
[image: Image for the Better Accommodation Project in shades of pink and purple. The text "Better Accommodation Project" appears on the image along with 7 small icons displayed horizontally representing different types of disabilities. Several curved lines of varying thickness run across the bottom of the image. ]
[bookmark: _Toc209005921][bookmark: _Toc209006105][bookmark: _Toc209103613][bookmark: _Toc209702607]Performance Measurement Framework
Purpose of this tool	1
What is a performance measurement framework?	1
What are service standards in the context of workplace accommodation?	2
Performance measurement framework	2
Theory of change	2
Logic model	3
Key performance indicators	3
Using data to track and measure key performance indicators	4
Examples of data sources:	5
BAP key performance indicators	6
Service standards	10
Why service standards matter for workplace accommodation	10
What does a good service standard look like?	11
How to get started	11
Considerations	12
Examples of service standards – Workplace accommodation centre of expertise	13
Further reading	15

[bookmark: _Toc209702608]Purpose of this tool
This tool is for departments to measure the effectiveness of their workplace accommodation service delivery model. It also provides information to departments and agencies on how to set service standards when delivering workplace accommodation services for employees with disabilities and how these work along with the performance measurement framework.
[bookmark: _Toc209702609]What is a performance measurement framework?
A performance measurement framework (PMF) is a structured way to track how well a program or service is working. 
· It helps collect and analyze data to measure results.
· It identifies what to measure, how to measure it and who is responsible.
· It ensures the program stays aligned with its goals.
· It supports ongoing learning and improvement.
Key elements of a performance measurement framework include:
A logic model – A visual map that shows:
· What goes into the program (inputs)
· What the program does (activities)
· What it produces (outputs)
· What changes it aims to make (outcomes)
A theory of change – An analysis explaining the “why” behind the logic model:
· It describes how and why the program is expected to work.
· It includes the assumptions, risks and key factors that influence success.
· It shows the steps needed to move from activities to real, lasting impact.
[bookmark: _Toc209702610]What are service standards in the context of workplace accommodation?
· A service standard is a clear, simple statement that describes the level of service that an individual can expect from an organization. 
· Service standards set out expectations about the workplace accommodation process. 
· They inform service users, such as employees and managers, of what to expect. 
· For example: “Your request will be acknowledged within two business days.”
· They set targets for how workplace accommodation centres of expertise carry out their operations. 
· For example: A request must be acknowledged within two business days
[bookmark: _Toc209702611]Performance measurement framework
The performance measurement framework identifies what successful workplace accommodation service delivery looks like, what data to track and how to use it to improve workplace accommodation services. In line with the Key Success Factor 5 found in the Maturity model for a Best-in-Class Workplace Accommodation Service Delivery Model (‘Maturity model’), the PMF provides information to help organizations continuously improve their workplace accommodation services.
[bookmark: _Toc209702612]Theory of change
Despite progress in accessibility in the public service, federal employees with disabilities still face challenges in securing timely and effective workplace accommodation solutions. These barriers contribute to lower job satisfaction, reduced productivity and increased turnover.
The theory of change explains how and why the experiences of federal employees with disabilities will improve as departments or agencies incorporate the key success factors for a best-in-class workplace accommodation service delivery model. For a detailed description of the Key Success Factors (KSF), see the Maturity model. 
[bookmark: _Toc209702613]Logic model
A logic model is a visual map that shows how different pieces of the workplace accommodation centre of expertise interact with one another. It helps keep focus on what success looks like and how to get there. The theory of change explains the “why” behind the Logic Model for Best-in-Class Workplace Accommodation Service Delivery. 
The elements of a logic model are as follows: 
· Inputs:  The resources and tools you need to make the program work
· Activities: What the program does with the resources
· Outputs: The immediate, visible results of the activities
· Outcomes: The change that happens because of the program
An example of the change that might occur as described in our logic model:
· Inputs: Expertise in workplace barriers and solutions
· Activities: Develop, implement and monitor well-trained advisors and corporate enablers to provide expert services responsive to a diversity of accommodation needs and solutions
· Outputs: Services provided by enablers are trustworthy, consistent, streamlined and managed centrally with defined service standards
· Outcomes: Improved consistency of processes supporting workplace accommodation services
[bookmark: _Toc209702614]Key performance indicators
Key performance indicators (KPIs) are simple, measurable signals that show how well your centre of expertise for workplace accommodation for employees with disabilities is meeting its goals. KPIs should be developed using the SMART process: 
· Specific 
· Measurable 
· Achievable 
· Relevant 
· Time-bound 
The Office of Public Service Accessibility’s (OPSA) Accessibility Hub’s Data Measurement page contains helpful information. 
This framework provides suggestions for KPIs that you can use to measure the KSF. To measure progress, evidence-based data is collected from reliable, consistent data sources. See Using data to track and measure key performance indicators for further information.
The KPIs can be integrated into departmental plans and initiatives (e.g. workplace accommodation or accessibility evaluations, accessibility plans and progress reports), as well as departmental plans and reports on results. 
Departments can tailor these KPIs to their unique organizational context and should collaborate with employees with disabilities, workplace accommodation experts and performance measurement experts to define and integrate similar indicators into their measurement framework. Use these KPIs to set measurement goals and develop service standards.
[bookmark: _Using_data_to][bookmark: _Toc209702615]Using data to track and measure key performance indicators
To measure progress, evidence-based data is collected from reliable and consistent data sources. Locating relevant data sources requires research and outreach to different partners across your organization. 
Data can be qualitative or quantitative. Quantitative data provides the “what” and “how much” (i.e. things you can count or measure with numbers), whereas qualitative data explains the “why” and the “how” (e.g. insights, opinions or stories). An example of a use for qualitative data is to capture the employment experience of employees who are neurodivergent or who have intellectual disabilities to determine if the workplace accommodation solutions are meeting their needs. 
When deciding whether to collect quantitative or qualitative data, you should consider what information you are trying to understand. 


Example of qualitative and quantitative data in a workplace accommodation context:
· Qualitative data: Feedback from employees and managers during or after receiving workplace accommodation solutions.
· Quantitative data: Number of workplace accommodation requests received in a six-month time period
[bookmark: _Toc209702616]Examples of data sources:
Operational and administrative data
Organizations can collect data on workplace accommodation requests using a variety of formats; however, a structured process can enable better data collection and analysis.  For example, each step in this process can be defined and captured using a database, such as an excel spreadsheet or a case management tool built on a digital platform. Users can track several pieces of information at once and combine that with existing data to create reports and dashboards on the performance of your workplace accommodation service model. 
If you have onboarded the digital Government of Canada Workplace Accessibility Passport on the Treasury Board Secretariat (TBS) Applications Portal, you can draw on the reporting feature’s aggregate data to inform evidence-based analysis.
Surveys
Employee satisfaction can be gathered using methods that can be as simple as a “pulse” or quick survey provided at regular intervals or times during the workplace accommodation process. These surveys can be short and designed using easy-to-access tools, such as GC Forms. See How to Build a Centre of Expertise for Workplace Accommodation for Employees with Disabilities – Annex C for an example of feedback survey. Collecting insights from existing surveys and departmental HR data can help track progress and avoid overwhelming employees with too many questions.  
In addition to a short survey, case managers or intake coordinators can incorporate questions to employees and managers into their conversations. For example, after a conversation, questions can include: “After our conversation today, do you feel more equipped to discuss workplace accommodation with your manager or with your employee?”
Public Service Employee Survey
The Public Service Employee Survey (PSES) is open to all employees and provides data insights on employee workplace experiences, including workplace accommodation. PSES survey results track progress over time to help develop and refine action plans, and results can be interpreted at an organizational level. 
The PSES is organized into several sections relevant to workplace accommodation, including questions on:
· The duty to accommodate
· Harassment
· Discrimination
· Stress and well-being
These questions are relevant to employee engagement and experience with the workplace accommodation process and can be used to measure outcomes included in this Performance Measurement Framework. Departments and agencies can find specific questions at the PSES website 2024 Public Service Employee Survey. 
[bookmark: _Toc209702617]BAP key performance indicators 
1. Outcome: More effective and timely workplace accommodation through reduced processing times and improved service efficiency
Employees with disabilities have told us that the most significant barriers in the workplace accommodation process include justifying the request, the time it takes to put solutions in place, and the quality of those solutions. Faster and more efficient processing times enable employees to receive timely access to the support they need. Efficiency also reduces the administrative burden on HR teams and makes the workplace accommodation process more responsive.



Suggested KPIs:
· Number of workplace accommodation cases logged in the tracking system (e.g. a case management system or spreadsheet) by case type (e.g. software, hardware, ergonomics).
· Number of workplace accommodation cases that involve each type of service enabler (e.g. IT, real property, facilities).
· Time to resolve workplace accommodation requests, from receipt of a request to implementation of workplace accommodation solutions:
· Time to acknowledge receipt of requests;
· Time to consult on options (from request to recommendation);
· Time to determine a decision (from recommendation to decision);
· Time to implement a solution (from decision to implementation).
· Number of workplace accommodation cases resolved within specified timelines.
· Number of solutions that effectively addressed the identified barriers, after implementation.
2. Outcome: Increased employee satisfaction and confidence in the fairness and accessibility of the workplace accommodation process
A workplace accommodation process that is transparent, clear and easy to navigate allows employees to be confident in making requests for workplace accommodation. When employees know that their requests will be treated fairly and that they have access to solutions, their satisfaction increases. Higher satisfaction leads to higher productivity, retention and better employee morale. 
Suggested KPIs:
· Percentage of employees who report feeling comfortable requesting and discussing workplace accommodation with their manager. 
· Percentage of employees who agree with the statement “I am satisfied with the workplace accommodation measures that were implemented”.
· Percentage of employees who report a positive experience with the workplace accommodation process.
3. Outcome: Improved consistency of processes supporting workplace accommodation services
The workplace accommodation process itself should not become an additional barrier to an employee’s ability to participate in the workplace. Consistent workplace accommodation processes provide all employees with the same level of service and ensures that workplace accommodation requests are handled equitably. Consistency ensures that employees know what to expect and can lead to clearer communication and effective outcomes.
Organizations can implement consistent processes by following BAP toolkits, the duty to accommodate policy framework for the Core Public Administration outlined in the Treasury Board’s Policy on People Management, the Directive on the Duty to Accommodate and the Duty to Accommodate: A General Process for Managers and with reference to Developing a Workplace Accommodation Policy - A Template for Federally Regulated Employers from the Canadian Human Rights Commission.  
Suggested KPIs:
· Percentage of total workplace accommodation requests that were managed following a defined, approved and easily available standard operating procedure or process map.
· Number of employees using the Government of Canada Workplace Accessibility Passport.
· Percentage of departmental letters of offer that include active offer of workplace accommodation.
· Number of learning sessions that share information about the department’s workplace accommodation service delivery model.
4. Outcome: Increased organizational knowledge of how to identify and address barriers
The ability of an organization to proactively identify and address known and hidden systemic barriers and unconscious bias is critical to creating an accessible workplace for everyone. By increasing organizational knowledge of barriers that may be recurring or specific to certain services, organizations can proactively deal with challenges and offer solutions to address these barriers. 
Suggested KPIs:
· Number of workplace accommodation requests by type and by service enabler.
· Percentage of employees who complete training related to workplace accommodation (and disability inclusion).

5. Outcome: Improved manager confidence: Managers feel better equipped to support employees with disabilities
Managers play an important role in implementing workplace accommodation solutions and supporting their teams. When managers feel confident and well-equipped to address workplace accommodation needs, they can create a more supportive work environment for employees experiencing barriers.  A disability-confident manager ensures that workplace accommodation requests are handled with sensitivity, empathy, knowledge and competence.
Suggested KPIs:
· Percentage of managers who report feeling comfortable discussing workplace accommodation solutions with their employees.
· Percentage of managers who report having been well supported by their workplace accommodation centre of expertise and by service enablers in providing workplace accommodation solutions to their employees.
6. Outcome: Reduction in harassment and discrimination complaints 
A well-structured and transparent workplace accommodation process promotes clarity for both employees and managers. This transparency helps set expectations, minimizes miscommunication and reduces the potential for discriminatory treatment. 
Suggested KPIs:
· Percentage of employees with disabilities who report experiencing discrimination on the job in relation to workplace accommodation requests.
· Percentage of employees with disabilities who report experiencing harassment on the job in relation to workplace accommodation requests.
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When paired with KPIs, service standards help organizations measure results. In other words, service standards set the service expectations; KPIs show how these expectations are being met.
How to compare a service standard with a key performance indicator:
Service standard:
· What is it? A clear commitment about service delivery.
· Example: “Workplace accommodation solutions will be implemented within 30 days.”
Key performance indicator
· What is it? A measurable indicator to track how well the standard is being met.
· Example: Average of number days from request to implementation.
[bookmark: _Toc209702619]Why service standards matter for workplace accommodation
Employee feedback and BAP findings have consistently identified two key barriers in the workplace accommodation process:
· the time it takes to put solutions in place; and 
· the effectiveness of those solutions.
The 2019 and 2020 Benchmarking Study of Workplace Accommodations suggests that service standards can improve the efficiency and quality of services related to workplace accommodation. How workplace accommodation solutions are delivered matters just as much as what is delivered.
In addition to improving timeliness and effectiveness, service standards can:
· increase transparency and trust in the process;
· promote consistency within a department on how services are provided;
· highlight service bottlenecks and barriers;
· allow for proactive performance monitoring and continuous improvement; and
· support organizational accountability and reporting.
[bookmark: _Toc209702620]What does a good service standard look like? 
Consistent with the Treasury Board Secretariat’s Policy on Service and Digital, effective service standards for workplace accommodation should be:
· Client-centric – Designed around employee needs and lived experiences, with an emphasis on access, inclusion, choice of official language and accessibility, while respecting privacy and data security. Services are delivered in a safe, respectful and supportive environment where employees are heard.
· Operationally effective and measurable – Standards support timely, consistent service delivery and are linked to a metrics strategy, using KPIs to track performance and drive improvements over time.
· Transparent and accountable – Standards are monitored, reported to senior management and shared with employees to build trust and reinforce accountability.
· Clearly communicated – Expectations are clearly communicated to employees, managers and partners to support informed decision-making and reduce uncertainty.
· Inclusive by design – Services reflect a commitment to accessibility, equity and belonging. They consider barriers faced by employees with disabilities, injuries or illnesses and are built for long-term, systemic change.
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· Map your current workplace accommodation process. Where are the bottlenecks? Where is time lost? You can use the Workplace Accommodation Journey for Employees with Disabilities to help with this process. 
· Identify key employee and manager touchpoints. Ask: Where do they expect communication or action? Ask others involved in the process: Where are the gaps in their processes?
· Develop service standards based on what is measurable, realistic and meaningful. 
· Consider sources of data and how to gather the data to measure performance against the standard.
· Pair each standard with a KPI to monitor performance. 
· Pilot and refine. Test a few cases before scaling up.
· Communicate standards clearly to employees and managers.
· Report transparently on results and adapt over time.
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· Service standards can help bring consistency and set expectations for aspects of the process that are common to all cases.  
· BAP provides tools to support successful workplace accommodation outcomes. Service standards can be developed by implementing the Key Success Factors that improve the timeliness and effectiveness of workplace accommodation solutions. 
· Workplace accommodation services are always provided to employees on a case-by-case basis, so establishing standards that will apply to all situations is difficult. This is why standards should be flexible, such as by including exceptions or ranges to help in situations that are less common. These include unexpected delays or circumstances that are outside the control of the service centre.  
· Building flexibility into a standard of service is especially important in workplace accommodation, where timelines can vary due to the need for additional expertise, (e.g. ergonomic assessments, IT support or opinion of an external service provider). 
The example below shows a service standard that has built-in flexibility.
· Original standard: Provide recommendations for a workplace accommodation solution within 15 business days of the initial employee meeting.
· Flexible standard: Provide recommendations for a workplace accommodation solution within 15 business days of the initial employee meeting. If additional expertise is required, provide recommendations within 10 business days of the additional input.
· Even with flexibility built in, organizations may not always meet the standards due to occasional unforeseen circumstances.  When determining standards, set realistic thresholds (e.g. “90% of cases acknowledged within 1 day”).
[bookmark: _Toc209702623]Examples of service standards – Workplace accommodation centre of expertise
Examples 3, 4 and 5 below provides examples of service standards that can be implemented in an organization. They are organized into key outcome areas as described in the Performance Measurement Framework: timeliness, effectiveness and user experience/employee satisfaction. They include standards that could be applied to a variety of workplace accommodation scenarios. 
Example 3: Outcome – Responsiveness and timeliness
· Activity or service description: Acknowledge all incoming workplace accommodation requests. 
· Service Standard: Within one business day
· Activity or service description: Triage (response or dispatch workplace accommodation request to an advisor for review).
· Service Standard: Within three business day of receipt of inquiry
· Activity or service description: Provide recommendations for a workplace accommodation solution for common or straightforward situations (e.g. simple ergonomic solutions, software, hardware).
· Service Standard: Within 10 business days
Example 4: Outcome – Effectiveness
· Activity or service description: Contact internal service enablers.
· Service Standard: Within one to three business days of initial meeting or telephone conversation.
· Activity or service description: Consult inventory of workplace accommodation solutions.
· Service Standard: Inventory of solutions is consulted in 90% of cases.
· Activity or service description: Follow up to ensure that workplace accommodation solution is adequate and, if so, assist employee in completing their passport.
· Service Standard: Within 30 days of implementation of the accommodation solution
· Activity or service description: If required, contact AAACT and schedule an information session.
· Service Standard: Within one to three business days of initial meeting or telephone conversation
Example 5: Outcome – User experience
· Activity or service description: Schedule an initial meeting or telephone conversation with employee or manager following inquiry.
· Service Standard: Within 10 business days of dispatch to an advisor
· Activity or service description: Provide status updates to employees.
· Service Standard: Within 10 business days
· Activity or service description: Measure satisfaction from both employees and managers on the services delivered by the workplace accommodation centre of expertise.
· Service Standard: Within 60 to 90 days following the completion of the Passport


[bookmark: _Toc209702624]Further reading
The Office of Public Service Accessibility Hub Data and measurement page
Accessible Standards Canada's employment standard
Evaluation in the Government of Canada - Canada.ca
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