Our Organizations Run on

a Hidden Operating System.
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Organizational OS

Every process, cultural norm, and measure of success in our company is governed by an unwritten code—an
“operating system” that defines what is default, desirable, and efficient.

This system is designed around a specific type of user: the neurotypical employee.

We call this system Neuronormativity. And like any outdated OS, it is creating critical performance gaps.
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11n 5 People Run on a Different Operating System
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Neuronormativity is an OS Built on Exclusionary Design.
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Recruitment Work Environment
Traditional interviews that preference Open-plan offices that assume universal

sensory tolerance, creating overload.
(Source: Nash, 2024)

neurotypical social cues over technical
capability.
(Source: Patton, 2019)
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Performance Communication
Management systems that reward Norms that privilege spontaneous verbal
neurotypical executive functioning and interaction over structured, written
misrecognise diverse capabilities. communication.
(Source: Seitz & Choo, 2022) (Source: Doyle & McDowall, 2022)

“This is not neutrality; it is what Huijg (2020) calls a ‘disciplinary logic'—shaping

organisational expectations around a single pattern of functioning.”
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An Outdated OS Corrupts Our Most Critical Functions.
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Talent Employee

Acquisition Retention

We forfeit exceptional We face higher turnover

talent through biased as neurodivergent
screening and interview employees leave

processes. environments

misaligned with their
needs.

(Source: Khan et al., 2023)

Innovation
Capacity

We suppress the
cognitive diversity
essential for creativity
and complex
problem-solving by

pressuring conformity.
(Source: Krzeminska et al., 2019)

Employer
Brand

We risk reputational
damage and lose the
ability to attract

values-aligned talent.
(Source: Ali et al., 2024)
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The Human Cost: ‘Passing’ Creates a Double Bind

To survive in neuronormative
systems, many neurodivergent
individuals must engage in
‘passing"—the emotionally
laborious act of concealing their
neurodivergence to conform.
(Source: Ozbilgin et al., 2023;
Santuzzi & Keating, 2022)

This creates a profound
Disclosure Dilemma:

¢) Disclose: Risk stigma,
career disadvantage, and
discrimination.

) Conceal: Forfeit access to
necessary support and
accommodations.

This conflict is compounded for individuals at the intersections of race, gender, and other
marginalised identities. (Source: Doyle et al., 2022)
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Why Our Current ‘Patches’ Fail to Fix the System.

Neuronormativity

Most organisational interventions remain top-down,
compliance-oriented, and disconnected from
neurodivergent lived experience. (Source: Erbil et al.,
2025; Hennekam et al., 2023)

The Failure of '‘Awareness’.

Diversity training alone rarely produces lasting change
without accompanying policy reform, leadership
accountability, and resource allocation. (Source: Dobbin &
Kalev, 2016)

The Trap of ‘Ignorance as Design'":

Organisations often maintain plausible deniability about
neurodivergent needs through structures that
systematically avoid acknowledging neurodiversity.
(Source: Erbil et al., 2025)

Conclusion: Superficial fixes cannot solve a foundational
design flaw. We need a new architecture.
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The Upgrade: From Designing For to Co-Architecting With.

Designing For Co-Architecting With

Co-design is the solution. It is a collaborative methodology that positions neurodivergent individuals as co-architects of
organisational systems, not passive recipients of policy. (Source: Ozbilgin, 2024)

Core Principles of Effective Co-Design:
e Authentic representation (not tokenism).
 Compensation for expertise and labour.
* Psychologically safe spaces for honest input.
* Ongoing involvement toward co-ownership.
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A Blueprint for Transformation:
Four HR-Led Co-Design Interventions

Shared Inquiry

Challenge Addressed:
Stakeholder Ignorance &
Indifference

Relational Support

Challenge Addressed:
Disclosure Dilemmas

L

Lo

Inclusive Policy

Challenge Addressed:
Legal Ambiguity

Embedded Feedback

Challenge Addressed:
Resistance to Change

Framework adapted from Ozbilgin et al.'s (2025) process model.
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Co-Creating the Rules of Engagement and the Systems of Support.

Shared Inquiry & Awareness-Building

Move beyond one-off training to continuous, collaborative
learning.

Key Practices:

» Neurodivergent-led educational initiatives.
» Collaborative workshops to identify barriers.
» Structural audits of core HR processes.

Case Study Section

Case in Point: Ernst & Young

EY's Neurodiversity Centers of Excellence established ongoing
learning communities where neurotypical and neurodivergent
employees collaboratively redesign project allocation and
communication protocols. (Source: McDowall et al., 2023)

Inclusive Policy Development

Move beyond minimal compliance to proactive, flexible
frameworks.

Key Practices:

e Flexible accommodation frameworks (not prescribed lists).

e Proactive cultures that offer support universally.
e Accessible, jargon-free reasonable adjustment processes.

Case Study Section

Case in Point: SAP

SAP's Autism at Work program co-created policies for flexible
work, modified interviews as standard practice, and sensory-
friendly workspaces. (Source: Krzeminska et al., 2019)
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Building Pathways for Safety and Systems for Adaptability:.

Relational Support Pathways

Create conditions where disclosure is voluntary, safe, and
productive.

Key Practices:

« Multiple, confidential disclosure pathways.

» Peer mentorship programs connecting neurodivergent
employees.

« Allyship training for neurotypical colleagues.

Case Study Section

Case in Point: JPMorgan Chase

Provides trained neurotypical mentors, career coaches
specializing in neurodivergent development, and confidential
channels for requesting accommodations. (Source: Ezerins et

al., 2024)

Embedded Feedback & Continuous
Improvement

Jointly optimize technical systems (policies) and social systems
(culture) through continuous feedback.

Key Practices:

« Regular neurodivergent employee climate surveys.
« Participatory evaluation of all interventions.
« Metrics and leadership accountability for neuroinclusion goals.

Case Study Section

Case in Point: Hewlett Packard Enterprise

HPE's Dandelion Program uses quarterly reviews with
neurodivergent participants to refine workspace design,
communication protocols, and career pathways. (Source: Khan

et al., 2023)
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Proof of Concept: Microsoft Re-Architected Hiring for Neurodiversity.

Instead of trying to ‘accommodate’ candidates within a flawed process, Microsoft partnered with neurodivergent
individuals to redesign its entire hiring system from the ground up. (Source: Austin & Pisano, 2017)

Old-ModeH{Eliminated)
Traditional, unstructured
interviews privileging
neurotypical social
interaction.

-

New Model (Co-Designed)

An extended assessment academy where candidates:

97

Demonstrate
capabilities through
hands-on projects.
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Receive clear
expectations and
schedules.

20 0
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Interact with managers
in structured, low-
pressure formats.

Beyond Hiring: Neurodivergent employees then helped co-design workplace accommodations, mentorship
structures, and career development pathways, ensuring an inclusive end-to-end experience.
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The NeuroOS 2.0: Embedding Inclusion into the Fabric of
the Organization

Sustained transformation requires building permanent organizational capacity. This moves beyond isolated
interventions to fundamentally reshape our systems, contracts, and learning processes.

Psychological Contract: / 5 o q Operational Model:
Recalibrating expectations from | @ EHH /f"”f % - Redesigning physical and
conformity to co-creation K E digital infrastructure.

CJ

Neummcluswe
/ Culture

Data Governance: f@-ﬂ
Future-proofing against \/“*H fﬂﬂ
algorithmic bias.

Continuous Learning:
Embedding neuroinclusion

into the organizational DNA.
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Reshaping Our Contracts, Culture, and Spaces.

Recalibrating the Redesigning the Operational Model
Psychological Contract
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Shift from an implicit demand for ‘passing’ to an N dlalE
explicit valuation of neurodivergent contributions. g — 'L @
(Source: Ozbilgin et al., 2023) == p '_:>
Normalize flexibility and accommodation for ALL Key Innovations: Sensory-diverse workspaces, flexible
employees, reducing stigma. location policies, accessible communication tech.

Universal Benefit: Workspace adjustments benefiting
neurodivergent employees—Ilike managing noise and
reducing interruptions—enhance all employees’
experiences. (Source: Weber et al., 2024)

Case in Point: Auticon: A consultancy exclusively employing autistic IT consultants, provides sensory-friendly offices,
job coaches, and flexible work arrangements as standard. (Source: Krzeminska et al., 2019)
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Future-Proofing: From Algorithmic Hygiene to a True
Learning System

9 Al-driven HRM risks embedding neuronormative biases at
scale. Algorithmic screening can penalize employment
Al GO}JEI’I’I&HCE & 7 gaps or non-linear careers common among neurodivergent
Algorithm W - individuals. (Source: Bircan & Ozbilgin, 2025)
. | ~
F u;-,_:_/fl . . Ay . .
StewardShlp U~~~ The Mandate: Requires neurodivergent participation in Al
| Li design, bias auditing, and human oversight.
Knowledge Neuroinclusion must be embedded in the organizational
Continuous DNA, not treated as a temporary initiative.
Learning Practice CT:SE in Pqint;} Sp.ecialiste;nle: A global Drganiz;tiﬂn
Refinement whose entire business model centers on neurodivergent
Systems K/ talent. They continuously refine practices through partici-
cipatory evaluation and share their model globally. (Source:

Austin & Pisano, 2017)
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Neuroinclusion is the Next Frontier of Organizational Excellence.

Transforming our organizational OS is not simply
an act of accommodation; it is a strategic
upgrade.

The Outcomes

e Justice & Dignity: Enhanced recognition and
authentic belonging for all employees.

e Talent & Performance: Realized potential of
an untapped talent pool, leading to improved
engagement and retention.

» Innovation & Resilience: The cognitive
diversity essential for complex problem-
solving and future adaptability.

The path from a neuronormative past to a neuroinclusive future requires leadership. By
adopting co-design, we build more effective, more innovative, and more human organizations.
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