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Small Employers and Workplace
Technology
A proportionate path from a real workplace problem to a manageable pilot

P UR P O S E

Give smaller organizations a disciplined adoption process without requiring a large innovation, data,
privacy or ergonomics team.

PROBLEM OWNER ESSENTIALS SMALL TEST SUPPORT MEASURE DECIDE
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Proportionate does not mean informal

Small employers are the operating reality of the Canadian economy: businesses with 1–99 employees
represented 98.2% of employer businesses and employed 46.6% of private-sector workers in 2024. More
than three-quarters of employer businesses had fewer than 10 employees. 1

Most cannot assign separate teams to procurement, cybersecurity, privacy, implementation, training and
evaluation. The answer is not to skip those functions. It is to identify the few decisions that matter, assign an
accountable owner and obtain focused outside support where internal capacity is limited.

O P ER AT I N G  P R I N CI P L E

Start with a workplace problem, not a product category. Keep the first test bounded, protect essential
conditions and define what evidence would justify the next step.

Seven questions before a pilot
What problem are we solving? Name the task,
group, location and outcome. Distinguish a current
problem from a general desire to modernize.

1

Who owns the decision? Assign one person who
coordinates operations, worker input, safety,
privacy, security, purchasing and follow-up.

2

What conditions are non-negotiable? Set
minimum safety, privacy, security, accessibility,
compatibility and human-oversight requirements.

3

What is the smallest useful test? Limit the use
case, users, location, duration and data. Preserve
a safe fallback.

4

What support is required? Plan setup, training,
technical support, maintenance and time for
workers and supervisors to learn.

5

What will we measure? Choose a baseline,
intended outcome, safeguards, implementation
measures and a decision date.

6

How can we stop or leave? Clarify data
return/deletion, contract termination, equipment
removal and continuity if the vendor or tool fails.

7
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0 1 |  MI N I MUM VI AB L E G O VER N AN CE

Seven records are enough to create discipline
Governance can be concise. A single pilot file can record the following items, provided the right people are
involved and each decision is specific enough to act on.

RECORD MINIMUM CONTENT

Problem and owner One-sentence problem; intended users; accountable decision owner.

Worker participation Who was consulted; concerns raised; changes made in response.

Safety and work design Hazards reviewed; controls; safe fallback; emergency or failure process.

Privacy and data Data collected; purpose; access; location; retention; deletion.

Security and vendor Vendor evidence; access controls; updates; incident notice; support.

Implementation Setup, training, time, responsibilities and escalation.

Evaluation and exit Baseline, measures, decision rule, review date and exit steps.

Decide what stays inside — and where to seek help

The employer remains accountable for the decision, even when specialists or vendors provide support.
External help is most valuable where an error could create material harm or where legal and technical
requirements are difficult to interpret.

KEEP OWNERSHIP INSIDE TARGETED EXTERNAL SUPPORT MAY HELP

Problem definition, affected work, worker
participation, acceptable trade-offs and the final
decision.

Privacy or legal review; cybersecurity; accessibility; ergonomics
or safety; integration; independent evaluation.

Knowledge of ordinary work, exceptions, staffing,
customer needs and safe fallback.

Specialist review of high-risk use cases, sensitive data,
automated decisions or complex contracts.
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V EN DO R  B O UN DA R Y

A vendor can explain its product. It cannot define your workplace problem, determine acceptable risk for
your workers or independently validate its own business case.

Keep the test genuinely small

0 2 |  A L O W- L I F T  ADO PT I O N  PAT H

Move in stages, with an explicit decision at each one
STAGE MINIMUM ACTION

1. Frame Describe the current problem and baseline. Ask workers how the task really operates.

2. Screen Remove options that fail a non-negotiable safety, privacy, security, accessibility or support
condition.

3. Verify Request evidence for important claims. Check references, contract terms, data practices and
implementation needs.

4. Pilot Run a bounded test with named users, a safe fallback, adequate training and a documented support
path.

5. Review Compare results with the baseline. Record benefits, harms, workarounds, costs and uncertainty.

6. Decide Stop, revise, extend the pilot or scale. Scaling requires stronger evidence and capacity than
piloting.

One defined use case is better than a broad transformation promise.–

Limit personal and operational data to what the test actually needs.–

Do not test a safety-critical use case without a safe, practiced fallback.–

Avoid automatic renewal or expansion before the review decision.–
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T ECH N O L O G Y I N  P R A CT I CE · I L L US T R AT I V E, N O T  A N  EN DO R S EMEN T

Raymath (November 2024): test representative work before buying

Ohio metal fabricator Raymath brought its own parts to a local systems integrator and tested programming
before purchasing collaborative-robot welding systems. The company later used cobots for welding and
CNC machine tending, with operators attending more than one cell. The case source also reports one to
three days of initial vendor training for new systems.

Decision lesson. A bounded test using real work, local technical support and a clear operator role can
reduce adoption uncertainty for a resource-constrained employer. The reported results are vendor-
supported and may not transfer to another workplace.

Source [7]: International Federation of Robotics — Raymath case. Company- or industry-reported
implementation; results should not be generalized.

A practical scorecard

Use a small set of measures that can realistically be maintained. A credible review should include at least one
measure from each row.

MEASURE GROUP WHAT TO CAPTURE

Outcome The workplace result the tool is meant to improve.

Safeguard Safety, privacy, security, accessibility or human-oversight condition.

Implementation Training completed, support requests, downtime, workarounds or actual use.

Cost and effort Price plus setup, staff time, integration, support and switching costs.

Worker experience Usefulness, clarity, workload, trust and acceptability.

A successful pilot does not create an obligation to scale. The evidence may support keeping the tool in a narrow use case, changing the
workflow, negotiating different terms or stopping entirely.

B O T T O M L I N E

Small employers do not need a large innovation office to adopt technology responsibly. They need a
defined problem, a named owner, a few non-negotiable safeguards, a bounded test and evidence strong
enough for the next decision.
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Sources and evidence notes
1. ISED, Key Small Business Statistics 2025. Official Canadian business and employment statistics; definitions and

comparability limits are described in the source.

2. ISED, SME AI Adoption Blueprint. G7 policy blueprint on barriers, enabling conditions and illustrative AI use cases for small
and medium-sized enterprises.

3. CCOHS, Introducing New Technology at the Workplace. Canadian guidance on risk assessment, training and worker
involvement when technology changes work.

4. Federal, provincial and territorial privacy commissioners, Protecting Employee Privacy in the Modern Workplace. Joint
Canadian principles addressing necessity, proportionality, impact assessment, transparency and human involvement.
Applicable privacy requirements vary by organization and jurisdiction.

5. Canadian Centre for Cyber Security, Cross-Sector Cyber Security Readiness Goals Toolkit. Canadian guidance for critical-
infrastructure owners and operators; selected accountability, procurement and vendor-management practices are applied
here proportionately.

6. Canadian Centre for Cyber Security, Recommended cyber security contract clauses for cloud services. Canadian
procurement guidance for cloud-service contract clauses.

7. International Federation of Robotics, Raymath case. Industry case based on a vendor-supported implementation at a U.S.
metal fabricator; used to illustrate representative testing and local support, not to validate performance claims.

EVIDENC E STANDARD
This brief synthesizes public guidance and selected evidence for practical decision support. It is not legal advice, a compliance
determination, a product endorsement or a substitute for qualified professional judgment. Requirements vary by workplace and
jurisdiction.

06

© 2026 The Canadian Forum on Workplace Innovation

The Canadian Forum on Workplace Innovation

https://ised-isde.canada.ca/site/sme-research-statistics/en/key-small-business-statistics/key-small-business-statistics-2025
https://ised-isde.canada.ca/site/ised/en/sme-ai-adoption-blueprint
https://www.ccohs.ca/oshanswers/safety_haz/new_technology.html
https://www.priv.gc.ca/en/about-the-opc/what-we-do/provincial-and-territorial-collaboration/joint-resolutions-with-provinces-and-territories/res_231005_02/
https://www.cyber.gc.ca/en/cyber-security-readiness/cross-sector-cyber-security-readiness-goals-toolkit
https://www.cyber.gc.ca/en/guidance/recommended-cyber-security-contract-clauses-cloud-services-itsm50104
https://ifr.org/case-studies/cobots-boost-production-200-on-welding-and-600-on-machine-tending

