APPROACH TO ASSESSING
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° Present a way to evaluate the VFM of

systems-change work

° Grounded in a practical example

0 U R AI M * For you to walk away feeling it's
ible
TODAY poss
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WARM UP QUESTION
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* Value for Money is essentially looking at

whether we got bang for our buck

* Methods include Cost Benefit Analysis

. and Social Return on Investmen
What is Value | e
for Money?

* Newer method called Value for

Investment (VFI) (Julian King)




1. Understand 3. Gather and
the initiative in synthesise
its wider context evidence

// \\
/ \
‘ |
/1
/
2. Agree what Value for 4. Collectively
Investment looks like for make the VFI

your initiative judgements



VFM FOR SYSTEMS
CHANGE




CASE STUDY: WORKWELL

These activities are also known as the three
WorkWell program streams:

We are prioritising

workplace mental health

Mental Health
Improvement
F

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.
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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

Power of
partners

COVID-19 increased
urgency

Complex systems
change take time

Evidence base has
been built and is clear

Provision of resources,
advocating for change
through communications,

and influencing via partners

is changing attitudes and
behaviours in workplaces.

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

Six Conditions of Systems Change

Policies Practices Resource
Flows
Relationships Power
& Connections Dynamics

Mental .
Models Transformative Change

(implicit)

Structural Change
(explicit)

Relational Change
(semi-explicit)

Kania et al. 2018




TYPES OF VALUE CREATION

Figure 1. Cycles of Value Creation Adopted for the CoP Evaluation. Six Conditions of Systems Change

Immediate Value

Resource Structural Change
Flows (explicit)

Policies Practices
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Inherent value
ofactvities [~ ;. IO, 4 ™~y . fF ---mmmmmmmmmemeee
and Cycle 2 ) Applied Value
interactions || Changesin Relationships Power Relational Change

knowledge & Connections Dynamics
capital Cycle 3 ) Realized Value 4 (Semi'expliCit)
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Performance Mental
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5. REALISED VALUE
Changes for people in
the system

1. INHERENT VALUE

More immediate value
of systems-change
activities

2. POTENTIAL VALUE
Changes in

relationships,
connections and power

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

System
starts to
shift

5 Enablers for
systems

change transformed

Systems
change

activﬁies o
4. TRANSFORMATIVE

VALUE
The purpose/mental

models of the system
have been transformed.
Value is reframed.



EXAMPLE: WORKWELL

2. POTENTIAL VALUE 3. APPLIED VALUE
5. REALISED VALUE Changes in Changes in policies,
Changes for people in relationships,
the system

practices and resource
connections and power flows
Changing polices and
practices across
workplaces and at state
level. WorkWell is

re-funded.
5 Enablers for
systems
change

Systems

change o
activities

4. TRANSFORMATIVE
1. INHERENT VALUE VALUE
More immediate value A new network of leaders to The purpose/mental
of systems-change champion primary prevention models of the system
activities approach. Strengthened have b.een transformed.
: . Value is reframed.

WorkWell engaged 30 000 relationships between

leaders - immediate government, workplaces and Contributed to a shift in
value for leaders (sense AL mental models towards
of community etc.), pilot primary prevention of

instances of mental mental injury in the

injury reduction

workplace

rizon



Understand the initiative in its Gather and synthesise evidence

wider context » Synthesised evidence as part of the

» We had Theory of Change for WorkWell that final evaluation to address the
had been iterated criteria and standards

®
-~
N
\
\

\

1
Agree what Value for Investment Collectively make the VFI judgements

looks like for your initiative . _
_ o * Bring the evidence together
» Collaboratively developed a rubric with context- * Made evaluative judgements using the criteria and

specific definitions around criteria (aspects of) and standards with an excerpt panel
standards (levels of performance) of Value for - Generate learning about VFI for the initiative and
Investment, included creating potential for systems- others

change



EXAMPLE: WORKWELL

Contribution »  There are limited *  WorkWell can demonstrate *  WorkWell can demonstrate
to wider examples/insufficient several examples of influence clear examples of contribution
systems evidence of WorkWell's on wider systems-level change to significant instances of
influence on winder systems level change,
Change systems-level change including unplanned positive
outcomes

Contribution to systems-
level changes

BELOW EXPECTATIONS  MEETS EXPECTATIONS

WorkWell led a paradigm shift towards taking a primary
prevention approach to mental health in the workplace.
WorkWell also shifted beliefs about how regulators should
work.

Clear Harizon



* This was a really important step in the
valuing process as it allowed people to
discuss value from different

perspectives

COLLECTIVE

* No one person can understand a
D E LI B E RATI 0 N system or systems-change work — no

one person can value it

WorlWell m Clear Harizon



LESSONS
LEARNED

* Selecting panel members
* More prep for panel members

* Helpful to have an internal

champion

* Not just using it retrospectively

Clear Harizon



HOW WORHKWELL IS USING THIS GOING

FORWARDS

Resource flows —

sharing of knowledge and
insights ~

-~

Policies — auditing and

updating policies to improved

workplace Mental Health and safety
Practices = change in
nabituated practices and ways of
working that impact on workplace
mental health and safety

: : hange in orga
Relationships and g g

connections - how dowe

pool our resources to most efficiently
make changes in workplace mental
health and safety

Power Dynamics —

[ Creatin ‘
Where we are now . &
public value
oy
E-learns Toolkit Levers Community Industry Immediate
of Practice Trials value
J vy
s SN
e heading if we don’t do something and what can we do? (build Potential
motivation and knowledge capital) value
., -/
o
. . . Applied
ctices by leade e & capability uplift) value
| — D ——
Change in org rformance (W. enteeism

empowering all levels of

organisations to act on and drive
change workplace mental health

redefining what good looks like

and how we approach workplace

mental health and safety

andsafety Mental Models — {

.
Redefining what good looks like and how we think about workplz Re‘f!;allumelng
[f - -
WorkWell Mission Statement WW Mission
Statement

Increase productivity, reduced MI, Improved RTW outcomes, reduced cost to
scheme

J ‘Wsv Strategic

imperatives

. vy
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HOW WORHKWELL IS USING THIS GOING

Waters of
System
Change

FORWARDS

Value

Where we are now

[ Creating |

public value

Creation

Resource flows —

sharing of knowledge and

Cycles

Community

E-learns Toolkit Levers

of Practice

Industry

0y
Immediate

Trials value

insights . -
Policies — auditing ang

updating policies to improveq
workplace Mental Health and safet
Practices = change in

nabituated practices and ways of
working that impact on workplace
mental health and safety

Relationships and

motivation and knowledge capital)

e heading if we don’t do something and what can we do? (build

Potential

value
-

Change in orga ctices by leade

connections - how dowe

pool our resources to most efficiently
make changes in workplace mental
health and safety

Power Dynamics —

Change in org rformance (W. enteeism

empowering all levels of

organisations to act on and drive
change workplace mental health

and safety
Mental Models —

Redefining what good looks like and how we think about workpla

e & capability uplift)

Applied

value
~._ 22200000/

|

Reframing
value

redefining what good looks like

and how we approach workplace
mental health and safety

WorkWell Mission Statement WW Mission
Statement
Increase productivity, reduced MI, Improved RTW outcomes, reduced cost to WSV Stra.tegic
scheme imperatives
- J
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Proposed tool for
measurement

* WWS

* CoP Survey

* Readiness for
Change tool

* VPAT

* Himmelmen
tool

+ MSC Interviews
* Value Creation

Interviews

* Final report

FORWARDS

Where we are now

Leaders understand the value
of investing in workplace
mental health and safety

- e

o N 7 I
E-learns Toolkit

b J /

/A ™

I/Lealders are aware that they
have responsibility in regards
to workplace mental health
and safe
_ ty

Leaders and workers are mor;\

confident in their capability to

identify psychosocial hazards
should they arise

-
Leaders and workers are more
confident in their capability to
address psychosocial hazards

\ should they arise )

Leaders and workers take
action on key psychosocial

~
Leaders and workers experience
improved productivity and staff

Levers

HOW WORHKWELL IS USING THIS GOING

[ Creating \

public value

- N N
Community of . Immediate
Practice IndUStrv Trials value — Activities
A A i and interactions

s ™
Leaders and workers are more
aware of the signs of and ways

to monitor workplace mental

health and safety )

Leaders and workers
understand the factors that
influence workplace mental

health and safety )

Potential
value — building

knowledge capital

Leaders understand the
structures that impact
workplace mental health and
ksafety (Policies and Practices)

eaders and workers understand

the importance of workplace
culture and the impact on

workplace mental health and

\_ safety J

Applled value

= Changes in practice
.~

g I
Leader implement policy and
practices that support mental

' . ) A
Worker experience improved
commitment, communication

s =
Realised value

hazards to improve workplace turnover related to mental health and safety (OPM-MU) and participation in mental - Performance
mental health and safety ) L health and safety ¢ Y, health and safety (PSC) improvement
At ' .
Leaders and workers promote Leaders reframe the way that Leader embed system of work Leaders E_'”d waorkers adopt a Refra ming
the value positive workplace waorkers and their contribution so improvements are CHSEE app‘roach il va | ue ini
mental health and safety to the workplace is valued sustained for current and way they think about - Redefining
L T e workplace culture \ success J
( [ Ww Missi
WorkWell influences positive change in psychological health and safety within Victorian workplaces. We do this by SSIER
investing in partnerships, networks, tools and resources for sustainable systems level change. Statement
~
e N |

Reduced rate of mental
injuries in the workplace

3

Improved return to work
outcomes for worker

Worlcwell KIEESafed Clear H rizon

Increased productivity for
businesses

Reduced cost to the
compensation scheme

WSV outcomes

J

|\

VICTORIA



WorkWell
Mission

Statement

WorlcWell

WorkWell
influences positive
change in
psychological
health and safety
within Victorian
workplaces. We do
this by investing in
partnerships,
networks, tools
and resources for
sustainable
systems level
change.

Levers

Immediate value
— Activities and
interactions

Pillars

Learning
Resources

Systems
level
change

Integrated

Toolki

approach

Partnerships
for collective
impact

Community
of practice

Build
evidence
& share
knowledge

Industry

trials

FORWARDS

Potential value
— Building
knowledge

capital

Leaders understand the
value of investing in
workplace mental health
and safety

Leaders are aware that

they have responsibility
in regards to workplace
mental health and safety

Leaders and workers are
more aware of ways to
monitor workplace
mental health and safety

Leaders and workers
understand the factors
that influence workplace
mental health and safety

Leaders and workers
understand the
importance of workplace
culture and its impact on
workplace mental health
and safety

Leaders are more
confident in their
knowledge of how to
support injured workers
to recover at work or
return to work

Applied value
- Changes in

workplace
practices

Leaders and workers are
more confident in their
capability to identify
psychosocial hazards
should they arise

Leaders and workers are
more confident in their
capability to address
psychosocial hazards
should they arise

Leaders review and
update policies and
practices that impact
workplace mental
health and safety

Leaders and workers
monitor and act on key
psychosocial hazards to

improve workplace
mental health and
safety

Leaders are more
confident in their
capability to support
injured workers to
recover at work or
return to work

Realised value
— Workplace
performance
improvement

Leaders and workers
experience
improvements in
targeted workplace
psychosocial hazards

Leaders and workers
experience improved
productivity and staff
retention related to
mental health and
safety

Leader and workers
experience
improvements in lead
indicators as a results of
implemented policies
and practices that
support mental health
and safety

Worker experience
improved commitment,
communication and
participation in mental
health and safety

Injured worker
experience improved
support to recovery at
work or return to work

Reframing value
- Redefining

what good looks
like

Leaders and workers
promote the value
positive workplace
mental health and

safety

Leaders reframe the
way that workers and

their contribution to
the workplace is valued

Leader embed system
of work so
improvements are
sustained for current
and future workers

Leaders and workers
adopt a generative
approach to the way
they think about
workplace culture

HOW WORHKWELL IS USING THIS GOING

WorkSafe
Victoria
outcomes

Reduced rate of
mental injuries in
the workplace

Improved recovery
and return to work
outcomes for
worker

Improved
psychological health
and safety in
workplaces

Reduced cost to the
compensation
scheme

WorlcWell

Clear Harizon



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.

Worlk€ED ) Clear Harizon




QUESTIONS?

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




n
Celebrating 20 years of placing people
and learning at the heart of change work

Scan to get your free [=]

Sl
Measurement, Evaluation i.:f{,é%
S

and Learning toolkit ——> [&j #freeki

& clearhorizon.com.au < info@clearhorizon.com.au
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