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From Evidence to Influence

– Building advocacy capacity and public 
partnerships for inclusive labour markets
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We will move from context → evidence → influence → own practice.

How can service providers become trusted public partners 
— and turn evidence into action?
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Inclusive labour markets need more than good 
services
• They require public institutions, 

providers and employers to act 
on shared evidence and trust.

• The advocacy challenge is to 
translate everyday results into a 
credible policy conversation.

• That requires capacity over time: 
measuring, communicating, 
building alliances and sustaining 
relationships over time.

• Advocacy is a relationship 
infrastructure – evidence travels 
through trust.



Advocacy in a Swedish labour market context
High inclusion ambition — but persistent gaps and institutional complexity.
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An inclusive labour market model

• Central role for social partners and 
collective agreements

• Financial incentives to employers rather 
than benefits to individuals

• No employment quota legislation for 
persons with disabilities

• Different budgets (state vs local) for 
investments, benefits and ROI

• Quite old frameworks and a shared 
responsibility between state and social 
partners.

Employment gap

81% All Swedes
(age 16–65)

52% Persons with
disabilities

47% Reduced 
working
capacity

Implication: advocacy must connect policy, labour-market institutions and everyday 
operational evidence.

#LeadingChange



Samhall
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• A state-owned company with an important labour-market mission
• Our mission is to create meaningful jobs for people with disabilities by 

producing demanded goods and services. 

24,000
EMPLOYEES WITH DISABILITIES

11,000
SITES IN 800 LOCATIONS

25
PROFESSIONS IN 8 BUSINESS AREAS

€1 billion
2025 TURNOVER

46
YEARS OF OPERATIONS

1
OWNER: THE STATE



Selection of targets from the state

Employ at least ca 23,000 employees with disabilities that have already (unsuccesfully) tried 
every other relevant labour market policy measure. 1,800 of them are young adults in 
“apprenticeship contracts”.

1

Recruit 50% of our workforce from prioritized groups, such as people with intellectual or
multiple disabilities.

2

Achieve a 5% return on our own capital over a trade cycle and maintain a 30% solvency rate.3

Enable 1,500 employees per year to transition to a new job with a different employer.4

#LeadingChange



Focus on development of 
our employees

Introduction and 
training

Professional 
matching

Work with real 
clients

New job outside 
Samhall

Opportunity to 
return



For customers

• A wide range of services 
tailored to customer 
needs

• A commitment to social 
responsibility, 
contributing to a more 
inclusive society

For employees

• Vocational training and 
work experience

• A strong social 
community

• Financial stability

• Personal growth and 
inclusion

For society

• Socio-economic benefits

• Greater equality and 
participation in society

• A more prosperous 
Sweden where everyone 
has a purpose

We provide a unique combination of employee benefits, customer value, and 
societal impact

Value across multiple dimensions #LeadingChange



Samhall depends heavily on public trust and cooperation for everyday 
operations…

The advocacy task is shaped by the fact that several actors influence mandate, referrals, legitimacy and delivery.

1
1

Government/ 
state owner

Sets mission, 
state 
compensation, 
volumes and 
targets.

Public 
Employment 
Services

Assesses and 
refers 
individuals to 
Samhall.

Employers / 
customers

Enable real 
work 
assignments 
and pathways 
to transitions.

Trade 
unions

Shape labour-
market 
practice and 
influence 
public 
debate.

Disability 
organisations

Bring lived 
experience, 
legitimacy and 
policy 
perspectives.

… and need their support in structural reforms of our assignment. 
• Samhall’s regulation and structure for financing needs to be modernized.
• The labour market policy assignment is more or less the same today as in 1991 

– but everything around us has changed.
• We needed the stakeholders to support us and the politicians to see the positive effects of our 

operations.
• Our sales and marketing could benefit of a highlited value creation.



Advocacy capacity is organizational capacity
It needs to be built internally — not improvised only when a consultation or reform appears.

• Strong advocacy is not one skill. It is a set 
of organizational muscles that need to 
work together.

Which capacity is strongest in 
your organization — and 

which needs investment?

Capacity
to 

influence

1

Impact
measurement

2

Strategic
communication

3

Stakeholder
mapping

4

Alliance
building

5

Policy
timing



What makes it useful in policy dialogue?
The analysis only becomes advocacy when it is translated into a clear message, a credible story and a 
practical ask.

1 Make it credible

Use transparent 
assumptions and explain 
the method simply.

2 Make it human

Connect numbers to lived 
experience and real 
operational practice.

3 Make it actionable

Translate evidence into 
one clear ask for the 
public partner.

How can your organisation package evidence for the partners you need to influence?



Samhall’s evidence in practice
Using socio-economic analysis to make the value of inclusive employment visible.

1
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Why evidence matters

Public institutions need 
more than moral 
arguments. They need 
credible analysis that 
connects inclusion to 
public priorities.

What we used

A socio-economic 
analysis showing how 
work affects production 
value and the use of 
public resources.

How it supports 
advocacy

It helps translate 
everyday practice into a 
language that 
ministries, 
municipalities and 
employment services 
can act on.

Evidence is not a replacement for values 
— it is a way to make values actionable for public decision-makers.



Socioeconomic impact



Samhall is 
a good investment 
for the individual 
and for society.
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An inclusive labour 
market is first and 
foremost about 
participation, but a job 
also means a long-term 
economic gain for society.

Production value
When an individual works, economic value is 
generated. An income for society.

Reduced resource use
When an individual works, the risk of ill health, 
crime and dependence on social support also 
decreases. A saving for society.



An employment 
at Samhall 
creates financial 
value in several 
ways

Municipalities

Increased tax revenues and reduced need for financial 
assistance.

Regions

Reduced healthcare costs thanks to improved health of 
employees.

State

Increased income from employer's contributions and taxes, 
as well as possible reduced costs for the prison and probation 
service and the judicial system.

17



Samhall could mean

20x
the state's investment

If an employee at Samhall makes a lasting 
transition to the regular labour market, it 
can have a positive effect of more than 20 
times the state's investment. 
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Depending on the individual's 

situation today and in the future, 

we can calculate what an 

employment at Samhall means 

socio-economically.



Up to

€ 420 000
in positive effect 

until retirement age

A young adult with cognitive impairment 

living in social isolation. At risk of poorer 

physical and mental health as a result of 

isolation without employment.

With an employment at Samhall, the 

individual's health can be improved and 

the need for support and care can be 

reduced somewhat. 

20

Risk of exclusion

EXAMPLE

CHANGE IMAGE



Up to

€ 1 150 000
in positive effect 

until retirement age

An individual in their 40s with mental 

illness, physical disability who lives in social 

isolation. Probably needs increased care 

efforts and financial support.

With an employment at Samhall, the 

individual's health can be stabilized, self-

confidence can increase and employment 

with another employer can be possible.

21

Risk of ill health

EXAMPLE



Up to

€ 5 640 000
million in positive effect 

until retirement age

A young adult with neuropsychiatric 

disabilities, substance abuse problems 

and a background in light crime. Risk of 

continued criminality,which means large 

costs for the judicial system. 

With an employment at Samhall, the 

individual can leave crime and build a 

stable livelihood through a transition to 

other work.

22

Risk of crime

EXAMPLE
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When individuals leave exclusion, ill 
health or social isolation, positive effects 
are created that also affect their families 
and loved ones.



1
4

Action Invited to present 
the results to the 

Minister of Finance

Invited to present 
the report in the 

Parliament

Connected with 
key stakeholders to 
present the report.

Highlighting it 
internally to raise 

morale

Result Proud Employees 
who feels that they 
make a difference.

+100 million Euros 
state funding

A Government 
committé to review 
the foundations of 

Samhall 

Key stakeholders 
uses it in their 

communication.

When the report was ready to be launched #LeadingChange



20 minutes in pairs or small groups

20
minutes

1 Choose one partnership challenge you want to improve.

2 Discuss what evidence, story or operational insight would make the 
case stronger.

3 Identify one internal capacity you need to strengthen.

Prepare one takeaway to share in plenary.

Peer Exchange #LeadingChange



16

1. Problem or 
opportunity

What policy or 
partnership challenge 

do you want to 
address?

2. Public
partner

Who needs to be 
engaged — and what 

do they need?

3. Evidence
& story

What data and lived 
experience make the 

case credible?

4. Ask or 
next step

What is one realistic 
action after this 

workshop?

Please keep the focus practical and transferable. 

The best ideas are often simple enough to test next month.

A simple template for the discussion #LeadingChange



We are looking for transferable principles, not identical solutions.

Share one example, lesson or question:

1 What builds trust with public 
institutions?

2 What evidence is most convincing 
in your context?

3 What internal capacity is most 
urgent to strengthen?

4 What is one next step you can 
take?

Capture patterns, not only individual examples.

Plenary: what can travel across contexts? #LeadingChange



Five Takeaways #LeadingChange

Legitimacy comes before influence.1

Evidence needs translation into public priorities.2

Stories make numbers understandable and human.3

Partnerships work when they solve problems for both sides.4

5 Advocacy capacity is strategic infrastructure. 



The insights from this workshop will 
directly inform the development of 
future EASPD training activities.

Please take a moment to complete our  
feedback form and share:
• Your feedback on today’s workshop
• Your views on the relevance of this 

topic for future training

#LeadingChange

Share your reflections with us



Thank you!
The following Member Forum Meetings will start 

at 17:00



Thank you!

Our conference Dinner will start at 20:00 at the 
Baron's Hall & Gallery.

For more information on the address and shuttle 
bus timetable, please consult the event app.
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