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Executive Summary 

Several companies are hiring people with Autism Spectrum Disorder (ASD), who are often people with 

behavioral atypicalities in social interaction and communication. Those companies declare that some 

people with ASD are the talents that they need in their companies and that they are showing outstanding 

performances. In order to integrate people with ASD into their workforce, those companies are investing 

resources in dedicated programs (dandelion management models).  

This thesis explores characteristics (such as managerial and operational implications, investments and 

benefits) of dandelion management models implemented in different countries.  Furthermore, it explores 

how different national cultures can affect the implementation of dandelion management models.  

Through its exploration, this thesis provides concrete knowledge to managers, so they can consider 

opportunities and implications associated with dandelion management models. Moreover, knowledge 

about the influence of national cultures can help managers to adapt dandelion management models to 

the specific geographical context of their companies.  

To develop the research process, this thesis adopted a multiple-case study strategy - studying five real 

cases of dandelion management models across Australia, Spain and USA - and a combination of different 

qualitative data sources. Methods ensure credibility of the findings. 

Findings suggest that dandelion management models are aligned with company’s business, performance 

goals and strategy. Therefore, they require and imply that senior management is committed and reflects 

about how to adapt job vacancies to talents and needs of new employees with ASD. 

Main investments associated with dandelion management models are for example in the recruitment and 

selection process, and in a thorough assessment of the skills of people with ASD.  

Dandelion management models usually combine job training and social skills training for employees with 

ASD, together with team building activities and training for supervisors and co-workers. 

Benefits identified are often in terms of higher productivity, lower churn rate, acquisition of talented 

employees, customer satisfaction, team engagement, better communication, increase of company of 

morale. 

Cultures characterized by strong hierarchies and resistance to change are found to hinder dandelion 

management models.  
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Chapter 1 

1. INTRODUCTION 

Why should companies such as SAP and Hewlett-Packard hire pools of people on the autism spectrum 

and invest resources for accommodating their special needs? 

Autism Spectrum Disorder (ASD) is a complex neurodevelopmental disorder characterised by behavioral 

atypicalities in social interactions and communication, as well as repetitive and stereotyped interests and 

behaviors (American Psychiatric Association, 2013). However, approximately 20–25% of people with ASD 

have average intelligence levels and are capable of maintaining competitive employment (Howlin et al., 

2005). Furthermore, extensive research indicates that some individuals with ASD have unique perceptual 

and attentional characteristics as evidenced by superiority (e.g. in terms of accuracy and speed) in visual 

processing and visual search (Dakin and Frith 2005; Simmons et al. 2009; Kemner et al. 2004). 

Actually, there is discussion about how to consider autism, whether a disability that needs to be cured, or 

a neurological difference inseparable from identity, which shapes the way autistic people think, and which 

can be celebrated and trained (Kapp et al, 2012; Jaarsma & Welin, 2012; Ortega, 2009).  

Some employers increasingly are hiring people on the autism spectrum as they decided to look at how 

autism can be an asset in the workplace, a valuable difference, rather than a deficiency (Wang, 2014 – in 

news media). This phenomenon may also be associated to an increasing discussion in the business world 

about embracing and promoting diversity – of gender, culture, race –  as well as diversity of thinking or 

diversity in ability (Jones & Trop, 2015 – in news media; Forbes Insights, 2014; Deloitte, 2013).  

Hiring people on the autism spectrum requires a certain understanding of ASD, because it calls for specific 

accommodations, such as changes in the way information is exchanged with them. Thus, there are 

companies who are developing specific initiatives and human resource practices, often gathered in 

dedicated programs, in order to include people with ASD into their workforce (United Nations Web TV, 

2015 – in news media).  

For example, SAP started a program called “Autism at Work” in 2012. The program is focused on 

employing people on the autism spectrum for several jobs, such as software testers, business analysts or 

graphic designers. The program includes investments in mentorship and training for the autistic 

employees, as well as training for managers and co-workers (Sap.com, n.d. – in news media). 
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Often companies look for collaborations in order to implement programs for integrating autistic people 

into the workforce. For example, SAP is launching its “Autism at Work” program together with 

Specialisterne, which is an international company expert in offering support for the selection and training 

of employees with ASD as well as training for managers. Thanks to the partnership, SAP aims to have up 

to 1% of its global workforce (about 650 people) composed by employees with autism by 2020 (Wang, 

2014 – in news media).  Another example is the mortgage lender company Freddie Mac, which is 

collaborating with The Autistic Self Advocacy Network (ASAN) in the United States to offer career-track 

internships to college graduates with autism since 2012, including in IT, finance and research (United 

Nations Web TV, 2015 – in news media).    

Companies hiring people on the autism spectrum often remarks that they are not hiring them for charity, 

but because it makes sense for the business. Their autistic employees are outstanding performers; 

programs for them are bringing profits and solving issues (United Nations Web TV, 2015 – in news media).  

For example, ULTRA Testing is a New York based for-profit company offering high quality software testing 

services, and its testers are all individuals with ASD. ULTRA Testing present itself as evidence of the 

exceptional skills of people on the autism spectrum. ULTRA Testing cofounder R. Anandan declared that 

his company increases its client’s bug detection from the 20% up to the 56% compared to competitors 

(United Nations Web TV, 2015 – in news media).   

The international consulting company Oliver Wyman hired a pool of employees with autism in their New 

York offices, employing them on a range of specific jobs within data management and proof reading. The 

company’s chief operating officer J. Badman declared that the new employees spent three months to 

achieve results that usually required over one year to be achieved. Oliver Wyman is currently planning to 

replicate this program in other offices (United Nations Web TV, 2015 – in news media).  

Walgreens, a US drugstore chain, employs a high number of individuals with autism and other disabilities 

at a distribution center in Anderson, South Carolina, since 2007. The pilot program in Anderson had such 

strong results that the facility turned out to be the company’s most productive and Walgreens expanded 

the model to other distribution centers (Smialek, 2013 – in news media) 

Hewlett-Packard is another corporation declaring that it is successfully employing people on the autism 

spectrum. While other corporations such as Microsoft and Ernst & Young are currently launching similar 

initiatives (McGregor, 2015 – in news media; United Nations Web TV, 2015 – in news media).  
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1.1 The Dandelion Principle 

Austin (n.d.) is currently studying how management and human resource practices are changing to adapt 

to people who are very talented, but sometimes difficult to manage, such as people with autism.  

This particular approach to management is defined as “Dandelion Management” or management 

according to the “Dandelion Principle” (Austin & Sonne, 2014; Austin, n.d.). The definition reminds that 

people on the autism spectrum have often been considered like weeds, as the dandelion is usually 

considered, because they did not fit into standard job categories. However, like the dandelion, which can 

also be used as powerful drug, when companies such as Specialisterne or SAP designed contexts that were 

aligned with tendencies and abilities of people with ASD, “the people who did not fit elsewhere were able 

to bring a lot of value” (Austin & Sonne, 2014).  

Austin & Sonne (2014) highlight that dandelion management is promoting a different approach to how 

managers and HR professionals are commonly managing employees.  Traditional HR practices usually start 

with fixed strategies. Job requirements are derived from the strategies and then people are hired and 

trained in order to fit those requirements. Differently, according to the dandelion principle, management 

should be more focused on finding a balance between requirements imposed by the strategy and those 

differences and unique personal traits that employees can bring. “The dandelion principle calls for people 

with potentially differentiating skills and talents, assessing their skills carefully so you understand them, 

organizing the work context around this people to maximize their ability to create value” (e.g. providing 

short-term jobs and projects assuming that these will evolve; providing accommodations and tailored 

training) “and developing their inherent talents to enlarge the potential for future unanticipated forms of 

value creation” (Austin & Sonne, 2014; Austin, n.d). 

 

1.2 Aims of this thesis 

The first aim of this thesis is to contribute to the first exploratory phase of Austin (n.d.)’s research, which 

studies dandelion management aimed at people with ASD in all its forms and contexts, its applications 

and implications for management as well as for academic research. Indeed, there is no scientific 

knowledge that describes this new phenomenon (Austin, n.d). Austin (n.d.)’s research aims at providing 

concrete models and bundles of practices – together with their costs and their possible challenges – along 

with the benefits that can be associated to dandelion management models.  
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In order to contribute to the first exploratory phase, this thesis aims at exploring and discovering 

categories (characteristics), such as managerial and operational implications, investments and benefits, 

associated to dandelion management models and generating credible theories (applicable to all dandelion 

management models). In this phase, there is no intention to measure the cost or the value of investments 

and benefits, but this thesis’ aim is mainly to identify and describe the highest number of categories. 

Indeed, once relevant categories will be identified, they will help the second phase of Austin (n.d.)’s 

research, which will focus on measuring their frequency, value and correlations.  

Notice that in this thesis the term ‘dandelion management model’ or ‘dandelion management program’ 

will be used to define all those programs along with bundles of human resource practices, focused on 

accommodating, integrating, maybe empowering people with ASD into the workforce. Eventually, it is 

necessary to point out that the terms “people on the (autism) spectrum”, “people with ASD” or “autistic 

people” will all be used to refer to the same population of people with Autism Spectrum Disorders. 

The second aim of this thesis is to offer to managers and to human resource professionals an overview of 

the opportunities and benefits associated with dandelion management models, together with an 

overview of concrete practices, investments, managerial and operational implications that could be taken 

to develop those models.  

To achieve this aim, this thesis will use real case studies in order to offer empirical evidence of the 

suggested models, opportunities and implications. Furthermore, this thesis will take into account that 

contextual variables play a fundamental role when managers and human resource professionals decide 

to develop any program into their company (Mendoca & Kanungo, 1994). Therefore, this thesis will also 

consider how contextual variables can affect the implementation of dandelion management models. 

Thus, this thesis could provide better suggestions related to the concrete implementation of dandelion 

management models.  

The third and last aim of this thesis is to cover gaps in the academic research. Indeed, exploring dandelion 

management models could contribute to fill research gaps in the field of Human Resource Management 

(and specifically in managing differently abled employees) and in the field of Diversity Management. 

  

Paragraph 1.5 will further explain why the topic of this thesis is relevant for business professionals and for 

covering gaps of academic research.  
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1.3 Research question 

According with the thesis’ aims the RESEARCH QUESTION has been formulated as follows:  

What are the characteristics of dandelion management models   

existing across different national contexts 

and how can the national context affect their implementation? 

This thesis’ research question has two focuses. On one hand, it aims at exploring relevant characteristics 

(managerial and operational implications, investments and benefits) associated with dandelion 

management models (focus 1). On the other hand, it aims at identifying how national context, referring 

specifically to national cultural values, can affect the implementation of dandelion management models 

(focus 2). Therefore, in order to develop the research process of this thesis, the research questions has 

been broken down as follows: 

Focus 1: “Organizational focus” 

 Working Question 1: What are the managerial and operational implications of dandelion 

management models? 

 Working Question 2: What are the investments and benefits associated to dandelion management 

models? 

Focus 2: Focus on national cultural implications: 

 Working Question 3: How national cultural values can affect the implementation of dandelion 

management models? For example, how national cultural values can facilitate or hinder the 

integration of people on the autism spectrum into the workforce of those companies that are 

implementing dandelion management models? 

1.3.1 Terminology 

Notice that, this thesis will consider as managerial and operational implications the way roles, power and 

responsibilities are assigned, controlled and coordinated. For example, taking into account who are the 

stakeholders within and around the dandelion model and what kind of roles they have. 

When using the term investments (or “investment categories”) this thesis will refer to the following: 

 Practices (e.g. training, mentoring) associated to dandelion management models, which have a 

certain cost for the organizations  
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 Challenges (e.g. difficulties in dealing with social agencies or other stakeholders) which can be 

associated with certain costs and efforts (for instance, in terms of time spent to solve the challenge) 

for the organizations implementing dandelion management models. 

Benefits (or “benefit categories”) will be considered as any kind of benefit that has a positive economic 

impact for the company that is implementing a dandelion management program. For example, benefits 

could be higher productivity, lower churn rate (that results in savings, as there is no need to spend money 

to recruit other employees), higher employee engagement (that could result in higher team’s 

productivity). 

National cultural values can be associated to patterned ways of thinking, feeling and reacting shared by 

the members of a society. They will be thoroughly defined in the literature review (paragraph 2.4). 

1.3.2 Background knowledge 

The problem stated in this thesis’ research question can be deeply understood thanks to relevant 

knowledge from the fields of International Management and International Marketing. Indeed, the 

research question calls for exploring how companies are implementing dandelion management models in 

different countries, and, for example, how they are engaging their stakeholders, in order to understand 

how other companies could apply those models in their particular context. Therefore, knowledge from 

courses such as Foundations of Strategy (KAN-CIMMO1073U), International Management (KAN-

CIMMO10074E), International Business and Strategy (KAN-CIMMO1067U) and Perspectives in Marketing 

and Marketing Research (KAN-CIMMO1015U) have been the basis to develop the whole research.  

 

1.4 Delimitations  

This thesis will have a specific business perspective. Thus, dandelion management models will be studied 

for providing an overview of a phenomenon that could provide value to businesses and especially for-

profit companies. Therefore, this thesis will not study specifically how dandelion management models 

could affect people on the autism spectrum or the society.  

Eventually, another delimitation concerns the study of how dandelion management models can be 

affected by the national context. In the working question 3 it was clarified that only national cultural values 

will be considered as possible variables affecting the implementation of dandelion management models. 

This choice was made for simplification and as a starting point for considering contextual variables. 
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Indeed, many other contextual variables could have been considered, but the research would have been 

too complex. Therefore, contextual variables such as national laws and regulations or organizational 

culture will not be included in the research process.  

  

1.5  Why is this thesis relevant for managers and scholars 

Recently Manpower Group, a human resources consultancy, has published its 10th annual talent shortage 

survey (Manpower, 2015) where the 38% of 41,700 employers in 42 countries reported difficulty in filling 

jobs. Lack of available applicants with the required competences and lack of technical competences are 

the two main struggles that hiring managers claim to face when looking for employees.  

What about the economic impact of the skills gap? Employers report that having skills shortages generate 

a medium (34%) to high (20%) economic impact on their businesses. For example, employers claim that 

the skills gap reduced their ability to serve their clients and it reduced their competitiveness and 

productivity (Manpower, 2015).  

The issue of the skills gap is challenging business professionals and human resource professionals, calling 

for specific and different strategies for recruiting and retaining employees. As a consequence, the global 

issue of skills shortages is actually creating opportunities for untapped talent pools. Indeed, tapping into 

different labour pools has been among the three most widely-used strategies for addressing talent 

shortages at a global level in the last years (Manpower, 2015; Manpower, 2014; Manpower, 2013). Thus, 

it can be argued that there is a business need associated with the skills gap and that companies are taking 

actions to face it. However, the untapped talent pools considered by employers are women, older 

workers, young generations or military veterans (Manpower 2015; Manpower 2014; Manpower, 2013), 

while people with disabilities (including people with ASD) do not appear as a priority among the untapped 

talent pools (Manpower 2015; Manpower 2014; Manpower, 2013; Lengnick-Hall et al., 2008, p.258).  

However, often the exclusion from the workforce of people with disabilities and specifically of people on 

the autism spectrum is not related to their ability of performing their work. Indeed, despite their low 

employment rate and their lower salaries, people with disabilities do not result performing below the 

average employee, and evidence shows them performing as well as the average employee or above the 

average (Lengnick-Hall et al., 2008). Similarly, despite having unique talents and abilities and high 

academic degrees, some people on the autism spectrum have difficulties in finding and maintaining paid 

employment because of lack of tolerance of their atypical behavior, because of their difficulties in 

communication or because of prejudice (Richards, 2012; Bliss and Edmonds, 2008; Hagner & Cooney, 
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2005; Hillier et al., 2007; Mawhood & Howlin, 1999). Sometimes people with ASD are not hired because 

there is no clear knowledge of the appropriate accommodations for them or because external support is 

hard to find (Richards, 2012; Palmen et al., 2010; Bliss and Edmonds, 2008; Lattimore et al., 2006).  Thus 

it could be argued that people on the spectrum can represent an untapped talent pool that companies 

have not been able to recognize, or that companies have no clear knowledge about how to accommodate. 

While business is lacking tools and knowledge, several scholars claim that literature is not providing the 

knowledge that managers and human resource professionals would need to develop practices to integrate 

and recognise the talent of people with disabilities and people with ASD (Schur et al.,2014; Richards, 2012; 

Lengnick-Hall et al., 2008). In particular, some authors claim that there is little research examining the 

costs and the benefits associated with hiring and accommodating people with disabilities (Schur et al., 

2014; Hernandez & McDonald, 2010) or costs associated with hiring people with ASD (Cimera & Cowan, 

2009; Järbrink et al., 2007). Other authors state that there is lack of information about experiences of 

people on the autism spectrum into the workplace and about those practices for managing and integrating 

them (Griffith et al., 2012).  

Therefore, studying dandelion management models in this thesis could provide help both to professionals 

in business and in human resources, and to the academic environment. Indeed, exploring how real 

businesses are implementing their dandelion models in their national context, describing their 

investments and benefits, could help other companies to recognize why and how could be convenient to 

reach out to the untapped talent pool of people on the spectrum. On the other hand, research gaps within 

the field of human resource management and human resource practices could be filled with relevant 

knowledge, as this thesis will adopt a clear methodology that could generate credible theories. 

 

 

It should be acknowledged that the business world is starting to show attention to differently abled people 

when planning diversity management strategies (Forbes Insights, 2011). Similarly to dandelion 

management models, diversity management includes strategies and practices aiming at integrating and 

empowering minorities into the workforce (Forbes Insights, 2011; Werner & DeSimone, 2006). Diversity 

management resulted to be one of the main concern for companies around the world in these last years 

(PWC, 2015, p. 28-33; Bersin by Deloitte, 2014; McKinsey&Company, 2015). For example, a Deloitte 2014 

report (Bersin by Deloitte, 2014) reveals that having a diverse workforce is a priority for the 71% of 

respondents interviewed across 245 organizations (56 of which are multinational companies). Thus, it 
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seems that there is a business need and benefit associated with diversity. Indeed, managers and scholars 

agree that there is better business performance thanks to diversity (McKinsey&Company, 2015), in 

particular if diversity is well managed (Jayne & Dipboye, 2004). 

However, companies are still struggling because they do not know how effectively manage a diverse 

workforce (Jayne & Dipboye, 2004). Many managers claim that their diversity and inclusion plans lack of 

funding and of clear strategies and CEOs as well as top managers are not involved enough (Bersin by 

Deloitte, 2014).  

Scholars claim lack of empirical evidences and of research on diversity programs (Kulik, 2014; Pitts & Wise, 

2010; Kulik & Robertson, 2008a) and this lack is an obstacle for HR practitioners when trying to involve 

CEOs and top management into diversity programs (Kulik, 2014). Research in diversity management is 

more focused on single and popular practices rather than on bundle of practices or entire programs (Kulik, 

2014; Jonsen et al, 2011). Kulik (2014) claims that literature in the field of diversity management should 

work more “above the line”, which means asking to employers about diversity programs that they offer 

and examining the impact of this programs on employees and organizational outcomes. Therefore, this 

thesis, which aims at collecting information about the whole structure of dandelion management models, 

and how managers are actually integrating the minority of people with ASD in their workforce, would help 

in filling a research gap in the field of diversity management. Furthermore, it will also help businesses to 

understand how to implement dandelion management programs. 

Eventually, researchers state that diversity management is not very diverse in terms of geographical 

context and that it is dominated by US-centric research (Jonsen, Maznevski & Schneider, 2011). Different 

values across societies may influence how diversity is defined and how diversity management programs 

are justified and implemented (Jonsen, Maznevski & Schneider, 2011). Indeed, many global diversity 

initiatives promoted by US companies have failed outside the US (Nishii and Özbilgin, 2007). Hence, this 

thesis, which will explore how national cultural values can affect the implementation of dandelion 

management programs operating in different countries, would contribute to fill the lack of geographical 

diversity within the literature of diversity management.  
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Chapter 2 

2. LITERATURE REVIEW 

This chapter will introduce relevant literature that could answer the three working questions of this thesis. 

In particular, this chapter will use the literature to develop expectations about managerial and 

operational implications, investment and benefit categories, and about national cultural implications that 

could characterize dandelion management models. The expectations built through this literature review 

will be the basis for building the process of data collection. Thereafter, this literature review will be used 

to discuss findings that will emerge from the data analysis.  

It is necessary to point out that ‘Dandelion management model’ (or program) is a definition that this thesis 

is adopting to indicate a phenomenon that has no definition yet. Therefore, when formulating 

expectations for this literature review it was chosen to combine literature from different fields of study. 

In particular, this chapter combines relevant literature from human research management, and 

specifically in managing disabilities, and diversity management with literature that studies autism. 

 

2.1 Expectations related to possible managerial and operational implications 

When planning an organizational intervention, such as diversity programs or programs for integrating 

people with disabilities into the workforce, senior management commitment should be expected and it 

is recommended for the success of the intervention (Jayne & Dipboye, 2004; Klimoski & Donahue, 2001). 

This commitment should entail alignment with the company strategy together with a clarification of key 

performance indicators that could show how that intervention or human resource program would 

contribute to the generation of value of the company (Werner & DeSimone, 2006). For example, in case 

of diversity programs, line management should own the diversity strategy and hold senior management 

accountable (Jayne & Dipboye, 2004). Therefore, it could be expected that dandelion management 

program will imply to be strictly associated to the company’s business and its strategy, because many 

companies implementing those models highlight that they are integrating people on the autism spectrum 

for business reasons and for increasing their value creation, not for charity (United Nations Web TV, 2015 

– in news media). 
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According to Klimoshi & Donahue (1997), when developing organizational interventions aiming at 

integrating people with disabilities into an organization, coordinated efforts of several parties or 

stakeholders are fundamental. The authors argue that, when planning a whole strategy for integrating 

people with disabilities, managers and HR professionals need to identify relevant stakeholders and involve 

them in their plans and programs. On one hand, it is necessary to involve stakeholders inside the 

organization. Klimoshi & Donahue (1997) emphasize the importance of involving top management and 

line management. At the same time, the author mention also the importance of involving supervisors 

and immediate co-workers of the employees with disabilities, because their own work success is linked 

to the worker with a disability on a regular basis and they have a keen interest in the reliability and success 

of the worker. To the extent that their needs are frustrated, it might be hard for the disabled worker to 

integrate in the work environment.  

On the other hand, Klimoshi & Donahue (1997) emphasize the importance of building a network of 

stakeholders outside the organization. For example, social service agencies and therapists have a role to 

play in order to help the integration of people with disabilities. In particular, these groups are in a position 

to support, train or advocate for people with disabilities (Klimoshi & Donahue, 1997).  

Customers are other fundamental stakeholders. Public stereotypes and biases relative to people with 

disabilities will be relevant to predicting the kind of demands, expectations, and pressures on such 

workers with disabilities who have regular contact with customers. Thus, for instance, customers should 

probably be reassured about service quality standards. (Klimoshi & Donahue, 1997).  

Lastly, an organization interested in retaining employees with disabilities may want to coordinate efforts 

also with family members (Klimoshi & Donahue, 1997). Skills and attitudes towards work and working can 

actually be influenced by family members (Tenbrunsel, Brett et al., 1995; Kelly & Lambert, 1992).  

 

To conclude, it could be argued that dandelion management models should be expected to involve a 

certain network of internal and external stakeholders. In particular, stakeholders could be expected to be 

the ones that are typical in the business of the company and the ones that are typical in the environment 

of people on the autism spectrum and people and/or organizations that advocate, assist or represent 

them.  
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2.2 Expectations of possible investment categories 

 Investments in Recruitment and Selection systems 

In order to attract a diverse workforce, companies and their human resource managers use specific 

recruiting practices, to target specific groups or minorities that they aim to attract (Jayne & Dipboye, 

2004). Common practices in recruitment for diversity include (a) employee referral programs, (b) diverse 

recruiting teams, (c) internship programs and sponsored scholarships, (d) job posting and advertising 

initiatives targeting specific groups, (e) recruiting efforts targeting universities with diverse student bodies 

(Jayne & Dipboye, 2004). It is necessary to take into account that the previous practices should be adapted 

and imagined in the context of dandelion management programs and of their aim of integrating people 

with ASD. For example, it can be expected that organizations would try to identify partners that could help 

them to reach out to people on the autism spectrum.  

Selection is the process of interviewing and evaluating candidates for a specific job, and selecting the 

individual for employment (Ryan, et al., 1999). Selection procedures are one reason of exclusion from the 

workplace for people with ASD (Richards, 2012; Muller, et al. 2003). As a result of their communication 

limitations, people with ASD often struggle during the initial stages of the job search, such as creating a 

resume which highlights their specific skills and experiences, contacting potential employers by phone, or 

saying the ‘‘right’’ things during an interview (Muller et al., 2003).  

There are selection procedures that may not be appropriate to evaluate the skills of people with ASD. For 

instance, selection procedures such as competence based interviews and personality testing. Indeed, 

people with ASD may have difficulties in replying to abstract questions, which are typical in competence 

based interviews (Richards, 2012). Job interviewing itself may not be very effective in assessing autistic 

people’s competences, as it requires social skills that may be difficult for many individuals with ASD 

(Richards, 2012). An accurate and truthful skills’ assessment, conducted with appropriate techniques, is 

actually fundamental for identifying job positions suitable for people on the spectrum (Gal, Landes & Katz, 

2015; Vogeley, Kirchner et al., 2013). Indeed, often some people on the spectrum end up working in 

positions that do not meet their cognitive capacities and with a low degree of responsibility, because their 

social communicative deficits are misunderstood as intellectual deficits (Vogeley, Kirchner et al., 2013). 

Vogeley, Kirchner et al. (2013) suggests that it should be necessary to assess autistic people’s skills and 

including a neuropsychological profile, which should contain specific workplace’s needs (e.g. sensory 

hypersensitivity), individual talents and affinities.  
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 Investments in awareness training and other initiatives aiming at rising awareness  

Exclusion of people with ASD from the work place is often associated to general lack of managerial and 

collegial tolerance for individual idiosyncrasies (Richards, 2012). More autism awareness training among 

employees and co-workers would be helpful and should be expected when trying to integrate people with 

ASD into the work environment(Vogeley, Kirchner et al., 2013).. People with ASD would then be less likely 

to be labelled as ‘difficult’ or have their support needs dismissed as unimportant or not genuine, and 

greater awareness would encourage employers to provide a caring and supportive work environment 

(Griffith et al., 2011; Vogeley, Kirchner et al., 2013). More in general, training interventions aiming at 

tearing down stereotypes and prejudices are useful in improving the quality of treatment received by 

people with disabilities (Klimoski & Donahue, 1997; Perry & Apostal, 1986). 

Training to colleagues and superiors of autistic employees should comprise knowledge about ASD 

diagnostic criteria, including peculiarities in communication and social interaction (Vogeley, Kirchner et 

al., 2013). In addition, possible ways of successful interactions should be trained, such as expressing needs 

explicitly and verbally rather than through subtle nonverbal cues, which are likely to be missed by autistic 

people (Vogeley, Kirchner et al., 2013). 

Awareness training interventions should not only be addressed to the employees and co-workers, but 

they should also be offered to customers. For example, pilot programs and demonstration projects in 

collaboration with advocacy groups can all serve to reorient or revise customer thinking relative to what 

a person with a particular disability can do in the workplace (Klimoski & Donahue, 1997).  

 

 Investments in Performance Management Systems 

In order to meet the needs of a worker with a disability and to clarify his or her duties, it is relevant to 

establish explicit performance expectations, clear performance standards, consistent applications of 

these standards across workers, and a regular and timely performance feedback (Klimoski & Donahue, 

1997; Jones, 1997).  

 

 Investing in Team Building and Team Involvement 

Team building and team involvement are practices commonly used in diversity programs (Jayne & 

Dipboye, 2004) and also recommended when trying to integrate people with disabilities into the 

workforce (Klimoski & Donahue, 1997). There can be many different approaches to team building 
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activities. What they have in common is the presence of a facilitator to surface problematic interpersonal 

issues and then arranging for the group to reach mutually agreed solutions. Team building practices may 

also use team member’s active participation to identify working arrangements, rules or norms(Klimoski & 

Donahue, 1997). For example, when a person with special needs is integrated in a team, it is 

recommended that that team is involved in decisions of workplace accommodations. If managed well, not 

only the process would promote acceptance and enthusiasm, but also new, additional or contingent forms 

of accommodation might be identified as a result, and made available to the disabled worker to the 

benefit of all parties (Klimoski & Donahue, 1997). 

Team working activities may also be seen as a form of socially-oriented aspect of work, that management 

use to foster social activities among workers, and that may be considered as a possible area of 

intervention for integrating people with ASD (Richards, 2012). Indeed, interventions to help social 

interactions of autistic employees may be necessary because people with ASD have difficulties in engaging 

socially (Richards, 2012).   

 Providing a supervisor and/or a job coach, and providing training for the supervisor 

HR specialists should establish a supervisor who could be a mentor for the employee with disability. The 

supervisor should be responsible for promoting a “micro-climate” in the work unit that is tolerant and 

supportive of the needs of the person with disability. For example, the supervisor should buffer or mediate 

possible conflict situations if they arise in the work group. Supervisor’s own actions should also act as 

behavioral model for the other team members (Klimoski & Donahue, 1997). Therefore, from the HR 

perspective, HR specialists should assure that supervisors are selected, trained, and rewarded for their 

effective portrayal of the right behaviors (Klimoski & Donahue, 1997). 

 Providing job training and social skills training for the employee on the autism spectrum 

When dealing with integration of people with disabilities, Klimoski & Donahue (1997) argue that HR 

professionals should provide training and see it as a tool complementary with rehabilitation. They argue 

that HR professionals should work with insurance companies, state and private agencies and specialists 

in employee assistance plans, in order to deal with the physical, psychological and emotional needs of 

some workers with disabilities.  

In the specific case of employment programs for people with ASD, Westbrook, Nye et al. (2012) found 

that assistance on the job was one of the most important interventions. Muller et al. (2003) and Griffith 

et al (2011) also argue that having a temporary ‘job-coach’ to help smooth the transition into a new job 

could be useful for people with ASD. Indeed, with a little support at critical times such as job transitions, 
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individuals with ASD are more likely to be able to find and retain employment and work with a high degree 

of competence. Vogeley, Kirchner et al. (2013) suggest that successful support interventions probably 

comprise a period of 12 months, of which at least 3 months should be off-the-job and the other 9 months 

should be on-the-job. 

Lastly, as people with ASD have difficulties in engaging socially, social skills training may assist them to 

navigate informal social interactions (Griffith et al., 2011). 

 Accommodations in terms of work design and redesign 

Both employees with disabilities and any other employee may need some accommodations in their 

workplace and may ask for them (Schur, Nishii, et al., 2014). According to Schur, Nishii, et al. (2014) and 

to Solovevia & Walls (2013) general areas of workplace accommodations include: (a) New or modified 

equipment (e.g. using a new or different type of computer equipment or information technology); (b) 

physical changes to the workplace (e.g. modifying the worksite making changes in parking, or modifying 

the individual work environment providing an orthopedic chair); (c) changes in work tasks, or job structure 

or schedule (e.g. flex time, shift change); (d) changing in communication and information sharing (e.g. 

providing information in an alternative format or allowing more time to complete task).   

Considering the particular case of people on the autism spectrum, accommodations could be expected to 

include modifications to the equipment and/or physical changes to the workplace. Indeed, people with 

ASD have a sensible sensory system that makes it difficult for them to cope with everyday workplace 

sensations (lights, sounds, smells, temperature), such as office chatter or flickering strip-lighting (Grandin 

& Duffy, 2004). Actually, small conflicts at work or low performance results of autistic people can 

sometimes be related to instances of sensory overload (Richards, 2012; Grandin & Duffy, 2004). Many 

autistic people indicated that a quiet and undisturbed working place would be highly desirable (Vogeley, 

Kirchner et al., 2013). Physical changes to the workplace could entail changing lights which are to strong 

or moving the autistic employee to a different and maybe more quite working space (Richards, 2012; 

Grandin and Duffy, 2004).  

People with ASD are likely to require very clear, comprehensive and linear instructions in the work 

environment (Fast, 2004). Therefore, changes in work tasks or changes in the way that information is 

shared should be provided.  

People with ASD may also need accommodations in terms of flexible work schedules. Indeed, they might 

not be able to work full time. Indeed, they can keep very high level of focus that could make them tired 

(Grandin & Duffy, 2004) so that a full time employment may result too stressful. 
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2.3 Expectations of possible benefit categories 

 

 Hiring skilled and qualified employees; 

 Retaining qualified employees 

 Increased attendance of the employee who is receiving accommodations 

 Increased productivity of the employee who is receiving accommodations 

Hiring talents and skilled employees who could hardly be found with the companies’ standard processes 

is one important objective of diversity management practices (Forbes Insights, 2011).  

Results from a research conducted by Solovevia & Walls (2013) show that employers who provided 

accommodations to workers with disabilities had the advantage of hiring or retaining a qualified 

employee. Some also stated that they had the advantage of eliminating the cost of training a new 

employee. Actually, a study conducted by Habeck et al. (2007) reported that factors determining retention 

for employees with disabilities include that accommodations are taken into consideration as a long-term 

effort rather than a one-time event and that effective accommodations were available from 

knowledgeable staff at work. 

Increased attendance at work and increased productivity were also benefits that employers reported as 

a consequence of providing accommodations, as according to the research conducted by Solovevia & 

Walls (2013). Other researches have found that employees with disabilities tend to have longer tenures 

at work and fewer days of scheduled and unscheduled absences (Hernandez & McDonald, 2010; DuPont, 

1993, Graffam et aI., 2002). 

In the specific case of people on the autism spectrum, it can be expected that their work performance 

skills and their ability to keep the job can increase when their needs for accommodations and their 

interests are taken into account (Gal, Landes & Katz, 2015; Vogeley, Kirchner et al., 2013). 

 

 Benefits that impact the performance of the whole company 

According to the research from Solovevia & Walls (2013), employers that provided accommodations to 

their employees with disabilities reported a positive impact on the performance of their company. Indeed, 

some reported that accommodations: 

- Increased the overall company productivity 

- Improved interaction with customers 
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- Increased overall company attendance 

- Increased profitability 

- Increased customer base 

 

In the same research from Solovevia & Walls (2013), employers reported several general indirect benefits 

for the company, ones they became able to provide accommodations to their employees: 

- Increased overall company morale 

- Increased interaction with co-workers 

- Increased diversity 

- Increased workplace safety

 Increased ability to provide accommodations to the whole workforce 

Integrating  people on the autism spectrum in the workplace and providing accommodations for them 

could also be expected to generate a better capability of a company to receive and accommodate diverse 

needs of other employees. Schur, Nishii, et al. (2014) for example, remind that not only people with 

disabilities request for accommodations. In reality, employees often ask for accommodations, such as 

family leaves, health programs, assistance in locating child care or elder care. Many workers ask also for 

different furniture or modifications to their travel expectations in order to balance work and family 

demands. So, practices for understanding how to accommodate people with disabilities may be extended 

for providing accommodations to the whole workforce (Schur, Nishii, et al., 2014).  
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2.4 How national cultural values are expected to affect dandelion management programs 

Human Resource practices, such as selection, training and performance appraisal, have been showed to 

be influenced by national cultural values (e.g. Peretz & Fried, 2012; Aycan, 2005; Aycan et al., 2000; Ryan, 

et al., 1999). Moreover, when multinational companies transplant their human resource practices in other 

national contexts (for example, from Europe to developmental countries), national cultural values can 

affect the effectiveness of human resource practices (Mendonca & Kanungo, 1994).   Some authors also 

showed that national cultural values influence whether and how companies adopt diversity management 

interventions, and how diversity interventions are received by managers and employees (Peretz, Levi, 

Fried, 2015). Thus, human resource professionals and managers should understand cultural differences 

among nations in order to adapt their standard HR practices to different cultural contexts (Mendonca & 

Kanungo, 1994).  

In order to recognise and compare national cultural values, it is common and convenient to conceptualize 

national culture and to measure culture through various value dimensions (e.g. House et al., 1999; 

Trompenaars, 1993; Schwartz and Bilsky, 1990; Hofstede, 1980). One well-known definition defines 

culture as a patterned way of thinking, feeling and reacting shared by the members of a community or 

society (Kluckhohn, 1951, in Hofstede, 2001). Hofstede (2001) defines culture like a collective 

programming of the mind, shared by members of a society (such as a nation) and then passed from older 

to young members. The essential core of culture consists of traditional (i.e. hystorically derived and 

selected) ideas and especially their attached values (Kluckhohn, 1951, in Hofstede, 2001) with 

consequences for beliefs, attitudes and skills (Hofstede, 2001).  

Hofstede (2001) identified five dimensions through which dominant national/societal cultural value 

systems can be described: (1) power-distance; (2) uncertainty-avoidance; (3) individualism-collectivism; 

(4) masculinity-femininity;  and (5) long-term orientation – short-term orientation. Hofstede was also able 

to measure how much different nations (50 countries around the world) scored on each dimension. 

In order to build the expectations related to how national cultural values can affect dandelion 

management models, Hofstede (2001)’s five value dimensions will be described and discussed. 

  

Power distance – it is the extent to which the less powerful members of organizations and institutions 

accept and expect that power is distributed unequally (Hofstede, 2001). Cultures having a high score 

within this dimension belong to societies with strong hierarchies. In these societies, power holders are 
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entitled to privileges, they try to keep maintaining a distance from less powerful individuals and they have 

more formal relationships with them (Hofstede, 2001). Dandelion management models as well as diversity 

programs, which promote the inclusion of groups traditionally lower in power and status, are much more 

consistent with low power distance than high power distance cultural values (Peretz, Levi & Fried, 2015).  

Uncertainty avoidance – is the extent to which a culture programs its members to feel either 

uncomfortable or comfortable in unstructured situations (Hofstede, 2001). Societies embedded in high 

uncertainty avoidance rely on social norms, rules and procedures to alleviate unpredictability; therefore, 

they are more resistant to change (Hofstede, 2001). Societies with high score in uncertainty avoidance 

could be expected to be resistant to dandelion management models. Indeed, the models would challenge 

the status quo including minorities into the workplace, and the difficulties in communication and 

difficulties in adapting to atypical behaviors of people on the spectrum (Muller et al., 2003) would present 

risk of conflict and unpredictable social interactions.  

Individualism, on the one side versus its opposite, collectivism – National cultures high in individualism 

emphasize individual uniqueness and rights as well as the importance of personal needs. In societies with 

individualistic cultures, individuals are supposed to look after themselves. Conversely, national cultures 

high in collectivism, encourage and reward collective action as well as values such as loyalty (Hofstede, 

2001). In these societies, individuals remain integrated into cohesive groups, from birth onwards. 

Collectivistic societies are more likely to de-emphasize the unique needs of individuals; therefore, they 

are more resistant to initiatives for increasing the ratio of minorities or non-dominant groups (Peretz, Levi 

& Fried, 2015). Dandelion management models could find more resistance in collectivistic societies, as 

dandelion management models call for recognition of the minority of people on the spectrum. On the 

other hand, dandelion management models could find more space in individualistic societies. Indeed, 

individualistic societies may have a stronger representation of minorities fighting for their rights, such as 

the minority of people of autism.  

Masculinity, versus its opposite, femininity – Societies high on masculinity dimension emphasize 

achievement and success, assertiveness and heroism. In these societies gender roles are distinct, man are 

supposed to be tough and strong while women are supposed to be tender and modest. Femininity stands 

for societies which emphasize values of cooperation, modesty, caring for weak and caring for quality of 

life. Feminine societies value empathy with others regardless their group. While masculine societies have 

higher sympathy for strong personalities (Hofstede, 2001). On one hand, people on the autism spectrum, 

as they are individuals that often need support, may find more support in feminine societies. On the other 
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hand, masculine societies are expected to hinder the integration of people with autism, because they tend 

not to be strong personalities, and they tend not to challenge power and not to speak up (Richards, 2012).  

However, some doubts could arise. Maybe, as people of autism are often pictured as clever geeks in the 

collective imagination (see for example movies such as A Beautiful Mind, 2001, or The Imitation Game, 

2014), they might inspire some kind of sympathy in masculine societies.  

 

Long-term orientation versus its opposite, short-term orientation – this dimension of culture refers to 

the degree to which members of a society tend to future oriented behaviors, such as planning and 

accepting delayed gratification of material, social, and emotional needs. Societies with short-term 

orientation are mainly normative societies, for example, they prefer to maintain time-honoured traditions 

and norms while viewing societal change with suspicion. On the other hand, societies with long-term 

orientation value persistence and thrift; they tend to adapt traditions to new values, for example, 

encouraging efforts in modern education (Hofstede, 2001). Long-term oriented cultures are more likely 

to receive initiatives that challenge the status quo, such as diversity programs (Peretz, Levi & Fried, 2015). 

Therefore, it can be expected that dandelion management models may be better received from societies 

with high scores in long term orientation. 

 

Figure 1 will show results of the previous analysis, showing which national cultural variables are expected 

to hinder dandelion management programs, and which ones are expected to facilitate them:  
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In this thesis, three different countries are taken into consideration: United States, Australia and Spain. 

Figure 2 shows how Spain, Australia and United States score on Hofstede’s five dimensions of national 

cultural values: 

 

For further information Appendix 1 will thoroughly describe national cultural values of Spain, Australia 

and United States as according to Hofstede (2001)’s five dimensions of national cultural values.  
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Chapter 3 

3. METHODOLOGY 

3.1 Introduction to the Methodology 

This chapter will introduce the reader with the methods adopted to conduct the whole thesis. Firstly, the 

reader will be introduced to the research philosophy of this thesis, which is relevant to question how this 

thesis can produce knowledge. Thereafter, research approach, focus and strategy will be introduced in 

order to explain how the research question can be translated into a concrete plan of action. Eventually, 

data collection methods, sampling strategy and methods for the analysis will be thoroughly explained. 

Limitations of the methods and solutions adopted to face those limitations will be discussed along the 

whole methodology. 

3.2 Research Philosophy 

Philosophy of science discusses the implications of making scientific research, and how knowledge can be 

produced (Delanty & Strydom, 2003). Discussing the research philosophy of this thesis is relevant to be 

aware of the knowledge that this thesis can potentially produce and which are some implications and 

limitations.  

In this thesis, the choice of the research philosophy is based on a reflection about this thesis’ research 

question. Thorough explanations of the choice of the research philosophy for this thesis are presented in 

Appendix 2. This paragraph will show the results of the reflections and it will present the chosen 

philosophical approach.  

This thesis combines two research philosophies in order to achieve the goal of producing knowledge that 

could be in-depth (aiming at collecting the higher number of characteristics, implications and categories 

associated to dandelion management models) and complete (aiming at providing knowledge that could 

offer a complete view of the dandelion management models in their entirety).  

The philosophical approach called interpretivism has been chosen to achieve the goal of producing in-

depth knowledge. In contemporary research practice, the interpretivist approach acknowledges that facts 

and subjective values cannot be separated, and that understanding is inevitably prejudiced because it is 

situated in terms of the individual and the event (Cousin, 2005; Elliott & Lukes, 2008). Thus, researchers 
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recognize that all participants involved, including the researcher, bring their own unique interpretations 

of the world and the researcher needs to be open to the attitudes and values of the participants (Delanty 

& Strydom, 2003; Mackenzie & Knipe, 2006). In this thesis, the interpretivist approach will drive the 

researcher to collect different perspectives from very different people and sources, being aware that 

there could always be a different way to interpret the same facts. As according to the interpretivist 

approach, in this thesis, methods such as interviews will be considered, because they are methods that 

allow to record as many variables as possible (Mackenzie & Knipe, 2006). 

Eventually, the aim of completeness brought to reflect on combining the interpretivist approach together 

with another philosophical approach, the hermeneutical approach. A fundamental aspect of the 

hermeneutical tradition is the hermeneutical circle, which consists of a sense part and a sense whole, 

where the whole only makes sense because of the parts, and the parts only make sense because of the 

whole. Therefore, when all the parts fit into the whole, one becomes closer to finding a shape of reality 

(Fredslund 2005). The hermeneutical view has been chosen as the approach that drives when aiming to 

understand how the categories found as associated to dandelion models are combined together. Indeed, 

the aim of this thesis is to build an overview of how entire dandelion management programs work. In 

order to achieve completeness, the researcher will try to gain both a complete view of the dandelion 

management models, interviewing top management who has the ‘big picture’ of the models. While, at 

the same time, the researcher will try also to gain a more detailed picture of the dandelion management 

models, collecting data from lower management. 

 

3.3 Research Approach 

As defined in the introduction (paragraph 1.3), this thesis’s research question calls for exploring and 

discovering characteristics of dandelion management models - in terms of managerial and operational 

implications, investment and benefit categories as well as national cultural implications – because there 

is no scientific knowledge describing this new phenomenon. Thus, this thesis adopts a so-called 

‘exploratory purpose’, as exploratory research is used when insights into the general nature of a problem 

are not known and are needed to generate possible decision alternatives.  

Qualitative methods have been selected as data collection methods, because an exploratory approach 

with qualitative methods is usually used to identify relevant variables of little known phenomena (Aaker, 

Day, Kumar & Leone, 2011; Blumberg, Cooper & Schindler, 2011; Birks, Malhotra & Wills, 2012). 

Qualitative methods have the advantage of providing high amount of data, and they can create conditions 
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for gathering unexpected information that are not considered during a first hypothesis formation (Aaker, 

Day, Kumar & Leone, 2011; Birks, Malhotra & Wills, 2012). These features make qualitative data 

appropriate for the current thesis, as this thesis aims at gaining a broad picture of different dandelion 

management models as well as the highest possible amount of characteristics associated to them, and 

gaining information to describe these characteristics thoroughly. 

 

3.4 Research Focus 

Defining a specific focus in qualitative research is a method to help the researcher in building its 

investigation around particular themes, and to not being overwhelmed by the volume of data (Eisenhardt, 

1989; Kvale, 2007, Ch.2). As anticipated in the introduction (paragraph 1.3), this thesis’ research question 

has been given two different focuses, which will be used to build the investigation.  

Firstly, there is an ‘organizational focus’. According to this focus, the researcher will pay attention to the 

characteristics of dandelion management models, in terms of managerial and operational implications, 

possible investments and possible benefits. Secondly, there is a ‘focus on national cultural implications’. 

According to this focus, the researcher will pay attention at how national cultural values can affect the 

implementation of dandelion management models. This second focus has been chosen as a starting point 

to reflect about the context and the setting where the dandelion management models are operating. 

 

3.5 Research Strategy 

The research strategy is an overall plan to undertake a systematic exploration of the phenomenon of 

interest and to place boundaries around it, identifying the level of analytic interest (person, group, 

program, organization, inter-organization, present time, past time). Examples of research strategies are 

case studies, field studies (e.g. ethnographies), histories and experiments (Marshall & Rossman, 1995).  

The choice of the research strategy for this thesis grounds on a reflection about the research question and 

its two focuses. The two focuses suggest that this thesis should go towards two main directions. On one 

hand, the organizational focus suggests that there is the need of collecting many different cases of 

dandelion management models. The second focus suggests that there is the need for collecting cases of 

dandelion management models operating in many national contexts, including national context with very 

different cultures. To explain these directions look at figure 3: 
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Considering the previous reflections, it seems suitable for this thesis to choose a multiple-case study 

strategy, which involves several different cases to study and which aims at understanding dynamics 

present in single or multiple settings (Yin, 1989). Notice that the term “cases” is referred to dandelion 

management models developed by several companies.  

It seems also suitable for this thesis to choose different cases that can stand along the two directions that 

are showed in figure 3, assuring to cover cases that can be very different among each other as well as 

particularly similar. In the same way, a multiple case study strategy focus on comparing and contrasting 

similar or different cases (Yin, 1989), and, in this way, it helps gaining a deeper understanding of the 

processes and outcomes of the phenomenon under study (Miles, Huberman & Saldaña, 2014; Marshall & 

Rossman, 1995). Multiple cases also allow building a good picture of locally grounded causation, observing 

how a phenomenon can change or not in different contexts (Miles, Huberman & Saldaña, 2014), which is 

particularly relevant in this thesis when researching about national cultural implications.  

Furthermore, the case study approach has been chosen because it can involve multiple levels of analysis 

(Yin, 1989). In this thesis there are actually different levels of analysis, which are represented by the three 

working questions (defined at paragraph 1.3): (level 1 – working question 1) exploration of managerial 

and operational implications; (level 2 – working question 2) exploration of different investment and 

benefit categories; (level 3 – working question 3) national cultural implications, exploration of which 

national cultural value can impact the implementation of dandelion management models and how.  
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A multiple case study strategy can be used to generate theory and to identify emergent trends and 

patterns (Eisenhardt, 1989). Moreover, multiple-site sampling adds confidence to finding, and it 

strengthen the precision, validity, stability, and trustworthiness of the findings (Miles, Huberman & 

Saldaña, 2014).  

Limitations. It is necessary to point out that issues of generalizability remain when adopting multiple case 

study approaches. Indeed, it is necessary to take into account that each case has its own characteristics 

and inner logics, and each site will have a few elements in common with many other, maybe some more 

elements in common with just a few cases (Miles, Huberman & Saldaña, 2014).  

However, in order to generate generalizable knowledge, it may not be necessary for the cases under study 

to be representative of the whole population (the whole population of dandelion management models) 

and therefore it may not be necessary for the cases under study to have the same contextual variables. 

Indeed, when many cases presents similar patterns, there is higher confidence that these patterns will 

appear in other similar cases (Miles, Huberman & Saldaña, 2014). Moreover, Robert Stake (1978, in Elliott 

& Lukes, 2008) argued that good portrayals stimulate the reader to gain a richer understanding of their 

own situation and they can then generalise from the case, rather than requiring the case being 

representative of the whole population. Therefore, ‘thick descriptions’ (Geerz, 1983, in Cousin, 2005) will 

be used to mitigate the issue of generalizability of the data, because thick descriptions can give the reader 

the semblance of being there, experiencing and interpreting the case alongside the researcher. 

Furthermore, in order to solve the issue of generalizability, triangulation among different kind of data 

sources will be used (Cousin, 2005; Marshall & Rossman, 1995) (more details in paragraph 3.6.2).  

 

3.6 Data Collection Methods 

Data collection methods are the tools to address the research strategy. For example, data collection 

methods include participant observation, survey questionnaire, interviewing (in-depth, elite, informal, 

focus group), archival and document collection (Yin, 1984; Marshall & Rossman, 1995). 

In order to choose data collection methods for this qualitative study, two main criteria will be considered: 

informational adequacy and efficiency (Zelditch, 1962; Marshall & Rossman, 1995).  

Case study research can involve qualitative data only. Among those, the most common data collection 

techniques are interviews (in particular in-depth and elite interviews), participant observations, and 

review of archival sources (Eisenhardt, 1989; Marshall and Rossman, 1995).   
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In the particular case of this thesis, elite interviews can provide high efficiency. Indeed, the researcher 

conducting this thesis have low entry barriers to get in contact with top and low management of some 

companies that are implementing dandelion management models. In other words, the researcher can 

take advantage of a network of managers who have been already engaged in Austin (n.d.)’s research. In 

fact, R. Austin offered his help in reaching out to those managers. 

While taking into account the previous opportunity, it is necessary to consider whether elite interviews 

would provide informational adequacy to the current study as well as whether and how elite interviews 

should be integrated with other data collection methods.  

Evaluating the informational adequacy of elite interviews, means evaluating whether elite interviewing 

would maximize the possibilities that the researcher will be able to respond to the research questions 

thoroughly and thoughtfully (Zelditch, 1962).  In order to respond to this thesis’ research question 

thoroughly and thoughtfully, per each single case selected (each single dandelion management model) 

data collection methods should provide a broad perspective on the dandelion management model (in 

terms of managerial and operational implications), as well as a more in depth perspective about specific 

investments and benefits and national cultural implications.  

Elite individuals are considered to be the influential and well-informed people in the organizations 

(Marshall & Rossman, 1995). Valuable and technical information can be gained from those individuals 

because of the positions they hold in social, political, financial or administrative realms. They are more 

likely than other individuals to be familiar with the legal and financial structure of the organization as well 

as organization’s policies, past history and future plans (from a certain particular perspective) (Marshall 

& Rossman, 1995). Furthermore, Kulik (2014) claims that investigators who are researching about 

diversity management practices and human resources programs need to get information from 

organizational managers organizational managers (such as HR professionals) because they know more 

comprehensively what the organization is doing.  

Therefore, elite interviewees result to represent that category of people that can better provide 

informational adequacy for collecting technical information about dandelion management models. In 

particular, for the purpose of the current thesis, elite interviewees will be selected based on their 

expertise in areas relevant to the research question. In particular, top management will be selected when 

looking for a broad overview on the dandelion management models, while lower management will be 

addressed when looking for more detailed information, for example about investments and benefits.  
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Eventually, in order to collect unexpected information and high amount of data, elite interviews are 

chosen to be conducted in the form of semi-structured interviews. Semi-structured interviews leave more 

space to the interviewee, which is also quite important when dealing with elite interviewees, as they are 

very competent about their work and they can easily deal with open questions that allow them to reflect 

and talk (Kvale, 2007). 

 

3.6.1 Limitations of elite interviewing and ways to face these limitations 

Interviewing has limitations and weaknesses. Firstly, interviews involve personal interaction, and 

cooperation is essential. The interviewer may not ask questions that evoke long narratives from 

participants either because of lack of expertise or familiarity with local language or because of lack of skill 

(Kvale, 2007; Marshall & Rossman, 1995).  

Specifically, elite interviewees may want an active interplay with the interviewer (Marshall & Rossman, 

1995). Well practiced in meeting the public, an elite person may also turn the interview around, thereby 

taking charge of it (Marshall & Rossman, 1995).  

These premises are necessary to warn the author of this research, which is a young researcher with little 

experience with elite interviews. To mitigate these limitations, the researcher will invest an high amount 

of time for preparing the interviews, collecting information about the life of the interviewees, their 

context and then rehearsing the interviews’ questions. 

The subjective perspective offered by elite interviewees is another element of weakness for the data 

collection (Kvale, 2007; Marshall & Rossman, 1995). In order to mitigate this limitation, three solutions 

will be adopted:  

I. Triangulation (Between different source of data) - Data collected from interviewees will be 

triangulated with archival documents and other secondary data (Marshall & Rossman, 1995). 

II. Triangulation (Between interviews) - When possible, the researcher will compare different points 

of view of interviewees coming from the same organization. 

III. Thick description – Data will be described with enough detail so the reader can share the 

researchers’ interpretation. In this way the researchers’ subjectivity in the interpretation of the 

data will be mitigated (Geerz, 1983 in Cousin, 2005). 
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3.6.2 Data triangulation, the use of Archival documents and other secondary data 

Archival data are the routinely gathered records of a society, community, or organization (Marshall & 

Rossman, 1995). Archival data can be minutes of meetings, logs, announcements, formal policy 

statements, and they can include various forms of communication (e.g. written material, pictures) 

(Marshall & Rossman, 1995). 

When trying to build theories from case studies, researchers typically combine multiple data collection 

methods, to provide stronger substantiation of constructs and of emergent theories (Eisenhardt, 1989). 

For the purpose of this thesis, archival documents can provide informational adequacy, because they are 

sources typically used for case study approach (Eisenhardt, 1989) and because they can be used to 

corroborate data collected with other qualitative methods (Marshall & Rossman, 1995). Even more 

important, archival documents are considered particularly adequate when investigating about 

organizational dynamics, programs and sets of activities (Kulik, 2014).  Archival documents represent also 

an efficient source of data, because they can be easily requested to the managers that are going to 

collaborate for the elite interviews.  

According to the previous literature and considerations, archival documents have been selected as other 

source of data to triangulate results from elite-interviews. In particular, archival documents will be used 

to prepare elite interviews (to provide some grounding knowledge) as well as to validate and integrate 

data collected from the interviews.  

In addition to the archival documents, other secondary data (such as company’s websites and news 

articles describing company’s activities) will be used to corroborate findings from primary data but they 

will not be used to create new knowledge (Marshall & Rossman, 1995). 

 

 

3.6.3 Methods for conducting the interviews 

In semi-structured interviews, the researcher is expected to follow the interview-guide as in structured 

interviews (specific questions in a specific order) but at the same time the researcher has the freedom to 

ask for clarifications and/or additional information. In this way, semi-structured interviews allow to get 

responses and opinions that are not planned in the interview-guide, and they allow to go more in depth 

with the unexpected topics that the interviewee may arise (Kvale, 2007; Malhotra, Birks & Wills, 2012). In 



33 
 

this way, for the purpose of this thesis, the interviewer will have the opportunity to add, change or omit 

questions during the interview if this seems appropriate. 

Interviews will be mainly conducted via skype or via phone call. This choice is due to the fact that the 

managers that need to be contacted for the elite interviews operate in many different countries. 

Moreover, skype interviews and phone calls are practical tools to conduct elite interviews compared to 

personal meetings, because managers tend to be very busy.  

Interviews will last around 45 minutes and they will follow a pre-structured interview-guideline. This pre-

structured interview guide is planned to evolve along with the interviews and according to the level of 

managerial position (top management or low management) that the interviewees occupy. This difference 

in the interview guide grounds on the fact that interviewees are expected to have different knowledge 

according to their position and competences. In particular, top management is assumed to have a more 

general overview of the dandelion management models, their scope, vision, managerial and operational 

implications (see interview guide with top managers in Appendix 3). While lower management who works 

in direct contact with people on the autism spectrum is assumed to be more informed about specific 

practices and specific daily challenges (see interview guide with low management, Appendix 4).  

 

3.6.4 Ethical Issues 

Ethical issues address the question of how to conduct the research in an ethical, responsible and 

appropriate way (Malhotra, Birks & Wills, 2012; Marshall & Rossman, 1995). The main ethical issue for 

this thesis concerns the use of data. All the interviewee will be asked if they want to keep their identity, 

their company, their clients’ identity, and their archival documents confidential. As it will be shown in the 

next chapters, all the names of the companies under study and of the interviewees (besides for Thorkil 

Sonne and his company Specialisterne) have been kept confidential and changed with fictional names.  

Moreover, transcripts from the interviews and archival documents have been kept confidential as well. 

However, information taken from the interviews are referred accurately, indicating the specific minute 

when a certain information have been told. Moreover, archival documents have been numbered so that, 

when data from certain archival documents have been used, it was possible to refer to their number from 

the list that you can find in REFERENCES 1, in the chapter of this thesis dedicated to references. Thus, if 

asked, the researcher could actually show documents and transcripts in controlled circumstances.    
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3.7 Sampling Plan and Rationale 

Case study approach is opposed to the typical hypothesis testing research in its approach and in its 

sampling strategy. In hypothesis-testing research, the concept of population is crucial, because it defines 

the set of entities from which the research sample is to be drawn. Selecting an appropriate population 

before data collection allows controlling extraneous variation and defining the limits needed to generalize 

the findings. Hypothesis-testing researches rely on statistical sampling, in which researchers randomly 

select the sample from the population (Eisenhardt, 1989).  

On the other hand, when aiming for building theories from case studies, investigators rely on theoretical 

sampling. The purpose of theoretical sampling is “to collect data from places, people, and events, that will 

maximize opportunities to develop concepts in terms of properties and dimensions, uncover variations, or 

identify relationships between concepts” (Corbin & Strauss, 2008).  

Rather than being used to verify or test hypothesis about concepts, theoretical sampling is about 

discovering concepts and their properties and dimensions (Corbin & Strauss, 2008). Once defined some 

concepts according to the literature review and the research focus, researchers should select their first 

sample from a general target population. However, the sampling strategy should evolve during the whole 

data collection. The sample should be expanded according to the concepts and information that are 

discovered along the process, selecting cases from the selected general target population (Corbin & 

Strauss, 2008; Eisenhardt, 1989). 

In order to investigate concepts and identify possible emergent theories, which is also the aim of this 

thesis, theory-building researchers may choose cases to replicate previous cases or to extend emergent 

theories. Cases may also be chosen to fill theoretical categories and provide examples of polar types.  

With theoretical sampling, data collection should proceed together with data analysis. Data collection and 

data analysis should continue until the researcher reaches the point of saturation; that is, the point when 

all the concepts are well defined and explained (Corbin & Strauss, 2008).  

 

3.7.1. Theoretical Sampling Applied to this thesis: Sampling the Cases 

In order to select a sample, it is necessary to clearly define a general target population for this study. In 

particular, the general target population includes: 
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“all the companies who are hiring people on the autism spectrum as employees, and which are not doing 

it for charity, but for business reasons, such as filling job vacancies, contributing to their value chain, 

making profits, running specific tasks, making innovation and/or  investing in diversity.  

To do that, these companies are operating dandelion management models, hiring people on the autism 

spectrum, providing them with accommodations and making investments to integrate them”  

The previous broad definition allows to include a wide variety of cases and it allows to start searching for 

the theoretical sample of cases for this thesis.  

 

As according to the process of theoretical sampling, it is not possible to define in advance how many cases 

will be selected for conducting the study and for reaching the point of saturation (Corbin & Strauss, 2008; 

Eisenhardt, 1989). However, when selecting the sample, it is necessary to be aware of the minimum 

number of cases that should be selected, in order for the sample to generate theory. In particular, 

according to Miles, Huberman and Saldaña (2014), multisite case study research can select a small sample 

of cases, which should not be below three, but should be preferably four, at least. 

For the purpose of this thesis, it is also necessary to choose a sample of cases that could offer an overview 

of the two main dimensions “different dandelion management models” and “different national cultures” 

(see paragraph 3.5), which are related to the two focuses of this thesis’ research question. Offering a good 

overview of the dimensions means that the cases should provide polar types, fill theoretical categories, 

replicate previous cases and/or extend emergent theories (Eisenhardt, 1989).  

Thus, when choosing the cases for this thesis, it was necessary to have a general overview of the different 

dandelion management models that are currently existing (as according to the first focus of the thesis’ 

research question) as well as an overview of the different nations where those dandelion management 

models are operating (as according to the second focus of the thesis’ research question). At the same 

time, among those companies which are running dandelion management models, it was necessary to 

discuss with Professor Robert Austin in order to know which were the companies and the managers that 

were practically reachable and that were already engaged in Austin (n.d.)’s overall research.  

After researching and discussing, it was possible to understand that the main dandelion management 

models currently operating could be divided in three different cases: (1) Companies who are working only 

with autistics consultants (e.g. Specialisterne, ULTRA-Testing, Beta Spain); (2) Companies who are hiring 

people on the autism spectrum and integrating them in different job positions within their organization 
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and investing specific and tailored efforts to support this integration (e.g. SAP, Zeta USA, Gamma USA); 

(3) Companies who are developing talent programs or specific programs to integrate pools of people on 

the autism spectrum into their workforce (e.g. Alfa Australia, Oliver Wyman, Freddie Mac). However, it is 

necessary to point out that it does not exist one precise definition of dandelion management model yet, 

and that it is very hard to categorise different models at this stage. Differences and commonalities are 

many and often blurred. 

However, to select the sample, at least one case per each of the previous three category needed to be 

selected in order to fill theoretical categories and to have examples of polar types. Indeed, given the 

limited number of cases which can be usually studied, it make sense to choose at least cases representing 

extreme situations or polar types, in which the phenomenon of interest is easier to notice and observe 

(Eisenhardt, 1989). At the same time, in order to have variability and different polar types in terms of 

national cultures, at least two cases needed to be operating in two very different national contexts. To 

evaluate differences in cultural contexts, the Hofstede(2001; 2010)’s parameters explained in the 

literature review have been consulted.   

After all the previous considerations, the minimum number of cases for this thesis have been fixed at 

three. In particular, the first cases selected were Alfa Australia (dandelion management model 1 – 

operating in Australia), Zeta USA (dandelion management model 2 – operating in United States) and Beta 

Spain (dandelion management model 3 – operating in Spain).  

During the process, there was the chance to include another “polar type”, meaning a very different model, 

in addition to the three previous cases. This polar type is represented by Specialisterne USA, which is the 

fourth case selected for the sample. Specialisterne USA is actually a particular case identified, as the 

company is helping other companies in hiring people on the autism spectrum and developing their 

dandelion management models. Even if they are not hiring people on the autism spectrum themselves, it 

looked like a relevant case to include, taking also into account that “dandelion management models” and 

“dandelion programs” have not a rigid definition yet.  

Eventually, during the process, the researcher got in contact with another company, Gamma USA, which 

was developing a dandelion management model that looked particular. Indeed, it appeared very similar 

to the model of Zeta USA and it appeared having similarities with the model of Beta Spain as well. 

Therefore, Gamma USA have been included as fifth case of the sample in order to replicate emergent 

theories. Figure 4 shows the distribution of the cases along the two dimensions: 
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At the end of the process, the final number of cases of this thesis’ sample resulted to be five1. Five is also 

an appropriate number of cases for this thesis, considering time limit of six months and for complexity 

issues. Indeed, a high amount of cases would entail high amount of data to process as well as high 

complexity and a large amount of time to process the information (Miles, Huberman & Saldaña, 2014).  

 

3.7.2 Sampling interviewees and archival documents, and limitations met during the process 

As pointed out in paragraph 3.6.4 about the methodology for conducting the interviews, in order to gain 

adequate information managers with different degree of responsibility need to be interviewed.  

The best option would be to interview at least one top manager and one low manger per each of the five 

cases, or at least per each of the main three cases of the sample. Having these two different contacts at 

two different levels could be expected to be useful also to access different kinds of archival documents.  

                                                           
1 As explained in the paragraph 3.6.4 (ethical issues), it is necessary to remember that the names of the companies 
under study are fictional, beside the name of Specialisterne. Therefore, Alfa Australia, Beta Spain, Gamma USA, and 
Zeta USA and the names of their customers are fictional names. 
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When conducting the research, managers from Alfa Australia and Beta Spain were easily reached. In 

particular, the executive manager responsible for the Dandelion Program (interview n°1, E.M. of Alfa 

Australia) and the ASD Support Consultant (interview n°2, AS Consultant of Alfa Australia) at Alfa Australia, 

and the General Manager (interview n°3, G.M. of Beta Spain) and the Head of Assessment and Personal 

Manager (interview n°4, H.o.A. of Beta Spain). They were also keen on providing detailed internal material 

and internal reports. One limitation met during the process was that, unfortunately, one part of the 

recordings of the interview n°3 went lost. However, notes from the interview (see notes from interview 

n°4) and the rest of the interview had enough information for the thesis’ aim.  

Managers from Zeta USA were harder to reach. Rather than an interview, it was possible to participate to 

a conference where one top manager - the Chief of Diversity at Zeta USA (see notes from conference n°1) 

– was talking about Zeta USA’s diversity strategy and its dandelion management model.  However, 

detailed archival documents about ZETA USA’s dandelion management model were provided and they 

resulted sufficient to reply to this thesis’ research questions. 

Lower management and archival documents from Gamma USA were not possible to be collected. An 

interview with the General Manager of Gamma USA was conducted though (interview n° 5, G.M. of 

Gamma USA). However, keeping in mind that the Gamma USA case was necessary to replicate knowledge 

about certain dandelion management models (as it is similar to Zeta USA case and Beta Spain), the Gamma 

USA case have been used to reinforce some of the findings along the whole analysis.  

 Eventually, an interview with Thorkil Sonne, founder of Specialisterne and General Manager of 

Specialisterne USA, was conducted (interview n° 6, G.M. of Specialisterne USA). The main interest for 

considering this case was to better understand the structure of dandelion management models in general 

because Specialisterne USA collaborates with many companies (working question 1) and to understand 

the national context in the United States (working question 2). Specialisterne USA case was not used to 

reply to the working question 2 because information provided did not result sufficient.  
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3.8 Data Analysis Methods 

As according to Eisenhardt (1989), theory-building research should begin ideally with no theory under 

consideration and no hypothesis to test. However, investigators should define a clear research problem, 

a research focus to guide the research, as well as some potentially important variables to guide the data 

collection and the data analysis (Eisenhardt, 1989).  

In order to analyse the data, it has been used a Coding process. Codes are labels that assign symbolic 

meaning to the descriptive or inferential information compiled during the study. Codes are usually 

attached to data “chunks” of varying size and they can take the form of straightforward, descriptive labels 

or more evocative and complex ones (e.g. a metaphor). Note that information need to be in form of 

documents that contains words (Miles, Huberman & Saldaña, 2014).  

According to Miles, Huberman & Saldaña (2014), coding is a form of analysis that entails deep reflection 

about and, thus, deep analysis and interpretation of the data’s meanings. Codes are primarily used to 

retrieve and categorize similar data chunks so the researcher can quickly find, pull out, and cluster the 

segments relating to a particular research question, hypothesis, or theme. Clustering and the display of 

condensed chunks then set the stage for further analysis and for drawing conclusions.  

In this thesis, the coding process was organized in two stages or cycles, as according to Miles, Huberman 

& Saldaña (2014). In the first cycle of coding, codes can be created in a deductive way as well as in an 

inductive way. Indeed, at the very beginning of the research, the researcher can develop a provisional 

‘start list’ of codes prior to fieldwork (deductive coding). That list can come from the conceptual 

framework, from a list of research questions, from hypothesis, problem areas and/or key variables that 

the researcher brings to the study. However, other codes emerge progressively during data collection, 

and these are inductive codes. Inductive codes are better grounded empirically. They show that the 

researcher is open to what the site/case has to say, rather than being determined to force-fit the data 

into pre-existing codes (Miles, Huberman & Saldaña, 2014).  

First cycle coding is a way to initially summarize segments of data. On the other hand, pattern coding, as 

a second cycle of coding, is a way of grouping those summaries-codes into a smaller number of categories, 

themes or constructs. Pattern codes are explanatory or inferential codes, so they are used to explain a 

certain meaning or a certain concept, ones that a certain theme, configuration or explanation has been 

identified (Miles, Huberman & Saldaña, 2014). 
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In this thesis, the first cycle of codes were created both in a deductive and in an inductive way. Indeed, at 

the beginning, four main codes were created starting from the thesis’ working questions. In particular, 

these four main codes are: ‘managerial and operational implications, ‘investment categories’, ‘benefit 

categories’, ‘national cultural implications’ and they were created in order to keep the focus on answering 

to the working questions when analysing the data. Thereafter, other deductive codes were created 

looking at the literature review, and they were associated to the “four main codes”. Deductive codes 

together have been used to create a first ‘start list’ (see Appendix 5).  

Thereafter, other codes were created inductively along the process of interviewing and collecting 

information. As general approach, the researcher have always been reflecting on the information 

collected asking herself ‘how this information could respond to the research question’ (see Appendix 6 

for an example of first cycle coding).  

Pattern codes were then identified using the codes found during the first cycle of coding (see Appendix 7 

for an example). In particular, when coding the data, pattern codes were firstly identified within each 

singular case, and thereafter other pattern codes were identified comparing the cases. Indeed, Eisenhardt 

(1989) recommends to start studying each case singularly, as a stand-alone entity, and only after that he 

suggests to compare cases. This approach prevents the researcher from being influenced from data 

collected from other sources. 

Notice that the whole process of coding has been concurrent to the data collection. This approach is 

fundamental for producing new codes (different from the ‘start list’) (Miles, Huberman & Saldaña, 2014) 

and for identifying emergent theories from the theoretical sample (Eisenhardt, 1989).  
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Chapter 4 

4. ANALYSIS 

This chapter will describe and further analyse findings resulting from data collection and coding, in order 

to provide information that can reply to the three working questions of this thesis (see paragraph 1.3). 

Firstly, paragraph 4.1 will introduce the different dandelion models implemented by the five case 

companies under study. Secondly, paragraph 4.2 will focus on analysing which are the managerial and 

operational implications associated with the implementation of those dandelion management models 

under study. Thirdly, paragraph 4.3 will focus on explaining which investment categories and benefit 

categories have been found as associated to those models. Lastly, paragraph 4.4 will analyse how national 

cultural values result to affect the implementation of those models. Findings emerging from this chapter 

will be then discussed in the next chapter.  

 

 

4.1 Presentation of the five case companies and their dandelion management models 

 

Beta Spain 

Beta Spain is a Spanish consulting company, whose services range from digitalization of documents to 

software testing. Beta Spain hires talented people with ASD as consultants. Those consultants are 

considered as the fundamental resource that allows the company to provide high quality and high 

productivity to its customers. Beta Spain also offers training courses for people with ASD. Training courses 

are mainly financed by the government and currently they are not representing a source of revenue. 

However, through its training courses Beta Spain is able to select people that can work as consultants for 

its business (interview n°3; Arch. Doc. Beta Spain, 1).  
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Figure 5 shows the dandelion management model that Beta Spain is currently operating: 

 

This model includes two business units, which are associated with two core activities of Beta Spain and 

where managers are directly working with people on the autism spectrum.  

The “assessment and training unit” is focused on providing a five-month training program and a skills’ 

assessment to people on the autism spectrum who apply for the training. As it is showed in figure 5, the 

head of assessment is a psychologist and he is responsible for the whole unit where an IT expert together 

with other psychologists conducts the training.  

The “core business unit” is managed by the Head of Business, who is the main responsible for the 

consulting projects that Beta Spain has to deliver to its customers. The unit has also one personal manager 

and one IT expert. When Beta Spain signs a contract for a new project, one personal manager and one IT 

expert are responsible for going to the customer’s offices and collecting precise information about the 

work that has to be done. Thereafter they take care of choosing, training and supporting the consultant 

(or the consultants) that will perform the work. The personal manager is also in charge of the awareness 

training about autism that is provided to Beta Spain’s customers (interview n°3; interview n° 4; notes from 

interview n°4; Arch. Doc. Beta Spain, 1 and 2) 

 

Alfa Australia 

Alfa Australia’s dandelion management model is structured as a three years - graduate program (called 

“Dandelion Program”) aimed at people with ASD, and it is located in Alfa Australia’s offices in Australia. 
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The goal of the Dandelion Program is to identify, hire and retain talents for Alfa Australia’s “Testing Service 

Line”. 

Each testing service line at Alfa Australia has a team of consultants and managers who are in charge of 

testing the software of one client, and they can work at the client’s site. Compared to the other testing 

service lines, Alfa Australia’s Dandelion Program have a different hiring process, both for the autistic 

consultants and for their managers. In particular, it is important to notice that the recruitment and 

selection process is managed by Specialisterne, which is the external partner that has the specific 

competence to recruit and assess people on the autism spectrum. The other differences of the Dandelion 

Program compared to the other Testing Service Lines are that consultants are mainly people with ASD and 

that they are supposed to receive support to develop their social skills and their career (interview n°1; 

interview n°2; Arch. Doc. Alfa Australia, 1 and 2). 

Alfa Australia’s dandelion management model can be represented with figure 6: 

 

As shown in figure 6, Alfa Australia’s dandelion management model is organized in a structure called 

“Pod”. Within the Pod there are five people who form the support team around the entry-level testers 

who are on the autism spectrum. There is the Alfa Australia’s Test Manager, who is the ‘owner’ of the Pod 

and who have to define the work load and work flow for the whole team of testers of the Pod. Thereafter, 

there are three experienced testers who are responsible for the job training of the entry-level testers. 

Thereafter, there is the AS Consultant, who is responsible for providing personal training to the entry-

level testers as well as personal counseling to the entire Pod’s members. Eventually, in the Pod there is 

also a service delivery manager, but he is mainly in direct contact with Alfa Australia’s Test Manager 

(interview n°1; interview n°2; Arch. Doc. Alfa Australia, 1 and 2).  



44 
 

Zeta USA 

Zeta USA is a software company that offers a wide range of services. Zeta USA is interested in finding 

skilled employees that can cover certain job vacancies. For this reason, Zeta USA is hiring talented people 

who are on the autism spectrum in order to fill different job positions across its business units. 

Zeta USA is an example of another company who is collaborating with Specialisterne. Zeta USA is receiving 

assistance from Specialisterne in the recruitment and assessment process, together with assistance in 

training of the new employees on the spectrum and their colleagues. 

Ones candidates on the spectrum have been hired, Zeta USA assures that each new employee on the 

spectrum have a ‘support circle’ around (See figure 7). The support circle is formed by people who have 

different roles, and those people are supposed to assist the new employee with different kind of needs 

that he or she can have (Arch. Doc. Zeta USA,1). The support circle is formed mainly by four members 

employed by Zeta USA (Team Buddy, Team Manager, Mentor, Job Coach). At the same time, the Job Coach 

works as a liaison to all those people who support the new employee outside the workplace.  

 

Each person of the new colleague’s workplace support circle has a defined role. When the new employee 

enters his/her specific team, he is assigned a Team Buddy. The team buddy is appointed by the manager 

of the team. He helps the autistic teammate to adapt to the team and to manage his/her daily tasks and 

workload. The new employee on the spectrum is also assigned a Mentor, who is not in the new employee’s 

team; he is a volunteer who helps the new employee in socializing and participating to social events.  
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The Job Coach is a person experienced in the integration of individuals with ASD into the workplace. He 

coaches manager, buddy, co-workers, mentor and the new employee on the spectrum. He is responsible 

for teaching to the new employee any social and life skill that could have an impact on his/her 

performance.  

Eventually, the Team Manager aligns with new employee, buddy, mentor and coach to make appropriate 

accommodation in the Job. If necessary, the Team Manager can refer to the HR Business Partner for any 

matter (e.g.  job accommodation, performance planning/review). 

 

Gamma USA 

Gamma USA is an IT consulting company, which bought a license from Specialisterne and learnt from 

Specialisterne how to reach, attract, assess, train and hire, talented people with autism.  Gamma USA was 

actually involved for several years in community services and charity events to support people with 

disabilities. Thereafter, Gamma USA have seen the Specialisterne approach as a way to make a concrete 

impact in the community of people with disabilities but also as a way to approach a market that have not 

been fully recognized so far (Interview n° 5, part one and part two). 

On one hand, Gamma USA case has some similarities with the case of Beta Spain. Indeed, Gamma USA is 

currently taking care of the whole recruitment and selection process, as well as of the training of the 

employees on the spectrum and training of managers and co-workers. On the other hand, Gamma USA 

case has also some similarities with the case of Zeta USA. In particular, Gamma USA is also employing 

people on the spectrum allocating them within different teams and different job vacancies for projects 

that Gamma USA is already doing with its clients (interview n°5, part one, 00:08:00).  
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Specialisterne USA 

Specialisterne USA is a very particular case among the case companies considered in this thesis. In 

particular, Specialisterne USA is not directly hiring people on the autism spectrum, but it is playing an 

active role in the process of integration of autistic people. 

In particular, Specialisterne USA represents the head quarter of Specialisterne in the United States. Its 

business model is tailored to address the specific market of the United States, which is different to the 

other countries where Specialisterne operates (interview n°6).  

On one hand, Specialisterne USA offers an “onboarding service”. With this service, Specialisterne USA 

offers help to its clients, usually corporate companies, when they need skilled employees to cover certain 

job vacancies. In particular, Specialisterne USA is responsible for identifying, recruiting and assessing 

potential employees among the population of people with ASD. Specialisterne USA is also responsible for 

the awareness training for its clients’ employees (the ones who are not on the autism spectrum) in order 

to help them to understand what autism really is. Zeta USA is an example of company that is receiving an 

onboarding service from Specialisterne USA (interview n°6). 

On the other hand, Specialisterne USA has also a “licensing model”. As Specialisterne is expert in the 

assessment and hiring process of people with ASD for job positions within the IT business or other high-

skilled job profiles, Specialisterne USA is also offering to teach this process and expertise to other 

companies. The companies interested in this license could be social agencies that usually deal with people 

on the autism spectrum, helping them in finding jobs. Indeed, these agencies are not used to deal with 

high-educated individuals on the autism spectrum, who may look for challenging careers and high-skilled 

employment. However, Gamma USA is an example of a company that bought a license from Specialisterne 

USA (interview n°6). 
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4.2 Managerial and Operational Implications 

4.2.1  Alignment with the strategy and with the business 

When considering Gamma USA, Zeta USA, Beta Spain, and Alfa Australia, which are directly employing 

people on the autism spectrum, a pattern that can be identified is that top managers are committed and 

they define a clear strategy for the dandelion management models. This is because the whole process of 

integrating new employees on the spectrum appears to be strictly related to business needs and 

performance objectives.  

Alfa Australia, for example, created the Dandelion Program aiming for innovating a business line (testing 

service) that is having issues. In particular, in the Testing Service Line it is difficult to find employees and 

there is a high churn rate, meaning that employees do not usually want to work as testers for a long time 

(interview n°1, 00:04:00 and 00:10:00). At the same time testing is an area where there is high time 

pressure, therefore high productivity in short amount of time is a fundamental performance objective 

(interview n°1, 00:12:20). Considering the previous issues, Alfa Australia developed the Dandelion 

Program to try to innovate the whole testing service line: ‘what happens if we bring the best people, 

people who really want to do testing, and our best technology together?’ (interview n°1, 00:16:07 and 

00:48:34).  

According to the General Manager of Gamma USA, employing autistic people and investing in their 

integration “dropped as the opportunity to make the commitment to disabilities much stronger” and to 

make it part of the business of the company (“now we could actually make it part of our company”) 

(interview n°5, part two, 00:01:00). Indeed, Gamma USA has a long history of participation in community 

services and events dedicated to people with disabilities. The General Manager himself and all the team 

leaders are personally committed and involved in the program. The General Manager highlights that it is 

mainly thanks to the good leadership of his managers that the integration of the new autistic employees 

has been effective, allowing outstanding results (interview n°5, part two, 00:04:29).  

Zeta USA as well as Alfa Australia and Gamma USA, is looking for talented employees (notes from 

conference n° 1). During a conference, the Chief of Diversity of Zeta USA underlined that hiring people on 

the spectrum was strictly related to the achievement of key performance objectives (notes from 

conference n° 1). Firstly, Zeta USA started to integrate people on the spectrum in order to face an issue 

of skills shortages in its business. However, the company is expanding the dandelion management 

program to more offices now, because it found out that the program was also improving the 
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communication in the teams involved, and therefore their engagement and productivity (notes from 

conference n° 1).   

Eventually, in the case of Beta Spain, the company’s value proposition itself is based on Beta Spain’s ability 

to offer a high quality service provided by the best performers in the field (interview n°3). Even with this 

case company, investing in the accommodation of employees on the autism spectrum is strictly connected 

to the business. 

 

4.2.2 Different employment structures 

Looking at the cases of Beta Spain, Alfa Australia, Zeta USA and Gamma USA, which are directly employing 

people on the autism spectrum, it is possible to highlight that they are adopting different employment 

structures when hiring new employees on the spectrum.  

Alfa Australia, for example, rethought the structure of its testing service line and developed a three-years 

graduate program associated to it. The new model of testing service line aims at developing the skills of 

a pool of eleven talented entry-level testers on the spectrum, who are then supposed to develop their 

career taking on new roles (Interview n°1, 00:33:20).   

Differently, Beta Spain is employing a pool of consultants with ASD. Consultants are not working 

altogether on the same project with the same client, as in Alfa Australia’s case. In Beta Spain’s case, 

consultants are sent to different client’s sites, one at a time, when they have a new project to work on. 

Anyway, sometimes they can also work at Beta Spain’s offices (interview n°3; interview n°4). 

Eventually, Zeta USA and Gamma USA are both allocating their new autistic employees across different 

teams and with different roles within their organization (interview n°5; Arc. Doc. Zeta USA, 1). Hence, 

these two companies constantly rethink some of their job positions and think how to associate the skills 

of the autistic talents with their business needs. Gamma USA, in particular, highlights that is particularly 

important for the company to make a very good assessment and evaluation of the new employees, in 

order to understand which kind of role could best fit them (interview n°5, part one, 00:18:38). 

To conclude, it could be argued that dandelion management models seem to push companies to rethink 

to their actual job vacancies, or even to entire lines (such as the testing service line at Alfa Australia), in 

order to understand whether and where and how the talent of a certain individuals could shine and 

generate value for the company. 
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4.2.3 The ecosystem of stakeholders around dandelion management models 

Data collected from the five case companies shows that having a strong network of external stakeholders 

(or partners) is one of the key for the success of the dandelion management models. In particular, it 

emerges that there is a complex and peculiar ecosystem of organizations, companies and professionals, 

which is specifically involved in the integration of people on the autism spectrum into the workplace and 

into high-skilled jobs.  

This paragraph will present findings from a more in-depth analysis that can be found in Appendix 8. Here 

it follows a list of the main stakeholders of the ecosystem: 

 ASD associations 

When referring to the ‘ASD associations’, this study will refer to NGOs or associations which advocate for 

the community of people with ASD and their families in a certain geographical context, and which provide 

different kinds of support to that community.   

ASD associations are a relevant partner that companies who are implementing dandelion management 

models could refer to when looking for potential employees within the population of people on the 

spectrum. In particular, ASD associations could have the capability of promoting job vacancies to people 

on the spectrum and their families, or they could host conferences.  

Some challenges are relevant to consider. When ASD associations are very small and scattered in a 

country, such as in Spain, it could be hard and time consuming to address them and therefore potential 

employees on the spectrum. Moreover, when the diagnosis of the full range of the autism spectrum is not 

well known in a country, it could be possible that ASD associations and candidates on the spectrum may 

be hard to find. One solution found by Beta Spain, for example, was to address single doctors and 

therapists having patients on the spectrum. 

 Stakeholders experts in the recruitment, assessment, support and training processes: 

Specialisterne, social agencies and vocational rehabilitation agencies 

From the data collected, it results that a fundamental role in the ecosystem is played by those 

organizations that have the expertise of recruitment, selection and assessment of people on the 

spectrum. In particular, Specialisterne (see www.specialisterne.com) is currently considered a 

fundamental and trusted international organization having this expertise. Specialisterne is responsible for 

the whole hiring process of potential employees on the spectrum along with training both for the 

employees on the spectrum and for managers and co-workers. Companies such as Alfa Australia and Zeta 
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USA chose Specialisterne as partner to manage the recruiting, selection and assessment process for their 

dandelion management models.  

The key point that emerges from the data is that recruitment and assessment process are a key 

competence to truly identify the right candidates and assess their skills. Some companies such as Gamma 

USA decided to “make” (or to “learn” from Specialisterne) rather than “buy” this competence, and to 

make it part of the company’s processes. Similarly, in the United States, social agencies and vocational 

rehabilitation agencies are learning this competence from Specialisterne and they are becoming part of 

the ecosystem of stakeholders around dandelion management models. Furthermore, those agencies are 

usually in charge of training and job coaching, so that they can provide assistance on the job after the 

recruitment phase. 

 Families 

Families are a relevant stakeholder to consider because family members usually help people with ASD in 

spotting job opportunities. Moreover, family members are important in order to get to know better the 

candidates/employees with autism during their assessment phase. Family members can also contribute 

to achieve those individualized goals (e.g. time management) fixed by autistic employees’ job coaches. 

 Customers 

Data from Alfa Australia, Beta Spain, Gamma USA and Zeta USA, suggest that customers have a 

fundamental role because they are those who actually receive the services performed by autistic 

employees, or sometimes they are those who will receive autistic consultants in their offices.  

Findings suggest that customers are particularly attracted by the high quality of the services that the case 

companies are offering. Moreover, customers show to be also interested in the opportunity of bringing 

innovation to their company, such as the opportunity to restructure some of their processes (such as the 

way testing is usually managed, in case of Alfa Australia’s and Beta Spain’s customers). Talent acquisition 

is also another opportunity that some customers show to be interested in, in particular when those 

customers are bigger companies. 

A challenge that emerges from the data is associated to the size and the brand awareness (within the 

respective industry) of the company implementing a dandelion management model. In particular, case 

companies with a strong brand and a big customer base seem that have had their clients very interested 

to collaborate and buy services provided by employees on the spectrum. Beta Spain, instead, which is 

quite new in its industry and which had to build its client base from scratch, have been struggling and 

investing many efforts for engaging customers.  
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4.3 Investments and Benefits2 

4.2.1  Investment categories 

After coding the interviews and the archival documents collected, it was possible to produce a list of 

categories, which includes all those investments that Alfa Australia, Beta Spain, Gamma USA and Zeta USA 

are making in order to implement their dandelion management models. Before proceeding with an in-

depth analysis, results are summarized in Table 1: 

Table 1 

INVESTMENT 
CATEGORIES 

Companies that 
reported the 
investment 

category 

Challenges 
Associated  
with each  

investment category 

Companies 
that reported the 

challenge associated 
with  each 

investment category 

a. Investments in recruitment, 
selection and assessment  

Examples: 
- Cost of the partnership with 

recruiters 
- Creating an ad hoc process 

(different interviewing process, 
full time skills assessment) 

Alfa Australia, Beta 
Spain, Gamma 
USA, Zeta USA  

Careful skills’ 
assessment 

Alfa Australia, Beta 
Spain, Gamma USA, 
Zeta USA 

Time Consuming 
Alfa Australia, Beta 
Spain, Zeta USA 

Non scalable Beta Spain, Zeta USA 

Difficulties in finding 
the right candidates 

Beta Spain 

b. Investments in training and 
support: soft skills training, 
psychological support and 
job training for the 
employees on the spectrum 
+ communication training 
and support for the 
supervisor and co-workers. 

Examples of specific costs: 

- Salary for a professional expert 
about autism (expected 
decreasing involvement over 
time) 

- Time that employees on the 
spectrum, their supervisors and 
co-workers need to spend in 
training  

Alfa Australia, Beta 
Spain, Gamma 
USA, Zeta USA. 

changes in 
communication style 
and in sharing 
information 

Alfa Australia, Beta 
Spain, Gamma USA, 
Zeta USA 

 on-boarding phase 
Alfa Australia, Beta 
Spain, Gamma USA 
Zeta USA 

                                                           
2 As explained in paragraph 3.7, data from Specialisterne USA are not sufficient and therefore not included for this 
part of the analysis. 
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c. Investments in team 
building and team 
involvement  

Alfa Australia, Beta 
Spain, Gamma 
USA, Zeta USA. 

  

d. Accommodations: 
- Changes in the job structure 
-  Physical changes to the workplace 

- Changes in sharing information 

Alfa Australia   

e. Awareness training for 
employees and 
customers’employees 

Alfa Australia, Beta 
Spain, Zeta USA. 

  

f. Changes in the performance 
management system: 

- E.g. Individualized goals related 
to workplace behavior 

Alfa Australia, Beta 
Spain. 

  

 

a. Investments in recruitment, selection and assessment process 

When looking for potential talented employees on the autism spectrum, investing in ad hoc recruitment, 

selection and assessment processes is a common practice and a key investment among the four case 

companies. As mentioned in paragraph 4.2, companies can choose to buy the service from external 

partners such as Specialisterne (e.g. as in the case of Alfa Australia and Zeta USA), or they can make it on 

their own (e.g. Beta Span and Gamma USA). 

Firstly, the recruitment process entail a phase where Specialisterne (as partner of Zeta USA and Alfa 

Australia), Beta Spain and Gamma USA would reach out to ASD associations and social agencies in order 

to promote job opportunities. Here it is relevant to notice that the job descriptions promoted usually do 

not differ from the standard job descriptions, besides for the fact the candidates need to be on the autism 

spectrum (interview n°1, 00:18:58; interview n°5, 12:28; Arch. Doc. Zeta USA, 1). Ones received the 

applications, Specialisterne, Beta Spain and Gamma USA would take care of screening the applications 

and then conducting the first interviews, which need to be suited for people on the autism spectrum 

(interview n°1; n°5; Arch. Doc. Beta Spain, 2). 

A fundamental characteristic of the dandelion management models’ recruitment and selection process is 

the full time skills assessment process. During that assessment process, candidates receive training (that 

can include soft skills training and job training) and they are also supposed to participate in workshops 

(e.g. solving problems using Lego Robots) (Arch. Doc. Beta Spain, 2; Arch. Doc. Zeta USA, 1; Arch. Doc. Alfa 

Australia, 2). From the words of the General Manager of Gamma USA it is possible to understand how the 

assessment process is fundamental: “being able to help each individual finding its right place is the hardest 

thing, because everyone that is on the spectrum is so different. So you really have to do a good job at the 
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assessment, and then we can place them at the work that they will be doing” (interview n°5, part one, 

00:12:28). The product of the full time skills assessment process is actually an individual profile per each 

new employee. Then, that individual profile is what is used to place and then monitor the employees on 

the spectrum over the time and during their career development (interview n°5, part one, 00:12:40; 

interview n°1, 00:26:30; Arch. Doc. Beta Spain, 2; interview n°4, 00:00:56).  

A careful assessment can be considered as one challenge of the selection process. Furthermore, other 

challenges can be identified. Firstly, the whole process is time consuming. For example, the only period of 

full time skills assessment at Alfa Australia lasts about a month (Arch. Doc. Alfa Australia, 2), while it lasts 

seven weeks at Zeta USA (Arch. Doc. Zeta USA, 1). Another challenge reported by the Chief of Diversity at 

Zeta USA is related to the fact that the selection process and the full time skills assessment is not scalable. 

Indeed, it is possible and economically sustainable to have just a limited number of candidates 

participating at the full time skills assessment. Therefore, the number of people hired every year will be 

limited (notes from conference n°1).     

It can be relevant to notice that Beta Spain associated its recruitment and selection process with its five-

months training course that Beta Spain offers as a part of its business. In other words, Beta Spain offers a 

five months training course where students receive job training and social skills training. It is during this 

training phase that students’ competences and profiles are assessed. Anyway, as in the cases of Zeta USA, 

Gamma USA and Alfa Australia, the assessment process results time consuming and not scalable, as for 

every 20 students Beta Spain needs 3 full time employees for 5 months (Arch. Doc. Beta Spain, 2). 

Lastly, another challenge that can be associated to the recruitment process has been reported by Beta 

Spain. In particular, Beta Spain reports difficulties in finding the right candidates (interview n°3; notes 

from interview n°4). Apparently, not all the people on the spectrum have the right characteristics for 

attending the training (interview n°3, 00:37:00). This fact may be associated to the fact that there are not 

a lot of diagnosis within the full range of the autism spectrum in Spain, and therefore there may be lack 

of people with the diagnosis of autism (interview n°3).  
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b. Investments in training and support: soft skills training, psychological support and job training for 

the employees on the spectrum and communication training and support for the supervisor and co-

workers.  

Data suggest that companies implementing dandelion management models are all investing in training 

and support for each autistic employee, including soft skills training, psychological support and job 

training. At the same time, those companies appoint a manager or a member of the autistic employee’s 

team as supervisor, who will be in charge to supervise the autistic employee in its job. Then, they invest 

in training and support for the autistic employee’s supervisor and co-workers. The training generally 

includes awareness training about autism and specific training to develop appropriate communication 

skills to share information with autistic people (interview n°1; n°2; n°3; n° 4; Arch Doc. Alfa Australia,2; 

Arch. Doc. Beta Spain, 2; Arch. Doc. Zeta USA, 1; interview n°5; notes from conference n°1).  

The relevant finding from the data is that dandelion management models grounds in the combination of 

the practices just mentioned.  

The professional expert about autism. In their dandelion management models, Alfa Australia, Beta Spain 

and Zeta USA establish that there needs to be a professional - expert in dealing with people on the 

spectrum. This professional will be responsible for helping the autistic employee to gain soft skills, 

workplace behavior knowledge, and self-confidence, to adapt to the workplace environment (e.g. 

interview n°4, 00:14:26). The professional will also be responsible to ensure that the autistic employee 

could cope with all the new work that the employee has been taught. At the same time, the professional 

is supposed to help the IT experts (supervisor, managers and co-workers) in learning the ‘language of 

autism’, thus, learning how to communicate socially as well as how to communicate job tasks to people 

on the spectrum. Thanks to the intermediation of the professional (who is the personal manager at Beta 

Spain, the AS Support Consultant at Alfa Australia and the job coach at Zeta USA), the employee on the 

spectrum, supervisor and co-workers are able to collaborate efficiently and to enjoy their time together. 

(Interview n°1; n°2; n°3; n° 4; Arch Doc. Alfa Australia,2; Arch. Doc. Beta Spain, 2; Arch. Doc. Zeta USA, 1; 

notes from conference n°1).  

The supervisor. As mentioned, the companies are actually appointing a person who has to be in charge of 

supervising the new employee on the spectrum. In case of Alfa Australia, there are three expert testers 

who are in charge of explaining the job to the eleven entry-level testers on the spectrum (Arch. Doc. Alfa 

Australia, 2; interview n°1 and 2). In case of Beta Spain, there is an IT expert in charge of teaching the job 

to the consultants (Arch. Doc. Beta Spain, 1 and 2; interview 3 and 4). In case of Zeta USA, a team buddy 
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is appointed as responsible for helping the autistic employee with his/her job, with his/her daily business 

tasks and with his/her management of the work load (Arch. Doc. Zeta USA, 1). 

Some challenges should be recognized at this point. Firstly, there is a challenge based on the changes in 

communication style and in sharing information. Both the employees on the spectrum and their co-

workers and managers need to learn each other languages and therefore make a change or anyway learn 

different skills (interview n°4, 00:08:18 and 00: 13:11interview n°2, 00:29:20). At the same time, the 

professional –expert in autism, who has often a background in psychology, and the autistic employee’s 

supervisor, need to make an effort to collaborate between each other. Both the personal manager of Beta 

Spain and the AS Support Consultant of Alfa Australia said explicitly that they do not understand anything 

of IT business. However, they analyse the material of the IT experts and they discuss it with them, 

explaining how the IT experts can break the tasks down, when they should make checklists or visual 

images to explain the tasks. Sometimes, it is the personal manager or the AS Support Consultant that ask 

questions to be explained some passages of the task by the IT experts (interview n°4, 00:13:11 and 

00:15:43; interview n°2, 00:29:20). 

Another relevant challenge is related to the on-boarding phase of the employees on the spectrum. This 

phase could correspond to the first six to nine months of employment of the new autistic employees at 

Alfa Australia and Zeta Spain (interview n° 2, 00:03:39; Arch. Doc. Zeta USA, 1) or it could be associated 

with the five months of full time training course that Beta Spain offers to its students (who are potential 

employees for Beta Spain) (Arch. Doc. Beta Spain, 2). The General Manager of Gamma USA did not 

mention the time needed for the on-boarding phase, but he pointed out explicitly that “the very beginning 

is very hard…(because the new autistic employees) have never worked in a professional work 

environment…then you have to train the rest of our people to understand that these folks have special 

needs, e.g. to be flexible at work..it’s the hardest part” (interview n°6, 00:15:53).  

In particular, the AS Support Consultant of Alfa Australia discussed extensively about the challenge of the 

on-boarding phase. According to her words, in the first part of the Dandelion Program at Alfa Australia, 

the entry-level testers are supposed to receive social-skills training and support. In this phase, the support 

is mainly focused on helping the entry-level testers to have a “smooth transition” from their previous life 

and the world of work. Indeed, the testers on the spectrum used to have very different routines compared 

to their new ‘office life’. Some of them were ‘nocturnal’ for example, meaning that they were awake 

mainly during the afternoon and the night (interview n°2, 00:03:39). Some of them were not used to work 

before or to have a lot of interactions with people who were not their family members (interview n°2, 
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00:22:00). Therefore, the entry-level testers need training aimed at learning appropriate workplace 

behavior and rules, and the AS Support Consultant is the one responsible for this training. For example, 

she explains that she helps them with their time management and she assures that they get used to be at 

work on time, or that they do not use their mobile phones while they are working; she also assures that 

their dress code or their hygiene level are up to scratch (interview n°2, 00:21:31).  

Similarly, Beta Spain also reported challenges during its on boarding phase, which can be associated with 

the five-months training that Beta Spain offers. For example: “When a group of people starts the 

course…typically one of them does not finish the course because he doesn’t like what we do or (because) 

there are some different kinds of problems” (interview n° 3, 00:37:00).  

 

Eventually, it is relevant to point out that in all the four case companies, the professional-expert in dealing 

with autism is supposed to have a decreasing involvement over time. 

 

c. Investments in team building and team involvement 

According to the data from Alfa Australia and Zeta USA, it seems a key investment to put efforts in building 

strong teams and/or building a network around the employee on the spectrum of people who can count 

on each other.  

Zeta USA, for example, creates an “employee support circle” (see figure 7) around the new employee on 

the spectrum, which is a network of people with different roles. Within the employee support circle there 

are people who are supposed to help the new employee in socializing (team buddy and mentor) and in 

keeping up with the work (team buddy, manager).What is relevant to notice is not only that Zeta USA 

promotes team-building activities, but also that Zeta USA chooses carefully the members of the employee 

support circle. Indeed, mentors are volunteers, so it can be assumed that they need to be motivated; 

while team buddies need to have strong empathy skills (Arch. Doc. Zeta USA, 1). 

Alfa Australia also focused particularly on building the team, which the entry level testers were supposed 

to be part of. Even in this case, motivation is a key for being part of the program. Indeed, Alfa Australia 

required managers and employees to send an internal job application if they wanted to work for the 

Dandelion Program, explaining their motivations (interview n°1). Secondly, managers and employees who 

were supposed to work in the Pod had to participate to the full time skills assessment as observers or 

helpers. In this way they were able to meet and get to know those people that then become the entry 

level testers, they saw how they were working and they built a bond with them. That experience was a 
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key to break stereotypes about autism (“it was an eye opening process”) because managers were able to 

see how autistic people were able to work with robots, developing and presenting their projects showing 

outstanding performances (interview n°1).  

 Eventually, the AS Support Consultant highlights that the choice of each member of the Pod has been 

particularly careful, aiming at gathering different kind of personalities that could be the right models for 

the entry level testers (interview n°2, 00:17:43). 

 

d. Investments in particular accommodations:  

Changes in workplace design, changes in the job structure, changes in information sharing 

Changes in the way information are shared are the more relevant accommodation associated with 

dandelion management models. As explained previously, the professional-expert in autism- teaches 

different techniques (e.g. breaking tasks down, speaking in a clear way) to supervisors and co-workers 

(interview n°1; n°2; n°3; n°4; notes from conference,1). Physical changes to workplace is an area of 

investment that have been identified in Alfa Australia case. In particular, the AS Manager explains that 

two employees reported that the fluorescent lighting in the offices were causing them some problems, 

even if they already have special glasses or hat to mitigate their sensible sensory system. Therefore, she 

assured that the lights were changed with some less fluorescent ones (interview n°2, 00:51:56; Arch. Doc. 

Alfa Australia, 4 and 5). Another accommodation that has been identified, still only in Alfa Australia’s case, 

is accommodation in terms of changes of job structure. In other words, Alfa Australia offered the choice 

of having a part time job to those entry level testers that asked to work part time rather than full time 

(interview n°2, 00:54:52). Anyway, as the AS Support Consultant said: “there is a lot of basic 

accommodations that we have taken that they are not too far from the ordinary” (interview n°2, 00:52:58).  

e. Investments in Awareness Training for customers and all the employees 

It should be noticed that both Beta Spain and Alfa Australia hired people on the autism spectrum to work 

as consultants at clients’ offices. In both cases Beta Spain and Alfa Australia offer support to their clients, 

in order to promote the integration of the consultants on the spectrum.  

On one hand, customers’ employees are offered to participate to awareness training about autism. 

According to the executive manager of the dandelion program at Alfa Australia, the awareness training is 

an opportunity that Alfa Australia offers to all its employees and the customers’ employee (the customer 

hosting the Pod in its offices). The awareness training consists mainly in a conference conducted by 
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Specialist People Foundation. The conference is about autism, what it is really about and what are the 

stereotypes around that.  

 

 

f. Peculiar performance management system 

The last category of investments that emerge from the data is related to performance measurement.  

Managers from Beta Spain as well as from Alfa Australia pointed out that their consultants have the same 

performance measures that their clients’ employee would have in the same job position.  

On the other hand, consultants on the spectrum have additional and individualized performance goals, 

which are related to their improvements in learning workplace behavior and social skills. In general, both 

at Beta Spain and at Alfa Australia, consultants receive a personal profile description when their skills are 

assessed during the selection process. Information about their abilities, their work competencies, as well 

as their weaknesses are described in these profiles’ descriptions. Starting from these profiles’ 

descriptions, individualized goals are defined per each consultant. Thereafter, the personal manager (at 

Beta Spain) or the AS consultant (at Alfa Australia) assists the consultants in achieving their individualized 

goals and keeps track of the consultants’ achievements. For example, the personal managers registers 

personal improvements of each consultant, for example, in managing routines (e.g. arriving on time at 

work), according to the specific personal profile of the consultant (my notes). 

4.2.2   Benefit categories 

After coding the interviews and the archival documents collected, it was possible to produce a list of 

benefit categories. When talking about benefit categories, this thesis refers to those benefits that the case 

companies Alfa Australia, Beta Spain, Gamma USA and Zeta USA have reported as associated to their 

dandelion management models.  

From the data analysis it results that benefits can have an impact on different stakeholders. Table 2 will 

show the benefit categories emerged from the data, the other columns will show those stakeholders who 

are taking advantage from each category of benefit. 

Table 2 

BENEFIT CATEGORIES 
Companies 
who report the benefit 

Company’s customer 
who reports the 
benefit 

Impact on 
Society 

a. Higher Productivity 
Alfa Australia, Beta Spain, 
Gamma USA 

Alfa Australia,  
Beta Spain 
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b. Customer satisfaction, 
which leads to customer 
retention (more projects 
with the same customer) 

Alfa Australia,  
Gamma USA, 
Beta Spain 

Alfa Australia,  
Beta Spain, 
Gamma USA 

 

c. Acquisition of high skilled 
employees 

Alfa Australia, Beta Spain, 
Gamma USA, Zeta USA 

  

d. Higher employee 
retention (lower churn 
rate) 

Alfa Australia, Zeta USA   

e. Positive Return on 
Investments 

Beta Spain, Alfa Australia   

f. Strong team engagement Alfa Australia, Zeta USA  Alfa Australia 

g. Increased company 
morale 

 Alfa Australia  

h. Better communication Zeta USA Beta Spain  

i. Benefits for the autistic 
employees in terms of 
satisfaction and wellbeing 

  
Alfa 
Australia, 
Beta Spain 

j. Increase in state revenue 
and GDP 

  
Alfa 
Australia, 
Gamma USA 

 

a. Higher productivity 

Managers from Alfa Australia, Beta Spain and Gamma USA explicitly declare that their employees on the 

autism spectrum are incredibly productive (interview n°1, 00:16:30; interview n° 3, 00:19:30; interview 

n°4, 00:20:01; interview n°5, part two, 00:04:29). 

For instance, one consultant of Beta Spain was in charge of a big project of document revision for a 

customer of Beta Spain, “Upsilon”. Upsilon was very satisfied because Beta Spain’s consultant was able to 

review 200 documents per day, which is 100 documents more compared to the performance of the 

Upsilon’s employee who was in charge of that job in the past (interview n° 3, 00:19:30).  Another Beta 

Spain’s client had three consultants performing a task of document revision. The previous employee was 

reviewing 100 boxes every week, while Beta Spain’s consultants were reviewing much more boxes per 

week. In particular, two of them were reviewing respectively 200 boxes per week and 300 boxes per week 

(interview n°4, 00:20:01).  

Alfa Australia is also reporting higher productivity compared to the performance of other testing service 

lines. In the words of the executive manager: “We’ve got better productivity. In the six months we have 

seen them, they engage well and they are highly productive. The quality and the ability to find errors and 

also to document errors at the client’s place is fantastic” (interview n°1, 00:16:30). 
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b. Customer Satisfaction and customer retention 

Alfa Australia, Beta Spain and Gamma USA reported high customer satisfaction (interview n°1, 00:17:00; 

interview n°3, 00:30:00; interview n°5, part two, 00:07:32).  

For instance, as the program is having a great success in terms of productivity, good work quality and 

overall positive experience of the dandelion program, Alfa Australia’s customer has actually decided to 

sign another contract for a second Dandelion Program (interview n°1, 00:17:00).  Therefore, it is possible 

to assume that the dandelion program have contributed to strengthen the relationship with this specific 

customer.  

According to the experience of Beta Spain, even if clients are difficult to find, when they are engaged they 

are very satisfied of working with Beta Spain: “after a first project is done, the client typically says ‘well, 

these people can work for real’. You have changed their mind”. At this point “you have sold the idea” of 

having consultants with autism, therefore, the dialogue with the client can start focusing more on looking 

for second projects or new job vacancies where Beta Spain can send its consultants” (interview n°3, 

00:30:00).  

c. Acquisition of high skilled employees 

Managers from all the four case companies are very satisfied with the performance, the competence and 

qualification for the job of their employees on the spectrum. Managers from Zeta USA, Alfa Australia also 

underline how well qualified are their employees in terms of academic records (interview n°1; interview 

n°3; interview n°5; Arch. Doc. Zeta USA). For example, in the words of the executive managers, the 

candidates that have been hired are people who “fit the job perfectly” (interview n°1, 00:55:00). There 

are “first class honors, double degrees, very bright people”. And again “The quality and the ability to find 

errors and also to document errors at the client’s place is fantastic” (interview n°1, 00:46:00).   

d. Higher employee retention (lower churn rate, acquiring motivated employees) 

This category has been mentioned both from managers at Alfa Australia and Zeta USA and it has been 

mainly associated to the high motivation for the work that the new employees have. Moreover, they 

associated that to the fact that the new employees feels very comfortable with their job (interview n°1; 

Arch. Doc. Zeta USA, 1).  
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e. Positive Return on Investments 

According to the executive manager of the dandelion program, Alfa Australia is reporting a positive return 

on their investments. Indeed, the cost for their Dandelion Program is mainly associated to the initial 

investment for the two years of planning, then the cost for the assessment and selection process and the 

cost of the salary of the ASD support consultant. However, Alfa Australia is getting a higher return on 

investments over the time in terms of less churn rate and higher productivity (interview n°1, 00:50:37).  

f. Better Communication 

Some managers of Beta Spain’s customers, for example, said that they have improved their ability of 

managing and interacting with their teams, thanks to the instructions that Beta Spain’s personal manager 

suggested to them (Interview n°4, 00:09:16). The personal manager explains, indeed:  “Many times those 

strategies that we suggest are very useful for them (the managers) in order to improve their 

communication with their team. For example, many times our consultants need to receive clear 

instructions, which have to be synthetic and sometimes should be written. Therefore…when we let the 

manager understand that his instructions are not clear, redundant, complex…and if we explain it to the 

manager in a good way…this can help him, because he can apply these strategies with all kind of persons 

(neuro-typical or not)”(interview n°4, 00:09:40).   

Zeta USA is also reporting better communication. The chief of diversity of Zeta USA refers that one of the 

most surprising and relevant results deriving from the dandelion program, was a better communication 

within the teams where people on the autism spectrum where allocated. Apparently, team members had 

to change their way of communicating among each other. In particular, they had to be more clear and 

specific in the way they express what they wanted to say, without using sarcasm, jokes or “meanings 

between the lines”. As teams are often composed by members from different nationalities, that could 

have different way of interpreting jokes or sarcasm, being more clear in sharing information had a positive 

effect on the communication among team members as well as positive results in terms of team 

engagement (notes from conference n°1). 

g. Strong team engagement 

Strong team engagement is a category that emerges in the case of Zeta USA. For example, as noted 

previously, Zeta USA reported a better communication in those teams that include people on the 

spectrum and therefore better team engagement (notes from conference n°1). 

However, Alfa Australia is the case company that reports a very strong support team as the ground of the 

success of the program (interview n°2, 00:07:46; interview n°1). For example the AS support manager 
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explains: “Yeah, it is hard to explain. If you asked me, why it has been successful...and i can write you all 

the presidia that we have created, the strategies that we have put into place... But there is a feeling and a 

bond and a genuine unconditional love... it's all this program together...it is quite unusual… (the executive 

manager) probably thinks I am a bit crazy talking about this, but I believe that… because we all want it to 

be successful we are very open to each other, very honest to each other” (interview n°2, 00:19:26). 

It can be mentioned as a result of the dandelion management model at Alfa Australia, the fact that there 

is also a lot of informal support among the members of the team. Indeed, the team members of the Pod 

often encourage the entry-level autistic testers to join them in social activities, as they know that people 

on the spectrum may find hard to socialize. It seems also that the entry-level testers are actually socializing 

quite well and spontaneously, so their quality of life has a positively affected by this team spirit (interview 

n°1, interview n°2, Arch. Doc. Alfa Australia, 5). The AS Consultant also refers that she was trying to be a 

good model for the young testers, with her eating habits, bringing fruit to work for example. She is not 

required to do that, but this seem to be a result from the atmosphere and the commitment of the whole 

team (interview n°2, 00:27:38) . 

h. Increase of company morale 

Alfa Australia’s Pod is located at the client’s site. Customer’s surveys reported an increase of the overall 

morale among the employees that are indirectly working with the Pod and that are allocated in the same 

floor of the Pod (between 70 and 80 people) (interview n°2, 00:47:52 and 00:49:13). As the AS Support 

Consultant observes: “I have had a lot of customers' employees come up to me and say that having us join 

this area has lifted the spirts and lifted the energy of the place. A lot of the people who work around us for 

the customer, they said that they laugh more at work, they are having a lot more fun at work and that 

they are really enjoying the relationships that they are building with all of us. It really is one big happy 

family...I know it may sound like a cliché, but …it really has been incredible” (interview n°2, 00:47:52). 

 

i. Social benefits: Benefits for the employees and Increase in state revenue and GDP 

Social and economic benefits are categories mentioned both from Alfa Australia and from Gamma USA 

(interview n°1; interview n°5; Arch. Doc. Alfa Australia, 8). Social benefits can be associated to benefits for 

the individuals who have a disability or for their families, and to economic benefits that have an impact 

on the whole society (Arch. Doc. Alfa Australia, 8). 

Extensive data about social benefits are provided by Alfa Australia. In particular, Alfa Australia’s dandelion 

management model contributed to increase personal health and wellbeing (eg. higher self-esteem) of the 
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eleven entry-level autistic testers as well as an increase of their ability to contribute to the community. 

Benefits for their families are associated to a decrease of financial and resource investments, while being 

able to focus on other work (including paid).  

At the same time, the Dandelion Program of Alfa Australia is providing social benefits to the society, in 

terms of reduction of expenditure on welfare (e.g. expenditures in unemployment salaries or health care 

services) and increase in state revenue and GDP. Furthermore, it has been estimated that, over five years, 

the current program has the potential to directly generate around $5 million to Government and $6 

million to individuals, and provide a total economic benefit around 426 million to GDP (interview n°1, 

00:53:00; Arch.Doc. Alfa Australia, 8).  
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4.4 National cultural values affecting dandelion management models 

This paragraph will introduce national cultural values emerging from the data collected, and how those 

cultural values result to affect the implementation of the dandelion management models under study 

(see table 3). Findings will be distinguished according to different national contexts. 

Thereafter, table 4 will present the final findings that emerge comparing results from Australia, Spain, and 

USA. In particular, table 4 will show which are the national cultural values that could facilitate or hinder 

the implementation of dandelion management models.  

Table 3 

NATION 
CULTURAL VALUES  

reported by the case companies 

Implications for the 
implementation of dandelion 
management models and for the 
integration of people on the 
spectrum into the workplace 

Companies 
reporting 

each cultural 
value 

AUSTRALIA 

- Concern for quality of life, for 
taking care of the different 
needs of people, and for 
informal relationships, more 
than for power or privilege 

- People on the spectrum have 
been welcomed 

- Workplace needs of people on 
the spectrum have been 
accommodated without too 
much concern 

Alfa Australia 

SPAIN 

- Resistance towards change 
- Chaotic working style based 

on improvisation 
- Difficulty to collaborate and 

to share power 
 

- Difficult to accept people on 
the spectrum who have a 
different and structured 
working style and who need 
clear plans and rules 

- Difficult and time consuming 
to collaborate and create 
partnerships with stakeholders 
(e.g. associations and families) 

Beta Spain 

UNITED 
STATES 

- Empowering and recognizing 
the talent of people 

- Emphasis on strength and 
achievement 

- Recognition of employability 
and talent of people on the 
spectrum 

- Support in developing the 
talent of employees on the 
spectrum  

Gamma USA, 
Specialisterne 
USA,  
Zeta USA 
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AUSTRALIA 

According to data coded from Alfa Australia, it could be guessed that Australian culture is more concerned 

about having a good quality of life, about taking care of people in need and about having informal 

relationships, more than about having power or privilege. These values seem to have positively affected 

the implementation and the success of the Dandelion Program at Alfa Australia, helping the employees 

on the spectrum to be integrated. 

Indeed, data suggest that Australia has an environment open to embrace different needs and differences 

in people. For example, in the words of the AS support manager it can be recognized flexibility and 

understanding towards different needs: “If somebody can’t manage to work full time, then, why should 

they miss out on having a job? We have to be a bit flexible…and there’s gonna be opportunities in the 

future for the part time people to go full time” (interview n°2, 00:53:33 and 00:56:34). Another example 

that supports the idea that Australia is open to embrace different people, is the fact that the work 

environment at Alfa Australia is reported to be typically a multicultural environment, and the Pod itself 

(the team that forms the Dandelion Program) include people from India, Asia and Australia (interview n°1, 

01:01:00; interview n°2, 00:16:00).  

According to the data, it could be guessed that in Australia there is more concern for having a good quality 

of life (interview n°2, 00:21:31 and 00:49:13), having supportive people around and informal relationships, 

rather than having power and privileges (interview n°1, 00:08:40; interview n°2, 00:06:48; interview n°2, 

00:07:46). For example, in the words of the AS Support Consultant “you know, there would be nothing 

worst than going to work every day of your life and spending forty hours a week being miserable, just to 

earn money. What a terrible existence! Everybody seems so happy (here)!” (interview n°2, 00:49:13). 

Interviewees emphasize how the environment around the autistic entry-level testers have been 

welcoming (interview n°1, 01:01:00; interview n°2, 00:16:00) and that their accommodations were not 

particularly hard to provide  

As according to the words of the executive manager responsible for the Dandelion Program at Alfa 

Australia, Australia is a country with a strong welfare state and that provides a lot of support and social 

welfare structures to face social problems. He adds that in Australia there is probably an understanding 

that problems will get bigger over time and that they will impact fiscally on the society (interview n°1, 

01:00:00). This data can reinforce the idea that quality of life and caring for different needs of people is 

important. 
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SPAIN 

According to the analysis of the data from Beta Spain, it seems that in Spain there are some difficulties in 

embracing changes, such as adapting to a new, different and structured working style.  

Indeed, according to the General Manager of Beta Spain, Spanish working culture is very chaotic and there 

is more improvisation compared to other countries (“ ’How do we do?!’ ‘Oh I don’t know, I do this and 

that’s all’ ‘well can you explain me?’ ‘no, no, I don’t have time!’ “) (interview n° 3, 00:16:00 and 00:28:15). 

Therefore, it appears harder for Spanish people to accept the idea of working with somebody such as 

people on the spectrum, who need clear instructions, who are not too imaginative and who are not very 

good at improvising (interview n°3, 00:14:00 and 00:16:00 and 00:28:15).  

Moreover, resistance to change and suspect towards change are elements that can be recognized when 

Beta Spain has to approach ASD associations. Indeed, the General Manager of Beta Spain highlights that 

ASD associations did not welcome Beta Spain very openly, but they were very suspicious. It took a long 

time for Beta Spain to gain their trust (interview n°3, 00:39:30).  

Considering the previous example, it can be argued that in Spanish society there is difficulty to collaborate 

and to share power. Other examples that can support this argument are, for instance, the fact that two 

ASD associations were fighting because one association did not want Beta Spain to collaborate with 

another “competitor-association” (interview n°3, 00:46:00). Another example could be provided by the 

fact that families of Beta Spain’s autistic students or employees tend to be very apprehensive and 

demanding (notes from interview n°4).   



67 
 

UNITED STATES 

According to data from Gamma USA, Zeta USA and Specialisterne USA, common patterns that can be 

identified among the companies is a focus on empowering and recognizing the talent of people and an 

emphasis on strength and achievement (see Appendix 6 and 7). 

Indeed, data often present a rhetoric which emphasize strength and achievement (interview n°5; 

interview n° 6; Arch. Doc Zeta USA, 1). For example, it can be noticed how Gamma USA emphasize its 

commitment to disabilities creating competitions to raise funds (interview n°5, part one, 00:08:00) and 

how was important then to make the commitment much strong integrating it into the business (interview 

n°5, part two, 00:00:43). Again, in the words of the General Manager of Gamma USA, it can be noticed 

how leadership is considered important: “we have just very very good managers, very experienced, very 

strong managers in place to oversee the work of the professionists…so they can be supported…leadership 

very strong…” (interview n°5, part one, 00:13:29).  

Recognizing the talent and the skills of people on the spectrum results one of the main drivers and rhetoric 

used to talk about dandelion management programs. For example, Zeta USA talks about gifted people, 

talent pools and enumerates the best talents of the history that have been autistic (Arch. Doc Zeta USA, 

1). The General Manager of Gamma USA also highlights that recognizing the individual skills of each 

candidate on the spectrum and helping them in their individual career is one of the most important and 

hardest part (interview n°5, part one, 00:12:28). 

According to the data, these elements of culture of the United States seem to facilitate the 

implementation of dandelion management programs. The talents of people on the spectrum is 

emphasized and people on the spectrum are being recognized as valid workers. Indeed, as according to 

the founder of Specialisterne Thorkil Sonne, the discussion about employment of people on the spectrum 

is currently gaining momentum in the United States (interview n°6, 00:31:49). The General Manager of 

Gamma USA is also incredibly satisfied of his employees on the spectrum, saying that they are outstanding 

performers (interview n°5, part two, 00:04:29).  
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FINAL FINDINGS: 

Elaborating the findings from the previous analysis, it is possible to redistribute them and to divide 

national cultural values according to their impact on dandelion management models. In particular,       

table 4 will show which national cultural values seem to affect the implementation of dandelion 

management models, and that may therefore be considered when a company would like to implement a 

dandelion management model in any national context: 

 

  

Table 4 
NATIONAL CULTURAL VALUES THAT 

COULD FACILITATE DANDELION 
MANAGEMENT MODELS 

NATIONAL CULTURAL VALUES THAT 
COULD HINDER DANDELION 

MANAGEMENT MODELS 

FINAL 
FINDINGS 

- Concern for quality of life, for taking 
care of the different needs of people, 
and for informal relationships, more 
than for power or privilege  

- Empowering and recognizing the 
talent of people 

- Emphasis on strength and 
achievement 

- Resistance towards change  
- Chaotic working style based on 

improvisation 
- Difficulty to collaborate and to share 

power 
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Chapter 5 

5. DISCUSSION 

The question that this thesis tried to answer is “what are the characteristics of dandelion management 

models existing across different national contexts and how can the national context affect their 

implementation?”.  

The first part of this discussion will use the literature (chapter 2) to discuss the characteristics (managerial 

and operational implications, investment and benefit categories) discovered empirically or through 

analysis - and associated to dandelion management models across different countries – and to answer 

the first part of the research question. 

In the second part of the discussion, literature from paragraph 2.4 will be used to discuss how the national 

context, and specifically national cultural values, can affect the implementation of dandelion management 

models. 

 

Characteristics of Dandelion Management Models 

When considering managerial and operational implications and therefore how power and responsibilities 

are distributed within dandelion management models (see paragraph 1.3.1), it is relevant to consider the 

fundamental role of senior managers. Findings from the analysis suggest that dandelion management 

models are characterized by a strong commitment of the senior management, who have a clear 

perception that dandelion management models are implemented to respond to business needs and 

performance goals (e.g. increasing productivity, hiring and retaining talents). It can be suggested that 

senior management commitment, alignment with strategy and with clear KPIs are actually among the 

main reasons that contribute to the efficacy of dedicated human resource programs, such as dandelion 

management models, and to their generation of value for the company (Werner & DeSimone, 2006; Jayne 

& Dipboye, 2004; Klimoshi & Donahue, 1997).   

Analytical findings also suggest that dandelion management models can adopt different employment 

structures and that this appears as a consequence of the fact that companies are pushed to rethink to 

their job vacancies, sometimes even entire service lines. Indeed, through the ‘full time skills assessment’ 
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companies seem to be able to identify some autistic people with talents which are interesting for them. 

Then, they rethink the structure of some of their processes because they want to acquire that talent. This 

finding suggests that dandelion management models may not be a simple bundle of human resource 

practices. Hence, it may not be sufficient to associate dandelion management models to diversity 

programs or human resource programs. Dandelion management programs seem to imply that managers 

should rethink internal operations and processes which are strictly related to the way the company 

performs its services. This consideration also seems to be aligned with the definition of dandelion 

management offered by Austin & Sonne (2014) and Austin (n.d.), which states that dandelion 

management is focused on understanding the potential skills and talents of certain individuals, organizing 

the work context around them to maximize their ability to create value, and then developing their talents 

for future unanticipated forms of value creation. What this thesis’ findings could help to add to this 

definition is that dandelion management also requires to rethink strategically the way that job positions, 

teams, service lines, are usually managed and the way they are operating.  

 

Programs that aim at integrating differently abled people into the organization need to involve a specific 

network of stakeholders within the organization, such as top management, supervisors and co-workers, 

and outside the organization, including social agencies, customers and families (Klimoshi & Donahue, 

1997). Similarly, in this thesis it was found that a common implication of dandelion management models 

is to include those categories of stakeholders. Furthermore, findings provide a clear picture of an 

ecosystem of stakeholders associated specifically with the integration of people with autism. For example, 

ASD associations are a specific stakeholders and they play an important role to provide potential 

employees. Furthermore, relevant stakeholders are those organizations, such as Specialisterne or social 

agencies in the United States, who have the competence of recruiting, selecting and assessing the skills of 

people on the spectrum. Sometimes, companies, such as Beta Spain and Gamma USA, can even decide to 

own this competence themselves. All the five companies reported the fundamental relevance of an 

appropriate and thorough assessment of the skills, need and interests of people on the spectrum, and of 

the relevance to “make or buy” that competence. This can be considered as an empirical finding of this 

thesis because five companies are a sufficient number to guess a possible generalization as according to 

the methods of this thesis (see paragraph 3.7). Furthermore, also Gal, Landes & Katz (2015) and Vogeley, 

Kirchner et al., (2013) argue for the fundamental role of assessment, and they argue that autistic people’s 
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potential for employment can be better identified if appropriate strategies are used to assess their 

individual talents and interests as well as workplace needs. 

 

As just mentioned, tailored recruitment, selection and assessment result as fundamental investments for 

dandelion management models. It can be also added that the assessment process represent a peculiar 

challenge associated with dandelion models, specifically because it is time consuming and because it is 

difficult to be offered to a high number of candidates, as showed by the empirical findings from the data 

collection.  

Furthermore, it can be added that the skills’ assessment should be the basis for investing in rethinking the 

performance measurement systems of dandelion management models. As according to the literature, 

performance measures and standards need to be adapted and they need to clarify the specific 

expectations that employers have for employees with disabilities (Klimoski & Donahue, 1997). In the case 

of dandelion management models, autistic people’s performance results to be measured in terms of 

specific personal goals, such as in terms of improvements in communication and social skills, along with 

the common performance measures for their jobs.  

Eventually, it can be argued that higher employee productivity and higher retention could be expected as 

a credible benefit resulting from dandelion management models. Indeed, benefits in terms of higher 

employee productivity and higher retention, may be related to the fact that needs, personal talents and 

interests of autistic employees have been taken into account (Gal, Landes & Katz, 2015; Vogeley, Kirchner 

et al., 2013; Solovevia & Walls, 2013). 

 

Another characteristic of dandelion management models is the investment in job coaches, training for 

supervisors and co-workers, as well as investments in team building and team involvement, as expected 

from the literature review (paragraph 2.2). However, the peculiarity of those models grounds in the 

combination of those practices. Dandelion management models seem to be organized in order to face a 

communication challenge, which could be expected when non-autistic people interact with autistic people 

(Richards, 2012; Hendricks, 2010; Muller et al., 2003), and a challenge in the onboarding phase, which is 

when autistic people experience the transition to a new work environment (Griffith et al., 2011; Mueller 

et al., 2003). To face those challenges, they are characterized by a system where a professional (expert in 

dealing with autism) fosters the communication between the employee on the spectrum, the supervisors 
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and coworkers, and train them. Job training and job coaching are important investments to smooth the 

transition into the new work environment (Griffith et al., 2011; Mueller et al., 2003). Furthermore, it could 

be argued that team building and team involvement activities could be beneficial for the employees on 

the spectrum (Richards, 2012). Eventually, it could be logical to argue that all the investments in 

communication and team building and team involvement activities may contribute to results such as 

better communication and strong team engagement. Thus, those benefits could be a credible 

consequence and benefit category associated with dandelion management models, even if they were not 

expected in the literature review. 

Investments in terms of awareness training for customers and employees are also a common 

characteristic among dandelion management models. It can be argued that this investment contributes 

to the integration of people with disabilities such as ASD (Vogeley, Kirchner et al.,2013; Klimoski & 

Donahue) and it could help reducing the general lack of tolerance that autistic people experience because 

of their atypical behaviors (Richards, 2012). 

Accommodations in terms of different job structures (such as offering part-time contracts) and changes 

in information sharing are found as common among dandelion management models, as expected. Lastly, 

contrary to what was expected, particular investments in terms of work design and redesign do not appear 

as a major investment. 

 

How National Cultural Values Can Affect the Implementation of Dandelion Management Models 

In order to reply to the working question 3, data were analysed to discover possible cultural values that 

could have been associated with culture of Australia, Spain and United States. Thereafter it was analysed 

if the values identified seem to hinder or facilitate the implementation of dandelion management models 

and the integration of autistic employees into the workplace. 

At this point it will be discussed if the values identified are supported by the literature of Hofstede(2001) 

(see paragraph 2.4), such as the definitions that he gives to the five dimensions of national cultural values 

and the specific values that he associates to Australia, Spain and United States. Thereafter it will be 

discussed which values, according to Hofstede(2001)’s definitions, hinder or facilitate dandelion 

management models. Moreover, it will be also discussed if findings correspond to the expectations 

summarized in figure 1. 
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This discussion will be particularly relevant for the field of International Management and for those 

managers that would consider to implement dandelion management in any national context. Indeed, 

using Hofstede (2001)’s value dimensions allow a certain generalization of the findings, because 

Hofstede’s value dimensions can be applied to almost every country of the world (Hofstede, 1980; 2001; 

Hofstede et al., 2010).   

 

Findings from this thesis’ analysis show Australian culture as non-hierarchical, based on informal 

relationships, and not caring too much for power and privilege. As according to Hofstede (2001), 

Australian cultural environment is characterized by low power-distance and low uncertainty avoidance. 

As expected in the literature review, low power distance and low uncertainty avoidance seem to facilitate 

dandelion management models, which challenge the status quo and which entail the increased inclusion 

of groups traditionally lower in power and status. Indeed, it has been found people on the spectrum have 

been welcomed and supported at Alfa Australia in Australia.  

To reinforce the idea that low power distance and low uncertainty avoidance may facilitate dandelion 

management models, it is possible to look to the findings related to Spain. Indeed, data collected from 

Beta Spain argue for a Spanish culture characterized by difficulties in sharing power, collaborating and 

resistance to change.  These two national cultural values are associated respectively to high power 

distance and high uncertainty avoidance according to Hofstede (2001), and Hofstede associates these two 

cultural values to Spanish culture as well. Furthermore, Hofstede et al. (2010) point out that Spanish 

culture is characterized by so many rules for everything that people are then very noisy and obliged to 

avoid rules (very high uncertainty avoidance). Similarly, in the analysis it has been found that the Spanish 

work environment is very chaotic. Data show also that difficulties in sharing power and resistance to 

change are hindering the implementation of Beta Spain dandelion management model.  

Thus, to conclude, as first main finding of the discussion about the focus on national cultural implications, 

it can be argued that nations with low power distance and low uncertainty avoidance such as Australia 

may facilitate the implementation of dandelion management models.  

 

Patterns associated with a feminine national culture, which is a culture that values cooperation and 

modesty and that cares for people in need and for quality of life (Hofstede, 2001), can be identified in the 

national cultural values found in Australia.  However, this finding does not correspond to what the 

literature associates to Australian culture. Indeed, according to Hofstede (2001), Australian culture is 
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more associated with masculine cultural values, even if the score is not extremely high (61 out of 100). It 

could be said that other factors, such as Alfa Australia’s organizational culture, could have influenced the 

findings from this thesis’ analysis. However, data collected report that there is a strong welfare state in 

Australia, which can be associated with a feminine cultural value with low doubts. Anyway, for the sake 

of dandelion management models, it is interesting to understand whether values associated with a 

femininity may facilitate the integration of people with autism into the workplace. Thus, according to the 

data and as expected in the literature review, patterns associated with feminine cultural values seem to 

facilitate the integration of people with autism and the implementation of dandelion management models. 

Indeed, the employees on the spectrum at Alfa Australia are improving their quality of life and they are 

performing extremely well at Alfa Australia. 

On the other hand, it is necessary to notice results that show that also a masculine culture facilitate the 

implementation of dandelion management models. Indeed, data collected about national cultural values 

in the United States present United States as a culture that emphasize strength and achievement and as 

a culture that emphasize the recognition and empowerment of the talent of people. Emphasis on strength 

and achievement is a value that can be associated to Hofstede (2001)’s value dimension of masculinity; 

while emphasis on recognition of talents can be associated with the dimension of individualism. These 

two dimensions are actually associated to the cultural values of USA (Hofstede 1980; 2001; Hofstede et 

al., 2010). Both masculinity and individualism are found to facilitate dandelion management models and 

the integration of people with autism. On one hand, the positive association between individualism and 

dandelion management models is actually consistent with the expectations raised in the literature review. 

On the other hand, emphasis on strength and achievement, so masculine values, seem to facilitate 

dandelion management models, but this finding does not correspond to the expectations expressed in 

the literature review. However, this finding is consistent with some doubts aroused in the expectations, 

as it was suggested that masculine society, even if awarding those man that are tough and strong, might 

have some sympathy for people on the spectrum.  

At this point it could be discussed how masculine values and feminine values may affect the 

implementation of dandelion management models. If the individualistic and masculine values found in 

the United States are compared to the Australian values, it could be seen that there might be a different 

approach in the way people on the spectrum are received. Indeed, in the United States there is an ongoing 

and lively discussion about employment and recognition of people with autism; while Australian values 
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associated to femininity suggest a concern related to being flexible, open and welcoming to autistic 

people. 

As final comment related to the focus on national cultural values it could be said that data collected show 

that national cultural values associated with low or high power distance, low or high uncertainty 

avoidance, with femininity, with masculinity and with individualism may affect the implementation of 

dandelion management models and the integration of people with autism into the workplace. Among 

those cultural value dimension high power distance and high uncertainty avoidance are those values that 

could actually hinder the implementation of the models. However, when considering any cultural context, 

it is always fundamental to consider the combination of values within each culture (Hofstede et al., 2010).  
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Chapter 6 

6. CONCLUSIONS 

The problem stated in this thesis raised as a need to explore and discover what are the characteristics of 

dandelion management models existing across different national contexts and to explore how national 

context, and in particular national cultural values, can affect their implementation.  

To face the problem and answer to this thesis’ research question (paragraph 1.3) this thesis have adopted 

an exploratory purpose together with a multiple-case study strategy, taking care to include a sample of 

cases that could include different kinds of dandelion management model operating in different countries. 

Using a theoretical sampling method, five case companies, together with appropriate qualitative data 

collection methods, allowed to explore and discover categories (Corbin & Strauss, 2008) and to generate 

theories (Miles, Huberman & Saldaña, 2014) associated to dandelion management models. Those theories 

(the categories identified) are therefore credible and they could be expected to be found in other 

dandelion management models. In this sense, it can be said that this thesis has achieved its first aim, which 

was contributing to the first exploratory research of Austin (n.d.).  

Furthermore, this thesis selected, thoroughly described and analysed real case examples, meaning 

dandelion management models concretely implemented by the case companies. In this way, business and 

human resource professionals are provided with knowledge about concrete practices, along with their 

implications and benefits. As according to the second aim of this thesis, that knowledge has been provided 

in order to inspire them and help them when choosing to apply dandelion management models to their 

businesses. Moreover, this thesis provided information about how the national context, and in particular 

national cultural values, could affect the implementation of dandelion management models. In this way, 

this thesis would help managers to evaluate their specific national context when interested in 

implementing dandelion management models or expanding them in other countries. However, it is 

acknowledged that many other contextual variables should be considered.    

Eventually, it can be argued that the third and last aim of this thesis, which was covering research gaps in 

the fields of Human Resource Management, and specifically in managing differently abled employees, and 

Diversity Management has been achieved. This thesis’ analysis provided an overview of possible 

investments and benefits associated with hiring and accommodating people with disabilities, and in 
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particular people with ASD, which is knowledge that is lacking in the literature (Schur et al., 2014; Griffith 

et al., 2012; Richards, 2012; Hernandez & McDonald, 2010; Cimera & Cowan, 2009; Lengnick-Hall et al., 

2008; Järbrink et al., 2007) (see paragraph 1.5).  Furthermore, this thesis provided thorough knowledge 

about how dandelion management programs are characterized. As diversity management programs aim 

at developing practices for integrating minorities into the workforce (Werner & DeSimone, 2006), they 

can be associated to dandelion management models, which aim at integrating the minority of people on 

the spectrum. Thus, when describing, analysing and discussing dandelion management models, this thesis 

provided knowledge about entire (diversity) programs, their implications and outcomes, collecting data 

from managers (rather than from employees), which is knowledge that is lacking in the literature of 

diversity management (Kulik, 2014; Jonsen et al., 2011) (see paragraph 1.5).  

6.1 Recommendations for business professionals and for human resource professionals 

As discussed previously, dandelion management models are characterized by a clear alignment with the 

business, performance goals and strategy of the company chosing to implement them. This fact requires 

and implies a strong senior management commitment and intervention, which is also associated with the 

success of the program (see chapter 5). Therefore, when managers would consider to implement a 

dandelion management model, it is recommended that senior managers evaluate the opportunity for 

their business and that they align the program to their business strategy. For example, they could look at 

those vacancies or processes or lines of business that could benefit from high-skilled employees fitting 

specific jobs were there are skills shortages, or that could benefit from the implementation of training for 

a better and clearer communication. Furthermore, plans and expectations should be discussed and 

established together with human resource professionals of their company. 

When planning a dandelion management model it is also recommended to consider the particular 

geographical context where the model would be implemented. For example, it is suggested to evaluate 

the context of stakeholders, such as ASD associations or similar partners expert in recruiting. Managers 

should also evaluate if the diagnosis of ASD is well known in their national context, as there could be 

challenges in finding partners or candidates in case it is not well known.  

National cultural values could also affect the implementation of dandelion management models and the 

integration of people on the spectrum. Therefore, it is necessary to be aware of those cultural values in 

order to choose carefully the country where the model should be implemented, and in order to be 

prepared to solve possible challenges. Countries with high hierarchies and more resistant to change, such 
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as Spain, could not be easy to adapt to a dandelion management program. Countries that care for people 

in need, such as Australia, could be more welcoming. However, countries which are more individualistic 

and which emphasize achievement such as the US seem also to be a positive environment for dandelion 

management models. 

Managers should take into account that investments in dandelion management programs are thought to 

require long-term investments, with higher investment at the beginning of the program. Therefore, 

managers should take into account that they will have high investments and efforts in the recruitment, 

selection and assessment phase, which will also require specific skills and probably external help, as well 

as in the first phase of adaptation and on-boarding, when investments in training and support are higher. 

Therefore, senior managers together human resource professionals are recommended to make a clear 

plan and a clear strategy for their dandelion management models, and to carefully monitor results during 

the time. As the initial investments and efforts could be high, it is suggested to make a pilot program, 

hiring a limited number of autistic employees for a specific project, and then to evaluate its development 

and its results. Thanks to the pilot program, it could be possible to extend and improve the dandelion 

management model afterwards. 

To conclude, when evaluating the benefits associated with a dandelion management program, it is 

suggested not to focus only on performance objectives such as higher productivity, lower churn rate, 

acquisition of talented and skilled employees, which are of course very important. However, it is also 

suggested to monitor results in terms of team engagement, team collaboration, company morale, and 

ability of managers and co-workers to communicate with each other. Actually, those benefits might also 

generate better performance and higher productivity over the time. 

6.2 Future research 

This thesis is a starting point for exploring and discovering the characteristics of dandelion management 

models. As this thesis and its findings aimed at contributing to the exploration phase of Austin (n.d.)’s 

research, it could be suggested to develop that exploration phase extending the sample of companies that 

have been used in this thesis. For example, other cases that could provide other forms of dandelion 

management models should be considered. Furthermore, it is recommended to study other cases that 

could replicate and reinforce the findings emerged from this thesis. For instance, as it has been found that 

dandelion management models push companies to rethink strategically to the structure of their job 

vacancies, teams, and even lines, it could be interesting to study case companies that do something 
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similar, in their own way. Eventually, when investment and benefit categories will be generalized, further 

research should study and measure the economic cost and value of those categories, and it should also 

study how investment and benefit categories are linked to each other.  

To conclude, in order to better contribute to knowledge within international management and diversity 

management, further research should study how different contextual variables could affect the 

implementation of dandelion management models. For example, not only national cultural values should 

be considered, but also other contextual variables such as national laws and regulations, national support 

programs as well as the organizational culture present in a certain company and in its specific geographical 

context. This knowledge could concretely help the implementation of dandelion management programs 

and their adaptation to different national context and cultures.  
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Appendices 

APPENDIX:  

Appendix 1: National cultural values in Spain, Australia and United States 

In this specific thesis, three different countries are taken into consideration: Spain, Australia and United 

States. Appendix 1 will describe national cultural values of these three countries as according to the 

Hofstede (2001)’s value dimensions. Moreover, reflections will be provided regarding whether and which 

dimensions of each national culture may facilitate or hinder dandelion management programs.  

Spain. Through his researches, Hofstede (2001; 1980) and Hofstede et al. (2010) suggests that the Spanish 

Society is mainly hierarchical (high score in Power Distance) and power holders are not willing to share 

their power. Hierarchy in an organisation is seen as reflecting inherent inequalities and subordinates 

expect to be told what to do. If there is a dimension that defines Spain very clearly, it is Uncertainty 

Avoidance, as is reflected in a high score of 86. Spanish people like to have rules for everything, changes 

cause stress, but, at the same time, they are obliged to avoid rules and laws that, in fact, make life more 

complex. Confrontation is avoided, change is seen with suspicion and quick results are preferred (low 

score in long-term orientation and high score in uncertainty avoidance). Considering the previous data it 

could be expected that dandelion programs would encounter some resistance in Spanish companies, as 

they challenge the status quo. Moreover, people on the autism spectrum themselves may be perceived 

as challenging the work environment, because they tend not to follow social norms. 

On the other hand, Spanish culture results to be mainly a feminine culture (low score in masculinity), 

which have concern for weak and needy people. Indeed, polarization is not well considered and excessive 

competitiveness is not appreciated. Spanish culture appears not to be a high individualistic one (51 in 

individualism). This characteristic of the Spanish society could mitigate the negative implications of the 

other dimensions. Thus, people on the autism spectrum may be approached with understanding when 

their condition is disclosed and clarified.  

 

Australia mainly have a non-hierarchical society, a culture based on informal communication and 

knowledge sharing between managers and employees (low power distance, score 36). These 
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characteristics may offer positive basis for dandelion programs and in general for integrating people with 

low power in the society – as people on the autism spectrum – into the workplace.  

Australian culture is also a very individualist culture (score 90), this translates into a loosely-knit society in 

which the expectation is that people look after themselves and their immediate families. On the other 

hand, in the business world, employees are expected to be self-reliant and display initiative. Moreover, 

behavior in school, work, and play are based on the shared values that people should “strive to be the 

best they can be” and that “the winner takes all” (score 61 in masculinity) (Hofstede, 2001; Hofstede et 

al., 2010). Therefore, individualism may be consistent with dandelion programs, which recognise needs 

and skills of the minority of people with ASD. On the other hand, people on the spectrum and with 

disabilities may have problems to be accepted in the work environment, as they may be seen as fragile 

rather than strong collaborators. For example, Jones & Harwood (2009), who studied the representation 

of Autism in Australian media, underlined that people on the autism spectrum have been mainly described 

as a burden for families and society and they have been rarely described with positive attributes.  

 

Culture in the United States of America have good premises for the implementation of dandelion 

programs. According to Hofstede (2001) and Hofstede et al. (2010)’s researches United States have a 

society based on equal rights (low power distance, score 40), freedom of expression, empowerment of 

individual’s uniqueness and talents (very high individualism, score 91) and fair acceptance of new and 

innovative ideas (low uncertainty avoidance, score 46). On the other hand, it is necessary to consider the 

high score within the masculinity dimension. According to and Hofstede et al. (2010) in the United States 

it is believed that a certain degree of conflict will bring out the best of people, as it is the goal to be ‘the 

winner’. As a consequence, there is a lot of polarisation or competitiveness in social and business 

activities. This mentality undermines the American premise of ‘liberty and justice for all’, rising inequality 

and widening the gap among the classes. These may slowly push Power Distance up and Individualism 

down (Hofstede et al, 2010) and could make it difficult to integrate the most fragile minorities such as 

people with disabilities or autism.   
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Appendix 2: The choice of the research philosophy 

In this thesis, the choice of the research philosophy is based on a reflection about the research question 

of this thesis. As explained in the introduction, this thesis’s aim is to gain an understanding of a whole set 

of investments that can be needed to develop dandelion management models, and an understanding of 

the benefits generated from those investments. Secondly, the research question has also a focus on 

identifying implications associated with national cultures that have an impact on dandelion management 

models. The knowledge that this thesis aims to produce when answering the two research questions, 

would ideally be: 

(1) In-depth. Meaning that this thesis aims to collect the higher possible number of perspectives and 

categories;  

(2) Generalizable. Meaning that the knowledge produced should be applicable to other cases and 

that could therefore be used from all Human Resource professionals;  

(3) Complete. Meaning that the knowledge produced should provide an understanding of the 

dandelion management models in their entirety, looking at how single categories of 

‘investments’, ‘benefits’ and ‘cultural variables’ are connected together to form the whole 

dandelion management model.  

The research philosophy of this thesis has been selected in order to help achieving these three goals. 

Firstly, the philosophical approach called interpretivist approach have been chosen. The interpretivist 

approach could help when aiming to achieve the goal of producing in-depth knowledge. 

The interpretivist paradigm deems that the subject matter investigated by the natural sciences is different 

to the social sciences. In social sciences human beings, as opposed to inanimate objects, can interpret the 

environment and themselves (Delanty & Strydom, 2003; Onwuegbuzie, 2000). In contemporary research 

practice, this means that there is an acknowledgement that facts and values cannot be separated and that 

understanding is inevitably prejudiced because it is situated in terms of the individual and the event 

(Cousin, 2005; Elliott & Lukes, 2008). Thus, researchers recognize that all participants involved, including 

the researcher, bring their own unique interpretations of the world or construction of the situation to the 

research and the researcher needs to be open to the attitudes and values of the participants or, more 

actively, suspend prior cultural assumptions (Delanty & Strydom, 2003; Mackenzie & Knipe, 2006).  

In this thesis, the interpretivist approach will drive the researcher to collect different perspectives from 

very different people and sources, being aware that there could always be a different perspective and a 

different way to interpret the same facts. Different perspectives could actually contribute to go more in-
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depth in understanding certain categories (of investments, benefits…) identified. As according to the 

interpretivist approach, in this thesis, methods such as interviews will be considered, because they are 

methods that allow for as many variables to be recorded as possible (Mackenzie & Knipe, 2006). 

One relevant criticisms of interpretivism is that it does not allow for generalizations because it encourages 

the study of a small number of cases that do not apply to the whole population (Delanty & Strydom, 2003). 

In order to achieve the goal of generalization, this thesis will adopt a multiple-case study approach. Other 

strategies that could mitigate the issue of generalization entail the collection and triangulation of different 

kind of data. Eventually, providing ‘thick descriptions’, meaning very accurate descriptions of the 

interpretation that the researcher gives to the data, will allow to mitigate the problem of subjective 

interpretation of the data (Geerz, 1983 in Cousin, 2005). Therefore, if an HR professional would consult 

this thesis, he or she would be able to understand the data and interpret the data applying them to its 

own case (Geerz, 1983 in Cousin, 2005). Furthermore, against the critic of generalizability of data, some 

scholars highlight that the detail and effort involved in interpretive inquiry allows researchers to gain 

insight into a range of perspectives that may not have come to light without that scrutiny (Macdonald, 

Kirk, Metzler, Nigles, Schempp & Wright, 2000). The knowledge produced could therefore be an inspiring 

basis for professionals, and a basis for the overall project of Austin (n.d.) which aims at further exploration 

and verification of the findings. 

Eventually, the aim of completeness brought to reflect on combining the interpretivist approach together 

with another philosophical approach, the hermeneutical approach. The hermeneutical view applied in 

this thesis is based on the thoughts of Gadamer, who seeks to explain the interpretation of texts, contexts 

and preunderstandings (Fredslund 2005). A fundamental aspect of the hermeneutical tradition is the 

hermeneutical circle, which consists of a sense part and a sense whole, where the whole only make sense 

because of the parts, and the parts only make sense because of the whole (Fredslund 2005). Therefore, 

when all the parts fit into the whole, one becomes closer to finding a shape of reality, though the truth 

never can be found (Fredslund 2005). 

In particular, the hermeneutical view has been chosen as an approach that could help to build an 

understanding of the combinations among the variables identified, understanding how they work 

together. Looking at the whole picture it is relevant for this thesis to fill the gaps in the literature within 

diversity management. Indeed, as pointed out in the introduction, researchers have not studied deeply 

bundles of practices of diversity management, focusing mostly on single practices and forgetting the 

combination. Furthermore, as pointed out in the introduction, there is no research enough about entire 
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diversity programs and models and researchers rarely interview top managers and HR professionals about 

their programs. Hence, in this research, the researcher tries to gain both a complete view of the dandelion 

management models, interviewing top management and looking at the whole combination of practices 

adopted by the companies under study. While, at the same time, the researcher tries also to gain a more 

detailed picture of the dandelion management models, collecting data from the lower management. 
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Appendix 3: Interview Guide for the interviews with Top Managers  

The following matrix shows the interview guide used for conducting the interviews with top managers.  

HOW TO READ THE MATRIX: The first column of the tab shows the open questions that were the guide 

for the interview. Each open question is associated with possible sub-questions that can be asked in order 

to go more in depth – if necessary - with the information that the interviewee will provide. 

Colors are used to make particularly clear if the questions are aiming at collecting information related to: 

 ORANGE: What are the managerial and operational implications associated with dandelion 
management models and what are their main investments. Note that managerial and operational 
implications are colored in the same way of investment categories because sometimes they tend 
to overlap. 

 GREEN: Benefits 
 YELLOW: National Cultural Implications 

 

INTRODUCTION: The interviewer will explain to the interviewee how  she is trying to help Austin (n.d.)'s 
research, and therefore she will explain what her interview is focusing on. It means that the interviewer 
will explain that she is trying to understand what are the main characteristics of the dandelion 
management model that the interviewee’s company is implementing. She will also explain that she 
aims to understand the main investments (costs, challenges,...) and benefits associated with the 
dandelion management model. Eventually, the interviewer will also explain (if necessary) that she has 
a focus on culture and national implications. 
 
 

OPEN QUESTIONS 

Details that the researcher wish to collect and that will drive 
the research subquestions 

Subquestions 
aiming at collecting 
information about 
managerial and 
operational 
implications, as 
well as 
investments 

Subquestions 
aiming at collecting 
information about 
benefits 

Subquestions 
aiming at collecting 
information about 
national cultural 
implications 

1 

What is the dandelion 
management program that 
your company is 
implementing? And what are 
you in charge of? 

Can you specify: 
 Main activities 
 People 

Involved and 
their roles 

 Challenges 
 How do you 

manage these 
challenges 
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2 
How did you set up your 
model/program? 

   

3 

Which differences did this 
model/program introduce 
compared to your standard 
business (if applicable)? 

   

4 

Which other external 
organizations are involved in 
this program? How? (From 
archival documents it is 
acknowledged that there are 
other organizations involved) 

  How is dealing with 
customers and 
stakeholders in 
your country? 

5 

Which are the departments, 
functions and people in 
charge of the dandelion 
program,of its integration in 
the company and of its 
implementation?  

How are they 
involved? And how 
much? Did you 
meet any 
challenges in 
dealing with them? 

  

6 

Are there any other costs or 
expenses that you account to 
have? Did you meet any 
particular challenges? 

Can you provide 
some examples? 

  

7 
Have you already noticed 
positive benefits coming from 
your dandelion program?  

 Can you provide 
some examples? 

 

8 

Do you have already results in 
terms of profits and financial 
performance or in terms of 
employee productivity?  

 Do you consider 
them positive? 
Why/why not? 

 

9 

Could the dandelion program 
be beneficial for other 
departments or activities of 
your company?  

 Have the dandelio 
program helped (or 
might it help) the 
development of 
HRM practices 
within the 
organization? 

 

10 

Do you think that some 
cultural aspects of the your 
national culture may have 
had an influence of how your 
dandelion management 
model/program has been 
perceived?  

  Can you provide 
some examples? 
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Appendix 4: Interview Guide for the interviews with Low Management  

The following matrix shows the interview guide used for conducting the interviews with low managers.  

INTRODUCTION: The interviewer will explain to the interviewee how  she is trying to help Austin (n.d.)'s 
research, and therefore she will explain what her interview is focusing on. It means that the interviewer 
will explain that she is trying to understand what are the main characteristics of the dandelion 
management model that the interviewee’s company is implementing. She will also explain that she 
aims to understand the main investments (costs, challenges,...) and benefits associated with the 
dandelion management model. Eventually, the interviewer will also explain (if necessary) that she has 
a focus on culture and national implications. 
 
 

OPEN QUESTIONS 

Details that the researcher wish to collect and that will drive 
the research sub-questions 

Subquestions 
aiming at collecting 
information about 
managerial and 
operational 
implications, as 
well as 
investments 

Subquestions 
aiming at collecting 
information about 
benefits 

Subquestions 
aiming at collecting 
information about 
national cultural 
implications 

1 

What is your role within your 
company’s dandelion 
management program? How 
does the dandelion 
management program work 
(in the area you are in charge 
of)? 

Can you specify: 
 Main activities 
 People 

Involved and 
their roles 

 Challenges 
 How do you 

manage these 
challenges 

 External 
stakeholders 
that you have 
to deal with 

 

 How is dealing with 
those customers 
and stakeholders in 
your country (if the 
interviewee 
mention them)? 

3 

Do you need to tailor 
accommodations for each 
employee on the autism 
spectrum? How? Examples? 
(Which Costs in terms of 
money and time and 
compared to the avarage 
employee) ? Who is in charge 

How do you 
manage? Have you 
been able to lower 
your efforts during 
the time? 

  

4 
Are there any other costs or 
expenses that you account to 

Can you provide 
some examples? 
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have? Did you meet any 
particular challenges? 

5 

Have you already noticed 
positive results and/or 
benefits coming from your 
dandelion program?  

 Can you provide 
some examples? 

 

6 

Do you have already results in 
terms of profits and financial 
performance or in terms of 
employee productivity?  

 Do you consider 
them positive? 
Why/why not? 

 

7 

Do you think that some 
cultural aspects of the your 
national culture may have 
had an influence of how your 
dandelion management 
model/program has been 
perceived?  

  Can you provide 
some examples? 

 
 

 
QUESTIONS ABOUT SPECIFIC CATEGORIES: 
 

1 

Do you have costs such as some of the following:  
 Costs for a different selection process 
 Costs for awareness sessions for your employees or custmers’employees 
 Training for the new employees on the autism spectrum 
 Adapted performance management systems 
 Accommodations such as a flexible job structure (Which are the implications for your 

activity?), adjustments to the workplace or different tools.  
 Team Building Activities 

2 

Do you have benefits such as some of the following:  
 Higher productivity 
 Better quality of life for employees on the autism spectrum 
 Increased company morale 
 Increased workplace safety 
 Increased interaction with co-workers 
 Increased overall company attendance 
 Increased profitability 
 Increased customer base 
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Appendix 5: Start List 

This start list includes those codes that have been created and used to start analysing the data collected. 

During the process of data collection other codes have been added progressively.  

The start list contains four main codes  (‘managerial and operational implications, ‘investment categories’, 

‘benefit categories’, ‘national cultural implications’) created from  this thesis’ working question, aiming at 

keeping the focus on them during the data collection. Thereafter, other deductive codes were created 

looking at the literature review, and they were associated to the “four main codes”. 

 

MAIN CODE ASSOCIATED DEDUCTIVE CODES 
Description or further explanations of 
the deductive codes  
(if needed) 

 

MANAGERIAL 
and 
OPERATIONAL 
IMPLICATIONS 

Senior Management Commitment  

Alignment  
Alignment with the strategy and 
business needs 

Stakeholders (inside) 

Stakeholders within the organization 
who have a role in the dandelion 
management model and its 
implementation (e.g. HR, Top managers, 
line managers, supervisors, co-workers). 
This code includes all the information 
about their roles and what they do. 

Stakeholders (external) 
E.g. social service agencies, therapists, 
customers, family members. 

Other managerial and operational 
implications 

As according to paragraph 1.3.1, this 
code includes explanations about the 
way roles power and responsibilities are 
assigned, controlled and coordinated 

 

INVESTMENT 
CATEGORIES 

Recruitment and selection systems  

Awareness training 

Initiatives aimed at raising awareness 
about autism among the people involved 
in the dandelion management model, 
including external stakeholders (e.g. 
customers) 

Changes in performance management  

Team building 
Investments in team building and team 
involvement 

Supervisor or job coach 
Investments in supervisors and/or job 
coach and any training for them 
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Training for the autistic employee  

Work redesign 

Modified equipment 

Physical changes to the workplace 

Changes in work tasks or job structure 

Changes in communication or 
information sharing 

 

BENEFIT 
CATEGORIES 

Hiring and/or retaining qualified 
employees 

 

Increased attendance 
Increased attendance of the employee 
on the spectrum 

Increased productivity 

Increased productivity of the employee 
on the spectrum OR increased 
productivity associated to the job that 
the new employee on the spectrum is 
performing (compared to employees 
that were performing that job previously 
or that are currently performing in a 
similar position within the company) 

Improved interaction with the customer  

Increased overall company attendance  

Increased profitability  

Increased customer base  

Increased overall company morale  

Better communication 
Increased interaction with co-workers 
(or better communication in general) 

Increased diversity  

Increased workplace safety  

Increased ability to provide 
accommodations 

Increased ability to provide 
accommodations to the whole 
workforce 

 

NATIONAL 
CULTURAL 
IMPLICATIONS 

“Yes Hierarchies” (high PW) 

Everybody has a place and there is no 
need for further justification. Privileges 
are accepted. This code is associated 
with high power distance. 

“No Hierarchies” (low PW) 
There is need for justifying power. 
Privileges are not accepted. This code is 
associated with low power distance. 

Need for rules (high U.A.) 
This code is associated with high 
uncertainty avoidance 

Resistance to change (high U.A.) 
This code is associated with high 
uncertainty avoidance 

No need for rules (low U.A.) 
This code is associated with low 
uncertainty avoidance 
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Emphasis on individual uniqueness and 
rights (indiv.) 

This code is associated with 
individualistic cultures. 

Importance of being part of cohesive 
groups (collect.) 

This code is associated with collectivism. 

Emphasis on achievement (M.) 
Emphasis on success, achievement, 
assertiveness, heroism. Associated with 
masculinity 

Caring for weak and for quality of life Associated to feminine cultures. 

Future oriented behaviors (LT.o.) 
Willingness to postpone gratifications. 
Associated to Long-Term oriented 
cultural values 

Need for quick results (ST.o.) 
Associated to Short-Term oriented 
cultural values 
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Appendix 6: First Cycle Coding 

Appendix 6 shows an example of the first cycle coding process. In particular, it will show the coding process 

related to the working question 3 (How national cultural values can affect the implementation of 

dandelion management models ?) and specifically to how data from case companies located in the United 

States have been coded in the first cycle coding process (Gamma USA, Specialisterne USA, Zeta USA).  

Appendix 7 will then show how data from first cycle coding have been combined.  

 

MAIN CODE: NATIONAL CULTURAL IMPLICATIONS 

COUNTRY: UNITED STATES 

CODES DATA CHUNCKS 

Gamma USA 

Emphasis on achievement and on being strong  “We raise fundings, we organize events, we 
sponsor an annual event where people play 
volleyball and we raise 400 thousand dollars 
each year…” (int. n°5, part one, 00:08:00). 

 “we have just very very good managers, very 
experienced, very strong managers in place o 
oversee the work of the 
professionals…leadership very strong…” 
(int.n°5, part one, 00:13:29) 

 “…this dropped as the opportunity to make the 
commitment to disabilities much stronger” 
(int.n°5, part two, 00:00:43). 

Emphasis on individual uniqueness  “being able to help each individual person to 
find the right place…that’s the hardest thing, 
because everyone that is on the spectrum is so 
different” (interview n°5, part one, 00:12:28). 

Specialisterne USA 

Emphasis on achievement  Thorkil explains that “social agencies do not 
want to miss the opportunity” to join and learn 
from Specialisterne, “because they are at risk 
and they are looking for other business 
models”…”they are normally known for dealing 

with people with low IQ...and suddenly they 
have their names affiliated with...very 
interesting hi-tech companies...that is very 

compelling to them” (interview n°6, 00:25:00). 

Zeta USA 

Emphasis on individual uniqueness (Rhetoric 
associated with talent) 

 “What do these talented people have in 
common? Autism” (pictures of people such as 
Isaac Newton, Andy Warhol, Jim HensonTim 
Burton,…), (Arch.Doc. Zeta USA, 1; slide 4). 
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 Slide that explains that Zeta USA is impacting its 
talent pool thanks to its dandelion program 
(Arch.Doc. Zeta USA, 1; slide 21). 

 “18 Special Education Teachers from XXX School 
Spent the day at Zeta USA learning how they can 
improve education of gifted students who are in 
the autism spectrum (Arch.Doc. Zeta USA, 1; 
slide 22). 

 

 

  

Appendix 7 : Pattern Coding 

Pattern coding is a way of grouping the summaries-codes collected from the first cycle coding into a 

smaller number of categories or themes.  

Appendix 7 will show how patterns codes have been generated from the first cycle coding process 

developed in Appendix 6. Results from this process are part of the results showed in Table 3 (paragraph 

4.4). 

 

PATTERN CODES RELATED TO 
NATIONAL CULTURAL VALUES IN 
THE UNITES STATES 

Explanation References 

Empowering and recognizing the 
talent of people 

Individual uniqueness and 
talents are emphasized. Talent 
and recognition of people on 
the spectrum appear as 
priorities. 

 (interview n°5, part one, 
00:12:28) 

 (Arch.Doc. Zeta USA, 1; slide 
4) 

 (Arch.Doc. Zeta USA, 1; slide 
21). 

  

Emphasis on strength and 
achievement 

Rhetoric which emphasize 
strength and achievement. E.g. 
Leadership and leader’s 
strength seem to be drivers for 
success. 

 (int. n°5, part one, 
00:08:00). 

 (int.n°5, part one, 00:13:29) 
 (int.n°5, part two, 00:00:43). 
 (interview n°6, 00:25:00). 
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Appendix 8: Ecosystem of external stakeholders around dandelion management models  

From the interviews with the managers of the five companies under study, it emerges that having a strong 

network of partners and stakeholders is one of the key for the success of their activities and dandelion 

management models. In particular, from interviews and archival documents it emerges that there is a 

complex and peculiar ecosystem of organizations, companies and stakeholders, which is specifically 

involved in the integration of people on the autism spectrum into the workplace and into high-skilled jobs.  

Therefore, this paragraph will introduce which are the relevant stakeholders who form the ecosystem. In 

particular, it will be explained how these stakeholders have been engaged in the dandelion management 

models, and what is their role.  

 ASD associations 

As according to the data collected, when looking for potential employees among the population of people 

on the spectrum, ‘ASD associations’ are relevant stakeholders to reach out to. To clarify, when referring 

to the ‘ASD associations’, this study will refer to NGOs or associations which advocate for the community 

of people with ASD and their families in a certain geographical context, and which provide different kinds 

of support to that community.   

ASD associations can actually have the capability of promoting job vacancies and initiatives directly to 

people with ASD and their families (interview n°1; n° 3; n°5; n°6). For example, the General Manager of 

Beta Spain referred that several ASD associations helped Beta Spain with marketing and promotion and 

some ASD associations hosted conferences where Beta Spain could talk about its activities (interview n°3). 

There are some variables that should be taken into account when dealing with ASD associations. One 

important variable is the size of the association and of its network. For example, according to the General 

Manager of Beta Spain, in Spain it is difficult to get in contact with the community of people on the autism 

spectrum, because there are too many “ASD associations” spread in the country. On one hand, he 

suggests, the scattered presence of small ASD associations could help to have a very close contact to 

people with ASD in all the communities of all the country. Indeed, Beta Spain has the chance to talk in 

conferences in every community. On the other hand, Beta Spain has the need of introducing itself to each 

association because the ASD associations are not connected to each other, and this is a time consuming 

activity (interview n°3, 00:43:47). At the same time, according to the experience of Beta Spain in Spain, 

scattered and small associations may imply non-professional personnel working there, fact that makes 

the dialogue with the associations more difficult (interview n°3, 00:46:00).  
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Different is the experience that Beta Spain is the context in the United States. According to Thorkil Sonne, 

the founder of Specialisterne, there is a positive environment in the USA for Specialisterne, compared for 

example to Specialisterne Denmark. Indeed, the discussion about employability of people on the autism 

spectrum is gaining momentum and there are quite big ASD associations, which are collaborating with 

Specialisterne and promoting its activities (interview n°6).  

When dealing with ASD associations there is another variable to consider, probably more related to each 

different national context, which is the level of awareness related to autism and related to the proper 

diagnosis of the whole spectrum of the autism disorder. Indeed, the diagnosis of autism changed in the 

last years, now including a wider range of cases (a spectrum indeed) (interview n°3, interview n°6). 

Knowledge about ASD is probably more spread in some countries, such as the United States and less in 

others, such as in Spain (interview n°3, interview n°6). These facts may actually have several implications. 

For example, in Spain, there is not a spread knowledge related to autism and this fact may be one cause 

of a low number of diagnosis within the spectrum, a low number of applicants for Beta Spain’s training 

courses, and maybe also a cause of the scattered presence and low power of Spanish ASD associations 

(interview n°3). In order to face this issue and finding candidates for its training courses and job vacancies, 

Beta Spain it is investing a lot in communication, but it is also contacting other stakeholders such as 

psychologists, therapists and doctors who treat patients having ASD (interview n°3). On the other hand, 

as explained before, in the United States knowledge about autism spectrum and employability issues is 

gaining momentum and organizations advocating for people on the spectrum are currently taking actions 

and speaking up. For example, the United Nations have recently discussed the topic of employment of 

persons with autism (United Nation TV, 2015). 

 Specialisterne, social agencies and vocational rehabilitation agencies: Stakeholders experts in the 

recruitment, assessment, support and training processes 

Within the ecosystem of stakeholders that can be involved in the process of integration of people on the 

autism spectrum into the workplace there are specific intermediaries, which have expertise in the 

recruitment, assessment and training process of people with ASD. In particular, Specialisterne and its 

Specialist People Foundation is currently considered a fundamental and trusted international organization 

having this expertise (Interview n°1; Interview n°3; Interview n°5). For example, companies such as Alfa 

Australia and Zeta USA preferred to contact Specialisterne (respectively in Australia and USA) in order to 

access the ASD environment and therefore in order to attract potential candidates for their job offerings.  
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Specialisterne is responsible for the first screening of the candidates and their assessment as well as for 

the awareness training for the employees of Alfa Australia and Zeta USA who are not on the autism 

spectrum (interview n°1; Arch. Doc. Zeta USA, 1). The key point that emerges from the data is that 

recruitment and assessment process are a key competence to truly identify the right candidates and 

assess their skills. Zeta USA and Alfa Australia are mainly interested in finding good employees and 

therefore they are willing to invest in specific recruitment processes for it (interview n°1; Arch. Doc. Zeta 

USA, 1) 

There are also companies such as Gamma USA, that have actually learnt the Specialisterne “assessment, 

training and hiring process”, considering it as a core competence to have in order to hire talented 

employees (interview n°5; interview n°6).  

Beside Specialisterne there are social agencies and vocational rehabilitation agencies which are relevant 

stakeholders and can provide an external help to new employees with autism when entering in the new 

work environment (interview n°6).  

At the same time, in the United States some social agencies and vocational rehabilitation agencies are 

learning the Specialisterne “assessment, training and hiring process”. These agencies are generally 

financed by the government in order to support people in finding jobs, including people on the autism 

spectrum. These agencies are more used to work with people with severe autism and not with people 

within the whole range of ASD, because the diagnosis of the whole spectrum of ASD has been introduced 

in USA just in the last years (interview n°6). For example, those agencies are not used to work with ASD 

people who are high educated or with skills and job profiles that could allow them to have high skilled and 

high paid jobs (interview n°6). Therefore, those agencies are interested in acquiring Specialisterne’s 

expertise because they could have an opportunity to learn how to support a broader audience of people 

(all the people on the spectrum) and to work as an intermediary and recruiters for other companies. These 

agencies are actually interested in collaborating with big corporate companies in the process of 

integration of employee with autism, because they are currently receiving less money from the 

government and they are looking for other ways to make revenue and to gain big customers. Furthermore, 

those agencies are usually in charge of training and job coaching, so that they can provide assistance on 

the job after the recruitment phase (interview n°6).  

 Families  

When talking about stakeholders who provide support for the integration of people on the autism 

spectrum into the workplace, it is important to mention the fundamental role of the families (Arch.Doc. 
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Zeta USA, 1; interview n°3; n°4; Arch. Doc. Alfa Australia, 1 and 2). Indeed, family members usually help 

people with ASD in spotting job opportunities or support opportunities. Moreover, family members are 

important in order to get to know better the candidates/ employees with autism during their assessment 

phase. Family members can also contribute to achieve those individualized goals (e.g. time management) 

fixed by autistic employees’ job coaches or mentors (interview n°3, 00:37:44; interview n°4; Arch. Doc. 

Alfa Australia, 1 and 2).  

 Customers 

Customers have a fundamental role because they are those who actually receive the services of the 

companies who are employing people on the autism spectrum. Therefore, it is relevant to understand 

how the case companies have been able to engage their customers, trying to understand the drivers that 

made the customers interested in collaborating with companies that employ people on the autism 

spectrum3. 

With a first look at the data, it is possible to notice two different kinds of situation. There are companies 

such as Alfa Australia, Gamma USA and Zeta USA, which are known in their industry. They can count on 

their brand and on a strong and established client base. On the other hand, there are companies like Beta 

Spain is quite new in their industry and which therefore had to build their brand and their client base from 

scratch. Spacialisterne USA will not be considered here because it is not directly employing people on the 

autism spectrum. 

Alfa Australia, for example, was able to start its Dandelion Program thanks to a partnership with a very 

big client “Omega”. As according to the partnership, all the eleven autistic employees hired for the 

graduate program/dandelion program are working for Omega. As Omega is a very big client and Alfa 

Australia is big market leader in the testing field, it possible to assume that Alfa Australia could have 

received time and attention for discussing a possible collaboration and developing the Dandelion 

Program.  Secondly, as the client was particularly interested in receiving a high quality service and higher 

productivity, the client was willing to collaborate (Arch. Doc. Alfa Australia, 6 and 7). Thirdly, according to 

the account manager of Alfa Australia, all the necessary support for the entry-level autistic employees is 

                                                           
3 Note that in this case all the case companies but Specialisterne USA are considered, because Specialisterne USA do 

not directly employ people on the autism spectrum as its main business. 
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provided by Alfa Australia (interview n°1). Therefore, OMEGA is not supposed to take on any 

responsibility, which it might have been another positive aspect for accepting the agreement.  

Zeta USA and Gamma USA, instead, are integrating people on the autism spectrum in different teams, 

which can mean that they are working for different clients or that they are working on very different tasks. 

Zeta USA and Gamma USA are two companies that can count on a strong brand and client base. Gamma 

USA’s General Manager, for example, explained that their clients were very interested and willing to 

collaborate with Gamma USA in order to benefit of a new and high quality approach to Gamma USA’s 

services, so they welcomed consultants with autism in their offices (interview n°5, part two, 00:07:32).  

Beta Spain’s customers are also companies interested in consulting services. However, Beta Spain has two 

big challenges to face: (1) Beta Spain is a new company with an innovative business approach for its 

industry; (2) in Spain there is lack of awareness about autism because the diagnosis of the whole spectrum 

of ASD has been introduced only few years ago. 

According to the GM of Beta Spain, when potential customers are not interested in Beta Spain’s offerings, 

sometimes they reply that they have no time to dedicate to the consultants. Other potential customers 

have refused Beta Spain’s offerings because they thought that working with Beta Spain would have 

required too much structure and changes for them (interview n°3). 

On the other hand, other customers have been interested in working with Beta Spain and its consultants 

because they were actually interested in structuring and better organizing their processes in software 

testing, for example. Moreover, one of Beta Spain’s best customers, “Upsilon”, was particularly interested 

in discussing about diversity and talent acquisition with Beta Spain. Indeed, Upsilon is a big corporate 

company in the software business which is expanding and is constantly talking with Beta Spain about job 

vacancies that could be covered by Beta Spain’s consultants (interview n°4). 

Beta Spain’s General Manager pointed out that, when contacting the companies, it is necessary to have a 

clear strategy and it is fundamental to understand who to talk to: “…You can approach the IT manager, 

who is typically the person that will hire you for the services” but “The IT manager is typically a very busy 

man or women, that has no time, has to be aware of the servers, the applications and the software”, 

therefore, he says “we are also trying a lot to …(contact) the HR departments, or even the CSR 

departments...because Beta Spain has also a social point of view, and these departments are typically 

more open to speak with providers”. (interview n°3).  
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To sum up, it is possible to argue that customers are attracted by the high quality of the services that the 

case companies provide. Moreover, innovation, talent acquisition and the opportunity to restructure some 

of their processes are also drivers that can be leveraged when engaging customers.  

 


