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Abstract

The study investigates how public and private organisations adopt novel labour market
integration practices and their implications. It is informed by the case of one Multinational
Cooperation (MNC) and two municipal companies that have adopted a novel method to
integrate recent refugees and youths into the labour market in Sweden, called job tracks.
Theoretically; we build on translation theories in organisation studies. The study is based on
semi-structured interviews combined with observations and internal documents. The findings
show differences and similarities in the translation of accounts of the job track into the different
settings: recruitment process, education, usage of professional certificate or validation tools,
and financial resources. The different translations of the job tracks are explained by the
institutional context of each organisation, which cannot be taken for granted. This leads to a
variation of the original model as the idea travels from one organisation to another
organisational context. Despite being either a public or a private company, where one would
expect a public company being driven by social and political demands and a private company
to be driven by technicality and efficiency, the findings illustrate a paradox where
contemporary organisations take inspiration from other institutional contexts and add features
usually belonging to other sectors.

Keywords: Translation, travel of ideas, locallity, labour market integration, validation,
employability, institutional context, novel method, institutional confusion,

Introduction

Triggering events such as the recession in 2008 or the current pandemic have led to high
unemployment levels among youths in Sweden (Oxford Research, 2020). One of the main
reasons that can explain the higher unemployment rate among youths is that many lack
complete upper secondary school grades (ibid). Along with that, Sweden received a high
number of newly arrived people in 2015, most of them youths, because of the ongoing “refugee
crisis” (Diedrich & Hellgren, 2018). Studies have shown that it takes several years for newly-
arrived individuals to find stable employment (Dahlberg et al., 2020). Additionally, methods
of labour market integration have been questioned and seen as ineffective, which can be



explained through a lack of intensity and connection between previous practices to the labour
market (Bucken-Knapp et al., 2018; Bevelander & Irastorza, 2014). Previous literature within
the field have examined labour market integration methods such as job training programmes
involving both vocational and subsidised work training (Carling & Richardson, 2004; Husted
et al., 2009; Larsson, 2003) and validation of prior learning (Anderson & Osman, 2008;
Andersson et al., 2013; Diedrich, 2013; Diedrich et al., 2011). These previous studies have also
emphasised how these methods focus on the so-called “employability” which involves the
understanding of constructing an individual to be employable (Diedrich & Styhre, 2013;
Diedrich et al., 2011). However, it has been argued that these methods have not reached the
desired outcome because there has been no straightforward connection to the labour market
and the requirements of employers (Diedrich, 2013; Larsson, 2003). As there is a large number
of emerging local initiatives to facilitate the labour market integration of immigrants involving
actors from different sectors, more attention needs to be paid on how these practices are
organised and adopted within a specific local context (Diedrich & Hellgren, 2018). Increased
and improved collaboration between these diverse organisations can be a solution for solving
the problem of facilitating and enabling effective labour market integration (Diedrich &
Hellgren, 2018). Thus, it is explicitly emphasised in the local context that collaboration among
the public sector, private sector, civil society, and employers is vital to create a successful
labour market integration (ibid). On that note, Bucken-Knapp et al. (2018) and Zapata Campos
and Zapata (2021) also pinpoints the importance of the locality of practices.

As a response to these challenges, in 2017 a new approach was created within the
framework of the establishment programme of the Public Employment Service (PES) in
Sweden. It consists of intensive language education, work training, and matching participants
to workplaces (Dahlberg et al., 2020). The organising around the project involves a complex
network of actors from different sectors collaborating to implement this novel approach of a
labour market integration method. These activities have been used before but there are
differences in the setup of the new approach that stands out compared to previous methods
(Dahlberg et al., 2020). One of the most important differences is that the initiatives are
characterised with higher intensity, where education is combined with work training (ibid) to
obtain faster language development (Garsten & Jacobsson, 2004). Another significant element
is that potential employers are involved in the initiative (Dahlberg et al., 2020). Thus, the
various components create a distinct chain of activities where there is an apparent end-objective
(ibid). During times of change such as the one in 2015, people are more likely to question the
previous social order and old methods that have been taken for granted during periods of
stability result in them being destroyed or re-constructed (Czarniawska & Sevon, 2005). When
new ideas such as a novel approach for labour market integration emerge to solve complex
problems, it can lead to formations of new patterns of practice, resulting in organisational
change. Management ideas can be translated into different objects that are sent to new places
where they were originally from to be translated into new kinds of objects and actions that can
be repeated until they end up being stabilised institutions (Czarniawska, 2009). In some cases,
an internal adoption of external practices can lead to new social innovations while in other
cases it might be almost impossible to adopt practices that derive from differing social contexts
(Boxenbaum & Battilana, 2005). It is suggested that further studies of the analysis of the



translation of labour market integration methods are necessary for both organisations and
projects that are operating in a similar or different context (Diedrich, 2013).

As the literature has shown, labour market integration methods still present
considerable shortcomings, such as not finding suitable programmes for individuals and the
vague characteristics of what constitutes an employable individual. Therefore, there is still a
need to understand how these labour market integration methods operate as integrated into a
model where each method is linked or complemented to create a quicker and more sustainable
labour market integration (Diedrich & Styhre, 2013; Garsten & Jacobssson, 2004, Vesterberg,
2013). Research in this area is, therefore, necessary since this new approach is combining
previously applied methods into one model and are more tied to the needs of each individual,
which can enable participants to have a faster and more efficient integration (Bevelander &
Irastorza, 2014; Diedrich et al., 2011; Garsten & Jacobsson, 2004). As this approach involves
organisations operating in different contexts, it will require further research to understand how
a novel method for labour market integration of foreign-born people and youths is adopted
internally within different organisations. Thus, the purpose of this study is to investigate how
different employing organisations who are engaged in a local labour market integration
initiative are adopting and carrying out the novel method within their organisational context.

Research Questions:
e How do organisations within different contexts adopt a novel labour market integration
method into their internal practices?
e What are the implications of the adoption of the novel method?

Previous research within the field of Labour market integration

To understand the elements of the novel method that includes education, job training, and
employer matching, it is necessary to have an overview of previous methods and studies of
labour market integration were established (Carling & Richardson, 2004; Husted et al., 2009;
Larsson, 2003). Therefore, the literature review will provide an overview of what previous
scholars have concluded about the elements that are present in the novel method of labour
market integration.

Job training programmes

During the first half of the 1990s, there were two types of active labour market programmes in
Sweden; youth practice and labour market training, and studies suggest that workplace
practices can be more effective than pure training (Larsson, 2003). These programmes involve
subsidised work training that is provided by firms which have proved to have a better effect on
participants than programmes that are solely focusing on language training (Carling &
Richardson, 2004). As a result, the Swedish government increased their spending on active
labour market policy to improve the chances of helping individuals into employment (Larsson,
2003). Despite the increased popularity of these programmes, their outcomes are still unclear
and require further research (Bucken-Knapp et al., 2018). Bucken-Knapp et al. (2018)
pinpointed the shortcomings with different programmes; participants do not believe that they
are confronted with a programme that is challenging for them, and overall these integration



services have been perceived as frustrating due to poor inter-actor communication (ibid).
Integration of individuals will require a lot of engagement and effort from different
organisations where organisations and actors should consider learning from previous local
authorities who have managed to identify key actors and find efficient methods for labour
market integration (Husted et al., 2009).

Validation of prior learning

One method that gained popularity over the years is the validation of prior learning (Diedrich,
2013). It is believed that validation can operate as an effective tool to promote the social
inclusion of immigrants in the labour market and society (Anderson & Osman, 2008;
Andersson et al, 2013). The validation process could be used as a method of defining or
redefining valid knowledge in different vocations, which involve assessment of knowledge and
competence (Andersson & Osman, 2008; Diedrich, 2013). The method focuses more on
predetermined vocations of the labour market rather than individual competence. Previous
literature has highlighted the classification of newly-arrived individuals, and the results
suggested that standardised means led to comparisons with Swedish norms where certain skills
and competence were evaluated, and others were made invisible and neglected (Diedrich et al.,
2011). Critical views of validation suggest that the approach can operate as a dividing practice
which implies that validation is at risk of both including or excluding immigrants from
vocations (Andersson & Osman, 2008; Diedrich, 2013). Despite having an intention to achieve
a more rapid integration into Swedish society, the use of a variety of classification resulted in
the approach being a bureaucratic method. This procedure did not turn out to be “technologies
of objectives”; rather, it became a subjective classification influenced by a national-centric
understanding of gender, language, and professionalism (Diedrich et al., 2011). The study
suggested that the work of organising a system for recognising prior learning prioritises
procedural effectiveness rather than putting the focus on a more comprehensive understanding
of the competence and skills of the foreign-born worker (ibid).

Employability

The concept of employability has been drawn into various fields where studies have been
examining the relationship between employability and education (Vesterberg, 2013). Public
policies with a focus on employability perceive that managing migration effectively can be
done by measuring and evaluating skills and knowledge to promote employability and entry
into the labour market. Experts who are engaged in practices of employability are aiming to
produce or reproduce knowledge of what constitutes an employable individual that can consist
of a specific technique, training, lifelong learning, and governing (Diedrich et al., 2011; Garsten
& Jacobsson, 2004). Thus, the term employability has been broadened to include more qualities
that have resulted in increased demands on individuals. The demands of what is constructing
employable individuals are less stated, which remains a challenge and, the concept is still being
perceived as rather vague (Diedrich & Styhre, 2013; Forrier & Sels, 2003; Vesterberg, 2013).
Employability can consist of a set of specific and measurable attributes which a person needs
to possess, and these can be created when using the correct tools and techniques (Garsten &
Jacobsson, 2004). Diedrich and Styhre (2013) illustrated how the term was constructed through
ongoing processes of translation and concluded that the initial idea of employability was



separated from its original context as a means of making the Swedish education system more
inclusive and, in turn was translated into a tool for practice (ibid). The term can be translated
and re-translated as part of everyday organising which implies that it is always context-
dependent for each organisation (Diedrich & Styhre, 2013). However, this can lead to
challenges of identifying qualities, and characteristics of the individuals’ knowledge, which
might be constantly renewed to suit the organisational context (Garsten & Jacobsson, 2004).
By obtaining and having suitable capacities, a person increases their chances of continuously
being employable both internally and externally in the labour market (Forrier & Sels, 2003).
With regards to the term “employability”, further studies of the translation of labour market
integration methods are necessary for projects that are operating in a similar or different context
(Diedrich, 2013). It is here where our research comes to fill this gap.

Theoretical framework
Travel of ideas
Translation is a process where new ideas are adopted and translated to suit local contexts as the
ideas travel through time and space (Weraas & Nielsen, 2016). Furthermore, the organisation
around the labour market integration method can be conceptualised as complex coordination
where various actors from different sectors with different interests and identities are
collaborating to realise the method in practice which is dependent on how actors are translating
the idea (Zapata & Zapata Campos, 2013). Therefore, we argue that it is relevant to examine
how the novel method for labour market integration has been adopted internally as it has
travelled from one organisation where it was established to other organisational contexts.
Translation has historically been used to explain organisational change where realities
are taken for granted during times of stability but during periods of change, previous practices
are questioned and re-constructed (Czarniawska & Sevon, 2005). According to Czarniawska
and Sevon (2005), stability does not exist within organisational contexts because the social
environment goes through constant changes. Thus, Scandinavian institutionalism highlights the
essential aspect of translation, and studies suggest that translation work enables an
understanding of the adoption of practices into new contexts (Becker-Ritterspach et al., 2010).
As new ideas are established, they can travel across social contexts. The ideas can shift from
being abstract into becoming objects or enacted as actions which is a silent process where the
object is given an identity (Czarniawska & Sevon, 2005). Accordingly, this part is a generalised
operation not solely linguistic and might take many different forms where language is
translated into objects and actions (Andersson et al., 2012; Czarniawska, 2009; Weraas, &
Nielsen, 2016) such as documents, models, and presentations (Sahlin & Wedlin, 2008). When
an idea enters a new local context, it is edited based on the history, present circumstances, and
visions of the setting. Thus, translation is a process that involves selecting an idea,
disembedding it from one setting, and re-embedding it in another setting which implies that the
idea is subject to context-specific modifications (Waeraas & Satagen, 2014). If local actors are
both empowered and enabled by their social context to participate, they are able to enact the
transferred practices, engage in and perceive them as their own (Becker-Ritterspach et al.,
2010). Furthermore, another significant characteristic of Scandinavian institutionalism and
translation is that the process can be challenging since it involves rule-like patterns that



emphasise the actual adoption of new management ideas, using intensive, rich, process-
oriented, and qualitative approaches (Weraas & Satagen, 2014). Consequently, translation
captures the movement of an entity in time and space where ideas are objectified at a specific
moment and place (Czarniawska & Sevon, 2005), which can enable the establishment of
associations and relations (Nicolini, 2010; Waraas, & Nielsen, 2016). Practice transfer can
result in learning and desired changes of local practices if practices are translated by actors
embedded in a specific local context (Becker-Ritterspach et al., 2010). Similarly, Czarniawska
and Sevon (2005) argue that it is important to have local labelling of ideas that are adopted
within already existing operations of organisations. As an idea is adopted within a local setting,
it can trigger the motion of a change process to start (Andersson et al., 2012; Czarniawska &
Sevon, 2005).

Actors role in the translation process

Nicolini (2010) suggests that when ideas travel, there are numbers of actors such as
intermediaries and mediators that all carry different meanings and interests (Latour, 1986).
Translation implies translating different meanings but might require negotiating and making
trade-offs between actors (Paul, 2004). When a plan or an idea derived from one person is
presented to a decision unit, it can be sent for elaboration or be accepted (Czarniawska &
Sevon, 2005). Thus, the translation processes consist of continuous negotiations to create
objects in practice and solve a particular problem. However, it can also lead to unintended
consequences (Latour, 1986; Czarniawska & Sevon, 2005). Similarly, Czarniawska and Sevon
(2005) argue that an idea originating from one individual or a small group needs to be anchored
with a decision-making body that can become a potential ally. As stated by Czarniawska and
Joerges (2005); “One plants an idea into a group, one does not hit it with them” (Czarniawska
& Sevon, p. 30, 2005). The idea has to be present in peoples’ minds for a while because it has
to be connected to something already known. Czarniawska and Sevon (2005) suggests that
unfamiliar ideas must be negotiated because, during the process, the perception of the idea
might become revised.

Actors can be seen as brokers or carriers responsible for enabling the flow of knowledge
within the organisation (Paul, 2004). Knowledge consists of both tacit and explicit knowledge
leading to challenges of translating and moving knowledge in the organisation (ibid). On the
other hand, it is also important to understand the interests, identities, resources, and abilities of
actors present within a local context (Sahlin & Wedlin, 2008). These aspects often shape
involved actors (Pallas et al., 2016). Thus, it is argued that actors are constrained and limited
by their situatedness in host institutional settings (Becker-Ritterspach et al., 2010). Boxenbaum
and Battilana (2005) also emphasised actors' role in the translation process where actors are
important for adopting a foreign or external practice to their institutional context.
Consequently, the practices can be modified or combined with local practices enabled by the
actors’ actions.

Context - influences the translation process

To further analyse how translation has unfolded within the three case organisations it is
important to understand how translation is influenced by the organisational context. As
mentioned before, actors are shaped by their institutional context which takes a rule-like pattern



(Becker-Ritterspach et al., 2010, Waraas & Satagen, 2014). According to Czarniawska and
Sevon (2005), one must consider the structure of the environment where an organisation is
present. Meyer and Rowan (1977) argue that organisations are formal systems controlled by
the structures of their institutional contexts (Brunssson, 1994). Thus, organisations are more or
less forced to incorporate institutionalised activities that are within their social environment to
gain legitimacy (Meyer and Rowan, 1977). These activities are seen as myths and can be
adopted ceremonially because the search for legitimacy often collides with the effectiveness
and efficiency aspects of activities. Andersson et al., (2012) examined how a new law was
integrated into inter-organisational association through translation where practices were
performed differently depending on the local setting. Practices were either early integrated
because it was seen to be a necessary action or as practices decoupled from the organisations
since these activities were not seen as either desirable or possible to realise (Andersson et al.,
2012). This example illustrates that decoupling activities can result in a gap between what is
said to be done and what is done internally within organisations (Meyer and Rowan, 1977).
However, some contexts might be driven by technical and market demands, rather than social.
Organisations within these contexts might emphasise these aspects rather than applying
institutionalised practices to gain legitimacy when adopting new methods (ibid). Brunsson
(1994) suggests that there exist different forms of organisations referred to as “the political”
(driven by legitimacy from citizens) and “the company” (driven by the customer who provides
resources) and these organisations are present within different organisational contexts where
elements from different institutions are combined. Furthermore, Brunsson (1994) continues
this discussion by highlighting the concept of institutional confusion described as a process
where organisations pick out attractive bits from different institutions. This implies that actors
within an organisation might add new features which they have been inspired by from other
organisations to their own without creating problems or disruption with the organisations’
current features (ibid).

Methodology

Setting

This study examines three organisations that have adopted a novel labour market integration
method called job tracks to support and introduce individuals into the labour market (Goteborgs
Stad, 2020, Bilaga 4). The case organisations that are involved in the study are Volvo Cars
that operates as a private car manufacturing company, Renova, a recycle and waste
management company and AB Framtiden, the largest municipal, corporate group for housing
in Gothenburg where three of the subsidiaries (Poseidon, Bostadsbolaget and Familjebostdder)
have adopted the novel method. The majority owner of both Renova and AB Framtiden is the
municipality of Gothenburg. All three companies involved in the programme provide
participants of the job tracks with professional training within their daily operations. The
initiative focuses on newly arrived citizens of Gothenburg and youths, where participants are
provided with a combination of Swedish education, work training, and job matching
(Goteborgs Stad, 2020, Bilaga 4). The job track also aims to provide participants with academic
tools for developing their Swedish language skills that are conformed to suit a possible
workplace and increased knowledge about the Swedish society and in some cases also include



English- and mathematics courses (Goteborgs Stad, 2020, Bilaga 1). To be able to provide all
these elements for participants within the programme, municipal agencies such as the labour
market and adult education office (ARB Vux), the Public Employment Service (PES), and ABF
Vux which is a supplier of education contracted by ARB Vux. ARB Vux is involved on a
strategic level, PES is responsible for the recruitment of participants and ABF Vux is managing
the educational elements of the job track. In all job tracks, representatives from unions and
other external actors are also involved in the collaboration. The municipal agencies are all a
part of organising each separate job track together with Volvo Cars, Renova and AB Framtiden.

Design of the study

As the framing of the model is developed to suit organisations within different sectors we argue
that a case study consisting of three organisations is relevant to examine how they have
interpreted and translated the model, what has been added and eliminated from the original
model as well as similarities and differences of the adoption. Thus, a case study will be adopted
because it can allow us to investigate the phenomenon on a micro-level and provide a deeper
understanding of how the methods have been translated and adopted depending on the context
of the organisations. A case study can provide us with a more detailed examination of the
phenomena rather than just standardised answers (Silverman, 2017).

Data Collection

A pre-study was conducted in December 2020, where we interviewed the programme
coordinator from PES. We were provided with an introduction to the subject and began our
data collection of what had previously been written within the topic to define a research gap.
This was the starting point of our case and led to the assumption that it would be interesting to
examine the translations of the model. Our primary data collection first took place in January
2021, and the process of gathering data continued for several months.

Our study consists mostly of primary qualitative data strongly tied to interviews
(Silverman, 2017). Interviews were conducted to understand respondents' thoughts of the job
track and how they perceive aspects of the adopted labour market integration initiative. The
interviewees belong to various roles in the different organisations such as: Project Managers,
Talent Managers, Planning Manager, Union Representative, Accommodations Developer, HR
Departments, Teachers, and Supervisors. The representatives within each organisation
provided us with much insight and valuable knowledge from different angles. It is believed
that they all have had an essential role in setting up the programmes in their respective
organisation (Silverman, 2017). Consequently, respondents were able to share their
experiences and views of the initiative. The aim was to conduct interviews with various
respondents from the three case organisations since it was intended to generate interesting data
from different angles. In addition to interviewing representatives from the three case
companies, we also included representatives from the collaborating organisations who could
provide us with a deeper explanation of the model and an outside view of the job tracks. This
is because most of the respondents from ARB Vux, ABF Vux, and PES were involved in all
job tracks. We believe that this provided us with more nuanced data. In some cases, these
interviews provided different views compared to what had been said by representatives from
the case organisations. Most of our interviews were held digitally through the software



programmes zoom and teams. This type of data collection is called netnography. Upon
conducting these types of interviews, it is essential to understand the differences between
having meetings online and traditional physical face-to-face meetings (Kozinets, 2018). As a
researcher, you might not have small talk with respondents and create a personal relationship.
However, due to the ongoing pandemic, it is believed that these types of meetings are generally
accepted and seen as the current norm (ibid).

Case Companies Collaborating Organisations

# of # of
Position interviews Position 3 interviews
AB Framtiden PES Coordinator 2
Planning Manager 1 Employee 1
Busniess Developer 1
Accomodation
developer 2
Coordinator 1
Renova Project Manager 3 ABF- Vux Coordinator (Volvo) 1
HR-Specialist 1 Teacher (Renova) 1
Supervisor 1
Volvo Cars AB Manager 3 ARB-Vux Manager 1
Project Manager 2
Team leader 3
Project Manager
Supervisor 2 Sobona (Renova) 1
HR 1
Union member 1
Total 22 7.

Table. 1

Interview structure/Ethical consideration

Our interview form was based on a depth semi-structured or what Silverman (2017) refers to
as “conversational interviewing style” to encourage respondents to speak more personally and
descriptively. However, there can be some limitations with creating a closer and emotional
relationship with respondents because conversations have the potential to become manipulative
where interviewees might share information that they later regret (Kvale, 2006). Therefore, it
is crucial to make respondents feel comfortable and “create” an honest relationship. To avoid
this ethical issue, we followed the guidelines of Silverman (2017) regarding anonymity, which
means that the interviewees will be fully informed, unharmed, and guaranteed anonymity in
our study. Since some of the data can be considered somewhat sensitive, we have referred to
the respondents according to their position. However, in some cases, the positions have been
replaced by alternative positions to guarantee anonymity and avoid respondents feeling nervous
that their statements would be linked to them. We were aware of the issue of power relations
between interviewee and researchers, which could influence the interview outcome (Kvale,
2006). Therefore, we provided our interviewees with the purpose of our case before the
interview took place and an interview guide if requested. The respondents were then able to
prepare themselves before the interview and not be caught off guard by our questions.



Primary and secondary data

The primary data were combined with secondary data, which consisted of public and internal
documents from the chosen organisations, internet data, previous research on the phenomenon,
and statistics. The main reason for using secondary data was to explore what was already
available, and through this data, we sought to understand the current gaps (Silverman, 2017).
We were provided with internal documents by two participating organisations, which were
combined with the primary data consisting of interviews. In one of the organisations we had
some problems with participation and not all involved were interested in participating.
Therefore, the primary data have been combined with documents and previous studies on their
job track. Furthermore, not all of the participating organisations have conducted internal
documents on their job track. Therefore, the collection of data was more dependent on
interviews which were combined with three observations. This led to us using a mixed-method
approach where interviews were combined with observations and text analysis. Through mixed
methods, it could offer the study a wider perspective and make it possible to cover from more
than one angle. Therefore, we have sought to minimize deficiencies of research reducing any
risk of missing out on certain elements and perspectives (Silverman, 2017). Through
observations, we were able to conduct field notes and compile important details of the
collaboration (ibid). In one of the case organisations, we were also able to make an on-site visit
and observation where we received a guided tour of their daily operations and meet participants
of the job track.

Data analysis

The analysis has a constructivist approach, where we were particularly interested to understand
how an external idea can be translated and adopted differently within organisations depending
on their context. Another important element of the study is to understand what implications the
adoption of the method has generated in each organisation. This study applied an abductive
method that consists of both deductive and inductive approaches (Bryman & Bell, 2015;
Timmermans & Tavory, 2012). During the early phases of our study we were identifying
relevant theoretical frameworks (Bryman & Bell, 2015). Upon collecting relevant data, the
theoretical framework was chosen and led us to further develop an understanding of the
phenomenon and create our interview guide. The data collection is an ongoing process where
new insights are developed resulting in updates of existing theories (Bryman & Bell, 2015),
which is an iterative process between the collection of data and theory. As the study continued,
we as researchers were developing our analysis during the collection of data. This approach
reduces the risk of biased empirical results; therefore, the abductive approach is a relevant
method (Timmermans & Tavory, 2012).

Upon analysing text, it is essential for us as researchers to identify sections of text which
are considered as relevant (Krippendorff, 2004). Once all interviews proceeded, they were
immediately transcribed in detail and analysed. For the transcription, we used a software
programme called Nvivo. After transcribing all the data, the interviews and collected text
documents were coded through the software programme Atlas Ti. Each code that was identified
was divided into relevant categories based on a color theme to help group the codes into broader
codes. Several codes appeared more frequently than others: Internal objects, Setup of job track,
Internal adaptation, Internal organising, Collaborating organisations influence and
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translation. Silverman (2017) argues that data should be continuously gathered and analysed
which implies it is an iterative process to find relevant and suitable codes. Thus, we re-
examined and gathered new data and from this, we would be able to link concepts to broader
theory. With this approach, we found repetitive key components and patterns that could be re-
discovered continuously. When the same patterns were identified it instructed us to stop
gathering data (Silverman, 2017). Martin and Turner (1986) mention “concept discovery”
which involves a strategic process of moving from data to abstract categories, labels, or
concepts. Thus, finding new data will likely modify the concepts’ meaning. During this, the
concepts through the data collection might not only be modified but less useful codes were
discarded and only the relevant ones would remain in the study. Using the concept of translation
from a Scandinavian institutional approach as a theoretical lens we sought to analyse our data
and further develop knowledge to understand how ideas are translated and enacted upon in
each organisation. However, the theoretical lens was not fixed. During the process, we gained
new insight which guided us to the choice of adding a middle-range theory to help explain how
institutional contexts influence the translation of the method.

Limitations

Before choosing the relevant organisation, we understood the essence of generating as much
data as possible from all different organisations. Potential risk or challenge with having
respondents from different organisations was the accessibility of conducting interviews with
representatives from each organisation. The risk of accessibility could result in the data
generation being asymmetric to one organisations’ perspective rather than having an equal
distribution of data from all organisations. To avoid these types of risks we created an interview
guide with similar questions for each responding representative from each organisation to
capture their perspectives. In the case where we had some problems with accessibility, we were
provided with internal and public documents and external parties' views on the job track which
decreased the risk of having an asymmetric generation of data. Another aspect that we have
considered that could be a limiting factor is that we as researchers are influenced by our
perceptions and views of reality. This can affect the result of the study and even if we seek to
be objective our perceptions of the data remain subjectively influenced.

Results

Background

The job tracks are built upon a collaboration between the city of Gothenburg, PES, and the
companies providing job training. The collaboration was made possible through a delegation
called DUA which the Swedish government introduced to enhance the local anchoring and
collaboration between actors within different sectors (Oxford Research, 2020). The main task
was to create better conditions for their target group consisting of youths and newly-arrived
youths and shorten the way into employment (ibid). The labour market integration model called
Job tracks has another approach compared to previous methods and is characterised with higher
intensity and is directly connected to the labour market (Dahlberg et al., 2020). However, it is
important to note that the elements of the job tracks are nothing new in Sweden.
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“This is actually nothing new. We have done this in Sweden for 50 years. What is new
today is that we actually connect the regular system. That is what is new, however, we can
never forget that everything has already been done. We have tried to adapt todays’ system to
the reality that we have today. We have not invented something new but on the contrary, we
have developed methods to educate. ** - Planning Manager, ARB Vux.

According to the Planning Manager of ARB Vux, the model for the job track is a
combination of previously applied methods where inspiration has been taken from successful
practices from other European countries. These practices have been combined and conformed
to suit the Swedish labour market. Thus, the model mixes different labour market integration
methods (Planning Manager, ARB Vux). The target group for the job tracks has been newly-
arrived individuals with a short school background and are a part of the establishment
programme of PES. Therefore, all job tracks involve SFI-education which is basic Swedish for
foreign born people (Planning Manager, ARB Vux). All three job tracks have a similar
structure regarding the organising around the collaboration. The administration of labour
market and adult education (ARB Vux) is responsible for organising the education where the
procurement for the education has been acquired by ABF Vux. They are providing the actual
education (Planning Manager, ARB Vux). PES is responsible for the recruitment process and
matching participants with the appropriate employer who provides job training and possibly
employment when the programme is completed (Coordinator, PES). Furthermore, all job tracks
include members of the union who assist with labour legislative aspects and collective
agreements for the participants added during the adoption process in all organisations. Within
all job tracks, there is a steering group consisting of representatives from the collaborating
organisations managing the strategic aspects (Dougan, 2019). The decisions made by the
steering group are allocated to the operational group which includes representatives that are
working closely with participants. The framing of the model for the job tracks is structured to
be applicable for organisations within different sectors (Dahlberg et al., 2020). Therefore, the
adoption of the job track model is performed differently to suit the internal operations of
organisations. Table 2. illustrates and summarises the setup of the job tracks within the three
case organisations, what they contain and how it is organised.

Table 2.

Characteristics Volvo Cars Renova AB Framtiden

Name of the Job

track VEP-Production Jobbspar Renova Vilkommen till Framtiden
Collaborating ARB Vux, PES, ABF Vux, ARB Vux, PES, ABF Vux, ARB Vux, PES, ABF Vux,
organisations IF Metall Sobona the Union

Volvo Cars is involved in the
recruitment process and
Recruiting process representatives from their HR
department conduct PES is responsible for the PES is responsible for the
interviews together with PES recruitment of participants recruitment of participants.
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Education

Planned time span

Setup of the job
tack

Practical training -
profession

Tools for education
and job training

Introduction course

Professional
Certificate

Financial
compensation from
PES

‘Wages to
participants from
the employer

Education for
supervisors

Financial
compensation for
supervisors

Project Manager

Internal groups

SFI, Upper secondary school
classes; Swedish, English,
Mathematics, Social Science

Around 2 years

5 months of education (SFI),
introduction course at Volvo
Cars. Work - 1 day and
continue with their studies 4
days a week. Depending on
the progression of
participants, they might be
offered to work more than
one day a week.

Assembly plant (C-Shop)

Operations license

On-site visits and 3 weeks
introduction and work
training. The introduction
course has been prolonged
during the programme.

No

Yes

Yes

SFI, professional Swedish,

SFI, professional Swedish and course in service and

driving license courses

Around 1,5 year

First semester: 2 months SFI
and education, 4 months of
education and 1 day practical,
summer vocation. Second
semester: education, driving
license courses and 2 days
practical training. Third
semester: 2 days education &
driving license courses, 3
days practical training

Drivers and Recycling
centrals

Validation (OCN) in the form
of modules and Truck driving
license

On-site visit

Yes

Yes

Yes

Yes

Yes

Internal strategic group

drivings license courses
(depends on the profession)

Around 1 year

3 months SFI and
education, 6 months of
education and job training.
After around 11 months
participants are supposed to
be matched with an
employment or further
education

Gardening, Household
Technician work and Real
Estate Services

Validation (OCN), but
depends on profession and
subsidiary

On-site visit

Depends on subsidiary and
profession

Yes

Yes

Yes

Yes

Depends on the subsidiary

Internal corporate group
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Vilkommen till Framtiden

Background

The establishment of the job track was first initiated by the top management of AB Framtiden,
ARB Vux, and PES. They aimed to create a platform for the city of Gothenburg to manage
future challenges. During 2015 employees were leaving for pension, and simultaneously the
number of people applying for property management has been rather low (Accommodation
Developer, Poseidon). In addition to this, Gothenburg faced challenges of numerous newly-
arrived individuals with difficulties being integrated into the Swedish labour market. The
Planning Manager from the corporate group of AB Framtiden explained why it was essential
to establish a well-functioning labour market integration method;

“We are so incredibly big here in Gothenburg, we have such muscles and there has to
be something we can do. In 20135, there was a huge number of people that came to Sweden and
at the same time, there was uncertainty of how to integrate such a large number of people.
Thus, there was a worry for the future and how it would turn out if the integration failed.” —
Planning Manager, AB Framtiden.

Organisation specific setup Vilkommen till Framtiden
Participants of Vidlkommen till Framtiden are allocated to job training at Poseidon,
Bostadsbolaget, and Familjebostdder within different departments of the organisations
(Dougan, 2019). Mainly, the job training concerns professions within gardening, household
technician work, and real estate service. In the last round of Vilkommen till Framtiden,
practical training within construction at suppliers to AB Framtiden was planned to be realised.
However, this has been delayed because of contractual issues between involved parties. “This
can happen when you don’t have an agreement with employers before the job track starts. You
think you can solve it along the way (...). Everything was agreed upon but it was something
with the agreement and they backed out.” — Employee, PES. Within Vilkommen till Framtiden
a validation system called OCN (Open College Network) was applied in the practical training
and through this system, they were able to provide structure for their job track (Accommodation
Developer, Poseidon). However, this is not something that has been applied through the whole
organisation. The adoption of the validation tool has been dependent on certain employees and
their specific competencies within the field. Thus, OCN was adopted within Poseidon and
Bostadsbolaget. However, Familjebostdder has fallen behind due to lack of experience and
competence of the tool (Accommodation Developer, Familjebostider).

“It comes from the Accommodation Developer/Gardening Manager in Poseidon (..)
From the beginning, it was not planned to be included but it was rather just to establish
Vilkommen till Framtiden. (..) We haven’t worked with that at all but Poseidon and partially
Bostadsbolaget do. We are new to this and want to offer the same setup and I think that we
have to include this in all departments involved with Vilkommen till Framtiden. (..) it has
become more dependent on one specific and passionate person.” - Accommodation Developer,
Familjebostéder.

Poseidon who is at the forefront of using the validation method has been able to provide
a validation package which is a professional certificate that shows that you have a certain
competence within the area of property management (Accommodation Developer, Poseidon).
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Since some participants have previous working life experience in their home country but do
not have certificates that validate that, validation has been necessary (Dougan, 2019).

Internal adoption and organising of Vilkommen till Framtiden

As Vilkommen till Framtiden was the starting point for the job tracks there were no previous
practices or fixed structures (Planning Manager, AB Framtiden). Therefore, the three different
subsidaries were given free hands to adopt the practices within their organisations (Dougan,
2019). Employees from AB Framtiden have described the process as agile where they had to
establish the composition of their job tracks during the programme (Planning Manager, AB
Framtiden). Others have described the adoption to be loosely framed; “There was no clear
project plan on how to implement the model within the organisations which complicated the
process” - Business Developer, Poseidon. After evaluations, it became clear that there was a
need to create a unified model where elements from the different methods could be adopted
within the three subsidiaries of AB Framtiden (Dougan, 2019).

“Round 3 turned out to be very successful and it was then the job track took place at
other organisations who did not need to go through what we did during round 1 and 2.
Gratitude needs to go to ARB Vux who have continuously spread the model and adapted it
towards each organisation, literally Renova and Volvo were able to take out the best elements
from round 3 and apply it towards their context. They managed to get much further in a shorter
time than we did” — Planning Manager, AB Framtiden.

During 2018, an internal corporate group was created where representatives from each
subsidiary could discuss challenges and share methods which was a step into having a unified
way of working (Planning Manager, AB Framtiden). One of the most important aspects of
having a successful programme is to have supervisors who are pedagogic and have the right
driving spirit to help the participants on their journey.

“The biggest aspect of the success has been that we have had the right people at the
right position and it has been enthusiastic people that have engaged in this. It has never been
that we have pointed our fingers or forced someone to do this. Instead, we wanted to do this
with voluntarism and engagement and the same with supervisors, consequently in all parts.”
Planning Manager, AB Framtiden.

In the beginning, the interest among employees within the organisation varied. Some
even saw this as a project that would eventually end. The organisation experienced friction as
stated by the Planning Manager of Vilkommen till Framtiden; “In the beginning, there was a
lot of friction. It was a bit tough and back and forth because we are so many within the
corporate group and it is not strange that it was not anchored with everybody”— Planning
Manager, AB Framtiden. As Vilkommen till Framtiden progressed with good results, the
resistance slowly diminished where the engagement from supervisors grew. It was important
to give the project time and grow within the organisation. However, it does not mean that it is
anchored within all departments and the friction mostly derives from middle managers not
involved in the project (Planning Manager, AB Framtiden). At first, the intended idea of
Vilkommen till Framtiden was that it would be a project. However, the board of directors
decided to make the project permanent “It was going to be a project lasting for three years,
however, before the end of year 3 our steering group decided to integrate this approach into
our operations permanently” — Planning Manager, AB Framtiden. The idea is to continuously
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provide for the public welfare which also is a responsibility of AB Framtiden as a “constructor
of society” (Planning Manager, AB Framtiden).

“Vilkommen till Framtiden ended up under the initiative Jobblyftet which is one of our
strategic efforts included in our 11-billion investment and from March we will get the process
and planning around this going where Vilkommen till Framtiden will be a part of this" -
Planning Manager, AB Framtiden.

Even if Vilkommen till Framtiden have become a permanent way of working within
the corporate group the different models that have been adopted within each subsidiary are
complicating some parts of the progression. According to an interviewee, there have been some
challenges to offer job training which have affected some participants negatively because they
have had to pause their programme. “Some organisations might not be ready. They want to do
something good and contribute to society but in practice, a job track requires a lot from the
organisations. It takes a lot of resources, both personnel and time.” - Employee, PES. As there
are published internal documents of Vilkommen till Framtiden, the organisation can benefit
from this for future setup and organising similar activities (Dougan, 2019). In the future, AB
Framtiden plans to manage their recruitment process where the focus will be put on their
tenants since during Védlkommen till Framtiden they noticed that many participants were
tenants from their accommodations. Even if there have been some struggles, the results of their
job track have shown better results compared to other methods of labour market integration
(Dahlberg et al., 2020).

Renova

Background to the Renova job track

The job track at Renova emerged through a demand for new drivers. As a large part of Renovas
personnel was leaving for their pension shortly, the company had to find a prompt solution that
would solve the lack of drivers (Project Manager, Renova). “We need around 300 truck
drivers(..)We will have around 50 leaving for pension in the next 5 years. Therefore, we need
to fill this gap and the job track will help us with this. ” — Project Manager, Renova. During this
period, they were collaborating with PES in what they called a recruitment education and
through this, the job track was initiated to create conditions to help individuals be employed
and at the same time accommodate Renovas’ demand for new employees (HR Specialist,
Renova). “There has been a close collaboration between the city of Gothenburg and PES, but
internally, it is the Project Manager and my boss that is responsible. I have elaborated the
foundation and suggested that we should have a job track” — HR Specialist, Renova.

Organisation specific setup of the Renova job track

The first round of the job track at Renova started at the beginning of 2019 where PES was
responsible for the recruitment process of potential candidates (Project Manager, Renova).
“PES has received a list from us with our requirements which they eventually integrated into
their system and started identifying profiles. The list started with 500(...) we eventually met 50
participants who were offered an on-site visit (...)”- Project Manager, Renova. From the
beginning, Renova had requested participants for their job track that already had a driving
license. However, most of the selected candidates only had a few years of school background
and no driving license. Thus, driving lessons had to be incorporated within the programme for
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both a regular driving license and a truck driving license (Project Manager, Renova). Since the
start of the job track, Renova has been working closely with an external partner called Sobona.
They are currently handling their collective labour agreement and validation of professional
profiles to create a common consensus for the whole industry. Sobona is a supplier of quality
assurance method OCN which is used to validate participants in the job track (Project Manager,
Sobona). Validation has been adopted throughout the whole job track by using modules
incorporated in both practical and educational elements through checklists (Project Manager,
Renova). The modules are intended to evaluate individuals and verify phases that are
completed. “Those who have the potential and possibility of obtaining employment are
validated. They receive a document confirming that they are certified which is similar to the
level of university degree” — Project Manager, Renova. Participants can conduct their job
training both as a co-driver and at a recycling station where each participant is assigned a
supervisor. According to the Project Manager (Renova, 2021), recycling stations have proved
to be very efficient for participants' language development.

“At the recycling stations the participants have one main supervisor but it might be
four employees who all are involved in the supervision. It is a great advantage because you
are forced to speak Swedish the whole time. Participants get to meet a lot of people, both
employees, and customers and before the pandemic, participants got to wear vests where it
said: “Speak to me”. People have then taken advantage of this and really tried to speak to
them.” — Project Manager, Renova.

During summer, participants are offered a full-time temporary position incorporated to
help participants cover the costs of their driving license. However, many participants had
challenges to pass the driving license test which resulted in an extension of the job track
(Project Manager, Renova). According to the Planning Manager of ARB Vux, it has been a
challenge for the organisation to understand that the progression of participants takes time.

“You are not able to see the finished product in the beginning. They have to understand
that they are on a journey together with these individuals. We work with people who basically
only can say hi in the beginning and it has taken time for many to understand that this is an
important journey that requires time and understanding” — Planning Manager, ARB Vux.

The teacher has been a key for the progression of the participants and without his
engagement, the job track would not have the same results (Project Manager, Renova). To
enhance the progression of the participants, the teacher has also included both practical and
driving license elements within the Swedish education system, for example demonstrating how
the traffic system works in Sweden (Teacher, ABF Vux). “Renova is a little bit like a machine
and people are expected to produce. (..)He cares about them in another way(..) Without him,
there would not have been a job track at Renova”. — Project Manager, Renova.

Internal adaptation and organising of Renova

The job track emerged from the HR department but is anchored to the top management of
Renova. The Project Manager has become a key actor for keeping all elements of the
programme connected. “Renova has appointed a Project Manager and that has been very
good. Even if the Project Manager has a more strategic role, he has been engaged and kept
himself updated about the operational aspects as well. ”— Coordinator, PES. There is also an
internal steering group within the organisation where the higher management and HR
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department are involved on a more strategic level. As the job training takes place both in the
waste management trucks and at the recycling stations the job track involves different
organisation departments (Project Manager, Renova). According to the Project Manager
(Renova), most employees volunteered to become supervisors where Sobona provided training
for supervisors. This was important since individuals are likely to encounter cultural
differences (Project Manager, Sobona). There was some resistance at the beginning of the
adoption of the job track. It became heavy for the organisation and particularly for the
supervisors to have two rounds of job tracks running parallel to each other, mostly because the
workload became much higher. Both the HR-Specialist and Project Manager (Renova) argue
that there also has been a quite tough and conventional culture where employees did not always
appreciate changes such as these. However, as participants showed engagement and later were
employed by Renova, the attitude slowly changed (Project Manager, Renova). Within a year
the resistance towards the job track started to disappear and it was noticeable internally that
there was an acceptance. Employees from Renova all agree that the job track has been a
contributing factor in changing the culture within the organisation.

” To say that they are immigrant hostile, racist, or negative is entirely wrong. They
have a tough jargon because they have worked together for 30-40 years and it is a grueling
job. However, when a new person comes in and shows that they really want this, even the
moodiest of supervisors are willing to move their vacation to continue to support this
individual. That is absolutely amazing and it is really hard to measure this culture change, but
it really is a radical change that is happening at Renova.” — Project Manager, Sobona.

The Project Manager (Renova) specifically pointed out the importance of having
“influencers” within the company; not necessarily managers who became key actors for
gaining acceptance of the job track. However, the costs for the job track have been an aspect
that have affected the programme negatively along with the pandemic that decreased the
demand for employees. Since the municipality cannot finance the driving license of
participants, Renova had to contribute with financial compensation for job training and provide
participants with temporary positions during the summer (Project Manager, Renova). Overall,
the organisation is cost-driven and no department was interested in bearing the costs for
participants’ job training. Thus, the costs were allocated to the project to overcome resistance
among middle managers of different departments. “I felt it was important that each
participants’ cost was carried by the project and not on each department since they are driven
by costs and focus is to keep down the budget” — Project Manager, Renova. Renova was
provided with financial compensation from PES but not enough to cover a large part of their
costs. When round one of the job track was completed only three participants were extended
or offered a permanent position. Even if 62 per cent of participants received employment at
other organisations the result for Renova was not adequate and financially sustainable enough
for the organisation to continue at the same speed (Project Manager, Renova). Along with that,
the pandemic led to a decrease of the demand for new employees. For the programme to be
profitable for Renova, around six participants would have to be employable. According to the
Project Manager (Renova), Renova is a municipal company and that comes with
responsibilities that private companies do not have to consider. However, it is an organisation
that has budget responsibility and investments have to generate positive outcomes. There are
still plans to use this form of recruitment in the future. Even if the job track at Renova will be
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paused for a while, internal documents and strategies have been compiled which can assist the
company when applying similar methods. ”A¢ the moment we are pausing it and we will not
start anything new until we have the same demand for new staff as before the pandemic” -
Project Manager, Renova.

Volvo Cars

Background to Volvo Experience Programme (VEP)-production

The establishment of the job track at Volvo Cars emerged from an employee who in 2015 left
his job as a Financial Manager for a leave of absence. The reason for this was the growing
segregation between different areas in Gothenburg. Therefore, the Volvo Cars employee
wanted to do something to contribute to a better city development by starting a floorball team
for kids and youths in one of the socioeconomic vulnerable areas in Gothenburg (Talent
Manager, Volvo Cars). “I do not want to be in 2021 and think: Have I really done what I can
do to resist this development? The idea started to grow and at the beginning of 2015 I was
thinking, what can I do?” - Talent Manager, Volvo Cars. When the employee returned to Volvo
Cars, he entered a new position as a Talent Manager. He started the journey to convince
executives of the company that Volvo Cars should have a long-term plan for resource and
competence supply. Furthermore, the company also would have the chance to contribute to the
society where individuals who are far outside of the labour market are able to receive job
training at Volvo Cars (Talent Manager, Volvo Cars). According to the Talent Manager (Volvo
Cars), it was necessary to go outside the bubble of Volvo Cars and collaborate with actors from
other sectors; “It is essential to collaborate with actors around you and outside of the
organisation otherwise it will not work. I have also benefited from my internal network as well
as having people who believe in me.” — Talent Manager, Volvo Cars. Thus, Volvo Experience
Programme (VEP) was established, which is Volvo Cars’ job track.

Organisation specific set-up VEP-Production

At the beginning of 2020, the programme started and consists of SFI-education, upper
secondary school courses which also is a requirement to receive employment at Volvo Cars.
“We have certain criteria they need to achieve if they want to participate in the programme”.
— HR Manager, Volvo Cars. Before the job training, all participants have an introduction at
Volvo Cars and throughout the programme participants are provided with a supervisor. The
educational elements are prioritised since the employability of these individuals is a vital part
of VEP-Production. ”We want to provide an opportunity for the participants to move forward
so they are not stuck which again emphasises the importance of upper higher secondary
courses (...) It is important for the individual to not be limited and move forward (...)”. — Talent
Manager, Volvo Cars. Volvo Cars have previously had a similar initiative where education was
overshadowed by filling empty positions within production. This was not in favor of
participants which is the reason for now prioritising education. When participants have
completed the programme, the objective is that Volvo Cars can offer them employment.
However, that is dependent on the economic situation and their demand for new employees
(Talent Manager, Volvo Cars). The organisation is not using any direct validation tools,
however, if trainees manage to handle specific tasks alone in the production they are provided
with a certificate referred to as “Operational license” (Supervisor, Volvo Cars). Job training
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combined with the creation of a social network can lead to employment opportunities at other
companies or Volvo Cars. “I think this type of programme is very good and there are many
parts in Sweden that would benefit from this because it is a good approach where we can let
immigrants enter our society (...)” - Team Leader, Volvo Cars.

Internal adaptation and organising of VEP-Production

The idea of creating a new form of recruitment process emerged from the Talent Manager who
wanted to use the resources available at Volvo Cars in an effective way and at the same time
contribute to a more socially sustainable city development “(...) I know there is talent out there,
but it requires us to create these opportunities”’. — Talent Manager, Volvo Cars. The Talent
Manager pointed out that to make this possible, it was necessary to find a “win-win” solution
where Volvo Cars would benefit from adopting a new labour market integration programme.
Thus, it was important to incorporate VEP-Production within already existing operations in the
production department. To keep production going at the plant in Torslanda, all vacant positions
needed to be filled, and this has previously been done through a flexpool where students are
offered to work in shifts. However, during the day shift, Volvo Cars had problems filling all
empty positions. Hence, VEP-Production was created as an alternative solution. To support the
participants and have a resource that functioned as an operational Project Manager, an internal
employee within Volvo Cars with 20 years of experience was headhunted and has been a
meaningful key actor for the programmes’ continuation (Talent Manager, Volvo Cars). The
implementation of the idea started by having meetings with different departments involved in
VEP-Production, such as the HR department, finance and activity development, and the union
(Talent Manager, Volvo Cars).

“When you are implementing new ideas, which in this case is a programme in a large
organisation, there are those who suggest that they are open towards new ideas while in reality,
they are more traditional. They are not willing to try something new, and especially within a
large organisation, you do not always find people who are willing to take responsibility.
Everyone says no, we do not want to be responsible, but you must be including all the different
units in one way. They need to feel that they are involved in a programme or project for the
implementation to succeed” - Project Manager, Volvo Cars.

As the job training was supposed to take place within production, it was indispensable
to convince Production Managers that this was an acceptable method to recruit. “You are
recruiting thousands of people where not all of them will stay for a variety of reasons, hopefully
you can keep as many as possible and further develop them”. — HR Manager, Volvo Cars. The
job training runs at the C-shop, where the final components of the car are put together
(Observation #3). Participants of VEP-Production are assigned a supervisor and can have their
job training at all the different phases within the C-shop (Supervisor, Volvo Cars). During both
the introduction course and job training at Volvo Cars, participants have wages for the time
they work. Therefore, the programme has not been financially heavy (Talent Manager, Volvo
Cars). The only costs allocated to VEP-Production are the costs for the introduction course and
the salary of the Project Manager (Talent Manager, Volvo Cars). The supervisors are chosen
based on their experience. According to the Project Manager (Volvo Cars) it is vital to develop
the selection process of supervisors more to recruit employees who are engaged and care about
the participants of VEP-Production. “My manager told me, I believe you have an important
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role in taking care of trainees (..)he wanted me to develop within this area. I wanted something
more, and he saw the potential in me as a supervisor” — Supervisor, Volvo Cars.

Apart from the connection to the C-shop it has been a challenge to have a
straightforward communication of what VEP-Production is and what this means for the
organisation. There are no existing communication channels where all employees take their
time to read what is written about the happenings within Volvo Cars. Thus, it has not been easy
to reach employees with the intended message. According to the Talent Manager (Volvo Cars),
the culture at Volvo Cars is still characterised by hierarchy and numerous levels of middle
managers (Talent Manager, Volvo Cars). “There are still many ongoing hierarchical situations
(...) within all activities. Instead, they should put more effort into trusting employees and
finding the right conditions. There are a vast number of challenges in that perspective ’-Talent
Manager, Volvo Cars. For example, there is no apparent connection of the programme to other
departments other than production, and simple tasks can become more significant issues
because middle managers that are not directly involved with VEP-Production have a lack of
knowledge about the programme. There also exists some resistance towards change where
focus should be put on opportunities instead of problems (Talent Manager, Volvo Cars).
However, the Talent Manager (Volvo Cars) points out that when members of the organisation
are adequately informed, the feedback has tended to be positive. However, the lack of
communication creates challenges for long-term anchoring. Furthermore, there are no internal
documents of VEP-Production, and this can become problematic in the future if some of the
key employees leave their position. “There have been things published about VEP (...)
however, documents and structure are currently lacking, which is why I have done things on
my initiative which mean that we have not managed to anchor it properly into the
organisation”. — Talent Manager, Volvo Cars. There are no articulated internal group where
involved employees meet regularly. Thus, the lack of structures affects the internal
collaboration between different departments.

Discussion

When the idea arrives - Translating and adopting the idea

As the idea arrived in each organisation, there have been different and similar interpretations
and translations of the original model where elements have been added, some have faded away,
and some elements have remained the same. The empirical findings suggest four distinctive
differences and similarities regarding the programmes’ setup, shown in table 2; 1) recruitment
process, 2) educational and job training elements, 3) usage of supporting tools, and 4) financial
resources. Volvo Cars are the organisation that is differentiating the most regarding the
translation of the setup. The similarities will be analysed along with the differences to illustrate
that some practices are similar within the organisations.

Firstly, a sign that illustrates the different translations of the model is that Volvo Cars
has been involved in finding suitable participants that match the requirements for being
employed at Volvo Cars. Stricter recruitment requirements are an element that has been added
to their version of the model to increase the chances of participants being employed. Thus,
there has been a local translation where the requirements have been tuned to the local context
and therefore contributed to constructing an employable individual with the suitable prior
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knowledge based on the organisational context (see Diedrich & Styhre, 2013). This translation
can, in turn, increase the long-term employability of participants both internally and externally
(Forrier & Sels, 2003). In the other two case organisations, PES’ officers managed the
recruitment process and selected participants partly based on the requirements from the
employing organisations. The selection was, however, limited to the target group, which are
individuals from the establishment programme. As it was designed in the original model the
selection of participants has been conducted in the same way within the two municipal
companies that share the same majority owner, the City of Gothenburg. Arguably, an element
has partly faded away in the translation process of VEP-Production. There has not been an
additional local translation of the recruitment process within Renova and AB Framtiden (see
Czarniawska & Sevon, 2005). In Renovas’ case, it was a requirement that participants should
have a driving license which could be seen as an attempt to translate the recruitment conditions
to the organisations’ needs. However, as several individuals in the target group were lacking
this prior knowledge, it meant that the demands were too high. Therefore, Renova had to
comply with the original model that was designed to target this specific group. However, in the
long-term, we argue that a positive aspect of including participants lacking a driving license is
an element that increases the employability of foreign-born individuals (see Forrier & Sels,
2003) who usually might hamper access to these trainees and jobs. In other words, the
impossibility to add that element by Renova and the compliance with the original quality, not
demanding a driving license, had a positive effect on a broader recruitment, even if later, new
adjustments were required to make the programme work in Renova, for example expanding
the job track by including driving license courses.

As AB Framtiden was involved in establishing the model together with PES and ARB
Vux, it was decided before the model was adopted that PES would manage the recruitment
process. After implementing the project, it has been decided that AB Framtiden will manage
their recruitment process, which means that a new element has been added by modifying their
recruitment approach to suit their local context (see Waraas & Satagen, 2014). Thus, it can be
said that their translation of the model has been an ongoing process of organisational learning
(see Becker-Ritterspach et al., 2010), which have resulted in AB Framtiden modifying their
version of the recruiting element that now are more aligned with Volvo Cars recruiting
approach.

Secondly, in line with previous research on employability (Diedrich & Styhre, 2013;
Garsten & Jacobsson, 2004; Vesterberg, 2013), our study also finds differences in what
knowledge and competence an individual need to develop to be more employable in each
organisation. In the implementation of the job track method, the employability term has been
translated and re-translated differently as part of the educational elements offered within each
job track. In other words, the translation of employability was always context-dependent in the
organisations (see Diedrich & Styhre, 2013; Garsten & Jacobsson, 2004). For example, VEP-
Production includes upper secondary school courses, which arguably is a local translation of
the original model that mainly focused on SFI and practical education. However, as the
requirements to be employable within Volvo Cars include upper secondary courses, one can
argue that employability has influenced the translation of educational elements within VEP-
Production because it has been included to increase the overall employability of participants
beyond Volvo Cars. Thus, through this translation, VEP-Production aims to increase the
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participants’ chances being employed within other organisations or continuing towards higher-
level studies. That is, in VEP-Production, the participants’ employability, which has previously
been considered as a vague term in part of the literature (Diedrich & Styhre, 2013; Forrier &
Sels, 2003), and in turn has enabled the construction of employable individuals in practice (see
Diedrich & Styhre, 2013). Hence, the abstract term employability has been translated into
something less vague and incorporated within the educational elements of VEP-Production
(see Czarniawska & Sevon, 2005). As stated in table 2, in VEP-Production, participants are
provided with an introduction course and training, which has been re-translated, as a part of the
organisational learning after round one of Volvo Cars’ job track (see Weraas & Satagen, 2014).
Since participants start by only working one day a week, it has been hard to learn all the
different positions within the C-shop, and therefore, two weeks of only job training were added.
Thus, the model was modified to meet the needs of both the organisation and the participants
(see Nicolini, 2010; Waraas & Satagen, 2014), which confirms what Czarniawska and Sevon,
2005 have suggested, that translation is an ongoing process that involves organisational
learning. As mentioned before, a position at Renova requires a truck driving license. Since
most of the selected participants lacked this competence and it was not possible to add it as a
requirement, and this element was included in their educational training. Thus, the education
package within Renova had to be re-translated to suit their local context and increase the
participants’ employability (see Waraas & Satagen, 2014). In job track Renova, the
participants are either job trainees as co-drivers or at recycling stations. Regarding the latter,
our findings suggest that these physical settings were especially useful for the development of
participants' language progression. Language training was materialised into an item that took
the form of vests which said: “talk to me”. In this way, the vest facilitated turning the abstract
model into a practice of language training, nudging visitors to approach participants who could
practice talking Swedish (see Czarniawska, 2009). This confirms previous arguments of
Carling and Richardson (2004) who argue that work training has a better effect on participants
than programmes that solely focus on language training. In Vidlkommen till Framtiden,
however, there was no need to make any additions to the educational component, which seems
to derive from the involvement of AB Framtiden in the design of the model itself. Both Renova
and AB Framtiden have had a similar translation of the educational elements where the focus
has been to construct employable individuals according to their organisations and industries.
Compared to VEP-Production, both Vilkommen till Framtiden and Renova job track are more
of a vocational training programme where the main idea is to employ the participants and,
therefore, prepare them for the vocations within the organisations. On the other hand, Volvo
Cars are both preparing participants for vocations in the production as well as preparing
participants for future studies or employment at other organisations by incorporating upper
secondary education. An interesting finding is that Volvo Cars, a private organisation, has
translated the employability of participants to have an impact beyond its organisations and
contribute to labour market integration. However, to not exclude individuals that might not
have the suitable knowledge for a trainee position at Volvo Cars, the municipal companies are
reaching individuals that might be further away from the labour market.

Thirdly, previous literature has highlighted the usage of validation as a tool to integrate
individuals into the labour market (Andersson & Osman, 2008; Diedrich et al., 2011). This
quality was not, however, an element of the original model. In Renova, validation has been an
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essential element in their job track e.g. providing participants with certificates, creating
structure, and giving a common consensus for the industry (Project manager, Sobona).
Validating the participants through OCN has contributed to a long-term structure where the job
training is consistent regardless of supervisor because of the modules and checklists. Thus, the
validation tool has been added to the original model and is translated in both the practical
training and the education through modules which have shifted from an idea of certifying
participants into a method for evaluation of participants progression that has been endorsed
through checklists that supervisors and teachers are using to validate participants (see
Czarniawska & Sevon, 2005). The end-product of this translation is that participants are
provided with professional certificates, which can be compared to a degree with a particular
profession. We argue that this way of translating validation can contribute to its use in practice
as an inclusion device rather than excluding individuals, as previous research has shown in the
Swedish setting (e.g. Andersson & Osman, 2008; Diedrich, 2013). In AB Framtiden,
specifically Poseidon, validation has also been an essential element within the gardening
profession. AB Framtiden has also adopted OCN, which indicates that the validation method
has travelled between organisational boundaries (see Boxenbaum & Battalania, 2005). The
organisations share a similar view regarding the validation tool, such as it enables a common
consensus for the industries and creates a professional certificate that is accepted. This can be
connected to Andersson & Osman (2008) who argues that validation can redefine knowledge
within professions. In contrast to the other case organisations, Volvo Cars are not using the
language of validating participants. However, all new employees at Volvo Cars are provided
with a certificate referred to as an “operational license”. Thus, we argue that Volvo Cars are
certifying the knowledge of participants before they are allowed to carry out the work tasks
without supervision. Therefore, this element has been included as it is a taken for granted
practice in the context of Volvo Cars (see Czarniawska & Sevon, 2005) and as it serves to
illustrate that participants possess valid knowledge to work within production but it is not
considered a validation tool.

Lastly, there have been variations in how the adoption of the job tracks have been
financed and how resources have been used within the organisations. Our findings suggest that
these aspects have been dependent on the context and resources that the organisations have
available. As shown in Table 2., both Renova and AB Framtiden have received financial
compensation for each participant of their job track from PES which can be a context-
dependent aspect since the municipality of Gothenburg owns both organisations. As Renova
had to include courses for driving license in their job track, they had additional costs for wages
to the participants which was added to cover the costs for a driving license. This was an element
within the translation process that was not planned, which could be seen as an unintended
consequence (see Czarniawska & Sevon 2005; Latour, 1986). It became an obstructing aspect
for the job track Renova because of the progression of participants regarding the driving
license, which led to extensions and unplanned costs. On the contrary, Volvo Cars were not
offered compensation for each participant from PES officers. However, because their job
training had been modified to be an alternative recruitment solution for their flexpool (see
Weraas & Satagen, 2014), the costs of adopting the model have not had the same impact as in
for example, Renova. This is because Volvo Cars’ translation has not disrupted the daily
operations and already existing resources have been used effectively which in turn means that
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the financial compensation from PES has faded away from the original model (see Weraas &
Satagen, 2014). The translation of the model in Volvo Cars has been embedded in the
operations of the C-shop, which, according to Weraas and Satagen (2014), is important when
adopting a new method. Similarly, to Renova and AB Framtiden, Volvo Cars also pays full
wage for the hours that participants are working, which was a given aspect since participants
replaced staff from the flexpool. The additional element of paying wage was seen as a given in
Volvo Cars, while in Renova, it was not an intended additional element but had to be added to
solve the issue of the driving license. As programmes’ implementation progressed within
Renova, this additional element was added, which strengthens the argument that translation is
an ongoing process (Czarniawska & Sevon, 2005). AB Framtiden and Renova have had similar
costs for their job tracks, and both organisations are paying wages to participants. However,
our findings show that Renova is more cost driven, and therefore, the outcomes of their job
tracks have not reached the desirable objective financially. While, in AB Framtiden, despite
also being a municipal corporation, it is more socially driven. For example, one of AB
Framtidens’ main tasks are to be a “constructor of society”, for which there is a much larger
available budget for arranging activities such as job tracks. Therefore, costs have been less
emphasised compared to within Renova.

Actors - influencing the process of shifting the translation of the model

VEP-Production firstly derived from a single employee within Volvo Cars. Since the idea was
initiated, there have been numerous negotiations with executives and different departments to
convince organisational members that this method of a long-term plan for resource and
competence supply should be adopted internally. This can be connected to Paul (2004), who
argues that translation might require negotiations between actors to create a trade-off of the
idea. As the idea originated from the Talent Manager, it had to be brought forward to decision-
making actors within the organisation to obtain allies that would support the adoption of the
idea internally. According to Czarniawska and Sevon (2005), negotiations are a critical step of
the translation process because unknown ideas must be negotiated to become accepted. As the
idea was planted within peoples’ minds, the Talent Manager was able to find allies within his
internal network that supported the idea (see Czarniawska & Sevon, 2005). The job training
takes place at the C-shop, and to spread the idea to this department, it was a necessary action
to include a Project Manager who had 20 years of experience in the production and similar
background as many of the participants. The Project Manager is a well-liked colleague with a
comprehensive social network who supported the purpose of the idea and became a key ally
(see Czarniawska & Sevon, 2005). In turn, the Project Manager was able to spread the idea to
supervisors who have been important actors to stabilise VEP-Production within the C-shop.
This has also been dependent on supervisors’ positive perception of the method, which can
drive the purpose forward. If the perception of the method would have been that it affected the
operation negatively, it could have led to complications when spreading the idea.

Similarly, to Volvo Cars, actors who supported the idea have been an essential element
in Renova. The HR specialist was one of the initiative takers in the early phases sketching
conditions for the job track and this would eventually lead to their close collaboration with
Sobona, who would provide them with validation and the quality assurance method OCN. This
means that the idea was influenced by an external actor who acted as an intermediary (see
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Nicolini, 2010; Latour 1986) and enabled the flow of new knowledge within Renova (see Paul,
2004). When the novel method was anchored above, there was a need to have a full-time Project
Manager who would be involved in the adoption of the model and have a central role to spread
the method across the departments of the organisation, as previous research has also shown
(see Boxenbaum & Battilana, 2005; Sahlin & Wedlin, 2008). Thus, an important ally was
enrolled to realise the adoption of the idea. Both Volvo Cars and Renova have highlighted the
importance of having a Project Manager involved both strategically and operationally and
being close to the participants of each job track. This has enabled the spreading, and the
understanding of the idea in the two case organisations, and as Becker-Ritterspach et al. (2010)
argues that translation work is highly dependent on participating actors. One aspect that stands
out in Renova compared to the other organisations, is that the teacher from one of the
collaborating organisations (ABF Vux) has been a key aspect of the whole programme.
Arguably, the teacher has simplified the adoption by including elements from Renova within
the education. For example, the teacher demonstrated the rules of the Swedish traffic system
and therefore he could be seen as a broker who enabled the flow of knowledge for participants
(see Paul, 2004).

On the contrary, the spreading of the idea within AB Framtiden has not been as
dependent on specific individuals as the other organisations. However, the empirical findings
have highlighted the accommodation developer as an important actor spreading the element of
validation. His previous knowledge of the validation tool resulted in Poseidon enabling their
own version of the model. This is in line with Paul (2004) who argues that knowledge enables
the movement of the idea. To allocate this specific knowledge which came from Poseidon there
was a need to create an internal corporate group. Representatives from each subsidiary were
then able to learn from each other and the method that has been created in Poseidon could
possibly travel internally to the other subsidiaries (see Boxenbaum & Battilana, 2005). One
could argue that the current organisational learning has not been adequately embedded and
actors of the other subsidiaries have been constrained and limited by their institutional setting
(see Becker-Ritterspach et al., 2010). However, the corporate group can be an intermediary that
enables the spread of Poseidons’ version between subsidiaries within the corporate group (see
Nicolini, 2010).

Implications: changes, stabilisation and long-term anchoring within each organisation
AB Framtiden

AB Framtiden has had previous experience of working with similar methods and Czarniawska
and Sevon (2005) argue that an idea must be present in peoples’ minds before it can be adopted.
However, in this case, AB Framtiden has had many similar projects that have become nothing
more than a project that ends after a period, which has created some resistance towards ideas
that are firstly defined as projects. Thus, the idea was given an identity (see Czarniawska &
Sevon, 2005) that organisational members had preconceived perceptions about. In the
beginning, Vilkommen till Framtiden was not positively embraced by all levels within the
corporate group. It was perceived as a huge commitment with no clear project plan or structure
on how to realise the job track. The loose framing of the model can explain the different
translations within Poseidon, Bostadsbolaget and Familjebostdder which is similar to the case
of Andersson et al. (2012) where a new law that was loosely framed led to different translations.
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In Poseidon the model was adopted into existing practices because it was seen as a necessary
action and their history, identity and prior knowledge suited well with the methods of the job
track (see Andersson et al., 2012). On the other hand, in Familjebostédder it was perceived as a
challenge to adopt the model because of their lack of prior knowledge. Collaborating actors
have described a willingness from AB Framtiden to engage in the initiative. However, what
was promised from the beginning has not always been fulfilled, resulting in the model being
ceremonially adopted in, for example, Familjebostdder, where fewer trainee positions have
been offered compared to what was promised, resulting in decoupling from what was initially
agreed between PES and AB Framtiden (see Anderson et al., 2012).

The three companies had different conditions for adopting the method. The translation
of the model has been affected by how many professions that the subsidiaries can offer job
training in since some of the services are outsourced to suppliers. This means that actors who
supported the idea were constrained by their institutional settings (Becker-Ritterspach et al.,
2010; Sahlin & Wedlin, 2008). If a profession did not exist in-house it became necessary to try
to spread the idea outside of the organisational boundaries and involve suppliers through
negotiations which have had mixed results (see also Paul, 2004). As the Planning manager of
AB Framtiden argued, Vilkommen till Framtiden had three rounds before the job track model
was adopted by Renova and Volvo which implies that the latter were provided with more ready
elements from the beginning compared to AB Farmtiden, who was involved in the design of
the model.

Despite the challenges, Vilkommen till framtiden has been finally integrated within
their permanent line operations and therefore, meaning that the job track that started as a project
has been stabilised as an internal social recruitment method (see Czarniawska & Sevon, 2005).
The job track method has developed into a broader and more permanent concept called
“Jobblyftet”. This new translation, or travelled, of the model, represents an ongoing learning
process where they now have a more explicit and standard strategy. It is a bit unclear how
Vilkommen till Framtiden, this is the new Jobblyftet, will be structured in the future. However,
there have been additional modifications to the original model. For example, the corporate
group has decided to target their tenants (see Waeraas & Satagen, 2014).

Renova

The empirical findings have shown that the adoption of the model has had a positive impact on
Renovas’ organisational culture. As Czarniawska and Sevéon (2005) argue, people's perception
about current practices that are taken for granted will not be questioned until changes occur
describing the organisational changes that gradually took place within Renova. From the
beginning, when the job track was adopted there existed resistance towards the programme
from employees which derived partly from the organisational culture that has been described
as relatively conventional and tough where changes were not appreciated. As the programme
progressed it contributed to a gradual change of the perception among organisational members
resulting from having actors for example the project manager who acted as a broker and
participated in constant negotiations (see Paul, 2004) to anchor the idea among employees.
This goes in line with Czarniawska and Sevon (2005) who argue that an idea needs to be
anchored to attract allies. As the idea travelled to the different departments of Renova, it
resulted in changes of attitudes where “influencers” who supported the idea became important

27



allies to decrease resistance (see Nicolini, 2010; Czarniawska & Sevon, 2005). The change of
perception was also a result of participants' engagement. Thus, the job track at Renova has
generated positive internal implications. As an interviewee argued, when the most resistant
employee changes his vacation to help one of the participants to pass the programme, this is a
sign that the job track was on the path to become a taken for granted and normalised practice
(see Czarniawska & Sevon, 2005) that is being gradually embedded in the organisation (see
Weraas, & Nielsen, 2016; Waraas & Satagen, 2014). The structures for their job track have
been clearly documented and supported by validation which means that the idea has been
translated into objects, such as modules for validating participants, powerpoints and documents
that have enabled its’ adoption (see Sahlin & Wedlin, 2008).

However, even if the adoption of the job track has generated positive implications for
Renova, job track Renova will be paused after the second round is completed. This is partly
because of the ongoing pandemic, which has decreased the companys’ demand for new
employees. With that said, if the external factors change and their demand for new employees
increases, the job track might be activated again. Another aspect that has affected the
continuation of the job track is the additional element of driving license courses that had to be
incorporated to the model, which resulted in higher costs than what was expected from the
beginning (see Weraas & Satagen, 2014).

Volvo Cars

An implication of VEP-Production that can negatively affect the long-term anchoring of the
programme is that there have been some problems communicating what VEP-Production is
and its purpose. Currently, there is no communication channel that reaches all employees
within Volvo Cars, which suggests that the actors who carried the idea have been limited by
their institutional setting (Becker-Ritterspach et al., 2010) and by operating in a bureaucratic
organisation. It can also result from the bottom-up approach that constrains the delivery of the
purpose because many times the Talent Manager has had to act upon his own initiatives and
engage in numerous negotiations to both convince but also spread the idea (see Paul, 2004).
The empirical data has illustrated that communication has been a challenge during the adoption.
The lack of knowledge of VEP-Production resulting from communication issues within the
organisation is a sign that the idea of VEP-Production has not travelled through all necessary
departments at this moment (see Czarniawska & Sevon, 2005). The lack of knowledge among,
for example, middle managers can be a result of the idea still being perceived as unfamiliar
(Czarniawska & Sevon, 2005). Therefore, we argue that the idea has to continue its journey to
other departments until it becomes present in peoples’ minds (see Czarniawska & Sevon,
2005). If only involved employees have knowledge about VEP-Production, it can become a
problem to stabilise this novel method within such a large organisation because currently, the
programme is dependent on the key actors of the idea (Sahlin & Wedlin, 2008). What happens
if they quit or change position? Hence, the lack of objects such as documents and clear project
plans or strategies might be an aspect that can negatively influence stabilising VEP-Production
within the organisation because the knowledge of VEP-Production is concentrated towards a
few specific employees. Compared to the other organisations, VEP-Production has not
encountered resistance among organisational members. However, the organisational culture
that is characterised by hierarchy can become an aspect that constrains the transportation of the
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method internally (see Becker-Ritterspach et al., 2010) since changes are not always
appreciated. It is important to highlight that the translation of the original model that has been
realised in Volvo Cars has been adopted into already existing practices where resources have
been used effectively. This implies that the model has been modified and combined with local
practices of Volvo Cars which in turn have been enabled by key actors such as the Talent
Manager and Project Manager (see Boxenbaum & Battalania, 2005). An alternative solution to
Volvo Cars’ flexpool has been created which can be seen as a social innovation where an
external idea has travelled through organisational boundaries into a new organisational context
(see Boxenbaum & Battilana, 2005).

Context - cannot be taken for granted
One of the main results from our study is that the translation that has occurred in each
organisation is highly dependent on the organisational and institutional context. The context
can also provide further insight into the stabilisation of the job track and why it, in some cases,
have been paused or stabilised and included in internal practices. AB Framtiden and Renova
both have the same majority owner which a priori would imply that the organisations will
follow the social and political demands of society. However, our findings illustrate that the
context can never be taken for granted. Despite being a municipal company, issues of social
sustainability such as labour market integration are less connected to the main operations of
Renova, which is rather working with the environmental sustainability of waste management
which is closer to their operations. While, AB Framtiden, who defines itself as a “constructor
of society”, will more likely engage in social sustainability activities and respond to social
demands of society. Thus, AB Framtiden is more influenced by political and societal demands
compared to Renova and therefore more driven by the search for legitimacy, which has also
characterised their translation of the model (see Brunsson, 1994). It is also important to clarify
that AB Framtiden receives, accordingly, more funding from the municipality to engage in
social sustainability activities compared to Renova. Renovas’ adoption of the job track comes,
on the other hand, from the need for new employees led by HR, while the top-down approach
of AB Framtiden is more politically motivated. Thus, an interesting aspect from our study has
been identified. This illustrates that despite being a municipal owned company (which, as a
public organisation, one would expect to be driven by societal and political demands), Renova
is paradoxically steered by a technical/economic rationale of not “wasting” public taxes in
activities that are not financially sustainable, even if they would be in the long-term. This
relates to Brunssons’ ideas of institutional confusion and how public organisations develop
accounts typical of the private and vice versa (Brunsson, 1994. Even if around 62 per cent of
the participants received employment, Renovas' search for efficiency overshadowed the
legitimacy that could be received through contribution to society (Meyer & Rowan, 1977).
Drawing from the assumption that Volvo Cars as a private MNC is driven by a technical
and efficiency seeking rationale (see Meyer & Rowan, 1977) it might come as a contradiction
that the organisation is involved with a local labour market integration initiative. And even
more, its translation process has been more involved in including further qualities that improve
the participants’ employability or in willing to pay full wages without financial compensation
from PES, just as an example compared to other two municipal companies. However, as
Brunsson (1994) argues, organisations pick out appealing elements from other institutions and
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add these new features into their organisations. This can imply that Volvo Cars also have added
a social sustainability rationale where they want to contribute to society and, through this,
receive legitimacy from their institutional context (see Meyer and Rowan, 1977). It can also be
explained through the connection of Volvo Cars to the city of Gothenburg as a large influential
local actor, where this cooperation is a part of the local Gothenburg identity, introducing in this
way strong societal demands. This explains how the Talent Manager has played an essential
role in adding features from other institutional contexts. We argue that the talent manager is at
the periphery of the organisation and has the mandate to work with these questions. These
findings also mirror how contemporary organisations take inspiration from other institutional
contexts and usually include and borrow new features in their organisational context
traditionally belonging to other sectors (Brunsson, 1994).

Conclusion

The study aimed to examine how different organisations have adopted a novel labour market
integration method into internal practices and the influence of the institutional context in the
translation process. The first research question was: How do organisations within different
contexts adopt a novel labour market integration method into their internal practices? Our
findings suggest that the model has been adapted locally within each case organisation where
some of the elements of the original model have been added, and some have faded away. This
illustrates that translation is an ongoing process of organisational learning confirming what has
been argued by Czarniawska and Sevon (2005). As shown in table 2., four distinctive
differences and similarities have been identified within the setup of each job track; /)
recruitment process, 2) educational and job training elements, 3) usage of supporting tools,
and 4) financial resources. The translations in each organisation have shown that Volvo Cars
have had a more local translation where elements of the model have either faded away or been
added and combined with internal practices. Renova and AB Framtiden have had a more
similar translation of the model where both organisations have added similar elements within
their translation, for example validation. Previous literature has criticised the usage of
validation tools for being used as a dividing practice and resulting in both inclusion and
exclusion of individuals (Andersson & Osman, 2008; Diedrich, 2013). However, based on our
empirical results we suggest that validation tools combined with other methods can be an
including device instead of excluding individuals from the labour market. Once individuals’
knowledge is validated, they can be provided with certificates and increase their chances of
being employable. Thus, it is suggested from our study that validation is tied to employability
which has been translated into for example, checklists through the use of the validation method
OCN.

The second question was: What are the implications of the adoption of the novel
method? Our findings show that the adoption of the method has had different implications for
each organisation, which influences stabilising the method as an internal practice. In Renovas’
case, the adoption of the model resulted in positive changes of their organisational culture.
However, a decreasing demand for employees and high costs allocated to the project
constrained the stabilisation of the job track to become an internal practice. In AB Framtiden,
there have been different translations within each subsidiary, which have led to the method
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either being adopted early into existing practices or becoming decoupled from the organisation
(see Andersson et al., 2012). Moreover, the job track method has been translated into a
permanent concept called “Jobblyftet”. Regarding Volvo Cars, there has been an issue of
spreading VEP-Production to other departments and currently the method is dependent on key
actors. On the other hand, we argue that VEP-Production have been localised in their translation
where the method has provided an alternative solution for the flexpool and gradually become
embedded within internal practices (see Boxenbaum & Battilana, 2005).

Our study strengthens previous straits of research, concluding how the institutional
context may never be taken for granted. The municipal owned company Renova could be
apparently perceived as an organisation responding to social demands and operating similarly
as AB Framtiden which also is a municipal company. However, they are rather
technically/economically driven (see Meyer & Rowan, 1977). Another clear example is the
MNC, Volvo Cars which is a private company but motivated by contributing to society through
one single employee who has taken inspiration from other institutional contexts. The
organisation has, in this way, combined both the search for legitimacy and efficiency in their
translation of the model; which are in line with Brunssons’ work (1994), who argues that
organisations might add features from other institutional contexts and result in apparent
institutional confusion.

Theoretical implications and future research

Our study contributes to the concept of translation in organisational studies by providing an
insight on how the institutional context influences the translation process of an idea into locally
adopted methods. We argue that the institutional context cannot be taken for granted and there
might be features in a public organisation that comes from another institutional context that
influences the translation. Furthermore, our findings also contribute to the field of labour
market integration by showing how validation can be used as a device of including individuals
when used in combination with other methods. Practical implications from our study suggest
that collaboration between different sectors within the field of labour market integration
contributes to the development of practices within Sweden which supports assumptions of
previous literature. Therefore, we argue that an even closer collaboration and communication
between involved employers of job tracks can enable improvements of the labour market
integration method. At last, further research on this topic is necessary to understand how
organisations, both public and private are influenced by their institutional context adopting a
novel method of labour market integration as the practice continues to travel to other
organisations.
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