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We also acknowledge the talent and artistry of Emma Walke, who designed the artwork for our acknowledgment of 

Aboriginal and Torres Strait Islander peoples. The design shows a story of connection to country and people, 

representing the breadth of work we do with Aboriginal and Torres Strait Islander communities across Australia. The 

colours represent the land, and the lines in between represent the water that connects us all.





This Photo by Unknown Author is licensed under CC BY-NC-ND

https://mennoknight.wordpress.com/2016/01/23/rick-joyner-interpretive-keys-and-general-insanity/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/


This Photo by Unknown Author is licensed under CC BY-NC-ND

https://mennoknight.wordpress.com/2016/01/23/rick-joyner-interpretive-keys-and-general-insanity/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/


Agenda
A quick introduction to rubrics

When one rubric just won’t do

Developing a triple rubric

The value of a triple rubric

The future of rubrics



A quick introduction to rubrics



A brief introduction to rubrics in evaluation

“A process for making explicit the 
judgements in an evaluation… to judge the 
quality, the value, or the importance of the 

service provided.”

- Judy Oakden



A simple sample rubric 

Bad Moderate Good

Criterion A

Criterion B

Criterion C 

The criteria that 

determine merit 

Performance 

standards

Performance 

ratings

Qualitative performance definitions Quantitative performance definitions

Good Description of good performance >70%

Moderate Description of moderate performance 40%-70%

Bad Description of bad performance <40%



Rubric development

Source: Adapted from Wolf, K. and Stevens, E. (2007) ‘The Role of Rubrics in Advancing and 

Assessing Student Learning.’, Journal of Effective Teaching, vol 7(1), pg. 3-14 

Identify criteria 

of merit

Set 

performance 

standards

Create 

performance 

descriptions



Advantages of rubrics for evaluation

Transparently identify what “good” looks like

Interpret different types of evidence

Can be used for analysis and/or synthesis

Suit co-development

Can help manage complexity 



When one rubric just won’t do



Rubric use is a cyclical approach to evaluation

• Rubric 

dimensions

• Other evaluation 

questions

• Evaluation team

• Program 

managers

• Identification

• Categorisation

• Document review

• Interviews

• Case studies

Mixed-

methods 

evaluation

Analysis of 

evidence

AssessmentReflection



Each cycle is an iterative process

• High level

• Identifying gaps 

in evidence

Cycle 1

• Filling in gaps

• Assessments of 

individual 
programs

Cycle 2
• Resolving 

remaining gaps

• Comprehensive 
assessment

Cycle 3



Single rubrics can be successful
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But one rubric doesn’t answer:

• What confidence can we have in the findings?

• What is the inferential value we can draw from:

• One source of data in isolation?

• A set of data sources?

• How do we account for bias in data sources?

• How do we account for scant/no data?
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All data have context
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Three rubrics

Evaluation 

rubric

13 October 2025 Slide 19



Three rubrics

Source 

quality

Evaluation 

rubric

Data 

quality
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Three rubrics
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Evaluation 

rubric

Data 

quality

Source 

quality

Extent of evidence

Iterative 

cycles



Developing a triple rubric

A case study



NSW Overarching Bushfires Evaluation

12
Programs 

sampled

Streams 

evaluated
$billion 

investment

16 4+

Evaluating the recovery programs for the 2019-20 Black Summer bushfires



Overarching Bushfires Evaluation

Stakeholder interviews & 

document review

Built detailed program 

understanding

Case studies

Explored program interactions 

in community settings

Triple rubric

Analysed and synthesised 

all data using bespoke 

triple rubric



Source quality rubric

• Characterises the integrity of our 

evidence base.

• All data sources get rated.

• Rubric design is based on the work 

of Tyndall* and characterises 

sources across 6 dimensions (right).

• In total, 322 sources (including 

documents, interviews, datasets) 

were rated.
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Accuracy Authority

Geographic 

coverage
Importance

Objectivity
Program 

coverage

* Tyndall, J. (2008) How low can you go? Towards a hierarchy of grey literature. 

Australian Library and Information Association Biennial Conference, Alice Springs. 



Data quality rubric

• Characterises the support for 

findings.

• All programs get rated.

• Data quality is proportional to:

• independent assessment in the form of 

evaluation reports

• other independent and objective 

sources of information

• triangulation across multiple sources of 

evidence that are likely to be 

representative of program 

performance.
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Design Implementation Effectiveness 

Efficiency Alignment Equity

Responsiveness 



Evaluation rubric

• 7 domains (criteria) with 37 

dimensions (sub-criteria) 

across16 program streams 

• Dimensions can be rolled 

up into domains, and 

across programs

• The source quality and 

data quality rubrics provide 

nuance and context. 
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Design
Availability of resources | Program design | 

Stakeholder engagement

Implementation
Activities | Outputs | Timeliness | 

Governance

Effectiveness
Immediate | Intermediate | End of program | 

Broader goals | Contribution to recovery | 

Sustainability

Efficiency Operational | Cost | Economic | Coordination

Alignment
Alignment to policy | Complementarity | 

Community need | Monitoring and 

Evaluation

Equity
Severity | Aboriginal | CALD | Remoteness | 

Access | Integrity

Responsiveness Learning | Adaptability



Performance standards
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Scale: Absent/negative: Activities/ outcomes have provided no or negative 
contribution to the dimension

Limited: Activities/ outcomes have provided incidental, limited or minor 
contribution to the dimension

Substantially met: Activities/ outcomes have been realised consistently 
with the dimension, but with notable gaps or incomplete delivery

Fully realised: Activities/ outcomes have realised intended objectives, with 
no or minor gaps

Innovative: Activities/ outcomes have both realised intended objectives 
and demonstrated best practices or innovative practices in delivery

Pending: Data to make an assessment are expected but not yet available

No evidence: There was insufficient evidence to make an informed 
assessment of performance

Not applicable: This dimension is not a stated or implied part of the 
program



Performance standards
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contribution to the dimension

Substantially met: Activities/ outcomes have been realised consistently 
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How we brought all this together 
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Understand collective 

impact of multiple programs 

Inter-rater reliability discussions

A massive Excel sheet 

linked to Tableau

New sources 

Wide variety of sources

Rigorous findings

Confidence in our 

recommendations 

Questions and gaps



The value of a triple rubric



Remember this from earlier?

• Rubric 

dimensions

• Other evaluation 

questions

• Evaluation team

• Program 

managers

• Identification

• Categorisation

• Document review

• Interviews

• Case studies

Mixed-

methods 

evaluation

Analysis of 

evidence

AssessmentReflection



Each cycle is an iterative process

• High level

• Identifying gaps 

in evidence

Cycle 1

• Filling in gaps

• Assessments of 

individual 
programs

Cycle 2
• Resolving 

remaining gaps

• Comprehensive 
assessment

Cycle 3



More efficient and targeted analysis during evaluation

Case study selection (with Advisory group)

Fieldwork to develop case studies

Address data gaps by seeking more documents, additional interviews with stakeholders, and through case studies

Analyse upcoming evaluation reports and reviews 

Interview former staff 

Interview evaluators 



Stronger recommendations

13 October 2025 Slide 35

Strategically phase recovery support

Stand up both rapid support and considered 

longer-term programs based on thorough local 

needs assessment. Strategically phase programs 

to meet need over time.

Adapt delivery to local needs

Identify varying capacity between disaster-

affected communities and enable program 

delivery that leverages assets and addresses 

need. Use locally embedded providers.

Retain recovery workforce 

Engage a large enough workforce to sustain 

realistic workloads and achieve all required 

deliverables, including governance. Seek to 

retain knowledge and networks. 

Enable system collaboration 

Map all recovery activities, share program 

availability and facilitate communities of 

practice. Reduce competitive structures and 

design programs for a recovery ecosystem 

rather than in isolation.

Embed flexibility in contracts

Assume that needs will change in a dynamic 

recovery environment and establish funding 

contracts that facilitate variations. Enable 

sufficient flexibility to respond to varying local 

needs. 

Collect data and embed evaluation

Design data collection upfront to support 

evaluation needs and streamline administrative 

requirements. Establish appropriate data 

sharing processes.



Improved transparency
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Summary



Summary

• Rubric-based evaluation is one approach for achieving rigorous and 

comprehensive evaluation, especially in complex systems. 

• Single rubrics can overlook questions of the strength and amount of 

evidence on which judgements are made. 

• The triple rubric methodology integrates an understanding of evidence 

quality into the process. 

• This better understanding of evidence contributes to more informed and 

strategic program evaluation and management.
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Eora

Meanjin

Narrm

Brisbane

Melbourne

Sydney

Connect with us

A white
x on a 
black 

hello@martinadonkers.com

Gerard.Atkinson@artd.com.au

contact@artd.com.au
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