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• Workplace relationships and leadership support – e.g. conflict, feedback, inclusion. 

• Exposure to trauma or emotionally demanding work – e.g. critical incidents, distressing content, 
customer aggression. 

• Recognition, inclusion, and organisational fairness – e.g. acknowledgement, equity in treatment and 
decision-making. 

Many risks arise not just from one factor, but from combinations—such as poor role clarity in a team under 
pressure, or exposure to distressing content without recovery time or supervisory support. These combinations 
may lead to escalating impacts that are harder to control once entrenched. 

To manage psychosocial hazards well, leaders should understand not just the risks—but also the protective 
conditions that help people thrive. 

What are psychosocial hazards?   

As defined by the Regulations, psychosocial hazards are hazards that arise from or relate to: 

• the design or management of work; 

• the working environment; 

• plant at a workplace, or 

• workplace interactions or behaviours; and may cause psychological and physical harm 
(whether or not it may also cause physical harm). 

Therefore, psychosocial hazards are aspects of work which have the potential to cause psychological and 

physical harm by causing people to feel stress. Whereby, stress is the body’s reaction when a worker perceives 

the demands of their work exceed their ability or resources to cope.  

This perception, and the impact of psychosocial hazards, can vary significantly between individuals. What may 

be tolerable for one worker could be harmful for another. This variability underscores the need for a tailored, 

consultative, and preventative approach to managing psychosocial risks. 

Understanding psychosocial hazards also involves recognising how they are shaped by broader workplace 

systems, culture and leadership.  These hazards influence- and are influenced by- organisational climate, and 

they directly impact workers psychological health and safety.  

In the APS context, common psychosocial hazards include high work demands, lack of role clarity, remote or 

isolated work, workplace violence and exposure to traumatic content. However, some hazards may be more 

unique to government work.  These can include: 

• Machinery of Government (MoG) changes that disrupt roles, responsibilities and structures. 

• Surge workloads in response to budget cycles or urgent initiatives. 

• Public or political scrutiny, especially in contentious or highly visible portfolios. 

• Moral injury, when staff are required to carry out decisions that conflict with their personal or 

professional values. 

Some hazards may cause serious harm on their own (e.g. sexual harassment), but combinations of hazards- 

especially when sustained or systemic- are even more likely to lead to serious harm. This can be described as 

intersecting hazards when two or more psychosocial hazards are present in the same role, task, or system or 

compounding hazards that occur when the presence of one hazard increases the likelihood or severity of 

another. This combined presence or compounding nature may elevate the overall risk level even if each 

individual hazard appears low. 

Appendix A provides an outline of all psychosocial hazards identified in the Psychosocial Code, their definitions, 

examples and some resources targeting each hazard.  Appendix B offers some examples of combined hazards, 

their co-occurrence context and potential amplification patterns. 

 

 Further insights are available through Comcare’s About psychosocial hazards resource. 
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Psychological: 
Refers specifically to the cognitive and emotional processes that influence an individual’s thoughts, feelings, 
behaviours, and overall functioning.  This includes how people respond to stress and interact with others. 
 

Psychological Safety: 
In a workplace setting, psychological safety describes the shared belief that it is safe to express ideas, admit 
mistakes and take interpersonal risks without fear of negative consequences such as punishment or humiliation. 
When psychological safety is present, individuals are more likely to speak-up, share concerns and contribute 
openly to a group setting without fear of repercussions. 
 
Psychological safety is a critical enabler of effective psychosocial risk management. It empowers workers to 
raise issues early, supports learning from failure, and strengthens team connection and integrity. To embed it 
meaningfully, it should be actively supported through organisational systems, leadership practices, and training- 
particularly for people managers. When integrated well, psychological safety underpins effective consultation, 
wellbeing, and performance at all levels. 

Understanding these distinctions matters, because: 

• Psychosocial risks are shaped not just by individual responses, but by the broader systems, 
relationships, and environments around people at work. 

• Psychological harm can occur when these systems fail, particularly when hazards are ignored, poor 
practices persist, or workers feel unsafe or unsupported. 

Interconnectedness of psychological safety, psychosocial risk management, and PSC 

The diagram below, from Services Australia illustrates how psychological safety, psychosocial risk management, 
and psychosocial safety climate are distinct but interrelated concepts that operate at different levels within a 
workplace.  

 

Psychological safety exists at the team or interpersonal level. Psychosocial risk management is the process 
through which organisations identify and control work-related factors that can harm psychological or physical 
health. This occurs at both the team and group level. Psychosocial safety climate, meanwhile, reflects the 
broader organisational culture and the shared perception that leadership is committed to protecting 
psychological health and wellbeing through policies, communication, and actions.  

Together, these three concepts form a cohesive system: a positive safety climate enables effective risk 
management, which in turn creates the conditions for psychological safety to thrive.  
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Roles and responsibilities 
Effectively managing psychosocial hazards requires a whole-of-organisation approach. While legal duties apply 
at every level, each group within an organisation plays a different role in creating and sustaining a safe, 
respectful, and mentally healthy workplace. 

This section outlines common responsibilities for key workforce groups. Examples are illustrative, not 
exhaustive. Agencies should consult with staff and tailor roles to their own structures and WHS governance. 

Executive Leadership  
Executive leaders play a critical role in setting the tone, direction, and accountability for psychosocial risk 
management. They should model respectful behaviour, respect work-life boundaries, and provide visible support 
for mental health initiatives.  

A senior leader may have a duty as an ‘officer’ under WHS Act, if they make or influence the significant financial 
or operational decisions of the organisation. Officers under the WHS Act must exercise due diligence to ensure 
the organisation meets its duties to protect workers and other persons from harm to health and safety. Due 
diligence includes taking reasonable steps such as:  

• Understanding the organisation’s work and psychosocial hazards and risks that can arise – this can be 
done by consulting workers and their representatives. 

• Allocating resources to conduct a psychosocial risk mitigation process such as workload reviews, job 
redesign, and implementing the outcomes of those reviews. 

• Requiring regular reporting of psychosocial risk trends (e.g. EAP use, turnover, WHS incidents). 

• Ensuring psychosocial hazards are integrated into enterprise risk plans, change management processes, 
and strategic planning processes. 

• Ensuring the organisation has the right processes to receive and respond to reports of incidents, 
hazards or other WHS issues, and processes to comply with any other WHS duties 

• Ensuring they are discussing identified issues with managers or supervisors and providing support by 
taking action to eliminate or minimise psychological hazards and risks.  

• Remaining up to date on psychosocial work health and safety regulatory requirements, including 
participating in training 

• Knowing the psychosocial hazards and risks involved in the work being undertaken that they oversee 

• Ensuring systems are in place to manage risks and oversee their effectiveness 

• Prioritising time and resources to ensure psychosocial safety, including conducting a psychosocial risk 
mitigation process such as workload reviews, job redesign. 

 
Failure to give effect to due diligence obligations can result in officers being held personally liable of WHS 
breaches.   

Managers & Supervisors 
Managers and supervisors are essential to translating organisational intent into day-to-day practice. They have 
direct influence over how work is allocated, support is provided, and issues are identified and escalated. Their 
role may include implementing controls for psychosocial hazards, consulting with team members, and modelling 
respectful, supportive behaviours. Managers are often the first to observe early warning signs of stress or 
conflict and play a key role in responding appropriately.  

Effective managers balance operational delivery with care for team wellbeing — adjusting workloads, clarifying 
expectations, and creating psychologically safe team environments where staff feel heard and valued. 

Responsibilities in action can include: 

• Understanding the hazards and risks involved in the work being undertaken by staff they oversee 

• Considering safety in planning and management of staff and work 

• Monitoring of staff wellbeing, including working hours, absences, flex balances, excess leave and other 
indicators of risk 

• Regularly checking in with staff about wellbeing 

• Adjusting work schedules or redistributing tasks when team members are under pressure. 
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• Running team check-ins to talk openly about workload, support needs, and wellbeing. 

• Responding promptly to reports of interpersonal conflict or unreasonable demands. 

• Using hazard checklists or risk assessment tools during team planning sessions. 

• Escalating emerging risks (e.g. burnout, exposure to traumatic material) to HR or leadership early. 

Workers 
All workers, including leaders, managers and supervisors, have a duty under the WHS Act to take reasonable 
care for their own health and safety, and that of others. While not all psychosocial responsibilities are legal 
duties, many are essential to maintaining a healthy workplace culture. 

In practice, workers contribute to psychosocial safety by: 

• Understanding their role in contributing to psychosocial safety and risk management 

• Following safe work practices by adhering to instructions, procedures and guidelines, and participating 
in training and other agreed initiatives to manage risks 

• Actively participating in risk assessments and consultation processes. 

• Reporting workload, conduct, or wellbeing concerns to managers or WHS representatives. 

• Supporting inclusive and respectful team behaviours. 

• Taking reasonable steps to safeguard personal health, safety and wellbeing and setting personal 
boundaries (e.g. taking breaks, disconnecting after hours). 

• Cooperate with the agency on resolution of concerns and access to support, including wellbeing 
programs, EAP, peer networks, or wellbeing tools. 

 
While the primary duty to manage risks sits with the PCBU, fostering a culture where workers feel 
empowered to speak up and seek support is critical to early intervention and sustainable risk management. 

Consultation and Co-Design 
Under the WHS Act, PCBUs must consult workers and their Health and Safety Representatives (HSRs) on 
matters that affect health and safety. This includes identifying and managing psychosocial hazards. 

Good practice includes: 

• Consulting early with HSRs and workers on planned changes, risk assessments, and control measures. 

• Ensuring workers understand their rights to be informed, consulted, and represented. 

• Engaging union or staff consultative forums where appropriate. 

• Co-designing tools, strategies, or support systems with those most affected by psychosocial risks. 

 

Roles and responsibilities will differ depending on agency size, structure, and risk profile. However, the most 
effective approaches are those that involve everyone—ensuring legal obligations are met, risks are reduced, and 
a positive psychosocial culture is built over time 
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Appendix D: Common tools 
Effectively managing psychosocial hazards requires access to reliable tools that support evidence-based 
decision-making. There is a range of Australian and Internationally developed, and validated tools that can be 
used to assess, monitor, and manage psychosocial risks. These tools vary in design, focus, and application — 
from short diagnostic surveys to comprehensive toolkits. This section outlines the three main categories of 
tools commonly used by agencies and explains their purpose and role in psychosocial risk management. 

Surveys 
Surveys are used to capture the perceptions and experiences of workers in relation to psychosocial hazards. 
They help agencies understand where risks may exist by highlighting trends, workplace “hot spots,” and areas of 
concern across teams or locations. Many surveys provide benchmarked results or align with specific hazard 
categories from the Psychosocial Code. They are most effective when used to inform further investigation, 
planning, and engagement efforts. Below are some of the most used examples: 

People at Work (PAW) 
People at Work is a free, validated Australian survey tool that supports organisations to identify and manage 
psychosocial risks. It measures 14 workplace factors linked to psychological health, assesses their potential to 
cause harm, and gathers data on key worker outcomes such as stress, burnout, and intentions to leave. The tool 

includes a 5-step risk management process and provides benchmarked reporting to guide actions at the team or 

organisational level. 
 

Psychosocial Safety Climate (PSC-12) 
PSC-12 is a short Australian-developed survey that measures how employees perceive their organisation’s 
commitment to psychological health. It focuses on four domains: management commitment, management 
priority, organisational communication, and participation. While it does not assess specific hazards, it acts as an 
early warning indicator and helps gauge the strength of the organisational climate for psychological safety. 
 

Thrive at Work Survey 
Thrive at Work is a validated Australian survey developed by Curtin University that assesses employee wellbeing 

and perceptions of organisational support for mental health. Based on the Thrive at Work framework, it measures 

how well an organisation mitigates illness, prevents harm, and promotes positive work experiences. The survey 
is supported by free tools and resources, with optional consultancy available for agencies seeking tailored 
support. 
 
These are other Australian/International surveys 

• Opus Centre Psychosocial Risk Climate (PRC-16)  

• The PERMAH Tool Workplace Survey 

• Copenhagen Psychosocial Questionnaire (COPSOQ)  

• Guarding Minds at Work (GM@W) Survey and Organisational Review 

• HSE Management Standards and Indicator Tool 

• IWH Organizational Performance Metric (IWH-OPM) 
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Risk Assessment Tools 

Risk assessment tools support agencies in identifying, assessing, and prioritising psychosocial risks in a 
structured and legally compliant way. These tools go beyond perceptions to examine the likelihood and severity 
of harm, the adequacy of existing controls, and where new interventions may be needed. They align closely with 
WHS requirements and support informed decision-making about prevention and control measures. 

Below is the most used example: 

ADDRESS Framework 
The ADDRESS APS Psychosocial Hazard Suite provides APS agencies with a practical, scalable model to 
respond to psychosocial hazards in their workplace. It supports agencies to utilise their existing data (for 
example, APS Employee Census results), and incorporates resources and tools that enable assessment and 
intervention of risks at both an organisational level and a team or branch level. ADDRESS is aligned with the risk 
management process set out in the Work Health and Safety (Managing Psychosocial Hazards at Work) Code of 
Practice 2024. 
 
The ADDRESS model is an end-to-end product made up of guides and supporting resources which step agencies 
through the Identify, Assess, Control and Review processes.  Each step has a tailored ADDRESS guide that 
agencies can utilise to complement their existing WHS/HSR practices. The resources include screeners, 
facilitator guides, talking points and slide decks to support the staff consultations process, as well as example 
evidence-based controls that agencies can consider for their workplace. 
ADDRESS is freely available at no cost to APS agencies on APS Learn.  
 
These are other Australian/International surveys 

• A Participative Hazard Identification and Risk Management’ (APHIRM) toolkit 

• Workplace Health and Safety Queensland Psychosocial Risk Assessment Tool 

• FlourishDX Risk Assessment Tool 

• MAPIEN Psychosocial Assessment Tool (MPAT) 

Toolkits 
Toolkits provide practical guidance, templates, and frameworks to support implementation. Often designed to 
complement surveys or risk assessments, toolkits help translate findings into action by offering step-by-step 
resources for managing hazards, engaging staff, and evaluating impact. Some are targeted toward specific 
sectors or roles, while others support whole-of-organisation approaches to psychosocial safety. 

• Psychosocial hazard work re-design tool (PHReD-T)  

• WorkWell Toolkit  

• Wellbeing SA Healthy Workplace Toolkit 

• PRIMA-EF model– While also a toolkit, it is fundamentally a framework for excellence in 
psychosocial risk management 
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Appendix H: Training and other resources 
Building workforce capability is essential for effective psychosocial risk management. Training plays a critical 
role in equipping leaders, managers, and workers with the knowledge, skills, and confidence to identify, respond 
to, and manage psychosocial hazards in the workplace. This section outlines the types of training and resources 
available to APS agencies. 
 

Types of Training 
Note: Some of the list of training programmes may incur fees, particularly those delivered by external providers. 
Agencies are encouraged to check current pricing, licencing arrangements, and delivery formats before enrolling. 
Where possible, consider internal training options, fee free government programmes or cross agency 
partnerships taught effective capability building. 

APSC and Comcare resources 
Comcare and the APS C have developed a range of practical resources to support APS organisations in 
managing psychosocial hazards.  
 

• APS Leadership Edge | Australian Public Service Academy 
• Compassionate Foundations: Suicide prevention capability suite | Australian Public Service Academy 
• Connections: Core capabilities for workplace peer supporters | Australian Public Service Academy 

• Program: APS Mental Health Capability Hub | Australian Public Service Academy 

• Psychological Safety for Staff | Australian Public Service Academy 
• Psychological Safety for Team Leaders | Australian Public Service Academy 
• SES Integrity Masterclass | Australian Public Service Academy 
• SES Unconscious Bias - Workshops | Australian Public Service Academy 
• The 6R Relational Leadership Self-Reflection Tool 
• Training and learning | Comcare 

- Managers guide to mental health 
- eLearn - Beyond Blue modules 
- eLearn -Officer due diligence 
- eLearn and Microlearn – Workplace sexual harassment modules 
- Good Work Design Microlearn Suite 
- Suite of learning products – Psychosocial risk management 

Awareness and literacy  
These programs focus on building baseline understanding of mental health-related topics, psychological safety, 
and psychosocial hazards. 
 

• Domestic and Family Violence Training- Lifeline 

• Mental Health and Wellbeing - Lifeline 
• Mental Health is Everybody's Business - Black Dog Institute | Better Mental Health 
• Online Programs for Stress, Anxiety, and Depression | THIS WAY UP 
• Resilience First Aid (RFA) Instructor Course - Driven 
• Head4Work 
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Leadership and Culture 
These programs target senior leaders, SES, and managers to foster psychologically safe leadership, 
organisational trust, and value-aligned behaviour. 
 

• Leadership in Psychosocial Risk Management | Bond University | Gold Coast, Queensland, Australia 
• Engaging Leaders - Mental Health First Aid Australia 
• Mentally Healthy Work Development Programme | Government Health and Safety Lead 
• Mental Health Essentials for Leaders 
• Workplace Mental Health Essentials Workshop - Superfriend 

In development: 6R Leadership Capability Skills lab (August 2026) 

 
Compliance and WHS Risk 
Designed to build understanding of legal obligations under WHS legislation and develop practical skills for 
identifying, assessing, and controlling psychosocial hazards. 
 

• Managing Psychosocial Hazards and Risks in the Workplace - GPEx 
• Managing Psychosocial Risks at Work- UNSW: AGSM Navigator 
• Psychosocial Hazards Training Online - For Leaders & Executives 
• Psychosocial Risk Management - Griffith Short Courses 
• Psychosocial Safety Training | The Opus Centre 

 

Capability Building and Skills 
These courses develop practical, interpersonal, and role-specific competencies for frontline staff, managers, and 
WHS practitioners. 
 

• Accidental Counsellor- Lifeline 

• Building Trauma-friendly Workplaces- Phoenix Australia 

• Emotional Agility Learning Journeys by Susan David, Ph.D. (Wellbeing and Microskills) 

• Managing Challenging Interactions- Lifeline 

• Managing for Team Wellbeing - Black Dog Institute | Better Mental Health 

• Managing for Team Wellbeing: Navigating Conversations - Black Dog Institute | Better Mental Health 

• Protecting and Promoting Mental Health at Work - Black Dog Institute | Better Mental Health 

• Psychological First Aid- Phoenix Australia 

• Stress and Trauma in the Workplace- Phoenix Australia 

• Trauma-sensitive Communication- Phoenix Australia 

• Vicarious Trauma- Phoenix Australia 

• Workplaces - Mental Health First Aid Australia  

• Workplace Mental Health for Leaders - Black Dog Institute | Better Mental Health 

• In development: psychosocial training package that DEWR are working on for HSRs and agencies, 
including a train the trainer model  
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Appendix I: Case Studies 

Strengthening Psychosocial Risk Governance Across an APS Agency 
Context: An Australian Government agency recognised the need to take a more structured and system-wide 
approach to identifying and managing psychosocial hazards. Staff consultation and internal WHS reviews 
highlighted the importance of clarity, consistency, and accountability in addressing known psychosocial risks. 
 
Step 1: The agency’s WHS Advisers undertook an enterprise-wide risk assessment involving consultation with 
worker representatives and the Health and Safety Committee.  The assessment reviewed 2 years of historical 
psychosocial reports from staff, to identify the prevalent psychosocial hazards impacting the organisation.  
 
The risk assessment outlined the key psychosocial hazards and recommended risk controls, including 
hyperlinks to additional resources for easy access.   
 
The completed risk assessment was published to the Risk Management Library, accessible to all staff. 
 
Step 2: A formal psychosocial risk framework was developed to articulate the systemic approach to managing 
psychosocial risks in the organisation. From prevention initiatives, early intervention and rehabilitation through 
tailored health and wellbeing support, the framework links together the organisation’s responsibilities. 
 
The enterprise risk assessment and psychosocial risk framework provided the foundation for the business areas 
to determine appropriate actions to control relevant psychosocial hazards known to their work. 
 
Step 3: SES leaders developed local Psychosocial action plans in consultation with staff, with support from HR 
business partners. These plans enabled: 

• targeted control measures adapted to operational contexts. 

• visibility of planned actions across business areas. 

• clarity regarding WHS responsibilities and accountabilities for SES, managers and staff. 

• Psychosocial action plan. 
 
Concurrently the agency reviewed and updated WHS policies, mandatory training and WHS guidance material. 
new initiatives included:   

• SES masterclasses on WHS Due Diligence including psychosocial obligations. 

• Toolkits for people managers, HR business partners and SES. 

• Implementation of ongoing enterprise wide and specific messaging for business areas. 

• Enhanced education and promotion to staff about the psychosocial hazard reporting. 
 
Step 4: To ensure controls were embedded and sustainable, the agency:  

• monitors a wide range of psychosocial metrics including staff and organisational reports, Census data 
and pulse surveys. 

• shares data insights with business areas to inform SES and assist them in meeting their Due Diligence 
obligations. 

• monitors for changes in the legislative and regulatory environment such as incorporating the new WHS 
Codes of Practice. 

 
Ongoing improvements: work has commenced to integrate learning products from Comcare’s training suite into 
the agency’s learning management system (LMS). This integration aimed to embed psychosocial learning 
modules directly into risk control toolkits, strengthening learning-in-action and staff uptake. 
 
Key Takeaways: 

• Psychosocial action plans operationalise the enterprise-wide risk assessment and psychosocial risk 
framework and they provide the mechanism for staff consultation and practical outcomes. 

• SES, managers and HR teams play a vital role in driving preventative action and safety culture. 

• Updating capability, policies, and tools ensures practical application of WHS obligations. 

• Embedding learning within risk systems promotes long-term behaviour change. 
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Building Psychosocial Safety in an APS Agency 

Context: An Australian public sector agency with over 1,000 employees faced mounting concerns about staff 
wellbeing and job-related stress. While the agency had a history of WHS compliance, staff feedback pointed to 
gaps in how psychological hazards were being addressed, particularly in relation to organisational culture, 
management support, and workload pressures. 

Challenge: Results from internal wellbeing surveys and the APS Census highlighted increasing psychosocial 
risks, including job strain, perceived injustice, and a lack of psychological safety. Leaders recognised that while 
individual resilience training had been delivered, structural issues around leadership behaviour, communication 
practices, and system-level support remained unaddressed. 

Action: The agency partnered with university researchers to measure and improve its Psychosocial Safety 
Climate (PSC). This involved using the PSC-12 tool to assess staff perceptions of the agency’s commitment to 
psychological health. Results were discussed in senior leadership forums and embedded into strategic planning 
processes. 

In response, the agency co-designed a multi-year wellbeing strategy that integrated: 

• Executive KPIs linked to psychological safety and consultation, 

• Leadership development focused on relational capability, 

• Clearer processes for identifying and addressing job design risks, and 

• Consultation protocols that embedded frontline staff voice into WHS and HR decision-making. 

Outcomes: Within 12 months 

• PSC scores improved agency-wide, moving from low to moderate risk, 

• Manager and employee survey results showed significant improvements in perceptions of fairness, 
communication, and role clarity, 

• Teams involved in co-design reported higher trust in leadership and were more likely to raise concerns 
early. 

Leadership insight: Senior leaders in this agency acknowledged that meaningful change required embedding 
psychological health into business systems, not just promoting individual wellbeing. They highlighted the value 
of objective measurement tools (like PSC-12) to guide planning, alongside relational leadership capability to 
foster trust and openness. 

Link: Translating psychosocial safety climate (PSC) into real-world practice: two PSC intervention case studies - 
PubMed 

 
Thrive at Work Framework: Embedding Positive Work Design 
Practices 
Context: A large Federal Government agency wanted to embed positive work design practices into their 
workforce planning and decision-making activities. They sought to review their existing work design and mental 
health processes and obtain guidance on ways in which to improve work design practices within the agency. 

Phase One: Thrive at Work Framework: Having already implemented an extensive mental health strategy, the 
agency wanted a way to evaluate the effectiveness of the strategies they had in place. Future of Work Institute 
(FOWI) used a multimodal data capture process which involved: 

• Facilitated focus groups 

• One-on-one interviews 

• An extensive document review 

• Analysis of historic employee experience survey data 

This information was collated and assessed against the Thrive at Work framework, looking at the availability of 
resources and processes in addition to the maturity of their implementation. 

Phase Two: SMART Work Webinars: The agency also wanted to upskill their line managers and HR 
professionals in how to better embed positive work design practices in their day-to-day roles. Working in close 
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consultation with the agency, FOWI identified the unique needs of each training group. With the SMART work 
framework as a basis, our psychologists delivered two tailored webinars. 

Phase Three: Work Redesign in a Call Centre: To put into practice the learnings gained in phases 1 and 2 of the 
projects, the agency launched a redesign pilot project in one of their call centres. The process began with a full 
briefing from the director, followed by interviews with team leaders. FOWI conducted a survey to all staff asking 
them about the core work design components of their job. Focus groups were then conducted, upskilling 
participants in work design concepts. Data from the interviews, surveys (current and historic) and focus groups 
were analysed and compiled into a report with recommendations. 

Outcomes 

• The Thrive at Work framework allowed the agency to assess their existing mental health strategy on a 
wholistic level. 

• The maturity tracking inbuilt in the Thrive at Work Framework enabled the agency to effectively evaluate 
their existing initiatives. 

Link: Australian Public Service - Thrive at work 

 

People at Work- Integrating psychosocial risk into strategy 
Context: In response to the amendments to the Work Health and Safety Regulations 2011 (Cth) regarding 
psychosocial hazards, a Commonwealth agency sought to embed psychosocial risk considerations into their 
first mental health strategy. This coincided with support from the APS Mental Health Unit and presented a timely 
opportunity to elevate prevention efforts. 

Challenge: The agency faced several constraints, including: 

• A small HR team responsible for a wide breadth of functions 

• Difficulties in driving participation across a distributed workforce 

• The complexity of mitigating entrenched psychosocial hazards 

• Uncertainty about the scope and currency of the People at Work survey in covering all 17 hazards from 
the amended Code of Practice 

Approach: To address these challenges and enhance workforce wellbeing, the agency adopted the People at 
Work survey. Their approach focused on: 

• Strong consultation culture: ensuring staff feedback shaped measurement efforts 

• Strategic timing: ensuring staff are not overwhelmed with surveys 

• Survey design: selecting People at Work for its benchmarked reporting, tailored hazard items, and clarity 
of purpose 

• Communication: maintaining clear messaging to build awareness and trust 

Implementation: 

• Delivered a manager masterclass on psychosocial hazards to build capability 

• Required all managers to deliver post-survey presentations to their teams 

• Shared executive summaries and full reports with both senior leadership and workers 

• Integrated psychosocial risk data into the annual WHS risk assessment cycle 

• Developed a Psychosocial Risk Action Plan based on the survey findings and worker feedback 

Outcomes: 

• Psychosocial risk factors were explicitly included in the organisation’s mental health strategy for the first 
time 

• Increased workforce understanding of psychological safety and work design risks 

• Improved leadership engagement with psychosocial WHS obligations 

• Ongoing action planning supported by data and consultation 
 
 
 

Combining PSC and PAW for Psychosocial Risk Management 
Context and Motivation 
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In 2024, a small agency undertook an initiative to measure and manage psychosocial risks within its 
organisational structure. This focus was prompted by a combination of regulatory drivers, internal priorities, and 
workforce concerns regarding employee well-being and the prevention of psychosocial hazards. The goal was to 
mature the internal Work Health and Safety Management System for psychosocial risk.  
 
Tool Selection 
The Agency selected two pivotal surveys for their Psychosocial Capability Uplift program: the Psychosocial 
Safety Climate (PSC) survey and the People at Work (PAW) survey.  
 
These two surveys were selected to: 

• Provide a baseline measure of psychosocial risk, at the enterprise and organisational group level.  

• Provide lead and lag information about psychosocial risk, hazards and employee psychological distress. 

• Ascertain whether the Agency’s organisational climate is likely to enable and sustain activities to 
eliminate or mitigate psychosocial risk.  

• Identify the risk for core psychosocial hazards outlined in the Safe Work Australia Model Code of 
Practice: Managing psychosocial hazards at work. 

• Highlight strengths and areas for improvement, inform areas for priority and design initiatives matched 
to needs.  

• Establish a foundation for conversations and collaboration between the Corporate WHS team, HSRs, 
employees and managers to develop risk management plans (enterprise and organisational group level) 
and undertake role reviews for tailoring controls.  
 

Implementation Process 
The Agency’s Work Health and Safety team within the Corporate Group conducted two comprehensive surveys 
across all staff. These surveys aimed to establish baseline measures of psychosocial risk, identifying key areas 
of strength and opportunities for improvement.  
 
The rollout was agency-wide, ensuring robust data collection and analysis. Preparation and engagement of staff 
included detailed communications, training sessions, and regular updates to ensure all employees understood 
the importance and benefits of participating in the surveys. 
 
PAW will initially occur annually for two years before switching to a biennial cycle. This approach helps create a 
reliable psychosocial hazard register and provides time to assess the effectiveness of controls, as psychosocial 
hazards change slowly and do not require frequent testing. 
 
Key Findings or Insights 
The results indicated that the Agency’s level of psychosocial risk was generally low. However, variances were 
noted across different work demands, resources, organisational groups, and populations. These discrepancies 
underscored the need for tailored solutions for high-risk roles and specific hazards. 
 
Unexpected insights included significant differences in psychosocial risk perception between departments and a 
higher-than-anticipated concern for mental health support among employees. The tools provided comprehensive 
data, which was crucial for targeted interventions but required considerable effort in data interpretation and 
action planning. 
 
Reflections and Advice 
It is recommended to use these two surveys together – combined findings of these tools provide a strong basis 
for psychosocial hazard identification and risk management initiatives.  
 
These tools have strong research and evidence base and provide benchmarks for the results. The surveys 
theoretical foundation is the jobs demands resource model, an accepted, highly researched occupational stress 
model applicable to psychosocial safety, organisational health and productivity.   
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Appendix J: Further information 
This section brings together a curated list of practical resources to support agency leaders and WHS teams in 
effectively managing psychosocial risks. The links below provide guidance, tools, and reference material from 
trusted Australian and international sources. Each collection is organised by provider, with a brief explanation of 
what the reader can expect to find and how the content may support their psychosocial risk management 
efforts. 

APSC 
These links provide public service specific resources to support leaders in creating mentally healthy workplaces, 
building leadership capability and improving system wide understanding of psychosocial safety. 

• APS Academy | Australian Public Service Commission 
• Psychological safety in the APS 
• Research, analysis and publications | Australian Public Service Commission 

Comcare 
These resources offer practical guidance on implementing psychosocial risk controls, strengthening leadership 
capability, and improving work design. They include toolkits, guides for managers, case studies, and principles to 
support good work practises and WHS compliance. 

• About good work design | Comcare 
• Addressing work demands | Comcare 
• Building trust in your team | Comcare 
• Codes of Practice under the WHS Act | Comcare 
• Effective communication | Comcare 
• Enhancing performance | Comcare 
• How managers can support worker mental health | Comcare 
• Knowing your team | Comcare 
• Managing absence | Comcare 
• Managing change at work | Comcare 
• Office Safety tool | Office Safety tool 
• Principles and Evidence for Good Work through Effective Design report 
• Principles of good work design | Comcare 
• Providing flexible work | Comcare 
• Psychosocial hazard case studies | Comcare 
• Psychosocial hazards | Comcare 
• Psychosocial Inspection Program - Guide for PCBUs 
• Reducing the psychosocial risks of workplace change 
• Regulatory guides | Comcare 
• Supporting return to work | Comcare 
• Supporting your team | Comcare 
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Safe Work Australia 
These links provide national guidance and frameworks for understanding and managing psychosocial hazards. 
They include the national WHS strategy, Mode Codes of practice, and hazard-specific resources tailored to 
support compliance a good practice. 

• Australian Work Health and Safety Strategy 2023–2033 | Safe Work Australia 
• Case study: Good work through effective design | Safe Work Australia 
• Consultation | Safe Work Australia 
• Good work design | Safe Work Australia 
• Harmful behaviours | Safe Work Australia 
• Identify, assess and control hazards - Managing risks | Safe Work Australia 
• Identify, assess and control hazards | Safe Work Australia 
• Inadequate reward and recognition | Safe Work Australia 
• Leadership and culture | Safe Work Australia 
• Model Code of Practice: Sexual and gender-based harassment | Safe Work Australia 
• Our Data. Your Stories. | dataswa 
• Principles of Good Work Design | Safe Work Australia 
• Psychosocial hazards | Safe Work Australia 
• Public administration and safety | Safe Work Australia 
• Safe design | Safe Work Australia 
• Working from home | Safe Work Australia 

 
International 
these resources provide global insights, research, and practical frameworks from leading safety and health 
organisations. They can support benchmarking, inform leadership strategies, and guide the implementation of 
psychosocial risk controls in line with international best practice. They may also assist in translating complex 
psychosocial concepts into practical leadership actions. 

• AICD- Governing WHS Psychosocial Risks- A primer for directors 
• Approaches to mentally healthy work | Government Health and Safety Lead 
• CCOHS: Mental Health - Psychosocial Risk Factors in the Workplace 
• CCOHS: Psychological Health and Safety Program - Assessing Psychosocial Hazards 
• CCOHS: Psychological Health and Safety Program - Controlling Psychosocial Hazards 
• CCOHS: Psychological Health and Safety Program - Evaluation and Continuous Improvement 
• CEO Guide Mental Health & Wellbeing » Business Leaders Health & Safety Forum 
• Critical control ownership framework | Government Health and Safety Lead 
• Data sources and dashboard for psychological health and safety | Government Health and Safety Lead 
• Good governance for psychological health and safety | Government Health and Safety Lead 
• Guide for Employees: Wellness Action Plans 
• Guide for line managers: Wellness Action Plans 
• Harvard University- Tip Sheet on survey question wording 
• Hierarchy of controls for psychological health and safety | Government Health and Safety Lead 
• Job Design: A Practitioner’s Guide [2025 Edition] - AIHR 
• Leading psychological safety » Business Leaders Health & Safety Forum 
• Manager-driven intervention for improved psychosocial safety climate and psychosocial work environment 
• Managing psychosocial risks at work | WorkSafe 
• Managing psychosocial risks: Drivers and barriers - OSHwiki | European Agency for Safety and Health at 

Work 
• Measuring mental wellbeing » Business Leaders Health & Safety Forum 
• Mental health when working from home: for PCBUs | WorkSafe 
• Mentally Healthy Work Hub | Government Health and Safety Lead 
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• Mentally Healthy Work in Aotearoa New Zealand: Short essays on important topics – Psychosocial factors: 
Pathways to harm and wellbeing 

• National Standard - Mental Health Commission of Canada 
• People Managers guide to Mental Health 
• Positive duty to prevent workplace sexual harassment A director's guide 
• Protecting mental wellbeing at work » Business Leaders Health & Safety Forum 
• Psychosocial factors | WorkSafe 
• Psychosocial hazards in work environments and effective approaches for managing them | WorkSafe 
• Psychosocial Risks in the Changing World of Work: Moving from the Risk Assessment Culture to the 

Management of Opportunities - PMC 
• Redesigning work » Business Leaders Health & Safety Forum 
• References to Work-related stress | Knowledge for policy 
• Stress Prevention at Work Checkpoints. Practical improvements for stress prevention in the workplace | 

International Labour Organization 
• Stress Talking Toolkits - HSE 
• The Psychosocial Hierarchy of Controls: Effectively Reducing Psychosocial Hazards at Work - PMC 
• Who owns mentally healthy work? | Government Health and Safety Lead 
• Work-related stress | WorkSafe 
• Work-related stress and how to manage it - HSE 
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Appendix K: Diversity, Equity and Inclusion 
Considerations  
As part of an inclusive approach to psychosocial risk management, it is important to consider how different 
worker identities and circumstances may influence the way hazards are experienced and addressed. In 
addition to cultural background, factors such as gender identity, sexual orientation, family or carer 
responsibilities, and workforce participation patterns (e.g. part-time or flexible work) can shape exposure to 
risk and the effectiveness of control measures. 
 
Incorporating equity and inclusion considerations into how psychosocial hazards are managed is essential for 
creating an inclusive and supportive workplace. Here are some examples of how these workers can be 
affected. 
 
First Nations Workers 

• Cultural Load: First Nations workers often experience a cultural load, which includes the stress of 
balancing cultural responsibilities with workplace demands. 

• Discrimination and Racism: They may face discrimination and racism, leading to feelings of isolation 
and decreased mental well-being. 

• Role Clarity: Lack of role clarity and recognition can exacerbate stress and impact job satisfaction. 
 
CALD Workers 

• Language Barriers: Language barriers can lead to misunderstandings, miscommunication, and 
increased stress. 

• Cultural Differences: Differences in cultural norms and practices can result in feelings of exclusion 
and difficulty integrating into the workplace. 

• Bullying and Harassment: CALD workers may be more vulnerable to bullying and harassment, 
impacting their mental health and job performance. 

 
Workers with Disabilities 

• Accessibility Issues: Physical and environmental barriers can create additional stress and hinder job 
performance. 

• Stigma and Discrimination: Workers with disabilities may face stigma and discrimination, leading to 
feelings of isolation and decreased self-esteem. 

• Job Insecurity: Concerns about job security and career progression can exacerbate stress and impact 
mental health. 

 
Aged Workers 

• Health Concerns: Older workers may experience health-related stress, including chronic illnesses and 
physical limitations. 

• Job Strain: High job demands, and low control can lead to increased stress and risk of cardiovascular 
diseases. 

• Isolation: Older workers may feel isolated, especially if they perceive a lack of social support or 
opportunities for engagement. 

 
LGBTQIA+ Workers 

• Inclusion and Safety: LGBTIQA+ workers may experience exclusion, misgendering, or a lack of 
psychological safety in teams or leadership environments. 

• Harassment and Stigma: They may face homophobia, transphobia, or other forms of harassment, 
which can negatively impact mental health and wellbeing. 

• Visibility and Support: A lack of visible support or representation in leadership can contribute to 
feelings of isolation or tokenism. 
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Carers and Parents 

• Work-Life Conflict: Workers with caring responsibilities may struggle to manage workload 
expectations alongside family or dependent care duties. 

• Inflexible Practices: Inflexible schedules or performance measures that don’t accommodate carers 
can contribute to stress or disengagement. 

• Career Penalties: Parents and carers may be excluded from career development or leadership 
opportunities due to part-time or flexible work arrangements. 
 

Addressing these hazards requires tailored strategies that consider the unique needs and challenges of each 
group. Engage with representatives to understand their unique needs and perspectives and work 
collaboratively with to co-design policies and interventions that are culturally appropriate and respectful. 
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Introduction 
The Psychosocial Hazards project was commissioned by the Chief Operating Officers (COO) Committee to develop 
a strategic, system-wide approach to identifying, managing and mitigating psychosocial hazards across the 
Australian Public Service (APS). The project recognises that while APS agencies have a legislated duty to manage 
psychosocial hazards under the Work Health and Safety Act 2011 (Cth.) (the Act) and the Work Health and Safety 
(Managing Psychosocial Hazards at Work) Code of Practice 2024 (the Psychosocial Code), operationalising this 
duty at scale presents unique challenges — particularly in balancing safe systems of work with continued delivery 
for government. 

The project has focused on three core deliverables: 

1. A comprehensive evaluation of psychosocial hazard management maturity across APS agencies 
2. A practical, plain-English playbook to support Senior Executive (SES) understanding and action 
3. A forward work plan of tangible, system-level recommendations to support coordinated uplift across 

the APS 

What the evaluation revealed 
The evaluation found that: 

• Most agencies are aware of psychosocial hazards and are taking steps to meet WHS obligations, but 
maturity levels and implementation consistency vary significantly. 

• Existing policies and procedures focus largely on reactive or incident-driven responses, with less visibility 
into proactive or systemic controls. 

• Data systems and tools are fragmented, and current assessments do not always account for severity, 
frequency, and duration — limiting insight into exposure risks. 

• There is a need for stronger capability among HR, WHS, and leadership teams in analysing complex or 
overlapping psychosocial risks. 

• Training, consultation, and control design are inconsistent and often disconnected from agency-level 
strategy or planning. 

Agencies also noted shared risk conditions such as high workload, remote or isolated work, workplace aggression 
and violence, low job control, and exposure to traumatic events or distressing content — further reinforcing the 
need for a collective, strategic response. 

Why the Playbook was developed 
The Playbook was created to address this gap by translating WHS obligations and best practice guidance into a 
practical resource for SES leaders. Rather than prescribe every control, the Playbook encourages leaders to: 

• Recognise psychosocial hazards as both legal risks and cultural issues 

• Understand how work design, leadership behaviours, and organisational systems influence risk 

• Build psychologically safe, consultative, and preventative systems that go beyond compliance 
 

It aims to shift the APS from reactive hazard response to proactive, systemic risk management grounded in 
prevention, consultation, and cultural maturity. 

Why recommendations are now needed 
These recommendations represent the next step in strengthening psychosocial safety across the APS. They are 
designed to: 

• Embed consistent, actionable responses to psychosocial hazards across agencies 

• Improve system-level capability and accountability 

• Support the development of preventative, consultative, and psychosocially safe workplaces 

Each recommendation is aligned to a timeframe and designated lead and is intended to be both reasonably 
practicable and achievable within existing APS structures. 
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About the recommendations 
The recommendations in this report are designed to support a system-wide uplift in how psychosocial hazards are 
identified, assessed, and managed across the APS. They reflect both the legal obligations under the Psychosocial 
Code and the broader cultural expectations for psychologically safe work. 

To ensure they are actionable, the recommendations are: 

• Designed with defined timeframes and recommended leads to guide implementation over an 18-month 
period 

• Tailored to existing APS structures and responsibilities, leveraging established governance and capability 
pathways 

• Framed around prevention, cultural maturity, and system-wide leadership, not just compliance with WHS 
legislation 

The recommendations are intended to support agencies across varying levels of readiness and maturity, and align 
with the Psychosocial Risk Management Continuum, which describes a shift from reactive responses to proactive, 
integrated approaches that embed psychological safety as a core cultural value. 
 

Grounded in Psychosocial Factors 
The recommendations are anchored in the understanding that psychosocial hazards are shaped not just by 
individual incidents or isolated events, but by broader organisational factors. These include how: 

• Work is designed and led 

• Teams function and are communicate with 

• Change is planned and managed 

• Workers are consulted, recognised, and supported 

The recommendations support a shift from incident-driven hazard response to proactive, system-wide prevention, 
as demonstrated in the Psychosocial Risk Management Continuum. 
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Executive Summary 
The Psychosocial Hazards Project was established to support the Australian Public Service (APS) in managing 
psychosocial risks more effectively, in response to increased WHS regulatory focus and the evolving 
expectations of the COO Committee. 

Through stakeholder engagement, targeted assessments, and the development of a playbook, the project has 
delivered practical and system-relevant guidance to improve psychosocial safety maturity across the APS. 

Key outcomes include: 

1. A sector-informed Psychosocial Hazards Playbook to support senior leaders 
2. A Current State Evaluation Report based on an APS-wide survey, highlighting priority risks and 

capability gaps 
3. A staged Forward Work Plan and recommendations to guide next steps 

The project was delivered through an agile, collaborative approach, informed by a cross-agency working group 
and SES-level Tiger Team with expertise in WHS, HR, and diversity functions. 

Key themes underpinning the project’s deliverables include: 

• Clarifying roles and responsibilities for psychosocial risk management 
• Promoting early risk identification and prevention-focused workplace cultures 
• Strengthening leadership capability and system-level coordination 

While the project is now complete, implementation efforts are expected to continue. Ongoing monitoring, 
resource sharing, and capability uplift will be critical to embedding psychosocial safety as standard practice 
across APS organisations. 

 

Background and Context 
Psychosocial hazards have gained significant attention across the APS, driven by changes in WHS legislation, 
increased public scrutiny, and a deeper understanding of how work-related psychological harm affects 
individuals, teams, and organisations. 

In 2024, Chief Operating Officers (COOs) identified psychosocial risk as a strategic priority during a cross-
agency strategy session. The group recognised the need for a more consistent and coordinated approach to 
managing psychosocial hazards, in response to the introduction of the Work Health and Safety (Managing 
Psychosocial Hazards at Work) Code of Practice 2024 (the Psychosocial Code) and increased accountability 
expected following the findings of several Royal Commissions.  

While agencies have a legislated obligation to manage psychosocial hazards, the diversity of agency sizes, 
operating environments, and risk maturity levels has made sector-wide alignment challenging. Definitions, 
responsibilities, and practices vary widely, contributing to confusion about what constitutes a psychosocial 
hazard, how it should be assessed, and what constitutes a ‘reasonably practicable’ control. 

This project was commissioned to: 

• Support a whole-of-APS approach to psychosocial risk management 
• Clarify what good practice looks like across different organisational contexts 
• Equip leaders with practical tools that support compliance and prevention 
• Provide a shared foundation for improving psychosocial safety over time 

The project aimed to deliver system-relevant resources that reflect the complexity of government work, while 
building a stronger bridge between regulatory obligations, cultural change, and practical implementation. The 
focus was on enabling agencies to meet their duties in ways that are achievable, consistent, and supportive of 
positive workplace outcomes. 
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Project Objectives and Scope 
The project was designed to enable a whole-of-government approach to managing psychosocial hazards, 
regardless of agency size, structure, or mandate. It recognised that while agencies operate in very different 
environments, all are responsible for managing psychosocial risks under the WHS Act. 

Specifically, the project has: 

• Evaluated the current state of psychosocial hazards and identified the top hazards for the APS 
• Created a common language and set of practices that can be adopted across different APS 

organisations 
• Identified some ‘quick win’ controls already being used in the APS that can be shared 
• Developed a forward work plan for the implementation to increase APS-wide capability to manage 

psychosocial hazard across teams, organisations and the APS that are ‘reasonably practicable’ 

The scope did not include agency-level implementation planning, formal policy review, or the development of 
technical assessment tools. Instead, the project focused on developing a shared, system-wide foundation that 
agencies could adapt to their own contexts. 

Governance and Delivery Oversight 
Project Sponsorship and Leadership 
The project was sponsored by the COO of Services Australia and supported by staff from the Health and 
Safety Branch of the Wellbeing and HR Division, ensuring strong alignment with system-wide WHS priorities 
and reinforcing psychosocial risk as a strategic and operational imperative. 

Governance Structure 
A two-tiered model provided strategic direction and practical oversight: 

1. SES-level Governance Group (Tiger Team):  

Comprised of senior leaders from diverse APS agencies (Appendix A). The Tiger Team: 

• Shaped the direction and scope of the project. 
• Ensured alignment with the Psychosocial Code and COO Committee expectations. 
• Reviewed key deliverables, validated recommendations, and addressed implementation 

barriers. 

2. EL-level Working Group (Working Group) 

The Working Group included EL1–2 representatives across 13 APS agencies (Appendix A). with WHS, 
HR, and Inclusion expertise. It was the primary design and validation body. Members: 

• Fortnightly working group meetings 
• Three interactive workshops to explore hazard language, risk maturity, roles and 

responsibilities, and control examples 
• Written and verbal feedback on all key deliverables 
• Supported peer learning and shared system insights 
• Contributed practical examples, scenario testing, and iterative feedback. 
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Project Team Approach 
The project was led and delivered by members of Services Australia’s Health and Safety Branch. The Project 
Delivery team (Appendix A) worked in close partnership with WHS, HR, and Inclusion stakeholders from the 
Working Group to ensure deliverables were strategically aligned, practical, and grounded in real-world 
experience. 

Project delivery was supported by an agile methodology (Figure 1), with delivery activities structured into 
sprints and aligned to key governance milestones. Throughout the project, the team: 

• Coordinated sprint-based development cycles across planning, consultation, testing, and delivery 
phases. 

• Facilitated co-design workshops, and interactive feedback sessions with stakeholders. 
• Supported the formation of governance and working groups and maintained engagement across 

cohorts. 
• Drafted and incorporated risk language, controls, maturity descriptors, and leadership responsibilities. 
• Refined the structure, visuals, and framing of the playbook and recommendations through 

consultation. 
• Integrated feedback from agencies, regulator, experts, and working group members. 
• Aligned deliverables with broader APS reform priorities and system capability needs. 
• Maintained ongoing communication with SES sponsors and Tiger Team representatives. 

Subject matter experts were consulted throughout the project, including specialists in WHS regulation, 
organisational psychology, psychosocial risk assessment, and diversity and inclusion. Their advice 
strengthened the technical accuracy and adaptability of the deliverables. 

This model of delivery ensured that the project remained agile, collaborative, and anchored in the real-world 
needs of APS agencies — balancing regulatory compliance with practical feasibility. 
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Figure 1: Project Delivery Timeline – Agile Sprint Model 

This visual outlines the project’s delivery cadence across eight sprint cycles. Each sprint aligned with key governance milestones and engagement activities, 
supporting rapid development, iterative validation, and continuous alignment with the priorities of the COO Committee and participating agencies. 
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Project Deliverables 
Current State Survey Evaluation Report 
The Psychosocial Hazards Current State Survey was designed to capture a snapshot of how APS agencies are 
currently managing psychosocial hazards under the Work Health and Safety Act 2011 (Cth) (the Act), including 
their level of maturity, capability gaps, and shared challenges. The survey was distributed to all APS agencies 
via the COO Committee, with 27 agencies responding (Appendix A). These responses formed the evidence 
base for several core project outputs. 
The survey focused on: 

• Organisational readiness and maturity in managing psychosocial risks. 
• Priority psychosocial hazards across different agency sizes. 
• Common barriers to effective control and implementation. 
• Opportunities for uplift and cross-sector resource sharing. 

Key Findings 
The survey identified four consistent top hazards: 

• Violence and aggression 
• Job demands 
• Low job control 
• Traumatic events or materials 

 
The survey also highlighted: 

• A strong awareness of psychosocial hazards across agencies. 
• Low levels of maturity in implementing proactive controls. 
• A tendency to respond to incidents rather than prevent them. 
• Evidence that psychosocial risk is included in some mandatory training but often delivered as general 

awareness content rather than competency-based learning. 

Use and Impact 
The survey findings directly informed: 

• The design and content of the Psychosocial Hazards Playbook, particularly in shaping resources and 
examples provided. 

• The Forward Work Plan, by surfacing capability gaps and identifying focus areas for uplift. 
• The prioritisation of hazard-specific controls and maturity descriptors. 

Psychosocial Hazards Playbook 
The playbook has been designed to support Australia Public Service (APS) executive leaders to identify, 
manage, and mitigate- if elimination is not possible- psychosocial hazards in the workplace. 

It is a practical resource designed to support APS leaders in understanding psychosocial hazards, including 
both risk and protective factors, and taking meaningful action to manage them. 

Key Features 
• Plain language framing of psychosocial hazards, controls, and legal obligations. 
• Translates WHS duties and best practice into actionable guidance. 
• Supports a shift from reactive responses to proactive prevention. 
• A four-step psychosocial risk management framework consistent with the Psychosocial Code. 
• Appendices that include tools, case examples, lead indicators, and equity considerations. 

 
The playbook translates WHS duties and complex regulatory concepts into clear, accessible actions that can 
be adapted across different levels of maturity and agency size. It is not a compliance manual but a resource to 
guide prevention, improve capability, and support cultural change. 
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Hazard Maturity Continuum 
A central feature of the playbook is the Psychosocial Risk Maturity Continuum (Figure 2), which describes five 
levels of maturity from non-compliance through to proactive-enabling environments. This model allows 
agencies to: 

• Self-assess their current state. 
• Understand what better practice looks like. 
• Tailor their improvement strategies in realistic, staged ways. 
• Guide leadership conversations and planning. 

 
The continuum is supported by narrative examples for each of the 17 psychosocial hazards listed in the 
Psychosocial Code, helping agencies translate abstract concepts into real-world actions. 
 
Figure 2: Psychosocial Risk Maturity Continuum 
 

 

Impact and Application 
The playbook was reviewed and shaped by APS agencies of varying size and maturity, ensuring flexibility of 
use. It has been designed to: 

• Guide agency leaders in fulfilling their WHS obligations. 
• Support consistency across the APS in understanding psychosocial risk. 
• Encourage preventative and systems-based approaches to hazard management. 
• Integrate with existing WHS and HR processes. 

The playbook is accompanied by supporting resources and is designed to evolve as new insights, tools, and 
sector maturity progress. 
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Recommendations and Forward Work Plan  
The Psychosocial Hazards Project produced five interrelated recommendations focused on improving how 
psychosocial risks are identified, managed, and embedded into APS systems and leadership practice. These 
recommendations span central dissemination, cross-agency collaboration, leadership development, and local 
implementation — forming a cohesive uplift pathway. 
 
Together, they aim to: 

• Strengthen accountability and leadership capability across the system. 
• Centralise access to tools, learning, and shared resources. 
• Embed psychosocial safety into agency systems, policies, and development pathways. 
• Enable all agencies to operationalise the Playbook consistently and effectively. 

 
The accompanying Forward Work Plan (Figure 3) sequences delivery over an 18-month period and provides a 
clear structure for coordinated action across the APS. It supports both central and agency-led activity, allowing 
implementation to be tailored based on each agency’s maturity, context, and role. 
 
Figure 3: Forward Work Plan Roadmap 
 

 

Intended Use 
The work plan is designed to: 

• Guide the COO Committee and partner agencies in prioritising next steps. 
• Support central agencies to coordinate uplift activities and remove barriers. 
• Enable practical, scalable adoption of the Playbook across the APS. 

 
Endorsed by the Tiger Team, the work plan complements the playbook and evaluation insights and provides a 
clear roadmap for system-wide progress.  
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Conclusion and Summary 
The Psychosocial Hazards Project was initiated in response to the growing need for a coordinated, system-
wide approach to psychosocial risk management across the APS. In just six months, the project delivered 
three foundational products: the Current State Evaluation Report, the Psychosocial Hazards Playbook, and the 
Forward Work Plan and Recommendations. 

These deliverables were developed through agile, co-designed delivery with strong engagement from 
stakeholders at both SES and EL levels. They provide a practical foundation to help agencies meet their WHS 
obligations, build capability, and move beyond compliance toward safer, more respectful workplaces. 

The project demonstrated the value of clear sponsorship, cross-functional engagement, and iterative design in 
supporting whole-of-government uplift. Through this process, the APS has advanced its shared understanding 
of psychosocial hazards, identified key challenges and opportunities, and created a pathway for sustained 
improvement over time. 
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Evaluation survey respondents 
Small organisations 

1. Australian Institute of Family Studies 
2. Australian Research Council 
3. Bundanon Trust (non-APS) 
4. Department of the House of Representatives 
5. Department of the Senate 
6. Tertiary Education Quality and Standards Agency (TEQSA) 

Medium organisations 

1. Australian Public Service Commission 
2. Comcare 
3. National Gallery of Australia 
4. Office of the Fair Work Ombudsman 

Large organisations 

1. Attorney-General’s Department 
2. Australia Bureau of Statistics 
3. Department of Agriculture, Fisheries and Forestry 
4. Department of Climate Change, Energy, the Environment and Water 
5. Department of Education 
6. Department of Foreign Affairs and Trade 
7. Department of Health and Aged Care 
8. Department of Industry, Science and Resources 
9. Department of Infrastructure, Transports, Regional Development, Communications and the Arts 
10. Department of Parliamentary Services 
11. Department of the Prime Minister and Cabinet 
12. Department of the Treasury 
13. National Indigenous Australians Agency 

Extra-large organisations 

1. Australian Tax Office 
2. Department of Defence 
3. Department of Home Affairs (including Australian Border Force) 
4. Services Australia 
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