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Background  
In June 2013, a forum of Occupational Health Professionals discussed workplace  
mental health and the challenges around accommodation of employees with  mental 
illness or other mental health issues. The forum was supported by the  Great-West Life 
Centre for Mental Health in the Workplace. The group concluded  that there is a need 
for a more effective process that healthcare professionals,  employees and employers 
can use when an employee may be in need of an  accommodation. The outcome was 
the development of Supporting Employee  Success, a tool that provides a step-by-step 
process to: 

• Assess work-related triggers for emotional or cognitive issues 
• Develop accommodations that may best support employee success 
• Facilitate the employee’s well-being 
• Help maintain a safe and productive workplace 

Supporting Employee Success: 
Can be used on its own, or as part of an existing approach, 
to support an employee‘s accommodation needs 

Helps to explore the psychological, emotional and cognitive  
Job Expectations and develop strategies that support the  
employee’s success on the job 

Many opinions exist about what constitutes the best approach to ensure a  
successful accommodation. The areas covered in this process were developed  
from a review of related literature and input from the occupational health  
community and others. 

What you need to know 
It’s important to note that not all Job Expectations named in the process may  be 
applicable to your accommodation situation. Toreduce the amount of time 
required to complete the process, the employer can disregard those expectations  that 
they feel are not of concern. There may also be other expectations not  mentioned 
that you may wish to add to theprocess. 

The ideas that support success are specifically for psychological, emotional and  
cognitive concerns and do not cover other physical accommodation needs, such  as 
side-effects frommedication. 

The ideas shared are intended to be no-cost or low-cost to implement, except for a 
small investment of time and/or a change in communication approach. 

For the overall process to be successful, a few basic tenets must exist. If they do  not, 
the process may not be helpful, and could even make the situation worse. 
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The three basic tenets necessary for successare: 

1. The workplace is committed to accommodating the employee through an  
ongoing collaborative process. 

2. The employee wants to stay at work/return to work and will strive to dothe  job 
with accommodations that are reasonable and acceptable to both the  
employee and the employer. 

3. The Job Expectations and the needs of the employee, with regard to  
accomplishing the requirements of the job, are clearlyunderstood. 

Using Supporting Employee Success 
This process is recommended for developing: 

1. An accommodation plan for an employee who remains at work. 

2. Accommodation plan for an employee who is returning to work. 

3. An additional process to a plan that focuses on physical function. 

If your workplace uses disability providers or external consultants, you can share  this 
Supporting Employee Success tool with them to address the psychological,  
emotional and cognitive Job Expectations. 

Supporting Employee Success is not a medicalprocess 
This entire process focuses on workplace function and issues, and should  
not include medical information. The process must, at all times, respect  
medical confidentiality. Medical confidentiality means that the healthcare  
professional should not provide any information about the employee’s  
medical diagnosis unless the employee specifically requests in writing 
(i.e. provides full written consent) that the information be provided to  
the employer as part of this process. The conversation should focus on  
abilities and ideas that may support success on the job, rather than on  
diagnosis or symptoms. 



  
 

 

  
  

 

 

 

  

  

  

 

  

  

 

 
 

 

  

 

   

 

 

What Job Expectations does Supporting Employee Success  include? 
1. Adaptability and flexibility - The ability to work effectively in the midst of 

change or rigid constraints. Adapts to changing needs, conditions and work 
responsibilities. 

2. Attention to detail - The ability toperform work tasks that require attention  to 
detail or concentration on detailed information. 

3. Decision making - The ability to work effectively when analyzing problems,  
organizing information, resolving issues or generating solutions. 

4. Degree of self-supervision - The ability to work effectively without  
supervision. 

5. Degree of supervisor responsibility - The ability to work effectively in the  role 
of supervisor, respecting organizational values and policies while meeting  
objectives. 

6. Exposure to confrontational situations - The ability to work effectively  when 
confronted by an individual or when encountering confrontational  situations 
requiring the employee to take action. The confrontation may be  in person or 
over the telephone. The employee may be encountering an  individual whose 
behaviour is argumentative, verbally or physically aggressive  or abusive, insistent, 
hostile, loud, threatening or disruptive. 

7. Exposure to distractions - The ability to work effectively in the presence of  
visual, auditory or other distractions. 

8. Exposure to emotionally stressful situations - The ability to work  effectively 
in emotionally stressful situations or when exposed to  emotionally distressed 
individuals in person, over the telephone, or via other  communication channels 
such as Twitter, Facebook,etc. 

9. Overlapping tasks - The ability to perform and/or monitor more than one  task 
or function at a time, and to judge when tasks or functions require  attention. It 
involves the ability to prioritize tasks and manage time effectively. 

10. Problem solving and analysis - The ability to work effectively at solving  
problems and analysing situations and information. 

11. Recall - The ability to recall and retrieve, on demand, information that has  
been previously learned. 

12. Time pressures - The ability to complete tasks within a given time period,  the 
ability to work quickly when required, and/or the ability to manage time  
effectively so that all tasks are completed on time and at an acceptable level  of 
quality. 

13. Working relationships - The ability to work well with others in co-  
operation and collaboration. This may include team projects, shared job  
duties, and social interactions with management and co-workers. 

14. Other - Blank template to add other Job Expectations not found above. 

When should the process be introduced? 
It is ideal that the process is introduced to all employees, and worker  
representatives (union reps) where applicable, in advance of the need to  
use it. For example, at orientation of new employees and/or as general  
information to all employees. This helps reduce stigma or concern about  
the process at the time of an accommodation. 
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How does the  process work?  
In the following example, the employer initiates the process. Please refer to back of this booklet for a more detailed breakdown. 

This process can be  
initiated by: 
• The employer (HR,  

occupational health,  
management) where an  
employee may require an  
accommodation. 

• The employee who is  
seeking accommodation. 

• A worker or union  
representative. 

• A healthcare professional  
supporting a patient to stay  
at or return to work. 

• A disability management  
professional or vocational  
rehab consultant. 

Employee Complete Part 1
Job Expectations 

Complete Part 3  
Employee Additional  

Comments 

Review Part 2 
Workplace Supports 

Discuss with the employee your intention to support  
their success at work and explain the process of  
completing this booklet and returning it for a discussion  
around creating a workplace plan. Give the employee  
an opportunity to comment on any differences of  
opinion on the JobExpectations. 

Complete Part 3  
Employer Additional  

Comments 

Employer 

Complete Part 2
Workplace Supports 

Complete Part 1
Job Expectations 
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Healthcare Professional or  Complete Part 1 withemployee
another trusted advisor Job Expectations 

Review Part 2 Review Part 3 
Workplace Supports Additional Comments 

Complete Part 4
Supporting Success Conversation 

Give the booklet and your invoice to the employee to pass back to the  
employer. Alternatively, you may decide to send a copy of the booklet with  
your invoice directly to the employer. 

Employee and  
Employer 

Employer reviews input from employee  
and healthcare professional. 

Employee returns completed booklet to employer  
after discussion with the healthcare professional. 

Employer meets with the employee to  
discuss the completed booklet, and to  

create a plan to support success. 
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Part 3 

Additional Comments 

Employer Additional Comments 

Please add information to clarify additional expectations and prioritize the areas where you would like some suggestions that will allow you to support the employee’s success. Additional 

Job Expectations or comments: 

Insert text 

Insert text 

Insert text 

List the areas where you would like suggestions from the healthcare professional to support a successful return to work. Please prioritize to indicate the top two or three items. 

1. Insert text 

2. Insert text 

3. Insert text 

Employee Additional Comments 

Additional Job Expectations not previously mentioned by employer: 

Insert text 

Insert text  

Insert text 

List the areas that you would like some assistance with to achieve a successful return to work. Please prioritize so that you indicate the top two or three items. 

1. Insert text 

2.Insert text 

3. Insert text 
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Part 4 

Supporting Success Conversation 
This page is intended as a guide for a discussion with the employee on workplace strategies. It helps support exploration of possible solutions and accommodations. It can be  used by 
anyone the employee feels comfortable with, including a healthcare professional or another trusted advisor, manager, human resources professional,  occupational 
health professional or union representative. 

The following questions are offered to help guide the discussion and are based on the premise that the relevant Job Expectations have been completed and the employee is  ready to 
return to or is staying at work. 

The ultimate goal is to contribute to a plan that supports the employee to do his or her job while maintainingwell-being. 

Question: Response: 

1. What will allow you to be successful at your job and still have energy at the end of the day? Insert text 
Insert text 

2. What can you do to successfully manage your return to work and maintain yourwell-being? 

Insert text 

3. What can your workplace/supervisor do to support a successful and sustainable return 
to work for you? 

Insert text 

4. Are there current tasks that you would like additional training/re-training on? 
Insert text 

5. How can feedback be provided to you in a positive and constructiveway? 
Insert text 

6. How should future issues be managed in a way that is positive and healthy for you? 
Insert text 

Based on the conversation, please include any other potential concerns or comments. 
Insert text 

Insert text 
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Responding to questions about absence from work: 
Many employees are concerned or curious about colleagues who have been away from work. This interest can lead to questions about the absence when the employee returns  to work. 
There are many ways to respond – for example: 

• Thanks very much for asking. I am pleased to be back at work and am feeling much better. 

• I had a few health challenges and am now recovering but prefer not to go into specificdetails. 

• Despite my recent health challenges, I feel well enough to be back at work – even if I need a few accommodations. 

• I am happy to be back as my work, and the folks I know here, are very important tome. 

• Thanks very much for asking (and, if you are comfortable with a broader discussion) – despite my bout with “name of illness.”,  I am 
now recovering and understand my illness much better. 

Preparing to respond can lessen the discomfort and help improve working relationships. Below write what you might prefer to say: 
Insert text 

Insert text 

Insert text 
Insert text 

You also may wish to have your employer speak to co-workers about your absence and/or return to work. If so, write down what you would likeshared: 

Insert text 

Insert text 

Insert text 

Insert text 

Healthcare Professional Name: Insert text Employee Initials: Insert text 
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Sample letter to the healthcareprofessional 
Here’s an example of a template you can use to write a letter to a healthcareprofessional. 

(Employer’s name) is interested in helping ensure that our  
employees are able to have a successful return-to-work experience. 

Tohelp in achieving a successful return to work, we need your  
assessment of your patient’s capabilities. 

With the focus on capabilities, rather than on limitations, we can  
achieve reasonable accommodation. This knowledge will allow us  
to identify and manage potential gaps in perspective between the  
employee’s understanding and the workplace’s expectations. 

Our employee, (insert name), will meet in consultation with you to  
determine those job aspects that may affect (his or her) health. 

(Insert name) will give you a booklet that provides information in  
Parts 1 to 3 describing the Job Expectations and current workplace  
realities. (Insert name) may have already completed (his or her)  
part, or may complete this with you. 

We ask you to fill in the last two columns of Part 1 along with  
Part 4 – Supporting Success Conversation - while in discussion  
with (insert name). Together, these documents will provide us  
with valuable, nonmedical information that can help us develop  
a workplace plan. 

As a result of this consultation, we will use your recommendations  
to help the employee to successfully return to work. 

(Employer’s name) recognizes that this is a time-consuming request  
and will pay you (insert amount) for review and completion of the  
forms. Please send your invoice for this amount to: (insertname). 

Thank you in advance for your help with enhancing (insert  
employee’s name) return-to-work experience. 
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Example process in more detail 
In the following example, the employer initiates the process. 

Employer 

Complete the employer section of  
Part 1 - Job Expectations using 
the instructions provided: 

• Choose the Job Expectations  
that are relevant and fill them  
out. 

• Check the level of expectation  
that is required for each. 

• Complete the comments section  
on how the expectations can  
impact the job. 

Complete Part 2 - Workplace 
Supports and add a job description. 

Complete Part 3 - Employer  
Additional Comments and identify  
the top two or three items as  
priorities. 

If applicable, complete a letter 
to the healthcare professional 
(see Sample letter on 
previous page). 

Employee 

Review the information that the  
employer has provided. If you  
prefer, take this to your healthcare  
professional or other trusted  
advisor to review and complete  
together. 

Complete the employee section of  
Part 1 - Job Expectations using 
the instructions provided: 

• Check the level for each Job  
Expectation that most accurately  
describes your current ability. 

• Review the employer expectations  
and make comments in the  
employee column about how  
current abilities can impact Job  
Expectations. 

• Complete the comments section  
on how your current ability might 
impact your job. 

Review Part 2 – Workplace
Supports and add remarks if you  
need more information about any  
of these resources. 

Complete Part 3 – Employee  
Additional Comments and 
identify the top two or three  
items as priorities. 

Healthcare 
Professional or  
another trusted  
advisor 

Complete Part 1 – Job  
Expectations with the employee.
Discuss ideas that you would  
like the employer to consider,  
and complete the comments on  
recommendations to support  
success. 

Discuss any ideas that you would  
like the employer to consider,  
and complete the comments on  
recommendations to support  
success. 

Review Part 2 – Workplace
Supports and other resources  
available to the employee. 

Review Part 3 – Additional 
Comments. 

Complete Part 4 – Supporting  
Success Conversation, in  
discussion with the employee. 

The employee returns the  
completed booklet to the employer  
after discussion with the healthcare  
professional. 

The employer reviews input from 
the employee and the healthcare 
professional. 

The employer arranges to meet  
with the employee to discuss the  
completed booklet, 

and to create a  
comprehensive 
workplace plan to  
support success. 

Employee and  
Employer 

Give the booklet and your invoice  
to the employee to pass back to the  
employer. Alternatively, you may 
decide to send a copy of the booklet  
with your invoice directly to the  
employer. 
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