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Inclusion Works“The same is true for diversity programs… companies try to change the managers’ attitudes and priorities…But such efforts are effective only if top executives lead them [emphasis added]. Otherwise HR is just a cheerleader for an initiative it can neither enforce nor measure; its leaders will end up pleading with line managers to take on yet another set of tasks, burning up more social capital in the process.”
  - Peter Cappelli, Harvard Business Review
    Article on Improving HR, 
    July-August 2015 Issue

Inclusion Works is a three-year pilot project funded through the Poses Family Foundation and the May and Stanley Smith Charitable Trust and led by Disability:IN (www.DisabilityIN.org). The purpose of Disability:IN is to empower business to achieve disability inclusion and equality. The project is supported by several Disability:IN subject matter experts who are recognized leaders in disability inclusion. These experts work closely with the six participating Inclusion Works companies to assist them in creating disability inclusive workplaces. 


What We Have Learned Thus Far  
Nothing could be truer than the Peter Drucker quote, “Culture eats strategy for breakfast” when implementing a corporate-wide cultural change, such as disability inclusion. 

True “sustainable” change takes time. It is an incremental process that requires commitment at the highest levels and a corporate wide buy-in with embedded champions. One or two people cannot do this alone. 

This cultural change is not just about hiring; it is about creating a workplace that embraces people with disabilities from candidates to existing employees and values the creativity and innovation that result from a truly diverse workforce. 

The Inclusion Works team has learned much from each of the Inclusion Works companies on their disability inclusion journeys. While there is no one roadmap, the following are some of the most significant “best and next practices” observed by the Inclusion Works team to create sustainable, enterprise-wide disability inclusion.

Commitment from the Executive Leadership Team 

Leaders with a commitment to disability inclusion legitimize the effort and give the strategy corporate-wide visibility and leverage. 
INCLUSION WORKS EXAMPLE: Each year, Company #2’s Chief Administrative Officer (CAO) identifies 10 strategic initiatives that the CAO organization will focus on for the upcoming year.  Driving an inclusive culture for people with disabilities and ensuring compliance with regulatory requirements has been identified as one of the company’s top 10 initiatives for 2015. In company parlance, “This is the way to drive cultural change, ensure that the project gets exposure, is naturally aligned and the entire organization supports it.”



Cross-Functional Teams
Creating a cross-functional team, led by a project manager who is a disability inclusion champion, helps to embed disability inclusion across the enterprise.  
INCLUSION WORKS EXAMPLE: To implement its disability initiative, Company #2 created a cross-functional team. The Executive Sponsor is the AVP of Employee Services. He helps to run interference but does not play a role in actual implementation. He is kept abreast of what the team is doing and reports to the CAO. Having this support has elevated disability inclusion and made it much easier to get things done.



Representatives from the following participate in the Cross-functional Team:  
· Empowered Project Manager from Diversity and Organizational Development  – Organizes & leads the team; is responsible for articulating & meeting   performance goals
· Diversity & Inclusion
· Compliance - Affirmative Action Planning 
· Medical Team - Accommodations
· Talent Acquisition - two representatives
· Training 
· Communications 
· Labor Relations 
· Members of the disability ERG
· Employees who are passionate about this issue

The Use of Benchmarking Tools
It is hard to know where you are going, if you do not first know where you are. Disability:IN benchmarking tools are helping Inclusion Works companies celebrate their accomplishments and identify opportunities for improvement in corporate-wide disability inclusion.  
· Disability:IN & AAPD Disability Equality Index (DEI):  The DEI is an aspirational, educational, recognition tool that is intended to help companies identify opportunities for continued improvement and build a company’s reputation as an employer of choice. Companies that take the DEI self–report on a wide variety of criteria within four categories: Culture & Leadership, Enterprise–Wide Access, Employment Practices, and Community Engagement & Support Services. 

The DEI has given the participating Inclusion Works companies an opportunity to compare their disability inclusion practices against the DEI criteria and aspire to a score of 100. INCLUSION WORKS EXAMPLE: The Inclusion Works mission is to create enterprise-wide disability inclusion across the footprint over the 3-year pilot project. The DEI provides data on successes and opportunities for improvement from an impartial entity and comparison to other companies on holistic disability inclusion practices. Inclusion Works companies’ Business Resource Groups and Cross-Functional Teams are using these data to focus their attention on well-outlined DEI opportunities for improvement.



· Disability:IN Section 503 Self-Evaluation Compliance Tool:  Created by Disability:IN to assist federal contractors to comply with Section 503 of the Rehabilitation Act of 1973 (as amended), the online, confidential tool organizes the regulation into manageable pieces and provides disability inclusion resources, which makes it much easier for federal contractors to benchmark their company's current status against 503 requirements.

INCLUSION WORKS EXAMPLE: With the Inclusion Works team, Company #5 developed a report from the Section 503 Tool that reflected areas for improvement and low-hanging fruit that could easily be ameliorated. This report was shared with the Executive Leadership Team and corporate Board of Directors.


Enterprise-Wide Disability Hiring Goals
Metrics are valuable to business since what gets measured gets done. As part of Inclusion Works, the Inclusion Works companies agreed to a total hiring goal for all six companies of 1,140 hires of individuals with disabilities over the three-year project. The Inclusion Works project tracks on a quarterly basis each company’s progress in meeting the goal. This has spawned “friendly competition.”

In addition, all of the Inclusion Works companies are federal contractors and subject to the aspirational goal of 7% across job groups for the employment of individuals with disabilities. 

The Inclusion Works team is working with the companies to identify “hot jobs” from entry level to highly skilled and engaging talent acquisition to make them aware of the hiring goals and benefits of recruiting and hiring individuals with disabilities. Examples of the various activities designed to increase employment of talented individuals with disabilities across the enterprise are outlined in several of the topic areas below.

Business Resource Groups (BRGs) or Employee Resource Groups (ERGs)
A well organized, well managed disability BRG with strong executive sponsorship can greatly elevate the status of disability inclusion through participation of employees from all walks of life and a variety of business units. 

Having a BRG Executive Sponsor from the highest level of the company ensures the group has credibility and support and announces that the Executive Leadership Team is committed to disability inclusion. It is also important that the BRG have a charter or mission statement that is business-centered. 

The BRG should have goals that are in sync with the business, such as assistance in recruiting candidates with disabilities, creating inclusive environments that are supportive and accessible worksites and technology for existing employees with disabilities, expanding supplier diversity to include disability-owned businesses, etc. 

INCLUSION WORKS EXAMPLE: Formed in 1993, Company #3’s Employee Resource Group titled People with Disabilities (PwD) is taking the lead in identifying DEI opportunities for improvement.  The ERG is comparing current practices against DEI best practices to develop an action plan to embed disability inclusion across the footprint.


Self-Identification Campaigns vs. Emails
Section 503 requires that federal contractors invite each of their employees to voluntarily inform the contractor whether the employee believes he or she is an individual with a disability. This invitation is to be extended the first year the contractor becomes subject to 503 requirements and at 5-year intervals thereafter.

Companies that have sent out one email asking for self-id have found there is little response. Those companies that have launched actual self-id campaigns have had more success.  The campaigns typically involve a cross-functional team and announce to the workforce that this is an issue the company cares about and is willing to invest time and money in making sure that it is well-communicated.  

A campaign that produces results is a worthy investment because it identifies the current percentage of employees with disabilities in the workforce and the percentage to which the company must aspire to meet the Section 503 goal of 7% across job groups. A significant increase in self-identification of existing employees can make the goal more manageable. 

INCLUSION WORKS EXAMPLES
Company #5 was the first Inclusion Works company to launch a multi-media self-id campaign titled, Make it Count. The campaign included a clever, 90-second Motion Story using cartoon-like figures that explained self-id in concise terms and made it clear what was in it for employees to take the requested action. The campaign also included communication strategies for wired and non-wired employees.  Following the campaign, the percentage of employees identifying with a disability rose significantly.




Company #1’s self-id campaign used a cross-functional team led by a well-organized representative from compliance to plan and launch the month-long event. The team met weekly to organize key campaign components. Notes with assignments were provided immediately following the weekly meetings. The cross-functional team presented the self-id plan to the Executive Leadership Team and the SVP of HR sent the first communication to employees with a reminder email from the Global Chief Diversity Officer. Within hours of launching the campaign, there were a total of 951 responses with 822 employees completing the form in its entirety (86.4%).  



Company #2’s CEO is the face of the company’s self-id campaign titled Count Me In. The CEO announced in a video housed on the company’s Intranet that he has a learning disability and highlighted the fact that the disability has not hampered his success or productivity. The video demonstrated where to find the self-id form and how to complete it. The day of the launch, employees with voicemail received a message from him reminding them to complete the form.





Disability Strategist Positions or Military/Disability Strategist
Having a ‘strategist’ elevates the importance of a diverse workforce that includes veterans and individuals with disabilities.

INCLUSION WORKS EXAMPLE: Company #5 hired a “Military/Disability Strategist” to be the point person on military and disability inclusion, the DEI, and VEVRAA and Section 503 compliance.  The strategist works closely with the Inclusion Works team. Internally he interfaces with talent acquisition, compliance, diversity and inclusion, and targeted business units. 



Training on Disability Inclusion
While the Americans with Disabilities Act (ADA) was enacted 25 years ago, negative stereotypes about individuals with disabilities remain, especially in the workplace. Section 503 requires that “all personnel involved in the recruitment, screening, selection, promotion, disciplinary, and related processes shall be trained to ensure that the commitments in the contractor's affirmative action program are implemented.” 

INCLUSION WORKS EXAMPLE: Talent Acquisition is the gateway to employment. The Inclusion Works team trained all of Company #4’s Talent Acquisition staff, including contractors, on disability etiquette, sourcing and interviewing candidates with disabilities. The training sessions were opened by the Vice President, Global Talent Acquisition and Inclusion & Diversity, and the national Manager of Talent Acquisition, to highlight the company’s commitment to an inclusive workforce at the highest levels of the organization. Inclusion Works trainers emphasized that this was a “safe zone,” and as a result, participants openly asked questions and worked together to brain-storm new ideas. On a scale of 1-to-5 with ‘5’ being “excellent,” the training received an overall rating of ‘4.6’.






Publicized, Effective Accommodations Policy/Practices for Applicants and Employees
Companies with well-publicized & effective accommodations policies and practices - for applicants and employees - are more likely to be successful in recruiting, hiring and retention of talented individuals with disabilities.  

INCLUSION WORKS EXAMPLE: Companies #2 and #6 have centralized accommodations policies and practices for applicants and employees. In the case of Company #2, there is a VR – Medical Department that handles all requests for accommodations. The CEO placed on the company’s website a statement expressing the company’s commitment to “seek reasonable accommodations for applicants in the employment process, qualified employees with disabilities and for applicants with disabilities who have been offered employment.”



Diversity Talent Advisors
Many of the Inclusion Works companies have had great success in recruiting military and minority candidates with an individual attached to Talent Acquisition who is not actually a recruiter but interfaces with sourcing organizations, or by identifying specific recruiters as those with diversity as a focus. 

INCLUSION WORKS EXAMPLE: Company #6 has a Diversity Talent Advisor who is not a recruiter but interfaces with recruiters to identify pipelines of diverse talent, including individuals with disabilities. This advisor works closely with the Inclusion Works team to identify pipelines of talent in local communities, which has resulted in jobs for individuals with disabilities.



Active Outreach and Recruitment and Hiring Pilot Sites and Hot Jobs
OFCCP has established for federal contractors a nationwide 7% utilization goal for the employment of qualified individuals with disabilities. In the final rule, it recommends outreach and recruitment to a series of organizations that provide employment services to career-seekers with disabilities. According to OFCCP’s communication during audits, these efforts are not "push out" but "pull in." In other words, federal contractors cannot just send out job descriptions. They have to do more to engage sourcing organizations.

The Inclusion Works team is assisting Inclusion Works companies to establish national and local pipelines of candidates with disabilities that are sustainable after the 3-year pilot project. To this end, the Inclusion Works team has spoken to nearly 20 national sourcing partners and an estimated 100 local partners/universities/colleges.

INCLUSION WORKS EXAMPLE
Company #4 is sourcing candidates for distribution centers (DCs) in two states. The Inclusion Works team invited sourcing partners from the local areas to participate in the initial meetings and tours of the DCs so that an immediate connection is made between the sourcing partners and the DC staff. Partners are carefully selected and a preparatory phone conversation is required before the DC visits.



Company #6 has opened its call centers in Maine and South Carolina to prospective candidates for tours and information sessions. Inclusion Works has connected the company to area disability organizations and encouraged well-matched candidates with disabilities to attend to learn more about the company and its open positions, and meet recruiters. A sign-in sheet asks career–seekers how they learned about the event, which helps track referral sources. The list includes Disability:IN Inclusion Works. This has resulted in several candidates with disabilities becoming employed.


The Inclusion Works team also assists Inclusion Works companies to identify pilot sites for the hiring of individuals with disabilities. The sites provide opportunities to train HR and hiring managers, test hiring processes, and identify local sourcing organizations and any hurdles that may exist. The advantages to the pilot model are that successes can be touted and replicated, and hurdles can be identified and corrected before full-scale roll-out. 

INCLUSION WORKS EXAMPLES
Company #4 has identified three pilot sites and “hot jobs” in three different states for the recruiting and hiring of individuals with disabilities. The Inclusion Works team is assisting the company to create sourcing pipelines and the identification of qualified candidates with disabilities for the selected positions.



Company #1 held a reception and tour for college/universities in and around its campus in a specific location to establish relationships and a sourcing pipeline for jobs. A similar event is planned for the fall at another company campus titled the “College Invitational.”



Company #2 trains its employees at a specific location. On a date when many of the company’s talent acquisition staff were in attendance, the Inclusion Works team invited sourcing partners from the local area to meet and learn more about entry level positions. Sourcing partners included Vocational Rehabilitation business relations staff and clients, and area high school graduating students with disabilities and their transition coordinators. The purpose of the event was to educate TA staff, establish relationships with sources of talent with disabilities, educate career-seekers on opportunities and experience needed, and make sourcing partners more aware of the types of position available.  


Company #3 has identified four pilot sites in four different states and is working with the Inclusion Works team to source candidates, primarily recent college graduates. This is creating an opportunity to work closely with college disability resource centers and career centers to forge connections between these two offices that will greatly benefit their students with disabilities.



Flexibility and Creativity in Recruiting Candidates with Disabilities
The Inclusion Works team emphasizes that candidates with disabilities, like all other candidates, must meet the essential functions of the job with or without an accommodation. The performance standards remain the same. There are times, however, when an excellent candidate with a disability has the requisite skills but may not ‘fit’ due to geographic location and/or the lack of current openings. Flexibility and creativity can result in an opportunity that benefits both the company and the candidate.

INCLUSION WORKS EXAMPLE: Company #1 became aware of a well-matched candidate through Inclusion Works but due to his geographic location and inability to relocate there were no well-matched openings. One of the company’s Talent Acquisition staff realized that this candidate would make an excellent recruiter due to his background, education and personal experiences as an individual with a disability. When offered the recruiter position, the candidate was open to the idea and was hired.



Communities of Practice – The Cohort Model
Engaging in a community of practice has given the Inclusion Works companies access to best practices shared by their colleagues from the other Inclusion Works companies and a team of experts with a variety of backgrounds and expertise. It has also set hiring goals, encouraged cohort comparisons and friendly competition. This disability inclusion model has worked remarkably well. 

Summary
Active and visible support from the Executive Leadership Team is crucial to accomplish true disability inclusion across the enterprise. The following quote from Peter Cappelli in a July-August 2015 Harvard Business Review article on improving HR states: "The same is true for diversity programs… companies try to change the managers' attitudes and priorities…But such efforts are effective only if top executives lead them [emphasis added]. Otherwise HR is just a cheerleader for an initiative it can neither enforce nor measure; its leaders will end up pleading with line managers to take on yet another set of tasks, burning up more social capital in the process."

In summary, the following is a baker’s dozen of the significant activities that appear to have the greatest impact on disability inclusion:

· Visible Executive Leadership Team Sponsorship and Commitment
· Cross-Functional Teams Led by an  empowered Project Manager who is an Internal Disability Inclusion Champion
· The Use of Bench-Marking Tools
· Enterprise-Wide Disability Hiring Goals
· Disability Specific Business Resource Groups or Employee Resource Groups
· Self-Identification Campaigns
· Disability Strategist Positions or Military/Disability Strategists
· Training on Disability Inclusion
· Publicized, Effective Accommodations Policy/Practices for Applicants and Employees
· Diversity Talent Advisors
· Active Outreach and Recruitment and Hiring Pilot Sites and Hot Jobs
· Flexibility and Creativity in Recruiting Candidates with Disabilities
· Communities of Practice – The Cohort Model

[bookmark: _GoBack]Each company is unique and not all of these activities are necessary for full inclusion. From the Inclusion Works team’s vantage point, as a company adopts all or many of these actions it moves ever closer to becoming an employer of choice. 

For more information on Disability:IN, please go to: www.Disability:IN.org. 
For more information on Disability:IN Inclusion Works, please go to the Disability:IN website:  https://disabilityin.org/what-we-do/inclusion-works/ 
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