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Welcome, and thank you for being here.

My name is Cassie Apostolidis, Client Engagement Advisor at Opening Minds 
�In today’s session, we’re going to look at how mental health shows up across organizations, not all at once, and not always in obvious ways — but through patterns leaders are already noticing in their teams and outcomes.

By understanding how and when those signals appear, leaders can better recognize impact earlier and respond with intention, rather than after issues have fully surfaced.




About

Opening Minds is a not-for-profit social
enterprise that provides training and the tools
to talk about mental health, change negative
attitudes, and reduce stigma related to mental

illness.

Opening Minds was established by the
Mental Health Commission of Canada
(MHCC) and is the largest systematic effort
in Canadian history focused on eliminating

stigma.




Our community and suite of tools
allow reach in every province and
territory across Canada.




Mental health clearly
affects work, but many
leaders aren’t sure
how to talk about its
impact confidently.
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Mental health rarely affects results in a single, obvious moment.�
Its impact accumulates over time and shows up through repeated patterns across performance, safety, retention, and capacity.

When leaders recognize those patterns earlier, they gain leverage — the ability to act before costs compound, productivity erodes, or teams disengage.

This is where ROI begins: not after outcomes are lost, but at the point where early signals allow leaders to protect performance, reduce avoidable costs, and make more effective decisions.



6 bi"ion is the annual

indirect cost related to lost productivity
in CAD.

500,000/wk

Number of workers unable to work due to
poor mental health.

3 0 0/ O Of short and long-term

disability claims are related to mental
health issues.

In Canada
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When we look at the data, the scale becomes clear.

In Canada, lost productivity related to mental health costs organizations over $6 billion each year.

In any given week, about 500,000 workers are unable to work due to mental health challenges.

And mental health accounts for roughly 30% of short- and long-term disability claims.

These aren’t isolated issues — they’re recurring patterns.�
And they show why acting earlier matters for both people and performance.



The Measurement Challenge

What we see

What Drives Cost
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Most organizations track what’s easiest to see.

Absenteeism, turnover, and disability claims sit above the surface because they’re visible, reportable, and familiar.

But they don’t tell us where cost began — only where it eventually surfaced.

The real drivers of impact sit below the surface:�
how work is structured, how leadership shows up, how culture shapes behaviour, and whether stigma limits early support.

This is why mental health ROI is often underestimated.�
Not because leaders aren’t measuring — but because measurement tends to focus on outcomes, not conditions.

The iceberg reminds us that ROI isn’t just revealed at the surface.�
It’s shaped below it.



Framing ROI Conversations
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Most ROI conversations don’t start with intent…they start with reporting.

Leaders are asked to explain what shows up in dashboards, quarterly updates, and year-end reviews. That structure naturally pulls attention toward outcomes that are already visible.

Over time, this shapes how ROI is discussed.�
It becomes backward-looking by default - focused on explaining results rather than influencing conditions.

The challenge isn’t a lack of care or commitment.�
It’s that the way ROI conversations are framed makes early drivers easy to overlook.

That’s the shift we’re unpacking today.



The Cost Is Already There

« Organizations are already
absorbing mental health related
costs every day.
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Even when nothing is formally labeled a mental health issue, cost is already being absorbed.

It shows up as slower work, repeated rework, strained collaboration, and teams operating below their potential.

This isn’t about individual effort or resilience.�
It’s about systems under sustained pressure.

Organizations are already paying for this every day,  whether or not it’s named.



What Changes Before ROI Improves

« Conditions shift first
« Their effects become visible later
« Outcomes move last
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Outcomes don’t change first.
�Conditions do.

Those shifts aren’t immediately visible in dashboards.
They show up later, through patterns in how people work and perform.
And only after that do outcomes move.
This timing gap is why ROI can look delayed — even when change is already happening.

Mental health follows a simple sequence:
Conditions shift first
Effects appear later
Outcomes move last
Once you see that sequence, ROI becomes easier to read —�and easier to act on earlier.



The Conditions That Shift Outcomes

Increased mental health literacy
Shared, non-stigmatizing language
Earlier recognition of signs of distress
Supportive, appropriate action by role
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When conditions shift, this is what changes.

People share a clearer understanding of mental health at work.�
They use the same, non-stigmatizing language.�
They notice early signs of distress sooner.�
And they respond in ways that fit their role.

When these conditions aren’t in place, challenges remain harder to see —�
and their impact shows up later in performance and outcomes.

This is where evidence-based mental health education matters: not as a quick fix, but as a way to shape how work gets done before the numbers move.



Literacy Enables
Visibility

« You can’'t measure what
isn’t recognized

« You can’t act on signals
that aren’t named

 Shared understanding
connects drivers to
outcomes
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Before mental health shows up in formal metrics, it shows up in people - in how work feels, how teams function, and how capacity shifts day to day.

Mental health literacy isn’t about turning managers into clinicians  It’s about helping people recognize what they’re already seeing.

When that understanding is shared, early signals become visible  And that matters, because you can’t measure what isn’t recognized, and you can’t act on signals that aren’t named.

Shared understanding is what connects those drivers to outcomes leaders already track — like productivity, safety, and retention — before costs fully materialize.



Grounded in evidence, not opinion

Strengthening

the Conditions
Focused on recognition, not diagnosis That Sha pe

Performance

Applied within everyday roles
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This is where evidence-informed approaches matter.

Research consistently shows that mental health affects how work is carried out long before it appears in formal metrics.�
Training grounded in that evidence builds shared understanding, improves early recognition, and supports more effective responses within normal workplace roles.

These approaches don’t reduce pressure on their own.�
They make its effects visible sooner.

That earlier visibility creates the opportunity to respond before impacts accumulate and surface as absenteeism, presenteeism, safety incidents, or turnover.

This isn’t about adding initiatives.�
It’s about strengthening the conditions that influence how work gets done — and how performance is sustained over time.



Understanding the Starting Point

« Visibility comes before ROI
« Context matters before calculation
- Baselines shape interpretation
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Most organizations don’t lack data — they lack a clear starting point.
Leaders often sense that mental health is affecting performance,�but they’re unsure which signals matter — or how early those signals show up.
Before ROI conversations become useful, it helps to clarify:
What’s already visible
What’s being tracked but not interpreted
Where blind spots still exist
This baseline doesn’t explain impact yet —�it creates the context needed to interpret what comes next.



Looking at
indicators
together
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Most numbers only show one slice of what’s happening.�On their own, they rarely explain impact.
What matters more is change over time —�whether things are improving, holding steady, or getting harder.�Direction tells you more than a perfectly exact number.
When multiple indicators move in the same direction,�patterns start to emerge.
That alignment is what gives leaders confidence.�It’s how you move from tracking numbers to understanding impact.



Why This Matters to Performance

« Conditions shape behaviour
« Behaviour influences indicators
« Indicators move before outcomes
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This is how mental health ROI actually forms.
Workplace conditions influence how people behave day to day.�Those behaviours shape the indicators leaders already track.�And those indicators shift before outcomes like productivity loss, claims, or turnover appear.
ROI doesn’t come from isolating one metric.�It comes from understanding how conditions, indicators, and outcomes connect over time.
This is how organizations move from reactive cost explanations to strategic decision-making.



ROI: from math — decisions

What We've
Actually Changed

Outcomes — conditions

Today

Capacity, not crisis
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ROI: from math to decisions.�Outcomes to conditions.�Capacity, not crisis.
This is the shift that allows leaders to move earlier —�from explaining results after the fact�to shaping what drives them in the first place.
When mental health is understood as capacity,�it becomes part of how performance is supported every day —�not something addressed only once there’s a problem.
That perspective changes how data is read,�how decisions are made,�and where leaders can have influence.



Continue the conversation

solutions@openingminds.org

Subject Line: ROI webinar
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If you’d like to continue the conversation, we’d welcome the chance to connect.
A short conversation can help you make sense of what you’re already seeing, connect it to the indicators that matter in your context, and explore evidence-based approaches to strengthening capacity earlier.
Reach out to solutions@openingminds.org with the subject line ROI webinar.
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Thank you so much for your time today – any questions?
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