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OUR AIM 
TODAY

• Present a way to evaluate the VFM of 

systems-change work 

• Grounded in a practical example 

• For you to walk away feeling it’s 

possible 



WARM UP QUESTION



What is Value 
for Money? 

• Value for Money is essentially looking at 

whether we got bang for our buck

• Methods include Cost Benefit Analysis 

and Social Return on Investment 

• Newer method called Value for 

Investment (VFI) (Julian King) 



1. Understand 

the initiative in 

its wider context 

2. Agree what Value for 

Investment looks like for 

your initiative

3. Gather and 

synthesise 

evidence 

4. Collectively 

make the VFI 

judgements



VFM FOR SYSTEMS 
CHANGE



CASE STUDY: WORKWELL 

WorkWell was a $50 million, six-year government-funded program  

delivered by WorkSafe Victoria and the Department of Health.

WorkWell aimed to support employers to make systems level changes to 

prevent mental injury and create safe and mentally healthy workplaces. 

To do this, we provided access to knowledge sharing, funding, and 

resources.



Working towards a paradigm shift
We’ve been working towards a paradigm shift in workplace mental health. 

Addressing mental illness stigma and building individual coping skills were the focus for the past decade. The 
focus now is influencing how workplace cultures are psychologically safe and how the work-related factors 
that impact mental health are managed.

Key factors at play

Multi-pronged
approach works

Provision of resources, 
advocating for change 
through communications, 
and influencing via partners 
is changing attitudes and 
behaviours in workplaces.

Power of 
partners

COVID-19 increased 
urgency

Complex systems 
change take time

Evidence base has 
been built and is clear

WorkSafe’s prevention 
message is amplified by 
using partners as change-
makers and  influencers – 
using a Collective Systems 
Transformation approach.

There is increased 
focus on workplace 
mental health and 
designing work to be 
mentally healthy 
resonates.

Public health programs 
that address attitude and 
behaviour change need a 
long term view.

That changes in policies and practices 
informed in combination by 
psychological safety climate and OHS will 
have a positive impact on the 
psychological safety of managers and 
workers and in turn their Work Related 
Quality of Work Life. 



VFM FOR SYSTEMS CHANGE

Kania et al. 2018



TYPES OF VALUE CREATION



INHERENT VALUE

More immediate value 

of systems-change 

activities 



3. APPLIED VALUE
Changes in policies, 
practices and resource 
flows

4. TRANSFORMATIVE 
VALUE 

2. POTENTIAL VALUE

The purpose/mental 
models of the system 
have been transformed. 
Value is reframed.  

Changes in 
relationships, 
connections and power 

1. INHERENT VALUE

5. REALISED VALUE

More immediate value 
of systems-change 
activities 

Changes for people in 
the system 

2

4

3

1

5

Systems 
change 
activities 

Enablers for 
systems 
change 

System 
starts to 
shift System 

outcomes

System 
transformed

EXAMPLE: WORKWELL

WorkWell engaged 30 000 
leaders - immediate 

value for leaders (sense 
of community etc.), pilot 

instances of mental 
injury reduction 

A new network of leaders to 
champion primary prevention 

approach. Strengthened 
relationships between 

government, workplaces and 
unions.

Changing polices and 
practices across 

workplaces and at state 
level. WorkWell is 

re-funded.

Contributed to a shift in 
mental models towards 
primary prevention of 
mental injury in the 

workplace 

Not yet!! But it would be a 
reduction in mental 

injury, improvements in 
productivity etc. 



Understand the initiative in its 

wider context 

Agree what Value for Investment 

looks like for your initiative

Gather and synthesise evidence 

Collectively make the VFI judgements

• We had Theory of Change for WorkWell that 

had been iterated 

• Synthesised evidence as part of the 

final evaluation to address the 
criteria and standards

• Collaboratively developed a rubric with context-

specific definitions around criteria (aspects of) and 
standards (levels of performance) of Value for 
Investment, included creating potential for systems-

change 

• Bring the evidence together 

• Made evaluative judgements using the criteria and 
standards with an excerpt panel 

• Generate learning about VFI for the initiative and 

others 



EXAMPLE: WORKWELL

Contribution 

to wider 

systems 

change



COLLECTIVE 
DELIBERATION

• This was a really important step in the 

valuing process as it allowed people to 

discuss value from different 

perspectives 

• No one person can understand a 

system or systems-change work – no 

one person can value it 



LESSONS 
LEARNED

• Selecting panel members 

• More prep for panel members 

• Helpful to have an internal 

champion 

• Not just using it retrospectively 



HOW WORKWELL IS USING THIS GOING 

FORWARDS 



HOW WORKWELL IS USING THIS GOING 

FORWARDS 
Waters of 

System 

Change

Value 

Creation 

Cycles



HOW WORKWELL IS USING THIS GOING 

FORWARDS 



HOW WORKWELL IS USING THIS GOING 

FORWARDS 



KEY 
TAKEAWAYS
• Value is not just economic – there are 

methods that can help with intangible / 

emergent value. 

• Considering potential value is crucial for 

systems-change work. 

• People value things differently. It’s 

important to bring different perspectives 

on value together. 

• Rigour is increased by the inclusion of 

different stakeholder views; being 

transparent and explicit in your reporting.  



QUESTIONS?
.

heidi@clearhorizon.com.au
Nicholas_Crooks@worksafe.vic.gov.au
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