REACHING RESULTS

LEARNING FROM LOGIC MODELS: AN EXAMPLE
OF A FAMILY/SCHOOL PARTNERSHIP PROGRAM
LOGIC MODEL DEFINED
A logic model provides the basic framework for an evaluation. It is a graphic that describes a
program or organization in evaluation terms. It illustrates a program’s theory of change, showing
how day-to-day activities connect to the results or outcomes the program is trying to achieve.
Similar to a flowchart, it lays out program activities and outcomes using boxes, and, using arrows
to connect the boxes, shows how the activities and outcomes connect with one another.
Developing a logic model should be one of the first steps in an evaluation. Once the model is
completed, the evaluation can be designed to determine whether the program is working as shown
in the logic model. The logic model can also become a tool for learning when evaluation data are
applied directly to the model.
A logic model can be created by anyone with knowledge of the program or organization that is to
be evaluated. It is helpful for program personnel and evaluators to work together to create a logic
model because program personnel can offer the expertise needed to describe the program and its
intended results accurately, and evaluators can help to translate this knowledge into evaluation
terms.
The advantages in graphically displaying a program’s activities and outcomes using a logic model
as opposed to simply defining and listing them are at least threefold. First and foremost, there is
power in visual representation. Visual displays or graphics are proven and effective learning instruments. Second, a logic model ensures that a program’s process is not overlooked in an evaluation.
The model makes the evaluator accountable for looking at both program process and outcomes.
Third, a logic model can enhance the process of learning through evaluation. As data are collected,
the logic model can be used to put the data in perspective, examine the theory that underlies the
program, and make program midcourse corrections if needed.

USING THIS BRIEF
This brief offers a step-by-step approach for developing and using a logic model as a framework
for a program or organization’s evaluation. Its purpose is to provide a tool to guide evaluation
processes and to facilitate practitioner and evaluator partnerships. The brief is written primarily for
program practitioners, but is also relevant and easily applied for evaluators.
The example of a hypothetical program, the Family Involvement Project (FIP), is used throughout
the text to provide a realistic context for and help clarify each of the steps described. In addition, a
completed logic model for the program is presented, from which examples throughout the text are
taken.
Before you begin the brief, examine the FIP logic model on the next page carefully. Note whether
the model adds to your understanding of the program and whether it helps you to understand how
the program’s process connects to the outcomes. This logic model example should not only give
you an idea of what a completed model looks like, but it should also illustrate the value in using the
logic model format.
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FAMILY INVOLVEMENT PROJECT (FIP): HYPOTHETICAL PROGRAM EXAMPLE
Schools and community-based organizations are implementing family involvement programs throughout the country.
Sponsors of these programs, as well as the implementing organizations themselves, share an interest in understanding
and learning from the outcomes of these efforts so they can identify the most effective approaches or program designs.
Implementing organizations are especially interested in seeking ways to improve their program strategies or activities so
they can increase the likelihood of achieving their desired outcomes.
The Family Involvement Project (FIP) is a national organization that has a vision of improving outcomes for children
by increasing family member (with a primary focus on parents) involvement in their children’s education. To achieve
this, FIP recruits and trains parent leaders in communities using a series of workshops. The workshops teach parent
leaders how to get involved in their children’s education and also how to train other parents in their community to get
involved. FIP then supports ongoing training in communities by providing parent leaders with technical assistance on
training and disseminating materials on family involvement to all parents who go through the workshops.
FIP also works within communities to build a system of family involvement and training that is sustainable over time.
FIP builds relationships with schools to ensure that family involvement is welcomed and supported. In addition, FIP
builds coalitions of organizations locally that are interested in sustaining and building a family involvement agenda
within their community.

FAMILY INVOLVEMENT PROJECT (FIP) LOGIC MODEL
inputs

activities
Recruit and train
parent leaders

Resources:
•Funding
• National and local
program staff
• Parents

Collaborations:
• School administrators
and teachers
• Local organizations
• National
organizations

Planning:
• Evaluation
• Program
sustainability

Provide technical
assistance to parent
leaders
Develop and
disseminate materials
on parent involvement
to parents

short-term outcomes

Increase # of parents
in communities who
are trained by parent
leaders on parent
involvement

Increase parent
knowledge on how to
become involved in
their children’s
education

Build relationships
with schools
Develop coalitions of
local parent
involvement programs
and organizations
Disseminate FIP
materials to local and
national funders and
organizations

Build relationships
with potential local or
national long-term
funders

Build or strengthen
local collaborations at
each site to promote
and sustain parent
involvement

long-term outcomes

Increase involvement
of parents associated
with FIP in their
children’s education

Increase parents’
levels of involvement
in their children’s
education - parents
work closely with
school systems and
seek leadership
positions

Establish FIP
sustainability
Increase awareness of
and commitment to
FIP and its
sustainability

STEP 1: DETERMINE THE APPROPRIATE SCOPE FOR THE LOGIC MODEL.
The first step in logic model construction is to determine the appropriate scope for your model. Decide whether your
logic model should focus on a specific component of your work or broadly cover the entire program or organization.
Your answer should be driven by your evaluation or information needs.
For example, consider the issue that FIP, our hypothetical organization, may be experiencing. Program staff could
find that parent leaders are not recruiting and training as many parents in their communities as they originally estimated.
This could stem from a number of issues, including a problem with the content of FIP’s training for parent leaders, a
problem with their recruitment criteria for parent leaders, or FIP staff’s unrealistic expectations about parent capacity
and availability for recruitment and training. To determine the answer to their question, they can construct a logic
model like the one below that is smaller in scope than the one shown on the previous page and lays out the parent
training component in detail. This model will help them to design a system for collecting data to determine the source of
their specific problem and identify possible solutions.

inputs

activities

short-term outcomes

long-term outcomes

Secure funding to
conduct training.

Hire and train FIP staff

Develop training
curricula

Recruit parent leaders
for training

Conduct trainings for
parents leaders

Develop the capacity
of parent trainers to
recruit other parents

Provide technical
assistance to parent
leaders

Develop the capacity
of parent trainers to
train other parents

Develop a cadre of
parent trainers that are
actively training
parents in their
community

STEP 2: IDENTIFY YOUR MODELS COMPONENTS.
Working within your chosen scope of work, begin to construct your model’s main components – or the information
that will go in the boxes on your model. This is the most time-intensive part of this process, but, as shown below, this
can be done in stages by starting with basic components and adding more detail later.
Use organizational documents you already have to help you construct your components. Refer to strategic planning
documents, mission statements, grant proposals, work plans, recruitment announcements, marketing/public relations
materials, training materials, or publications. Any document that describes the work you do will be helpful.

Start at a basic level by identifying your model’s core components and their relationships. Starting with the four
components described below  inputs, activities, short-term outcomes, and long-term outcomes  will help you
clarify the overall structure for your model. Their corresponding parts from the FIP logic model serve as examples.
•

Inputs: What you do to make your program’s implementation possible. These are the plans or resources you
develop or steps you take to prepare for or support your program’s implementation.

•

Activities: What happens during the implementation of your program.

•

Short-term outcomes: The direct result of your program activities. They indicate a measurable change, and the
language used often starts with “to increase” or “to decrease.”

•

Long-term outcomes: Changes in individual or group behavior or community conditions that a program hopes to
achieve over time. Short-term outcomes contribute to the achievement of long-term outcomes, but other factors
may contribute as well. It is important to remember, however, that programs typically are accountable for demonstrating success or progress in achieving long-term outcomes. As a result, they should be measurable and as
specific as possible.

Inputs
• resources
• collaborations
• planning

Activities
• recruit and train parent leaders
• provide technical assistance to
parent leaders
• develop and disseminate
materials on family involvement
to parents
• build relationships with
schools
• develop coalitions of local
family involvement programs
and organizations
• disseminate FIP materials
to local and national funders and
organizations
• build relationships with
potential local or national longterm funders

Short-Term Outcomes
• increase # of parents in
communities who are trained by
parent leaders on parent
involvement
• increase parent knowledge on
how to become involved in their
children’s education
• build or strengthen local
collaborations at each site to
promote and sustain parent
involvement
• increase awareness of and
commitment to FIP and its
sustainability

Long-Term Outcomes
• increase involvement of
parents associated with FIP in
their children’s education
• increase parents’ levels of
involvement in their children’s
education - parents work closely
with school systems and seek
leadership positions
• establish FIP sustainability

Choose the order for identifying the components of your model that works the best for you. You can start with your
inputs and move toward your outcomes or vice versa. For example, if you have gone through a process like strategic
planning in which you have already identified your long-term outcomes, you may want to start there and work back
toward your activities and inputs.

Now that you have defined the model’s basic components, consider adding more detail. If you are already satisfied
that you have captured everything you need, move onto the next step. If you feel you need to add more detail to
explain the program better, consider adding any of the following components to your model. Although these components are not included on the FIP model on page 2, the diagram below illustrates what they might be if added.
•

Outputs: These fall between activities and short-term outcomes. They are the goods and services generated by
program activities and are the link between program activities and short-term outcomes.

•

Contextual variables: These are factors that may or may not be under your control, but that could impact your
program’s implementation and/or the achievement of your outcomes.

•

Intermediate outcomes: These fall between short-term and long-term outcomes. You might have several intermediate outcomes that are important to achieve before your longer-term outcomes are even possible.

•

Impacts: These come after long-term outcomes. They typically refer to even broader-level change than long-term
outcomes. It is usually impossible to demonstrate or “prove” scientifically that your program caused the desired
change. However, a plausible case can often be made that the program contributed to the desired impact.

Inputs

Activities

Outputs
• the number of
parent leaders
trained

Short-Term
Outcomes

Long-Term
Intermediate
Outcomes
Outcomes
• incremental changes
in how parents build up
their levels of involvement
over time

Impacts
• better outcomes for
children that result
from increased
family involvement

Contextual Variables: staff turnover, funding delays, transportation access

STEP 3: DRAFT THE LOGIC MODEL.
Once you have identified the components of your model, the hard part is over. The next step is to take what you have
done and put it in graphic form, putting boxes around the components and attaching arrows to show the relationships
between them.
Consider these criteria about the “look” of your logic model as you develop it:1
•
•
•
•
•
•

Do not use abbreviations
Make your model greater in length than height (should be 50% wider than tall)
Write words left to right, not top to bottom
Use a basic type and avoid italics
Use thin lines and don’t alter their thickness
Use rectangles, not circles.

When you have finished a draft of the model, ask others to review it for accuracy and readability. Refine and revise it
until both you and others who have provided feedback are satisfied.

1

Adapted from Tufte, Edward. (1983). The Visual Display of Quantitative Information. Cheshire, CT: Graphics Press.

STEP 4: USE YOUR LOGIC MODEL AS AN EVALUATION FRAMEWORK.
Now that you have your logic model, you can begin to use it as a framework for your evaluation. Because the focus of
this brief is on logic models and not on evaluation principles and techniques,2 the implementation of these next steps
is described only briefly below. While typically an evaluator will lead the implementation of these steps, this should be
a participatory approach with program personnel providing input to guide the evaluator’s direction.
Develop indicators for your logic model components. Indicators are measures used to determine if the
boxes, or components, in your logic model have been achieved. When applied and interpreted together, they will help
you determine whether your program is operating as shown in your logic model.
Develop indicators for each component on the logic model.3 You will need multiple indicators for each component of
your model in order to understand fully whether the component has or has not been achieved. Multiple indicators will
also strengthen an argument you may need to make later that your program is working as shown in the logic model.
Use process indicators to measure your activities. For example, to look at the activity on the FIP logic model of
providing technical assistance to parent leaders, these indicators can be used:
•
•
•
•

Number of technical assistance requests received
Number of technical assistance requests answered
Number of types of technical assistance provided
Satisfactory ratings from parent leaders on the technical assistance provided.

Use outcome indicators to measure your short- or long-term outcomes. For example, to measure the FIP long-term
outcome of increasing involvement of parents associated with FIP in their children’s education, the following indicators
can be used:
•
•
•
•

Number of parents who report dedicating more time to their children’s education after receiving FIP training
Number of parents who report increasing their levels of involvement in their children’s education after receiving
FIP training
Number of different types of involvement reported by parents (e.g., helping children with work at home, volunteering in the classroom, getting involved in school reform)
Number of teachers who report increases in involvement of parents after FIP training.

In addition to process and outcome indicators, you may need to develop indicators to track the relationships between
the components on your logic model. These will help you determine if the arrows you drew are accurate and meaningful. For example, indicators to determine whether increasing parent knowledge on how to become involved in their
children’s education can lead to increased involvement may include the following:
•
•

2

Number of findings showing a relationship between FIP parents’ knowledge on involvement and involvement in
their children’s education
Number of findings from the research literature showing a positive relationship between parent knowledge on
involvement and involvement in their children’s education

For a more in-depth discussion of evaluation techniques see references cited under Additional Resources.
For a more in-depth discussion of the types of indicators, see another brief in the Reaching Results series. Horsch, Karen
(1997). Indicators: Definition and use in a results-based accountability system. Cambridge, MA: Harvard Family Research
Project.
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•
•

Number of findings from the research literature showing no relationship between parent knowledge on involvement and involvement in their children’s education
Number of parents who report that they increased their involvement because they became more aware of
different ways of becoming involved.

Keep in mind that not all indicators are created equal. While you can likely generate a long list of possible indicators for
each component on your logic model, some of them will make more sense for you to track than others. For example,
some will require fewer resources. Or you might be able to use a single indicator for multiple components on your
model.
Consider these questions as you choose your indicators.4
•
•
•
•
•
•

Is the indicator relevant  does it enable you to know about the expected result or condition?
Is the indicator defined and data collected in the same way over time?
Will data be available for the indicator?
Are data for the indicator currently being collected or can cost-effective instruments for data collection be developed?
Will the indicator provide sufficient information about a condition or result to convince both supporters and
skeptics?
Is the indicator quantitative?

Track your indicators. Once you have identified your indicators, you are ready to determine the data sources and
methods for tracking them and collecting the information you need. Common data sources include program records,
program participants, community members, or trained observers. Common methods include document/record review,
questionnaires, surveys, interviews, focus groups, and checklists.
Remember that you might already be collecting some of the data needed to track your indicators. For example, a
review of FIP program records would likely reveal that staff are already collecting useful data, such as the number of
parents trained by each parent trainer or measures of satisfaction from parents regarding participation in the trainings.

STEP 5: REVISIT YOUR MODEL OFTEN AND USE IT AS A LEARNING TOOL.
At regular intervals in your data collection process, apply your indicator data to your logic model. Lay out the data
directly onto the model so you can get a complete picture of whether your program is working as intended. Determine
which parts of the model are working well and which are not. Determine whether you need to make programming
changes or whether your model needs to be revised to portray your program more accurately.
In addition, periodically use your data to revisit and reexamine your overall theory of change. You may find that you
need to modify some of the assumptions on which you based your original model and that, as a result, the model needs
to be revised.
For example, consider again the FIP logic model. As described in Step 1, the program could be experiencing the
problem that parent leaders are not recruiting and training as many family members or other parents in their communities as they originally estimated. The evaluation may uncover the finding that parent leaders need support in their
outreach efforts beyond the technical assistance that FIP staff members provide. In response to this finding, FIP staff
may feel that they need to add to their activities the development of peer networks in communities. The addition of this
component will change the overall program theory and, therefore, the logic model.
4

Horsch, Karen. (1997). Indicators: Definition and use in a results-based accountability system. Cambridge, MA: Harvard
Family Research Project.

The important point is to use the logic model as a learning tool throughout the evaluation. Do not set it aside once the
model is completed and the evaluation designed. When your data is applied directly to your model, you will find the
data is easier to interpret and the findings easier to apply and use. The goal is to use the logic model as a feedback and
learning tool – with the model initially informing the data and then the data ultimately informing the model.

ADDITIONAL RESOURCES
Developing and Using Logic Models/Theories of Change for Evaluation
Connell, James & Kubisch, Anne. (1996). Applying a theories of change approach to the evaluation of comprehensive
community initiatives: Progress, prospects and problems. New York, NY: The Aspen Institute, Roundtable on Comprehensive Community Initiatives for Children and Families.
Julian, David. (1997). The utilization of the logic model as a system level planning and evaluation device. Evaluation and
Program Planning, 20 (3), 251-257.
Milligan, Sharon, Coulton, Claudia, York, Peter, & Register, Ronald. (1996). Implementing a theories of change evaluation in
the Cleveland Community Building Initiative. Cleveland, OH: Center on Urban Poverty and Social Change.

Evaluation Techniques
United Way of America. (1996). Measuring program outcomes: A practical approach. To order, call Sales Service/America
at (800) 772-0008.
W.K. Kellogg Foundation. (1998). Evaluation handbook. To order, contact Collateral Management Company, 1255 Hill Brady
Road, Battle Creek, MI 49015; (616) 964-0700. Ask for item number 1203.
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