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What We Heard: Online Consultation Survey on the Better Accommodation Project 
Overview
Engagement has been at the core of the Better Accommodation Project (BAP). Over the course of the project, we brought together expertise from across the public service, as well as from private and non-profit organizations. We spoke with disability inclusion experts, academics, employers, employee networks, and most importantly, hundreds of public servants with disabilities who shared their feedback on these tools through our consultation survey.  We also heard from groups like the Ombuds community, the National Managers’ Community, the Persons with Disabilities Champions and Chairs Committee and the other employment equity committees for Indigenous and Racialized employees.
In May and June 2025, Deputy Minister Champion’s Office sought feedback on two BAP tools through a survey. The findings from that survey are captured in this report. These tools are: 
· Key Success Factors section from the Maturity Model for a Best-in-Class Workplace Accommodation Service Delivery Model (Maturity Model). The Maturity Model is a tool that outlines what departments and agencies need in place at an organizational level to deliver best-in-class workplace accommodation services.  


· Tips to Navigating the Workplace Accommodation Journey for employees with disabilities which include:
· Tips for centres of expertise for workplace accommodation for employees with disabilities (centres of expertise)
· Tips for employees
· Tips for managers
These tips describe optimal behaviours for employees, managers, and staff of centres of expertise throughout the journey. 
Summary of Survey Inputs
The survey gave us valuable perspectives that helped improve the tools. Here’s what we heard:
· The tools help bring structure, clarity and consistency to workplace accommodation.
· The tools should be practical, flexible and easy to adapt in different departments.
· People supported the focus on identifying barriers rather than relying on medical documentation.
· Managers need clear guidance, training and support to use the tools. Managers want to help, but don’t always have the right resources or enough time.
· Departments want real-life examples, case studies, and performance measures to guide implementation.
Consultation process and methodology
The online consultation survey ran from May 30 to June 18, 2025. It was shared broadly across the public service, including through the Persons with Disabilities Champions and Chairs Committee, National Managers’ Community, employee networks, departmental centres of expertise, accessibility teams and communities, such as human resources. 
In total, 62 departments and agencies were represented in the survey responses, with 230 individual respondents, 73% of whom self-identified as having a disability.
The survey invited open-ended input from federal public servants on two areas:
· Each of the Key Success Factors
· Each step of the Tips to Navigating the Workplace Accommodation Journey
Respondents were encouraged to answer the sections where they had direct experience, interest, or expertise and were not required to complete every question. As a result, the number of responses varied by section.
[bookmark: _Int_3YWW36uM][bookmark: _Int_1a5xv8zd]Government of Canada-approved artificial intelligence (AI) tools were used to support analysis of the feedback. This consultation was not intended to collect or address specific personal experiences of workplace accommodation, nor was it designed to gather general public opinion on workplace accommodation.
Feedback Received
A. Cross-Cutting Themes
Through the consultation process, several broad themes emerged that cut across both the Key Success Factors and the Tips to Navigate the Workplace Accommodation Journey for Employees with Disabilities.  
Culture Matters as Much as Process
In many departments, workplace accommodation requests are still seen as exceptions or burdens. Employees need to feel safe asking for support and managers need the confidence, encouragement, and backing to respond quickly and with a person-centered approach. There was strong agreement that cultural change should accompany procedural change.
· Role Clarity and Accountability Are Persistent Gaps
Respondents noted ongoing confusion about who is responsible for what. While the tools help clarify structure, implementation needs clearer definitions. Participants called for clear escalation paths, documentation standards and performance expectations.


· Manager training and support are key
Manager capacity was flagged as a major challenge. Many want to help but lack time, training or support, especially in busy or high-pressure workplaces. Placing too much responsibility on managers without proper support can lead to inconsistent outcomes and loss of employee trust.
· Non-apparent and Episodic Disabilities Need Better Recognition
Participants felt current systems often focus more on apparent disabilities. They welcomed the barrier-based approach in the tools, but said more guidance is needed for neurodivergent employees, those with mental health conditions and those with episodic needs. 
· One Size Doesn’t Fit All - But There’s Value in Common Approaches
While departments differ in size, mandate, and resources, participants valued having a common starting point for what “best” looks like. The two tools were considered a good start and should come with examples, supporting tools, and room for departments to scale or sequence their efforts.
B. Feedback on the Key Success Factors
Overall Takeaway
Participants saw the Key Success Factors as an overdue and critical step toward standardizing workplace accommodation delivery across the public service. They viewed the Key Success Factors as a strong foundation for cultural and system change. Success, however, will depend on how they are implemented, communicated and measured in departments and agencies. 
Strengths of the Key Success Factors
· Clarity and Direction
The Key Success Factors helped translate complex issues into clear, measurable categories. Many said the framework made it easier to picture what a mature, inclusive system should look like, especially for departments early in their journey.
· Shared Language Across Departments
Respondents valued the Key Success Factors as a way to create consistency and common benchmarks across departments, improving alignment on what “success” means.
· Systematizing Accountability
Many praised the Key Success Factors for embedding workplace accommodation into formal structures, with executive oversight, continuous improvement, and dedicated expertise, rather than relying on goodwill or individual champions.
Key Challenges and Areas for Improvement
· Coherence across Key Success Factors
Some success factors overlapped or were hard to distinguish (e.g., service coordination vs. accountability). Respondents asked for clearer terms and plain language, including definitions for “verified solutions” and “centralized service.”
· Lack of Clear Metrics or Outcomes
Participants wanted defined success indicators, such as timelines, employee satisfaction, or accessibility key performance indicators, so departments can measure progress and impact.
· Applying Key Success Factors to Different Contexts
Some respondents identified themselves as being from smaller departments and they worried the Key Success Factors assumed resources they didn't have. They asked for examples, case studies, and scenarios to show how the Key Success Factors can be adapted to different contexts when put into practice.
· Need for a Person-Centred Lens
Some felt the Key Success Factors leaned too much on institutional capacity instead of employee experience. They recommended grounding the framework in outcomes like reducing barriers, supporting retention and boosting productivity.
C. Feedback on the Tips to Navigate the Workplace Accommodation Journey for Employees with Disabilities
Overall Takeaway
The Tips to Navigate the Workplace Accommodation Journey for Employees with Disabilities was seen as a strong tool to bring structure and consistency to the workplace accommodation process. Participants stressed it will be most impactful if paired with training, guidance and cultural supports that build disability confidence.
Strengths of the Tips to Navigate the Workplace Accommodation Journey for Employees with Disabilities
· Clarifies Roles and Sequence
Respondents liked the clear flow from barrier identification to follow-up. It was the first time many had seen workplace accommodation framed as a coordinated service rather than a one-off negotiation. The inclusion of both employee and manager responsibilities was seen as a strength.
· Supports Culture Shift from Ad Hoc to Systemic
The tool helps move departments from ad hoc practices to a more systematic approach. Its step-by-step layout was seen as especially useful for training and onboarding.
· Reinforces the Social Model of Disability 
The focus on barriers and solutions, rather than medical diagnoses, was widely supported as reducing stigma and aligning with Government of Canada’s accessibility commitments under the Accessible Canada Act.
Key Challenges and Areas for Improvement
· Risk of Over-Prescription
Some worried the tool could be applied too rigidly. They asked to emphasize that there is flexibility to address case complexity and evolving needs, as well as examples showing how the steps apply in different situations.
· Use Plain Language
Terms like “triage”, “verified solutions”, and “functional limitations” were flagged as unclear. Participants suggested simpler language and clear definitions within a glossary.
· Gaps in Psychological and Cultural Dimensions
While process steps were clear, the tool did not fully address stigma, trust or psychological safety. Suggestions included adding check-ins on comfort and consent when sharing information and clarifying escalation and appeals when disagreements occur.
· Managerial Training and Support 
The tool sets expectations for managers, but many lack training and resources to meet them. Without additional supports, guidance, and accountability, the tool alone may not improve outcomes.
D. Proposed Additions or Missing Elements
· Clearer guidance is needed for when the process breaks down. For example, disagreements between managers, human resources or labour relations. Suggestions included standardized escalation pathways, neutral dispute resolution and accessible complaints processes.
· Some participants noted that the tools could better address the intersectional experiences of employees with disabilities who are also racialized, Indigenous, 2SLGBTQI+, or part of other equity-deserving groups. 
· Recommendations were made to include trauma-informed principles to avoid re-traumatizing employees through the workplace accommodation process.
Considerations for Moving Forward
The consultation survey confirmed that departments across the Government of Canada are at different stages of their journey towards delivering accessible, coordinated, and barrier-focused workplace accommodation. Participants pointed to a number of conditions that will shape how effectively these tools can be adopted and implemented across the system.
· Embedding Accessibility into Governance and Resourcing
Right now, many departments still depend on ad hoc approaches. To move 	toward sustainable, system-wide delivery, workplace accommodation needs to 	be backed by formal governance, clear accountability and dedicated resources. 
· Measuring impact, not just the process
The real test of a workplace accommodation system is whether it works for 	employees with disabilities, while also supporting the organization in meeting its 	responsibilities. Participants stressed the importance of measuring things like 	employee satisfaction, resolution times, overall trends and lessons learned with 	clear performance indicators and feedback loops to keep improving over time.
· Supporting Behavioural and Cultural Change
There is widespread recognition that tools alone cannot drive transformation. Departments should complement implementation with training, capacity-building, and internal communications that build shared language, promote psychological safety and make disability inclusion a core value.
How This Input Was Used
We used all feedback gathered through this consultation survey to refine the Key Success Factors and Tips to Navigate the Workplace Accommodation Journey for Employees with Disabilities. Participant insights directly shaped the structure, terminology, and improved the clarity of the tools. 
This feedback was also incorporated into other BAP products, such as the success stories and the “How to Build a Centre of Expertise for Workplace Accommodation for Employees with Disabilities”. 
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