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Foreword: Inclusivity Employment Toolkit

The Open Doors Initiative is focussed on bringing inclusivity to the workplace and
fostering those who may find it harder to get work experience and retain a position
of their choosing.

An inclusive and diverse workforce is beneficial to the organisation, employees and
the wider community. This also benefits employers in that they can meet and retain
employees who are actively looking for work and want to participate using their own
skills and knowledge.

This document is designed to support employers who want to implement
programmes (such as placements or training) to promote inclusivity in their
organisations or networks, or who are seeking to increase recruitment from
marginalised groups into their workforce.

It came about due to requests from member organisations of the Open Doors
Initiative, who were seeking best practice guidelines and advice for creating an
inclusive environment in the workplace or in supporting groups from marginalised or
disadvantaged backgrounds into employment.

They wanted guidelines for bringing someone into the workplace, how to draw up a
job description so that it is appropriate, remove unconscious bias in the interview
process, integrate new employees into the office environment and so on.

This toolkit focusses on the three groups we are working with — people with
disabilities; youth from a disadvantaged background and refugees and asylum
seekers. But the lessons within apply to a wider cohort of people.

Human resources, current employees and future employees can all benefit from
these guidelines and how they might change perceptions or deepen understanding
of what people want in terms of work and what employers need to do to attract and
retain them.

We would like to thank Jody Clarke (UNHCR), Lucy Masterson (Irish Youth
Foundation), O’Herlihy Access Consultancy and Seonaid O Murchadha, for their
contributions to this toolkit and for bringing their skills and considerable experience
to bear, making it a concise yet comprehensive guide.
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1 Purpose

This Inclusive Employment Toolkit is aimed at assisting employers seeking to include
marginalised groups in their company, particularly applicants with disabilities,
refugees and asylum seekers and young jobseekers who face educational barriers.

The toolkit gives information for employers on how to get started on their diversity
journey, gives guidance on employing people from disadvantaged groups and
assistance on managing these initiatives effectively.

It is designed for people managers with practical diversity and inclusion advice,
including links to organisations and information for further assistance.

2 Overview

The Open Doors Initiative is a collaboration of Irish businesses determined to change
the lives of marginalised groups in Irish society through training and employment
opportunities.

Our members have come together to bring about this change in collaboration with the
Government and our supporting partners. The Government are fully supportive of the
Open Doors Initiative, especially an Taoiseach, Leo Varadkar and Minister of State,
David Stanton.

The Open Doors Initiative will provide opportunities to some of the marginalised
members of our society:

e Under 25, long term youth unemployed
e People with disabilities
e Refugee and asylum seekers

In Ireland today, these groups face higher barriers to employment than most others.

e The unemployment rate among our long-term unemployed under 25s is twice
the national average

e There is a 64% unemployment rate among people with a disability’

e Since the summer of 2018 many of our refugees and asylum seekers have
been given the right to work but have been unable to access training and
experience. Only 330 asylum seekers secured employment by September
2018 out of the 1,521 people who were granted permission to work by the
Minister for Justice and Equality

In September 2018, 14 Irish employers came together with a plan to address these
issues as supporting partners and support people from these three groups in Irish
society into employment. We currently have 23 company members, 74 programmes
supporting 1,000 people, and our numbers continue to grow.

The benefits of what we are doing will be two-fold — we will open up the labour market

to some of those who have been unable to access it; and in doing so we will attract
and retain our future workforces.
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For further information and to sign up, please go to our website -
www.opendoorsinitiative.ie/

3 Business case

Diversity is about embracing difference, in all its forms. Inclusion is an environment
where people feel valued and appreciated for that difference. If people feel valued,
they will be able to achieve and contribute their full potential.

Diversity is good for business! Diverse teams work better and are more successful
than homogenous ones". Numerous studies have outlined the business advantages
of a diverse workforce including:

greater creativity'

greater innovation

higher financial returns"
increased objectivity

more informed decision making
more attractive to top talent

Millennials and Gen Z job applicants want to bring their whole selves to work and will
only consider ethical companies that have a positive impact on the world".

Job vacancies are at a record high, with skill shortages in almost every sector, from
sales and customer services to Information Communication Technology (ICT).Y By
adopting diversity friendly employment practices your business can access a pipeline
of diverse talent for roles at every skill level and address skills gaps.

For example, refugees have a range of skills and experience, including proficiency in
different languages. Young people who have experienced educational barriers have
a different mindset and bring cognitive diversity to the workplace. People with
disabilities are innovative and creative problem-solvers as a result of living and
navigating their way in an inaccessible world. In addition to these professional skills
many refugees, asylum seekers, people with disabilities and disadvantaged young
people have overcome significant adversity and developed a resilience and
adaptability beneficial for a range of roles and sectors.

Embracing diversity also opens new potential markets for your business. By
employing diverse groups, businesses can develop better products, goods and
services to cater for these underrepresented groups.

To put this potential business opportunity in perspective, there are currently 643,131
people with a disability in Ireland. That is 1 in 7 of us or 13.5% of the population.
However, only 36% of people with disabilities are in employment compared to 73%
of the population without a disability. And as people acquire disabilities as they age,
we can expect that number to increase significantly — by 2026, the number of Irish
people with a disability is expected to have increased by 20%.
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Globally the estimated population of customers with disabilities is 1.3 billion which
represents an emerging market the size of China. When we factor in their friends and
family, that potential market soars to 2.4 billion people and represents a substantial,
underserviced market segment worth $8 trillion globally"i.

4 Barriers to inclusive employment

Despite having skills, experience and qualifications all diverse people struggle to gain
employment.

A study conducted by UNHCRV identified some of the main barriers refugees and
asylum-seekers face in seeking employment in Ireland, including:

English language deficiencies

Long gaps in CVs as a result of long time spent without the right to work
Employers’ recognition of skills and experience

Public and employer perceptions of refugees

Racial discrimination

A lack of support due to no employment support infrastructure

Other barriers may include: loss of confidence/institutionalisation as a result of long
periods of time spent living in asylum-seeker accommodation; socio/cultural barriers
due to deficiencies in information and knowledge of how the Irish labour market and
recruitment process works; lack of affordable childcare and alternative options;
experiences of homelessness, poverty or social exclusion; health problems, including
mental health; unfamiliarity with immigration rules and permissions to work on the
part of employers.

Young people under 25 with educational barriers also suffer from similar barriers to
employment including lacking confidence, gaps in CVs and relevant work experience.
Employers often fail to recognise their skills and abilities, failing to value alternative
experience and knowledge.

People with disabilities are only half as likely to be in employment as others of working
age”, with some disabilities posing greater challenges than others at interviews.

According to AslAm, over 85% of autistic people are under or unemployed. Attitudinal,
physical and access barriers abound for all people with disabilities*. In addition, there
is the risk that by taking up employment people with disabilities will lose their
secondary benefits and access to disability aids making them worse off*.

However, the biggest barrier of all is perception and attitude which is affected by
biases.

5 Beware of Biases

We all have biases, conscious and unconscious. Research shows that we are heavily
influenced by our experiences, beliefs and cultures. Information comes at us so
quickly in life that we are hardwired to rapidly categorise people instinctively into
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groups. But we only have control over our conscious mind and remain largely
unaware of our unconscious thoughts and actions.

Unconscious biases are essentially social stereotypes of certain groups of people
which we form outside of our own conscious awareness — all human beings are
biased and prone to falling into bias traps where we say or behave incorrectly towards
a particular group. We don’t even realise that we are doing it.

These biases are particularly influential in recruitment. We all feel affinity bias towards
people who are like us — we naturally gravitate towards people who are similar to us
in appearance, beliefs and background*’. We don't understand people who are
different. There are many biases that shape our decision making such as:

e Performance bias: We underestimate certain diverse groups performance
level and overestimate others. For example, we might underestimate the
performance of women compared to men or people with disabilities compared
to without a disability based on our experience

e Likeability bias: We expect certain genders, different aged groups and abilities
to behave a certain way. When they react differently, we like the person less.

e Attribution bias: Women and younger colleagues often get less credit for
success and more blame for failure. Higher standards are expected

e Intersectionality or Double Discrimination: Bias isn’t restricted to one aspect of
identity. People can experience multiple biases because of their gender,
religion, age, nationality, ability or race. The compound effect of biases can be
greater than the sum of its parts and is known as intersectionality

« Living in disadvantaged areas: All cities have areas that are disadvantaged
people may be living in immediate proximity to prominent business districts but
they remain hidden in plain sight. If they are to have a successful outcome in
a workplace there must be an acceptance of their accent, their opinions and
their potentially limited education opportunities

To mitigate the risk of biases it is important to set the selection criteria for recruitment
in advance of meeting any candidates. These criteria should reflect the skills and
competencies required to fulfil the role. Recruitment and selection training for all
those involved in the recruitment process is essential also.
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6 Equality Legislation

There are many pieces of legislation covering equality issues, most importantly the
Equal Status Acts and the Employment Equality Acts which prohibit discrimination
under nine grounds (i.e. Gender, civil status, family status, sexual orientation race,
disability, age, religion and membership of the traveller community) in the provision
of goods, services, vocational training and employment. In addition, employers must
make reasonable accommodations for people with disabilities.

Employment Equality

Access to Training & Employment Heﬁﬁﬁeés'sﬂfety

Safety, Health
& Welfare at
Work Act 2005

Employment Equal Status
Equality Acts Act 2000 -
1998 — 2015 2015

Disability
Act 2005

Public sector
positive action Regulation 25
measures

Prohibits discrimination under 9
grounds

3% - 6%
employment
target

Appropriate Reasonable
MEEEIES accommodation

Figure 1 Outline of key legislation

Reasonable accommodations are changes, supports or modifications made by an
employer which would enable an employee with a disability to do a job or task to the
best of their ability. Equality legislation states that employers must make
accommodations to tasks, structures or the work environment to enable an employee
to enjoy equal employment opportunities. There is further information on reasonable
accommodations in section 6.

The Employment Equality Acts also state that an employer must take appropriate
measures to meet the need of a diverse range of users (e,g, age, race and disability).
Employers have to make arrangements that will make sure people with a disability
have equal opportunities for job applications, training and promotion as well as
receiving equal treatment as their co-workers.
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There are also responsibilities on employers to provide a safe place of work under
the Safety, Health and Welfare at Work Act®' in particular for employees with
disabilities*V.

The Disability Act 2005 applies to public bodies only, and places a statutory obligation
on them to make services and buildings accessible, and pursue positive action
measures in employing people with disabilities. The target quota for the employment
of people with disabilities is 3%, which will rise to 6% by 2024. The National Disability
Authority is tasked with monitoring compliance and implementation.

The National Disability Inclusion Strategy (NDIS) 2017 — 2021 is a four year plan
designed to provide greater, coordinated supports for people living with different kinds
of disabilities. The strategy focuses on eight aspects to promote inclusion, including
employment.

The Irish Human Rights and Equality Commission (IHREC) is the statutory,
independent public body whose aim is to promote and protect human rights and
equality, while building a culture of respect for human rights, equality and intercultural
understanding in the State.

For more information on employers’ legal obligations on equality and promoting

human rights, please visit the Irish Human Rights and Equality Commission’s website
— www.ihrec.ie
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7 Framework for Inclusive Employment

7.1 Inspire

7.1.1 Pre-Employment interventions

Some jobseekers who are refugees, young people or people with disabilities may
have a reluctance to put themselves forward for a recruitment process.

Partnering with local groups and non-for—profit organisations to assist in the
development of a pre-employment programme can build confidence to apply for
positions. This not only markets the employer as an employer of choice but provides
invaluable expertise to the community.

Building this resilience provides the potential employees with the confidence to
prepare, be interview ready and enables them to demonstrate their competency for
the role. This in turn provides employers with the information to identify suitable
candidates.

7.1.2 Educate staff at all levels — go beyond unconscious bias

Many of the jobseekers who are refugees, young people and people with disabilities
have had great difficulty seeking work and may have experienced discrimination from
many quarters in their search for work. They may also experience intersectionality
where they may experience biases due to their race, nationality, disability, sexual
orientation, age or other aspects of their identity — this interconnected discrimination
can be greater than simply being treated differently on one ground”. For example,
being a Muslim female refugee of colour with mental health difficulties would be more
marginalised than her male counterparts without a disability.

The best way to overcome inherent biases, misplaced perceptions and prepare for
an inclusive recruitment process is to engage in training and awareness raising with
staff, in particular people managers.

It is important to go beyond simply identifying unconscious biases — it is likely that
many staff members may not have had experience of meeting or interacting with
people with disabilities, refugees/asylum seekers or young people with educational
barriers. They may be unaware of the challenges for these groups and would greatly
benefit from specific training to fully recognise people’s abilities.

Please see the appendix for a list of organisations that can assist you to do disability,
equality and diversity training.

7.1.3 Gather diversity data

Diversity data is data that informs you of how diverse your workforce is. This
information will provide better awareness for strategies to attract, hire, and retain a
diverse workforce.

This information will allow you to determine what outreach efforts could be made to

encourage and promote the inclusion of some of the marginalised members of our
society.
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This information will also provide you with the insight into internal measures that can
be taken to be more inclusive with your current workforce. Knowing the diversity of
your workforce allow you to tailor educational programmes to meet their needs. For
example, should a proportion of your workforce come from individuals who have/had
refugee status there may be a requirement to develop education programmes on
employment policies and employment rights.

7.1.4 Audit your policies & procedures

Establish where you are now and where you would like to go with your diversity
efforts. Audit your existing policies, practices and procedures and identify gaps for
improvement. Consider what groups are underrepresented in your organisation and
review your most recent recruitment campaign to analyse how or if you are attracting
diverse candidates.

Review your employee profile paying attention to the nine grounds of discrimination.
Analyse employee engagement surveys and new hire data. Request diversity
information from staff on a regular basis so you can measure your diversity efforts.

The following checklist can be used to determine your current diversity status.

Yes No

INFORMATION

Do we gather diversity data?

Is our website accessible in line with international standards and
good practice? E.g., enable users to resize text, fully writing out
acronyms to assist clear understanding for users.

POLICIES

Is equality, diversity and inclusion important in your
organisation? E.g., is it integrated into the overall strategy, is it
on the management agenda?

If yes to above, is a senior member of management assigned,
committed, involved and driving the strategy forward?

Policies that encompass Equality, inclusion and diversity.

Incorporate diversity and inclusion in our recruitment policy and
processes.

Do our onboarding and return to work policies include
identification of diversity needs?

Disclosure policy and process in place

HUMAN RESOURCES PRACTICES

Do we carry our employee surveys on diversity and inclusion

Is there a rise in HR enquiries or issues relating to diversity and
inclusion?

How can applicants request accommodations?

What happened the last time someone requested
accommodations?

Do we have flexible working policies? Do they apply to all staff?

RECRUITMENT PRACTICES

Is our online recruitment portal accessible?
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How do we shortlist candidates? Is it based on criteria and
attributes that people with disabilities, refugees/asylum seekers
or young people with educational barriers. Are we restricting
our pool of candidates based on our criteria, e.g. stating
experience in Irish based environment?

WORKING ENVIRONMENT

Is our environment accessible for all and universally designed?

Have we considered our diverse workforce in our
communications? E.g. signage, language.

Is our workplace environment accessible?

Do we have a dedicated access and Universal Design policies
and action plans?

Do we review our workplace on with our diverse workforce in
mind?

To find out more see -
http://www.accessconsultancy.ie/consultancy StrategicAccessReviews

7.1.5 Analyse job descriptions, advertising and onboarding process

Job descriptions and adverts don’t always adequately describe the actual job. It may
be outdated or has not been re-evaluated for a while. Think about what the job really
entails. Beware of making a role sound more important and complex than itis in reality
— use Plain English™" and make it as accessible as possible, giving people the
opportunity to request information in alternative formats. For example, social
stories™i work well for people with ASD or someone who is not a native English
speaker, as well as a young person with minimal educational opportunities.

Job descriptions which specify a ‘good level’ of English can be off-putting for refugees
still developing their language skills. For some roles an ability to understand and
communicate in English will be essential, but others may allow for a degree of
flexibility. Consider whether key instructions (such as health and safety) could be
translated.

Think about how someone could do the job differently. For example, does the job
have to involve talking on the phone or could someone use email or instant
messaging for team communications?

Consider how your induction process welcomes diverse employees. What could you
change for these groups? Do you inform all new employees about your commitment
to diversity?

To find out more, see http://www.employerdisabilityinfo.ie/advice-and-
information/inclusive-recruitment-and-management/managing-disability-in-the-
workplace and http://nda.ie/Publications/Employment/Employment-
Publications/Assisting-People-with-Autism-in-Employment-Guidance-for-Line-
Managers-and-HR-Professionals.html.
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7.1.6 Engage inclusion champions & stakeholders

Gather your diversity champions and create relationships with support organisations.
Set up Employee Resource Groups (ERG) in all areas — disability, age, ethnicity/race,
religion, gender. Get senior leadership buy in and sponsorship for each group. Recruit
interested and motivated staff to lead it to ensure that it moves beyond being simply
a HR exercise.

Partner with organisations supporting refugees, people with disabilities and
educationally disadvantaged youth groups to create a referral pipeline for your work
placements or internships - take a look at the case studies section for examples.
Deliver work preparation activities for refugees, people with disabilities and young
people — all employees will benefit from volunteering and working with such groups**.

Create specific programmes for inclusion of all three groups such as ring-fenced roles
for diverse candidates and work experience programmes. Recruit staff, leadership,
clients and suppliers to your diversity and inclusion agenda by rolling out an
awareness and information campaign. Establish a positive to diversity environment
by hosting events, such as lunch & learn programmes, and committing to your
diversity objectives.

Identify internal inclusion champions who are willing to share their experience and
incorporate them into the company’s recruitment inclusion program. They provide
demonstrable evidence of inclusivity and the company’s commitment to a diverse and
inclusive working environment.

Take advantage of the many government grants and schemes to support your diverse
employment initiatives by contacting your local Department of Employment
Affairs and Social Protection office* or a member of the Employer Relations Team™
in your sector.

7.2 Hire

7.2.1 Conduct job & person specification analysis.

Mainstream recruitment practices can be very challenging for diverse candidates. As
they present differently than traditional applicants, it can be challenging for diversity to
break through the shortlisting process and be assessed fairly and equitably.
Essentially, employers should hire for potential and not knowledge. Conduct job and
person analyses to identify the essential criteria required for role. Develop a
competency-based job description and consider the following questions*:

Essential functions

=  What are the core, essential skills needed for this role?

= Whatis the relationship between the tasks involved in the job? Is there a special
sequence which they must follow?

= What physical activities are required to undertake the job?

= How is the job organised in the overall work environment? Could some
reorganisation improve the opportunity for someone with a disability, a
refugee/asylum seeker or young person?
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Would removing or changing some of the tasks to accommodate someone
with a disability fundamentally alter the job?

Review the level of English needed for a role and be specific about this in the
job description and advert.

Consider whether key instructions could be translated.

Work environment

Where are the essential functions of the job carried out?

How is the work organised for maximum safety and efficiency?

What are the physical conditions of the job setting (indoors, outdoors,
underground, air- conditioned, dirty, greasy, noisy, sudden temperature
changes, etc.)?

What are the social conditions of the job (works alone, works around others,
works with the public, works under close supervision, works under minimal
supervision, works to deadlines)?

Is the work culture welcoming to difference?

Skills/qualifications/ experience

What are the general skills needed for the job?

What specific training is necessary? Can it be obtained on the job?

What previous experience, if any, can be substituted for the specific training
requirements?

Have you ensured that you are using a competency-based interview process
that focuses on positive behaviours, attitudes and aspirations rather than
previous experience*i?

Are you valuing experience outside Ireland if previous experience is a
requirement for a role?

Do you accept testimonials or character references that are not from previous
employers e.g. from social workers, teachers, sponsors or mentors?

7.2.2 Develop a job profile & person specification
Following analysis, a suitable and detailed job profile can be drafted. This can help

you to

find the right match between the requirements of the job and the qualifications

and abilities of the applicants.

The jo

b profile should:

make a distinction between essential and desirable requirements for the job
be clear in the language used and, where possible, avoid jargon

encourage the application of a suitably qualified person with less experience,
who can improve with on-the-job training

consider, where feasible, non-mainstream educational qualifications

The person specification is drawn up based on the job profile. It sets out the
requirements for the job in terms of qualifications, skills and experience - only include
essential skills for the job and be willing to consider alternatives. For example, is verbal
communication a core requirement if staff usually communicate using email and chat?
Is fluent English key to this role if the successful applicant will be working through
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another language? Is a third level qualification crucial or would appropriate skills
suffice?

Think about what your ideal candidate looks like — do they have a disability? Are they
a refugee or asylum seeker? Have they had as many educational opportunities as
their peers? Are they young and enthusiastic but inexperienced? Be open minded to
the type of person who could successfully do the role so you can judge applicants
objectively.

7.2.3 Applications, testing, shortlisting

7.2.3.1 Applications

Flexibility is key. Online applications and Artificial Intelligence (Al) can often be
discriminatory - simply because it was designed by non-diverse teams to be used on
a typical type of applicant. Many multinational employers are starting to use Al to
analyse applicants’ facial expressions and personalities. However, it fails to accurately
recognise difference; racial difference®V, physical differences such as a person who
has had a stroke, facial scarring, facial apraxia or paralysis. Make sure that your
website and recruitment portal is accessible to all potential applicants, regardless of
age, race or ability*V,

Consider how do applicants with disabilities request reasonable accommodations.
Provide an alternative means for people with disabilities to contact the company to
request accommodations at interview from a designated contact person. Offer
alternatives to online applications that may disadvantage refugees and asylum-
seekers who cannot access the internet or have poor IT skills. For example, participate
in a work experience programme and use the work trial as a guide to their suitability
for the role instead of applying through traditional recruitment methods.

Welcome applications from people with disabilities, refugees/asylum seekers and
young people by stating that you accommodate the needs of all candidates and are
an inclusive employer. If you are unsure how to provide the accommodation, seek help
to find out from a specialist organisation. Contact support organisations and supported
employment schemes to encourage applications from diverse communities. For
examples, see our case studies section.

7.2.3.2 Shortlisting

At this stage, diverse applicants are often screened out of standard recruitment
processes. Their CVs and applications look different to other applicants and they may
have gaps, less work experience and alternative qualifications.

Many companies take a positive action measure to include and state that applicants
who meet the qualification requirements and have disclosed a diverse element on
their CV or application form will be automatically invited to interview. That way, you
are communicating your commitment to include and encouraging the disclosure from
applicants.
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Avoid using telephone interviews which can be challenging for a refugee and asylum-
seeker who struggles with English language or a Deaf person - offer alternatives to
diverse candidates.

7.2.3.3 Testing

Some companies use assessment centres and online testing. These tools can prove
a huge barrier to diverse applicants, in particular non-visible disabilities such as
mental health. Consider whether you can waive this requirement for diverse
applicants, if you are seeking to include. A work trial or placement may be a better
way to assess their abilities.

7.2.4 Competency based interviews

The main purpose is to establish whether applicants have the skills and capability to
do the essential and core elements of the job. You don’t need to change your
interview process — just ensure it is competency based to get the best result.

= Members of the interview panel should be appropriately trained

= Ensure that applicants have the supports they need. Be open to proposals from
refugees, asylum-seekers and young people to bring an interpreter, job coach
or facilitator to the job interview

= Ask all applicants job-related competency-based questions. All candidates
should be asked the same open and direct questions about their ability to
perform the functions of the role

= Ask how someone will complete the tasks and ask it of all applicants.

= Encourage candidates to use the STAR method and inform applicants of what
you are expecting from them

= Don’t worry about a disability or how it may impact at work. Focus on the ability
of candidates

= Be open-minded as to how the job can be done — people will approach tasks
differently

= Watch the scoring for biases

= Give guidance and provide training to interviewers explaining different cultural
expectations which might affect interview technique

7.2.5 Alternative options - Internships, traineeships & placements

Internships and placements can provide refugees, asylum-seekers, young people
and people with disabilities the opportunity to develop their skills and adapt to a
working environment.

Apprenticeships and training programmes combines learning in the work place with
educational learning. Apprenticeships provide the opportunity for learning acquired
off-the-job to be applied and further developed under supervision in the workplace.
Apprenticeships and traineeships provide them with the opportunity to earn while
developing skills and the ability to build a career path on their chosen area of
expertise. There is a national apprenticeship programme that employers can register
for assisted by their local Education and Training Board.
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Make use of traineeships, apprenticeships and work placements or trials. Work
placements which provide training on the job can also enable refugees to learn new
skills and qualifications or adapt their experience for a new sector.

Offer traineeships and apprenticeships and review entry requirements to ensure they
are accessible to refugees/asylum seekers, young people and people with
disabilities.

Work placements, internships and training programmes can provide refugees and
asylum-seekers, young people and people with disabilities who may be
disadvantaged by a standard application process the opportunity to demonstrate the
aptitude and attitude needed for a role.

e Partner with supporting organisations to create a referral pipeline for your work
placements (see Appendix)

e Organise induction training or appoint a buddy to help participants settle in
quickly, making sure that important instructions are understood

e Ensure participants are given a variety of work to do, rather than simply
shadowing

e De-brief participants once the placement has ended and support them to
develop an employment action plan

7.2.6 Disclosure

Disclosure is telling an employer about a disability. The decision to disclose is the
choice of the person with the disability and is often based on personal factors; such
as previous experiences, disability type, feelings of self-worth and identity,
personality, conditions and attitudes, stigma. The work environment or organisational
culture also has an impact as well as the attitudes of colleagues, managers and the
physical built environment at work. For example, open plan offices can be very difficult
for people with hearing impairments, mental health issues, visual impairments and
neurodiversity*V',

Partial disclosure is very frequent as many people have multiple disabilities e.g.
mental health issues as well as dyslexia, IBS as well as anxiety. Disclosure then only
happens with the ‘socially acceptable’ disability and not all the supports needed in
the workplace are discussed.

Guiding rules for Disclosure

e Approach the process with an open mind and in a positive and constructive
manner, acknowledging the challenge of disclosure of disability in recruitment
or job retention circumstances. Actively listen to what they have to say and
take notes of the exact nature of the impact of their disability. They are the
expert on their own disability and supports

¢ Give them time to explain their disability to you as they may be nervous about
confiding such personal information to a stranger/employer and may be wary
of a negative reaction

e Treat the information in a highly confidential manner
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e Avoid asking questions about their disability which do not relate to the job in
guestion. You can ask them about whether they will require any supports in
employment. They may even be able to tell you what supports they require or
where to access the information

e Contact your local Department of Employment Affairs & Social Protection
office for information on the types of grants and supports that are available to
you

e In the case of an interview, do not diverge from the list of interview questions.
It is very important to ask the same questions of all candidates

e Assume that it is possible to accommodate the person’s disability. This can be
discussed at a later stage if the person is successful. Try not to get waylaid by
worries about whether you will be able to provide the necessary
accommodations

e Remember the decision to disclose is the choice of the person with a disability
— they may choose not to disclose or seek supports

e Finally, do not make any firm decisions or conclusions based on a person’s
disability. Be open to difference and focus on their knowledge and abilities
instead™Vi

To find out more, see http://www.employerdisabilityinfo.ie/advice-and-
information/inclusive-recruitment-and-management/managing-disability-in-the-
workplace/disclosure.

7.3 Thrive

7.3.1 Reasonable accommodations & appropriate measures

Reasonable accommodations are changes, supports or modifications made by an
employer which would enable an employee with a disability to do a job or task to the
best of their ability. Equality legislation states that employers must make
accommodations to tasks, structures or the work environment to enable an employee
to enjoy equal employment opportunities.

Appropriate measures mean effective and practical changes that the employer puts
in place to enable employees with a disability to carry out their work on an equal
footing with others.

These include:

e adapting the premises or the equipment, for example, installing wheelchair
ramps, providing special computers for the visually impaired, installing loop
systems, and so on

e offering flexible working times

e providing training or other supports that might help

e adjusting an employee’s attendance hours or allowing them to work from
home; or

e assigning an employee certain tasks, and substituting others for equivalent
duties, in consultation with the employee
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The employer is not obliged to provide anything that the person would normally
provide for themselves. For example, an employer would not be expected to provide
hearing aids for a person with impaired hearing.

In order to know which appropriate measures to put in place, employers need to
understand the practical needs of people with disabilities, including those of people
with experience of mental health difficulties. This can be gained through consultation
with employees with disabilities, often with the assistance of a support group.

An employer might not have to provide these types of appropriate measures if it
meant that the employer would suffer a ‘disproportionate burden’. In order to establish
what a ‘disproportionate burden’ is for the employer, several things are taken into
account.

These include:

e the financial cost of the measures involved
e other costs involved, for example, staff time or impact on productivity
¢ the size and financial resources of the employer’s business

Before an employer can claim that providing reasonable accommodation measures
or facilities would place them under a ‘disproportionate burden’, they must look at the
possibility of obtaining public funding, grants and so on. If help is available to them, it
might make the changes possible. Many reasonable accommodation measures
would not necessarily have a cost implication — such as flexible work arrangements
or facilitating part-time work*>Vi,

7.3.2 Create a system to assess needs & supports

When employing a diverse candidate, in particular a person with disabilities, set up a
system to provide reasonable accommodations.

How to manage reasonable accommodations at work?>x
Ask the Person! If you would like support, get in touch with a specialist organisation
for further information and assistance.

Accommodations should be made on a case-by-case basis and involve discussions
between the employer and employee or applicant.

Step 1:

Assess the impact of the disability and decide where there may be limitations in
performing the essential functions of the job. The person with a disability is the expert
and knows how their disability will impact on them, if at all, in the workplace.

Step 2:
Identify the employee’s workplace accommodation needs by:
~ Involving the employee who has the disability in every step of the process
~ Exploring ways of providing workplace accommodations
~ Using job descriptions and job profiles to analyse essential functions of the job
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~ Consulting with the individual to ascertain the precise job-related functional
limitations and how these could be overcome with potential accommodations

~ Deciding if and how co-workers who may be affected by any of the proposed
accommodations will be informed

~ Consulting with rehabilitation professionals where necessary

Step 3:
Select and implement the most reasonable and effective accommodation that is also
the most appropriate for the employee and employer.

Remember: Accommodations selected should be effective, reliable, easy to use, and
readily available for the employee needing the accommodation.

Step 4:

An employee with a disability and their line manager should review such
accommodations at regular intervals. Over time, special provisions may no longer be
needed or requirements may change. An employee should advise their line manager
of any changes that are needed.

Step 5:
Provide follow-up, if needed, by: modifying the accommodation if necessary;
repeating the steps outlined above if appropriate.

As an employer, you are not obliged to provide employees with equipment they would
normally provide themselves — for example, reading glasses or hearing aids.

7.3.3 Mentoring/coaching

Mentoring or coaching can be very useful for a diverse candidate (e.g. refugees,
young people). In addition, having a buddy or co-worker who can support the
candidate and is outside of management structures can help someone settle into the
organisation.

Both coaching and mentoring are processes that enable both individual and corporate
clients to achieve their full potential.

Coaching and mentoring share many similarities, so it makes sense to outline the
common things coaches and mentors do whether the services are offered in a paid
(professional) or unpaid (philanthropic) role*x.

7.3.4 Workplace Buddy

Reasonable accommodation and adjustments facilitate enabling an employee to
carry out their role. Refugees, asylum-seekers, young people and people with
disabilities who enter into employment for the first time or after a prolonged period of
time have an adjustment to make, irrespective of reasonable accommodations. This
adjustment can be as simple as being required to attend the workplace at set time
periods, reporting structures or how to behave in a work environment.
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Workplace buddies assist with this adjustment by providing guidance on day to day
activities and assistance on sourcing information. For example, identifying the local
transport infrastructure to enable on-time attendance. A workplace buddy also
develops an understanding on individual circumstances and can provide an advocacy
role if required. Training staff to become workplace buddies encourages an inclusive
culture and provides for additional peer support for those joining the workforce.

7.3.5 Health & Safety

Ensure that the health and safety needs of all diverse candidates are taken into
account.

Create a personal emergency evacuation plan for people with disabilities®**. For
candidates with mental health issues, establish an action plan® that looks at triggers
and warning signs. A Wellness Recovery Action Plan (WRAP)*¥il can also be very
useful for supporting an employee with mental health issues.

Make sure that refugees and asylum seekers receive health and safety information
in their own language where possible.

Regularly liaise with staff and stakeholders to assess their requirements, in particular
if they have a disability. Make sure that you have updated your Safety statements
and egress plans.

Remember to put accessibility and diversity on the agenda of all health and safety
team meetings and use the resources from the Health and Safety Authority (HSA).

7.3.6 Performance management - promotion & progression

Ensure to provide progression pathways for all diverse employees. It is important for
your business to understand the career ambitions of any refugees and asylum-
seekers you employ and provide any additional support they may need to achieve
them. Similarly treat people with disabilities and young people in the same way as
other employees when looking at progression opportunities.

e Define and communicate progression pathways for all roles, with incremental
progression steps where possible

e Develop an internal mentoring scheme for refugees and asylum-seeker you
recruit to help strengthen and expand their educational and employment-
related networks and opportunities

e Ensure progression opportunities are equally accessible for part-time and
flexible workers

e Ensure that training is accessible for all employees regardless of shift patterns,
travel and location

e Deliver a range of training, from bite-size sessions to softer skills

e Help refugees to improve their English language skills within the workplace.

e Create a clear reporting/appraisal process

When assessing the performance of people with disabilities, clarify whether they have
all the supports they need to perform at their full potential
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7.3.6.1 What to do when it all goes wrong

If you are experiencing difficulties when a diverse employee begins to struggle,
address the issue early, when problems arise in the workplace.

In the case of people with disabilities, revisit the reasonable accommodations to see
whether they are meeting the need. Supports and accommodations can change over
time so you may need to start the reasonable accommodation process again. Check
whether the issue is disability related or performance related. Are there any
undisclosed problems? Open up discussion to assess what is really happening.

In the case of a refugee/asylum seekers or young person, make sure that they are
aware of the performance expected of them and where they are failing in achieving
their performance targets.

In all cases, inform the person clearly of the issues. However, double check that there
is no correlation between their poor performance and their aspect of difference. Are
they underperforming as a result of a manager or co-workers’ actions or attitudes? If
necessary, address behavioural issues in a sensitive manner but warn them that the
process will move to a disciplinary one if there is no change.

Implement a performance improvement plan and guide them through it with the
support of a mentor or buddy.

Get help from a support organisation for the benefit of all parties, in particular to
advocate for the diverse employee where needed.
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9 Appendix - Links to further support & information

All diverse groups:

e Further case studies - https://www.opendoorsinitiative.ie/case-studies

Disability specific

e Disability Federation of Ireland - https://www.disability-federation.ie/

e EmployAbility Service - http://www.welfare.ie/en/Pages/EmployAbility-
Service.aspx

e Ability programmes, different organisations -
https://www.pobal.ie/app/uploads/2018/06/Ability-Description-of-Projects-
Funded-2018.pdf

e Ability programmes, further information -

https://www.pobal.ie/programmes/ability-programme/

AHEAD WAM programme - https://ahead.ie/employer

WALK - http://walk.ie

National Disability Authority — www.nda.ie

Further disability organisations list -

http://www.employerdisabilityinfo.ie/links/employer-specific-in-ireland-

employing-persons-with-disability

[ ]
Refugee and Asylum Seeker specific

UNHCR Ireland - https://www.unhcr.org/

Irish Refugee Council - https://www.irishrefugeecouncil.ie/information-and-
referral-service

Immigrant Council of Ireland https://www.immigrantcouncil.ie/

Migrant Rights Centre Ireland - https://www.mrci.ie/

European Website for Integration - https://ec.europa.eu/migrant-
integration/home

e European Network Against Racism (Ireland) - http://enarireland.org/

Youth under 25 with educational disadvantage specific

e Youth Work Ireland - http://youthworkireland.ie/

e National Youth Council of Ireland - http://www.youth.ie/

e Work to Learn - A Work Experience Programme for Young People -
https://www.youthworkireland.ie/youth-work-centre/work-to-learnl

Information

e Unconscious bias - https://www.projectimplicit.net/
e Implicit bias test - https://implicit.harvard.edu/implicit/index.jsp
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