilities or vocational rehabilitation.

- Continuous signals or commitment from top management
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Culture

- Promoting equal opportunities

- Counteracting prejudice and stigmatisation

- Promoting a diverse or inclusive corporate culture
- Good internal communication

- Overall positive influence on the corporate culture

Development modes

Renewal /

- Innovations; further development or development of new products

Optimisation and services (accessibility, “designed-for-all”; consideration of people
with disabilities as employees and customers).
- Tapping into new customer and market segments
Stakeholders
Capital providers -/-
Customers - Meeting the needs and expectations of clients with disabilities
- Attract and retain disabled and/or socially aware customers
- Traceable CSR activity
- Positive influence on corporate image and reputation
Employees - CSR as a means to attract talented employees
- Promoting psychological job security for all employees
- Strengthen employees' trust in the company
- Promoting equal opportunities
- Traceable CSR activity
- Positive influence on corporate image and reputation
Public, NGOs - Cooperation with NGOs as opportunities for “win-win” situations
(e.g., vocational rehabilitation, CSR activities, staff recruitment).
- NGOs, media, and other stakeholders will not attack the company
State - Risk of “legal aggravation” decreases avoidance of future quota
regulations or tightening.
Suppliers - CSR as a means of enhancing the corporate image with suppliers
Competition -/-
Interaction topics
Resources - Diverse and untapped applicant pool of skilled workers

Norms and values

- Promoting equal opportunities
- Expansion of the CSR and “diversity” of corporate

Concerns and

- Efficient operations, therefore, as little effort and risk as possible in

interests recruiting staff and as efficient employees as possible
- High-profile CSR activities
Environmental
spheres
Society - People with disabilities continue to be unemployed at an above-

average rate

- Prejudices remain widespread, so counteracting prejudice and
stigmatisation is important

- Promoting equal opportunities

- Demographic development: using untapped applicant pools to avoid
or at least mitigate a shortage of skilled workers for people with
disabilities

Nature (Ecology)

/-

Technology - Digitalisation and new technologies offer opportunities to
compensate for disabilities and impairments.
- Innovations concerning barrier-free technologies and offers, as well
as aids for people with disabilities or older persons

Economy - Companies as role models or positive examples for other companies

(“Disability Champions”)

Source: Own presentation
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The analysis of the previous findings based on the St. Gallen Management Model
leads to the conclusion that there are mainly research gaps concerning the effects on
the stakeholders' “capital providers”, “competition”, and “nature”. However, the
environmental sphere “nature” or the ecological aspects do not seem relevant in this
context. Furthermore, the state of research shows that only partial aspects have been
investigated so far, but comprehensive or holistic studies are still lacking.

The employment of PWD, or persons undergoing vocational rehabilitation, seems to
positively impact the operational business and the corporate culture in many ways.
PWD employment also seems an important issue for stakeholders, which can
significantly improve the company's reputation when properly addressed. On the
other hand, in terms of business strategy, avoiding a shortage of skilled workers is a
key aspect, and in terms of corporate development, the promotion of innovative
strength and the associated opening up of new markets and customer segments.

The state of research, as shown below, in the context of the concepts of shared value,
CSR, diversity, employer branding and RBYV, also allows the conclusion that
vocational rehabilitation and the employment of people with disabilities bring
different competitive advantages and can have a positive impact on the profitability
of a company.

4.1.3 Preliminary explanatory model

A preliminary explanatory model in the form of a conceptual framework is derived
from the previous findings.%”® The effects of vocational rehabilitation were
differentiated according to normative, strategic, and operative management levels and
concerning the company's ecosystem. The preliminary explanatory model can be seen
in Figure 7.

The preliminary explanatory model shows that the potential impact of vocational
rehabilitation on business performance increases with the hierarchy of the
management level and the orientation towards the outside.

Thus, vocational rehabilitation only directly influences the people involved at the
operational level. At the strategic level, vocational rehabilitation's potential can be
utilised through internal and external communication. For example, to increase the
attractiveness as an employer and to open up new applicant pools. This, in turn, leads
on the normative level to the promotion of an inclusive corporate culture and the
strengthening of values and authenticity as a socially responsible employer. In terms
of the company's ecosystem, the commitment can generate added value (shared
value) for society and, subsequently, the company itself.

603 ¢f. Maxwell, 2005, pp. 75 et seq.; Miles/Hubermann, 1994, p. 22.
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4.2 Conducting the descriptive-explorative case studies

In the following, the within-case and cross-case analysis of the individual case studies

604

1s carried out, and the results are summarised in tabular form.°®* The results are

reported on each company and generalized in a second step.

4.2.1 Conducting the within-case analysis

The qualitative case study design involves an in-depth within-case analysis of
interviews and other secondary data from seven SMEs. It explores the impact of
vocational rehabilitation and the resulting potential.®® The operative, strategic, and
normative level influences affecting business performance outcomes are
reconstructed and described in the context of the respective companies. The results
in individual case studies (within-case analyses) prepare for the cross-case
analysis.5%

The individual case studies are presented according to the structure of the developed
case study report.®”” They are structured in the following parts: Company profile, the
experience of vocational rehabilitation, social responsibility and sustainability
strategy, key effect and implications of vocational rehabilitation and summary.

4.2.1.1 Case study report NW GmbH

Company Profile and Experience of Vocational rehabilitation: NW GmbH is
located in Zurich, Switzerland and is part of the Consulting Services Industry,
providing consultations and process facilitation/coaching services to individuals and
organizations. The Company was founded in 2015. The number of employees has
reduced due to the COVID-19 pandemic; currently, three employees work for the
company. Two out of them work on a project-basis principle. The company practices
a new form of networking, engaging new employees in projects based on need;
however, this practice has been suspended due to the COVID-19 pandemic situation
worldwide. The company already has experience in vocational rehabilitation with
their employees (two cases). No external integration has been carried out so far. The
company did not use the integration process to recruit new staff.

Social responsibility and sustainability strategy: According to KI, the company
pays close attention to sustainability and corporate responsibility, which is a way to
“give something back to the business [added: as a company which works for business]
... as a kind of contribution as a company” [quote from the in-depth interview]. In

604 ¢f. Miles/Hubermann, 1994, pp. 240 et seq.

695 see appendices for the transcribed interviews

696 ¢f. Eisenhardt, 1989, n. pag.

897 see table 6 “Case study report” in Chapter “3.6.1 Deriving the case study protocol and report”
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addition, personal responsibility and personal level commitment are distinguished
here beyond corporate-level responsibility, where the KI highlights her commitment
to take personal responsibility to support people to find their place in their company.

“..my strategy is that my goal has always been that different people with
different backgrounds, sick, healthy, big, small, totally diverse, can find their
place in the company, in the sense that I want to represent society in the
company... And then to take a little bit of personal responsibility, and it is very
important to me that when [ decide on employees, we go our separate ways
together, no matter what happens...”

Key effect and implications of vocational rehabilitation: The case of internal
vocational rehabilitation concerned in this study: the company assistant has been
working for the company for three years and is currently suffering from cancer. The
Company assisted the employee during the terminal disease, including advance
payment of salary, financial support to the employee and her family, and organization
of different fundraising events (Christmas letters, presents, etc.). According to KI, the
treatment procedure lasts over three years, initially presumed to last only six months.
Due to the worsening health conditions of the employee, the company decided to
terminate the employment relationship, enabling her to concentrate on recovery.
However, that did not have any significant impact on the recovery process.

Given the sensitivity of the case, relevant internal and external communication has
been ensured, and as the KI mentioned, they “have dealt with it very transparently”.
Several communication means have been used, e.g., the company has communicated
the commitment via electronic newsletter. Annual reports, which, however, are for
only internal use, also covered the employee's vocational rehabilitation. The KI
highlighted the importance of proper internal communication of the situation inside
the team and consultations with the person concerned on information to be disclosed
within the team.

“..1 think it is essential that the information given to others in the team, and
now of course also in co-working with us, is always kept up to date, and always
in consultation with the person concerned, of course, as to how much he or
she actually wants to disclose or not. ..."”

Feedback from inside and outside regarding the company's commitment to vocational
rehabilitation varied significantly and somehow contradicted. While from the inside,
the reactions are more about not “overdoing” the commitment, the reactions from the
outside are generally encouraging and positive. Similar reactions the company
received while implementing some fundraising activities on this matter.
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“..Well, I heard from inside that at some point you have to set limits, and so
you're more like “take yourself back, do less...And ['ve received very positive
feedback from outside that they think it's great, that they admired the
generosity, the keeping at it, the commitment, and they told me several times,

“Yes, it's incredible that such a small company does that.”

“...what we communicated with the Christmas letter [note: a method of an
organized fundraising activity], where we had totally different reactions, some
of them very positive, and others where we found “Yes, no, we don't have to
hear another such crappy story now” ... from other sides I really heard that
they were actually quite enthusiastic about how great the commitment was,

)

even within the team...’

As expressed in the interview, the integration process had particular implications
concerning several aspects of the company. The relationship between efforts and
returns on investment for vocational rehabilitation has been assessed negatively.
However, the KI distinguishes significant positive implications, which mostly refer
to cultural values and norms of the company, mostly perceived as invisible and
untouchable implications to be revealed in a long-term perspective. “The
identification is simply much higher”, “the bond is completely different, as it is to

99 e 29 ¢

any employee who has worked there”, “the relationships develop”, “the sense of
belonging”, “the basis of trust” - all this have been mentioned as implications which
positively impact the performance of the company to be revealed in the long-term

run.

“..I will open parenthesis after all, in relation to my own employees, the
expenditure has been exorbitant and the income minus, really minus... And
when I now look at others, however, I often see that a positive picture emerges
at the end. Even though you have a lot of effort in the beginning, right?”

As for the particular impacts of vocational integration, several of them have been
identified, mostly referring to the management processes. As KI suggests, vocational
rehabilitation in the company impacted the company's management processes.
Stronger leadership skills are required, which should develop in line with the
commitment. Planning was also mentioned to be one of the company's greatest
challenges in vocational rehabilitation, and close leadership is highlighted to be an
important contributing factor in handling the case.
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“... I cancelled appointments two or three times because I had to step in an
emergency where nobody had her, where she could have gone to chemo and
back again. And that was actually a bit of the issue...”

According to KI, there is more need to apply relevant tools and guidelines. As KI
suggests, “larger companies could also install collegial case counselling to manage
the employee's vocational rehabilitation”. Business processes are impacted because
more controlling processes are required to assure quality. For example, the company
started to apply a “four-eye principle” to assure the quality of outputs to the
customers. Other measures include keeping detailed employee documentation and
automating the situations to eliminate possible errors. In terms of support processes,
they are impacted in terms that they should cover vocational rehabilitation processes,
particularly currently the process is covering the following: “how vocational
rehabilitation is achieved”, “what are the milestones”, “it provides a framework for
how to behave”, “how to communicate internally and externally” [quotes from the
in-depth interview] ... Regarding this case, the company also passed through a
complicated procedure of salary payment and receiving of insurance payments, which
impacted those procedures as well.

Due to vocational rehabilitation processes, there have also been some structural
adjustments in the company, including adjustments in the office landscape, e.g.,
ensuring room availability to rest. The other structural adjustments included ensuring
the availability of a staff member for a quick shift, setting flexible working hours
(annual working hours) for the person concerned, etc. According to KI, vocational
rehabilitation needs a “mature culture”, and development happens when a company
decides to deal with a new issue or a new situation. This, in turn, brings positive
changes in people’s mindsets and the company’s culture. According to KI vocational
rehabilitation process also impacts people's sensitivity and increases knowledge
among people who automatically learn how to deal with these people.

“...In development mode, I actually see that when an organization is so rigid
and doesn't deal with new issues ... So, there are no new issues or, but when a
company simply takes up the issue of diversity, or the issue of sustainability,

)

because everyone is talking about it, then a development happens...’

“..So, I hope that it will also have an impact on sensitivity and increase
knowledge. So not in the sense of, I am going to Google, ah bipolar, right? Ah,
okay, that is how it is, but I automatically learn how to deal with these people.
So, the whole system actually learns from that...”
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The stakeholders affected due to vocational rehabilitation processes include the
company's employees, partner companies and customers. As KI suggests, investors
are less impacted by vocational rehabilitation and are just provided with information.
The positive impact is mentioned for the client side, who can see that “the
organization does not stand still, but that the organization also takes responsibility”
[quote from the in-depth interview], which should be transparently and adequately
communicated to the customers. As KI highlighted, the Company received its
authenticity among the partner companies as one that “does not just drop people”.
And for the customers’ side, KI mentioned that “they have always reacted with
understanding”. However, in some cases, customers are affected negatively by not
receiving high-quality services as they should.

“...And of course, the quality suffered there, that is quite clear. There were
also customers who offered me help, from the customer side... and of course
that in turn has an impact on the money...”

Media as a stakeholder is also impacted positively, and implications are similar to
those of customers. Regarding implications with competitors, KI mentions that the
company receives a certain advantage in staff recruitment with a higher employer
rating, and social commitment can be communicated to the candidates as a certain
advantage of the company. Implications on suppliers may be encouraging — with the
particular example; they may be interested in being engaged in vocational
rehabilitation processes.

“You have to give them (added: capital provider side) a good story to tell,
and we can say that what I am trying to do now is to say that if I hire someone
from this area, it will have the advantages or, and perhaps not the negative
impact on the figures, as people assume...”

“Suppliers, is an identification issue, but it could also be that I trigger
something at the supplier that he might think about it, actually I work with
disabled people here, and I could imagine that now at my company, or maybe
I could go into an exchange of experiences with the company...”

Summary: A summary of the influences and effects of vocational rehabilitation in
NW GmbH is shown in Table 11.
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Table 11 Summary case study NW GmbH

Complex of topics Content
Experience in - Only own employees
Vocational - So far, no instrument for personnel recruiting
rehabilitation
Social responsibility | - Sustainability and CSR
and sustainability - Giving something back to society as a company
strategy - Helping people find their place in the world of work
- Key driver: CEO/Founder
Key effects and - External communication of the engagement (newsletter, annual
implications of reports)
vocational - Correct internal communication is very important for the staff
rehabilitation involved in the process (without violating the personal rights of

the person concerned)

- Feedback is very different, from encouragement (external) to
warning not to overdo it (internal)

- The ROI of vocational rehabilitation is seen as negative

- However, the long-term impact is positive, especially in terms of
cultural values (identification, retention, trust), which
subsequently positively impacted organisational performance.
- Vocational rehabilitation requires strong leadership skills,
quality control processes and good planning.

- Successful vocational rehabilitation needs a mature culture

- Vocational rehabilitation sensitises the people involved
Source: Own presentation

The case study of NW GmbH shows that involvement in vocational rehabilitation
does not generate an immediate profit but can make a qualitative contribution to the
corporate culture and, thus, also to the company's performance in the long term.

4.2.1.2 Case study report AVT Verpatec GmbH

Company Profile and Experience of Vocational rehabilitation: The company was
founded in 1988 and operated in the packaging area. It presents its customers with
customized packaging solutions for safe transport, such as suitcases, transport
containers, etc. Currently, the company has sixty employees.

The Company has experience in vocational rehabilitation with their employees and
external placement. Currently, an internal person is employed by the company with
a reduced workload and has been working at the company for nearly four years and
will retire soon. Another employee supports the organization at times, conducting
minor activities.

Social responsibility and sustainability strategy: According to the KI, the company
has a sustainability strategy and a certain perspective and vision for the future - “we
have to have a certain perspective, we have to have visions of what we want to do”
[quote from in-depth interview]. As a sustainability strategy, the KI mentioned that
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the company essentially focuses on more highly qualified human resource experts
who can be deployed more universally. The social component of the company
includes integrating and rehabilitating people into the company. Besides, the
company sponsors certain organizations, among them Special Paralympics, which is
explicitly stated and communicated to people “so that people can see that we are also
active in this field” [quote from in-depth interview].

The company considers vocational integration as a tool for staff recruitment.
However, currently, the company is less inclined to use this method as the company's
strategy 1s to employ more highly qualified personnel.

Key effect and implications of vocational rehabilitation: As KI mentions, the
challenge of the integration process mainly refers to the beginning of the process
when the company needs to know the person, train and manage him/her. However,
the KI describes the entire process of integration to be successful. As KI shortly
describes - “in the end, it has turned out to be a good thing”. A personal commitment
“to give a chance to people" is a primary motivation for the employer to start
vocational rehabilitation in the company.

“...the difficulty has been simple, especially at the beginning, we do not know
the person, we make a start. Although we are not financially independent, i.e.,
we are paid for the social (and other) costs, we have the internal effort to train
this person, manage him or her and so on, and getting to know him or she is

b

certainly an effort that we have to make...’

“..Yes, the motivation is actually that you say you want to give these people a
chance, where in principle they don't get a chance anymore because they are
simply not able or out of a physical, mental, situation not able to work as we
actually demand...”

As expressed in the interview, the relationship between the costs and benefits of
vocational integration is not definite. In the beginning, integration requires higher
efforts, and the person's performance varies over time. Regarding social security
system benefits, the balance between the costs and benefits becomes equilibrium and
“in terms of income and performance, it is more or less within limits.” Accordingly,
from a short-term perspective, integration is mentioned to be a “good experience”
and has positive impact regards to external support. However, in the long-term
perspective, the balance is negative as a reduction in the performance of integrated
personnel is observed, and financial support is not provided for longer. According to
KI, “in the beginning, everything is good and is compensated financially”; however,
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over time, the combination of wage and performance becomes irrelevant, while
people's performance reduces.

As KI notes, occupational integration would not be possible in the company without
the benefits or incentives provided by the social security system. Meanwhile, KI
highlights that currently, there is better and longer support from the Government, and
it balances the financial risks the company takes when making decisions to engage
integrated personnel.

“...In the beginning, it is just a lot of effort until the person has started school,
can do everything, or can do what he or she should be able to do. And in many
cases, we have already seen that there is a drop in performance over time...”

“...And we have had a relatively good experience with the 1V, together with
them, that support comes, which is interesting for both sides, of course, but we
have now also had to see that in the longer term, of course, this is still a
disadvantage for us as a company, because we do not want to simply put
people back on the street, but keep them on, but have a reduction in
performance over the whole time....”

In the context of vocational rehabilitation, KI emphasises that there is a preferable
degree of integration, which is needed to ensure effective coordination of the
processes in the company. “Good balance” should be maintained. Here the permanent
employees are perceived as the “driving force” for the company, while integrated
personnel are perceived as a supporting factor who “can help”. Meanwhile, KI
mentioned that there were cases when people in vocational rehabilitation were
working with the same performance level as other employees.

As for the implications of vocational rehabilitation with the company, KI mentioned
that management and support processes are certainly affected while business
processes are impacted less. As KI notes, the management and support processes need
to be more considerate while the business process remains the same. Meanwhile, KI
notices that processes cannot be modified to a large extent as “the processes are not
constructed around the people”, but there is “an optimal process which is
implemented with the people...”. The vocational rehabilitation in the company did
not significantly impact the emergence of innovations or optimization. In the context
of management processes, there is a higher demand for superiors, particularly during
the labour division. An employee's physical and psychological limits need to be duly
taken into account, and superiors need to have full information for each case to
manage it effectively. Resources are affected in terms of the increased need for
leaders’ support and support by employees. Concerns and interests may also be
impacted, and they should be taken into account and addressed accordingly.
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“... Then I say, in terms of performance, you can reach similar levels as with
normal employees, but in many cases we already have, and in some cases still
have, also people where psychological problems are present, which is then
relatively difficult, because of course you don't know exactly what's going on
now, why is it not working, why and why are they suddenly ill ...”

“..At the most, maybe a process flows [added: is impacted because of
integration] where you would perhaps handle things a little differently, but in
the end, the processes are given, and they are actually to be adhered to,
plus/minus, right? So, in concrete terms, this also means that we cannot
construct all the processes around the people, but we have to have an optimal
process and be able to implement it with the people...”

“...resources, in the sense that you may need to have leaders to support you in
this. So, it is no use if the entrepreneur says on his own, now we do this, and
everyone else says, a completely shallow, right? Of course, they have to
support it; they have to be able to cope with it in the end....”

According to KI, vocational rehabilitation processes already mean a certain level of
development for the company. A business should have a certain community, ground,
and relevantly consolidated structures to integrate a person successfully. Meanwhile,
the integration process impacts the culture as for sensible integration of a person, a
further adaptation of the culture in the company may be needed.

“... culture is a bit of a high word, but it goes a bit in that direction, a certain
business community, a certain ground, must be there so that the person can be
integrated sensibly because as soon as the structure is not consolidated, we
have no safety net and nothing, then they are somewhere and are not well
looked after and so on ...”

Along with communication with the outside world through advertisements, the
company also appreciates internal communication of its commitment to vocational
rehabilitation. There has been no disagreement between colleagues in this regard, as
the internal communication among staff was organized clearly, and the personnel was
informed about the integration beforehand. According to KI, regarding integration
processes, the whole social competence increases among managers, leads and
employees.

“...above all, it is important that the internal employees know that we are also

active there. That is actually a bit of the communication in inverted commas
of these commitments...”
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“..what [ find above all is, of course, that the whole social competence
increases quite a lot. So not only from the managers, especially the leaders,
but also from the employees themselves, I think that is actually quite valuable,
it's also a bit subordinate, but it's actually valuable....”

As expressed in the interview, stakeholders are not broadly affected and have little
implications regarding integration. The integrated personnel are involved in the
production area and do not have customer contact, as presumed by the nature of their
job. KI, however, mentioned that “even in the office area, it would be possible that
they could have customer contact”.

The integration processes did not significantly impact the company's environment
concerning society, nature, technology, and environment, mainly because the
integrated personnel are involved in ,,subordinate” areas and have fewer chances to
directly influence these aspects of the company. As KI notes, it would be desirable
for them to gain a certain degree of acceptance or a certain amount of public
recognition, which may also be considered during the calls for tenders: “that would
be, I'd say, desirable if you could see some kind of remuneration... but we don't notice
that today” [quote from in-depth interview]. According to KI, engagement in
integration processes does not significantly affect the company’s participation in calls
for tenders, projects, etc. This can be perceived as a positive argument but not critical
for the customers when making consumer decisions. As KI suggests, companies have
no social pressure to take on more social responsibility. However, if social
responsibility is taken, it is appreciated by society.

Summary: A summary of the influences and effects of vocational rehabilitation in
AVT Verpatec GmbH is shown in Table 12.

Table 12 Summary case study AVT Verpatec GmbH

Complex of topics

Content

Experience in
Vocational
rehabilitation

- Own employees and external persons
- Employment of PWD
- Vocational rehabilitation is used as a tool for staff recruitment

Social responsibility
and sustainability
strategy

- Sustainability strategy and clear vision of the future

- Vocational rehabilitation as a focus of the CSR strategy

- Sponsoring of sports for the disabled (special Paralympics) to
make commitment visible

- Motto: “to give a chance to people”.

- Key Driver: CEO/Founder

Key effects and
implications of
vocational
rehabilitation

- In particular, high expenditure (time, effort) at the beginning of
the rehabilitation process, but in the later course, the work
performance should compensate for the expenditure.

- In the long term, however, experience shows that the
performance of the rehabilitated employees tends to decline,
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resulting in a slightly negative balance due to the discontinuation
of state aid.

- Good balance between employees and persons to be
rehabilitated important

- Leadership skills important

- Sufficient information about the person's situation to be
rehabilitated is important for a successful process.

- Internal communication is very important; it is the only way to
have the understanding and commitment of the other staff
members.

- Vocational rehabilitation needs a certain company culture, and
at the same time, it develops the company's culture.

- vocational rehabilitation develops the social skills of the
employees involved

- Positive reactions to the commitment from society

Source: Own presentation

The case study of AVT Verpatec GmbH is an example of a company that understands
vocational rehabilitation as an essential part of its CSR strategy. The experiences
show a positive influence of vocational rehabilitation on the corporate culture. In
addition, vocational rehabilitation promotes the social competencies of the employees
involved.

4.2.1.3 Case study report RPM Informatik GmbH

Company Profile and Experience of Vocational rehabilitation: RPM Informatik
GmbH i1s an ICT general company that provides its customers with IT and
communication services- tailored to the needs of SMEs. The company was
established in 2009. Currently, the company has eight employees. The Company
already has experience with external vocational rehabilitation and his experience
working with ESPASS%, Overall, three employees are engaged through different
integration modes, one through ESPAS.

Social responsibility and sustainability strategy: The Company has no written
corporate social responsibility or sustainability strategy. However, according to KI,
the company is consistent in its social responsibility practices towards its employees.
Meanwhile, the company does not use special methods to communicate corporate
social responsibility commitments intentionally, and communication happens upon
need.

“..We don't have anything explicitly in the company's mission statement or
anything like that, just short things inside, but we certainly have, let's say for
our company size, relatively strong social employee responsibility...”

698 Social institution with the aim of employing PWD and vocational rehabilitation
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The company considers vocational integration to recruit staff, however, with some
redundancies — not eliminating the opportunity of permanent employment but
considering it a chance. According to KI, to recruit an employee after integration,
there should be ““a solution” in place for the long-term run.

“...with integration, there is usually a bit of a problem, if they don't have a
solution afterwards, it doesn't help so much sometimes... we do not overstrain

b

ourselves ...’

Key effect and implications of vocational rehabilitation: During the in-depth
interview, the KI highlighted several key motivating factors which were important
for the company to be engaged in vocational rehabilitation processes, among them a
social contribution to the economy through integration (“not integrated people end
up costing the economy more than if they tried to make them part of society” [quote
from in-depth interview]), opportunity to involve valuable and loyal personnel, etc.
The possibility of involving valuable, loyal personnel with a sense of appreciation
towards the employer is an added value for the company. The social security benefit
is an important factor for the company during vocational rehabilitation, and it is
perceived as a balancing factor to the risks that the company takes during integration
as a small-size company in the process of build-up and lack of excessive means.

“...Sometimes it goes wrong, but you also have a lot of valuable people, where,
as my experience has shown, loyalty is usually also high, that is my experience.
So, people also appreciate it if you give them a chance. I think that is also an
added value for a company...”

“..for us as a small business, we would not have taken the risk... we were in
the process of building up and simply didn't have the means, we wouldn't have
taken the risk if we didn't have the things [added: social benefits], I have to
say, that would have been the decisive factor for our company, our success or

b

our existence...’

As for the challenges of successful vocational rehabilitation, time expenditure has
certainly been mentioned to be the biggest challenge, significantly high at the
beginning of the integration process. Dealing with the clinical picture is another
challenge: “you know what you can expect, or what you should not expect from an
employee, or where do you have to take the clinical picture into account” [quote from
in-depth interview]. Finally, a need for stronger coordination with the other
departments arises, requiring additional time investment for coordination, mentioned
as another challenge of vocational rehabilitation.
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As for the return-investment combination, succession solutions are highlighted to be
critical in the assurance of a positive relationship between efforts and returns on
investment in vocational rehabilitation: “if you keep it, I think the yield is higher”
[quote from in-depth interview]. This is conditioned by time investment, which is
high at the beginning of integration. Therefore, long-term employment relationships
reduce time costs and are preferable in this regard.

According to KI, new products or services have not been created in connection with
the integration. In contrast, work processes have been somehow optimized to a small
extent: “we can allocate a bit easier work (added: to integrated personnel) and give
the seniors a bit more time for the work™ [quote from in-depth interview].

As KI mentions, the communication between the company’s staff and customers and
integrated personnel was organized openly - “there was an understanding, and the
employees understood that" [quote from in-depth interview]. In the context of
integration, the employees did not experience a feeling of unfair treatment towards
them. However, as the further narrative of the interview shows, internal reactions
from the personnel have not always been described as entirely positive. In this regard,
to managing internal implications, the KI highlights the importance of “keeping
balance” during integration processes bearing in mind possible critical voices within
the company. In contrast, the external reactions were mainly encouraging, however,
combined with ‘““a well-intentioned criticism in the sense of “Don't overdo it” [quote
from in-depth interview].

“..inside the company, difficult, usually little reaction.... There have been
critical voices in mind; we have to make sure that we don't have too many at
once, so you know where a second one came from and certainly so, we have
to make sure that we keep the balance. That is natural, and it came
internally....”

“...Externally between recognition and well-intentioned criticism in the sense
of “Don't overdo it”. So externally like “Ah great.” And “You're doing this as

g3

a small business.” And others say, “Hey you, this is what big companies
should be doing; you have to make it work.” But not actually saying no to
doing it, but actually saying, “Don't overdo it.” So, worried about the

b

business. Yes....’

To a small extent, vocational rehabilitation affected management processes. From an
organizational point of view, among the process implication, the KI mentioned: “a
certain amount of extra work™ that the company should carry out: “we certainly need
a little more clarification, structures and so on”, and “HR is a bit more extensive

99 ¢

[added: in case of integrated employee]”, “a few processes where you have to adapt”
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[quotes from in-depth interview]. As KI notes, the need to adopt ad hoc implied
processes arise, and there is a need to write detailed process manuals.

“..Yes, of course, we have simply adapted our implied processes ad hoc. Now

’

it is our turn to write process manuals and so on...’

The impact of vocational rehabilitation in strategy is assessed to be little. Among the
structural impacts, KI highlighted assurance of control structures, which should be in
place, especially at the beginning of integration.

“..The structure has something to do with the processes... you have to
maintain the control structures that are perhaps a bit of a must, especially at
the beginning...”

As for the development modes of the company, according to KI, vocational
rehabilitation did not significantly impact them. This, however, does not impact the
company’s intention to continue inclusion measures which the company plans to
carry out strategically in a “balanced” way. Meanwhile, KI mentioned that vocational
rehabilitation enriches the company’s culture and “makes business life a bit more
colourful” [quotes from in-depth interview].

“..I have the feeling that it [added: vocational rehabilitation] is an
enrichment, that people can be an enrichment to the culture, they can have
another facet, I have the feeling that it is possible...”

“...the effect is that this also means an honest commitment, so you have to want
it, you have to do it with conviction because it is not always easy... I say it

makes business life a bit more colourful ...”

As KI highlights, the stakeholders affected by integrating into the workplace include
employees, affected in many ways, “who must, may and work together with the
people” [quote from in-depth interview]. Human resources development is affected
by the opportunity to attract new people. Customers are not significantly affected as,
according to KI, implication on customers, whether there is customer contact or not,
which is not the case for the company. Vocational rehabilitation did not have
implications also regarding competitors.

Summary: A summary of the influences and effects of vocational rehabilitation in
RPM Informatik AG is shown in Table 13.
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Table 13 Summary case study RPM Informatik GmbH

Complex of topics

Content

Experience in
Vocational
rehabilitation

- Experience with own employees and external persons
- Vocational apprenticeships for persons with birth disabilities
- Vocational rehabilitation is used as a tool for staff recruitment

Social responsibility
and sustainability
strategy

- Cooperation with social institutions
- Informal strategy, but consistent in its implementation
concerning corporate responsibility towards employees.

- Responsibility is implicit; communication to the outside, only
when necessary

- Motto: “makes business life a bit more colourful.”

- Key driver: CEO

- Vocational rehabilitation makes economic sense and ultimately
benefits the company.

Key effects and
implications of

vocational - Appreciation for the employees

rehabilitation - Risk assessment in vocational rehabilitation is essential for small
companies
- Time required at the beginning of the rehabilitation process is
very high

- Clinical aspects have to be taken into account, which requires
increased coordination of all parties involved

- ROI is most likely to be achieved with longer rehabilitation
processes or when an external person is subsequently employed.
- Open internal communication is important and promotes
understanding

- Partly critical feedback internally not to overdo it

- Business processes need to be better structured and recorded in
more detail

- Tighter control structures are important, especially at the
beginning of vocational rehabilitation (quality assurance)

- Positive influence on the corporate culture

Source: Own presentation

The case study of RPM Informatik GmbH shows that vocational rehabilitation is the
core of the informal CSR strategy, which is consistently implemented. The company
also cooperates with a social institution for vocational rehabilitation and takes from
those external persons for rehabilitation. For small companies, engaging in vocational
rehabilitation is also risk management. It must be possible to maintain a certain
balance.

4.2.1.4 Case study report Himmerli Technik GmbH

Company Profile and Experience of Vocational rehabilitation: Hammerli
Technik GmbH was founded in 2018. The business consists of a car garage
responsible for the maintenance of over sixty vehicles (car rental) and provides
technical workshops solving complex problems. The company has experience with
vocational rehabilitation involving three external employees. However, the company
does not have any job placements completed yet. Two employees working as
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mechanics through external integration have dropped out. Currently, there is one
employee who is still working at the office.

Social responsibility and sustainability strategy: The Company does not have any
written sustainability or corporate social responsibility strategy, which is conditioned
because the company is small. However, it pursues certain sustainability goals in its
activities. Among these activities is engagement in the vocational rehabilitation
process. As KI describes, it is not pursuing entirely altruistic intentions because the
company “as a taxpayer has to finance people who have somehow left the labour
market”. A win-win situation for both sides is mentioned as a bottom line for
companies' motivation for vocational rehabilitation. Meanwhile, the personal
commitment of the owner is also accented here.

“...I can do my bit to ensure that perhaps, it would be nice to have someone
less without a job and find their way back into the world of work through my

i3]

commitment, then I have made a small contribution there...

Key effect and implications of vocational rehabilitation: As KI mentioned, no special
methods or channels of communication of the commitment are used, and an
explanation is provided upon need.

“...There will be no communication in that sense... I will, of course, explain

)

what the person is doing there, why they are here and who they are ...’

As can be concluded, the company is intended to use vocational rehabilitation for
personnel recruitment which is conditioned by the fact that an employee who has
been involved in the company through vocational rehabilitation and passed through
successful rehabilitation is already familiar with the company’s internal process and
interpersonal relationships with personnel are already in place. Accordingly, the
company is not forced to pass the same procedure with a new employee, and
recruitment of the integrated person is mentioned as an advantage and benefit for the
company.

“..If a successful rehabilitation has taken place and the person can take over
in the company, then you have a clear advantage that the person concerned
already knows the company, the person knows the processes in the company,

’»”

and you know each other, so the interpersonal aspects are already there... ...

As a challenge of vocational rehabilitation, KI mentioned: “almost having an
additional qualification as a psychologist”, which can be treated as a need for special
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managerial skills to handle the cases. This is combined with the availability of
resources, among them time and assistance, which a successful integration procedure
presumes. Another challenge includes interrelations and labour division within the
staff, where “there's somebody else who takes over certain tasks...”. The potential
risk of lack of progress among employees passing vocational rehabilitation is also
recalled through demonstrated unsuccessful past experiences.

“...I can offer a certain amount of support until then, and anything that goes
beyond that must either be outsourced or, in the worst case, the measures must

’

be discontinued because the capacity is simply not there...’

In connection with the integration process, no special cases of creating a new product
or service are mentioned. Work processes have been adapted by introducing detailed
illustrations specifying “what kind of job is to be done... what is to be replaced... etc.”

“...this also goes in the direction of documentation of processes, how do I
proceed, everything, preparation, and that, of course, gives a synergy also for
the company itself ...”

In terms of relationships between costs and returns for vocational rehabilitation, the
situation is assessed as “fifty-fifty”: an integrated person takes a certain amount of
time to get used. On the other hand, integration needs higher efforts from the
managerial staff compared to returns. However, in the long-term perspective, the
outcome is assessed to be positive because no further significant inputs are needed
for the adaptation and training of the integrated employee.

“..in the long run, if the person concerned is there for three, four or five
months, the second, third or fourth time it works better, and the fifth time it
works as it has to, and then we are actually much more on the plus side, on the

“

income side, for the simple reason that we don't need the training time...

The company received positive reactions for their commitment externally; as KI
mentions, “I have now written quite positively, and on the whole, it was certainly
welcomed”. Customer contact varies; it has been described as sometimes problematic
and, in some cases, very well perceived. As KI notes, “you can't generally say that
you have to keep people away from customers...” In terms of communication with
the customers, problems may arise when the customers are not aware of it and need
some explanation. In case proper information is not provided, there might be a
negative attitude from the customer side. According to KI, some implications might
be for investors interested in reinvesting in such workplaces.
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Regarding support processes, the KI mentioned that the company has to create them
for certain activities if they lack or are not well-rehearsed. For example, the company
has introduced certain tools (illustrative guidance) which make work processes easier
and more systematic. According to the KI, integration also assumes certain structural
adjustments, and structural adaptation is possible and necessary in the company for
vocational rehabilitation. Vocational rehabilitation can be an enrichment for the
corporate culture. Meanwhile, renewal and optimization are possible through better
deployment of assignments (where there are certain types of work that an integrated
person can do) and new opinions and ideas.

“..And yes, it can, of course, be an enrichment of the corporate culture
because of the fact that you may hear new opinions or that the person can

g3

bring in his or her own ideas...

According to KI, while the larger companies may afford vocational rehabilitation,
sometimes as a part of marketing strategy, a small company such as Hammerli
Technik is beneficial, and support from the social security system is crucial. The
larger companies may also afford social officers in principle. In contrast, in small
companies, mainly owner-managed, the employer is the key player in the process,
mainly investing his / her time which cannot be reimbursed.

“...if I have to instruct someone to do something for an hour, I do nothing else
for an hour, and then at some point, the scales are raised... *

Summary: A summary of the influences and effects of vocational rehabilitation in
Héammerli Technik GmbH is shown in Table 14.

Table 14 Summary case study Himmerli Technik GmbH

Complex of topics Content
Experience in - Various vocational rehabilitation of external persons were
Vocational completed, partly also unsuccessful, due to the disease
rehabilitation development of the person concerned
- Vocational rehabilitation is used as an instrument for personnel
recruitment
Social responsibility | - Informal Strategy
and sustainability - specific sustainability goals to be achieved in day-to-day
strategy operations
- Vocational rehabilitation is seen as important to the national
economy
- No proactive communication of commitment
- Motto: “win-win situation.”
- Key driver: CEO/Founder
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Key effects and - If an external person is employed after vocational rehabilitation,

implications of the training period is free of charge because it has already taken
vocational place within the framework of vocational rehabilitation, which is
rehabilitation an advantage for the company.

- Time expenditure was initially very high

- ROI balanced throughout the rehabilitation process

- Introduction of illustrated work instructions/checklists for
certain work processes (quality assurance)

- Positive influence on corporate culture

- A better division of work and relief of employees (e.g.,
repetitive work)

Source: Own presentation

The case study of Himmerli Technik GmbH shows that even a small company with
a lot of commitment can regularly support the vocational rehabilitation of external
persons. Although not every vocational rehabilitation has been successful, and
consequently, no ROI could be achieved, the company sees several benefits from the
engagement.

4.2.1.5 Case study report Smartpedia GmbH

Company Profile and Experience of Vocational rehabilitation: The company
provides independent intermediary services in the insurance market. The Company
has experience with both internal and external vocational rehabilitation. The company
has accompanied two employees through external vocational rehabilitation and one
through internal integration. According to KI, two cases out of three vocational
rehabilitations were successful. In one case, a woman came back after a long time to
recover and took over a better position.

Social responsibility and sustainability strategy: The Company does not have an
institutionalized and formalized social responsibility or sustainability strategy;
however, the social aspect is taken into account based on the owner's commitment.
Vocational integration is a part of social responsibility, and meanwhile, the company
considers it a tool for recruiting personnel as it may enable the company to employ
experienced people.

“...She fell out for a long time, but they still kept her. And that is because of

partial relationships, interpersonal relationships, where you have. And on the
other hand, it is also due to the owner's or manager's vein, who says that it is
not only the money that is perhaps lost at the beginning, but that you have a
long-time employee...”

Key effect and implications of vocational rehabilitation: The terms of the
relationship between efforts and the return from vocational rehabilitation, the KI
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highlights that it generally depends on an integrated person. Efforts are high at the
initial phase of integration, requiring more time investments, as “these are people
from outside the industry, you have to add them to a new industry” [quote from in-
depth interview]. Depending on how much a person corresponds to his/her position,
it can also be profitable. Meanwhile, KI mentions that the person can also bring added
value to the company, and in that case, there will be more success with him/her.

“..So, there's certainly a time at the beginning where you invest, you invest

b

mainly time...’

According to KI, the integration requires extra leadership work; effective
management and “instinct” are needed to properly communicate the companies’
commitment to the stakeholder. As KI highlights, in general, the company's social
commitment positively affects corporate culture. However, integration in the
structure may be rather difficult as a situation may be created where the other
employees will feel that they are not treated equally. The situation may be mitigated
if proper communication is carried out within the company. The KI highlights that
the other employees must be informed in advance and correctly to escape structural
problems within the staff.

“...That's where effective management is needed, and I also say a sure instinct
for how to communicate that, how to integrate the person, how to treat the
person, very centrally; I think, yes, that you can integrate in a healthy way,

»

yes...

“... if someone new comes in, it's a bit problematic with every change, and he
has privileged Asterix conditions because he comes from the 1V, I'm saying
now, and he can take some time off if he wants to, and that can have a negative
effect on other people, that he suddenly needs his time off for two hours or so,
then you feel a bit disadvantaged as an employee...”

The company's stakeholders affected by vocational rehabilitation include
customers/clients, employees, and partner companies. For all of them, there is a need
for effective and proper communication. For example, integration and social
responsibility, in general, are communicated with partner companies and mentioned
as a “plus” for the company that partner companies may consider during further
collaboration. Besides, KI mentions that there is also an opportunity to cooperate with
social security institutions, such as AHV, IV, etc. According to KI, investors may be
interested in investing in companies where the social aspect (soft aspect) is considered
in line with the hard aspect, which is a decisive factor for investors.
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The social aspect of the company affects the customers and clients as many
companies appreciate it, and even if the products offered are relatively expensive,
social aspects can be used as an advantage. KI brings a certain example where the
company received a competitive advantage against other companies while
participating in a tender thanks to the social aspect duly introduced in the bidding
documents.

“...Mention the social aspect in the presentation or in the presentation of the
tender and say, “We will do it this way and that way. And the social aspect
has always been well received; it has been very, very well received... the social
aspect is also very welcome in...”

“...In the economic aspect, as I said, if things go well, it's a win-win situation
for the company; it's sufficient if income and expenditure remain in balance,
that's okay, but on the other hand, if things simply don't harmonise, then you
have to stop it pretty quickly, don't you...”

From an organizational perspective, the employer should “take his/her time” to
effectively explain the internal processes to integrated people and employees for
successful integration. The impacted processes may include management, support, or
business processes, which, however, mainly depend on the person to be integrated.
Integration is rather easier in the case it happens in the production sector (“he
effectively does his product”, “he learns how to produce it”, “how to do it, and then
it's a bit of a series job”) and is problematic for someone to be integrated into
management, as for the latter the interactions and types of assignments are more
diverse. However, KI describes the companies’ overall experience with vocational
rehabilitation positively.

“...The other one joined us as an external person, first in the administration
and later even took over the production management. So ... But coming from
a completely different industry, but still slipping into the role of production

)

manager is actually a success story, yes...’

Summary: A summary of the influences and effects of vocational rehabilitation in
Smartpedia GmbH is shown in Table 15.
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Table 15 Summary case study Smartpedia GmbH

Complex of topics

Content

Experience in
Vocational
rehabilitation

- Own employees and external persons
- Vocational rehabilitation is used as a tool for staff recruitment

Social responsibility
and sustainability
strategy

- Informal strategy, but consistently pursued
- Key Driver: CEO

Key effects and
implications of
vocational

- Access to specialists and well-qualified workers who would otherwise
hardly be aware of the company.
- Effort at the beginning of the rehabilitation process was very high

rehabilitation - High demands on leadership skills

- Internal communication is very important so that the employees
involved are informed and do not feel treated differently or unfairly.

- The more complex the work activity of the person to be rehabilitated,
the greater the effort required

- Commitment is communicated

- However, social commitment does not usually seem to be a decisive
factor in customers' purchasing decisions.

- Partial consideration of CSR in public project tenders

- Overall, a qualitatively positive influence of vocational rehabilitation
on the company and the employees

Source: Own presentation

The case study of Smartpedia GmbH shows that companies can use vocational
rehabilitation as an employer marketing tool. By offering the possibility of vocational
rehabilitation to external persons, the company can reach specialists and skilled
workers and subsequently employ them, who would otherwise hardly be aware of the
company.

4.2.1.6 Case study report Seminarhotel Lihn Gen.

Company Profile and Experience of Vocational rehabilitation: Seminarhotel Lihn
operates in the hotel industry providing professional infrastructure for seminar and
holiday guests. The company was founded in 1929 and has worked in this area for
over 90 years. The Seminarhotel Lihn is part of the cooperative “Sozial Diakonische
Werke”, founded in the 1960s. It includes two hotels - the Hotel Seebiiel in Davos
Seminarhotel Lihn and the “Menzihuus”, a social therapy institution. Twenty-six
employees currently work in Seminarhotel Lihn. The Cooperative has had experience
with integration measures starting from 1929, and the first experience was with dry
alcoholics. Currently, the hotels give therapy opportunities to their employees with
psychic-based or slight physical disabilities for people with addictions and provide
training and integrated job opportunities for disabled people. The company also has
experience with vocational rehabilitation and integration measures via the social
security labour insurance scheme.
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In 2009 retail trade training was started at Menzihuus social therapy institution. In
2011 training and integration started in Seminarhotel Lihn. Since then, the hotel has
had five graduates per year, with between 40 and 50 people trained and integrated.
Integration measures, such as stress training against burnout, etc., are organized and
limited to three to six months. The Hotel uses vocational integration as a tool for
recruitment, and there have been approximately five recruitment cases in recent years.
Currently, fifty people work at the hotels 20 out of them are apprentices. To be
integrated into the first labour market, the integrated personnel must pass the final
apprenticeship examination.

Social responsibility and sustainability strategy: The Company follows
sustainability practices based on five pillars of sustainability: ecological, economic,
tourism, social aspects, and social commitment. Ecological sustainability is followed
through particular practices: the provision of solar hot water, usage of solar energy,
cultivation of own organic vegetable garden, etc. The company's legal formation,
which is a cooperative, non-profit organization, ensures its economic sustainability
where no dividends are paid out. Instead, the cooperative member has to pay an
annual contribution to support the business. Social aspects include companies’
intention to engage with high-skilled workers who are continuously trained,
especially in customer care. The company is also certified, Ibex “fair stay”
certification, a sustainability label in the tourism sector. Regarding social
commitment, the central task for the company is social engagement, and the hotel
business is a means to reach social integration. According to KI, the Company's
commitment in those areas makes the business more competitive compared to other
similar businesses.

“...And then there is the social commitment, where the central task of our
company is actually social engagement. That is what the cooperative is for,
isn't it? The hotel is simply a means to an end, isn't it? And the end is social
integration... And the social commitment, and for that, you need a hotel, and
you need guests, where you can consume organic vegetables, for example, or
eat bread from the bakery for breakfast and so on, guests, where bed linen gets
dirty, where you can do social work with it. That is what it takes, but the central
task is not the hotel business, but social commitment.”

“..And that's why we are rated very highly compared to our competitors
because we are very committed in all five areas [added: ecological, economic,
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tourism, social aspect, social commitment], including the social sector.’
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Key effect and implications of vocational rehabilitation: Though a social
commitment is communicated in external marketing, it is not the core pillar of
external communications. The core communication pillar is positioning the company
as a three-star seminar hotel, after which its strong orientation towards sustainability
is distinguished. Social commitment is not introduced as the main argument, and the
first-place arguments include a good price-performance ratio, sustainability, and an
organic vegetable garden in the hotel. Social commitment is communicated to the
guests during welcoming introductions and introductory tours organized for the
guests in the hotel. Nametags to differentiate integrated personnel is not used during
service provision, and customers don’t know whether supervisor or apprentices
provide services: “I think that the guest when he or she is here, knows afterwards that
there are people with handicaps here, where they work, but that's all he or she needs
to know...[quote from the in-depth interview].

“...we are positioning ourselves on the market as a three-star seminar hotel,
as a sustainable three-star seminar hotel, not as an institution for the disabled
where there is still some hotel operation... a good price-performance ratio,
sustainability, organic vegetable gardens, these are our main arguments in the
first place. And only in the second place do we communicate to our guests that
they will support a good story when they come here...”

“...Have we already discussed whether we should write to people differently
...and we have deliberately decided against it. Because we said that for a guest,
it does not matter which one is the supervised person and which one is the
supervisor, the service has to be right, the quality of the service has to be right,
and we don't want to exhibit the people or something like that...”

The need for the engagement of trained occupational therapists or social therapists
directly in the team is mentioned as one of the challenges of vocational rehabilitation.
As KI highlights as a response to the question about the challenges of vocational
rehabilitation, close job coaching is required, especially for difficult cases. The coach
should be able to manage a case of crisis successfully. Management of different
clinical cases requires additional efforts and knowledge to be in place. As KI notes,
another challenge of the process is the overburden of integrated personnel parallel to
increased demand on the clientele side. The integrated people have to pass through
various types of training, including training on technical and academic topics, training
in behaviour, etc. Human resource management in this situation becomes difficult for
the manager staff given the “extremely narrow lines between challenging,
encouraging and overstraining” [quote from the in-depth interview]. In addition, KI
highlighted several important qualities in terms of management of successful
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vocational rehabilitation: empathy, being resentful, having a positive attitude,
openness to facets, absence of prejudice, etc.

“..But of course, there are clinical pictures where we are overtaxed, where
we have to have information, know a little bit, tools, how to deal with these
people in crisis situations, there is a need for training, where Menzihuus then

)

trains our team specifically for certain cases of illness...’

“...So, they are under a lot of time pressure, they have a greater challenge
than a normal pen, where they have to train their social behaviour as well as
their schooling and professional skills, so the burden on these people is great.
And in the end, they have two years to get the person to the point where he or
she can still survive in the first labour market afterwards, right? So, they have
to start very carefully, but at some point, the pressure has to really increase
afterwards. Otherwise, they will not be able to train all the things he has to be
able to do in the given time, right...”

“...Between challenging, encouraging and overstraining, the line is extremely
narrow, and it is very, very dependent on the individual's personality. And that
is where you have to find out what the right dose of the challenge is...”

The situation may also be overwhelming for the permanent staff who have to accept
people on the roster. In the context of organizational management, writing
deployment plans and their implementation, and training and keeping people busy
were also mentioned to be a challenge; letter two, especially in the context of the
COVID-19 situation where there were massive cancellations (cancellation of
seminars, banquets): “You had a relatively large number of people to employ and
train where you had to, but relatively few guests” [quote from the in-depth interview].

“...From an organizational point of view, it is really important to write the
deployment plans, to have the people here at the right moment, to have enough

s

of the right careers here, and that's exactly the challenge...’

In contrast to this, KI notes that different tools have been created to optimize work
processes where integrated personnel is involved. Among them are training tools for
young people who have trouble with arithmetic, checklists for a breakfast buffet with
photo-illustrations, allocation of a protected and quiet area for certain people for
better work focus and concentration, etc. Some of these tools have been useful for
other staff. For example, checklists created especially for integrated personnel
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enabled all staff to work very structured way, and the whole company benefited from
that.

Regarding relationships between costs and returns regarding vocational
rehabilitation, KI mentioned that the Company is compensated for some kind of
work, including care work (where average tariffs for care are used). Meanwhile, as
KI outlines, quantification of provided care and work performance is a complicated
task as they fluctuate over time and precise estimation of inputs and outputs is not
feasible. Whether financial support from social security is critical in vocational
rehabilitation, KI mentions that it generally depends on integrated people and their
clinical picture. Meanwhile, the need for investment, among them training and care,
varies across different integration phases. It is critically high at the beginning of
integration (accordingly, the tariff becomes comparatively low for this period). At the
end of an apprenticeship, a person generally works independently (to be able to do
that in the labour market outside); accordingly, supervision efforts become relatively
small, and the performance share of the person is relatively high. In the long-term
run, those fluctuations are balanced away.

“...There are people who have certain phases where they need a lot of care.
And then they have periods when they need less care, but maybe another
person more or something, right? It is almost impossible to quantify the
amount of care you provide... On the other hand, it is almost impossible to
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quantify the work performance...’

The company received consistently positive reactions from outside regarding its
social commitment. According to KI, generally, this is because the quality of services
is ensured thanks to training in all departments, and the guests’ experience is mainly
positive. On the other hand, KI mentions that thanks to vocational rehabilitation,
“enough hands and feet” is available to complete assignments, and the hotel is
relatively relaxed compared to other seminar hotels. In general, the hotel has a
positive basic attitude and mood, which the guests appreciate.

“...And I think that's what the guests experience, and what they also experience
is that our hotel is relatively relaxed compared to other seminar hotels, where
everyone is focused on business and profitability or something, where there
are not enough hands and feet available to do the work or where there are
fewer hands and feet available than us, we are just a bit more relaxed, and the
way we communicate with each other is very benevolent and constructive...”

The areas impacted by vocational rehabilitation include ethical areas, company
culture, personal recruitment, personnel structure, and local economy.
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Regarding management processes, KI mentions that two factors are important:
economic success and integration success. On the one hand, the company should
work economically. On the other hand, people's integration possibilities should be
duly considered. As for the business process, according to KI, they have become more
standardized and systematic compared to a conventional company. Support processes
are impacted in terms of staff's continual need for capacity development. The
structure is also influenced by its capacity to support integrated staff. Strategy is
impacted as there is an influence on communication, and there is a need to
communicate additional benefits to the guests.

“...culture, which is very strongly influenced by social commitment. In the way
we deal with each other, in our values, in our appreciative attitude and so on

»

Permanent employees are impacted in several aspects: they are trained to deal with
certain clinical pictures to ensure successful cooperation, learn how to deal with
deviant behaviour, and pass-through technical training, during which they learn how
to train the apprentices. According to KI, vocational rehabilitation has additional
implications for the HR sector, as the company has less trouble finding qualified staff
than other catering businesses. According to KI, employees “understand the added
value in our work when you work for us where other businesses don't” [quote from
the in-depth interview].

“...cook is not simply finished when he has learned to cook, but we also see
that he develops further in his job, he must also train the apprentices in his
area, so he must also be at least professionally assured and know what is going
on in his professional development at the moment, so, on the one hand, we
develop them in social behaviour, but also professionally, which is important
for our company...”

“..we have a little less trouble finding qualified staff than other catering
businesses because we simply understand the added value in our work when
you work for us where other businesses do not, right? So, it is simply more
than working for wages. Yes, the wage is important, but there is simply an
additional value in work. Our employees understand this and then perhaps
recruit other people or something, or there are spontaneous applications from
people who say, “I think what you do is great and so on. Do you have a
vacancy...”’
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As the Company trains personnel according to its demand in the first labour market,
optimization and digitalization in the company become necessary as it enables the
transfer of integrated people with up-to-date knowledge and skills required in the
labour market. Meanwhile, optimization and digitalization mean less opportunity for
the Company to occupy people with the tasks they have been working up to.
Accordingly, there are two contradictory tendencies: on the one hand, the company
need to optimize and digitalize process to be able to provide its trainees with up-to-
date skills and knowledge; on the other hand, optimization and digitalization shrink
the space of specializations integrated people can be trained to be competitive in the
first labour market. Meanwhile, as KI mentions, optimization and digitalization are
currently happening in other competitor companies, and the company should follow
this tendency.

“...we have to train our people so that they can do what they need in the first
labour market. If we train things that are not in demand in the labour market
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because they are already automated or digitalized, it is of no use...’

According to KI, vocational rehabilitation has a particularly positive effect on
investors as it is easier for the company to attract investors than conventional
businesses. KI mentions a particular example of when attracting money from a bank
became possible regarding a company’s social commitment. As KI mentions, public
media is always interested in such topics, and generally, the company has “a great
deal of goodwill in public”. Suppliers are not significantly affected. The company
finds suppliers just as easily or just as difficult as a conventional company. The other
similar business generally is in good price-performance ratio, while the cooperative
form of business gives particular advantages.

“...Particularly in the case of special banks, for example, we are now working
with the Alternative Bank Switzerland, where it would not be possible without
the social commitment, then we would not have received any money from

b

them...’

The other implication of vocational rehabilitation in a broader context includes its
positive impact on local development (regular usage of public transport in a remote
area, local shops, etc.), cultural life and ecology.

“...our employees, about fifty clients and about 50 employees in total, partly

come to work with public transport, which entitles them to invest in public
transport again or at least to maintain the line and so on, right? We are
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certainly an important employer on the mountain, so this is the contribution

i3]

we make to the community, isn't it?...

Summary: A summary of the influences and effects of vocational rehabilitation in
Seminarhotel Lihn Gen. is shown in Table 16.

Table 16 Summary case study Seminarhotel Lihn Gen.

Complex of topics Content

Experience in - Own employees and external persons

Vocational - A long tradition in vocational rehabilitation

rehabilitation - Vocational apprenticeships for people with birth disabilities
Social responsibility | - Important part of the corporate purpose

and sustainability - Differentiated sustainability goals

strategy - Certified sustainability

Key effects and - CSR commitment is not communicated proactively to the
implications of outside world, but the environmental sustainability aspects are.
vocational - No distinction between employees and persons to be
rehabilitation rehabilitated

- Very high effort at the beginning, less effort and more return
throughout the rehabilitation process.

- Clinical aspects have to be taken into account, which increases
the coordination effort in complex clinical pictures.

- Leadership skills are necessary, often a fine line between under-
and overstraining

- Overall, vocational rehabilitation has a positive impact on the
company and the employees

- Positive influence on corporate culture and on stakeholders
Source: Own presentation

The Seminarhotel Lihn Gen. case study shows that companies can use CSR and
sustainability strategies for product differentiation. The company is particularly
involved in the vocational training of people with birth disabilities. However, the
impact and challenges seem to be the same as in the vocational rehabilitation of
people who have had an accident or become ill.

4.2.1.7 Case study report RH Ladenbaumanagement GmbH

Company Profile and Experience of Vocational rehabilitation: The company is
active in the service, retail trade and building industry. It was founded in 2012.
Currently, five employees are working at the company. The company has experience
with the vocational rehabilitation of its employees. Currently, there is only one
vocational rehabilitation programme accompanied by the Company. However, the
company's founder and CEO indicated her broad experience during her professional
life with different integration programs, among them, working with an apprentice
with a learning disability, an employee with alcohol addiction, etc.

124



The company does not use vocational integration to recruit staff, which is primarily
linked to the company's size. After the current integration program is completed,
another person will be allowed to be integrated into the company.

Social responsibility and sustainability strategy: The company does not have a
written sustainability strategy: as KI describes, “we are too small for that ... But for
us, it [added: integration] is a big commitment. The company's primary motivation to
be engaged in professional nitration is based on a personal commitment for the
founder and CEO of the company — “the motivation is, of course, to help people
develop.”

“..No, we have not [added: sustainability strategy], but we have a great
commitment where we want to put our efforts, especially with Mr. --. Values
are created for people. And value that they are not just standing out there on
the tracks somewhere. I do not need a strategy or anything for that. ...”

Key effect and implications of vocational rehabilitation: The Company does not
intentionally communicate its social commitment; however, it is open to providing
information upon need: “we don't advertise it, so it's more of a personal contact”. The
company is not trying to make its involvement in the vocational rehabilitation
program a tool for marketing or advertising.

“..Yes, I wrote that down. If there are any discrepancies or questions about
Mpr. -- we will answer them, but we will not ring the big bell and say that we
have someone who is disabled or disabled and so on, but only from that

»

moment when someone asks me, “Is he not feeling well?. ...

Vocational integration or the employment of people with disabilities is mentioned to
be a decisive part of corporate social responsibility, and an important aspect for the
company 1is to ensure that “the disabled feel fully-fledged and can also stand up in
front and say, “I'm doing something valuable for the company.”

“I always say that the door is open. What I cannot do I cannot force him to
walk through the door, but I can encourage him to walk through it. And that

3

is actually the rehabilitation, where I see where one can offer.’

The KI considers the estimation of costs and benefits for vocational rehabilitation
irrelevant, highlighting the importance of social commitment over economic benefits.
Meanwhile, KI emphasizes that investments and returns are to be evaluated for the
entire team. The important factor is whether a team can reach particular results rather
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than an individual. As we can judge, an integrated person is perceived as an
inseparable part of the company team.

“..Have we now had a lot of effort and no return? Yes, we are a (team of
four?), aren't we? So, either the team brings it together, or? And that is not
the only person, and in any case, not someone who is struggling. So, the team
has to operate as a team, and then we have a return... That is important to me
to say that you can only compare effort and yield over a team if the person is
integrated there. Then you can talk about effort and profit.... there is no
expenditure for a person, from my point of view...”

The interaction implications are not significant. As KI mentioned, “we don't want to
make a big deal of it - we don't advertise it, we don't want to show people, we don't
want to put it in the shop window”. Therefore, there remains a small room for the
company to receive feedback from the society. Meanwhile, the feedback from the
customers was mainly positive. As a challenge in vocational rehabilitation, the KI
mentioned the motivation of the integrated person and the management of his / her
performance over time.

“The person concerned... has direct customer contact, so without him going
through me, yes, and good. They appreciated him, so that is gone. And the
reaction from the customers has been excellent.

“So, what has been the special challenge with him has been to motivate him...
you can't interrupt the process and say, “Do it quickly,” that is not possible,
is it?

As KI mentions, workplace integration in the team is very important, requiring
special management to escape burnout or overwhelm the integrated person. In
addition, integration in the company brings particular implications for developed
strategy, adapted structure and culture. A developed and adapted strategy, structure
and culture are needed to integrate successfully. When deciding on being involved in
vocational rehabilitation, the employer should ensure those factors are in place, which
in turn presume particular effort towards company development.

“..we do not have a strategy for disabled people, but we will do it when we
have it, right... where people are employed, the more structures are probably
needed, and above all, besides the strategy, where the company has it, it needs
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culture...’
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Overall, the KI describes the companies’ experience with vocational rehabilitation to
be successful. KI brings a particular example of implementing a project during which
the investment of an integrated person was important, which also led to special
benefits, among them optimizations of the orders.

“..And that is, and we are actually together proud of the fact that he has
managed to work with these people continuously and he is also popular
outside, so “Where is the Mr. --1? The question automatically still comes up,
doesn't it? And that's, that's quite good?...”

Summary: A summary of the influences and effects of vocational rehabilitation in
RH Ladenbaumanagement GmbH is shown in Table 17.

Table 17 Summary case study RH Ladenbaumanagement GmbH

Complex of topics Content

Experience in - Own employees

Vocational - External persons

rehabilitation - Vocational training for people with birth disabilities

- Vocational rehabilitation is deliberately not a recruitment tool,
but regular involvement in the rehabilitation of various people
Social responsibility | - Informal strategy, but continuous engagement is a key priority

and sustainability - Key driver: CEO

strategy

Key effects and - No proactive communication of commitment

implications of - ROl is not relevant concerning vocational rehabilitation but
vocational needs to be looked at by the whole team

rehabilitation - Structures, processes, and culture are important for vocational

rehabilitation (interactions and consequently further development
of the company)

- Positive feedback and recognition from stakeholders, especially
clients

Source: Own presentation

The case study of RH Ladenbaumanagement GmbH shows a small company that
deliberately does not employ external persons who have undergone vocational
rehabilitation in the company but regularly supports persons in vocational
rehabilitation. The demands on a company to successfully carry out vocational
rehabilitation are considered rather high, yet vocational rehabilitation makes a
qualitatively positive contribution to the company's further development.
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4.2.2 Conducting the cross-case analysis

The cross-case analysis is based on selecting multiple cases in a single study. The
cross-case analysis procedure aims to analyse data across the cases. In this process, a
synthesis of the case studies is created, which generalises the findings.5%

The individual case studies were presented in the previous part (within-case analysis).
At the same time, the data collected in the interviews were summarised and structured
through the case study reports. Based on this preparation, the cross-case analysis is
carried out in this section.®!? In addition to the within-case analysis of the individual
case studies, the cross-case search for the same patterns of action is of great
importance for the research progress.®!! In the cross-case study analysis, a synthesis
of the findings from the individual case studies is developed. The synthesis and
systematisation of the findings from the case studies are structured along the
dimensions of the St. Gallen Management Model as well as additional, prominent
themes arising from the case studies, such as challenges and motivation, expenditure
and returns, and long-term success through sustainability strategies.

4.2.2.1 The systematisation of the Processes

In general, vocational rehabilitation in the companies impacted the management
processes of the companies, and different types of implications in this area have been
mentioned by Kls quite frequently. Kls highlighted that the implementation of
successful vocational rehabilitation requires stronger leadership skills, planning and
close supervision. Business Processes are impacted less though Kls have outlined
some implications during the in-depth interviews, including the application of
controlling processes to assure the quality of the products and services provided to
the customers. For this purpose, companies apply special measures, such as
automating situations to eliminate errors, applying a “four-eye principle”, developing
detailed guidance and illustrations, etc. As for the support processes, the implications
include providing in-house training and supervision to the integrated people and
keeping detailed employee documentation and HR procedures. Kls also agreed that
a certain amount of extra work is needed for vocational rehabilitation, “a little more
clarification, structures, processes to be adapted”, and HR procedure is more
extensive. In some cases, the employers mentioned that they had been forced to pass
through complicated procedures during the vocational rehabilitation, e.g., payment of
salaries, not receiving doctors' certificates, insurance payments, etc., which impacted
HR procedures with the additional burden.

699 ¢f. Yin, 2013, p. 143-144; Eisenhardt, 1989, pp. 540 et seq.
610 ¢f. Yin, 2013, p. 143-144; Eisenhardt, 1989, pp. 540 et seq.
811 ¢f. Yin, 2013, p. 183; Eisenhardt, 1989, p. 534.
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“..Yes, there are above all, I will say now, higher demands on superiors,

you have to be aware that you cannot set the same level of performance...’
AVT Verpatec GmbH, Manager and owner of the company

“...From an organizational point of view, there is, of course, a certain
amount of extra work where we ... Yes, where we certainly need a little more
clarification, structures and so on. But not now on an elementary scale, but
certainly a few processes where you have to adapt, yes. Or simply in HR, so
you know, the clarification of where you have to meet or something like that
is a bit more extensive than, let's say, with an employee, where the normal
HR way would go.”

RPM Informatik GmbH, CEO of the Company

“...we employed him on a permanent basis after his integration, and then he
got worse and worse afterwards, and in the end, we just went for it, and we
didn't get a doctor's certificate, so we put a few thousand francs on top of
that, he also didn't want to pay his daily sickness benefits insurance without
a doctor’s certificate, he was a great guy, and I don't want to complain about
him as a person, but so psychologically through various cases, and you have
to say that things like that can push you to your limits, even in a small
company.”’

RPM Informatik GmbH, CEO of the Company

4.2.2.2 The systematisation of the Structuring factors

As the analysis shows, as a rule, social aspects are not formalized or institutionalized
in SME:s in terms of defined and written social sustainability strategies or corporate
social responsibilities, which are partly conditioned by the small size of the
companies. However, the companies pursue certain social sustainability goals, which
reveal themselves through the owners’, managers’ or CEOs’ commitment and
conscience. In this sense, the commitment is generally more person-dependent.

Meanwhile, it is also observable that the SMEs mainly acknowledge the importance
of sustainability strategies and the need for their adaptation if there is a decision to
engage in vocational rehabilitation.

“...The commitment is more implicit and depends on the person how the
sense of justice or the social vein is developed...”
Smartpedia GmbH, CEO of the Company

“...No, I would say that we have never had the social aspect, which is not
very well defined in SMEs. I have never seen any social aspect taken into
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account, but rather the conscience of the owner or the person responsible,
whether it is a manager or an owner. If he or she has a social streak and is
in favour of this, it has been taken into account...”

Smartpedia GmbH, CEO of the Company

“...why companies are so afraid of shitstorms and so on because that's
damage where there's no stopping it, and that's why I believe that strategy is

decisive...’
NW GmbH, Founder and owner of the Company

On the other hand, vocational rehabilitation has certain implications for the structures
of the companies. On the one hand, KIs mention that relevantly consolidated
structures should be in place in the company to carry out successful integration. On
the other hand, certain structures are adjusted in line with integration (e.g., the
introduction of control structures, personnel to support integrated staff, modification
in the physical environment of the offices, etc.). In general, the not integrated staff is
perceived as a “driving force”, while integrated personnel are perceived as
“supporting” staff or “helpers”. Some employers mentioned that a “good balance”
between integrated people and permanent staff should be maintained to ensure the
proper operation of the organizations. In some cases, the employers highlighted that
they have “certain limits” to integration. Otherwise, the system will not work.

“..We need a driving force, people who are qualified to pull, where to pull,
and then we can have others who, I would say, are not on the same level as
us, but who can help, right? But this must always be in good balance.
Otherwise, the whole thing will not work...”

AVT Verpatec GmbH, Manager and owner of the company

“...we have also noticed that we can only integrate a certain percentage of
such people. If it is overloaded, the system no longer works ...this could be
implemented to a certain extent in the company, but also, like normal social
commitment, only to a limited extent, right...”

AVT Verpatec GmbH, Manager and owner of the company

The capacity of the company to engage integrated personnel is primarily linked to the
size of the company. As Kls suggest, it could be better implemented in larger
companies conditioned to the following two factors: the large companies have the
relevant infrastructure to serve integrated people (strategic departments, social
workers, etc.), and large companies can take the risk as it is not substantial concerning
company size while it is risky for SMEs.
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“...And I believe that the bigger the company, the better you can offer it
because you have your own strategic department where you can support
them, right? And with us, we are finished. No separate department; I am the
girl for everything...”

RH Ladenbaumanagement GmbH, Founder and CEO of the company

According to K1, as a rule, vocational rehabilitation positively impacts the company's
culture in the sense that it is adapted, corrected, and developed. As one of the Kls
suggests, vocational rehabilitation needs a “mature culture” in the company, bringing
positive changes in people’s mindsets and company culture. It is described as
enriching the company’s culture, which makes the business life more “colourful”.

“...On the other hand, it also has an effect on the culture, in the sense that
you can, of course, adapts a culture, right? Based on the experience and the
effects, you can, of course, make corrections to the corporate culture and
adjust it accordingly ...”

AVT Verpatec GmbH, Manager and owner of the company

“..It needs a mature culture. It needs a culture where people are good at
dealing with change. And it needs a culture where I say the issues, wherever
they need to be clarified, such as affiliation, intimacy, and the balance of
power, where they are clarified as usual. And, of course, I would say that
there is a tendency towards a social, honest, and open, transparent

culture....’
NW GmbH, Founder and owner of the Company

4.2.2.3 The systematisation of the Modes of Development

In general, as can be seen, the development modes of the companies, among the
renewal and optimization aspects, are not significantly impacted by vocational
rehabilitation. However, the KlIs highlight that engagement in vocational
rehabilitation already brings certain types of development for their companies. For
some companies, certain types of optimizations in the management processes have
been primarily linked to vocational rehabilitation (further standardization of
processes, the introduction of guidance, etc.), which positively impacted the entire
company. Meanwhile, as the KIs highlighted, there is a reverse tendency because
fast-growing digitalization and optimization processes in companies impact
vocational rehabilitation in general.

“..now in this time of general digitalisation, where progress is enormously
fast, also in our field of course, what else should we automate and digitalise,
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with the risk that we might not be able to occupy people anymore with these
tasks where they have been up to now, which tasks can be given to them,
which skills do we have to train so that they can really offer something on the
first labour market, after all...”

Seminarhotel Lihn Gen., Manager of the Hotel

“...1 think that digitization can, of course, almost counteract reintegration
processes because low-threshold jobs are sometimes lost more through
digitization, but in our case, we had not planned anything like this, yes, or

that it could somehow create jobs like this....’
RPM Informatik GmbH, CEO of the Company

4.2.2.4 The systematisation of the Stakeholders

As the analysis shows, the stakeholders significantly and directly impacted by
vocational rehabilitation mainly include companies' employees and customers. The
other stakeholders, which include investors, the public, government, suppliers, and
competitors, are indirectly and to a limited extent or have not been impacted.

As can be seen, generally, the companies involved in the study are financed and
managed by their founders (owner-managed), and as a rule, external investors are not
attracted. Accordingly, the estimation of implications of vocational rehabilitation on
investors is rather mixed, and there are no certain patterns of implications. If there
are external investors, they are less impacted. In one case, the external investors are
only provided with information on vocational rehabilitation in the company. In
another case, the company representative highlighted that it is easier for them to
attract investors and money thanks to their social commitment, which is duly
communicated to the investors. Two Kls also supported this idea suggesting that
investors may be interested in companies where social aspects are taken into account,
or they would like to finance this kind of work independently.

“The other thing is information from employees, team colleagues, that's not
such a challenge in the sense of not having so many employees in my company,
so there's somebody else who takes over certain tasks, that's actually one of
those things...”

Héammerli Technik GmbH, CEO of the Company

As can be seen, there are two clear communication patterns with the stakeholders: ad
hoc and intentional communication. Several employers highlighted that they do not
communicate their commitment intentionally. However, they are open to providing
explanations and clarifications if the situation requires that. The others mentioned
that they pay special attention to communication, particularly the internal one, and
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communication is perceived as an important aspect of vocational rehabilitation
processes.

Overall, the KIs positively described the implications of vocational rehabilitation,
with the customers mentioning that customers were “reacting with understanding”
and “encouraging” and provided positive feedback. In some cases, the integrated
people did not have direct customer contact, and there were no direct implications for
the consumers. Meanwhile, KIs noticed that company’s social commitment could be
positively perceived among customers. In some cases, they are also ready to pay a
higher price for the products or services created by the company with strong social
commitment. However, the opposite opinion is also expressed: although consumers
may positively perceive social commitment, it is not the decisive factor when making
consumer decisions.

Employees are another group of stakeholders who are directly impacted by vocational
rehabilitation. Generally, Kls highlight the importance of proper internal
communication within the team, which is more important than external
communication. According to KlIs, the team members should be provided with
relevant and in-time information that is key to vocational rehabilitation success. Kls
also highlighted several positive implications of vocational rehabilitation with the
employees: increased social competencies among managers, leads and employees,
developed culture in the company, a sense of belonging and identity among the
employees, etc.

“...inform the people correctly, inform them in advance, person XY comes, he
has them and them and that, he will have time off, that everybody knows, and
it is plain text, isn't it? Because if that is not so well communicated and
someone is away for half a day, then you think he'll get his pay and, and, and,
and, and then there's a structural problem...”

Smartpedia GmbH, CEO of the Company

“..It is clear that we do, of course, work with our employees on the topics
where I said that you learn to deal with certain clinical pictures, that you
understand better how to take such a person so that the cooperation is
successful, isn't it? Of course, they learn a kind of agogic behaviour, besides

the professional, where they have to bring along to do their job well here...’
Seminarhotel Lihn Gen., Manager of the Hotel

“...inside the company, difficult, usually little reaction. So, I have the feeling
that people all think it is good. They think people are good. I have never
received any critical remarks, but I cannot check it out like that... Well, we
have open communication, and you can always criticize something. It's done,
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but it has never been asked explicitly, “What do you think about us doing the

»

engagement?...
RPM Informatik GmbH, CEO of the Company

Overall, as KlIs mentioned, feedback received public and media are positive and
welcoming, and implications are quite similar to those of customers. Public, media,
and NGOs can be used for marketing and to attract new investments. Meanwhile, Kls
mention that the public is not very well aware of this process, and low-level
awareness remains an “issue for company managers or owners” [quote: Himmerli
Technik GmbH].

“..The public, media, NGOs, just, it can be used a little bit as marketing, in
the sense of a little ROI from the investments, that you try a little bit, do good
and talk about it, can surely be an aspect where you can say, if I already do
something, then I can use it a little bit. ...”

RPM Informatik GmbH, CEO of the Company

“...But that's actually a bit of an issue for company managers or owners; it's
perhaps not so well known in public... we have to make the public aware of it
first and say, apart from the fact that it is a cool thing, every case where it
comes back saves us so and so much money, relieves us, taxpayers...”
Héammerli Technik GmbH, CEO of the Company

As for the Government, the Kls of several companies suggest introducing
mechanisms that will enable the Federal Government to consider whether the
companies apply any social sustainability strategy during their participation in public
tenders. This aspect may be included in the evaluation procedures.

“...Of course, the product, in the end, the conditions, they have to be within a
certain framework, that is logical, but that you take it into account and say,
ves, I think they are doing a good job, and we should support that and take it

into account, in that style...’
AVT Verpatec GmbH, Manager and owner of the company

“... I would like the state to provide a little incentive, not financially, but
otherwise, I would like the state to appreciate it a little more, or yes, the state
to somehow act like ... As I said before, the AHV (pension fund) bonus-malus,
if people are socially committed so that this is somehow rewarded, is actually
achieved with the integration into the IV (disability insurance) system. We do
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not have a lot of investors, so there is still a part of it that the majority of our
company is owner-managed, so we don't have much of an implication there...”
RPM Informatik GmbH, CEO of the Company

As the analysis shows, suppliers and competitors are less impacted. The practice of
vocational rehabilitation may encourage supplier companies, and they can adopt
similar strategies. Meanwhile, a positive image of the company with strong social
commitment will make collaboration with other companies easier. As for the
competitors, no special patterns of implication have been identified.

“...When you say, ‘Hey, we take these things into account. The way you tell
and say about possible partnerships with companies, mentioning things like
that, that's already the case. Explicitly, that some company will record this or
something, not, but if it comes down to it, address it, the social aspect has plus

points, right?...
Smartpedia GmbH, CEO of the Company

“...Competition, I think, is not necessarily an implication of how you deal with
the competition, especially since I don't know how they integrate or what the
difference is...”

RPM Informatik GmbH, CEO of the Company

4.2.2.5 The systematisation of the Interaction issues

As several KIs mentioned, vocational rehabilitation requires resources. Among them,
the time has been mentioned to be the critical one. First, the employer invests his/her
time, especially at the beginning of the integration process. In case of integration is
not carried out properly (e.g., “in the end, you realize that you don't have the adequate
person”), the time investment is lost. Resources are also affected in terms of the
increased need for leaders’ support and assistance and support by employees.

The analysis shows the implications of vocational rehabilitation in terms of norms
and values in the company are mainly positive, revealing themselves in a long-term
perspective. The company receives its authenticity as a company with strong social
commitment and responsibility towards its employees. Certain norms and values
become essential, such as relationships within the team, sense of belonging, loyalty,
attitude to work, trust, etc. The company creates additional value, which increases the
company's reputation and public approval.

“Norms and values are not a problem because it is precisely because of these

integration measures that people tend to be very cautious, reserved, and don't
go out of their way to screw themselves. They do not elbow it out like other
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employees, where newcomers come in, they want to show themselves and all
that, they don't really want that, they just want to have a secure job, don't
they?

Smartpedia GmbH, CEO of the Company

“...So, it is simply more than working for wages. Yes, the wage is important,
but there is simply an additional value in work. Our employees understand this
and then perhaps recruit other people or something, or there are spontaneous
applications from people who say, ‘I think what you do is great,” and so on.
‘Do you have a vacancy?’ Or something like that, that usually happens a bit
less in an ordinary company than it does here, so it has an impact on staff
recruitment and on a fluctuation.”

Seminarhotel Lihn Gen., Manager of the Hotel

“I believe that the loyalty of such a person to the employer is higher in
principle, but there is, of course, a risk that the illness, where it exists, will
break out again somewhere. And that ultimately has an impact on the
willingness to perform, doesn't it? But were simply related to the illness of this
person and not to the attitude towards work.”

Seminarhotel Lihn Gen., Manager of the Hotel

4.2.2.6 The systematisation of the Environment

As can be seen from the interviews, the integration processes impact the company's
environment more concerning society and economy and less or no impact concerning
nature and technology. In a broad sense, vocational rehabilitation changes social
competencies in terms of recognition of disability, which traditionally is perceived as
a physically—visible phenomenon but can also be not visible — mentally. With regard
to integration, those people are also integrated into society. Society is impacted as
“people are talking more about this today” [quote from in-depth interview, The
Seminarhotel Lihn]. Vocational rehabilitation is perceived as a process which brings
society’s attention to the issues of people with disabilities. Otherwise, “it's a fringe
group where you only notice when you're interested” [quote from in-depth interview,
The Seminarhotel Lihn]. In a broad sense for society, vocational rehabilitation is
certainly a good omen and perceptions and attitudes towards the disabled change
accordingly.

“...In society, no one has to notice that a person is disabled unless it is visually
visible; that person can be mentally disabled; he has to be integrated into

society, full stop, end, right? Whatever he looks like and whatever he has.’
Seminarhotel Lihn Gen., Manager of the Hotel
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“..I think it could have an influence on society so that people might become
aware that the state is not always the bad guy wherever there is trouble, but
that the state can also be an institution that offers help or that Switzerland
looks after its people, to put it simply. That could be an influence...”
Héammerli Technik GmbH, CEO of the Company

The economy benefits from vocational rehabilitation as “not integrated people end up
costing the economy more than if they tried to make them part of society” [quote
from in-depth interview, RPM Informatik GmbH]. Meanwhile, SMEs agree that in
terms of integration, large companies should have more involvement and integrate
more people, given their capacities and available resources.

“..dt is sustainable if people are integrated and not simply excluded; it always
makes more sense in the long term, and therefore also makes more sense for
the economy...”

RPM Informatik GmbH, CEO of the Company

“...Economy, it is only as good as the people can contribute. If people are out
of work, become social cases and are put somewhere, the economy gets a
problem with financing these people, so we employ them, right...”

Héammerli Technik GmbH, CEO of the Company

“..And now I say a Migros and Coop and what they're all called, where one
hundred thousand people are employed, they can also, sorry, ten disabled
people, that's still very little, but it doesn't matter, they can do it, and in part,
they also put it on the flag...”

RH Ladenbaumanagement GmbH, Founder and CEO of the company

Regarding technology, the vector is the opposite: vocational rehabilitation is more
impacted by technology than vice-versa. If needed, technologies are adapted to the
person's requirements with special needs. However, this happens to a small extent.
Due to technological development, certain jobs will disappear. Meanwhile, jobs will
be made more flexible, where machines will replace difficult and repetitive tasks.
This will impact vocational rehabilitation processes where certain jobs will not be
available anymore while there will be more pressure from society to expand the level
of integration. As for nature, the implications are minimal, or there are no
implications.

“..Depends on how much pressure there is from society. At the moment,
society is feeling the pressure for a sustainable economy, and I personally am
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convinced that this pressure will increase even more - for example, with
digitization and automation. But certain people will fall out of the labour
market, and then the pressure might even increase if you have more and more

people who are not compatible. What do you do with them in the end?...
Seminarhotel Lihn Gen., Manager of the Hotel

“If I, technology is to be adapted to the requirements of the person concerned,
which is what we do with a perfectly healthy person ...”
RH Ladenbaumanagement GmbH, Founder and CEO of the company

4.2.2.7 The systematisation of the Challenges and motivation

Overall, the KI have mentioned several challenges to implementing vocational
rehabilitation in their companies. As a rule, the employers highlight that they face
challenges, especially at the beginning of external vocational rehabilitation when they
need to know the person, train, and ensure his / her smooth integration into the
working process. Among the challenges, Kls talked about planning, management of
interrelations and job division, the need for close leadership and supervision of the
integration and time expenditure. Dealing with the clinical picture and maintaining
an adequate working load for the integrated person are also mentioned as another type
of challenge that needs additional effort and skills from the managers.

As a rule, it is observable that the main motivating factor for the employers to be
engaged in vocational rehabilitation processes was based on their commitment — to
have a social contribution to the economy, “give people a chance”, and “help people
develop”, etc. On the other hand, employers also mentioned some ‘“cultural” and
“management” factors of their commitment, including the opportunity to involve
valuable and loyal personnel, a win-win situation for both sides, the opportunity to
involve new people, etc.

4.2.2.8 The systematisation of the Expenditure and returns

Overall, the relationship between efforts and returns on investment for vocational
rehabilitation is assessed negatively or somehow equal to social benefit support. The
KIs mention that efforts and returns are not stable and vary significantly over time;
efforts are relatively high at the beginning of integration and stay significantly
dependent on the performance and clinical picture of the integrated person. The
employers' highlight that vocational rehabilitation requires certain types of effort,
time investments, extra work, extra management efforts, etc. However, employers
notice that there are certain positive implications concerning vocational
rehabilitation, which reveal themselves in a long-term perspective, and many refer to
the cultural values and norms of the company; as a rule, employers describe their
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experience with vocational rehabilitation to be beneficial despite required
investments and time spending. Regarding investment-return balance, vocational
rehabilitation is considered positive if the integration processes are long-term and
long-term support and solutions are in place.

“I believe that if you do it well, you benefit. And not immediately, but only

after a while...”
NW GmbH, Horgen, Founder and owner of the Company

“..Now with apprentices is also, the time is very short, two years, in the
beginning, the effort is very, very great, is the tariff actually too low, towards
the end of the apprenticeship period he must then also be able to work
independently because he simply has to be able to do that in the labour market
outside, supervision effort is again relatively small, the performance share of
this person is relatively high, and so there is a cut afterwards, which hopefully
works out...”

Seminarhotel Lihn Gen., Manager of the Hotel

“It is certainly not easy to convince everybody, to convince all companies,
because it is connected with effort, that's clear, but I also see it as a chance
for people to get external opinions, where they could be considered, whether
it brings added value or not, is then left open, but I see it as a possibility for
both sides.”

Smartpedia GmbH, CEO of the Company

Another perspective of employers is escaping the evaluation of the success of
professional integration in terms of investments and returns, as an important aspect
here is social commitment.

“...there is no relationship between expenditure and income. Income comes in
14th place somewhere. Expenditure is perhaps in fifth place. It is people that
are important, not effort, income ... They contribute to the economic success

of all of us together, and that is the most important thing for me...’
RH Ladenbaumanagement GmbH, Founder and CEO of the company

Generally, SME representatives mentioned that social security system benefits are
important for successfully implementing vocational rehabilitation. This is
conditioned by the fact that the balance between the costs and income is maintained
and minimizes the financial risks the companies take when making decisions to
engage integrated personnel. Accordingly, social security system benefits are
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perceived as a “balancing” factor crucial for companies. Employers also suggest the
introduction of long-term solutions, which may ensure the further continuation of
integration.

4.2.2.9 The systematisation of Long-term success through CSR strategies

In this section of the analysis, the KIs have been asked to provide their opinion on
whether they think the long-term success of Swiss companies will depend largely on
sustainability strategies or strategies based on corporate social responsibility. Based
on received feedback, two general directions of perceptions are distinguished, which
might be generalized into two perspectives: “economic-dominant” and “social-
dominant”.

Under the companies' first perspective, the success of the companies is perceived
mainly in terms of their economic performance, and social area is subordinated to
economic performance. Integration can be continued until companies’ economic
performance is not suffering and integration is justified economically. Under this
perspective, sustainability strategy, or strategy based on corporate social
responsibility, is perceived as a separate and opposite vector of business performance.
Companies can afford it as long as business performance is not failing. This
perspective is justified because the performance of integrated personnel is not at the
same level, and “the one who comes from integration, you cannot expect much from
him” [quote: Smartpedia GmbH]. Integration strategies may be well-perceived by the
federal government, customers, or other stakeholders, “in the economy, price and
quality are decisive” [quote: Smartpedia GmbH].

“...that is separated, that has to be separated ... There is, of course, economic
pressure to succeed, we have to survive, we have to be economical, that is one
thing, and the other is the social area. We are still trying to integrate that...”
AVT Verpatec GmbH, Manager and owner of the company

“...Ido not think that it is crucial for the success of a company whether a social
aspect is taken into account or whether reintegration is carried out or not. |
simply say that you have to support your fellow human beings who need
effective support, for the time being, if the company can tolerate it, but that it
is a necessity ... It is necessary for our society, but not for the companies...”
Smartpedia GmbH, CEO of the Company

To support this perspective, Kls also highlight the idea that, in general, customers do
not give preference to the products or services depending on whether they have been
created or provided with the involvement of integrated personnel, in some cases,
“because people don't know that there is someone behind it...” [quote: Himmerli
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Technik GmbH]. Here again, the price and quality of the products and services are
decisive for the customers.

“..the customer doesn't really give a sh** to put it bluntly, whether my
Amazon package is now being packed by someone who has a disability or
whether it's some low-wage earner somewhere, but I just want it, that's it...”
Héammerli Technik GmbH, CEO of the Company

According to the social-dominant perspective, the long-term success of swiss
companies depends on sustainability strategies. As KIs introduce, on the one hand, in
current reality, social responsibility or sustainability strategies are actual agendas, and
there is a certain pressure from society. Accordingly, companies are required to
comply with these societal preferences. On the other hand, according to Kls, in
parallel to digitization and automation, local homemade production will be in demand
as a countertrend to these tendencies. In this context, engagement of integrated
personnel will be justified as the customers will give preference to the products and
services for which “value is higher”. Here price stops being a decisive factor for the
customers, and the image and social contribution of the companies become
substantial factors for consumer decisions.

“..I think that the sustainability and the behaviour of us that this contributes
significantly to our success because if [ have a clean and good image in the

end, then that has an impact on my success...
NW GmbH, Founder and owner of the Company

“...There will be products where the price is really the main argument, and
there will continue to be products where the price is the main argument, and
then there will be products where the value is higher for the consumer and

where the consumer is prepared to pay a higher price for them...’
Seminarhotel Lihn Gen., Manager of the Hotel

“..Of course, it depends very much on the extent to which society, how shall I
put it, gets involved in this and what the values of this society are. If someone
says, “Yes, I support the company, I'm going to buy the products from the

company now because they do something good”.
RPM Informatik GmbH, CEO of the Company
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4.2.3 Interim conclusion

The findings from the cross-case analysis of the case studies on the business impacts
and potentials for vocational rehabilitation were generalised and assigned to the
elements of the St. Gallen Management Model (see Table 18):

Table 18 Impact analysis of the case studies using the SGMM

Categories of the Impact and potential
SGMM

Processes
Management Processes | - Stronger leadership skills

- More planning needed

- Close supervision

- Relationship between costs (effort in management, planning,
supervision) and income (subsidies and incentives from insurance
providers, work performance) is at least neutral

Business Processes - Business processes are impacted less

- Application of controlling processes to assure the quality of the
products and services provided to the customers

- Automating situations to eliminate errors (apply a “four-eye
principle”, developing detailed guidance and illustrations, etc.)
Support Processes - The HR procedure is more extensive (more detailed and extensive
employee documentation)

- Need for more clarity; structures and processes need to be adapted
- Provision of in-house training and supervision for concerned
persons

- Coordination and cooperation with insurance companies can
sometimes be difficult, impacting HR procedures with the
additional burden (complicated procedures during the vocational
rehabilitation, e.g., payment of salaries, not receiving doctors'
certificates, insurance payments, etc.).

Structuring forces
Strategy - Social aspects are not formalized or institutionalized in SMEs
regarding defined and written social sustainability strategies or
corporate social responsibilities.

- SMEs pursue certain social sustainability goals, which reveal
themselves through the owners', managers' or CEOs' commitment
and conscience.

- SMEs mainly acknowledge the importance of sustainability
strategies and the need for their adaptation if there is a decision to
be engaged in vocational rehabilitation.

Structures - Certain implications with the structures of the companies.

- To carry out successful integration, relevantly consolidated
structures should be in place in the company

- Certain structures are adjusted in line with integration (e.g., the
introduction of control structures, personnel to support integrated
staff, modification in the physical environment of the offices, etc.).
- A “good balance” between integrated people and permanent staff
should be maintained to ensure the proper operation of the
organisation.

- The company's capacity to engage integrated personnel is
primarily linked to the size of the company.
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- Vocational rehabilitation could be better implemented in larger
companies due to the following two factors: the large companies
have the relevant infrastructure to serve integrated people (strategic
departments, social workers, etc.), and large companies can take the
risk as it is not substantial concerning company size while it is risky
for SMEs.

Culture

- Positive impact on the company's culture in the sense that it is
adapted, corrected, and developed.

- Needs a “mature culture” in the company

- Brings positive changes in people's mindset and the company's
culture. It enriches the company's culture, making the business life
more “colourful”.

Modes of development

Optimisation /
Renewal

- Not significantly impacted by vocational rehabilitation.

- Engagement in vocational rehabilitation already brings certain
types of development for their companies.

- Certain types of optimizations in the management processes have
taken place (further standardization of processes, the introduction of
guidance, etc.), which positively impacted the entire company.

- Meanwhile, there is a reverse tendency as a result of which fast-
growing digitalization and optimization processes in the companies
impact vocational rehabilitation in general (Increasing lack of
simple work or work content for sheltered workplaces).

Stakeholders

Investors

- Impacted somehow indirectly and to a limited extent or have not
been impacted at all: there are no certain patterns of implications.
SME:s financed and managed by their founders (owner-managed)
do not need external investors.

Customers

- Customers are significantly and directly impacted by vocational
rehabilitation. Overall, the implications of vocational rehabilitation
for the customers are positive. However, this only seems to apply in
the case of direct customer contact.

- Employers highlighted that they do not communicate their
commitment intentionally. However, they are open to providing
explanations and clarifications if the situation requires that.

- The company's social commitment can be positively perceived
among customers. In some cases, they are also ready to pay a higher
price for the products or services created by the company with
strong social commitment.

- Although the consumers may positively perceive social
commitment, it is not the decisive factor when making consumer
decisions.

Employees

- Employees are significantly and directly impacted by vocational
rehabilitation.

- Communication is perceived as an important aspect of vocational
rehabilitation processes, and they pay special attention to internal
communication, which is mentioned to be more important than
external communication.

- Team members should be provided with relevant and in-time
information that is key to vocational rehabilitation success.

- There are several positive implications for the employees
(increased social competencies among managers, leads and
employees, developed culture in the company, sense of belonging
and identity among the employees, etc.).
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Public, NGOs

- Impacted indirectly and to a limited extent or have not been
impacted at all.

- Received feedback from the public and media is positive and
welcoming, and implications are quite similar to customers' cases.

- Public, media and NGOs can be used for marketing and to attract
new investments.

- The public is not very well aware of vocational rehabilitation, and
low-level awareness remains an issue for SMEs.

Government

- Impacted indirectly and to a limited extent or have not been
impacted at all.

- As for the Government, several companies suggest introducing
mechanisms that will enable the Federal Government to consider
whether the companies apply any social sustainability strategy
during their participation in public tenders. This aspect may be
included in the evaluation procedures.

Suppliers

- Suppliers are indirectly and to a limited extent or have not been
impacted at all.

- Practice vocational rehabilitation may encourage supplier
companies, and they can adopt similar strategies. Meanwhile, a
positive image of the company with strong social commitment will
make collaboration with other companies easier.

Competitors

- Impacted indirectly and to a limited extent or have not been
impacted at all.

- Competitors are less impacted, and no special patterns of
implication have been identified.

Interaction issues

Resources

- All the employer invests his/her time, especially at the beginning
of integration processes.

- In case of integration is not carried out properly, the time
investment is lost.

- Resources are also affected by the increased need for leaders'
support and assistance and support by employees.

Norms and values

- Shows the implications of vocational rehabilitation in terms of
norms and values in the company are mainly positive, which reveal
themselves in a long-term perspective.

- The company receives its authenticity as a company with strong
social commitment and responsibility towards its employees.
Certain norms and values become important (such as relationships
within the team, sense of belonging, loyalty, attitude to work, trust,
etc.).

- The company creates additional value, which increases the
company's reputation and public approval.

Concerns and Interests

- Pursue certain social sustainability goals.

- Positive impact on the culture of the company.

- The consumers and public may positively perceive-Social
commitment.

- Simple coordination and cooperation with involved insurance
companies are desired.

- As for the Government, mechanisms that will enable the Federal
Government to consider whether the companies apply any social
sustainability strategy during their participation in public tenders
are desired.
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Environmental spheres
Society - In a broad sense, vocational rehabilitation changes social
competencies in terms of recognition of disability and the
importance of integrating persons with disabilities into society.

- Society is impacted as people are talking more about this today.

- Vocational rehabilitation is perceived as a process that brings
society's attention to the issues of people with disabilities.
Otherwise, it is a fringe group that you only notice when interested.
- In a broad sense for society, vocational rehabilitation is certainly a
good omen and perceptions and attitudes towards the disabled
change accordingly.

Nature - As for nature, the implications are minimal, or there are no
implications at all.
Technology - In terms of technology, the vector is the opposite: vocational

rehabilitation is more impacted by technology than vice-versa.

- If needed, technologies are adapted to the person's requirements
with special needs. However, this happens to a small extent.

- Due to technological development, certain jobs will disappear.

- Meanwhile, jobs will be made more flexible where machines will
replace difficult and repetitive tasks. This will impact vocational
rehabilitation processes where certain jobs will not be available
anymore while there will be more pressure from society to expand
the level of integration.

Economy - The economy benefits from vocational rehabilitation as not
integrated people end up costing the economy more than if they
tried to make them part of society.

- Meanwhile, SMEs agree that in terms of integration, large
companies should have more involvement and integrate more
people, given their capacities and available resources.

Source: Own presentation

Some new insights were gained from the case studies. It is noticeable that vocational
rehabilitation is understood by SMEs as a central element of corporate social
responsibility but is also seen as a potential risk. Especially at the beginning of the
process, vocational rehabilitation requires a lot of time from the responsible
supervisors and support from employees. The time invested is lost if the rehabilitation
process is not or cannot be carried out correctly. The investment can no longer be
compensated sufficiently by the person's performance being rehabilitated.

For this reason, SMEs are concerned about maintaining a balance between persons to
be rehabilitated and employees to ensure the proper operation of the organisations.
Accordingly, SMEs see a correlation between the size of the company and the
possibility of carrying out vocational rehabilitation. Therefore, SMEs see large
companies as having a duty to become more involved in vocational rehabilitation.
Overall, SMEs assess the relationship between costs (time spent on management,
planning, supervision) and returns (subsidies and incentives from insurance
providers, work performance) of vocational rehabilitation as at least neutral.

Internal communication is seen as an important factor in vocational rehabilitation
success. The people involved (e.g., team colleagues) have the necessary information
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at their fingertips to adjust to the person being rehabilitated and support them
accordingly. Successful vocational rehabilitation requires a certain inclusive
corporate culture. External communication, on the other hand, is seen as less
important by SMEs. The CSR commitment is not communicated proactively, but the
information is readily provided to external persons and partners in response to
enquiries. In general, the feedback on the commitment is positive. Some customers
are willing to pay higher prices for products or services from a company with a strong
social commitment. However, experience shows that social commitment is not
decisive in purchasing decisions. Vocational rehabilitation also has a positive impact
on the companies themselves. There are only positive effects on norms and values in
the company from a long-term perspective. Vocational rehabilitation promotes
corporate culture and authenticity as a company with a strong social commitment and
responsibility towards its employees. Positive influences on employees can also be
observed, such as increased social competencies among managers and employees, a
sense of belonging and identity among the employees and positive changes in
people's mindsets.

The SMEs would like to see mechanisms from the government that reward socially
responsible commitment and more straightforward cooperation with the insurance
providers. From the SMEs' point of view, the economy also benefits from vocational
rehabilitation, as an added value is created for society. Without vocational
rehabilitation, the social exclusion of those affected would result in even more costs
for society, which would also have to be borne by the SMEs.

4.3 Synthesis of literature and case studies

A synthesis of the managerial impact of vocational rehabilitation is developed from
the literature review findings and the research case studies. The findings of the
literature analysis and the research case studies are, in turn, assigned to the
dimensions of the St. Gallen Management Model, as shown in Table 19.
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Table 19 Synthesis of impacts using the St. Gallen Management Model

SGMM Impact literature Impact case studies Synthesis
Category
Processes
2 - Increase economic - stronger leadership - Ratio of costs (effort in
% efficiency and skills management, planning,
2 profitability - more planning needed | supervision) and income
2 - Reduction of - close supervision (subsidies and
E operating or personnel | - Ratio of costs (effort in | incentives from
g costs management, planning, | insurance providers,
gn - Positive influence on | supervision) and income | work performance) is at
g corporate image and (subsidies and least neutral
= reputation incentives from - Trains and strengthens
- Competitive insurance providers, leadership skills

advantages (through
CSR, diversity, and

work performance) is at
least neutral

applicant pool)
2 - Increase workplace - Business processes are | - Improvement of
2 productivity, creativity, | impacted less processes; out of
2 morale, motivation, - application of necessity to ensure the
2 service quality, and controlling processes to | achievement of quality
2 customer loyalty assure the quality of the | objectives. This results
£ - Fewer staff absences | products and services in higher overall quality
f:g and fluctuations provided to the of products and services.
- Employer Branding customers
- New customer - automating situations
segments to eliminate errors
2 - Adaptations of - HR procedure is more | - The administrative
2 workplaces extensive and difficult aspect and the
g - Sensitisation of - the provision of in- cooperation with the
2 employees house training and insurance providers
‘g - Making use of supervision for proved time-consuming.
o untapped applicant concerned persons - Internal
= pools (employees) communication as a

success factor

Moments of order

Strategy

- Expansion of CSR
and Diversity

- Inclusive corporate
culture

- Secure and expand the
applicant pool

- Strengthening
employer branding and
thus attractiveness as an
employer

- Social aspects are not
formalised or
institutionalised in
SMEs (no written CSR
strategies)

- Social sustainability
goals are driven by the
initiative of the owners',
managers’, or CEOs'
commitment

- Vocational
rehabilitation is an
important element of the
CSR strategy

- Commitment of top
management as a driver
of CSR
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- Incentives for

- Clear structures and

% - Implications with the
= employees to support company's structures specifications of
1;) and achieve CSR goals | (e.g., control structures, | priorities
f= - Continuous signals or | personnel to support - Creating framework
) : . o
commitment from top integrated staff, conditions that promote
management modification in the vocational rehabilitation
physical environment,
etc.).
- Balance between
integrated people and
permanent staff to
ensure proper operation
of the organization and
risk management
@ - Equal opportunities - Positive impact on the | - Social education of
B - Promoting a positive, | company's culture in the | employees
8 diverse, or inclusive sense that it is adapted, (sensitisation, mindset,

corporate culture

- Good internal
communication

- Raising awareness
among employees

corrected, and
developed.

- Positive changes in
people's mindset.

promotion of social
skills)

- Positive influence and
further development of
the sub-frame culture

- enrichment of the
company's culture

Development modes

£ - Innovations; further - Not significantly - Vocational
= development or impacted by vocational | rehabilitation must be
2 development of new rehabilitation. considered in
.g products and services - Certain types of organisational
o°~ (accessibility, optimisations in the development, especially
g “designed-for-all”; management processes | concerning automation
T; consideration of PWD | (further standardization | and digitalisation of
2 as employees and of processes, the work steps.
I~ customers) introduction of - Optimisation at the
- Tapping into new guidance, etc.) operational level; higher
customer and market positively impacted the | quality through
segments entire company. optimised processes
- Increasing lack of
simple work or work
content for sheltered
workplaces.
Stakeholders
i - Not significantly - there are no certain - Not significantly
impacted patterns of implications. | impacted

- Positive influence on
capital providers
expected through CSR

Capit
provider

SMEs financed and
managed by their
founders (owner-
managed) do not need
external investors.
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- Customers are

- Positive perception by

@ - Meeting the needs and

g expectations of clients | significantly and customers, provided that

e with disabilities directly impacted by customers are aware of

8 - Attract and retain vocational the commitment

© disabled and/or socially | rehabilitation: Positive - CSR increases
aware customers impact in direct customer loyalty
- Traceable CSR customer contact. - A strong social
activity - No proactive commitment of a
- Positive influence on | communication of CSR | company can lead to
corporate image and - Customers are ready to | customers being willing
reputation pay a higher price for to pay a higher price but

the products or services | is not the decisive factor
created by a company in a purchase decision.
with strong social

commitment.

- but CSR is not the

decisive factor in

consumer decisions.

7 - Employer Branding - Employees are - Strengthening

5 - Promoting significantly and identification with the

7: psychological job directly impacted by company

£ security for all vocational - Internal

= employees rehabilitation. communication as a
- Strengthen employees' | - Internal success factor
trust in the company communication is more | - Promotion of social
- Promoting equal important than external | skills
opportunities communication. - Development of the
- Traceable CSR - There are several corporate culture
activity positive implications for
- Positive influence on | the employees
corporate image and (increased social
reputation competencies,

developed corporate
culture, sense of
belonging and identity
among the employees,
etc.).

@ - Cooperation with - Not significantly - The public is not very

8 NGOs as opportunities | impacted by vocational | well aware of vocational

Z for “win-win” rehabilitation. rehabilitation, and low-

._‘2 situations (e.g., - Public, media and level awareness remains

< vocational NGOs can be used for an issue for SMEs.

Ru rehabilitation, CSR marketing and to attract | - Cooperation with
activities, staff new investments. NGOs as opportunities
recruitment). - The public is not very | for “win-win” situations
- NGOs, media, and well aware of vocational
other stakeholders will | rehabilitation, and low-
not attack the company | level awareness remains

an issue for SMEs.

8 - Risk of “legal - introducing - Government should

% aggravation” decreases. | mechanisms that enable | reward CSR
Avoidance of future the Federal Government | commitment

quota regulations or
their tightening.

to consider CSR in the
evaluation procedures of
tenders.
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@ - CSR is a means of - Not significantly - Role Model
2 enhancing the corporate | impacted by vocational | (“Disability Champion”)
= image with suppliers rehabilitation. - Increasing the image
a - Practice of vocational | with suppliers
rehabilitation may
encourage supplier
companies to adopt
similar strategies.
e -/- - Not significantly - No special patterns of
= impacted by vocational | implication have been
2. rehabilitation. identified.
g
Q

Interaction topics

its authenticity as a
company with strong
social commitment and
responsibility toward its
employees

- The company creates
additional value, which
increases the company's
reputation and public
approval.

2 - Diverse and untapped | - Investment of time, - Vocational
2 applicant pool of especially at the rehabilitation requires a
§ skilled workers beginning of the high investment in the
& rehabilitation process time of the supervisor at
(increased need of the beginning.
leaders' support and - Access to diverse
assistance and support human resources
by employees)
2 - Promoting equal - The company's norms | - Longer-term positive
% opportunities and values are mainly influence on values and
> - Expansion of CSR positively influenced, corporate culture
= and “diversity” of the which reveal themselves | - Vocational
5 company in a long-term rehabilitation generates
E - Positive influence on | perspective. added value for the
2 the corporate culture - The company receives | company and society

- Authenticity as a
caring and socially
responsible employer
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- Efficient operations,
therefore, as little effort
and risk as possible in
recruiting staff and as
efficient employees as
possible

- High-profile CSR
activities

Concerns and interests

- Pursue certain social
sustainability goals.

- Positive impact on the
culture of the company.
- The consumers and
public may positively
perceive-Social
commitment.

- Simple coordination
and cooperation with
involved insurance
companies are desired.

- introducing
mechanisms that enable
the Federal Government
to consider CSR in the
evaluation procedures of
tenders.

- Pursuing vocational
rehabilitation as a CSR
activity

- Positive influence on
the corporate culture

- Government should
reward CSR
commitment

- Easy coordination with
the insurance providers
and implementation of
vocational rehabilitation

Environmental spheres

Zz - PWD is unemployed | - In a broad sense, - Vocational
= more often than vocational rehabilitation | rehabilitation as social
3 average changes social education and
- Prejudice against competencies in terms sensitisation of society
people with disabilities | of recognising disability | concerning the
remains widespread. and regards the understanding of
Therefore, importance of disability
counteracting prejudice | integrating persons with | - Reducing prejudice
and stigmatisation is disabilities into society. | against PWD through
important - Vocational awareness-raising
- Promoting equal rehabilitation is
opportunities perceived as a process
- Demographic that brings society's
development: using attention to the issues of
untapped applicant people with disabilities.
pools to avoid or at Otherwise, it is a fringe
least mitigate a group that you only
shortage of skilled notice when interested.
workers
e -/- - Not significantly - Not significantly
2 ¥ impacted by vocational | impacted by vocational
23 rehabilitation. rehabilitation.
=
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- In terms of technology,

> - Digitalisation and new | - In terms of technology,
E” technologies offer the vector is the the vector is the
= opportunities to opposite: vocational opposite: vocational
§ compensate for rehabilitation is more rehabilitation is more
= disabilities and impacted by technology | impacted by technology
impairments. than vice-versa. than vice-versa.
- Innovations - Due to technological - Technological
concerning barrier-free | development, certain development makes
technologies and offers, | jobs will disappear. many simple jobs
as well as aids for Meanwhile, jobs will be | disappear that are well
people with disabilities | more flexible, and suited for vocational
or older persons machines will replace rehabilitation or
difficult and repetitive employment of weaker
tasks. This will impact PWD.
vocational rehabilitation
processes where certain
jobs will not be
available anymore.
> - Companies as role - The economy benefits | - Economy and society
E models or positive from vocational benefit from vocational
§ examples for other rehabilitation as not rehabilitation (shared
= companies (“Disability | integrated people end up | value)
Champions”) costing the economy - Disability champions”

more than if they tried to
make them part of
society.

- Meanwhile, SMEs
agree that large
companies should have
more involvement in
terms of integration and
should integrate more
people, given their
capacities and available
resources.

as role models are
necessary to motivate
other companies to get
involved.

Source: Own presentation

The synthesis of the findings shows that vocational rehabilitation raises awareness
among employees and society and helps reduce prejudices, and promotes
understanding of disability. In addition, vocational rehabilitation promotes the social
skills of the employees and supervisors involved. Leadership skills are also trained
and strengthened. Vocational rehabilitation is often an occasion to adapt and improve
structures and processes (clarity, level of detail, control structures). This ensures that
the rehabilitated person also achieves quality goals. This usually results in a higher
overall quality of products and services.

Vocational rehabilitation also positively influences the corporate culture as a whole.
There seems to be an interaction here. On the one hand, a certain level of maturity in
the corporate culture is required to implement vocational rehabilitation. On the other
hand, successfully, vocational rehabilitation promotes the corporate culture in many
ways. This also strengthens employer branding and authenticity as a caring and
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socially responsible employer, which increases attractiveness as an employer and
strengthens employees' identification with the company. But also, customers and
partners (e.g., suppliers) also perceive a social commitment positively, provided they
are aware of it. This can lead to an increase in customer loyalty. A pronounced social
commitment of a company can also lead to customers being willing to pay a higher
price, but it is not the decisive factor in a purchase decision.

Vocational rehabilitation is an important element of CSR strategy and can generate
shared value for the company and society. A key driver is the commitment of top
management. Disability champions” seem to be important as role models to motivate
other companies to get involved. Cooperation with NGOs and other institutions in
vocational rehabilitation can offer opportunities for “win-win” situations and
additional access to diverse human resources.

Vocational rehabilitation is more impacted by technology than vice-versa.
Technological development makes many simple jobs disappear that are well suited
for vocational rehabilitation or employment of weaker PWD. Vocational
rehabilitation needs to be considered in organisational development, especially
concerning automation and digitisation of work steps.

Cooperation with insurance providers is experienced as complicated and
administratively burdensome and can be seen as an obstacle for companies to get
involved in vocational rehabilitation. In addition, companies would like to see a CSR
commitment rewarded more by the government (e.g., consideration of the aspect in
tenders). The lack of awareness in society for vocational rehabilitation is also an
obstacle for companies to exploit the emerging potential fully.

The influence and the emerging potentials of vocational rehabilitation in a company
are manifold. However, business performance is hardly influenced directly but much
more indirectly. A leverage effect on the existing resources and skills occurs through
the emerging interactions of vocational rehabilitation in a company.
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5 Results of the work and discussion

The research theses will be examined, recommendations for action derived, and the
research questions answered based on the findings. In addition, the results of the study
are interpreted and placed in the research field. Finally, the research design and
methods are reflected upon and evaluated.

5.1 Overview of the results

The study combined the analysis of literature and case studies to gain knowledge.
The literature analysis shows that only partial aspects have been investigated so far,
but comprehensive or holistic studies are lacking. The employment of PWD, or
persons undergoing vocational rehabilitation, seems to positively impact the
operational business and the corporate culture in many ways. It seems an important
issue for stakeholders, which can significantly improve the company's reputation
when properly addressed. This creates various potentials, such as avoiding a shortage
of skilled workers, awareness for customers with disabilities, fostering innovative
strength, and opening up new markets and customer segments. Thus, vocational
rehabilitation only directly influences the people involved at the operational level. At
the strategic level, vocational rehabilitation's potential can be utilised through internal
and external communication. For example, to increase the attractiveness as an
employer and to open up new applicant pools. An engagement in vocational
rehabilitation leads on the normative level to promoting an inclusive corporate culture
and strengthening values and authenticity as a socially responsible employer. In terms
of the company's ecosystem, the commitment can generate added value (shared
value) for society and, subsequently, the company itself. The findings from the
literature analysis indicate that the impact of vocational rehabilitation on business
performance increases with the hierarchy of the management level and the orientation
towards the outside.

The case studies reveal further interesting aspects that have not been dealt with in this
literature. Thus, the main motivating factor for companies to get involved in
vocational rehabilitation processes can be traced back to the personal commitment of
the owners or CEO. They want to make a social contribution to the economy, give
disadvantaged people a chance and support them in their development. In addition,
companies are also motivated by cultural and management aspects, such as staff
recruitment and retention.

The companies see positive side effects for the organisation resulting from their
involvement in vocational rehabilitation. Among other things, leadership
competencies are promoted, as vocational rehabilitation places high demands on the
communication and leadership of supervisors. In addition, the rehabilitation of
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external persons led to more detailed business processes to ensure the usual quality.
As a rule, additional control and quality mechanisms were implemented from which
the companies could benefit. The case studies of the investigated companies show
that a commitment to vocational rehabilitation has a noticeable positive influence on
the corporate culture because it is adapted, corrected, and further developed. Overall,
vocational rehabilitation brings a positive change in the mindset of the employees,
enriches the corporate culture, and makes the daily business more diverse. Direct
involvement in the rehabilitation process has been observed to enhance the social
skills of the employees and managers involved and strengthen the sense of belonging
and identity to the company. Nevertheless, it is emphasised that successful
involvement in vocational rehabilitation requires a certain level of maturity in the
corporate culture.

The reactions of customers and public reactions to corporate social engagement are
always positive. In direct customer contact, the effects of vocational rehabilitation are
also assessed as positive overall. The companies emphasise that they do not actively
communicate their commitment but are open and happy to provide explanations and
clarifications when asked. Communication is perceived as an important aspect of the
vocational rehabilitation process. In particular, internal communication is a critical
success factor in vocational inclusion and is judged to be more important than
external communication.

However, companies are also confronted with difficulties and challenges. For
example, HR managers may cooperate with insurance providers to be burdensome
and complicated, especially from an administrative perspective. However, the various
insurance providers seek and encourage the companies' cooperation and commitment.
In addition, a good balance between persons to be rehabilitated and employees is
important to ensure the proper operation of the organisation. Here, the ability of a
company to rehabilitate persons in vocational terms seems to be primarily
conditioned by the size of the company. SMEs see that vocational rehabilitation can
be better realised in larger companies due to the relevant infrastructure and resources.
On the one hand, it concerns the supervision and support of the rehabilitation
processes (separate department for health management, in-house social workers, case
managers, etc.) and, on the other hand, risk management. Large companies might be
more likely to risk vocational integration because it is not significant concerning the
company's size. In contrast, the same can already be a significant risk for SMEs. For
example, a company invests a lot of time in vocational rehabilitation, especially at
the beginning of the process. If the rehabilitation process is not successful and has to
be discontinued, this time investment is lost.

SMEs see various challenges in implementing vocational rehabilitation. In particular,
the vocational rehabilitation of an external person poses great challenges for
companies. The person must first be met and trained, and their smooth integration
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into the work process must be ensured. Other challenges of vocational rehabilitation
are planning, managing the division of labour, the need for close leadership, and
monitoring the rehabilitation process and the time required for it. Companies consider
managing the condition and maintaining an appropriate workload for the person being
rehabilitated as a challenge. In particular, it requires additional efforts and skills from
the managers. The companies describe their experience with vocational
rehabilitation, despite the investment and time required, as beneficial overall.

From a financial perspective, the companies evaluate the relationship between
expenditure and return for vocational rehabilitation as slightly negative to neutral,
despite compensation payments by the insurance providers. Especially at the
beginning of vocational rehabilitation, the effort for the company is very high, and
the further return is strongly dependent on the performance, stability and clinical
picture of the person to be rehabilitated. Nevertheless, the ROI of vocational
rehabilitation is assessed as positive, provided that the rehabilitation process is
designed over a longer period and is supported financially by the insurance providers.
For companies, the benefits of the social security system are important to successfully
implement vocational rehabilitation. This is the only way to balance costs and
revenues and minimise financial risks. The benefits of the social security system can
be decisive for companies in individual cases when deciding whether or not to engage
in vocational rehabilitation. In particular, companies would like to introduce long-
term solutions that guarantee employment and compensate for fluctuations or
absences due to illness.

The SMEs surveyed agree that the economy benefits from vocational rehabilitation.
People who are not rehabilitated end up costing the economy more than trying to
make them part of society. The SMEs see the further potential here, especially among
large companies, which do not fully use their capacities and available resources as far
as vocational rehabilitation is concerned. The SMEs see a further need for
optimisation in the area of public relations. The public is not very well informed about
the importance of integrating people with disabilities into society and vocational
rehabilitation. Low awareness in society remains a problem for SMEs. As far as the
government is concerned, several companies suggest introducing mechanisms that
allow the federal government to mandatorily check whether companies apply a social
sustainability strategy when participating in public tenders. In addition, SMEs would
like easier coordination and cooperation with the insurance providers involved.

The sustainability or CSR strategies of the SMEs studied were implicit in the form of
principles of action but hardly written down and can be generalised into two
perspectives, an “economic-dominant” and a “social-dominant” perspective. In the
first perspective, the success of enterprises is perceived mainly in terms of their
economic performance, and the social sphere is subordinated to economic
performance. Vocational rehabilitation can be continued to the point where the
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economic performance of the companies does not suffer, and the social commitment
is economically justified. Under this perspective, sustainability strategy or strategy
based on corporate social responsibility is perceived as a separate and opposite vector
of economic performance. Companies can afford to do it as long as their economic
performance does not decline. The viewpoint also justifies this perspective that the
performance of the people being rehabilitated is at a rather low level. In addition,
customers generally do not seem to make the products or services dependent on
whether they were created or provided with social aspects. Also, they usually do not
have any information about this. The price and quality of the products and services
are decisive for the customers.

The social-dominant view assumes long-term success for Swiss companies based on
sustainability strategies. On the one hand, social responsibility and sustainability
strategies are current topics, and there is a certain pressure from society.
Correspondingly, companies are required to comply with these social preferences.
On the other hand, parallel to digitalisation and automation as a countertrend to these
tendencies, local in-house production will be more in demand. In this context, the use
of personnel to be rehabilitated will be justified, as customers will prefer the products
and services of companies that act socially responsibly. Companies' image and social
contribution will become essential factors for customers' purchasing decisions.
Overall, the willingness of Swiss SMEs to engage in vocational rehabilitation is great,
even if it largely depends on the owner or CEO. However, the requirement is always
that the benefit at least neutralises the effort.

Concerning the aim of the scholarly work, to analyse and operationalise the direct
and indirect impacts of vocational rehabilitation on business performance, it can be
summarized as a synthesis of the literature analysis and the case studies conducted
that direct effects of vocational rehabilitation occur at the operational level, which
interacts with the normative level. However, business advantages and benefits can be
tapped mostly at the strategic level.

5.2 An explanatory model of the impact of vocational rehabilitation on
business performance

Based on the literature review findings and the research case studies,®? an
explanatory model was developed that integrates the most important findings. The
developed model explains and integrates the factors contributing to business success.
It is shown in Figure 8.

612 gee chapter “4.3 Synthesis of literature and case studies”
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Figure 8 Explanatory model: Impact of vocational rehabilitation on business
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The influence and the emerging potentials of vocational rehabilitation in a company
are manifold. However, the business performance as such is not influenced directly
but indirectly. A leverage effect on the existing resources and capabilities occurs
through the emerging interactions of vocational rehabilitation in a company. The
model shows a correlation between the maturity of the corporate culture and the
increasing contribution to business success. Vocational rehabilitation interacts with
the corporate culture and exerts a real leverage effect on it. With the increasing
maturity of the corporate culture and the increasing orientation and communication
towards the outside and inclusion of the environment, the influence of individual
initiatives and factors also becomes stronger.

The explanatory model also shows how a company can gradually integrate a
commitment to vocational rehabilitation and exploit the resulting potential. The
individual measures are classified according to the required maturity level of the
corporate culture and the extent of the impact on the business and the integration level
of vocational rehabilitation, and thus the penetration throughout the company. In the
first vocational rehabilitation, the integration is still chaotic; with increasing
experience, there is a reactive response to necessary adjustments in the organisation.
Later vocational rehabilitation is also proactive, as external persons are also
considered. Finally, the potential of vocational rehabilitation is fully exploited by the
company; the level of integration is optimal in this case.

Thus, an initial engagement in vocational rehabilitation starts with a single person,
for example, an employee, in a single team or department. Often this requires
adjustments to the workplace or function, which requires appropriate resources and
the understanding and acceptance of staff. In some cases, vocational rehabilitation
has been reserved for certain employees so far, so every employee should have this
option if needed. Commitment from top management is a key driver for engagement
in vocational rehabilitation and employee acceptance and commitment. A system of
incentives and clarity regarding the company's priorities can avoid conflicts of
interest and, thus, “trade-offs” among managers. Otherwise, there is a risk that due to
the pressure of production targets, there is no willingness to undertake vocational
rehabilitation in the department. Since people who participate in vocational
rehabilitation often start working with a small workload, and there may also be
increased absences due to medical treatment, adjustments to processes and structures
are often necessary to minimise the planning effort and achieve the production and
quality goals. But uniform guidelines on how vocational rehabilitation is carried out
in the company are also part of this. This ensures, in particular, that there is uniform
access to vocational rehabilitation.

With increasing vocational rehabilitation experience of own employees, the existing
competencies and possibilities can also be accessible to external persons. On the one
hand, this can be done in the context of personnel recruitment, or it can be
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institutionalised through targeted cooperation with NGOs, social security institutions
or insurance providers. The sensitisation to the topic of disability that arises through
vocational rehabilitation can enable the company to design or further develop the
infrastructure and communication in a barrier-free way. This makes it possible to
address PWD as potential employees and thus open up new applicant pools.

Based on the continuous integration of vocational rehabilitation in a company,
various advantages can be drawn from it at the strategic level. On the one hand,
vocational rehabilitation is an important element of corporate social responsibility.
On the other hand, it contributes to employer branding and thus to increasing
attractiveness as an employer. Vocational rehabilitation indicates a caring employer
and a socially responsible company. By communicating its commitment externally,
the company can act as a role model for other companies, which has an additional
positive impact on its reputation and image.

The explanatory model illustrates the economic effects of vocational rehabilitation.
In addition, the model illustrates the gradual integration of vocational rehabilitation
in the company and the resulting potential. Furthermore, the model is easily
transferable into integrative management models and can thus be included by
companies in corporate development and strategic corporate management. The
explanatory model shows that the direct effects of vocational rehabilitation occur at
the operational level, which interacts with the normative level. Business advantages
can be tapped at the strategic level, even if vocational rehabilitation-only exerts an
indirect influence.

5.3 Answering the research questions

The study's research question, “What is the business impact of vocational
rehabilitation on companies?” can be answered as follows: Through engagement in
vocational rehabilitation, various business potentials arise, even if only indirectly.
Vocational rehabilitation can have a leverage effect on existing resources and skills.
Thus, vocational rehabilitation positively influences corporate culture and can help
develop it further or bring it to a higher maturity level. In addition, vocational
rehabilitation, as an indication of a developed corporate culture and a caring
employer, can increase the attractiveness of a company as an employer and promote
staff recruitment and retention. Vocational rehabilitation can also be a recruitment
strategy if the company supports the rehabilitation of external people, intending to
employ them later. Furthermore, a commitment to vocational rehabilitation makes a
significant contribution to CSR. Companies can use CSR as product differentiation,
which allows them to achieve competitive advantages.

Within the study framework, three further subordinate research questions were
investigated, which are answered below. The first subordinate research question,
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“What are the direct and indirect impacts of vocational rehabilitation on business
performance, and how can they be operationalised? ” can be answered as follows: A
direct impact of vocational rehabilitation on business performance cannot be proven.
Nevertheless, vocational rehabilitation seems to have the potential to increase a
company's existing competencies and skills (leverage) and thus improve
performance. Vocational rehabilitation positively contributes to CSR, employer
branding and corporate culture. The direct effects of vocational rehabilitation occur
primarily at the operational level, which interacts with the normative level. The
resulting business management potentials can mainly be exploited at the strategic
level, even if vocational rehabilitation only exerts an indirect influence here.

The second subordinate research question, “Whether and in what form is vocational
rehabilitation addressed in the business strategy?” can be answered as follows:
SMEs understand the assumption of responsibility towards society as an implicit
mandate. Thus, vocational rehabilitation is also treated as a central element of the
CSR strategy of Swiss SMEs. The CSR strategies are usually not set down in writing
and are to be understood more as principles of corporate management. The
commitment comes primarily from the owner or CEO. The regular commitment to
vocational rehabilitation in SMEs usually takes the form of appropriately adapted
processes and procedures.

Nevertheless, SMEs have recognised vocational rehabilitation to attract employees,
especially when recruiting highly qualified or specialist staff. Vocational
rehabilitation of external people allows a company to attract employees who would
hardly be aware of the company. Vocational rehabilitation is also a retention tool,
demonstrating the employer's care for employees and positively influencing the
company culture.

The third subordinate research question, “How is vocational rehabilitation
implemented operationally in the company?” can be answered as follows: Vocational
rehabilitation is an important social commitment and is largely driven by top
management. Vocational rehabilitation is mostly carried out informally in SMEs, so
there are no guidelines for implementing vocational rehabilitation. Nevertheless,
vocational rehabilitation is reflected in adapted structures and processes. The
structures are consolidated and supplemented with control structures. The processes
are recorded in greater detail to ensure that production and quality goals are achieved.
This is particularly important when using people in an early phase of their
rehabilitation process. A rehabilitation process is preceded by internal
communication, which informs the involved employees about the planned vocational
rehabilitation and sensitises them to the person's limitations. In implementing
vocational rehabilitation, the responsible supervisor has the greatest effort and
challenge in planning, leadership, and communication. The administrative side of
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vocational rehabilitation and the coordination with the insurance providers are carried
out by the person responsible for personnel, who may be the owner or CEO.

5.4 Examination of the research theses

The research theses can be accepted or rejected based on the study's results as follows.
Thesis 1, “A commitment to vocational rehabilitation has a direct positive impact on
business success”, is accepted. The results show that a commitment to vocational
rehabilitation positively impacts the company, especially in promoting corporate
culture and contributing to social responsibility. However, the actual impact on
business performance is only indirect.

Thesis 2, “Vocational rehabilitation as part of a company's CSR strategy has no
impact on sales figures,” is accepted. A direct connection between a company's
commitment to vocational rehabilitation and sales or sales figures could not be
established. Nevertheless, customers and consumers seem to develop an increasing
awareness regarding the assumption of social responsibility by companies and take
this aspect into account in their purchasing decisions, even if only subordinately.
Thesis 3, “Vocational rehabilitation has the same impact on a company as employing
people with disabilities,” 1s accepted. The impact and the emerging implications,
especially in terms of disability awareness, in companies are identical for vocational
rehabilitation and employing PWD, at least over a longer period.

Thesis 4, “Swiss SMEs implicitly perceive vocational rehabilitation as part of their
CSR strategy.” is accepted. Swiss SMEs understand the assumption of social
responsibility as an implicit mandate towards society. They assume this
responsibility, especially in vocational rehabilitation, but do not actively
communicate their commitment. The social commitment of the top management is
the driving force concerning a commitment to vocational rehabilitation.

5.5 Discussion of the results and classification in the field of research

The objectives of the study were achieved. In particular, a more differentiated
understanding of the economic effects of vocational rehabilitation was gained. The
findings are then placed in the research field and discussed with the findings from the
literature.

Few studies look at the competitive advantages gained through vocational
rehabilitation or employment of PWD. The benefits and potential competitive
advantages identified in the literature always focus on the same aspects. This study is
the first to show the significant positive impact of vocational rehabilitation on the
development of corporate culture and the contribution to employer branding.
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The limitations of the present study are the rather low accuracy and objectivity of the
results due to the qualitative nature of the case study as a research method and the
limited secondary data basis on the topic. The data basis represents an accumulation
of individual findings from various settings. Accordingly, only an analytical but no
statistical generalisation of the findings is possible.®!® The secondary data basis is also
based almost exclusively on qualitative studies that, for methodological reasons
alone, predominantly examined positive or successful (case) examples,
understandably, to gain as many new insights into the research subject as possible.
This circumstance also seems to partially explain the absence of negative impacts or
aspects of PWD employment or vocational rehabilitation in the literature.®'* Another
explanation could be that companies first have to create the appropriate conditions
for integrating into the workforce and PWD's permanent employment to succeed.®'’
Accordingly, after successful integration into the workforce, the limitations of a PWD
do not affect the company and therefore do not differ from employees without
disabilities.

Another possible factor for the predominantly positive effects described in the
literature may be that PWD is more willing and disciplined employees overall than
people without disabilities®!® due to a certain “overcompensation” ®'7as a coping
strategy or reaction to their perceived deficits. The effects identified in the literature
(high motivation, commitment, morale, etc.) would support this conclusion.
However, the results from the present study indicate that the work performance of
PWD after vocational rehabilitation tends to decrease over a longer period.

From a resource-based perspective, human capital resources are a major source of
competitive advantage.’'® As the research shows, engaging in vocational
rehabilitation can develop and improve human capital resources and create
competitive advantages. In particular, vocational rehabilitation can enhance the
corporate culture in general, employees' social skills of employees and the advocacy
skills of supervisors. Accordingly, a commitment to vocational rehabilitation can lead
to competitive advantages for the company. Other studies on competitive advantages
that can arise from CSR come to similar conclusions. For example, Houtenville and
Kalargyrou (2012) show in their study that diversity in the workforce can lead to
competitive advantages.®!® Miethlich and Oldenburg (2019b) show that a sustainable
competitive advantage can arise from employing PWD®? and that social inclusion
can contribute positively to business success.®?! Corporate culture can be seen as a

613 ¢f. Saunders et al., 2012, p. 575; Halaweh et al., 2008, p. 7; Gassmann, 1999, pp. 12-13.
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15¢f. Glade et al., 2020, p. 86; Araten-Bergman, 2016, p. 1510; Higgins et al., 2012, pp. 328-330.
616 ¢f. Mitchell/Snyder, 2015, pp. 54-59; Kalargyrou, 2014, p. 139.

817 ¢f. Velde, 2000, pp. 185-186; Adler, 1914, n. pag.

618 ¢f. McWilliams/Siegel, 2011, pp. 1492-1493; Barney, 1991, p. 106.
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621 ¢f. Miethlich/Oldenburg, 2019a, p. 1; Aichner/Shaltoni, 2018, p. 115 .
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source of sustainable competitive advantage,5?? as it is complex?* and, as a social
phenomenon, hardly imitable.®** In particular, motivated and committed employees
allow for better use of available resources.®®

The results also show that vocational rehabilitation can be used directly to promote
employee retention and attract qualified employees, for example, in the context of
rehabilitation. This is confirmed in the literature concerning the employment of PWD
in various studies. In particular, the increased profitability through reduced staff
d®?® as the largely untapped potential of this group as
The literature shows that employing PWD enables a
company to understand better and serve customers with disabilities.®?® This research
indicates that this potential can also be utilised by vocational rehabilitation, but this

turnover is emphasise

employees and clients.%?’

is not happening in practice as the companies surveyed do not deal with PWD as a
separate client segment.

CSR activities are also described in the literature as a source of multiple competitive
advantages.®? Moreover, the employment of PWD and vocational rehabilitation is an
important societal concern that companies need to address as part of their CSR
strategy.®** The present study's findings support this assumption. They show that
SME:s see vocational rehabilitation and employment of PWD as an implicit mandate
from society and engage in it out of their motivation. As mentioned in the literature,
the ulterior motive of avoiding legal aggravation with voluntary engagement®®!
cannot be confirmed.

In the literature, CSR 1is described as a very good instrument for product
differentiation® - the companies studied do not proactively communicate their
socially responsible commitment and do not use it for product differentiation, even if
it has been recognised as a potential.

Therefore, the conclusion is obvious that companies can only realise the full potential
of a commitment to vocational rehabilitation if this is proactively communicated to
the outside world. The companies studied did not actively communicate their
commitment to the outside world. As for the companies, this is understood as an
implicit mandate towards society. The communication behaviour of the SMEs studied
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concerning CSR is consistent with the findings of other studies.®** Accordingly, the
lack of a direct link between CSR or vocational rehabilitation as part of CSR and
higher profitability can be attributed to the fact that the companies do not understand
it as an actual business case and therefore do not exploit its potential.** In this
context, the discrepancies between the direct positive impact on the profitability of
employing PWD described in the literature, as shown in the comprehensive literature
review by Lindsay et al. (2018a),%%° and the findings from the present research, where
profitability is estimated to be neutral at best, can probably also be explained. The
competitive advantages of employing PWD identified by Lindsay et al. (2018a) are%°
largely consistent with the findings of this study. The present study also shows the
significant influence of occupational rehabilitation on the development of corporate
culture and the contribution to employer branding.

Besides the positive impact and benefits vocational rehabilitation brings, this
commitment requires a lot from the companies. In particular, internal communication
is a critical success factor in the implementation of successful vocational
rehabilitation. The findings in this regard are in line with the findings in the literature,
such as those described by Glade et al. (2020).5%7 Also, from an administrative point
of view and the cooperation with the insurance providers, who encourage and desire
this commitment from the companies, rehabilitation processes can be costly,
bureaucratic and complicated, leading to the failure of a rehabilitation process or
financial losses for the company. These negative aspects and risks are hardly
described in the literature,%*® but the present study's findings confirm the previous
knowledge. The need to improve the framework conditions for companies by
insurance providers and, in particular, to create a business case for vocational
rehabilitation and employment of PWD is also in line with the literature.5*

5.6 Discussion of the method used

The initially chosen research design of research case studies has been proven in data
collection and analysis. The use of grounded theory as a research method®*° would
also have been suitable for dealing with the topic due to its incremental approach and
also concerning a certain exploration. Considering the existing literature on the topic
and the limited resources for conducting the research, the choice fell on the more
pragmatic approach of case study research, according to Yin (2003).54!
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The interviews were more time-consuming than expected, and the rampant COVID-
19 pandemic made the data collection process even more difficult. Finding suitable
interview partners was difficult and time-consuming. Interview dates were repeatedly
postponed or even cancelled, and new interview partners had to be found accordingly.
The effort of data collection through interviews is comparatively high. However,
using a standardised survey would not have done justice to the explorative aspect of
the study. The transcribed interviews were analysed in the next step. Mayring's
summary content analysis was®#? used for the qualitative analysis of the interviews.
The summarising content analysis makes it possible to extract concrete data from the
transcribed interviews systematically and structured way.

In contrast to interpretative and descriptive content analysis, only the content is
analysed without simultaneous interpretation of the communication or the
interviewee's relationship to the research object. The content analysis was carried out
deductively using defined codes. Inductive content analysis and the associated
category formation were not options because of the limited resources and the
extensive data. In retrospect, it would probably have permitted only a few additional
insights about the effort involved. In order to achieve greater validity within the
individual case studies, several employees of the same company could have been
interviewed in each case. A larger sample size would also have been desirable but
was not feasible due to resources and the explorative approach. Nevertheless, the size
of seven case studies is appropriate. Four to ten case studies are recommended for
explorative research in case study research.%

The St. Gallen Management Model was used to systematically consider and analyse
the impact of vocational rehabilitation on companies' business success. This approach
proved its worth, especially as it is an integrated management model that considers
the company context and the normative management level, thus enabling a holistic
analysis of competitive advantages based on resources and capabilities.®**

The study results are not representative and do not allow any conclusions to be drawn
about the whole. Statistical representativeness is also not essential here; the specific
case is to be recorded as a whole. In the case study research, therefore, no statistical
but only analytical generalisation can be carried out.®* The results nevertheless reveal
certain tendencies and trends in Swiss SMEs. The chosen research methodology also
ensures a strong practical relevance and enables a rapid knowledge transfer into
practice.%4
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5.7 Limitations and need for further research

This exploratory study reveals initial findings on the impact of vocational
rehabilitation on SMEs in Switzerland. Due to the qualitative research approach, the
findings do not allow for a statistical but only an analytical generalisation of the
results. Given the lack of research on the topic, it seems necessary to further
investigate the impact of vocational rehabilitation and the employment of PWD in
business practice and, above all, holistically.

A larger sample would also allow for differentiation according to individual types of
disabilities and industries. For one thing, the study should be repeated for other
countries, large companies, and MNEs. A structural equation model could be further
developed and analysed multivariate in a further research project. In this way, the
understanding of the effects of vocational rehabilitation on companies can be
additionally improved, and the influence of individual factors can be weighted or
determined and thus differentiated.

Previous studies have only focused on individual aspects. For example, there are no
findings on the effects on ecology and the stakeholders, “investors” and
“competition”, apart from the present study. Analytically, these research gaps can be
closed as follows in the context of the findings to date. The environmental sphere
“nature” or the ecological aspects do not seem relevant in vocational rehabilitation
and employment of PWD. Regarding the stakeholder “investors” research gap, it can
be assumed that any CSR activities positively influence investors. Regarding the
research gap “competitors”, a company could differentiate itself from its competitors
as a “disability champion” on the one hand and, on the other hand, also take on a role
model function.

In particular, the effects and potential competitive advantages should be further
empirically investigated. There is a lack of holistic studies of business practice. A
better understanding of enterprises' effects can help promote vocational rehabilitation
and employment of PWD and subsequently realise their potential.

The topic is also very relevant because there is evidence of a link between new types
of working arrangements (e.g., home office, freelancers, “gig economy”, workers
without employment contracts, etc.) and an increased risk of incapacity to work due
to poor health. Due to the increasing digitalisation and associated flexibilization of
the labour market and work, the importance and need for vocational rehabilitation
will also increase for this group of workers. The COVID-19 pandemic seems to
accelerate this development further.%4

Furthermore, it would be interesting to investigate whether and to what extent
vocational rehabilitation can optimise marginal costs and reduce opportunity costs by
more efficiently using a company's resources. Due to the reduction of incapacity to
work and the associated costs, the cost-effectiveness of vocational rehabilitation has

847 ¢f. Vermeulen et al., 2009, pp. 232 et seq.; Pilet, 2006, pp. 43-44.
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been empirically proven for the national economy. However, the cost-effectiveness
or the cost-benefit for the individual companies themselves has hardly been
researched so far.5%8

Due to the limited data basis and the qualitative research approach, it is impossible to
determine or differentiate the influence of individual factors on the economic impact
of vocational rehabilitation. Therefore, the explanatory model could be further
developed into a structural equation model and analysed multivariate. However, this
could be realised in a separate, further research project with a larger and more
quantitative data basis.

5.8 Benefits for the development of the theory and practice

The findings of this study contribute to a better theoretical understanding of the
business impacts and implications of vocational rehabilitation and employment of
PWD. At the same time, the findings contribute to the research field of CSR. On the
one hand, as a “best practice” example concerning the design and implementation of
a corresponding CSR activity in the company and, on the other hand, about the
influence of precisely this CSR activity on the company's success. The findings also
offer added value concerning corporate culture and employer branding research.
Here, the interaction between the concepts is particularly interesting. A commitment
to vocational rehabilitation seems to have a leverage effect on the existing resources
and capabilities of the company. Furthermore, the results can serve as a basis for
empirical verification in subsequent research.

The findings are also relevant for practice. The chosen research approach ensures a
strong practical relevance and enables a rapid knowledge transfer into practice. Thus,
the results can also serve as a business decision-making basis for whether an SME
wants to and can engage in vocational rehabilitation. The resulting potential can be
exploited only through knowledge of the implications and interactions of vocational
rehabilitation. As the findings show, companies hardly exploit emerging business
potentials. The explanatory model developed illustrates the gradual integration of
vocational rehabilitation in a company and the resulting potential. Furthermore,
understanding the effects of vocational rehabilitation at the operational, strategic, and
normative management levels helps to optimally integrate vocational rehabilitation
in the company and exploit the resulting benefits as much as possible. The model also
allows the inclusion of vocational rehabilitation in companies' corporate development
and strategic analysis.

The results should allow further conclusions on the significance and practicability of
vocational rehabilitation in SMEs, which are interesting for companies and social
security institutions. In addition, managers can use the results as a business

648 of. Howard-Wilsher et al., 2016, p. 11; Dibben et al., 2002, p. 465.
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management decision-making basis for or against a commitment to vocational
rehabilitation. On the other hand, insurance providers can derive a possible need for
action from the results to develop measures to increase the willingness of companies
to engage in vocational rehabilitation.
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Conclusion

This study investigated the business potential and direct and indirect effects in
companies that arise from a commitment to vocational rehabilitation. In addition to a
comprehensive literature review, exploratory research case studies were conducted
with seven SMEs in German-speaking Switzerland. Based on the findings, an
explanatory model of the impact of vocational rehabilitation on business performance
was developed as a basis for decision-making and guidance for companies, showing
an optimal implementation of vocational rehabilitation and the realisation of the
emerging potential.

Although occupational health and safety have long been a central element of CSR
strategies and are taken into account in all CSR tools and instruments, if an employee
falls ill or has an accident and then needs support to return to work (e.g., in the form
of vocational rehabilitation), it is very rarely part of the CSR strategy in practice.
Therefore, it is not surprising that the employment of people with disabilities and
vocational rehabilitation has received little attention in the literature on CSR.
However, adapting the general findings from research on “CSR” or “diversity” to the
employment of PWD falls short, as the challenge of PWD is quite different compared
to other disadvantaged groups. This is mainly due to the great heterogeneity within
the group of PWD and the need for individual adaptations of the workplace for each
employee with disabilities.

Employment of PWD and vocational rehabilitation is, at its core, about breaking
down physical and mental barriers within the company. PWD's difficulties in the
labour market speak to the need to address this issue as a corporate CSR initiative.
Current research suggests that employing people with disabilities and vocational
rehabilitation can bring multiple competitive advantages and positively impact a
company's profitability. The economic benefits arising from CSR engagement can
serve as a catalyst or motivator regarding the employment of PWD or engagement in
vocational rehabilitation, weighing the effort, potential conflicts, and risk
management.

For the company practice, the findings indicate that vocational rehabilitation is a
challenge in that certain preparations within the company may be necessary
beforehand, for example, concerning the “mindset” of the supervisors and employees.
The company culture must already have reached a certain level of “maturity” to carry
out successful rehabilitation processes and integrate PWD into the workforce. If
successful, vocational rehabilitation positively impacts the company culture and
develops it further. The resulting benefits seem to outweigh the initial effort quickly.
This concludes that vocational rehabilitation, as a non-product-related CSR activity,
cannot directly contribute to the increase in product sales. However, it may very well
have a positive impact in connection with the provision of services if the persons to
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be rehabilitated or PWD are perceived in direct customer contact, contributing to the
acquisition and retention of customers. However, CSR activities also contribute to
increasing the attractiveness of an employer. Because of demographic change and the
shortage of skilled workers, positive and authentic employer branding is seen as a
significant advantage in the competition for talent and retaining existing employees.
Employer branding can bring the company's values to the public, facilitating the
further development of new applicant pools. It seems that companies can only realise
the full potential of a commitment to vocational rehabilitation if this is communicated
proactively to the outside world. The companies studied did not actively
communicate their commitment to the outside world. As for them, this 1s understood
as an implicit mandate towards society.

The main motivating factor for companies to get involved in vocational rehabilitation
processes can be traced back to the personal commitment of the owners or CEO. They
want to make a social contribution to the economy, give disadvantaged people a
chance, and support them in their development. In addition, companies are also
motivated to get involved by cultural as well as management aspects. However, the
claim is always that the benefit at least neutralises the effort. The sustainability or
CSR strategies of the SMEs studied were implicit in the form of principles of action
but hardly ever written down and can be generalised into two perspectives, an
“economically dominant” and a “socially dominant” one. In the “economic-
dominant” perspective, the success of companies is perceived mainly in terms of their
economic performance, and the social sphere is perceived as a “luxury” and
subordinate to business performance. Under this perspective, CSR strategy is
perceived as a separate and opposite vector of economic performance. Companies
want to afford CSR engagement as long as the company's economic performance
does not diminish.

On the one hand, the social-dominant view assumes long-term success for Swiss
companies based on sustainability strategies. On the other hand, social responsibility
or sustainability strategies are current topics, and there is a certain pressure from
society. The commitment is seen as a strategically important thrust. It is assumed that
the companies' image and social contribution will become significant factors for
customers' purchasing decisions.

Overall, vocational rehabilitation seems to make a positive contribution to business
success. However, this potential is not being exploited. Vocational rehabilitation and
employment of PWD as part of the human resource do not wear out and can be
transferred to other technologies, products, and markets. Therefore, vocational
rehabilitation and the employment of PWD as part of the value creation strategy can
make a long-term contribution to the company's success and provide a sustainable
competitive advantage.

172



The study's key findings developed an explanatory model that integrates the many
factors contributing to business performance. However, the most important finding is
that a commitment to vocational rehabilitation does not directly but indirectly
influence business performance. The direct effects of vocational rehabilitation mainly
occur at the operational level, which interacts with the normative level. The business
advantages can be exploited, in particular at the strategic level. The interactions
between the operational and normative levels of management that arise due to
vocational rehabilitation have a leverage effect on the available resources and skills.
In particular, a correlation can be observed between the maturity of the corporate
culture and the increasing contribution to business performance. Vocational
rehabilitation, in particular, interacts with the corporate culture and exerts a real
leverage effect on it. With the increasing maturity of the corporate culture and the
increasing orientation towards the outside, and the active communication of the
commitment, the influence of individual initiatives and factors on the business
performance also increases. Furthermore, the explanatory model illustrates a gradual
integration of vocational rehabilitation in the company. Furthermore, it is easily
transferable into integrative management models and can thus be included by
companies in corporate development and strategic corporate management.

This exploratory study reveals initial findings on the impact of vocational
rehabilitation on SMEs. Due to the qualitative research approach, the findings do not
allow for a statistical but only an analytical generalisation of the results. The results,
especially the explanatory model developed, can serve as a starting point for further
research. Above all, to gain a more differentiated understanding of the business
impact and potential of vocational rehabilitation. But also concerning the
implementation and realisation of CSR initiatives in business practice per se. Given
the lack of studies on the topic, further research is needed. A larger sample would
also allow for differentiation according to individual types of disabilities and sectors.
From a business perspective, it would also be interesting to investigate whether and
to what extent vocational rehabilitation can optimise marginal costs and reduce
opportunity costs at the operational level through more efficient use of a company's
resources.

The results of the present study nevertheless reveal certain tendencies and trends in
Swiss SMEs. The chosen research methodology also ensures a strong practical
relevance and enables a rapid knowledge transfer into practice. Thus, the results can
serve as a business decision-making basis for whether an SME wants to and can
become involved in vocational rehabilitation. Furthermore, the results can provide
insurance providers with indications for developing more effective measures and
approaches to support and promote vocational rehabilitation in companies. In
particular, the government seems to need to create structures that reward socially
responsible engagement and improve the framework conditions for vocational
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rehabilitation by insurance providers. Therefore, developing a business case for
vocational rehabilitation and employment of PWD is necessary.
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Interview guideline
(English)

Vocational rehabilitation in small
economic effects and potentials

Interview guideline

Company:

Interviewer:

and medium-sized enterprises:

Boris Miethlich



1. Details of the interview

1.1 Data of the respondent
Name
First name
Organization
Activity
Address
Phone
e-mail

1.2 General information
Date
Place
Time
Contact

through

2. Welcome
Thank you very much for taking part in the interview.

[ would like to briefly introduce myself: I am an external doctoral candidate or student
in the PhD programme in Business Management at the Comenius University in
Bratislava, Faculty of Management. In the context of my dissertation entitled
“Vocational rehabilitation in small and medium-sized enterprises: an integrated
management perspective on business impact and potentials”, 1 am working on the
research question: “What business management potentials result for companies from
involvement in vocational rehabilitation? .

Your assistance makes a valuable contribution to answering my research question. I
would like to take this opportunity to thank you once again for your assistance.

Our interview will last about 45 minutes. You are free to leave questions unanswered
or cancel the interview anytime. Furthermore, if you wish, I guarantee that your data
and answers will be treated anonymously so that no conclusions can be drawn about
your person or company.

If desired, I will be happy to send you a short report of the interview and the
examination results.



of your employees?

Yes ()
No ()

Is a short report desired? yes ()no () Vo001
Anonymity desired? yes ()no () V002
Are you interested in the results of the study?
yes ()no () V003

3. Introductory questions

Start of the interview V004

Start time:

In which industry is your company active? V005

Industry:

What is your current activity in the company? V006

Function / activity:

When was the company founded? Vo007

Year of foundation:

How many employees work in your company? V008

The number of employees:

Do you already have experience with the vocational rehabilitation | V009




4. Main part: Vocational rehabilitation from the point of view of the company

7 What does your company's CSR strategy (CSR = Corporate | VO10
Social Responsibility) or sustainability strategy look like?

None ()
Implicit ()

8 How is the company's commitment to CSR communicated? Vol11

CSR not available ()
Not communicating ()

Is being communicated:

9 To what extent do you see the vocational rehabilitation and | V012
employment of
People with disabilities as part of the CSR strategy?

10 | How many vocational rehabilitations have you carried out in your | V013
company so far?

Own employees? External?

Motivation?

11 | Do you use vocational rehabilitation for personnel recruitment? | V014

Yes ()
No ()

Justification:




12

Please describe a successful vocational rehabilitation in
your company.

What was a particularly big challenge? (Leadership skills,
information of team colleagues/employees, effort, motivation of
the person concerned, etc.)

How did the person concerned continue in your company after the
vocational rehabilitation?

Vo015

13

Has a new product or service been developed in connection with
vocational rehabilitation, or could work processes be optimised?
If so, please describe them briefly.

Vo016

14

How do you estimate the relationship between the cost and benefit
of vocational rehabilitation?

How do you see the importance of financial incentives from social
security in this respect?

Vo017

15

What impact and reactions have you had on the vocational
rehabilitation efforts (within the company and externally)?

Did they have direct customer contact?
What were the reactions from customers?

V018

16

From your point of view, which stakeholders are affected by
vocational rehabilitation (in your company) and in what respect?
(Tool: “Company's ripple effect”)

Vo19




17 | What effects and implications do you see for the company and | V020
business success in connection with vocational rehabilitation
efforts? (Tool “St. Gallen Management Model”)

18 | Processes Vo021

19 | Moments of order V022

20 | Development modes V023

21 | Stakeholders (possible overlap with question 16) V024

22 | Interaction topics V025

23 | Environmental spheres V026

5. Final questions

24 | What is your opinion on the “Impact of vocational rehabilitation | V027
on a company”’?

25 | Do you think that the long-term success of Swiss V028
companies is significantly dependent on CSR and sustainability
strategies?

26 | End of the interview V029

End time:




6. Personal issues, facts, opinions etc.

We have now reached the end of our interview. Thank you very much for your

participation; you have helped me greatly. Of course, it is possible that I did not cover
all topics in this interview.

27 | However, I would be happy to make a note of any topics that you | V030

think have not been addressed but which should be included in
the interview:

7. Resources
Company's ripple effect

SHAREHOLDERS

RS » MORAL
CUSTOMERS

STANDARDS

BRIBERY

HUMAN RIGHTS

ENERGY USE

ADVERTISING
STANDARDS

PRODUCT

ANTI-SOCIAL
PRODUCTS

EMPLOYEES

COMMUNITY

SUPPLIERS

SOCIAL EXCLUSION
SOCIAL ISSUES: & INCLUSION
E.G. REGENERATION, e T
EDUCATION, CULTURE EQUAL OPPORTUNITIES

UNT! EDUCATIONAL
on EERING DEVELOPMENT

St. Gallen Management Model

Umweltspharen

-
e i

Mitarbeitende
Interaktionsthemen V
Offentlichkeit/
Medien/NGOs
@ Prozesse @ Ordnungsmomente g Entwicklungsmodi







Interview guideline
(German)

Berufliche Rehabilitation in Kkleinen wund mittleren Unternehmen:
betriebswirtschaftliche Auswirkungen und Potenziale

Leitfadeninterview

Unternehmen:

Befrager: Boris Miethlich



1. Angaben zum Interview

1.1 Daten des Befragten

Name

Vorname

Organisation

Tatigkeit

Adresse

Telefon

E-Mail

1.2 Allgemeine Angaben
Datum

Ort

Zeit
Kontakt durch

2. Begriissung
Herzlichen Dank, dass Sie an dem Interview teilnehmen.

Gerne stelle ich mich an dieser Stelle kurz vor: Ich bin externer Doktorand bzw.
Student im PhD Programm Business Management an der Comenius Universitét in
Bratislava, Fakultdt fiir Management. Im Rahmen meiner Dissertation mit dem Titel
“Vocational rehabilitation in small and medium-sized enterprises: an integrated
management perspective on business impact and potentials” bearbeiten ich die
Forschungsfrage: “Welche betriebswirtschaftlichen Potenziale ergeben sich fiir
Unternehmen aus dem Engagement in der beruflichen Rehabilitation?”.

Ihre Mithilfe leistet einen wertvollen Beitrag bei der Beantwortung meiner
Forschungsfrage. Fiir Ihre Mithilfe mochte ich mich an dieser Stelle noch einmal
herzlich bedanken.

Unser Interview dauert rund ca. 45 Minuten. Thnen steht es jederzeit frei, Fragen
unbeantwortet zu lassen oder das Interview abzubrechen. Des Weiteren garantiere
ich Thnen auf Wunsch, Thre Daten und Antworten anonym zu behandeln, sodass
keine Riickschliisse auf Ihre Person, beziehungsweise [hr Unternehmen moglich
sind.



Falls gewiinscht, lasse ich Thnen gerne einen Kurzbericht {iber das Interview sowie
Resultate der Untersuchung zukommen.

Kurzbericht erwiinscht? ja() nein () Vo001
Anonymitét gewiinscht? ja() mnein () V002

An Resultaten der Untersuchung interessiert?

ja() nein () V003
3. Einleitungsfragen

1 Beginn des Interviews V004
Startzeit:

2 In welcher Branche ist Thr Unternehmen titig? V005
Branche:

3 Was ist Ihre gegenwirtige Tatigkeit in der Unternehmung? V006
Funktion / Téatigkeit:

4 Wann wurde das Unternehmen gegriindet? V007
Griindungsjahr:

5 Wie viele Mitarbeiter arbeiten in Threm Unternehmen? V008
Anzahl Mitarbeiter:

6 Haben Sie schon Erfahrung mit beruflicher Rehabilitation eigener | V009
Mitarbeitenden?
Ja ()
Nein ()




4. Hauptteil: Berufliche Rehabilitation aus Sicht des Unternehmens

Wie sieht die  CSR-Strategie (CSR = Soziale
Unternehmensverantwortung) bzw. Nachhaltigkeits-Strategie
Ihres Unternehmens aus?

Keine ()
Implizit ()

V010

Wie wird das CSR-Engagement des Unternehmens
kommuniziert?

CSR nicht vorhanden ()
Wird nicht kommuniziert ()

Wird kommuniziert:

Vol1

Inwiefern sehen Sie die berufliche Rehabilitation und die
Beschiftigung von
Menschen mit Behinderung als Teil der CSR-Strategie?

Vo012

10

Wie viele berufliche Rehabilitationen haben Sie bis jetzt in [hrem
Unternehmen durchgefiihrt?

Eigene Mitarbeiter? Externe?

Motivation?

V013

11

Nutzen Sie die berufliche Rehabilitation zur Personalgewinnung?

Ja ()
Nein ()

Begriindung:

V014




12

Beschreiben Sie bitte eine erfolgreiche berufliche Rehabilitation
n
Threm Unternehmen.

Was war dabei eine besonders grosse Herausforderung?
(Fiihrungskompetenzen, Information der
Teamkollegen/Mitarbeitenden, = Aufwand, Motivation des
Betroffenen, etc.)

Wie ging es fiir den Betroffenen nach der beruflichen
Rehabilitation in IThrem Unternehmen weiter?

Vo015

13

Ist in Zusammenhang mit einer beruflichen Rehabilitation ein
neues Produkt oder eine Dienstleistung entstanden oder konnten
Arbeitsablaufe optimiert werden? Wenn ja, beschreiben Sie diese
bitte kurz.

Vo016

14

Wie schitzen Sie das Verhiltnis von Aufwand und Ertrag der
beruflichen Rehabilitation ein?

Wie schétzen Sie in diesem Bezug den Stellenwert finanzieller
Anreizen der Sozialversicherungen ein?

Vo17

15

Welche Auswirkungen und Reaktionen haben Sie auf die
Bemiihungen zur beruflichen Rehabilitation erhalten (innerhalb
des Unternechmens, extern)?

Hatten die betroffenen direkten Kundenkontakt?
Wie waren die Reaktionen von Kunden?

V018




16 | Aus Ihrer Sicht, welche Stakeholder werden durch eine berufliche | V019
Rehabilitation (in Threm Unternehmen) tangiert und in welcher
Hinsicht?

(Hilfsmittel: “Company's ripple Effect”)

17 | Welche Auswirkungen und Implikationen auf das Unternehmen | V020
und den Geschiftserfolg sehen Sie in Zusammenhang mit
Bemiihungen der beruflichen Rehabilitation? (Hilfsmittel “St.

Galler Managementmodell”)

18 | Prozesse V021

19 | Ordnungsmomente V022

20 | Entwicklungsmodi V023

21 | Anspruchsgruppen (evtl. Uberschneidung mit Frage Nr. 16) V024

22 | Interaktionsthemen V025

23 | Umweltsphdren V026

5. Abschlussfragen

24 | Was ist IThre Ansicht zum Thema “Auswirkung der beruflichen | V027
Rehabilitation auf ein Unternehmen”?

25 | Denken Sie, dass der langfristige Erfolg von Schweizer V028

Unternehmen massgeblich von CSR- und
Nachhaltigkeitsstrategien abhéngig ist?




26 | Abschluss des Interviews V029

Endzeit:

6. Personliche Themen, Sachverhalte, Meinungen etc.
Wir sind nun am Ende unseres Interviews angekommen. Herzlichen Dank fiir Thre

Teilnahme, Sie haben mir damit sehr geholfen. Selbstverstiandlich ist es moglich, dass
ich nicht alle Themen in diesem Interview abgedeckt habe.

27 | Gerne notiere ich mir jedoch Themen, welche Threr Meinung nach | V030
nicht angesprochen wurden, jedoch in das Interview einfliessen

sollten:

7. Hilfsmittel
Company's ripple effect
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Transcribed interviews

II






AVT Verpatec GmbH

Transcription Expert Interview AVT Verpatec GmbH

Company: AVT Verpatec GmbH, Hombrechtikon
Implementation: 31.07.2020 14:00 - 15:20, personally in the company
Interviewer (A):  Boris Miethlich

Expert (B): Marcel Wicki

Transcription (English translation):

A: Okay.

B: If you can record for that long

A: Yes, that is no problem.

B: Safe?

A: Yes.

B: | have never recorded this before, that's good, yes. Okay.

A: Yes, what | am investigating is to really look ... So not, how ... | am not
saying that | can say, yes, if someone, a company, is now engaged in the
professional integration, this and that happens, or these are the effects, but
more simply looking at what potential there is or what are possible effects,
both positive and negative. Exactly.

B: Yes. Yes.

A: And, based on the experience of SMEs, actually examine it. | would say
that in large companies or public enterprises it is still relatively difficult, also
in terms of size, to assess this later on, i.e. to look at it from a broader
perspective. Exactly. So, thank you again for agreeing to participate.

B: Yes.

A: Would you like a short report after the interview?

B: Yes, yes, | would like to take that, yes.

A: That's good, yes. And should the data be made anonymous? Well,
basically, if it concerns individual persons, it will be anonymised anyway.

B: Yes, of course, yes. But companies ...

A: But the company name, we are allowed to use it (unv.).

B: Yes, so if it is of any use to you, or if you have a reference or something ...
you can already disclose it.

A: Yes, that is great, yes. Thanks. And just, would you be interested in the
results?

B: Yes.

A: Yes, | will be happy to send it to you. Exactly, from the interview we simply
have a few introductory questions first. And then the main part of the interview
is actually about looking at, yes, how do you see it as a manager, as the
owner, the vocational rehabilitation, what effects do you see in this direction
and how do you go through it with you? And then at the end, just two or three
personal questions about how you see it.

B: Right, yes. Yeah, all right.

A: Right. Exactly, the industry where you are active?

B: This is packaging area.



A: And her current function is management.

B: Managing director, managing director, yes.

A: When was Verpatec founded?

B: 1988.

A: Yes. And how many employees do you currently have?

B: Yes, just now, | say now, regular thirty. We have just made a hype with
these (Hamilton?) (unv.) (unv.) we are up to sixty straight, but that will now go
down again, so | say now once, thirty is about where we have regular, yes.
A: And you also have experience in professional integration with your own
employees?

B: Yes. Yes.

A: Yes. Good. Could you please describe briefly whether you have a strategy
for sustainability or corporate social responsibility in your company, or
perhaps | could also say that it does not have to be in writing, perhaps just
because of the values you hold?

B: Yes, of course, those are two things right now, aren't they? One is the
sustainability strategy of the company itself. Of course, we have to have that,
we have to have a certain perspective, we have to have visions of what we
want to do. And the other is the whole social component, right? Of course,
what can diverge, that is clear, it does not have to be continuous. | don't know
what you want to know exactly, more social or more on the strategy of the
company? Or ...

A: Well, I am talking about the strategy with regard to sustainability issues, or
corporate social responsibility.

B: Sustainability, i.e. social sustainability, a little bit in inverted commas,
something like that yes yes yes. Yes, of course we already have a strategy,
the strategy is essentially that we would like to focus on more highly qualified
human resources experts, where they can be deployed more universally.

A: Okay, yes.

B: This is just now in the context of the social components, where we are
integrating rehabilitating people into the company. Does this differ slightly
from that, i.e. in the sense that we have also noticed that we can only integrate
a certain percentage of such people. If it is overloaded, the system no longer
works. In other words, we need a driving force, people who are qualified to
pull, where to pull, and then we can have others who, | would say, are not on
the same level as us, but who can help, right? But this must always be in good
balance, otherwise the whole thing will not work.

A: Just now the commitment also with the professional integration, do you
communicate this? And if so, in what form?

B: Yes. Yes, we communicate this in the sense that we also sponsor certain
organisations.

A: Okay, yes.

B: These can be Special Paralympics, for example, we have been supporting
them for a number of years and this is then explicitly stated and
communicated so that people can see that we are also active in this field.
Yes.



A: Yes. Butis it mentioned in the annual report or something like that? Exactly,
when people come from IV, for example, for integration.

B: Yes, of course we do not produce a large annual report with our company
size. The annual report, i.e. | as sole owner do it more or less for myself, so
you don't have to do that, do you? It's more a matter of communicating this to
the outside world, advertising, advertising advertisements, of course, where
we will be seen, but above all it is important that the internal employees know
that we are also active there. That is actually a bit of the communication in
inverted commas of these commitments.

A: And to what extent do you see the professional integration and
employment of people with disabilities as part of corporate social
responsibility?

B: That is also a possibility, where we have already done so, we have already
partly, yes, you could say, taken it up intensively. For example, we could
mention a person we knew was physically impaired, but who had just taken
the first step towards a disability pension, and we heard that she was actually
looking for a job where she could work in a company, but she didn't succeed,
and then we had the feeling that, yes, that would actually be a possibility, we
could try that, we could give her the opportunity to do so in the company, and
later also take the disability into consideration, and then to (unv.) it didn't work
out because she refused to do it herself, for the simple reason that she was
afraid that she would no longer receive an IV pension. And that is actually a
typical case, isn'tit? You just mean well, you give them opportunities and then
suddenly people realise that they have to be careful, that this can be a double-
edged sword and they don't want to cut their own throats, so they tend to turn
down the job and tend to be more likely to get an IV pension, don't they? We
have already actively approached people there, and as | said, we have
experience in this area. The same could be said about the fact that this could
be implemented to a certain extent in the company, but also, like normal social
commitment, only to a limited extent, right?

A: How many job placements have you carried out in your company so far,
with your own employees and, | would say, with external people?

B: Yes, we have already done both, we currently have an internal person, |
think we still have one who came from within, from Glarus, Canton Glarus, he
is still working, so he is employed by us at a reduced workload. He's been
with us for three or four years, | guess, and he'll be retiring soon. And we have
already done the other thing, for example, that we had people from the Balm
of Jonah who supported us at times, for a bit of minor activities, which we
have already done, so we have experience of both.

A: And what is the basic motivation, now of you as an entrepreneur?

B: Yes, the motivation is actually that you say you want to give these people
a chance, where in principle they don't get a chance anymore because they
are simply not able or out of a physical, mental, situation are not able to work
as we actually demand. And we have had relatively good experience with the
IV, together with them, that support comes, which is interesting for both sides,
of course, but we have now also had to see that in the longer term, of course,



this is still a disadvantage for us as a company, because we do not want to
simply put people back on the street, but keep them on, but have a reduction
in performance over the whole time. So of course we do, although we have
the people, we never come close to a level where you can expect a normal
working person to perform. And that is always a bit of a barrier, of course, in
the beginning everything is good, and is compensated financially, but with
time you see of course that with a normal wage you simply cannot achieve
the performance at all, and then at some point it becomes difficult to deploy
the people, that you can deploy them really well and need them well, right?
A: Do you also use vocational integration as a tool for recruiting staff?

B: Yes, in the past more, today less. As | said at the beginning, the strategy
is going a little bit in the direction of employing a little more highly qualified
people, which is why it has tended to take a back seat at the moment.

A: Could you perhaps give me an example of a successful professional
integration, now regardless of whether there was a job afterwards or not, but
simply, | will say now, from the point of view of rehabilitation, and perhaps
simply describe briefly what the special challenges were there.

B: Yes, well, as | said, it's actually the person where now is still in our company
for three or four years. In the end, this has been a successful rehabilitation,
so | say now above all for employees, of course, in the sense that the difficulty
has been simple, especially at the beginning, we don't know the person, we
make a start. Although we are not financially independent, i.e. we are paid for
the social (and other) costs, we have the internal effort to train this person,
manage him or her and so on, and getting to know him or her is certainly an
effort that we have to make. And yes, but we were actually able to do this
successfully and, as | said, we have been in business for some time now, and
in the end it has turned out to be a good thing, you could say.

A: Yes. Do you have the impression that there are special requirements for
the supervisor or the information for the team colleagues, when you start such
an integration, or is it normal?

B: Yes, there are above all, | will say now, higher demands on superiors, you
have to be aware that you cannot set the same level of performance. Well, it
always depends on what kind of (unv.) that is, if he or she has a physical
disability or restriction, you can either avoid it by having a job where it is not
relevant. Then | say, in terms of performance you can reach similar levels as
with normal employees, but in many cases we already have, and in some
cases still have, also people where psychological problems are present,
which is then relatively difficult, because of course you don't know exactly
what's going on now, why is it not working, why and why are they suddenly
ill. And that requires that a lot of understanding also comes from the leaders,
that you say, wait a minute, this is the situation, and that's why things can be
the way they are now, right? You just have to be aware of that.

A: But if there has been some kind of disagreement between colleagues or
something, that is less of an issue?

B: No, this is not an issue. But it's not an issue either, because it is always
communicated very clearly, in other words, in a reasonable information



(communicate?) that we say we have them and the people who come from
there and there, and then that's really off the table. In other words, people's
understanding is actually there, it probably wouldn't be there if they didn't
know what was going on, because then they'd say that they weren't working
properly, that they weren't making things right, but that's how we actually have
the problem, I'm going to say now, in most cases not the problem, of course,
there can be cases, especially when there are psychological problems, where
people often don't understand why they don't understand, why is that missing
again, for example. Sometimes there are still some employees who do not
fully understand this, right? And then we are also, we have some limits where
we have to say, so now we have to talk to the people, we have to talk to the
employee, what is going on now, why and why, what can you do and so on,
because at some point it is no longer sustainable anyway.

A: In the context of integration into the labour market, has this led to
innovations or any new products, services or work processes? Well, the
question is meant a bit like this, but now you see the product and maybe you
have an employee with limitations, maybe he is physically handicapped and
you could redesign the product in a different way, or make it easier to use, a
bit like this.

B: Yes, that is rather not the case with us. At the most, this would only be the
case if you could see from this that some product is not as applicable as we
actually thought it was. Because, for example, the person can't use it in the
way we thought, right? Because of the disability. But we haven't really
experienced that, so we often have products where the customer gives us the
instructions, so we make the packaging customer-specific. And he says that's
how it has to look, and we don't really care about any design or handling and
all that stuff, that's rather secondary.

A: Did it perhaps have other effects? That is to say, that perhaps innovations
have emerged from it, or ...

B: No, not really, rather the opposite, that the effort is increasing. So
innovation not necessarily, maybe at most innovation in the sense that you
have to see that other process flows can be optimised due to the situation.
But | would not necessarily attribute this to the handicap, it could also be the
case with normal employees, if you simply see that it is complicated and so
on, then we have to do something. Yes.

A: How do you estimate the relationship between the costs and benefits of
vocational integration? You said before that over a longer period of time the
effort is rather greater than the return.

B: Yes. That's just the way it is, it's a bit difficult to say, | just mentioned that
because of the experience we have with our people, where we have hired.
The relationship ... Yes, it's a bit of a mix, | would say. In the end, | suppose,
it's about even. In the beginning, it's just a lot of effort until the person has
started school, can do everything, or can do what he or she should be able to
do. And in many cases we have already seen that there is a drop in
performance over time. Sometimes it is still difficult to say why, whether there
is a certain routine, a certain uneasiness perhaps, or whatever, sometimes it



is difficult to say exactly. But simply a certain drop in performance. We now
have a person, as | mentioned before, who has been with us for a few years
now, where we can see that he or she is slowly reaching retirement age,
where the natural performance capacity is also declining. And then there is
the handicap. This means that we simply have a corresponding drop in
income, but to be fair we also have to say that in terms of wages, | think he
also has an |V pension, where he gets 50 percent, we pay less, so | can also
say that the plus/minus is roughly in equilibrium. So financially, in terms of
income and performance, it is more or less within the limits.

A: Yes. And can one say that without the benefits or incentives provided by
the social security system, it would not be possible to carry out occupational
integration?

B: No, absolutely not. Well, | think we've already talked in the (unv.), we've
been talking since | started, about ... If that was 2000, twenty years ago, we
also tried to get IV people to be able to work in some cases, but then we
received relatively little support, financially almost nothing. And then it was
out of the question for us, now recently | have the impression that there is
better support. Also a longer support. Of course, it helps that you can think
about such a step earlier, because the financial risk where you don't have it.
Then you can say, okay, we simply have to finance the services we have to
provide as a company where we have to do so, and | say now, we still have
to finance that, but it is also more acceptable. And you can get out at any
time, which is also an important point. If you see that it really can't be done
for any reason, then you can stop it. There, | think, the basics are actually
quite pleasant for an entrepreneur right now. You could say, yes, you can
take a risk, right? | think that's actually important and good so far.

A: What reactions or effects have you noticed from outside, or even within the
company, on your commitment to professional integration? Have you
received any feedback, or ...

B: Yes, of course it is always rather modest, but | would like to say that as a
manager you should not expect too much. Sure, | mean, | hear again and
again that people are grateful, of course, aren't they? We've had a few people
who have been on the edge of the abyss, some of them young people, some
of them who have never had a problem, they are very grateful that they've
been given a start. You hear that again from time to time, usually not so much,
right? | assume that people appreciate it inwardly, but they can't or don't want
to show it like that. But | think it's okay, because you can tell when you deal
with people, how they are today, are they satisfied, are they dissatisfied. And
| think from that you can tell that these people are actually doing well, right?
A: But so feedback from third parties?

B: Yes, are there more on the factual level, of course we have already had
contact with an IV or SVA Zurich and so on, that's just ... It's a bit part of their
job, of course, that's what people do, they place people, sometimes they even
try to place people before they fall into an V. Of course they're happy if they
can get people in, but as | said, that's their job and all, and from that point of
view, you can't expect a lot of praise or a big thank yo