








What is judged to be reasonable within the law 

depends on several factors including:
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• How effective the change will be in 

overcoming the barriers faced;

• Practicality;

• Cost;

• Organisation’s resources and size; and

• Availability of financial support.

The terms ‘reasonable adjustments’ and 

‘workplace adjustments’ have both been 

in use at the National Audit Office (NAO). 

The Business Disability Forum (BDF)

consultation report from 2018 recommended 

that the term ‘workplace adjustments’ was 

the preferred term for employers. The process 

and communications around adjustments

in the NAO will, therefore, now use the term 

workplace adjustments.

An adjustment must be practicable to be 

reasonable. An adjustment can be practicable 

if it does not detract from a core component 

of the role. It can help to distinguish between

process and outcomes. If an adjustment means 

the process changes, but the outcomes remain 

the same, then it is likely to be practicable.

You could also allow a slight reduction in 

the levels of output, but not in the quality of

outputs. It can also be reasonable to transfer 

your employee to a suitable, alternative, vacant 

position. Remember, you have a legal duty to 

make an adjustment if it is reasonable.

Effectiveness
Does the adjustment remove or significantly 

reduce the barrier? If it does not, it is not 

effective. To be reasonable, an adjustment 

must be effective. It is important to remember 

that an individual may not be an expert in their 

own condition. This can be especially true for 

neurodiversity.

Deciding what is reasonable
Where individuals may not have a formal 

diagnosis or even be aware that they are 

neurodiverse it will be difficult for them 

to consider what adjustments might be 

appropriate and whether they would be

effective. They should be actively encouraged 

to seek and accept advice from HR and 

diversity and inclusion (D&I) experts, and other 

specialists in their condition. We can refer 

colleagues for a formal diagnostic assessment 

or screening for neurodiverse conditions.

Disruption of the business
This is the extent to which the adjustment 

would disrupt the functioning of the 

organisation. Most adjustments do not disrupt 

the business significantly. If the adjustment 

only affects the way an individual works and 

not their outputs, then it is unlikely to disrupt 

the organisation. Consider whether it would be 

more disruptive not to make the adjustment – 

that is, if the business would be more disrupted 

by an individual’s inability to perform their role 

fully because the adjustment was not made.



Effect of adjustments on others
Some adjustments for one employee will have 

an impact on other employees. For example, if 

the adjustment is giving the employee flexible 

hours, will that affect the ability of the people 

they work with to perform their roles?

Some people may be resentful of their 

colleagues’ adjustments. It is important that all 

your team members know that you are a fair 

manager, and that fairness can mean treating 

people differently. Make sure that everyone

in your team knows that their needs are all 

equally important to you. Remember that the 

information relating to the colleague’s condition 

is confidential unless they choose to share with 

the other members of the team. We encourage 

colleagues to be open where possible to build 

and support an inclusive working environment.
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Health and safety risks
Most adjustments do not present a health and 

safety risk. However, it is your job to assess 

health and safety risks for all your staff, and 

an adjustment will never be reasonable if it 

poses an unacceptable risk to the individual 

or to others. Make sure you are assessing 

risks accurately before refusing a request for 

an adjustment on health and safety grounds. 

Collect all the facts and do not base your 

decision on assumptions.

If you are worried about health and safety 

risks, you could conduct a risk assessment. 

This could involve talking to an occupational 

health adviser, a HR Business Partner your 

own Performance Coach, and other relevant 

experts such as IT or facilities managers and 

health and safety officers.

Innovative ways of thinking, 
contacts or training
An adjustment may be more reasonable if, 

by not making it, you would lose valuable 

knowledge and skills that the employee 

has developed. They will likely have useful 

organisational knowledge and experience.

They may also have been trained in vital skills 

or have useful contacts that you do not want 

to lose. Consider the impact that not making 

an adjustment would have, and whether the 

cost of losing a long-serving employee – with 

innovative ways of thinking, knowledge and 

contacts, an employee into whom you may 

have invested time and money in training

– is outweighed by the cost of making 

the adjustment.
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01  Rapport and Trust

Making sure the person knows the purpose 

of the meeting before they arrive and allowing 

adequate time for them to prepare, reassuring 

them before and during that it is to provide 

support and find solutions.

Mirroring the language the employee uses 

to describe their impairment. Some disabled

people do not think of themselves as having a 

disability or describe themselves as disabled.

Clarifying confidentiality during the meeting 

– what is the person’s view on wider sharing 

of their information? The discussion template 

used to agree workplace adjustments is

sent to HR; however, no actual details of the 

employee’s condition are required unless they 

agree for these to be shared.

Building trust as you explain to the employee 

what is involved in putting adjustments

in place, including whether things can be 

put in place immediately or will take longer 

to implement.
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02  Understanding the barriers

Focus should be on asking the employee to 

help you understand any barriers they face to 

doing their job well or be effective at work.

Remember, two people with the same 

impairment and the same job may need 

different adjustments. Try to establish what it 

is that helps or hinders the individual to stay 

safe and perform well. These barriers are a 

combination of their impairment, their role and 

their way of managing their impairment.

03 Assessments

The individual may have an assessment from 

their own health professional – ask them if they 

are happy to share it.

Occupational Health (OH) advisers – These are 

professionals who provide detailed advice on 

adjustments, which can include attending the 

workplace to make an assessment. You do 

not need to refer every request for workplace

adjustments to OH (for example, someone with 

a mobility-related impairment might simply 

need to vary their working hours so they can 

avoid travelling at busy times).

Most disabled people know what adjustments 

they need, so it is recommended to speak to 

the employee first to discuss with them what 

is required. If you need help working out what 

adjustments are the most effective, there are 

several options:

•

• If the person has a mental health condition, 

read the related guidance and consider 

carrying out a stress risk assessment.

If a person has a fluctuating condition, 

consider recording all possible foreseeable 

workplace adjustments, while bearing in 

mind that some may be used infrequently or 

only when required.
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