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Acknowledgement of Country
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We also acknowledge the talent and artistry of Emma Walke, who designed the artwork for our acknowledgment of 

Aboriginal and Torres Strait Islander peoples. The design shows a story of connection to country and people, 

representing the breadth of work we do with Aboriginal and Torres Strait Islander communities across Australia. The 

colours represent the land, and the lines in between represent the water that connects us all.
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Background to the evaluation



• Commitment to regular 

independent evaluations 

every 3 to 5 years

• Since inception

• Requirement of 
Commonwealth funding

• Opportunity for 

continuous improvement 

and learning

• Spanning three years: 

2021 to 2023

• Aligned to Beyond Blue's 

strategy period

• To inform the evaluation 

at key stages

• Mental health experts, 

health economists, 

research and evaluation 

experts

Context for the Independent Evaluations of Beyond Blue
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Organisational

Evaluation

Fifth Independent 

Evaluation

Independent Advisory 

Committee

• A national mental health charity

• Offers a range of services and supports

• Contributes to research and advocacy



• Engaged Communities

• 24/7 Forums

• Be You Education 

Initiative

• Events program

• 24/7 Support Service

• Tools and resources

• Mental health coaching

• The Way Back Support 

Service – non-clinical 

aftercare

• Policy and advocacy

• Research

• Partnerships

• Media reach

What was in scope for the evaluation?

• All key services and program areas in scope, driven by organisational logic
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• Beyond Blue conducts a wide range of activities

Individual Community System and Social



What we didn't know ...

14 October 2025

Slide 7

Natural 

disasters COVID-19
Cost of 

living crisis

o Unexpected environmental stressors:

Environmental

Stressor

Beyond Blue 

Response

Mental health 

coaching 

programs

24/7 

Coronavirus 

support line

Resources, 

research & 

advocacy



Beyond Blue - Organisation-level logic
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Beyond Blue, and 
our partners, design 
and further develop 

solutions

Brand optimisation
Person & community 

centricity 
Empowered staff providing 

quali ty services
Foster innovation & an 

entrepreneurial mindset
Optimising efficiency & 

effectiveness
Al ign & enhance our culture

People have 
improved mental  

health l iteracy

Mental health 
policies, frameworks 
& services align with 
Beyond Blue’s pol icy 

agenda

Products and services 
that meet people’s 

needs are delivered by 
Beyond Blue and 

others

Vision
Al l people in Australia achieve their  best 

possible mental health

Individual 
outcomes

Together, our actions at  the 
individual, community and societal 

level contribute to our vision

Beyond Blue equips 
community members to 
talk safely about mental 

health & suicide 

prevention

Mission
We work with the community  to improve mental 

health and prevent suicide

People receive Beyond 
Blue services and supports 
that meets their needs or 

are referred

Beyond Blue invests in 
research and 

evaluation and 
translates knowledge 

to inform policy  and 
practice

Improved mental 
health and suicide 

prevention 
evidence base 

about what works 
and how to 

implement  it

People access evidence- 
based information that 

meets their needs

Beyond Blue contributes to 
policy development in 

public mental health and 
suicide prevention

People benefit  through 
their contr ibution to 

Beyond Blue

People have 
increased confidence 

to act

Information Platform
Beyond Blue offers evidence-

based information, advice and 
support products on mental  

health and suicide prevention

Equip Community
Beyond Blue equips the 

community to have agency for 
their mental health and prevent 

suicide

Policy Advocate
Beyond Blue shapes publ ic 
policy to improve mental  

health and suicide 

prevention

Knowledge Leader & 
Catalyst

Beyond Blue grows the 
mental health and suicide 

prevention knowledge base

Incubator
Beyond Blue identifies ideas 

and shapes solut ions to 
address unmet community 

need

People improve their use 
of prevention and 

management  techniques

External factors
Policy environment

Fiscal and economic environment
Research funding

Other mental health supports & serv ices
Community member willingness to focus on 

mental health
St igma and discr imination

Trust  in and  perceived credibility  of 

community organisations
COVID-19 and other crises

Community 
outcomes

Societal 
outcomes

Service Provision
Beyond Blue offers evidence-

based information, advice and 
support services for  mental  

health and suicide prevention

Beyond Blue messages 
are amplified through 

community engagement

Operating model design principles



Beyond Blue - Organisation-level logic
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Policy environment
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Community member willingness to focus on 

mental health
St igma and discr imination

Trust  in and  perceived credibility  of 

community organisations
COVID-19 and other crises



The challenge

Defining the evaluand

      Synthesising diverse outcomes data

           Assessing impact in a complex system
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Our approach



Evaluation design

• Build on and strengthen the theory-based approach to previous 

independent evaluations

• Be more explicit about how Beyond Blue contributes to ultimate 

outcomes alongside other factors through contribution analysis

• Be more explicit about the scale of outcomes and the evidence for 

outcomes through adapted mixed methods data synthesis

• Engage with the diverse views of Independent Advisory Committee with 

sector, academic and lived expertise to inform the evaluation to support 

credibility to refine the approach

• Refine the methods based on how Beyond Blue works and the challenging 

implementation context
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Contribution analysis

• Assessing contribution rather than 

attribution

• Explicitly consider the impact of 

external factors

• Useful approach when evaluating 

high-level outcomes in complex 

systems

14 October 2025 Slide 13

Step 1
Set out the cause-effect issue to be addressed

Step 2

Develop the postulated theory of change and risks to 
it, including rival explanations

Step 3:
Gather the existing evidence on the theory of change

Step 4:

Assemble and assess the contribution claim, and 
challenges to it

Step 5:
Seek out additional evidence

Step 6:
Revise and strengthen the contribution story

Mayne (2012)



Adapted relevant explanation finder (REF)

• Systematic and transparent way of looking 

at each factor that contributes to the 

ultimate outcome

• Considering each of those against a set of 

criteria to understand which are more or 

less convincingly relevant in terms of a 

contribution story

• Confirm the key factors of interest (in this 

case through Independent Advisory 

Committee and Beyond Blue staff)

• Collect evidence against these external 

factors
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• External factor (e.g., funding)

• At what level

• Individual

• Community

• Society

• Type

• Driver you can work with

• Factor that just occurs

• Factor you can respond to

• Evidence

• Availability and quality

• References

• Expected influence

• How it works

• Direction and degree

• Range
Lemire et al. (2012)

A
d

a
p

ta
ti

o
n



Mixed-methods data synthesis
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• The established MMDS process has four steps:

1. For each data source, rate the size and direction of the program’s effect

2. Rate the worth of each data source

3. Combine the size and direction and the worth for each data source

4. Aggregate these combined ratings to arrive at an overall effectiveness estimate

McConney et al. (2002) 

Y₁ = E₁ * ΣCoW₁ + E₂ * ΣCoW₂ + E₃ * ΣCoW₃ + ... + Eᵢ * ΣCoWᵢ



Mixed-methods data synthesis
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Mixed-methods data synthesis

Criteria of worth

• credibility: how rigorous the data source is

• confirmability: how reliable the data source is

• from those impacted: whether the data source comes from people who access 

the program or service

• representative: whether the data source comes from a representative sample 

that includes priority populations

• relevant: whether the data source measured outcomes relevant to the process 

and the time period aligned with the independent evaluation
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Mixed-methods data synthesis

Size and direction of the program’s effect for each data source:

• Draft outcome size scores were debated in Workshop 2

• Discussion involved an ARTD team member and an IEAC or Blue Voices member

• Scores were adjusted to reflect the discussion

• ARTD then made the final decision on each score, to maintain independence
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Mixed-methods data synthesis
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Learnings



Learnings and adaptations during the evaluation
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• Develop criteria of worth rubrics tailored to each data source

• Develop guidance for effect size assessments (like the criteria of worth rubric) 

to ensure consistency

• Develop clear decision-making process for reaching consensus

• Divide data sources between smaller groups to reduce workload for reviewers 

(fewer for each to review) and make the rating discussions more accessible

• Use only the first two steps of MMDS process, instead of combining ratings to 

arrive at an overall effectiveness estimate



Key findings and opportunities
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• Inform continuous improvement

• 15 opportunities identified with many implemented while the 

evaluation was in progress

• Response to opportunities developed

• Positive impact on the community's mental health

• Adaptive and responsive during turbulent times

• Important contribution to mental health landscape through policy 

and advocacy leadership and contribution to research

Key

Findings

Opportunities



Learnings for Beyond Blue
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• Consistent outcomes 

across programs

• Standardised 

satisfaction data

• Increased outcome 

reporting  e.g. Impact 

Report

• Policy and advocacy 

outcomes

Laddering of Logics Data Gathering
Mixed Methods Data 

Synthesis

• Inherent limitations of 

data gathering related 

to service use

- Opt-in

- Optional fields

• Contribute to coding of 

criteria of worth

• Expand effect size to 

allow for more 

nuanced scoring

• Org-logic cascaded to 

program logics

• Consistent outcomes 

across program where 

possible

• Org-engagement with 

logics



Eora

Meanjin

Narrm

Brisbane

Melbourne

Sydney

Connect with us

A white
x on a 
black 

https://www.linkedin.com/company/artd-consultants
https://twitter.com/artdconsultants
http://www.artd.com.au/
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