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 “This collection of chapters does what no other publication to date can claim: it integrates thoughtful and useful ideas and evidence on the incredibly important topic of neurodiversity. I’m so excited to see how this volume pushes the science and practice of I-O psychology forward!”

—Eden King, Ph.D. Rice University, Lynette S. Autrey Professor of Psychology Co-Editor, Journal of Business and Psychology, Magister, Duncan College

 “Susanne Bruyère and Adrienne Colella pose some challenging and thought-provoking questions to HR Professionals on creating an inclusive Neurodiverse Workforce.”

—Neil Barnett, Director Inclusive Hiring People with Disabilities, Microsoft

 “This book is a must read for organisations looking not only to establish a neurodiversity program, but sustain one. The book starts to discuss some of the more complex issues to sustain meaningful employment such as mental health, performance and career management. DXC Technology has been running a neurodiverse program since 2014; we wish we had this knowledge outlined in this book before we started!”

—Michael Fieldhouse, DXC Social Impact Practice Leader & Dandelion Program Executive

 “Inclusive environments are the key for unlocking the power of human potential. This book provides a powerful perspective of how research around neurodiversity translates in the application to a work setting, and that ultimately creates exponential value for individuals, communities and business. The multifaceted approach the authors lay out, help us move from ideation to implementation. This is exactly what is needed for employers at the intersection of talent, diversity and to thrive in the future of work.”

—Hiren C. Shukla, Global Neuro-Diverse Center of Excellence Leader, Executive Management, Ernst & Young LLP

 “This volume provides a timely and critical contribution to the Organizational Frontiers Series. It explores diversity and inclusion within the workplace from a perspective often overlooked in our field – i.e., neurodiversity. The authors in this volume explore the challenges and opportunities involved in hiring and valuing an often talented but ignored segment of our population, applicants and employees whose behavior patterns and ways of seeing the world might deviate from more typical employees. Given increasing labor shortages, organizations face an increasing need to identify, select and promote employees who can contribute to their success, and as this volume shows, ways of effectively identifying neurodiverse applicants and employees who can make these contributions. The volume explores ways to maximize the integration and success of these workers by providing a work environment conducive to the success, sustainability and continued health of organizations and their members. In sum, this volume explores ways of enhancing an overlooked aspect of diversity by identifying creative practices that can also improve the quality of worklife for ALL organizational members.”

—Jeanette N Cleveland, Ph.D., Professor Emeritus, Colorado State University

 “Professors Colella and Bruyère have edited a timely and insightful book that explains what neurodiversity is and the employment law context around it. The various chapters of the book cover the entire employment process from an applicant’s dilemma to disclose their neurodiversity to recruiting and selection, workplace accommodations, leadership, organizational diversity climate, performance management, well-being, and the overall experience of neurodiverse employees at work. This book answers many important and timely questions about neurodiversity at work, and it is helpful reading for anyone who wants to be an effective and inclusive coworker, supervisor, or leader in today’s workforce.”

—María del Carmen Triana, Ph.D., Professor and Cal Turner Chair in Moral Leadership at Vanderbilt University

 “In the ground-breaking book Neurodiversity in the Workplace, authors from a variety of backgrounds and disciplines engage readers in discussing topics relevant to effectively managing organizations comprised of people with widely varying neurological functions. Readers will learn about the meaning and contested labeling of neurodiversity, the challenges and opportunities associated with workforce neurodiversity, as well as the many legal and social issues that neurodiversity poses for employers and employees alike. By including reviews of cutting-edge research and informative examples of supportive employment practices, Bruyère and Colella have produced a resource that is sure to promote more equitable workplace practices and stimulate new research aimed at understanding and improving the experiences of neurodivergent employees.”

—Susan E. Jackson, PhD, Distinguished Professor Emerita, Rutgers University, Visiting Professor, University of Lucerne





NEURODIVERSITY IN THE WORKPLACE

Neurodiversity in the Workplace presents a timely and needed perspective on the role and responsibility of employers and those working to increase the effectiveness of workplace practices to examine the many ways we preclude large segments of the population from employment; minimizing opportunities for building a truly inclusive work environment.

This collection provides an opportunity to look at how discrimination can occur across the employment process and what can be done to minimize the exclusionary practices that prevent neurodiverse individuals from getting into the workplace, advancing, thriving, and contributing as each of us desires to do. With expertise from leading professionals, this book provides a holistic look at the application of leadership theories in a neurodiverse context and how the workplace can be adapted to accommodate neurodiverse employees. This book also explores effective recruitment strategies by looking into applicant screening as well as interviewing and selection, adapting internal organizational resources to a neurodiverse workforce, and legal and regulatory environment considerations for autism hiring programs. Each chapter provides an overview of existing knowledge on effective workplace inclusion practices across the employment process, specific implications of research to date for a more neurodiversity-inclusive workplace, and what future research is needed to further inform these practices.

This volume is intended to increase awareness about the challenges and opportunities in making the workplace more neurodiversity-inclusive, making it instrumental for I/O and other psychologists. This book is also crucial for management and business consultants; employers; diversity, equity, and inclusion specialists; human resource professionals; and others interested in neurodiversity inclusion more broadly.

Susanne M. Bruyère, Ph.D., CRC, is professor of disability studies and director of the K. Lisa Yang and Hock E. Tan Institute on Employment and Disability, Cornell University ILR School, USA. The institute is a research, training, and technical assistance center focusing on disability inclusion in employment, education, and community.

Adrienne Colella, Ph.D., is the McFarland Distinguished Professor of Business at the A.B. Freeman School of Business, Tulane University, USA. She has published extensively in the area of disability and employment, as well as other human resource management topics.
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SERIES FOREWORD

The world of work has traditionally offered few opportunities for individuals whose neurological functioning and behavior differ from the norm. In the last 20 years, there has been growing recognition that individuals exhibiting behaviors associated with autism, attention deficits, dyslexia, Tourette’s syndrome, and the like often have much to offer to organizations. A recognition of this human variation in terms of neurodiversity rather than in terms of disorders that preclude participation in the workplace has important implications for workers and organizations.

Susanne M. Bruyère and Adrienne Colella have assembled an interdisciplinary team of authors to examine the challenges and opportunities organizations face as they develop programs and strategies for recruiting, selecting, training, and managing neurodiverse employees and to examine the impact of these strategies on the lives of individuals who have traditionally had limited opportunities for employment. A consistent theme running through many of these chapters is that traditional assumptions about who can or cannot contribute to organizations need to be re-examined, and that doing so is likely to bring important changes to organizations. These changes start with the processes used to recruit and screen job applicants, but in many ways, changing recruitment and selection systems represent the easy changes. Organizations that aspire to provide neurodi-verse applicants with a fair chance to succeed and that hope to take advantage of what these applicants have to offer will face challenges in managing employees whose behaviors and capabilities do not conform with traditional assumptions, in providing a supportive climate and culture, and in accommodating the needs of a diverse set of employees. This volume examines the ways organizations can and should change to take advantage of what neurodiverse employees have to offer and also examines how they can take advantage of community partnerships and support from governmental agencies in rebuilding organizational systems to create conditions in which both diverse employees and organizations benefit from a recognition of neurodiversity. The volume describes programs that have been adopted by numerous organizations to attract and retain neurodiverse candidates and the lessons learned from these programs.

The goal of the Organizational Frontiers Series is to publish books that help to define and advance the frontiers of our knowledge about behavior in organizations and stimulate future research and applications. Neurodiversity in the Workplace not only meets this goal, it provides I-O psychologists with fresh perspectives and current thinking from a range of disciplines that will make an invaluable contribution to organizations and employees. We are proud to include this volume in the Organizational Frontiers Series.

Angelo DeNisi and Kevin MurphySeries Co-Editors






1 NEURODIVERSITY IN THE WORKPLACE

An Overview of Interests, Issues and Opportunities


Susanne M. Bruyère and Adrienne Colella

DOI: 10.4324/9781003023616-1





Introduction

This volume is focused on neurodiversity in the workplace because the topic presents a timely and needed perspective on the role and responsibility of employers and those working to increase the effectiveness of workplace practices, such as I/O psychologists, to more fully examine the many ways in which we preclude large segments of the population from employment and thereby minimize opportunities for building a truly inclusive work environment. It has been over 30 years since the passage of the Americans with Disabilities Act, and yet working-age people with disabilities are less than half as likely to be employed in the United States as their nondisabled peers, 38% compared to 80% for those without disabilities (Erickson et al., 2021). The employment rate comparisons for those with autism provide an even starker employment gap, with young adults with autism having far lower rates of employment than other youth with disabilities (Roux et al., 2015). And for those who have been able to secure employment, many of these autistic young adults are in low-wage and part-time jobs (Roux et al., 2015), offering little opportunities for longer-term career growth and earning. In fact, even those with college educations and relevant training may have difficulty getting into the workplace, or when they do, they are underemployed; 46% of the autistic adults who are employed are over-educated or exceed the skill level needed for the roles they are in (Baldwin et al., 2014). Similar disparities are evidenced in other countries as well. In the United Kingdom, for example, the Office of National Statistics (ONS) reports that disabled people with autism are among those disabled people with the lowest employment rate, with just 22% of Autistic adults in any kind of employment (Office of National Statistics, 2021).


Individuals with autism certainly are not the only population in the United States (and globally, of course) who experience significant inequities in access to meaningful and remunerative employment. But the growing number of people diagnosed merits its focus in this volume, as does the response of select industry sectors in recognizing this group as a largely untapped and desired talent pool and the proactive response to see this as an opportunity. Approximately 1 in 44 children has been identified with autism, according to the Center for Disease Control (Maenner et al., 2021). This is up from 1 in 166 in 2005, or over a 300% growth in 15 years. So one of the compelling reasons to focus on this population is the increasing prevalence rate. The other is the stunning response from industry over the past 6 to 10 years to explore how to take the unique characteristics of a segment of this population, such as attention to detail, ability to focus and ability to see patterns in data, and capitalize on it to mutual advantage for both companies and the individual.

Yet hiring, including and promoting a neurodiverse workforce can present challenges that have not been addressed to any extent in the I/O literature. The purpose of this volume is to present what research has been done and to move the field forward into doing research and practice that promote a neurodiverse workforce. In this chapter, we discuss how the increased prevalence of this population, attention to the unique characteristics of Autistic people and the war for talent has led to a nexus of forces that have resulted in a potential revolution in appreciation of how difference can be an asset that should be valued and nurtured. We will talk about the evolution of affirmative hiring programs for people with disabilities in the context of the war on talent, provide some background information on neurodiversity with a focus on autism and provide an overview of the chapters that follow. The topics for this volume were selected because they provide an opportunity to look at how discrimination can occur across the employment process and what can be done to minimize the exclusionary practices that needlessly prevent Autistic individuals from getting into the workplace, advancing there and ultimately being able to thrive and contribute as each of us desires to do. The authors have been invited to contribute to this volume because of their unique expertise in addressing the topic, both from an organizational research perspective and from a diversity and inclusion perspective, particularly with a focus on neurodiversity. It is our hope that in the iterative story across these chapters about how to build a more neurodiversity-inclusive workplace, we will also learn lessons to take forward about how workplaces can be more welcoming to many other underrepresented groups.


The War for Talent and One Sector's Response

The term “war for talent” was coined by a group from McKinsey and Company in 1998 in a related publication by the same name (Chambers et al., 1998). The past two or three decades have shown a tremendous growth in the tech and tech-intensive corporate sectors, often far-outpacing the availability of qualified workers to fill the many new jobs created in response to the need. Almost a decade ago, McKinsey reported estimates suggesting that by 2020, employers in the world’s richest nations will produce 18 million fewer college-educated workers than needed (Nielsen, 2012). More recently, Gartner (2019) reported that “today’s organizations face a very dynamic talent landscape where it’s increasingly hard to find and keep critical skills. Demand for talent is converging on the critical skills needed to meet business priorities, especially digitalization” (p. 3). Gartner Talent-Neuron™ data reported that “49% of all job postings by S&P 100 companies in 2018 were for just 39 roles – all of which require in-demand skills such as data analysis, advanced coding and solution selling” (Gartner, 2019, p. 3). By 2030, it is estimated that the demand for skilled workers will outstrip supply, resulting in a global talent shortage of more than 85.2 million people (Korn, 2018).

One response to the need for talent has been an exploration by some companies to tap the talent of individuals with autism (Parmar, 2017; Szczerba, 2016). Employers in technology and tech-intensive sectors began to design and execute affirmative hiring programs for Autistic job candidates (Hedley et al., 2016; Hurley-Hanson & Giannantonio, 2017). An increasing number of companies are now following the early adopters, seeking to take advantage of what they see as a possible way to address needed talent for certain positions in which the distinct characteristics of Autistic individuals could be leveraged. This much more inclusive perspective takes the benefits of the perceived advantage of a diverse work team in creativity and productivity to a whole new level of what it means to be an inclusive workplace.

This trend has caught on in other large multinational software services and cybersecurity companies, as well as more recently in the finance and accounting sectors. SAP began its Autism at Work program in 2013 with an aspirational objective of having 1% of its workforce represented by employees with autism (Bort, 2013; Pisano & Austin, 2016). In Australia, DXC Technology, formerly Hewlett Packard Enterprise, initially building off of an approach used by Specialisterne, established The Dandelion Program in 2015 (Austin & Sonne, 2014) and added a contractual service offering for the company’s government and later private-sector clients, drawing on the talents of people with autism. Microsoft’s Autism Hiring Program began in 2015 and states that it is designed to identify and remove the barriers that would prevent those with autistic spectrum disorders from finding meaningful employment in the company, saying that “we built the Microsoft Neurodiversity Hiring Program on the belief that traditional recruiting does not allow individuals who are Neurodiverse to demonstrate their strengths and qualifications” (Microsoft, 2021). IBM has a long history of supporting people with disabilities and in 2015 initiated a neurodivergent recruitment program that by 2020 was in eight countries with plans to continue growing and expanding (IBM, 2020). With input from neurodivergent IBM employees, the company redesigned its hiring process to include more neurodivergent-friendly strategies with the intent of moving these approaches into the future mainstream of IBM hiring practices (IBM, 2020).

JPMorgan Chase launched Autism at Work in July 2015 as a four-person pilot. Since then, it has grown to include over 125 people in seven countries. People are hired into a variety of roles (reportedly now 40-plus roles in ten lines of business) in technology functions such as software engineering, app development, quality assurance, technology operations, and business analysis, with one employee reported to be a personal banker (JPMorgan Chase, 2019). In 2017, EY launched its second Center of Excellence (CoE) targeting Autistic employees in Dallas, where the team focuses on cybersecurity, robotic process automation, and complex analytics. The company also has been keeping comparative performance metrics on its CoE employees and reports that they perform a wide range of highly advanced tasks with remarkable quality and efficiency, with low error rates (EY, 2018), and continues to expand its programs to other parts of the United States (EY, 2021).

Despite the impact of the pandemic, the tech-sector economy continues to be strong, and companies are still looking for talent, suggesting that seeing what we can learn from these affirmative hiring programs for neurodiverse talent is timely, particularly given the drive to now learn more about improving employment equitably more broadly.



What Are Autism and Neurodiversity

Autism spectrum disorder (ASD) is a complex developmental condition that involves persistent challenges in social interaction, speech and nonverbal communication and restricted/repetitive behaviors. The effects of ASD and the severity of symptoms are different in each person (American Psychiatric Association, 2019). Autism differs greatly from person to person. Individuals with ASD demonstrate a wide range of abilities and characteristics, and it is important to understand that people with the same diagnosis may present themselves quite differently. While many people with autism have normal intelligence or above, others have mild or significant intellectual delays. In addition, people with ASD are at greater risk for some medical conditions such as sleep problems, seizures and mental illnesses (American Psychiatric Association, 2019).

Neurodiversity is the diversity of ways in which human brains think, learn, relate to others and interpret the world (Honeybourne, 2020). The term “neurodiversity” is credited to Judy Singer, who, in her book Neurodiversity: The Birth of an Idea, talks about how autism has risen from a medicalized diagnosis to become a social movement (2016). “Neurodiversity is a concept where neurological differences are to be recognized and respected as any other human variation. These differences can include those labeled with Dyspraxia, Dyslexia, Attention Deficit Hyperactivity Disorder, Dyscalculia, Autistic Spectrum, Tourette’s Syndrome and others” (National Symposium on Neurodiversity at Syracuse University, 2011; Sumner & Brown, 2015).

The current interest in affirmative hiring of neurodiverse individuals, starting with a focus on Autistic individuals, is helping, however, to change the thinking about neurodiversity from something that has been labeled a “disorder” toward an appreciation of these differences as a natural part of human diversity and as having potential assets to be valued. In this volume, you will see a wide variety of language used describing the population of focus, based on the literature that our authors are drawing from, their own disciplinary backgrounds and familiarity with the changing thinking around how we talk about autism and Autistic people. Among autism advocates, the word “condition” is preferred to “disorder,” which connotes something that is wrong. Some leaders in the autism self-advocacy movement prefer the terms “neurominority” or “neurodivergent,” and you will see these and other terminology differences reflected in select chapters in this volume. The terminology is continually shifting and under discussion, reflecting a conceptual evolution as different societies and stakeholders progress their understanding of the meaning of variances in cognition and the implications for employment and the workplaces of the future (Doyle & McDowell, 2021).

In addition, some individuals with autism see their characteristics as a valued part of their identity, which they embrace. The following explanation from the Autistic Self Advocacy Society (ASAN) provides a fuller explanation of the conversation around language regarding autism and Autistic individuals:


In the autism community, many self-advocates and their allies prefer terminology such as “Autistic,” “Autistic person,” or “Autistic individual” because we understand autism as an inherent part of an individual’s identity – the same way one refers to “Muslims,” “African-Americans,” “Lesbian/Gay/Bisexual/Transgender/Queer,” “Chinese,” “gifted,” “athletic,” or “Jewish.” On the other hand, many parents of Autistic people and professionals who work with Autistic people prefer terminology such as “person with autism,” “people with autism,” or “individual with ASD” because they do not consider autism to be part of an individual’s identity and do not want their children to be identified or referred to as “Autistic.” They want “person-first language,” that puts “person” before any identifier such as “autism,” in order to emphasize the humanity of their children.

(ASAN, 2021)


In this volume, we want to acknowledge the growing preference of the autism advocacy community while staying true to the terminology in the literature that chapter authors are drawing from and respecting authors’ language preferences and understanding of these current dialogues about identity-first versus person-first language that is occurring. Consistent with identity-first language, we capitalize the word “Autistic” when referring to an individual and use lowercase references to autism as a condition or diagnosis.




An Overview of This Neurodiversity SIOP Frontiers Research Volume

With this background about the interest in neurodiversity hiring and autism in particular, we proceed with an overview of the material in this volume, providing a brief overview of each chapter, highlighting why the chapter has been included in this volume and what it offers to the overall picture of understanding the initiatives, the challenges and the solutions being explored currently by companies, and that I/O psychologists can contribute to, in working to increase employment and workplace inclusion of neurodiverse individuals, especially those who are Autistic.

To begin, Chapter 2 explores how organizations can bolster their workplace inclusion in ways that consider the natural variation in human neurocognitive functioning to provide altered workplace environments that leverage the strengths of all employees. In a chapter entitled “Shaping Organizational Climates to Develop and Leverage Workforce Neurodiversity,” by Sabrina Volpone, Derek Avery and Julie Wayne, the authors ask why “instead of placing the unnecessary burden on neurodivergent individuals, what if workplaces altered their environments so that all employees – including those who are neurodivergent – could easily apply their strengths at work?” Throughout the chapter, the authors discuss how neurotypical norms have dominated human resource management practices for so long that there is a crucial need to critically analyze these norms and establish new norms if we are going to be able to support neurodivergent applicants and employees. The response offered by these authors is to closely examine all facets of the employment process in light of the role of climate in considering neurodiversity in the workplace. This is accomplished by an initial discussion of the role of psychological climates and their role in supporting neurodiversity in organizations. Specifically, the authors identify diversity, inclusion and ethical climates as crucial to focus on as organizations make changes in their workplaces to be more supportive of neurodiversity. They next review the literature surrounding organizational efforts thus far to discuss what practices have been successful as companies have implemented neurodiversity programs. This discussion is tightly tied to specific ways to bolster diversity, inclusion and ethical climates across each of the eight primary functions of human resource management (HRM) (i.e., selection, compensation/benefits, employee relations, occupational health/safety, training/development, talent management, job design, and retention).

Following the steps in the employment process, Chapter 3, “Recruitment Strategies: Generating a Neurodiverse Workforce,” by Cristina Giannantonio and Amy Hurley-Hanson, examines the role that recruitment strategies might play in generating a neurodiverse workforce for the benefit of organizations, neurodivergent individuals and members of Generation A, the half million Autistic individuals who are expected to enter the workforce in the current decade. While there has been extensive research conducted on recruitment activities from the organization’s perspective more broadly, far less empirical work has been conducted to date that is research examining the efficacy of recruitment strategies for promoting an effective pipeline development of candidates for a more neurodiverse workforce. In this chapter, research on recruitment strategies is reviewed from both an organizational and an individual perspective. A process view of recruitment, with particular attention on the signaling hypothesis, is presented to understand how recruitment may operate to influence the attitudes, reactions and behaviors of neurodiverse applicants. The benefits of and the barriers to recruiting neurodivergent candidates are discussed, focusing on both the external environment and the perspective of the (neurodiverse) individual who is in job search. The authors point out that the external environment focus has historically been the emphasis but that an examination of strategies that motivate applicants to apply for job openings and accept job offers is also critical for this population. They make the point that signaling theory has been offered as one explanation for recruitment effects – applicants are likely to use elements of recruitment activities as signals about unknown organizational and job characteristics. Among these signals can be interaction with recruiters, which can be used as a signal of the likelihood of the candidate being considered a viable applicant. The authors close with offering suggestions for improving recruitment strategies, issues specific to the recruitment interview and alternatives to the traditional recruitment interview process.

Getting in the front door of an organization is the first step toward employment. This includes several critical steps, from getting into the applicant pool by applying, making it through any prescreening mechanisms and having your resume and application selected to navigating and succeeding in the interview process. Prior related research has provided guidance regarding effective hiring strategies that promote job success; however, this research has, again, overwhelmingly focused on neurotypical employee populations and fails to incorporate neurodiverse populations. The content in Chapter 4 is integrally tied to the prior chapter, focusing on the role of organizations’ human resource practices and function for ensuring equity and the development of neurodiverse talent pools, addressing what happens when neurodiverse applicants make it to the interview process. In “Neurodiverse Applicant Screening, Interviewing, and Selection,” authors Matthew Saleh, Hsiao-Ying (Vicki) Chang, Susanne M. Bruyère and Timothy Vogus point out that there are a range of modifications to screening and application procedures (e.g., the job interview) that can help ensure hiring practices avoid implicit biases and are more equitable for Autistic individuals. This especially includes factors that affect hiring decisions (e.g., nonverbal and verbal cues, self-presentation and promotion), which may not actually be meaningfully related to future job performance. In exploring how to effectively address potentially problematic processes for neurodiverse populations, Saleh et al. provide a brief overview of traditional and emerging screening and selection methods and summarize what is known about affirmative screening/selection approaches from other underrepresented labor force populations that may be relevant for Autistic candidates. They finally discuss the disparate impact (for neurodivergent applicants) and other risks stemming from relying on selection criteria (e.g., social behavior) that does not predict job performance and share recommendations for approaches that will promote fairer processes not only for neurodiverse job candidates but also for more diverse talent pools generally.

While workplaces are adopting the label “neurodiversity” to acknowledge variation in cognitive abilities among workers, continued effort is needed to advance workplace practices and social environments that reflect a fully inclusive approach to neurodiversity. The focus in Chapter 5 interjects into the broader conversation of employment opportunities for neurodiverse individuals, a critical discussion on disclosure and its impact on employment opportunities and inclusion. Alecia Santuzzi and Robert Keating’s chapter, “Neurodiversity and the Disclosure Dilemma,” addresses the problem presented to neurodiverse individuals, especially for those whose condition is not evident, about whether to disclose their neurodiverse identity. Current workplace practices for recruiting and integrating workers with neurodivergent features are often congruent with approaches to disability, with an emphasis on protections against discrimination and providing accommodations for workers to perform in the neurotypical work environment. Similar to disabilities in general, workers with neurodivergent features might need to disclose in order to determine if the features qualify as a disability and subsequently benefit from protections against discrimination and receive accommodations to perform work tasks that were designed with the neurotypical worker in mind. However, the decision to disclose either formally to organization leadership or informally to coworkers involves careful consideration of the costs and benefits of doing so. In this chapter, the authors discuss the potential gains and losses of disclosing neurodivergent features in the workplace and the role that workplace environments and neurodivergent features play in those consequences. Although neurodiversity is a relatively new framework for discussing disclosure and other workplace social challenges, the authors borrow lessons from existing literature on how workers manage concealable stigmatized identities (CSIs) – devalued attributes or social identities that can be hidden from others at work – with literature on concealable or invisible disabilities providing the most relevant insights. The authors end with a discussion on how research endeavors and organizational practices might adapt as workplace environments embrace a neurodiversity perspective.

Leadership is a robust and well-researched area in the field of management. However, diversity in organizations is increasing, and the generalizability of many leadership concepts may be placed into question. This is particularly true when considering increasing neurodiversity in organizations. The center of Chapter 6 is the acknowledgement of the critical role that management, particularly organizational leadership, plays in building inclusive workplaces of all kinds and how leadership theories may apply to this neurodiverse population of focus. In Stephanie Seitz’s chapter, “Do Traditional Leadership Theories Work in a Neurodiverse Context?” the author discusses how traditional leadership theories have generally been developed and tested in neurotypical environments, and the assumption that they are applicable to neurodivergent employees comes from the perspective of the “abled” organization. Seitz questions whether traditional leadership theories apply in neurodiverse work contexts. To do so, the most prominent traditional and contemporary leadership theories are analyzed for their applicability to neurodivergent employees, including: group-oriented leadership, which may be either targeted at a group or arise within a group; development-based leadership approaches, which are characterized by helping and encouraging followers to achieve goals and engage in self-development; individual-based leadership theories that focus on how leaders use individual-based leadership approaches to view and treat their followers as individuals; vision-based leadership approaches, which rely on the ability of the leader to tap into followers’ sense of a big picture and overarching shared goal and includes charismatic and transformational leadership styles; outcomes-based leadership, which focuses on task and goal completion (i.e., outcomes), with leaders providing followers the tools and resources needed for desired outcomes; and several other contemporary leadership theories. Seitz concludes that in order to engage in the kind of leadership that is tailored and individualized for neurodivergent employees, it is important to understand how generalizations and biases about disability can hinder the leadership process and the successful needed nurturing of neurodiverse talent.

Leaders and managers are not alone in their ability to impact the experience of inclusion (or lack thereof) for neurodiverse individuals; employee coworkers/ colleagues also can have a significant impact. Relationships with coworkers can play a formative role in shaping an employee’s work experience, both for better and for worse. In Chapter 7, Longmire and Taylor focus on “The Role of Colleagues in Work Experiences of Employees with Autism,” operating on the belief that relationships with coworkers may be even more consequential for workers with autism. Workplaces are often highly formalized contexts, creating a set of social expectations that might be difficult for Autistic individuals, who might find the verbal and nonverbal nuances of every workplace conversation difficult to decipher. Because the characteristics of an Autistic person may include social and interpersonal difficulties, the authors include among their points in this chapter the importance of proactively identifying ways to help avoid or minimize interpersonal friction among coworkers in an effort to enable organizations to harness the full potential of neurodiverse employees. To accomplish this intended purpose of the chapter, the authors summarize the literature on the impact of coworkers on employees’ experiences generally then delve into the literature around disability and coworkers, ending with a focus on autism specifically. The authors point out the criticality of having good relationships across coworkers, which can contribute to more positive job attitudes and overall effectiveness at work, as well as contributing to workplace adjustment, especially for newcomers to the workplace (like neurodiverse recruits to Autism at Work affirmative hiring programs). In contrast, negative experiences with colleagues can result in feelings of social exclusion and loneliness and, consequently, in lowered job performance and resulting job turnover. The authors conclude with recommendations for future research that extends theory beyond these initial stages to better understand the role of coworkers in the ongoing work experiences of neurodiverse employees.

Workplace policies and practices often originate from legally defined parameters to which organizational legal, human resource and employee and labor relations representatives are responding. This is no less true for policies and practices that are designed to protect the interests of individuals with disabilities, including those who identify as being neurodiverse. Several chapters in this volume recognize and discuss the legal context that governs disability protections, particularly those provided in the U.S. context, such as workplace accommodations. While laws in the United States and many other countries require employers to provide accommodations for workers with autism, many Autistic individuals and employers struggle to request and implement accommodations. Chapter 8, by author Eric Patton, focuses on “Workplace Accommodations for a Neurodiverse Workforce.” The manifestations of the condition, the spectrum nature of autism that requires different supports for nominally the same condition, general stigmas around mental health issues and perceptions of coworkers and supervisors create a situation in which legal requirements are not sufficient to ensure individuals with autism get the supports they need. Patton’s chapter, while recognizing the legal context within workplace policies and practices often reside, discusses the importance demonstrated by Autism at Work initiatives in moving beyond the regulatory requirements to address effective workplace inclusion. The author provides a holistic overview of accommodations and autism, with an emphasis on legal issues, specific accommodations that individuals and employers should consider and the need to develop an organizational culture that embraces neurodiversity.

Individuals with autism face a number of barriers to entry in the workplace. Once hired, moreover, challenges for this neurodiverse population do not stop. In  Chapter 9, authors Samuel Hunter and Melissa Hunter consider how to support individuals once they cross recruitment and hiring barriers to actually securing employment and the challenges posed in staying in the workplace and advancing. Entitled “Performance Management and Career Development for Employees with Autism: Uncovering Hidden Requirements,” the authors combine a thorough examination of related literature with a disciplinary perspective beyond management and business literature, with concrete and well-organized descriptions of how to put the ideas discussed in the literature into practice. To do so, they utilize literature from the education and school psychology research and the field of applied behavior analysis. Supplementing lessons from outside of I-O psychology, they also consider what industry is doing to successfully manage Autistic employees. Specifically, they consider approaches to performance management and career development that were developed for neurotypical employees and discuss ways in which such approaches must be adjusted for employees with autism. In addition, they attempt to uncover ways that supervisors can uncover hidden requirements that serve as barriers to Autistic employees. The authors discuss how individuals with autism may not be successful in employment settings because they are not aware of or find it difficult to understand the unspoken and unwritten rules and expectations regarding social behaviors, attitudes and values and procedures and norms within the setting. Very specific recommendations for supervisors are offered to assist in the performance management and career advancement processes such as: defining performance goals, providing feedback in alternative formats, considering breaking performance up into smaller goals that allow rewards to be earned more frequently, assigning peer mentors, providing exposure to growth opportunities on a trial basis and allowing shadowing of others in possible new roles.

Mental health challenges are common in people with an autism diagnosis but have, to date, been largely overlooked within current autism employment programs and interventions. The authors of Chapter 10, Simon Bury, Jennifer Spoor, Susan Hayward and Darren Hedley, take on this information gap in their chapter entitled “Supporting the Mental Health and Well-Being of Autistic and Other Neurodiverse Employees in the Work Environment.” While workplace initiatives to help support individuals in the workplace with autistic characteristics are relatively successful, the authors contend that the complexities of mental health in autism present as potential risk factors for the sustainability of autism employment programs. In this chapter, they first detail common co-occurring psychiatric conditions in autism. They then investigate the complex interaction between mental health and well-being, autism characteristics and the workplace through the lens of job demand-resource theory and to argue the importance of developing specific mental health supports in autism employment programs and initiatives. The authors address the potential utility of established mental health initiatives for the general population, and their limitations in supporting the mental health and well-being of Autistic employees are then explored. Employee assistance programs (EAPs) are employer-sponsored programs designed to help employees identify and resolve acute personal and behavioral issues that may actually or potentially impact work performance. Mental health first aid follows a physical first aid model, whereby members of the public are trained to provide initial support to someone developing a mental health issue or experiencing a mental health crisis until appropriate professional help is available. Finally, Bury et al. present two new autism-specific mental health initiatives that may help fill the resource gap in this area that are being employed in a company-sponsored autism hiring program in Australia. One is similar to the mental health first aid model, but tailored to people with autism. The other is a mobile platform which provides general behavior supports that can be beneficial to many employees.

In Chapter 11, we go back to a broader organization context perspective as author Nancy Doyle provides an overview of the considerations in “Adapting Other Internal Organizational Resources to a Neurodiverse Workforce.” The author sets the context for this chapter in the framing of the distinctions between the “medical model” of disability, which has focused on the physical impairment at the individual level, and the “social model” of disability. This framing is currently imbedded in the United Nations Convention on the Rights of People with Disabilities of 2006. The social model of disability says that disability is caused by the way society and the environment are organized and the barriers that this poses in limiting the choices that the individual has and their ability to fully function in the world. Neurodiversity researchers, like the author herself, advocate a paradigm that treats neurodiversity more from the social model, seeing it not as a deficit but rather as a natural variation in strengths and weaknesses that bestows talents as well as struggle. The author then details some approaches to facilitate building work environments and workplace resources that will be more inclusive of neurodiverse individuals, consistent with the premise of the social model of disability. The first is the framework provided by the seven principles of universal design (UD), which is a design approach that has at its core creating an environment that can be accessed, understood and used to the greatest extent possible by all people regardless of their physical or intellectual characteristics. The author provides us with a related workplace universal design for neurominorities framework that specifically addresses the workplace and environmental design considerations that will minimize barriers and maximize effective supports for this population. The author concludes the chapter with an overview of how three common workplace well-being resources can be better tailored to the needs of neurodiverse individuals, including employee assistance programs (EAPs), occupational health (OH) resources and medical health benefits.

We return to a more concerted focus on the legislative framework that supports employment disability nondiscrimination in Chapter 12, by authors Matthew Saleh and Michael Bernick. The chapter does not cover all of the potential federal and state law that might apply to employers and their employees who are Autistic. The authors focus on the federal requirements related to employment nondiscrimination in the workplace, particularly around hiring, accommodating, advancing and equal access to the benefits and privileges of employment. Specifically, the relationship of the federal legislative and regulatory requirements (e.g., under the Americans with Disabilities Act and Section 503 of the Rehabilitation Act) to autism hiring initiatives and programs, including: (a) compliance with disability disclosure and medical inquiry requirements; (b) provision of reasonable accommodations; (c) structuring autism and, more broadly, neurodiversity hiring processes; (d) integrating job coaches, mentorship opportunities and other support staff in an equitable fashion; and (e) ensuring equality across the employment process, including performance management, advancement, discipline and termination and benefits eligibility. The objective of this chapter is to set out for the reader processes by which employers can meet their goals of increasing neurodiverse talent pools and employees while also satisfying federal legal requirements for nondiscrimination in opportunity across the work experience (including hiring, advancement and what are termed the “benefits and privileges” of employment) and even possibly further applying what they have learned to more traditional hiring practices within the organization so as to increase organizational adherence to nondiscrimination requirements for other previously underrepresented segments of the labor force. A key theme throughout this chapter involves the importance of ensuring that neurodiversity programs do not disproportionately prioritize the “front end” of the employment experience (e.g., recruiting, hiring and on-board training) at the expense of treating employees, once integrated into the organization, as equal participants in the workforce entitled to the accommodations, job development opportunities and workplace climate that will allow them to carry out fulfilling work on an equal basis with others.

In the concluding Chapter 13, we close this volume by noting and discussing some fertile avenues for future research and important questions for I/O psychologists that are woven throughout the chapters in this volume, as well as those emerging from current issues posed by the pandemic and the increased emphasis on social justice issues. Thus, rather than provide a summary of the chapters in this volume, as is done in the current chapter, the volume finishes with observations about how work on neurodiversity can push the frontiers of the science and practice of I/O psychology. These key themes include the wisdom of generalizing from research on other disadvantaged groups; the overreliance on the evaluation of social skills in applicant and employee assessment; the need to consider the social skills and behavior on the part of coworkers and supervisors; the need to rethink some theories popular in the I/O literature from a neurodiversity perspective; the need to take a multidisciplinary perspective on the issue of neurodiversity and learn from other disciplines; and the need to take a long-term perspective on the disclosure question.

We also briefly discuss how the effects of economic downturns are usually disproportionately felt by working-age people with disabilities (Livermore & Honeycutt, 2015), and these historical trends have been no less true in the economic downturn that started in March 2020 imposed by the pandemic. In addition, those with intersectional identities (e.g., disability, gender, race and ethnicity) are more significantly impacted, highlighting social justice issues. Yet during the pandemic some companies with affirmative hiring programs for persons with autism not only maintained their programs but pivoted to a virtual environment and describe the longer-term benefit in so doing for both the company and their Autistic job candidates. We conclude by observing that more can be learned for the future workplace from these companies’ creative responses in addressing the needs of historically underrepresented populations during these challenging times.

We hope that this summarizing chapter, and the volume as a whole, will spur needed further interest for I/O psychologists to apply their many skills to identify and facilitate the practices needed across the employment process that will build more neurodiversity-inclusive future workplaces.
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I have high-functioning autism, and this means that I usually look normal on the outside . . . If I was standing next to you waiting for an elevator, I would make small talk and smile and you wouldn’t know I’m autistic. This is purposeful and requires significant intellectual investment . . . I wish I could shout from the rooftops: You have no idea how hard I have to work to appear this way! . . . Then imagine that, under this assault, you concentrate on maintaining an elaborate performance to relate to those around you while suppressing your natural mode of speaking and acting . . . I have tried being myself, plenty of times, and the universally negative feedback I received from early childhood through college taught me that that self is not welcome in a neurotypical world.

– Christine Condo in the Washington Post (Condo, 2020)


As this quote illustrates, our world is set up with neurotypical people in mind, and this can place a considerable number of barriers into daily interactions for individuals that are neurodivergent. By neurotypical, we mean having cognitive functioning within the bounds of what society dictates as ‘normal’ (CIPD, 2018), whereas neurodivergent or neurodiverse means that cognitive functioning is different from what society dictates as ‘normal’ (CIPD, 2018). Conditions that have been considered under the umbrella of the term ‘neurodiversity’ include attention deficit hyperactivity disorders (ADHD), autism (including Asperger’s syndrome), depression, dyscalculia, dysgraphia, dyslexia, dyspraxia, learning disabilities, and Tourette syndrome (Armstrong, 2010; Babineau, 2010; Burnett & Trerise, 2019; Hendrickx, 2010; Richards et al., 2019; Rogers, 2017; Rothstein, 2012; Sumner & Brown, 2015). Instead of placing the unnecessary burden on neurodivergent individuals, what if workplaces altered their environments so that all employees – including those who are neurodivergent – could easily apply their strengths at work? That is, instead of having applicants and employees spend significant intellectual resources trying to fit into a world that is not designed to embrace neurodiversity, what if organizations bolstered their climates in ways that take into account the natural variation in human neurocognitive functioning and, in doing so, positioned themselves to reap benefits that contribute directly to the bottom line?


At first glance, one might ask why it is important to examine the role of climate in considering neurodiversity in the workplace. For many readers, exposure to neurodiversity comes from media portrayals that often oppose the experience described in the opening quote by depicting that workplaces are inclusive of, and value, the skills and abilities of neurodivergent individuals. That is, through the use of characters in books, TV shows, and movies that have savant-like abilities, storylines are built around these characters’ sought-after skills and abilities. For example, in crime dramas, viewers are often presented with a detective or investigator that solves crimes others cannot (e.g., Sherlock Holmes, Monk in Monk, Carrie in Homeland, Dr. Brennan in Bones; Faragher, 2018; Loftis, 2014; McHugh, 2018). Similar portrayals are also seen in medical dramas, such as Dr. Shaun Murphy in The Good Doctor and in academic contexts such as Dr. Sheldon Cooper in The Big Bang Theory. Based on such media portrayals, it seems that workplace climates accept and welcome neurodivergent employees and, in fact, that their skills and abilities are sought-after while the ‘realities’ of the neurodivergent condition often are brought into the storyline in ways that enhance the entertainment value (e.g., awkward social interactions with others providing a moment of comic relief).

In contrast to these many media portrayals, the idea of organizations supporting or even seeking out neurodiversity for their workforces is not a typical experience for many neurodivergent employees; there is evidence for the unemployment, underemployment, and exclusion of neurodivergent individuals from workforces (Eden, 2019; Carter et al., 2012; National Autistic Society, 2016; Richards, 2012; Snowling et al., 2000). In fact, research shows that most organizations at this point have failed to consider the benefits that a neurodiverse workforce can bring to their employees and the organization overall. However, this gap that exists between the lived reality of many neurodivergent employees (one marked by unemployment, underemployment, and exclusion) and the limited portrayals of neurodiversity through books, TV, and movies (one marked by employment and inclusion) presents an opportunity for researchers and practitioners looking to change the way organizations operate so that they are more supportive of neurodiversity. To elaborate, the addition of these characters to mainstream media is increasing society’s understanding of the strengths that neurodivergent employees can bring to their jobs as detectives, investigators, doctors, and scientists through the use of the limited savant stereotype (Dale, 2013; Woods, 2014). This growth in neurodiversity as a social movement (Armstrong, 2010; Krcek, 2013; Haney, 2018; Orsini & Smith, 2010) presents an opportunity for researchers and practitioners to present evidence that counters narratives built on limited stereotypes that focuses on genius (McHugh, 2018)1 while also providing a platform to discuss how organizations can support a neurodiverse workforce through strategic changes that will bolster the climates in their workplaces.

Through this chapter, we discuss how neurotypical norms have dominated our human resource management practices for so long that organizations need to establish new norms if we are going to be able to support neurodivergent applicants and employees. Then, we suggest that developing and maintaining diversity, inclusion, and ethical climates in a way that supports neurodiversity can provide a foundation for organizations to be able to support all employees while also leveraging the strengths of their employees to increase the organization’s bottom line. Because the neurodiversity movement is still in its infancy (den Houting, 2019) but gaining traction, now is the perfect time for researchers and practitioners to explore ways to include and support individuals in the neurominority, or those who are neurodivergent.

The remainder of this chapter is structured as follows: First, we discuss the role of psychological climates and their role in supporting neurodiversity in organizations. Psychological climates are defined in this chapter as an employee’s “cognitive appraisals of environmental attributes in terms of their acquired meaning and significance to the individual” (James & Ashe, 1990, p. 54). Specifically, we identify diversity, inclusion, and ethical climates as crucial to focus on as organizations make changes in their workplaces to be more supportive of neurodiversity. Second, we review the literature surrounding organizational efforts thus far to discuss what practices have been successful as companies have implemented neurodiversity programs. To make this discussion as useful as possible, we discuss ways to bolster diversity, inclusion, and ethical climates across each of the eight primary functions of human resource management (HRM; i.e., selection, compensation/ benefits, employee relations, occupational health/safety, training/development, talent management, job design, and retention). Third, we present directions for future research to offer research questions and topics that scholars should explore to contribute to the conversation about how changes in organizations’ climates can increase support of neurodiverse workforces. Overall, this chapter aims to explore how organizations can bolster their climates in ways that take into account the natural variation in human neurocognitive functioning to provide altered workplace environments that leverage the strengths of all employees.


Organizational Climates — A Review of the Relevant Literature

We begin with an overview of three types of psychological climate and describe why these three facets in particular are essential for organizations to consider when bolstering their climates to support neurodiversity. Researchers have demonstrated previously that multiple facets of climate can exist concurrently in the work context (Ostroff et al., 2003). Though there is not always scholarly agreement about the specific dimensions that comprise the construct of psychological climate (Martin et al., 2005; Parker et al., 2003), and different people can and do perceive different psychological climates when observing the same workplace environments (James et al., 2008), we believe that diversity, inclusion, and ethical climates have extensive research behind them such that considering these three facets in our exploration of how organizations can alter existing climates to better embrace neurodiversity will be fruitful. Specifically, in this chapter, we focus on three dimensions of psychological climate: (a) perceived diversity climate and (b) perceived inclusion climate and (c) perceived ethical climate.


Diversity Climates

First, diversity climate, or “the degree to which a firm advocates fair human resource policies and socially integrates underrepresented employees” (McKay et al., 2008, p. 350), is a type of psychological climate (Martin et al., 2005; Parker et al., 2003) that is a natural consideration for organizations to consider when building policies and procedures that are supportive of neurodiversity. The underlying idea behind building and maintaining strong diversity climates is that the organization focuses on equality of treatment across employees through the use of fair policies and the absence of discrimination (e.g., Larkey, 1996), as well as integration of all personnel. This focus could certainly benefit applicants and employees who are neurodivergent.

Previous research shows that the factors that make up employees’ perceptions of an organization’s diversity climate are the organization’s demographic makeup, the presence of diversity across structures, leaders’ commitment to diversity, and the employees’ personal experiences with diversity (e.g., Hurtado et al., 1998; Mayhew et al., 2006). Organizations with strong diversity climates typically have demographic diversity in their workforce (Avery & McKay, 2010; Hyde & Hopkins, 2004) that is found throughout ranks of the organization (Kossek & Zonia, 1993).

Investing in a strong diversity climate has been shown to be advantageous for employees and organizations by providing a competitive advantage for organizations (Cox, 1994; Hicks-Clarke & Iles, 2000; Holmes et al., 2021). For example, diversity climate is related to how employees feel about their job and employer, job/career satisfaction, job involvement, organizational identification (Hicks-Clarke & Iles, 2000), sales performance (McKay et al., 2008), organizational effectiveness (Hicks-Clarke & Iles, 2000; McKay et al., 2008), and lower levels of turnover (e.g., McKay & Avery, 2005; McKay et al., 2007; Stewart et al., 2011). However, it is unknown how well these relationships apply to neurodiverse workforces, as many organizations have not considered this form of difference as a type of diversity. It may be that the type of accommodations required to support neurodivergent employees are unique from those of other potentially marginalized groups. Given that organizations invest a significant amount of money in their diversity climate efforts (the median annual investment by organizations to improve diversity climate is $1.2 million; Catalyst, 2005) and that a majority of organizations will either maintain (i.e., 62%) or increase (i.e., 35%) their investments in diversity initiatives (Talley, 2017), it is imperative that researchers and practitioners begin to expand their definition of diversity to include neurodiversity. Only then can these investments build an infrastructure that supports neurodivergent stakeholders in addition to other types of diversities traditionally considered by organizations.

The need to expand current definitions to incorporate neurodiversity has true implications in an organization’s ability to support neurodiversity. To elaborate, how society understands neurodiversity in many ways stems from the medical model (Haney, 2018; Waltz, 2013). This model promotes neurodiverse conditions as disabilities and disorders (Krcek, 2013) characterized by inabilities and impairments (Jaarsma & Welin, 2012) that need a cure (Haney, 2018). On the surface, the medical model supports organizations’ efforts to strengthen diversity climates for neurodivergent employees because diversity-supportive organizations have an infrastructure in place around disabilities; and thinking about neurodiversity as a disability allows organizations to account for this new type of diversity without making too many changes in workplace practices.

However, thinking about neurodiversity within an existing diversity climate paradigm that includes neurodiversity as a type of disability2 has been damaging to the neurodiversity community and is not truly supportive of neurodivergent stakeholders. Specifically, a line of thinking along the medical model has led the U.S. Equal Employment Opportunity Commission to state that neurodivergent conditions such as autism should be almost always covered under the Americans with Disabilities Act given the limitations to brain function involved that often restrict major life activities (Hensel, 2017; c.f., Patton, 2019) when the applicant or employee is qualified to perform the essential functions of the job. The medical model is reinforced as the media continues to discuss neurodivergent conditions like autism using terms like ‘autism epidemics’ (Baker, 2011). This medical model has impacted research on neurodiversity, as well. For instance, the research on neurodiversity that has been produced so far has stemmed largely from perspectives that subscribe to the medical model (e.g., psychiatrists, psychologists, neuroscientists). This is demonstrated by the theoretical models (e.g., weak central coherence from Frith & Happé, 1994; executive dysfunction from Ozonoff et al., 1991) that are based on the cognitive deficits of neurodivergent individuals (O’Dell et al., 2016). While some individuals who are neurodivergent do have disabilities (Baron-Cohen, 2019), being labeled in terms specific to the medical model (e.g., as disabled, as someone with a disorder) has been limiting and even offensive for some individuals who may even develop a sense of pride regarding their neurodivergent identity. As such, using existing HR practices that follow laws and EEOC mandates around disability may help organizations begin to develop their diversity climates to incorporate neurodivergent individuals into workplaces, but doing so without further consideration (e.g., redefining diversity to think of neurodiversity and disability as two types of diversity or considering the role of other types of climates to support efforts around building workplaces that are supportive of neurodiversity) will not produce the changes that are needed for organizations to be truly supportive of neurodiversity.

Indeed, creating strong climates in organizations that support neurodiversity will need to go beyond having diversity climates that implement equitable HRM practices focused on increasing the representation of employees with more varied types of disabilities. Others have realized the limitations of a medical model, birthing the social model as a way to view neurodiversity as a difference rather than as a disease, dysfunction, or disorder (Muskat, 2017; Paletta, 2013). The social model coincides with the neurodiversity movement (Baron-Cohen, 2019) that promotes inclusion, self-determination, and recognition of diverse cognitive styles as part of one’s identity (Haney, 2018).3 As such, to have climates in organizations that are supportive of neurodiversity, organizations have to broaden their reliance on a strong diversity climate and disabilities to explain the differences that employees are bringing into the workplace (Bruyère, 2016; Bruyère, 2019; von Schrader et al., 2014). To accomplish the incorporation of the social model and the neurodiversity movement into organizations’ efforts to bolster their climates to support neurodiversity, we explore the role that a strong inclusion climate can have when paired with a strong diversity climate. Research supports the idea of multiple facets of climate working together to present consistent messages to stakeholders (e.g., Stewart et al., 2011). Moreover, given that stakeholders typically react positively to diversity climates that have strong inclusion elements (e.g., those that encourage employees to maintain their identity and include minorities through the formation of affinity groups and institutional commitments to diversity that are public; Berry, 1990; Chen et al., 2012; LaFromboise et al., 1993; Stewart et al., 2011) and promote synergies that help to leverage differences (Richard et al., 2019), we believe that the full effects of supportive climates for neurodiversity cannot be realized fully without also examining the effects of other facets of climate such as inclusion climate, as we will discuss next.



Inclusion Climates

Next, we explore inclusion climate as a form of psychological climate important for employers to consider – in addition to diversity climate – to strengthen support for neurodiversity within their organizations. This idea aligns with current research from inclusion researchers that suggests that organizations need to create inclusive environments to be able to leverage diversity’s benefits (Hayes et al., 2002; Holvino et al., 2004). Overall, an inclusive climate is characterized as a feeling or sense of belonging (Shore et al., 2009, 2011). As such, inclusion climate is broader in scope than diversity climate, and this broad focus could be beneficial as applicants redesign procedures to be more supportive of applicants and employees who are neurodivergent.

In inclusive workplace environments, the goal is that employees of all backgrounds are fairly treated, valued for who they are, and included in core decisionmaking (Nishii, 2013). That is, there are three dimensions of inclusion climate (Nishii, 2013). The first dimension of inclusion climate focusses on fairly implemented employment practices. This dimension closely resembles the principles of diversity climate but is more expansive, as creating inclusive climates requires more than increasing diverse representation and implementing equitable HRM practices; it requires a change in interaction patterns. The second dimension of inclusion climate focuses on the integration of differences, within the workplace that depicts the comfort employees feel when bringing their identities to work (Nishii, 2013). The third dimension of inclusion climate focuses on inclusion in decision-making within the workplace that captures the extent to which the diverse perspectives of employees are voiced and used (Nishii, 2013).

To provide an example of how organizations can strengthen their inclusion climates along each of the three dimensions to support neurodiversity, let’s consider the topic of employee accommodations. It is often the case that organizations are familiar with implementing accommodations that are associated with physical disabilities. Indeed, installing ramps or elevators are common prototypes of accommodations. In an organization with a strong diversity and strong inclusion climate, leaders and managers would have broadened accommodation prototypes beyond a disability paradigm to embrace accommodations that are more typical for neurodivergent stakeholders (e.g., quiet workspaces, the use of noise-canceling headphones; see chapters by Patton and Doyle in this volume for more comprehensive discussion of accommodations). These efforts fairly implement accommodations across different types of employees, integrate the different needs of employees whose accommodation needs fall outside of traditional accommodations associated with physical disabilities, and also represent inclusion in decision-making, because if neurodivergent employees are comfortable requesting accommodations (many may have to, as neurodiverse conditions are not visibly detected, though this is not always the case), they are able to participate in designing their workplace to better leverage their strengths. Research suggests organizations are less ready to consider what accommodations look like for employees whose differences are not visibly seen and understood (e.g., those applicants and employees who are neurodivergent; Krcek, 2013). Hence, diversity and inclusion climates need to be considered simultaneously during efforts to strengthen organizational support for employee neurodiversity.

It is worth noting that accommodations may be mistaken for preferential treatment and, therefore, precipitate negative reactions among coworkers who may be unaware that the recipient is neurodivergent or what such status entails. It may also be difficult for the organization to be completely transparent about the need for the accommodation given the legal restrictions against the organization disclosing sensitive health information about any of its employees. Nevertheless, a core component of diversity climate is the provision of equal employment opportunity (McKay et al., 2007), which entails creating and maintaining a level playing field through accommodations (Cox, 1994). Accordingly, employees can be informed (a priori) and reassured (ad hoc) that any observed differences in treatment are aimed at eliminating disadvantages as opposed to creating or enhancing advantages – even if the organization is not at liberty to discuss specific accommodations for neurodivergent forms of difference (unless the employee discloses it publicly).

Though diversity and inclusion climates are clearly important, to further the discussion on bolstering climates to support neurodiversity within organizations, we believe that considering ethical climate is necessary, as well. As Haney (2018) points out, neurodiversity is not as simple as applying diversity and inclusion principles to individuals with neurological differences, mostly because there are complex ethical considerations concerning neurodiversity. For instance, if all other employees are assigned to a highly concentrated common (and potentially noisy) workspace, a neurominority employee requiring a distraction-free environment could violate the principle of consistency (i.e., treating all employees the same). Therefore, we suggest that creating strong climates that support neurodiversity should consider diversity, inclusion, and ethical climates.



Ethical Climates

Next, we explore ethical climate, perceptions concerning the organization’s rules, policies, values, and practices (Schwepker, 2001), as a form of psychological climate that provides a distinct and important lens to consider for organizations building and maintaining workplaces that support neurodiversity. Ethical climates are crucial to consider because to gain a full understanding of the neurodiversity movement, it is necessary to engage in conversations related to moral, social, legal, and medical topics that are strongly related to ethics (Eden, 2019; Herrera, 2013; Richards et al., 2019). In short, it is unethical to exclude any group of prospective employees based on a characteristic that is not indicative of performance capability, and many neurodivergent individuals are indeed capable if provided with accommodations where required. Overall, an ethical climate can be described as focusing on establishing and maintaining an ethical code through organizational communication and policies (Jaramillo et al., 2006; Mulki et al., 2008; Schwepker, 2001; Weeks et al., 2006) with elements related to instrumental, caring, independence, rules, and law (Martin & Cullen, 2006).

Investing in a strong ethical climate has been shown to be advantageous for employees and organizations (Mulki et al., 2008; Schwepker, 2001; Tsai & Huang, 2008), as ethical climates are linked positively with job attitudes such as organizational commitment and job satisfaction (Martin & Cullen, 2006) and negatively with turnover intentions (Coldwell et al., 2008; Martin & Cullen, 2006; Mulki et al., 2008; Pettijohn & Taylor, 2008; Tsai & Huang, 2008). However, it is not yet clear whether neurodivergent employees exhibit these positive outcomes to a similar extent in response to ethical climates. Because the neurodiversity movement has a lens of positivity through its focus on an individual’s strengths, how neurodivergent employees experience their workplaces is a big determinant of an organization’s support for neurodiversity. As Constantino (2018) put it, “If quality of life is improved and neurodiversity helps people find meaning and joy in their experiences, then it is helpful. If the movement discourages neurodivergent individuals from seeking help and, therefore, it lessens their quality of life, then it is harmful.” This means that in organizations, embracing neurodiversity as a type of diversity and including neurodivergent employees in the workforce may not be enough to support neurodiversity, as these diversity and inclusion efforts may not have positive effects for employees without considering social justice elements such as the distribution of wealth, opportunities, and privileges within a society that are often barriers for neurodivergent individuals.

Organizations are well positioned to promote social justice and ethical initiatives to support all employees, including those who are in the neurominority. Organizations have natural platforms to promote knowledge (e.g., through trainings) and their ways of doing business (e.g., through their cultures, norms) that can communicate the organization’s support of neurodiversity while also emphasizing the organization’s stance that supporting neurodiversity is a part of its efforts to maintain ethical practices and a strong ethical climate. Though research suggests everyone stands to benefit from an organizational emphasis on social justice and ethics (Martin & Cullen, 2006), a failure to do so disproportionately impacts those who differ from the prototypical employee in any meaningful way such as being neurodivergent. It may seem easier to avoid making any accommodations, thereby excluding neurodivergent employees. Doing what is easy, however, is not always synonymous with doing what is right (providing equal employment opportunity) and what is smart (hiring highly capable employees).



Considering Diversity, Inclusion, and Ethics Climates Simultaneously

To capture the spirit of the neurodiversity movement that focuses on leveraging the strengths of employees rather than viewing neurodiverse conditions as disabilities or diseases, we believe that diversity, inclusion, and ethical climates within organizations have to be considered simultaneously. To provide an example of these three climates interacting to create a workplace that is supportive for neuro-diversity, we present an example from Ernst and Young (EY), a company that has been a pioneer in this area through the establishment and growth of its neurodi-versity program (Cohn, 2017). Here is how Lori Golden, EY’s abilities strategy leader, describes the company’s efforts around neurodiversity:


We’ve been a leader in this space. We have a very strong commitment to both fostering a culture that’s what we refer to as ‘abilities inclusive,’ a culture that feels welcoming and productive for people of all physical, cognitive or socioemotional abilities, meaning mental health abilities. We have real proactive efforts and innovative efforts to reach out to candidates with disabilities . . . With the neurodiversity program, for example, we currently have 14 individuals with autism employed at two of what we call Neurodiverse Centers of Excellence . . . We have plans to open two more Centers of Excellence a year for the next three years, with an average number of 10 individuals per center.


From her description of its neurodiversity program (c.f. Cohn, 2017), it is evident that its efforts are rooted in a strong diversity climate that strives to promote diversity efforts (i.e., a neurodiversity program) with considerable demographic diversity in this area compared to other organizations in this industry (i.e., 14 employees with plans for 10 employees per center). Then, there is evidence of an emphasis on inclusion climate, as these employees are valued for who they are through the company’s development of a culture that is abilities inclusive. Moreover, it is evident that a strong ethics climate is at the foundation of these considerations, as the changes the company has made in the HRM practices speak to caring, law, and other elements of ethics climates (Martin & Cullen, 2006) that are the foundation of how they have approached these changes to become a leader in creating a work environment with a strong commitment to maintaining a culture that is productive for employees that fall anywhere on the neurodiversity spectrum (i.e., all employees).




Strengthening Diversity, Inclusion, and Ethics Climates Around Neurodiversity Initiatives: What Organizations Can Do

To this point in the chapter, we have discussed how climates generally are important to consider for organizations in their efforts to create and maintain workplaces that are supportive of neurodiversity. In the remainder of this section, we describe key concerns that practitioners should consider when building diversity, inclusion, and ethical climates. Given neurodiversity practices are likely to be at an embryonic stage of development in most organizations, we include examples of the best HRM practices available in our effort to focus on the knowledge and skills that will be most useful in organizations’ efforts to change their policies and practices to be more supportive of neurodiversity. To achieve this, we review the efforts of organizational thought leaders in this area, a title gained through their creation and development of successful neurodiversity programs in their organizations. Specifically, we will discuss the best practices reported by companies like Ernst & Young (EY), SAP, Microsoft, Hewlett Packard Enterprise (HPE; now known as DXC Technology), Ford, Deloitte, IBM, Dell Technologies, Hasbro, Walgreens, JPMorgan Chase, Caterpillar, Willis Towers Watson, the Australian Defense Department, and the Israeli defense force (Austin & Pisano, 2017; Eden, 2019; Faragher, 2018; Patton, 2019), as they have transformed their HRM processes to be more supportive of neurodiversity.

We place the spotlight on these organizations to show both progress and the difficulty associated with making it. For instance, we note that EY has a Neurodiversity Center of Excellence that was launched in 2015 that has been noted for its initiatives’ efficacy in moving the needle (Association for Talent Development, 2018; Ovaska-Few, 2018). Conversely, SAP’s Autism at Work program was launched in 2013 and has proven quite slow in producing change such that their organization has a goal to have 1% of its workforce made up of neurodivergent employees by this year (i.e., Faragher, 2018). Other interesting success stories come from governments, like the Israeli defense force that created a division focused on analyzing satellite images that is made up of employees who all identify as neurodivergent (Austin & Pisano, 2017; Faragher, 2018). We also acknowledge that we draw on the suggestions of well-known consulting companies (e.g., Specialisterne) that have worked with some of these organizations in establishing their successful neurodiversity programs.

Overall, we discuss how organizations should consider specific changes to their HRM procedures as a way to bolster their diversity, inclusion, and ethical climates to be more supportive of neurodiversity. The suggestions overall adhere to two guiding principles of tenets derived from the neurodiversity movement. First, the suggestions follow the idea that organizations should focus on the strengths that applicants and employees bring to the organization. Every employee has areas that are strengths and areas that present difficulties (Baron-Cohen, 2017; Faragher, 2018). What organizations with more successful neurodiversity programs have realized is that the benefits provided by having neurodivergent employees fill an important gap in their workplaces. For example, employees from the neurominority are typically committed and loyal workers (Association for Talent Development, 2018). Employees with dyslexia often have strengths around pattern recognition (Rothstein, 2012) and above-average presentation abilities (Burnett & Trerise, 2019; Rothstein, 2012). Moreover, employees with autism sometimes (though this too can be an overgeneralization) have strengths related to repetitive work, an ability to focus and develop an expertise in systems and their parts (Austin & Pisano, 2017; Elliott, 2018; Wright, 2016). Other examples are the strengths of employees with ADHD around their problem-solving abilities and predisposition toward entrepreneurial mindsets (Moore et al., 2021) and the strengths of employees with mental illnesses to tap into deep reserves of creative talent and exhibit unparalleled levels of warmth (Nyhan, 2018). Though these are only a few examples of the strengths that organizations have reaped, the overall point is that by focusing on employees’ strengths, organizations can build and maintain climates that support neurodiversity. Importantly, we recognize that generalizations, whether positive or negative, inherently run the risk of stereotyping employees (or prospective ones). Our point here is to identify some of the potentially overlooked characteristics often possessed by neurominorities that might make these employees particularly well suited to enhance organizational functioning. This should not, however, be taken as suggesting that all members of this diverse group are in any way uniform in their strengths, weaknesses, or characteristics.

Second, our suggestions in this section follow the idea that organizations should eliminate unnecessary barriers in the environment that would present obstacles to employees leveraging their strengths and bringing those to their work. By starting with the notion that each employee thinks differently rather than following the typical way of implementing HRM practices that are developed around neurotypical preferences, organizations eliminate many of the barriers that present challenges to applicants and employees in the neurominority (Faragher, 2018; Manning, 2018) – and applicants and employees in general.

Next, we present our suggestions for organizational practices that follow both principles (i.e., focus on strengths, eliminate unnecessary barriers) and do so for each of the eight major HRM functions while showing the impact of each set of suggestions for diversity, inclusion, and ethical climates. Moreover, we provide additional specific practical suggestions not covered in the text as a part of Table 2.1. This table is also organized across the HRM life cycle.

TABLE 2.1 Suggestions for Human Resource Management Practices That May Strengthen Diversity, Inclusion, and Ethics Climates to Be More Supportive of Neurodiversity


	Selection





	■
	Engage in target recruiting with community partners (Erickson et al., 2014) such as Landmark College, in Vermont, which exclusively enrolls students who learn differently (Nyhan, 2018)



	■
	Avoid jargon in recruitment ads, as EY has success with this practice (Association for Talent Development, 2018)



	■
	Review preemployment screenings to evaluate if applicants’ strengths are being assessed (Erickson et al., 2014)



	■
	Consider replacing traditional interviews, like EY does, with applied tasks that assess problem-solving abilities (e.g., using Legos to build robots) (Ovaska-Few, 2018)



	Compensation and Benefits



	■
	Ensure that opportunities to work full-time match the desires of the employee (Austin & Pisano, 2017)



	■
	Do not assume the credentials of applicants with neurodivergent conditions (Ali et al., 2011)



	Employee Relations



	■
	Have leaders openly support accommodations (Austin & Pisano, 2017; Patton, 2019; Wright, 2016)



	■
	Authentic leadership styles are often more supportive than transformational leadership styles for employees with many neurodivergent conditions (Wright, 2016)



	■
	Encourage leaders and managers to play an active role in supporting neurodiversity (Patton, 2019)



	Occupational Health and Safety



	■
	Acknowledge the lack of understanding the general public has about neurodivergent conditions (Rothstein, 2012)



	■
	Address negative stereotypes and discrimination that employees with neurodivergent conditions often encounter in the workplace (Atherton et al., 2019; Gray, 2001; Hinshaw & Stier, 2008; Johnson & Joshi, 2016; Mawson et al., 1985)



	Training and Development



	■
	Have managers who have taken formal training in neurodiversity conduct onboarding trainings, as EY has success with this practice (Association for Talent Development, 2018)



	■
	Provide opportunities for employees to acclimate themselves to the workforce and workplace before starting in their positions (Nyhan, 2018)



	■
	Provide opportunities for employees to socialize with employees who are neurodivergent (Nyhan, 2018)



	■
	Allow for alternative types of training (e.g., self-paced tutorials) (Sumner & Brown, 2015)



	Talent Management and Performance



	■
	Engage office champions as mentors or coaches (Ovaska-Few, 2018)



	■
	Have external coaches consults by phone to help them navigate interpersonal and life-management issues (Association for Talent Development, 2018)



	Job Design



	■
	Listen to new hires about what they need in their work environment (Ovaska-Few, 2018; Patton, 2019)



	■
	Dedicate workspaces as quiet areas, as EY has success with this practice (Ovaska-Few, 2018)



	■
	Dedicate workspaces as low-traffic areas, as EY has success with this practice (Ovaska-Few, 2018)



	■
	Create different working zones, such as a zone for ‘creative’ group work and another for ‘quiet’ project work (Burnett &Trerise, 2019)



	■
	Support flexible working patterns for employees with ADD/ADHD (Adamou et al., 2013; Painter et al., 2008)



	■
	Support flexible start times based on employees’ preferred routines (Johnson & Joshi, 2016)



	■
	Allow headphones to block out environmental noise and prevent auditory overstimulation (Austin & Pisano, 2017)



	■
	Allow lighting changes to block out visual distractions (Hensel, 2017)



	Retention



	■
	Create supportive ‘ecosystems’ for employees. SAP has had success creating support circles, while HPE has had success uses a ‘pod’ system (Austin & Pisano, 2017)



	■
	Support employees’ interactions with online communities as a source of support for neurodivergent individuals (Haney, 2018; Jaarsma & Welin, 2012; Runswick-Cole, 2014)



	■
	Encourage employees to celebrate in their neurodivergent identity(ies) (Bagatell, 2010; Baker, 2011; Jaarsma & Welin, 2012; Jordan, 2010; Ortega, 2009; Strauss, 2013)





	
Note. Not every suggestion is appropriate for each type of neurodiversity.







Selection


Recruitment

In this volume, Giannantonio and Hurley-Hanson provide a comprehensive review of recruiting neurodivergent job seekers.
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