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Session Plan

What is 
workplace 

mental health 
and wellbeing? 

What factors 
shape our 

work design?

Job Crafting 
Example: First 

Responders 
Work Group 

Q & AWhy work 
design? 

What is SMART 
work design?  
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What do you mean by 
Mentally Healthy Workplace?
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And this has consequences for practice…

Mental Ill-
Health? 

Not “broken”? Fulfilling 
our potential?

What type of 
Supports?

20% 80%

Who are we 
supporting? 
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What are some or your key 
practices and initiatives? 

Which part of the MH spectrum 
are these activities supporting?
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Prevent Harm by Designing Good Work
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How to foster 
wellbeing in the 

workplace

employee: I want growth in 
my role
company: *installs ping pong 
table*
employee: autonomy?
company: *creates fully-
stocked snack room
employee: fulfilment.
company: *employs live DJ 
in office*
employee: *quits*
company: some people just 
aren’t a good culture fit. 
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Work design is neglected as a strategy

Low innovation ‘Fun Zones’

Symptom

Stress EAP

Low job performance Training

Poorly designed 
work work

Root Cause
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What is SMART Work Design? 

Jobs that provide 
Stimulating work are 

interesting and 
challenging. These jobs 

involve a variety of tasks, 
allow workers to use a 

variety of skills, and 
present opportunities for 

problem-solving. 

Jobs that support Mastery 
build a sense of 
competence and 

proficiency. These jobs 
have well-defined roles, 

provide constructive 
feedback, and allow 

workers to complete whole 
pieces of work with a 

visible outcome.

Jobs that provide Agency 
allow a sense of control 

and autonomy. These jobs 
provide workers with 

reasonable control over 
when, where, and how to 
work, and supports their 
input in decision making 

processes.

Jobs that support 
Relational experiences 

allow for social 
connections and 
meaningful work.

These jobs enable 
workers to feel supported 

by leaders and co-
workers, and feel that they 
are making contributions 

to the wider 
organisation/community

Jobs with Tolerable Work 
Demands have 

manageable levels of 
workload, cognitive, 
emotional, relational, 

physical, environmental 
stressors. 

Jobs with Tolerable 
Organisational Demands 
provide a fair, secure, and 

consultative work 
environment.

See smartworkdesign.com.au

https://www.smartworkdesign.com.au/
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SMART Work Design and Psychosocial Risks

• Task variety
• Skill use and variety
• Problem solving

• Role clarity
• Feedback
• Task identity

• Job autonomy
• Flexible working 
• Participative decision making

• Social support (from leaders)
• Social support (from co-

workers)
• Task significance
• Social work

• Workload and time demands
• Time and location demands
• Cognitive demands
• Role demands 
• Emotional demands and trauma
• Relational demands
• Physical demands

• Organisational 
change

• Organisational 
justice

• Job security 
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Mastery Agency Relational Tolerable DemandsStimulating

M A R TS

• Low skills 
development 
opportunity or 
underused skills

• Lack of role clarity
• Jobs with low positive 

feedback 
• Inadequate training, 

tools and resources for 
a task

• Low job control 
• Prescriptive processes which 

do not allow workers to 
apply their skills and 
judgement

• Levels of autonomy not 
matched to workers’ 
abilities

• Poor support: Tasks or jobs 
where workers have 
inadequate support including 
practical assistance and 
emotional support from 
colleagues or managers

• Inadequate reward and 
recognition

• High level of unconstructive 
negative feedback from 
managers or customers.

• Unreasonable or excessive time pressures
• Remote or isolated work
• Intense/sustained high (or low) mental 

effort
• High vigilance required
• Intense/sustained high (or low) emotional 

effort
• Traumatic events or material
• Violence and aggression
• Poor physical environment

• Poor 
organisational 
change 
management

• Poor 
organisational 
justice
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Addresses stressors (psychosocial risks)

Model Code of Practice Managing psychosocial hazards at work. 
Safe Work Australia 

Job Demands Organisational Demands 
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How do we design    
work?
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What shapes our work design? 

Formal Job 
Description Leader Behaviours

HR Policies and 
Practices

Organisational 
Design

Macro e.g., 
Legislation, 

Market, Pandemic

Technology

work design.

Individual 
Behaviours

Team/Colleague 
Behaviours

Information + 
Training 
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What can organisations do? 

Formal Job 
Description

HR Policies and 
Practices

Organisational 
Design

Technology

work design.

Information + 
Training 

 Design/re
design 
jobs to be 

 Organisational design/redesign

 Design/redesign of the 
BI/IT systems, workplace 
environment and ‘plant’

 Provide 
reinforcing 
information, 
training, 
instructions, 
procedures
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What can leaders do? 

Formal Job 
Description Leader Behaviours

HR Policies and 
Practices

Organisational 
Design

Technology

work design.

Individual 
Behaviours

Team/Colleague 
Behaviours

Information + 
Training 

 Proactive crafter 
of their own work 

 System sense-
maker + shaper

 Everyday enabler
 Role Designer
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What can individuals do? 

work design.

Individual 
Behaviours Proactive crafter 

of their own work 



First Responders Working Group: 
Prevent Harm through Work Design 
Job Crafting ‘toolkits’ to support frontline staff

• Enhance the job resources (SMR) available to first responders
• Develop first responders and frontline leaders to be confident and competent to 

proactively shape SMARTer work.
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Initial 
project 
scoping

Stakeholder 
Consultation

Focus 
Groups + 

Interviews

Prototype 
Development

End User 
Piloting

Toolkit 
Launch

Project Methodology 

Agency PoC Framing SMAR 
Focus

Touchpoint Stakeholders Structure 

DBCA WHS Talk about Work M + R Informal catchups First Responder + 
Team Leaders 

General MHWB

WAPF Health 
Welfare

Fostering Care and 
careers

S + M + 
R 

Informal Check-ins Sargent + Senior 
Constables

General MHWB

St John HR & 
Education 

Fostering 
collaborative 
learning 

M + R During shift 
conversations  

Ambulance Officer 
+  Paramedics 

Mentoring for operational 
effectiveness  

DoJ Debriefing Enhance safety 
and welfare 

M + R Informal Debriefs Unit Manager + 
Prison Officer 

Debriefing for operational 
effectiveness

DFES Wellbeing Look after each 
other

M + R During shift – 
informal check-in 

Station Officers + 
Fire Fighters

General MHWB
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