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The context

Macro, meso and micro environments  —  mapping  the  evalua t ion ecosys tem
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Scale , ambit ion and s t ructure  of the  R&N Prog ram
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Working  across  many worlds  —  discipline s , te ams  and s t ructura l complexity
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Bridges & boundaries

What  he ld, what  couldn’t  be  forged, and what  eva lua t ion found
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What this means

For evalua t ion pract ice , the  ecosys tem, and the  community



Two lenses for the story: Bridges and Boundaries

BRIDGE

Where connections were built —
deliberately, carefully, and sometimes

under pressure. Where two worlds
found a way to work together.

BOUNDARY

Where worlds met but didn't connect
— or couldn't. Some boundaries were
firm. Some needed a bridge to cross.

Some remained.
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The Players: Who Makes Up the Ecosystem?
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Education 
support teams 
roll out 
interventions, 
programs and 
policy to 
support the 
work of school.
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Education support including the 
embedded evaluation team 

 CESE: Evaluation & Effectiveness

Principals and school
leadership

The Director, 
Educational 
Leadership has 
a key strategic 
role in 
supporting the 
continuous 
improvement of 
principals in 
NSW public 
schools 



The Reading and Numeracy Program

Universal Support (US)
Online resources & PL for all 2,200 NSW schools 
via the Universal Resources Hub (URH). 344 
evidence -based Reading & Numeracy resources.

Guided Support (GS)
Shoulder -to-shoulder support 
by Directors, Educational 
Leadership (DELs) for up to 430 
schools with highest potential 
to lift NAPLAN top -2-band 
students.

Strategic School Support (SSS)
Intensive, targeted support by 
content specialists via a 6 -step 
co-designed improvement 
process. 135 schools across 3 
tranches.
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Educat ion support  including  the  
embedded evaluat ion team 

Principals  of a ll schools



The Evaluation: A Story of Boundaries and Bridges

What we set
out to do

Did the program improve reading 
and numeracy outcomes?
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What worked, for whom, and why 
across the three tiers?

Implementation evaluation; 
understand how.

→

Two boundaries
we successfully navigated

COVID & natural disasters

Schools in crisis. Program not fully delivered 
as designed. The program we planned to 
evaluate was not the program that ran.

Government reporting cycle
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→

A bridge we
had to build

Building the bridge
• Identified what remained 

feasible.
• Designed to meet both 

accountability and 
improvement needs.

• Proposed, negotiated, and got 
agreement.

The bridge was not just the conversation. It was designing what was still feasible, proposing it credibly, and 
navigating the ERG and program owner requirements to deliver something valuable.



Crossing the Education Disciplinary Boundary

ΧΧuý‚ ┘ŰĘŰ̄ ΧОΧ┌ýž ‚ ¯Θ̄ ◘

Curriculum reform
& syllabus alignment

  Data analytics

NAPLAN, Scout, URH
usage data

  School improvement

Capability -building
& leadership

  Professional learning

Design and delivery
across modes

ΧΧ†ΘśĘ̌ ◘Χ║┌‚ ˇ ý

Multiple concurrent
initiatives

  Tech infrastructure

Hub, MyPL & digital
data collection

  Embedded evaluation

Roles across program delivery & 
evaluation

CESE
Impartial

evaluation 
discipline

≤¢ c
Evaluative 

practice within 
Education

Proximity  Independence

These operational divisions became connected through the program — and through the evaluation. The bridges we built across 
them were not optional. They were necessary.

Proximity g ave  ins ig ht  and 
access  that  required de libe ra te  
ag reements  and hones t  
neg ot ia t ion when boundarie s  
blurred.



Bridges Built, Adapted, and Their Toll
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Bridges we found and adapted

Universal Resources Hub
Adapted as eval data vehicle — pop-up surveys met teachers where 
they were

Collaborative teacher survey
One shared instrument across 4 programs — better rates, less 
burden

DEL and principal survey infrastructure
Added eval questions to existing infrastructure COVID had 
otherwise closed

E○Ę║╙ĘŰ̄ Χž ‚ ╙‚ Χ║Θ╟┘̌ ý║
NAPLAN, Scout, URH analytics — already there, more critical 
than ever

SOME CONNECTIONS NEEDED CONSTANT ATTENTION

Bridges we had to build

▸  Evaluation teams
Ran through eve ry phase  —  planning , da ta  collect ion, report ing . Not  a  one -
t ime  cross ing .
▸  Program  evaluation
Built  t rus t , shared unde rs tanding , naviga ted sens it ivit ie s  across  a  long  and 
complex engagement .
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The toll

WE GAINED

✓  Cont inuity

✓  Access

✓  Flexibility

✓  Ability to keep eva lua t ing

BUT WE PAID

✗ΧΧ@‚ ╙‚ Χ└╟‚ śĘ╙◘Χ╙┘‚ ž ýΑΘđđ║

✗  Me thodolog ica l limita t ions
✗  Less  robus t  evidence  in some  
areas

Be transparent about the toll.



Where Boundaries Held and Bridges Could Not Be Forged

01
Program 
Design
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Guided support not mandated and DELs 
defaulted to judgment. The Strategic 

support embedded evaluation team had 
firm boundaries.

No bridge carried the intent from centre 
to school gate.

02
System
Logic Equity

Se lect ion favoured highes t  lift  potent ia l, not  
deepes t  need. Small schools  excluded by 

data  vola t ility.

The bridge between ambition and equity 
was never forged.

□●
Primary
Schools

Secondary
Schools

Desig ned for a ll schools , built  for primary. 
8 0% of secondary teache rs  neve r used the  

URH. Half as  many secondary principals  fe lt  
supported.

A design assumption never questioned 
until evaluation named it.

These boundaries were not failures of effort. They were structural and naming them is what rigorous, evaluation is for.



BRIDGES  & BOUNDARIES
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Why cross-disciplinary evaluation is not a luxury, it is a necessity

  Surfaced invisible assumptions

DEL role , secondary applicability, 
equity of se lect ion, none  were  
documented as  risks . Evaluat ion 
made  them visible .

  Named the gaps

Between policy and pract ice , co-
des ign and capacity, primary 
des ign and secondary rea lity. 
Without  cross-disciplinary reach , 
e ach looks  like  an isolated 
implementation problem .

  Integrated two teams' findings

CESE and TQI cove red diffe rent  
t ie rs  with diffe rent  me thods . 
Integ ra t ion required 
methodological transparency and 
deliberate co -production .

ΧΧ� ║║ý║║ýž Χž ý║Ę̄ ŰΧśΘ̄ Ę̌

Evaluated whe the r the  SSDF 
mode l was  fit -for -purpose , not  jus t  
whe the r it  was  implemented. 
Required working  across  
educat ion re search and prog ram 
des ign simultaneously .

  Amplified overlooked voices

Secondary teache rs . Small 
schools . Schools  not  se lected. 
Evaluat ion created the evidence 
base for equity arguments  that  
prog ram metrics  a lone  would not  
have  produced.

  Distinguished types of failure

Implementa t ion fa ilure  vs  des ign 
fa ilure  vs  contextual dis rupt ion. 
COVID complica ted eve rything . 
Evaluat ion had to separate noise 
from signal across  a ll three .





Please check out our report
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