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Introduction

This playbook is for practitioners and organisations looking to embed
psychosocial lead indicators into their work health and safety systems.
By following these best practices, organisations can effectively integrate
psychosocial lead indicators into their management processes, creating
a feedback loop of continuous improvement for workplace mental
health. It’s about being proactive and preventive, much like routine
maintenance on machinery, investing effort in small, regular
adjustments to avoid large and costly breakdowns.
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FOR PSYCHOSOCIAL RISK

Use Psychosocial
Metrics in Reporting
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Integrate into KPIs

Treat indicators like PRC, psychological
safety, or stress audit results as regular KPIs,
just like you do for injury rates or
productivity.

Include in Reports

Include them in WHS reports and
dashboards. For example, a department’s
guarterly report might list its PRC score
alongside its accident rate.

Discuss Results

Table these metrics in management
meetings: if a team’s psychological safety
drops or stress risk index worsens, address it
with the same urgency you would a spike in
physical safety incidents.

Normalise Conversations

Normalising these discussions ensures
psychosocial risk isn’t seen as abstract or
optional, but as a core aspect of
organisational performance.
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SetTa rgets

Use internal baselines and external benchmarks to

understand where you stand and where to improve.

Perhaps last year’s survey showed 60% of staff felt able to
speak up; set a goal to reach 70% this year. Or compare
your PRC score to industry averages (if available) to gauge

your relative position.

Setting specific targets for lead indicators can drive
accountability. For instance, a company might aim to
reduce the proportion of employees reporting high stress
from 25% to 15%, or to raise its engagement index by a

certain amount.

Make these goals visible and tie them to action plans
(and even to management performance objectives).
Caution: ensure targets are realistic and don’t
inadvertently encourage fudging the numbers, the aim is

genuine improvement, not just hitting a figure.
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Leadership
Buy-In & Training

Educate senior leaders and middle managers on
the value of psychosocial lead indicators with
evidence. Showing leaders that improving lead
indicators leads to better outcomes.

Demonstrate leadership commitment by a senior
executive championing an initiative or allocating

resources to it.

Incentivise and motivate managers to behave in

ways that foster a positive climate.

Train managers on how to influence psychosocial

metrics: for example, workshops on building trust

in teams, raising psychological safety, or workload

management and flexibility.

Share risk assessment results with teams and make

improvements a priority. It sends a powerful
message that this is not just HR’s project but a way

of doing business.
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Use Multiple Data
Sources for Insight

))) Get a full picture by combining quantitative and

qualitative data. Surveys provide numbers, but open-ended
comments or consultation workshops can explain the “why”
behind the numbers. For instance, if the engagement score in a
unit dropped, interviews might reveal it was due to a difficult
project or a particular manager’s style. Also look at connecting
lead to lag indicators: for example, track whether units with
better PRC go on to have fewer sickness absences or higher
client satisfaction. Presenting these correlations internally can

strengthen buy-in (“Look, the stores with higher staff —
engagement also had higher sales, keeping our people engaged j
isn’t just to feel good, it’s crucial for business success”).
Additionally, don’t overlook existing enterprise data: EAP usage,
turnover stats, and even email metadata (volume of after hours
emails could indicate workload issues) can all augment the
picture. By triangulating data, you’ll have more confidence in
pinpointing issues and measuring progress.
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Listen & Act

Foster a “Speak-Up” Culture

Lead indicators often rely on employees being honest (in surveys, in
reporting issues, etc.). Building a culture where people genuinely feel safe
to speak up is foundational. Ensure anonymity in surveys to get truthful
data. Provide multiple channels for raising concerns such as confidential
hotlines, suggestions boxes, town-hall meetings as different people are

comfortable with different modes. “Most importantly, when people
do voice concerns or ideas, respond positively and act on

them ifpossible” Nothing kills psychological safety faster than asking
for input and then ignoring or punishing it. Conversely, visibly appreciating
someone for flagging a problem and fixing it shows everyone that speaking
up is valued. Over time, this openness will be reflected in your lead
indicators themselves (e.g. rising psychological safety scores), creating a
virtuous circle. It can be helpful to explicitly train and encourage upward
communication as part of safety or management programmes.

Respond Early and Iteratively

When a lead indicator flags a potential issue, act promptly, don’t wait for
definitive proof in lagging indicators. If a team’s stress risk rating worsens
significantly this quarter, investigate and address it now, rather than
waiting to see if sick leave rises next quarter. Early responses can be
modest and collaborative: meet with the team, acknowledge the data
(“We see workload stress is high for you”), and brainstorm solutions. Small
adjustments (re-prioritising tasks, bringing in temporary help, mediation in
a conflict) can prevent a minor issue from snowballing. After action, check
the indicator again in the next survey or pulse — did it improve? If not,
adjust and try again. This Plan-Do-Check-Act cycle is ideal for psychosocial
risk management. Think of it like course-correcting a ship: a slight turn
early on (based on instrument readings) can prevent a need for a drastic
change later when an iceberg is in sight.
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w Safety Systems
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Integrate psychosocial risk oversight
with your existing H&S governance.
This could mean adding psychosocial
hazards to your risk register with
designated controls and owners,
conducting stress risk assessments as
a routine part of site inspections, or
reviewing lead indicator trends in your
regular safety committee meetings.

Some organisations have adapted
their incident reporting systems to
include “psychosocial near-misses” or
hazards, ensuring they are logged and
reviewed just like physical hazards.
When planning any workplace change
(like restructuring or introducing new
technology), include psychosocial risks
in the change risk assessment.

A systematic approach ensures these
factors don’t depend on one
champion, they become part of “how
we do safety here.” Standards like ISO
45003 provide guidance on integrating
these practices, which can be followed
to strengthen your system.



Leverage Standards
& Resources

Make use of existing frameworks such as the UK HSE Management
Standards for Work-Related Stress, the Canadian CSA Z1003 Standard
on Psychological Health and Safety, or industry-specific guidelines.
These can serve as checklists for which lead indicators to measure
and how. For example, the HSE Management Standards cover seven
areas (demands, control, support, relationships, role, change, and
culture) you can ensure you have metrics or questions addressing
each area. Such standards also often provide free tools (survey
templates, assessment worksheets) that can jump-start your efforts.

Engaging with external resources or consultants can lend credibility
and expertise; for instance, bringing in an expert to train your team or
audit your psychosocial safety efforts can reveal blind spots.
Additionally, consider networking with other organisations or
professional bodies sharing anonymised data and successful practices
to help benchmark and contlnuously improve your program.
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Communicate
Wins & Eearnings

Share both the successes and what’s been learned from the
process. If a particular intervention led to an improvement in a
lead metric, broadcast that story: “Team X’s effort to alternate
Friday afternoons off resulted in a 15% drop in their stress score
and they maintained output. Well done, let’s consider this
elsewhere.” Celebrating wins shows the value of the indicators
and motivates ongoing effort.

Be transparent about challenges. If a metric didn’t improve as
hoped, communicate that the organisation is still committed and
adjusting the approach. This openness builds trust that the
initiative is sincere. Regular updates keep momentum (e.g. a
quarterly psychosocial safety newsletter or a dashboard on the
intranet).

Over time, as people see positive changes, like potentially an
improvement in overall survey results or fewer stress claims, tie it
back to the proactive steps taken, reinforcing the whole rationale
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Be willing to adjust your dashboard of lead
indicators as you learn. Conduct periodic
programme reviews just as you would for an
accident prevention program. Involve
employees by asking what they feel are early
signs of stress in their area? You might glean
new leading indicators that hadn’t been
obvious from the start.

Psychosocial conditions evolve with changes in work, so
regularly review which indicators you track and how effective
they are. You might start with annual surveys, but find that
adding monthly pulse questions on key items yields more
responsive data. Or perhaps you realise a certain survey
qguestion isn’t well understood by staff; refine its wording next
time. Maybe overtime hours were easy to measure and seemed
like a good indicator, but you discover people are still burning
out due to emotional demands of the job that pure hours didn’t
capture, you may need to add a qualitative check-in or a
different metric. By keeping the system dynamic, you ensure it
remains effective and relevant as the organisation and its
challenges change.
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For more
Information

%H%; The Opus Centre is a leading Australian consultancy
T H E dedicated to advancing psychological safety and

psychosocial risk management in workplaces. With a
0 P U s foundation in evidence-based practice and legislative
C E N T R E compliance, Opus empowers organisations to build
FOR PSYCHOSOCIAL RISK healthier, safer, and more productive environments.

@ enquiries@opuscentre.com.au

opuscentre.com.au



