TRANSCRIPT
Building Business Better #3: Effective Supervision for all Employees

0:00:00.240  0:010:16.200 WELCOME
Welcome to this webinar on effective supervision for all employees. This is the third webinar in the building business better series. It is presented by the Department of Rehabilitation and uh the Disability Access Services unit at do and we're joined with disability rights California who's a partner in this presentation. My name is Pia Basudev. I use she/her pronouns. I am an older mixed-race woman. I've got short hair and I'm wearing black and white glasses and a white and black striped blouse. Today I'm joined by my colleague and DAS's training coordinator, Andrew Lechuga, who's going to be assisting me today. A little bit about DAS. So, our team works to train, advise, and support California governments, organizations, and employers to provide people with disabilities better service and help everybody create welcoming spaces for everyone. So, in this series so far, we've covered neurodiversity in the workplace, and we heard from employers who are leading the way for the creation of inclusive workspaces. You can find these and some other uh recorded webinars on our training page at dor.ca.gov back slash h o m e back slash d a s t r a i n i n g. If someone can put that in chat or it'll be in the material that you received also. So today we're going to actually focus on supervision and talk about how you can build strong teams for everyone. So, thank you everybody for being here and we're going to take care of some housekeeping now.

So, let's review the accommodations for this webinar. There is an accessible handout for the presentation. So all of the information on the slides is in that handout including our email address and our website etc. That was sent on Monday and uh we'll drop it in chat uh for those of you who don't have it. We do have uh American Sign Language ASL interpreters with us today. So, thank you Denise and Valerie uh for joining us and supporting us today. And we also have a live captioner.  So Mailee is going to be providing captions both through the uh closed captions. If you don't see that on your Zoom toolbar, you can go to the three dots at the end and select more and you'll see it there. We also do have a live stream going as well.

So, we are going to be using the Q&A feature. We'll respond to general questions, but if you want a question for answered specifically by Paula, please do include that and we'll address those at the end. Uh, we might not get to all of the questions, but we’re going to do our best. And if you want to include an email where we can reach you if we don't cover your question, we can we can definitely follow up.  if you have any technical issues or you want to reach out to us again, here is our email.  it is at das t r a i n i n at dor.ca.gov.

Okay. So today, uh, for those of you who've been following along in these webinars this building business better, we're going to do something we've never done before. So, we're going to be using a combination of a live speaker and some interview clips of I I did an interview with a woman who uh has since moved to Portugal, so she's no longer at the lab. Uh, lucky her. So, our objectives today are by the end you should learn what the current research on supervision says. You're going to be able to understand some supervisory techniques that work for everyone. Uh, we're going to give you some information to distinguish performance management issues from reasonable accommodation ones. And then you'll be able to recall some best practices that we're going to share that you can take back to your workplace.

Okay. So, we're going to accomplish those objectives by welcoming our first speaker, Paula Tobler. She's a supervising attorney at Disability Rights California. And I will turn it over to you, Paula. 

Hi, good morning. My name is Paula Tobler. I'm a supervising attorney at Disability Rights California, an older white woman getting older by the minute sometimes feeling like a year every minute.  with short dark hair with increasing gray in my hair and a bulgy shirt and a dark blue background with a DRC logo.  I supervise people with disabilities. I am a person with disabilities.  I also work as an attorney advising clients, many many clients calling trying to get reasonable accommodations and do trainings on reasonable accommodations and disability employment issues. And I'm here today primarily as a supervisor to talk to you supervisors as supervisor to supervisor and also somewhat as a supervisee who's had good and bad supervisors. Great. Super. 

Thank you, Kelly. And our other speaker who is uh here virtually I guess uh is Kelly Johnson. And I'll let her say a few words about herself.

I am currently the talent outreach program manager at Lawrence Berkeley National Laboratory in Berkeley, California. And I support a lot of hiring pathways for veterans, women, underserved groups as well as people with disabilities. All right. So that is who is going to be here today. Let's get into our first Zoom poll. So let me launch this and uh I'll read the question. So, did you receive dedicated training on supervision when you became a supervisor or manager? I'll give everybody a few minutes to answer.

I have to say it started out very strong with the majority of people saying yes and I thought well that's that's not what uh we expected but  certainly we're having more and more people respond no and I'm going to  end the poll now and let me share the results. , so uh about 39% of you said that you had received some supervision but the overwhelming majority 61% said that you didn't. I'm going to stop sharing that poll and I’m going to go back and we have of course another poll. So, for those of you who answered that you did receive training, did it prepare you for supervising people on the job? So, let me launch this one.

Oopsy daisy. Stop sharing.

Did I launch the wrong one? It looked like I did. Okay. So, let's just asse this question is did you receive the dedicated did you receive training? If you had received training, did it prepare you for supervising staff? So, you're answering the question on the screen, not the question you're reading in the poll. I know it's confusing. I apologize. And we'll give folks again a little bit of time to answer again. And the question you're answering is if you did receive training, did it prepare you for supervising staff? And we'll give it just another few minutes, not few minutes, a little bit more time for the majority of people to get in.

Okay, I'm going to end the poll and let me share the results. Okay, and again, this is for if you received training, did it prepare you? And again, the overwhelming majority, 63% of you said that it didn't, and that's really not a surprise, which is why we're here today. So, let me stop sharing that and let's move on. Okay. 

So, we're going to talk about research trends in supervision and Paula is going to share a little bit about the research that she's found and what it tells us about supervision in today's workforce. So, take it away Paula.

0:010:16.200 - - > 0:16:41 CURRENT RESEARCH
So, I actually enjoy reading management materials, books, uh articles, things like that. And I also like I said, I'm a supervisor and I'm always trying to get better and I am in that category that didn't get a lot of formal training. So, I've been out there training myself and I noticed some research that was very interesting to me. So, in 2024, Fortune magazine reported that what they called accidental managers, which are managers who have no formal training, are on the rise and are leading one in three workers to quit. and that especially that affects the more ambitious and higher performing workers and the problem is only getting worse since the pandemic. So, in 2019 a chartered management institute survey of workers and managers in the UK found that 68% were accidental managers but by December of 2024 CMI found 82% were accidental managers and a quarter of those were in senior leadership roles. So, they were in senior leadership and still not getting formal training. Now that seems problematic like uh as we all know the skills that get you your entry level job are not the same as a people skills you need to manage.  but we can also imagine how difficult it is for supervisors to tell their managers they don't know what they're doing. Right? That sounds like a good way to get fired. , but it's also difficult even for the most self-aware managers to get training. And some studies have shown that they don't ask for training because they're afraid that asking for training is revealing that they're they don't know how to do their job. 

So, if you just got promoted to manager and you enjoy the title and the raise, are you going to jeopardize that by saying, you know, I really don't know what I'm doing and don't have the skills for this.  and then you add in the tendency especially with the economy ups and downs when there's a downturn in the economy it's often results in a cut back in training because that's not seen as important as some other functions. So, it's not hard to see why this is a growing problem. What is hard to see is what to do about it. So, what I noticed in my work as a supervisor of employees with disabilities and an employee with disabilities myself and someone working in the interactive process a lot is that the say a great way to teach important management skills is to teach supervisors how to accommodate employees with disabilities. So, if you have managers and supervisors who can do the interactive process and accommodate their supervises with disabilities, it makes them better managers and gives them the skills that research has shown they need to be better managers in general of employees with and without disabilities and create more productive uh workplaces with higher retention rates. So today we're going to talk about how learning to accommodate employees with disabilities is not just about getting better work out of your employees   with disabilities. It's also about having better managers and better workplaces in general.

Next slide. Okay. So, business leaders, management consultants, MBA programs, Fortune, places like that have identified the following as the most important skills managers and leaders can have to be successful in today's business world. And note, we aren't talking about touchy-feely social sciences people here. We're talking about cold hard bottom line businesspeople saying what's important to the cold hard bottom line of their businesses. , we get a lot of push back from employers sometimes like as someone in a disability rights organization that well you're just talking about, you know, touchy feely stuff, but you don't understand what it's like in the real business world and we have to do for our bottom line. This is research from people looking at your bottom line. What they find is that happier employees and more cohesive teams are not just a touchy-feely bonus. And the important skills for management and leadership to have to succeed in this current atmosphere, business atmosphere are kindness, compassion, empathy, communication, coaching, mentor, and mentorship and leadership skills, relationship building, delegation, and then I would just add strategic thinking and problem solving as kind of a catchall that comes up. And another catchall that you see is just the flexibility. The old way of my way or the highway management, uh you must fit in this box. That thinking doesn't work anymore, if it ever really did. And you can just look at the pandemic as an example. those who were my way of the highway, this is the way we've always done it were not able to pivot during the pandemic successfully the same way as  people that were flexible problem solving  understood their  teams and their jobs and were able to keep moving and keep going and keep getting the work done well even when the entire world had changed in such a fundamental way and the work world had to change in such a fundamental way. And now as we're coming through that stage and still having some fallout from that, we’re still needing to have the same skills in our workplace if you want to have a a workplace that is productive and that is able to do well in an ever-changing world. And it's always something that's coming up that's going to be a big change that we need to adjust to.

I'm going to win the award for talking while mute while muted again. So, we're going to now cover supervision in the real world, and Paula is going to provide her professional experience from her own job working with employers on accommodations and discussions with peers to identify the benefits of effective supervision and techniques that work. So, back over to you, Paula. 

0:16:41 - - > 0:37:21 SUPERVISION TECHNIQUES
So, the benefits of having supervisors and managers with the skills that we talked about are higher retention rates, higher productivity rates and better client compliance and that is shown in research study after research study. But honestly, if you think about it, I think you already know this in your heart of hearts because you know yourself. And are you more likely to rally you around and do your best for a leader or supervisor who tries to understand you, communicate clearly in a way that you understand what they expect of you, and problem solve with you when there's a problem, or rally around and do better work for someone who just demands that you do everything the way that they do it. And if you don't understand what they want or you don't fit in the box they want to put you in, they blame you and label you a problem. We know who gets good performance out of us when we're supervised, but sometimes we forget that when we become supervisors. So, these are the skills that make common sense as well as being backed up in the research as things that provide productive teams that are doing their good work, showing up, having less absenteeism, not leaving, and having higher retention rates. And all those things add to the bottom line of the company and also the just the ability for people to spend the time they spend at work which is a big chunk of their waking hours happier happier to go to work happier to be at work and that makes you more productive as well. Next slide.

Okay. So, part of the problem is that we have is that as humans we tend to like and hire people who are most like us because that's what seems comfortable to us. They seem familiar. We understand them. However, the best current teams are diverse teams.

And hold on just a second. I feel that coming.

If you have a team of people that have all they're all alike, so you hire people like you, then you end up with a team that has all the same strengths and all the same weaknesses. However, that's not going to be as good at getting everything done that needs to be done. You want people with different strengths and weaknesses, so their strengths cover your weaknesses and vice versa. You want different input from people that have different experiences and ideas and way of doing things. That's how you get innovation. That's how you get competitive edge. That's how the best things that have happened in our business world have happened. Not by taking a cookie cutter approach to team building, but a diverse level of skills and experience uh approach to team building. So, if you think about this again, it makes common sense. You know, this is true. If you think of like a football team, if you had a football team of all-star quarterbacks, I don't care how good they are as quarterbacks, you're going to be losing a lot of games because who's going to do the other jobs? You need a lot of people with different builds, different skills, different things that they do, and the best managers, the best people managers are going to be like the best coaches. Not only do they know the games they're playing, but they also know how to use their players’ skills to advantage. They know their players and what their strengths are and their weaknesses are. They do train to help them to improve their strengths, even maybe improve their weaknesses, but they don't try to turn a great quarterback into uh somebody who's a blocker, right? And I'm not getting my terminology that right because I’m using an analogy that I'm not all that into, but you can see what I mean. So, they're not trying to make people who they're not, but they're trying to hone the skills that they have and take advantage of the skills and strengths they have and have people in the right positions so that they get all of the tasks done that make for a great football team and a winning season. And the more they're able to understand their players, communicate with them, motivate them, and problem solve with them when things go wrong, the better the team will do. We like we watch a lot of movies where there's a lot a lot of yelling and stuff like that, but when you look at actually very successful coaches, you know, there's a lot more to it than just yelling at people to do, you know, something better. And the same thing in the business world. 

But employers need supervisors who can manage and motivate diverse teams with a person-centered approach. Knowing their people and what their people need and knowing the different people are are a bonus, a good thing, not a bad thing. And using both high- and low-tech tools available to them to get the best out of their workers. And if you see what accommodating employees with disabilities looks like, that's exactly what you learn to do when you have to do an interactive process meeting and learn how to accommodate an employee with disabilities. You learn to look at that person and problem solve and get the best performance out of them with what tools that are at hand that you can use to do that. And then we're going to have some case studies where Kelly will talk to us about some case studies about how that what that looks like, how that can be done.

All right, thanks Paula. So, let's take a look at the interview and Kelly's going to talk about her experience with inclusive supervision.

So once I began to work with her, I realized that she was amazing. She carried, you know, deep emotional intelligence and a really strong desire to grow. And one of the things that was apparent very early on is that she had a distinct set of communication needs and which really formed my approach. I keep on forgetting that if I hit something on my screen to more inclusive supervision often experience anxiety around change, social dynamics and unclear expectations, and as part of her accommodations, she really liked to see her assignments in writing and I was super supportive of that. 

Okay, Paula, so what are your reactions to Kelly's approach to inclusive supervision? She's talking about a specific reasonable accommodation. How can these techniques be used for all employees? 

So, what you see here is exactly what we've been talking about. She had this employee that you it's kind of in the part that was before this clip, but this employee that was having been labeled as a performance problem, right? And instead of just saying, well, okay, we've identified a problem. They don't fit in our box. if she took the time to talk to her and see that she actually had some very strong strengths, but she had some needs in order to have those strengths be able to shine through and communication needs are very common, so the more that and as we saw, communication skills are also very important skills for all managers to have. So, if you can do what you see here, where you take someone that needs communication needs that are out of what you're doing in your ordinary course of business, learn how to meet those needs with written communication like the assignments in advance, different things like that, then you're going to help your employee that may have asked for for an accommodation, but it also helps all employees. This is a really important mindset to have. She happened to know, I think, that this person had disabilities, but I get questions all the time about, well, what do I do if there's a performance problem and I don't know whether there's a disability or not. I don't I don't want to step in the wrong spot. You can start every conversation the same way. There is a performance problem. Instead of just lecturing them about the problem, sit down and have a conversation about, okay, this is a problem that's something that needs to get done that's not getting done. What can we do to solve it? Can we talk about what's what's going on? Is there something that we can do to help you to figure out how to make that better? And that's what she's doing here. And if you think about that disability or no disability that is going to be a lot more effective to problem solve rather than the problem blame.

Thank you Paula. Now, we're going to move on to another clip with Kelly. And here is what you were uh mentioning earlier is we're going to look at how Kelly is using being person centered to ensure that staff reach their full potential.

Her past supervisor has had identified her as a low performer. Right. Yeah. Yeah. Yeah. Definitely. And you know, one of the things that I think we have to really be mindful about is labeling low low performers. When we misinterpret someone's avoidance to do a thing or low motivation that can be interpreted as low performance.

All right. So, Paula, performance management can be very very time-consuming but supervisors need to engage with employees where there are performance issues. So, Kelly is recommending being curious before assuming an employee is not meeting expectation. Do you have any advice for anybody who's supervising staff who's here today? 

Yes. When you look at somebody who is labeled a low performer, instead of deciding that that person is a low performer, try to find out why are why is their performance low? Because they may not be someone who just performs low, you know, poorly. And often we say like they're lazy or they don't understand the job. But if you're doing what she's doing and being curious before labeling or not thinking about the label, but just trying to figure out what's behind that label, what's behind the performance issue? And again, asking questions and trying to problem solve together, then you may find that you problem solve your way into someone that's actually a high performer, but they just were not getting their needs met in the same way to be able to perform at their at their capacity. , so that's I think is really important not to just decide what you're seeing when you see low performance that that's somebody that you just need to know immediately find a way to try to get rid of, but look at it in terms of if they're a person with a disability, you have to have an interactive process and try to figure it out if you can address it by accommodations. But even if it's somebody without a disability, it's a good management practice to try to find out what is behind that performance problem and whether there are accommodations that you can make that could turn them into a high performer.

Thanks so much for that, Kelly. And here is another clip from the interview with Kelly and she's going to be talking about how to use tools and she's going to talk about a low-tech intervention that supported her.

One of the things I think is the cornerstone of our work together was implementing a shared working docent. And we created a Google docent. And from day one, I would that docent really functioned as both that task tracker for her daily work as well as a reflective communication tool. So, by incorporating, you know, those daily reflection, you know, prompts that she could reflect on, I incorporated new tools like non-violent communication techniques.  that way she became a little bit more empowered with her voice and could advocate for herself in a really safe way. Uh, I think creating that or incorporating that into her working docent helped create a space where she could articulate and name her feelings, and most importantly, you know, clarify her needs. And I think that approach really helped build trust. 

Okay. All right. Paula, so you had mentioned earlier using low-tech and high-tech tools for inclusive supervision. So, Kelly's talking about using like a word document. Are there other tools that you've heard about that people here today can use to help boost employee performance? 

There are all kinds of tools and it really depends on what the issue is. So, there is a whole website, the Job Accommodation Network at askjan.org or that has a whole database of different accommodations and tools that have helped people to you know accommodate disabilities but they can also work for people without disabilities.  this particular accommodation of asking for things in writing is very common and I also see a lot of push back from managers. I think a lot because they think it's going to be really hard, but it doesn't have to be like you can use high-tech tools, you can use fancy programs if you want to, or you can write it down on a pad of paper. You can do whatever works for you. But if somebody needs to have things written down, then find a way to write them down, low tech or high-tech. If somebody needs a screen reader, for example, that's probably going to be something that's you're going to need a high-tech uh solution to. Go get a screen reader. But there are a lot of things that in fact the majority of accommodations that I see are low tech, low cost, and no cost accommodations. And this is an important one to look at too. 

Like I actually do this with a lot of my supervisees.  I learned this when I was we changed uh payroll programs.  and we still have training from that years later when people did not get the payroll system, and I had a supervise that, you know, you'd only turn in your time sheets every two weeks, but there were problems with it every time. So, I met with her. We use Teams, so we met on Teams. This was someone who uses a screen reader. I don't. So, I was just having her share screen to see what her screen looked like and help her navigate through to make sure she knew how to do what she needed to do. And then we also had a docent open to take notes in a format that I could read and she could read or use the screen reader to read for her that laid out step by step. So, we were doing that as we went through step by step. We were writing it down and making sure it was written in a way that made sense to her so that she could do that. And you know what ended up happening is I never had to talk to her about her time sheets again. because she had it written down and when she didn't remember two weeks later she pulled it out. 

The other thing that I found though is I was taking that docent with the steps and giving it to all the other people when they had problems and I was sharing it with other supervisors because it was helping everybody who doesn't remember everything that you do when you don't do it every day. So again, like didn't say oh I don't want to write a whole you know standard operating procedure manual for every employee that I have. That's not always what's required. You can just talk to them or while you're doing your training or onboarding, think of different ways that different people learn and different ways that you can memorialize it, usually in writing or by video or however works for you and for your employees to make sure that you have a record of it and it actually solves a problem for a supervisor because you never have to deal with it again. Or if you are continually dealing with it even after you go through all this, then you also know and have a track record that it's a performance problem that is not being solved rather than something that could be solved and you're just not taking the efforts to do it.

Thanks, Paula. And I know that I found there’s so many free tools out there.  if you're using Microsoft Office or Google there are all kinds of products in there like ta you know task list that I use extensively and you know uh project management tools and everything else that can keep keep you on track. So, for everybody, anybody out there who's really wondering about, you know, besides AI, what can I do? Take a little bit of time to watch some YouTube videos on on what's available. And I think you'll be surprised. Not everything needs to be like a whole new software suite, right? 

So, I found I found an amazing app on Teams because I was just looking through the different apps that they have on Teams one day to see what they have. And there's one called Approvals. I have to approve a lot of work from the non- attorneys that are underneath me because of how the rules for attorneys and non- attorneys go. And it's huge. and it was all going into my inbox, which is already a huge mess because I get a lot of emails, but it's time sensitive and everybody wants their work turned around quickly because they're waiting on you to approve it so they can get going. I found that I this approvals thing that has been the most amazing way for me to get my approvals done. And so, and I also have a traumatic brain injury, and so my brain doesn't work like everybody else's does in various ways. and  basically have  ADHD executive function problems. , and I actually ended up being known as the the supervisor in our group that had the highest or the like the the lowest the fastest turnaround times on all the paperwork, when I was the one with a brain injury that struggled more with executive functions and with managing all the paperwork just because I found that tool that's already included in teams and asked all my people to use it and then again other people started using it because they thought it would be helpful even though they don't have brain injuries they just think it's helpful to take those things out of their inbox and put them in a place where they can go through them on priority.

Okay, that's a a great example of a tool that's out there. So again, I encourage folks to like to see what's available and how it might help you. And notice how that not only helped my supervises because they were so happy to get a quick turnaround time, but it made me as a supervisor look amazing because I'm just getting all this work done and getting it done fast, but I'm actually it's much easier for me. You know, I'm working smarter and not harder. 

Absolutely. Absolutely. Win-win, win. Yes, it is. Okay. So, now uh we're gonna turn it over again to Paula and she's going to look at some best practices like what she's seen in research, her own experience, and then a little bit about what we saw with Kelly. So, back to you, Paula. 

00:37:21 - - > 0:51:26 BEST PRACTICES
So, I you're going to hear this again and again. It's going to be a little bit of a broken record, but this is because I really want you to hear this. The number one thing you can do if you want to be an effective manager, in my opinion, well two I will say. One is to be to have a problem-solving mindset that's actually absolutely crucial to accommodating employees with disabilities box checking does not do it you have to have a problem-solving mindset and then the other thing is communication being willing to try different communication styles. So, in the problem-solving mindset And remember, we've been talking about when you have performance issues, looking at it as an opportunity to solve the problem together rather than just label somebody and then try to figure out who needs to, you know, be pushed out. And all of us, you know, we've probably all worked in a place where there's more problem blaming than problem solving going around. and think about how many problems were actually solved that way or was it just a waste of time and energy and creating a bad relationship and people leaving because who wants to be always looking at who's to blame for a problem instead of solving it? 

But I've noticed that there are a lot of workplace dynamics that encourage more problem blaming. Like there's a lot of like how can I take credit for the things that go well and how can I uh push off the blame for things that don't go well and that may seem like it's productive in some ways in the moment but in the long term it's very toxic to the employees and it's not productive for the supervisor either because they're not creating cohesive teams and getting things done and actually solving the problems. So, we're going to talk about how we need team dynamics to be able to have this problem-solving mindset rather than the individualistic dynamics. We're here to work as a team to solve problems.  that we remember we have individuals and we need to have individual support and performance management and have uh adaptability in our approach.  and then Okay, thanks. 

I was going to say next slide. Read my mind. And remember that in all of these in all of these things, everything you do as a supervisor either builds your relationship or destroys your relationship. There's no there's very little that's neutral. You're going to need to rely on that relationship with your supervisor when there are deadline crunches, when there are you know people who leave and it takes a long time to replace them or they're saying we don't can't afford to replace them so everybody has to do more with less. You are going to need your team to rally be around you and you are going to want them to work with you to all look good and all do well. So, we want to be relationship building in everything we do and not making it adversarial but making it a team-problem solving exercise. Now again we talked about this before. Unfortunately, as human beings we have a bias towards similarity and people that are like us but that is bad for performance. , if you can, but if you can start to look at the differences and diverse teams as a plus instead of a minus. And the interactive process teaches this to you. 

So, this is why it's good to learn how to accommodate disabled employees for all of your employees. But it teaches you how to see some things from other people's point of view that don't see things like you do, don't work like you do. Their brains don't work like you do. Their bodies don't work like you do. It teaches you to concentrate on the essential functions of the job that the team needs to get done and not all the minutia that doesn't really matter as much and understand the individual players to be able to figure out how to help them to perform at their highest level and to perform together to get the highest level of work done as a team. Now, if you can learn to do that for employees with disabilities, you can also do that for your employees without disabilities who, this is a news flash, are also individuals who may do things very differently than you do. It's not just people with disabilities that do things differently, have different strengths and weaknesses, have different styles, communication styles, and performance styles. Do you want to get to know all the tools in your team toolbox and celebrate that you have different stools tools instead of hiring all hammers and then wondering why the only jobs you can get done is hammering nails and fastening things together. Think about getting a a toolbox full toolbox and learning how all those tools work and how to use them to get good results. 

Okay, so individual support and performance, everyone does things differently.  the interactive process teaches supervisors to look at what are the true essential functions and concentrate on getting those done rather than what is commonly going on where you're not even thinking of the essential functions of the job. you're just thinking of how can people do this job the way I did it when I had that job before I got promoted to supervisor or how can this job be done the way everybody else has done it. But if you can focus on the essential functions of the job and say these are the things we really need to get done and then function then focus on getting them done and not how they get done. getting them done. Well, that helps all of your employees. So, you're supporting creativity. You're supporting differences. Like, I don't care how you do it. You know, if somebody had told me that I had to do things a specific way, I may have never learned that I could do things through approvals. Like, we always do things through email. You send your things for, you know, your stuff through email and then your supervisor approves it and sends it back to your email. Stuff like that. that would have slowed me down forever and I would have not have been free to find a way to do things better. So if you are open to individual differences and supporting those individual differences and worrying more about getting the essential functions of the job done than exactly how somebody is doing it then you are automatically having a person centered creative innovative approach towards management that's going to get you better results for your employees with disabilities who you owe this legally and for those without disabilities who just need this because they're human beings and for yourself as well because you are creating teams that run smoothly and get the jobs done as well as the individuals can do them on their own and you can spend your time worrying about the essential functions of your own job rather than trying to micromanage every aspect of everybody else's job. 

You get the freedom of knowing that the important things are getting done and you get the time and energy to make sure your team is doing them well and you're focusing on your own job. 

Great. Thanks Paula.  and now we're going to hear from Kelly talking a little bit about the person-centered approach.

Task would be like okay things that we will work on. She would have her responsibilities in the Google docents. So, I would list her daily task clearly and she could track what was expected. She could write in there if she had any questions and I would respond to her via the Google docent. So, a lot of our communication was directly in the docent, right? No confusion, right? And then the daily prompts were really crafted like carefully depending on what she was working on, or an area that I felt she needed help around like self-awareness. I would put things in there like what are you proud of today or what is something you can control right now, right? Or what are you noticing about your body language when you feel confident or anxious?

Great. So, Paula, any quick thoughts about what Kelly is doing here? 

I just love that because she's looking at the individual and seeing what she needs and how to get the best out of her and motivate her and give her the tools she needs, but also I love that she's doing those things in writing and writing the task down because again, that's a common disability need, but it's also a common need of others. So, written agendas in advance help me as a supervisor to make sure the meeting is necessary and we're covering the things we need to, having written notes of a meeting and of the major takeaways and the action items help me to make sure that I've covered that. It helps everybody to make sure they have it. Because think about it, not just as someone like with disabilities who needs that, but how many of you can say that you never have spaced out during a meeting and missed something that was said to you? What if it was a major takeaway or an action item that was assigned to you? So, if you start thinking of these things, these communication processes that are good for everybody rather than a burden that you're doing for somebody with disabilities, then you are getting better results for your entire team. Great. Thanks Paula. Okay. And now back to you about approach and adaptability.

But here we come again with the the problem solving. You have to be able to adapt to diversity. Not everybody is like you. And that's a good thing. Like if everybody wanted to do the same things and was good at the same things, then who would do all the millions of other things that need to get done? So, embrace the diversity. Adapt away from the biases that you naturally have to want people that are like you. And remember that you want that full football team. You don't want everybody that just has one skill. You want that full toolbox with a lot of different tools in it that work for a lot of different things. And that's how you are going to be able to be a star team. And remember that if your team looks really good and is doing really productive work, then you as a supervisor manager are going to look really good. And you're going to take these tools with you. So, you're not going to end up one of those senior leaders that still is an accidental manager and that doesn't have any training on how to manage people and your career building because you're going to get there faster if you're able to bring the best out of your teams. Same skills for the teams that team members that have disabilities or don't have disabilities. They're all individual humans. The more that you can communicate in different styles, problem solve in different styles, and have your team be part of the problem-solving process, the more you will be a good leader, a good manager, and have really highly productive teams. 

Thanks, Paula. Okay. So, as I was interviewing Kelly and she was talking about how she was using, you know, basically a simple Google docent, I started asking the question that I'm many of you out there are probably thinking, which is, you know, does it take more time? Because it sounds like a time-consuming process. So, let's hear how Kelly responded to that question. 

Did you feel like it took you more time? Were you spending more time with her than you know a supervisor typically would? I don't think so. I think I spent more time with the docent. It sounds bad, but I did. That docent became like life. Right. In a way, like I said, it really did help build trust through transparency. Absolutely. But that was a living docent, right? 

Okay, Paula, any quick thoughts about uh your experience supervising staff? And you know, what would you say to people today who who say they just simply don't have the time? 

I can confirm it doesn't take that much more time.  I tend to fit that into the same like meeting spaces that we already have. So, we get it done in the same time, but I like to do things at the same time. So, when we're meeting, we're writing it down in that time rather than having a meeting and then having to remember and go read notes for the meeting. That takes more time. So, if you're doing if it's taking you more time, you might be doing it the wrong way. You might be able to find a way to do it that takes less time. And I would say I don't even spend more time with docent. And she loved to be spending more time with the docent. I don't spend more time on the meeting or the docent. I just get it done all in one and refer to it as needed and move on. And then what I find is it actually saves time in the long time. I get a lot of push back of people saying this is going to take time. I don't have time for this. But what you're getting is a little bit of investment that gets you huge payoffs with a productive team that works really smoothly on its own. You know, you set up a well-functioning system and then the system takes care of everything itself and you have a lot more time and energy for yourself. 

0:51:26- - >1:01:35 TAKEAWAYS

Great. Superb. Okay. So, we're going to talk about some takeaways now.  so, after this, we'll answer the questions that were submitted, but back to you, Paula.

I would say the main takeaway is like I'm constantly talking to employers and managers who see the reasonable accommodation process as a scary, difficult thing they're forced to do against their will because the law requires it. But what I've learned from being on all sides of the interactive process and studying and practicing to be be the best people manager that I can be is that is actually a huge bonus. So, if you work know your work and your team's work well enough to distill the essential functions down like you need to for accommodations and understand what is needed to get them done. , and you know and respect your people on your team enough to problem solve with them when they're having trouble getting them done and have conversations, ask questions with curiosity rather than send down directives from on high when you don't understand really what's going on or why it's problematic for them. Then you end up having the skills you need to be a good manager for all employees with or without disabilities and to be an effective and highly regarded manager. 

You have an easier work life because you work as a team and you're not there dreading it because we'll hate you as their manager. Interactions are difficult. You can have difficult conversations and they don't have to be that difficult, but they're even easier when you've built good relationships along the way and when you're a problem solver and not a problem blamer. And this is only getting more important as I read art a lot of articles like I said in they talk about quiet quitting and quiet cracking and the problems older generation managers are having managing Gen Z workers statistics on rising rates of mental health diagnoses and diagnoses of autism and ADHD. The aging population as the boomers and everybody are getting older and developing disabilities with age. All of them are talking about different problems, but the solutions are remarkably the same and accommodating employees who are not like you teach you these skills that you need. That means you're not a detour on your career path. It's a shortcut to a successful management career because those same skills will help you with all of those problems that the management articles are talking about all the time. 

And those are not just things they're writing about in an article. There are things they write about in articles because they're they're headaches for managers and employers. So, if you can do these things and build these skills, you can create and you can create an inclusive workplace that effectively accommodates people and values people with disabilities and differences. You have your pick of the best employees in the pool. And if you don't, your pool of candidates is dwindling day by day. because the people who are willing to work with you if you're not if you're too rigid and not flexible and don't have these skills is dwindling. We're getting to the point where they may be there if they can't find another job, but they're going to leave and that's why they find the group that most leaves an accidental manager or bad manager are the high performers. You don't want to be the managers that's stuck with all the people that can't go somewhere else. You want to be the manager that can hire, retain, and keep the people that are performing high and making you look good as well as themselves look good in the process and making your workday a pleasure because as stressful as the work is, at least you have doing it with a good team environment. 

Great. Thanks, Paula. And now we’ll we’ll get a summary from Kelly. 

These were very collaborative tools that I used with and I think they reflected a broader truth. So, when we are intentional about the systems we design and where you're flexible and approach it with humanity, you know, right at the center that works better for everyone. that they become effective management practices and not and less about accommodation management. Right? So I think what started as a tailor so they quickly evolved into a you know broader leadership practice curiosity before connection flexibility around you know how she showed up or her energy that particular day because it varies right we don't always have great days and then just really establishing clear pathways for communication and so all those approaches really did help build trust and just know you know really nurture that culture of care you know without compromising accountability Right. Right. Right. 

So, Paula, uh, anything to build upon what Kelly said? 

I thought there were some interesting points in there, especially about accountability because they had this shared docent and I just want to do a time check. It's just about 11:00, so we have Q&A to go, too. Yeah. And my response is basically amen. You don't have to support, you do not sacrifice accountability for reasonable accommodations. It's to help employees perform all essential functions of the job, not to wave essential functions. And the same thing with non-disabled employees, you're helping them to do all the essential functions and you have better accountability. And like I said, even if it comes to the point where you really do have to have a performance issue and you have to get rid of somebody that's just they can't do the job, you still have that accountability on both sides. you have that written record. You have the record of really trying to solve the problem, and that will save you from fear of lawsuits because nobody wants to be a witness in a lawsuit. That will save you from all the problems that come when people leave and you can't fill that position. It really is a win-win to do this, if you embrace it instead of letting your fear from embracing the process. 

And I think one of the other things that she's emphasized a couple of times is that trust, right? So, the communication and the shared document really be building trust and that creates an environment where it's much easier to problem solve. And even without even without a shared docent, whatever method you need to build trust and trust in your relationship helps you because supervisors who don't trust you will not tell you. They will be afraid to tell you, ask questions when they need to tell you when something's going wrong. And we all know it's easier to fix a problem before it happens than it is to clean up a mess when the problem gets too far. So, building that trust and that ongoing accountability instead of waiting until evaluation to figure out that this has been a bad situation for a year or wait until something blows up and there's a big problem to realize that you had miscommunications along the way that could have been solved and avoided that problem. You don't want that. You want the piece that comes from just ongoing accountability in whatever form works for the supervisor and supervisee. So, get out your toolbox and learn how to communicate well and things well. 

1:01:35 - - > 1:27:56 WRAP UP and EXPERT ADVICE

Absolutely. Thanks Paula. Okay, so final thoughts.  So, we basically have gone over some of the research and the trends that show that part of being a successful supervisor is learning some of these soft skills. We've also you know current our workplaces are changing dramatically. We've got uh a new generation in who you know might not say share the same priorities about work life balance that those of us who have been in the workforce for a while like me  you know how we see the job.  So, you know the research also points out the importance to you know if you have a great team and you’re supervising them effectively you can stabilize the staff and it'll save money right because you don't have that turnover. It's a great return on investment. 

And then we also covered some best practices. We talked about problem solving having diverse teams so you're not hiring you know somebody who looks like you every time. you're really thinking about the team and seeing where gaps are. , we talked about some tools you can use, being adaptable, , being flexible communicators. , and we also talked about, you know, if there is a low performer to be curious, right, and to look at that it might just be they need some, you know, specialized support in order to get the job done. , and so all of these really lead to trained managers, right? we're shifting away from that accidental manager.  you know many of you said that the training that you got really didn't prepare you for the job. 

So you know in order to do that that the skills gap  is really based on you know you know communication  building trust uh and when we have trained managers you know these are the most important people in an organization to retain staff increase productivity compliance innovation and it'll help you go from you know constantly being reactive as things blow up to be active actively proactive  especially with your supervision and and the what your team wants to take on. 

Okay.  so now we have come to the section on the expert advice. Uh some attendees took advantage of submitting questions along with their registration. I'm going to just do a reminder here and Paula will echo this is this isn't intended as legal guidance. This is really just Paula providing possible solutions to the questions you submitted based on her experience. We had a number of questions and so we've condensed them down to like five. So, let's look at what they say. 

Okay. So, the first question and and Paula, we have probably about 10 minutes to get through this, so we still have room for anything in Q&A. And uh Bethany and Andrew, if you can help me uh see what's coming up in Q&A, that'll also help us manage the time here. Okay. So, what's the balance be being between being helpful and enabling? 

That's a good question. That is and I think  it's pretty easy to answer because when I think about enabling I think enabling is enabling someone to keep doing things the same way or like if you look at accommodations like it's enabling would be helping them to still not be able to do all their essential functions but keep their job is how I see that being helpful is helping them to be able to do their essential functions. Nobody, myself included, that is a person with disabilities, an employee with disabilities that I have ever spoken to, sees themselves as a charity case, they're not looking to get out of doing work. They're getting they want to do their job. So, be helpful. Help them to learn their job. Don't enable them. There's this we're not enabling people who need our pity to be able to keep a job they can't do, right?  and then we had a couple of questions around this theme which is you know how do you how do you balance that over involvement or micromanagement when people are working remotely? I saw a really good article on this where IT people and other managers were saying like when when people went remote there were a lot of micromanagers that really wanted to do like keystroke count mechanisms and things like that. And the warning was that if you're counting their keystrokes, then what you're going to get is people pushing the space bar more often but not necessarily doing better work. I actually started at DRC in May of 2020. During the pandemic, everybody was at home. I didn't meet any of the people I supervised until I'd been working with them for like two years. I never met them in person. So, you can use the same relationship building and trust building and communication skills. you just have to tailor them to, you know, video or calls, and the same way, like we also know, come on, let's be honest. We all know people that in physical offices are on their phone more often or doing pretending to work more often than they're doing actual work. So again, if you keep your eye on the essential functions and what performance metrics you expect what work needs to be done and not necessarily how it's done or where they're doing it or whatever. Then track whether the work is getting done and how well it's getting done. And if it's getting done while they're remote, great. If it's not getting done, then that's the problem, not the fact that they're remote or not remote. There are some people that have a hard time working remotely and being accountable, then maybe they need to be working in the office. There are also a lot of people that are more productive when they're working remotely because they can manage distracting distractions and other things, especially disability issues. So, right be concerned about what work is getting done, not micromanaging how it's getting done or assuming that if you're not looking over their shoulder all the time, they must be moving off or doing something else. 

Great. Okay. So, tips and strategies for removing a toxic work environment. I honestly have given up on solving a really toxic work environment that's that's at high levels. 

 I think that takes the highest levels not only deciding the tox the work environment needs to change but taking very specific actions and making people accountable for those changes. But what I can do and what we can all do is make our team a non-toxic work environment. And that's exactly like what we've been talking about where we are the type of manager where our employees can come to us when they have a problem we can problem solve instead of being afraid to talk to us about a problem and just trying to do their best and messing it up. Having a place where we actually have respect for each other and differences and are trying to work out good ways to communicate where if we say something and somebody doesn't understand it, instead of just saying it louder or yelling at them or rolling their eyes, calling them stupid because they don't get what you're saying, you try to find out where did the communication miscommunication happen and solve it. That kind of thing can create a very non-toxic work environment in your little space. And that's valuable. In fact, it may even be more valuable in a toxic organization because it's a little, you know, safe haven in a toxic world. But it also can spread because maybe if your team is more productive and is retaining people while everybody else is having retention problems and productivity problems, maybe there will be more motivation at higher levels to change the the culture because they will see the actual payoffs. telling people to change how they do things doesn't always work, but seeing the benefits for themselves may motivate them better. Right. Super. 

All right, so we see this an awful lot where an employee uh comes and says, uh, I see they have like a particular accommodation. I want that too. So, any suggestions on how to handle these employees? Yeah. And in fact, I'll put a link in the chat. There's a whole article on the job accommodation network site about that. You cannot disclose anybody's you cannot I'll try to put it in the chat. You cannot disclose.

Hey Paula, it's Andrew. I actually have that link. Uh so I'll go ahead and share it in chat for you so you don't got to worry about that. 

 thanks. So  you cannot disclose other employees disabilities without their permission but they give permission sometimes with things like especially with autism a lot of times they want people to know sometimes they don't want anybody to know sometimes they want people to know that their brain works differently so that they understand that they're not trying to be difficult that that they just work differently and need to be communicated with differently but  you just have to handle that carefully. , the bottom line is the law requires accommodations for some and not for others. But if you do what we've been talking about today where you're open to accommodating all your employees, which is what I do, I will if it's something that they need that I can do for them. It's not going to cost anything. Don't have a clear with HR or whatever, then I just do it. What do I care whether they need it because of a disability or not? So, you can just do a lot of things and and solve the problem. And then also if you're doing that you build up that relationship of trust where if it comes to a point where you say some people get things that you don't they do trust that you're not just playing favorites. They have seen that you will do it if you can for them and there must be a good reason you can't. 

Super. Okay. On to the final question.  I'm I'm going to read this verbatim. How do you handle a situation where because of a disability that impacts behavior and interpersonal communication, one ma one member of your staff makes others on the team feel bullied and or uncomfortable? 

That's a big one to unpack. This is a big one and I see this a lot primarily with things like autism where the communication styles and the bluntness and the like uh the difficulty with social interactions are so different that it's coming forward.

We tend to think that everybody thinks that way we do and there's things that are common sense or everybody knows but we don't even understand that they're social constructs that have a lot of social rules behind them. , one thing that I do know is that you need to be careful about talking about bullying or being uncomfortable. I wouldn't tell anybody that they have no right to feel uncomfortable. But on the other hand, like I also worked at as a school outreach counselor for several years and I never met anyone who was a bully.  because even those that were labeled bullies had reasons for what they did and they were saying they were reacting. It was self-defense. They were reacting to something somebody else did. So, when you're seeing this kind of problem, especially if there might be a disability related to it, I think you have to handle it very comfortably or very carefully and you need to have that comfort comfort level with your team where you can sit around and talk about okay you're saying that you feel bullied or uncomfortable. So, what exactly do you mean by that? What exactly is happening? Again, not who is the problem? who are we blaming for this problem, but what is the problem and what can we do to make it better and be careful to implement those things across the board and not just against one person. So, for example, try to change the behavior of someone, especially if it's something like autism or something where it's it's brain based, they can't change the way their brain works. But you can say things like it would be good if I had better example. 

Let me think of an example. Like they're very direct and very abrupt for example and it just it makes me feel uh like they're bullying me or you hear a lot like they ask a lot of questions that they're they're questioning my authority. They don't accept my authority. question that and say, is that really what's going on or do we need to give everybody some phrases like let's everybody start with, okay, this is my opinion of how this should be could best be done and then we accept that whatever anybody says after that is just their opinion. Whether they say it as a strong opinion or a passive aggressive opinion, we don't judge. We just say this is it. How do we talk to people as a team about the fact that everybody has different communication styles and things that are happening? And we have to concentrate more on the getting the work done and the actual behaviors more than the stylistic parts of it. That's going to take some deep levels of comfort and being able to have difficult conversations. And actually, I deal with these things. So often it is so heartbreaking for me what it does to both the employee and the manager who I often see as both trying to work in good faith and being very frustrated that I want to put together a space where we can have more conversations and real-life examples of this and get more understanding of these very kinds of issues. 

So, if you're interested in that, please reach out to me because I am looking very seriously at building a space like that and would be happy to have anybody who's interested in learning more about that join that because it's not something that you can really explain in a two-minute Q&A. But I it really is something that people in good faith, nice people struggle with and and need more help and skills, I think, and practice. Absolutely. Absolutely. 

Okay.  So, I just checked with Andrew and he says there are no questions in the Q&A that that we have at this time. So, if anybody has a question, uh we'd encourage you to put it in now.  I'll give folks a little bit of time to do that.  or if somebody has a question you can you can use the reactions to Andrew. Are they able to raise their hands?

Yes. Hi. So, this is Andrew. They are able to raise your hand. So, if you want to raise your hand and ask your question live, I can let you unmute and we can do that live as well. 

In the meantime, I did just think of an example of that last question that's kind of short and quick. There was actually somebody that I was not involved with, but I was just the manager that got this call, and they were complaining that they were yelling at the staff. And this person says, "Because of my disability, I get frustrated and my voice raises and I start yelling and I don't even realize and you need to accommodate that because it's disability related." And my response to that was not to say, "Well, I don't care about your disabilities. You can't yell at people, whatever." not to have it that way, but to say to him, look, I am happy to accommodate disabilities, and we can talk about accommodations and problem solve together, how to make this work. But I can tell you right now, the accommodation is not going to be that you get to yell at our staff members. So, let's talk about what other things that we can do. Like, do you need some space before you talk to somebody? Would it be better to email rather than be on the phone so that you can catch your tone and have somebody read it before you send it?  talk about problem solving like that. But the way that conversation went was a lot better and we were able to come up with a solution because again I did not say you're allowed to yell at people. That behavior is the problem. That behavior is unacceptable. But I'm not saying that you were a problem or you're unacceptable. And let's talk about other ways that we can solve this problem that was brought to my attention. 

Okay, and a question did come into chat, and I don't see any hands raised. Andrew, correct? No hands up. Yeah. 

Hey, this is Andrew. We actually do have one person with their hand raised. It's Carlos. So, I'm gonna let allow Carlos to talk. Okay, great. And then Carlos, you should be able to unmute yourself and ask your question. 

Thank you. Good morning all. I believe that uh bullying should be the topic at least in the beginning top three of every huddle or meeting for the reason why that bullying is not always verbal or uh someone's demeanor but also silence being silent and what I mean by that is forcing others to talk to that person  point I would I would I would agree agree that interpersonal relations and problems within the team should be top of mind at all times. I would just be very careful about calling it bullying because nobody thinks they're a bully. So, every meeting or every training I've seen in a school where they talk about like no bullying doesn't get you very far because what you get is defensiveness. I'm not bullying anybody. So, I agree. I strongly there's a lot of bullying that happens and there's a lot of problems that are created with interpersonal conflict.  I would just worry about the terminology and how you address that problem. It's whether it's a problem person or how we are all going to show respect to each other.

Great.  and then we got a couple more. Ava has her hand raised. I'm going to go ahead and allow her to speak. Oh, her hand went down. So, maybe Yeah.  I've been I've been answering her. Yeah. Oh, she raised her hand again. So, I'm going to go ahead and allow her to talk and see if she has a question. Ava, you should be able to unmute yourself now if you have a question. Sorry about that. 

Thank you. I didn't want to have a persistently raised hand. That's why I lowered the hand. I apologize. Thank you uh Pia as always and thank you attorney Tobler and all participants and contributors. Excellent presentation and I thank you on behalf of the medical services unit attorney Tobler I just wanted to ask something that I actually supposed to our do legal team. We have consumers who of course we are blessed and fortunate to be able to serve that and I and I am as part of medical services unit and I'm sorry to kind of backtrack just to explain I don't have direct contact as a medical consultant with consumers.   I uh because it causes a as you know from from the legal uh relationship an uh physician patient relationship that the do is not really supporting through MSU. We have contractors that help with our consumers, but what I'm just speaking on behalf of our counseling service that do have direct contact with consumers. And maybe this is not the right uh platform to talk about this. We do have several many many of our do employees that are that have disabilities. I myself have a visual disability, but we have those that have other kinds of disabilities that are impacted by bullying not so much from fellow employees that but from consumers and this is not to bring cons criticism to our work. This is a blessed job. We are fortunate and blessed to be able to help other individuals with disabilities. But sometimes we have threats. we have things that occur and sometimes it comes from a place of someone being in a stressful situation.  those that have insight to be able to get the counseling that they need to deal with their ability to u manage their stress that that unfortunately spills over to our poor hardworking counselors are getting therapy. Those that do not have the insight that's another challenge. So, I wanted to ask uh attorney sorry about the long, long extended question. What are and if this is not the avenue I can I can follow up later. What is the avenue that our employees can take when they feel bullied uh by consumers on the job and threatened and feel like they can't really wiggle out of a situation but they have to kind of deal. 

So, I can't give you legal advice. Uh, as as you know, you've already reached out to your legal advice advisors in the DOR. I actually worked as a supervisor in the CAT program. So, I'm very familiar with the DOR clients and used to always say to the counselors like remember your clients are our clients as well and we deal with the similar behaviors. And I won't say that a lot of difficult behaviors don't come with dealing with especially certain populations.  I did put training materials together that I presented to some of the do offices in the LA area on deescalation if you are trying to get off the phone with someone like that or try to deescalate when they're escalating. And I would be happy to share those materials with anybody or to talk on the site or like I said that might be a good thing for the community building for people to to work on. So please feel free to reach out to me directly and we can talk about what resources might be available or what we might be able to to do. Again, this is something that is not going to be answered in like a a a two-minute Q&A answer, but it is a very serious thing that I think about a lot and my as you can imagine probably from your state, I have PTSD and traumatic brain injury and a lot of frontal lobe damage. So, I had the PTSD have putting my emotional responses on hyperdrive and the brakes were damaged. So, I have lived experience also have degrees in psychology. This is an area of special interest to me because I know there are a lot of ways of handling. I've also been a conservator to people with major mental health issues that have been hospitalized for dangerous self and others repeatedly. So, it's an area that I have a lot to say about and would love to talk to you about more and can help you with resources, but please reach out to me at my email and we can talk about how to do that. 

Great. Thanks, uh, Paula. So, we have two related questions. Well, let's start with this one. I know we went over the role of being a good supervisor. I am wondering if the employee required, uh, if the employee required to ask for an accommodation as well as the supervisor recognizing a possible need. 

So again, this is not a place for legal advice, but I'll just tell you in general that there can be a duty for you to ask if someone needs accommodations if you have reason to believe they have an an a disability and the issue is disability related even if they have not asked for accommodations. So, if you don't understand what those obligations are, maybe ask for a training from your legal people. But that's why I also say it's much easier for supervisors to start every conversation that's a problem. Like when you see a performance problem, start it with asking about the problem and the solving like okay is there something going on? Is there some way some way that I can help? How can we solve this problem? because we we value you. You have a guy like good skills but this performance issue is a problem or you're not meeting this essential function or something like that because that does give them the opportunity to disclose if they have it. It also is looking like an interactive process instead of a disciplinary process which can be better if they do happen to have a disability and it's just a better way to problem solve whether they have a disability or not. But either way, start trying to problem solve. You can identify problem. You can identify performance issues. Just can't start blaming them on disabilities and start talking about disabilities and trying to do things like that without being careful about whether they disclosed or you really have reason to believe or things like that. So, hope that helps. Yeah. 

So, we have a question from a new supervisor, and she sometimes gets employees who say, "The former manager used to be okay with me doing it this way." So, any recommendations for her? She says her usual reply is, "Oh, I didn't know that, but I would appreciate if we start this way." 

Good response. any other things that you think might be uh good advice for her for dealing with those employees? And time check, we have 2 minutes left. 

So, if they did it that if the prior manager allowed it because they had a formal accommodation for a disability, then you should be looking, you know, find that out and get a copy of their accommodations because you are responsible for their accommodations as their new manager as much as any manager. It's an employer wide thing. If it's not an accommodation, it still might be disability related. So again, I would have the conversation saying, I prefer that you do it this way. And if they bring up like, well, because of my disability, it's easier for me to do it this way, then you go into the interactive process. If it's something that's just matter of preference, then you decide whether want to have your preference or not, even then though, I'd be a little bit personally wary of saying, Well, this is the way I want you to do it when you've done it another way." Without asking, is there a reason to that make you more productive? Is there a reason that that's important to you? Because again, that's relationship building. And that's also giving you the opportunity to find out if there's a better way to do things or if that personally is a lot more productive for you if they can do it their own way, their own style.  even if it you know isn't the way that you would do it and then you have better information to decide how you handle that request for a variance and how you do things. 

Great. Thank you uh Paula for that. So, we've cleaned out the Q&A and since we're at time just there's Paula's information. I know a lot of you asked for it was put into chat. It's in your accessible outline.  So, you can reach out to her there. And then for everybody who was here, thank you so much for attending.  we really appreciate you coming to these and there’s because it's Zoom, there's going to be a survey afterwards, right? And we love feedback. So, if there are topics you'd like us to cover, please use the comment section to put those in. uh we're looking to create more webinars and learning events. So, we really do want to hear what uh your suggestions are. So, again, thank you for attending. Our contact information is, you know, by phone, by email. We're always here uh to answer your questions. So, thanks so much. Take care, everyone. Bye-bye. Thank you, everyone. And thank you, Paula. My pleasure.
