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>> Hello everyone.  And welcome to the Job Accommodation Network's monthly webcast series.  I'm Lou Orslene and I'll be one of the speakers for today's program entitled "RA Toolkit:  Implementing an Inclusion Infrastructure."  But before we get started, let's start off with a few housekeeping items.  First if any of you experience technical difficulties, you can call us.  Or for TTY call us.

Second, towards the end of the webcast, we'll spend some time answering questions that you may have.  You can send your questions at any time during the webcast to our e‑mail account at question@askJAN.org.  Or you can use our question and answer pod, located in the bottom right‑hand corner of the screen.  To use the pod, just put your cursor on the line "question."  Type your question and then click on the arrow to submit your question to queue.

On the left‑hand side of your screen, you'll notice a file share pod.  You can download the slides by clicking the button that says "save to my computer."

And finally at the end of the webcast, an evaluation form will pop up on your screen in another window.  We really appreciate your feedback, so please stay logged onto fill out the evaluation form.

Now let me introduce Deb Dagit, who will also be speaking today.  Deb is a much sought after speaker and consultant on topics of inclusion.  She started Deb Dagit Diversity, LLC in 2013 to deliver the practical, just‑in‑time products and services she wishes were available when she was chief diversity officer at Merck.  She was responsible for global equal opportunity, employee relations, staffing and diversity inclusion.  Under her leadership, the company was recognized by a wide range of government agencies and professional organizations.  Prior to joining Merck, Deb was the leader of Learning Communications and Diversities at Silicon Graphics.  She play add key roll in the passage of the Americans with Disabilities Act in her lobbying efforts and testified before the House Labor and Pensions Committee in 2011 regarding best practices for improving employment opportunities for people with disabilities.  We're grateful that Deb has continued to making contributions after her work at Merck.  And with us, she has decided, and we're grateful for her having an important conversation with JAN and the employers and also people with disabilities.  The project we've been working on is a great one in developing this tool kit.  And Deb is also involved in another project at the U.S. Business Leadership Network called the Going for Gold Project.  It, too, has turned out to be a successful project in getting people with disabilities employed in some major corporations.

Now let's begin our presentation again, RA Tool kit :  Implementing an Inclusion Infrastructure.

Again, my name is Lou Orslene, and along with Anne Hirsh, I provide leadership here at JAN.  And for the last nine months or so, Anne and I in collaboration with Deb have held meetings with employers who have implemented successful accommodation policies and practices.  The result of this effort is an online tool kit for enhancing disability inclusivity in the workplace through a robust and equitable reasonable accommodation process.  The tool kit will be formally launched and made available late September.  The official launch will be September 19th.  This webcast will serve as an overview to the tool kit and its contents and will include a discussion of three presentations with embedded videos highlighting some of the more challenges situations JAN's employer customers report. 

In developing an inclusive workplace culture, there is a formula that I believe sums it all up.
And that formula is accommodations, adjustments are productivity enhancers.  Whatever you want to call them.  Plus equal opportunity improves inclusion.  My belief is in you perfect your interactive process for providing workplace supports for people with disabilities, then employees including people with disabilities will benefit by having equal opportunity to excel at their jobs with the end result of creating an inclusive workplace for all people, again including people with disabilities 

Deb, if you could walk us through the next slide? 

>> DEB DAGIT: Certainly.  And thank you for the kind introduction.  It's been a real pleasure and privilege to work with you and Anne and the JAN team on this important project.  So when it comes to inclusion for people with disabilities, when I start working with a company and any of the companies that I've worked with internally, the first place I start is the reasonable accommodations process.  This is really the most important element or foundation for having inclusive employment.  Often companies will have a policy but not a robust process that is well communicated.  And those elements are critically important for people to get access to the resources and tools that they need to reach their full potential individually and on the team that they serve on.

The interactive process is a critical part of a reasonable accommodation.  And that's the conversation that happens between the individual with a disability and others that need to be involved in the interactive process.  In some companies, that's driven down to the supervisor level.  In other cases, it involves an H.R. business partner or generalist, or someone in a centralized benefits or employee relations function.

The trigger for that conversation to take place is either an obvious request for an accommodation where people say I have a disability and I need an accommodation.  Or the recognition that obviously that's what's going on, that there's a barrier and it's recognized that the person has a disability.  So it doesn't have to be inclusive of any magic or legalistic words.  Just simply the essential elements that there is a health condition and a related challenge to the work that the person needs to do. 

A quick really funny story is when I first started at Merck as a chief diversity officer, there were six employees waiting for me in my office who had various functions in the company that were all there to help me get any accommodations that I might need.  So it was very kind and they really meant to be proactive, but in part that's because I have a visible disability and they wanted to make sure I had what I needed.  But you really do want the employee to gauge what they want and when they want it.  So I think it's also important to let the employee kind of set the table in terms of how fast and how far they want to go in that conversation.
If we could go to the next chart.

So in terms of the plan of getting started with disability inclusion, the first and important part of it is to build a business case.  I know that sounds obvious.  But you would be surprised at how often disability has been sitting for so long in corporate social responsibility and in short and long‑term disability that people are really not looking at it from a business case perspective.  And there is an extremely strong business case for including people with disabilities and their stakeholders.  And so there are resources that you can tap into that have the business case, including through JAN, but I really recommend you leverage the data and compelling information that's out there about this very large and very brand‑loyal population of both customers and talent.  It's also helpful to find a senior executive sponsor.  And that doesn't necessarily need to be someone who identifies as having a disability themselves.  They can be simply someone who identifies as an ally or someone who wants to be aligned with the disability inclusion effort.  And often you can start by just inviting people to tell you their ally story around their experience of being around people with disabilities.  You want to have a self‑critical analysis of your readiness for inclusion.  And that's all of the usual things that you might think about in terms of your facilities, your technology, your language.  You know, have you been able to roll out some terminology that is contemporary and disability inclusive?  Do you have a social media presence that has both images and words that are very clear that you're positively recruiting and including people with disabilities?  Have you used a tool like the USBLIN Equality Index, which you can tap into at any point in time on USBLIN's website to take a look and kind of gauge or benchmark your disability inclusion policies and practices.  You want to decide what infrastructure or governance will work best in your culture and with how your company is organized.  Are you going to push this down to the supervisor level and therefore that's where you want to upgrade your skillset with just‑in‑time resources and communication?  Or do you want to make it abundantly clear where more centralized resources are at either the business unit or enterprise level?

And it's important to know that in many corporations the reasonable accommodation subject matter expert sits in a job where this is just a part of their job.  So this doesn't mean you need to make the case for a full, dedicated headcount.  In many companies, in many companies it can be part of someone's job and they can leverage great organizations like JAN to accelerate their learning and to augment their learning curve as they are becoming more and more confident and comfortable as a subject matter expert.  You want a very actionable process that's very clear so everyone involved in the process knows what to expect and when and what if any forms need to be filled out and what's due if you have questions during the process from the initial question all the way through an appeal should one be needed.

If you're just getting started, we highly recommend you start with a pilot on a small scale in one of your business units where you have strong executive ally support.  And then kind of work out the wrinkles from that standpoint.  And then once you're around that pilot, you can communicate the learning, what you've learned, and the broader process that's going to be rolled out across the company.  So we are really proud of the videos that we made, which we're going to be getting to shortly.  So I'm going to turn it back over to Lou.  We can say so much more about these last few slides, but these give you a general idea of how to proceed with the interactive process.

>> LOU ORSLENE: Great, great.  And again everyone, we're just considering this as an overview.  So the toolkit will be available at the end of September.  And it will fill in a lot of gaps and no doubt we'll be doing a lot of training on that, on the toolkit very specifically itself.  So thanks very much, Deb.  So the toolkit, let's just talk about what that toolkit is going to contain.  So after talking to employers, we've kind of, this is the table of contents that we've offered here on the screen.  So what is the JAN workplace accommodation toolkit?  How can it help?  But the meat of it will be the tools themselves.  So there will be three, you know, if you're imagining a toolkit, there will be three large drawers of tools.
At one of them will be tools for managers.  So we find a lot of times that the managers or supervisors are really the weakest link.  So what we want to do and weakest link meaning there's a lot of risks that opens up there.  And unfortunately sometimes the message of inclusion is not pushed all the way down to that level.  So what we've done is designed a number of tools and trainings on the business case for engaging people with disabilities.  Tools for disability awareness, the interactive process, educate managers about the types of accommodations.  And also at length there are be information about communicating during that interactive process.

So the next large drawer really will be for subject matter experts, in addition to the tools and training that we'll be offering to managers and supervisors, we'll also offer sample policies and processes.  Forms that can be used throughout the accommodation process.  There will be a suite of forms there.  There will be a number of checklists and tips for each stage of the process.  We're also looking to develop and we're just sort of developing these out now are key metrics for measuring your program's success.

We find that in a number of corporations while they're starting to move in this direction, haven't given a lot of thought to it.  So we want to help people start thinking about the metrics of success.

And then we'll offer a number of best practices from companies who are far along on the inclusion continuum.  Again, this toolkit was developed in conjunction with a number of corporations who we believed are the most progressive in the country in terms of disability.  So we've learned a lot through our focus groups and through our survey that we're, actually we're just releasing the survey now.  So it will be, we'll have a number of survey findings that we'll present in the final toolkit.  And then we'll also have a toolkit drawer for allies of employees.  And it will also serve employees themselves.  So they can find out how fast to disclose a disability and request an accommodation.  And we'll have a number of other resources.  For instance, the DIY tool that Deb was talking about the USBLIN.  That are instrumental in helping you move through that plan.  Or refresh.  A number of corporations that we've been talking to for a number of years, and have been known for best practices, we're finding now with Section 503 that they're really updating and refreshing all of their policies and procedures.  So this will assist in that refresh or update.

And then of course definitions of all the various processes and all of the terminology that we use throughout the toolkit. 

So now as Deb also talked about, one key thing that we've noticed is missing as we talked to a lot of corporations and you know great policy statements, great even mission statements for their departments.  But what they seem to lack is an actionable transparent process.  So we'll talk a bit about that in the toolkit and we will give a step‑by‑step process.  We will suggest that you have clearly delineated roles.  If you do have have an H.R. associate who is your subject matter expert, then perhaps they'll have the role of pulling the rest of the team together as needed, a virtual team.  So if it's an issue of having a building adapted, then that person will be responsible for pulling in facilities.  Or perhaps it's an issue of return to work.  So they'll need to pull in short‑term disability and return to work and perhaps worker's compensation leads.  So we'll have in there clearly delineated roles.

Also timelines and expectations for the process.  And this, too, seems to be lacking.  And I think at times people were fearful of putting timelines in because then, you know, you wonder if you don't meet those timelines.  But what we find is timelines are really effective, particularly as an accommodation is going from person to person so that everybody is meeting that expectation of the policy.  Because you can't measure it otherwise.  And also timelines are good.  If they need to be modified then you simply indicate why the timelines need to be modified.  Trying to take the fear out of people putting timelines in their practices and processes.  And touchpoints for communication.  Sometimes we find that there is robust communication going on between various departments within an enterprise.  But there is little communication to the person themselves.  And we know that.  Certainly in all of the return to work research shows that essential, communication is essential from, you know, from when that person needs an accommodation all through the process.  And then Deb had talked about this, too.  If an accommodation isn't effective, then oftentimes we find that employers head right away to performance management.  That may not be the way you want to head.  You do want to have a good process in place for resolving those disagreements if someone doesn't believe that an accommodation will be effective for them in a specific setting. 

So the interactive process, which we're going to call just the conversation.  So the interactive process is really that collaborative effort between people in talking about and working through some solutions so that people can remain at work or return to work.  So what are the reasons that we really want to have this conversation?  And that we want to have, we want to structure a conversation, right?  It creates a standard of practice.  This is something then that everyone in the organization then knows how to do.  And that there is a standard way of doing it.  So that these conversations aren't being done ad hoc and that risk is opened up and people aren't being effectively accommodated.  So it facilitating communication inclusion.  And if we go back to that original slide with a formula on it, then, you know, it's important that that communication does occur because it provides equal opportunity and then ultimately inclusion.  It demonstrates good faith.  And it leads to a compliance of course.  At this point I'll turn it back over to Deb.  She'll introduce the training videos that we're going to offer in the toolkit.  Just to note, too, the videos that we're showing today aren't high definition.  The videos we'll be releasing in the tool kit are indeed high definition.  Deb, if you could introduce.

>> DEB DAGIT: Certainly, Lou.  Happy to.  In this training we've had the pleasure of co‑creating three video presentations that include the following scenarios.  The first is a highing manager who is interviewing a young professional who is on the autism spectrum.  The second one is a supervisor receiving a request for an accommodation from a veteran who is experiencing both hearing loss and post‑traumatic stress.  And finally a new supervisor who is learning of a previous accommodation who that was offered to a valued worker who has a mental health condition, but he was not offering that accommodation, and it has resulted in some challenges that they needed to work through.

It is important to note that in creating these videos there were some philosophies and principles in play that they be authentic and realistic.  That the actors involved be both professionals and inclusive of professionals who identify as having a disability themselves.  And that other people involved in making these videos including producer, director, videographer include people with disabilities.  So kind of actions and words being aligned here around the production of these.  Please note that after today's presentation , if you have thoughts or ideas or comments you'd like to share with Lou, Anne, and myself and the JAN team about these videos, and what you thought of them and how you might work with them in the workplace, please send an e‑mail to JAN with your thoughts.  Because as we think about how best to get these out to be helpful, we welcome any feedback that you might have.

Given that we want to spend the lion share of our time giving you the chance to see the videos, I'll turn it back over to Lou and the team so we can take a peek.

>> LOU ORSLENE: Thanks, Deb.  With that we'll get started.

>> JAN, Job Accommodation Network.  Practical solutions, workplace success.  800‑526‑7234 for voice.  877‑791‑9403 for TTY.  AskJAN.org.  Interview challenges.

>> A prospective employee is sited in the lobby, looking at a smartphone.  A lady speak loudy on cell phone seated adjacent to them. 

(Office sounds in background)

 
>> When is the H.R. department ‑‑ 

>> H.R. is actually on the last hallway on the left.

>> Thanks for coming.  Follow me.

>> There's the head of HR.

>> A co‑worker speeds loudly on phone as they enter.  Walter and Josh sit across from each other at a desk with coworkers sitting directly behind Josh.  The co‑worker continues to speak on the phone and work on her lab top.

>> Coworker speaking on phone.

>> Thank you so much for your help.  I really do appreciate it.  Absolutely.

>> Welcome to TRAX, Josh.  Did you have any trouble finding us.

>> The GPS address worked fine.

>> What do you think of our office?  We just moved in a little while ago?  Did you get a lollipop with the company colors?  Did you see the lounge with the snacks and drinks, pretty cool, huh? 

>> Yeah.

>> What made you decide to apply for a position at TRAX.

>> No one made me apply.

>> Yeah.  Why were you interested in the job at our company?


>> I need a job.

>> Yeah, I see that you bid on one of our cyber security recs?  Why not something in IT?

>> I don't know. 

>> So you see protecting company and client information as a puzzle to be solved?  A test?  A game?  An adventure?

>> I guess. 

>> Tell me about your experience, Josh.

>> It is on my resume, which is right in front of you. 

>> Yes, I do see here.  Well, at TRAX we're looking for bright, creative, DIY innovators with a passion for delighting our customers.  Tell me about a time when you worked as an intern where you autonomously developed an innovative approach to cyber security?  And describe how it helped the customers? 

>> What is a DIY? 

>> Sorry.  We have so many acronyms.  DIY is do it yourself.  See, we're looking for strong, energetic rock stars at TRAX.  What gets your motor running?

>> I don't have a motor.  What do you pay for the cybersecurity job?

>> That depends on your skill set and degrees.

>> I have two internships at the university.

>> At the college entry that's $12‑15 an hour.

>> Will I get $12 or $15 an hour?

>> Well if you do well on all the interviews, you'll get $12.50 an hour.  And you do good after six months, we'll bump you up to $13 an hour.


Where are you going, Bud?

>> My name is not Bud.

>> Where are you going, Josh?
 
>> Home.  My job placement coach at Abilities said Rockets are hiring security techs at $15 an hour.  I'm going to apply there.

>> I'll walk you out.

>> I know the way.

>> Jocelyn greets as she walks into her office.  Jocelyn sits down across from Walter at his desk.

>> Hey Walter.

>> How are you doing?

>> Sure, what's up?

>> That young man that you sent over, Josh.  What's the deal?  All he wanted to talk about was the compensation.  It was a strange interview. 

>> Josh has great references, Walter.  And a 3.8 GPA.  Top ten percent of his class.  The supervisors during his internship said he was amazing.

>> What was going on with the interview then?  He barely said with two words.  He focused on the salary.  It was awkward to say the least.

>> Let's call up the agency who referred him.

>> Was it a temp agency?

>> No, it's not a temp firm.  It's a non‑profit that works with people with disabilities.

>> He didn't look like he had a disability?

>> We're not allowed to ask.  Let me call them.

>> I'll wait for your call.

>> Split screen with Amanda and Jocelyn on phones.

>>> Hello.  This is Jocelyn at TRAX.  May I speak to Amanda.

>> Speaking.

>> Hi Amanda.  You referred Josh for a cyber security position at TRAX.  He just interviewed with the hiring manager.

>> Terrific.  He's a gem.  He'll be a great hire.

>> Yes, the interview didn't go so well.  The manager said Josh was distracted, seemed uncomfortable and focused on the salary.

>> I see.  I can't say that surprises me.  Josh has some communication challenges.  Let me circle back and talk this through.  Do you think the manager will give him another chance?

>> Maybe.  Can you tell me what his disability is?

>> I need to find out how Josh wants to proceed and I'll get back to you.

>> Thank you.

>> He extends his hand to Josh to shake.  They shake hands.

>> It's good to see you again, Josh.  Thank you for coming back.

>> You're welcome.

>> I spoke to your job coach, Amanda.

>> Yes, I know.

>> And she said interviews can be challenging to you and it's best that I ask one question at a time.  She also suggested we meet at a quieter location.

>> Yes, I am a pretty direct person.  It is also much quieter in here.  All that noise just made it hard to focus.

>> I got it.  Well your references were pretty awesome.  I spoke to your manager and he told me that you're able to pick up on anomalies and code issues that most people can't see.

>> Yes.  In a quiet environment I can detect hacks and abnormalities very quickly.

>> You know your GPA in school was impressive, as well.  3.8.  I was lucky to get a 3.5.

>> Actually it was 3.84, but it rounded down to 3.8.  Didn't involve any luck.  Just a lot of studying.

>> Well, you're right, Josh.  I can see from your academic work and your internships that you are a hard worker.

>> Yes.  I need a good paying job now. 

>> Well, I understand that.  Yes, I know that we talked about salary the last time you were here.  And it's important for you to understand how compensation is determined.

>> Yes.  Amanda said my inquiry was premature.  But it is important. 

>> Well, I talked with someone in human resources and we're thinking about starting you at $14 an hour.  And we'll bump you up to $15 an hour after one year of service performance.

>> I will have to discuss this with Amanda and my parents.

>> We also have a spot bonus program.  Benefits, fitness center, and a game room.

>> By the way, our disability employee resource group is sponsoring several events to recognize people who have diverse abilities, including the national disability awareness month.

>> Does that include people who are neurodiverse?

>> I'm not sure.  What is neurodiverse.

>> People like me who are on the autism spectrum.

>> I'm sure they do.  Would you like to meet someone from the group?

>> Yes.  Yes I would.

>> This video was developed and produced by the Job Accommodation Network.  JAN.  JAN is a service of the office of disability employment policy, U.S. Department of Labor.  This video does not necessarily reflect the views or policies of the Office of Disability Employment Policy.
Nor does mention of trade names, commercial products employ endorsement by the U.S. Department of Labor.  Abilities is a fictional service provider.  Special thanks to Deb Dagit Diversity.com and Disabilityinclusion.com for their valuable inclusions to the production of this video. 

>> LOU ORSLENE: Okay, we hope you've really taken some lessons from the video we've just shown.  In the toolkit, there will be these three videos.  And also some tips on what we believe was effective during the exchange or the interactive process and then what could have been done better.  So we will offer these videos embedded within three different presentations.  So Deb, do you have anything to say that you wanted to say on this video? 

>> DEB DAGIT: No, I think we should just go ahead and move onto the next one and hopefully we'll have time for a few comments and questions at the end.

>> LOU ORSLENE: Sounds good.  Let's go onto the second video.

>> Job Accommodation Network, practical solutions, workplace success.  800‑526‑7234, voice.  877‑781‑9403, TTY.  AskJAN.org.

Part one.  Negotiating reasonable accommodations.  An ineffective approach for engaging in the interactive process.  This video is a depiction of an open office work environment.  Prior to conversation between an employee and his supervisor, the introduction shows us scenes from an open office environment.  We see two employees working at computers facing each other with no divider walls and another dismantling an easel.  We also see two employees engage in a conversation.  The final scene shows two workers walking and talking on the perimeter of the open office space.  The video dialogue then begins with Joseph, an employee standing in an open doorway while Tanya, his supervisor sitting at her desk talking on the phone.  She waves him in and he hesitantly sits down.

>> Chuck, you know me.  Always happy to help out.  Chuck, when do you need the analysis?  No worries.  I'm happy to get it to you.  I have to run.  I have to jump into another meeting.  Bye‑bye.  Sorry about that.

>> No problem.  I'm just glad that we were finally able to get together to talk.  I was hoping that we would be able to talk somewhere a little more.

>> I'm sorry.  I wasn't able to get the conference room as you requested.  My office will have to do.

>> Okay.

>> Perfect.  What can I do to you?

>> I was giving a lot of thought to the feedback regarding my performance review.  I wanted to explain to you why there have been some changes particularly after we moved to this new open office environment.

>> I love it.  But I'm all ears.

>> I'm finding this new open environment somewhat difficult.

>> I don't understand.  What makes you uncomfortable?

>> Well Tanya, you do know that I served in the Army.

>> I know that.  What's the issue?

>> This is just between you and me.  Right?

>> Of course, what's going on?

>> When I was in Afghanistan, I was obviously around some pretty intense situations and I was exposed to a lot of loud noises and some hazardous conditions.

>> I was aware of your service, but I wasn't aware of what you're sharing right now.  But I have to ask how does that relate to a new office environment?

>> Well, in a couple of ways.  I'm having trouble hearing, particularly in noisy environments.  The reason I haven't been talking much in meetings is because I can't follow the conversation.  I can't follow the folks who are talking and I can't follow the polycom.

>> You didn't say anything before.

>> I know.  That's not my point.  I know the company has encouraging greater collaboration with everyone on the team.  But with with these group meetings, I can't follow the conversations.  It's too noisy.  Maybe I shouldn't be bringing this up.

>> What would you suggest?

>> I don't know.  I was hoping you or someone in the company could make some suggestions.  Surely I'm not the only one here with hearing challenges.

>> I don't know of anyone else.  But back to your concerns.  Other issues.  Noisy.  I would agree.  Was there something else?

>> Yes, my cube is against a major thoroughfare.  And my back is against the opening and they're constantly walking and talking all day long.

>> I get that part.  Noisy.  We all deal with it in our own way.  Is there something else?

>> Look, I've been increasingly more anxious.  I'll be honest with you Tanya.  I've been diagnosed with PTSD.

>> Help me out?

>> Post‑traumatic stress disorder.  All of the noise without being to see where it's coming from makes it a difficult working environment.

>> I don't know what to say.  Let me talk to someone in H.R. and I'll get back to you.

>> Okay.

>> Joseph, everyone else really likes the new office environment.  I'm sorry it's not working out for you.  I'll try to work something out.  Are we good?

>> Sure, sure.  We're good.

>> Tanya picks up the phone and acts as if she is going to call someone and then puts the phone down without dialing.

Three months later.
>>> Hi Joseph.  Is everything okay?

>> No, not really.
We need to find a fix soon.

>> A fix for what?

>> We had this discussion three months ago.

>> I'm aware of it.  I received your e‑mail.

>> But I haven't heard back from you.

>> I'm not ignoring the situation.  My hair has been on fire trying to find a solution for this.

>> We need to find a fix for this.  I'm becoming increasingly more agitated.
My physician has suggested I take a medical leave.

>> What do you want me to do that?

>> Look, maybe I should start working remotely from home.

>> You know we're all about team work.  No one else works remotely.  I don't see how this could all work out.  And if I let you do that, then I need to let everyone do that.

>> It's not that difficult, really.

>> It is that difficult.  And if you're having a hard time hearing while you're in the room, wouldn't it be worse if you were on the phone?

>> I don't know, maybe.  But I'm just trying to figure out what to do.  Tanya, I'm afraid that you're going to let me go because my work has been compromised.

>> Tanya, I'm a hard worker and I want to contribute.  But if I can't work because I can't hear and I'm becoming increasingly more agitated.

>> I don't know what to say.  I mean I've been trying to find someone to help me figure this out, you know.  You know the company has a policy.

>> I know the company has a policy.  Maybe we should just get back to work. 

>> Okay.  But please know that I am going to continue to sort through this.

>> And please know that I really want this to work out.  I like the work that I'm doing here.  I know that I'll be able to fully contribute if we can just find a solution so hopefully there is someone here to help us out. 

>> Okay. 

>> Part two.  Negotiating ‑‑  

>> LOU ORSLENE: So with this video, there's a little bit of a teaser in the respect that we're just going to play the first seven minutes.  There's also a second part of this and it's a redo of this initial exchange between supervisor and employee.  And in the second exchange there were about 20 things that we believe could have been done a lot better.  So in part two, you will see those 20 items corrected and the interactive process be done considerably better.  As well as you see an accommodations part at the end being brought in to really further engage the employee and really work with both of the supervisor, as well as the employee to find a solution that works for everyone and that is very effective.

So any words on that one Deb?  Anything you wanted to add? 

>> DEB DAGIT: No, thank you.

>> LOU ORSLENE: All right.  So let's go to the third video then.  And then hopefully we have a couple of minutes for question and answer after that video. 

>> JAN.  Job Accommodation Network.  Practical solutions.  Workplace success.  800‑526‑7234 for voice.  877‑781‑9403 for TTY.  AskJAN.org. 

Performance management issues. 

>> Abigail and her supervisor, Mike, are meeting in Mike's private office.  Abigail is sitting across a desk from Mike as they discuss Abigail's performance plan.  Abigail seems content and is smiling until she learns her evaluation is not going so well.  At this point, she begins to have a distressed look on her face. 

>> Abigail, as you know, it's that time of year when we do performance reviews.

>> Yes, I know.

>> Well, let me get right to the point.  Your attendance is quite frankly not acceptable.  You've been late over a dozen times.  And you've maxed out your PTO and your coworkers say you're difficult to communicate with.

>> I've had good reason for being out of the office and I provided H.R. with a note from my therapist.

>> On my team everyone has to pull their own wait.  If I allow you to be late, it's not fair to the others.  We have performance objectives that we need to meet in the claims services department.  Now everybody has to do their part. 

>> Well, if you just give me a chance and let me work from home, I promise I can do better.  I struggle with distractions in the office.  But at home I can concentrate and take breaks when I need to.  Plus I can work when I feel my best.

>> This is a team‑based environment, Abigail.  If I let you work from home, then I have to let everybody else. 

>> My therapist said I need to reduce my stress level and manage things differently.  Nora, my last supervisor, she was really good about helping me out with this.  She knew that sometimes I had to come in late because of the side effects of my medication.

>> Well, that was Nora.  On my team there is no special treatment.  Everybody has to meet the same standards.  I run a time ship.

>> Are you going to fire me?

>> I'm putting you on a performance improvement plan.  Here is a written copy.  I need you to sign this and acknowledge what we talked about here.  If you cannot meet these standards, you will be terminated.

>> As the review went poorly, Abigail begins to cry and gets up and quickly leaves Mike's office.  Celeste from human resources picks up the phone and Mike has a concern look on his face.  Phone rings. 

(Phone rings)

>> Hi this is Celeste from H.R. 

>> Hi.  I think I'm going to need your help.  I just put one of my employees, Abigail, on a PIP, and she just left my office crying without signing it. 

>> Abigail Simpson? 

>> Yeah, I hired her about six months ago from Nora Wallace's team and it's just not working out.  I think someone passed on a problem child to me.

>> She got solid reviews when she worked for Nora.

>> On my team, she's chronically late, she used up all her PTO, and she's uncommunicative.  She's barely meeting the minimum requirements.

>> Let me talk to Nora and get back to you.

>> Celeste stands in an office doorway before entering Nora's office.  She sits down across from Nora at her desk.

>> Hi Nora.

>> Hi.
Thank you for meeting me on such short notice about Abby.

>> We miss her.  How is she doing?

>> She's struggling.  Did she have any trouble getting to work?

>> Not once we worked out the telework system.

She is a good worker, period.  But she has health issues.  We worked out a schedule where she could see her psychotherapist regularly and then work the hours when she was feeling best, even it was late at night.  Sometimes the meds she's on just have side effects that make it difficult for her.

>> So she's a person with a disability and you provided flexibility as an accommodation.
 
>> Yes. 

>> Did that present issue to other members of your team?

>> No, not really.  I have working parents, people going back to school, and any number of other reasons why my team members request flexible work arrangements.

>> Got it.  I just don't think that her new supervisor is as comfortable with flexible work arrangements.

Thank you Noraa.

>> You're welcome.

>> Celeste is seated next to Mike.

>> Mike, before Abigail joins us, I want to go over what we discussed.

>> Okay, sure.

>> Abigail is a person with a disability.  Because of that, I contacted the Job Accommodation Network to see what they had to say.  Based on that conversation, I'm confident about how to proceed.  In her former role, her supervisor provided a flexible work arrangement as a reasonable accommodation which allowed her to manage her work appointments as well as the side effects.

>> I understand.  She didn't tell me she has a disability.

>> As you know Mike, mental health disabilities are often stigmatized.

>> Yeah, I have a cousin who has a mental health issue.  I think he said it was bipolar.  Is that what Abigail has?

>> Well I don't think we need to know or ask her diagnosis.  But suffice it to say that the employee relations office has all of the documentation from her therapist and at this point we need to work on a solution.

>> What am I supposed to say from the rest of my team if they ask for flexible work arrangements?

>> Is there any reason that you couldn't consider requests from solid performers for flexible arrangement?

>> I prefer that everyone is together.

>> Be that as it may, we do have retention issues in these types of jobs and often flexibility is a good way to retain talent. 

>> Oh, I see Abigail is here.  Abigail, come on in.  Please have a seat.

>> Abigail enters the room looking anxious, sits.

>> Abigail, thank you for coming.  Mike asked me to join the two of you to talk through the performance concerns you and he began discussing during your last meeting.

>> Abigail, let me first say you left last time feeling so upset.  That was not my intention.  I understand from your last supervisor Nora that you are a great performer and I want you to be equally if not more successful on your role on your team.

>> Nora was great and she let me work from home if I needed to.

>> Abigail, I didn't realize that when you asked for special working arrangements that it was to accommodate a disability.

>> I don't like to bring all that up at work.

>> Got it.  Now that I know what you need and why, we'll come up with a better working schedule for you.

>> What are you going to tell the other team members?

>> I've been thinking about that.  And let's just say if asked, I'll say that I'm piloting special working arrangements within the department.  As you know, I'm not a big fan of working remotely, but I do realize that there are some people who would like special scheduling arrangements.  So again, let's just say, if asked, I'll say it's something that I'm giving a chance. 

>> Okay, well you'll see if you give me a chance to manage my life and my work, and you know, let me succeed at my job, I promise, I won't let you know.

>> It's good to see you smile, Abigail.  Let's keep the lines of communication open.  And you know, I know I can be a little rough around the edges.  But I do care about my people.  And I want you to be able to take care of yourself.

>> Thanks, Mike. 

>> How about we talk over what might work, a plan that we can try out.  And I want to know what you'll need in terms of working from home and how we can make that work?

>> I'll put something together for us to talk through and thanks so much Mike for being flexible and accepting a flexible work schedule from home.  On an as‑needed basis.

>> And by the way, Abigail, Mike and I discussed it.
And we're going to set aside the performance improvement plan for the time being.  Consider this is a reset.  And the three of us will get back together and see how the new plan is working.  And in the meantime if either of you need anything, you know where to find me.

>> This video ‑‑ 

>> LOU ORSLENE: All right.  All right with that, Deb did you want to make some comments about the video?

>> DEB DAGIT: Sure.  Thank you, Lou.  So hopefully when you get a chance to seed all the videos in full you'll be able to see that in the first video where we depict the situation, hopefully feels authentic and resonates with things that you've experienced.  No one was doing anything explicitly wrong.  They were feeling like they were doing the best they could but they didn't have the information and tools they needed.  This isn't about blaming.

And the videos that showed the effective strategies, you'll note that there are many nuances of just slight changes that were made that did not require a full‑time, dedicated, subject‑matter expert or any kind of expensive resources or challenges in communicating with coworkers.  So the subtle is very powerful.  And that's what we hope to communicate in these videos and the accompanying toolkit to help make what sometimes for people feels like a complex situation simple and easy to implement. 

So let me turn it back over to you, Lou.

>> LOU ORSLENE: Sure, sure.  We don't have any questions at this point.  I'm hoping that you really enjoyed the videos and that you really find them valuable.  And I really hope that you start thinking about, you know, possibly refreshing your accommodation practices.  Understanding disability and developing a more robust accommodation process really leads to that more inclusive workforce.  And it may be a key in the future to retaining and attracting good talent to your company and making it a success.

So with that, that's all the time we have today.  Thanks very much for attending.  Thanks very much to Deb Dagit from Deb Dagit Diversity, who has really been so instrumental in helping us through this process.  And thanks to employers out there, too, who have really engaged with us and have been willing to be part of our focus group and our surveys so we can find out the best practices that are happening out there and also the weaknesses.

Thanks also to Alternative Communication Services for providing the net captioning.

And Andy who facilitating the development of our videos and did all the videography.  He, too, was instrumental in ensuring that the videos turned out well and were presented well, as well.

And finally at the end of the webcast, an evaluation form will pop up automatically on your screen in another window.  Please do stay logged in and fill out that evaluation form.

With that, this concludes today's webcast. 
