This presentation (or webinar) is focused on program logic models. We intend for this presentation to
provide you with an understanding of how to develop a program logic model and also how to use a logic
model in ways that will be valuable to your program. We want the information presented here to do
more than just help you create a logic model in order to satisfy a compliance requirement. More
importantly, we hope this information will be useful to you in developing and using a logic model for
your daily program operations, including your performance measurement and program evaluation
activities.
For this presentation, we have identified a number of learning objectives.
By the end of this presentation, you will be able to:
•
•
•
•

Describe what a logic model is, and how it can be useful to your daily program operations
Identify the key components of a logic model
Develop a logic model for your program
And use a logic model for evaluation planning

This presentation will cover the following:
•
•
•
•
•
•

A program’s theory of change and a program logic model
The different uses of logic models
The key components of a logic model
How to read a logic model
How to develop a logic model
And how to use a logic model to inform your program evaluation activities

To facilitate your understanding of the information presented, we also have a few exercises that we’ll be
doing at various points during the presentation.
A program’s theory of change is the general underlying idea of how you believe your intervention will
create change and why the desired change is expected to come about. Your theory of change articulates
the assumptions underlying your choice of activities.
There are three main elements to a theory of change. It begins by identifying the problem or need to be
addressed. The second element identifies the specific intervention or set of activities that you have
chosen to address the problem or need. And the last element refers to the intended outcome or the
change you expect to bring about if you deliver the intervention according to plan.
Your theory of change – the expected cause and effect relationship between a specific intervention and
its anticipated outcome(s) – should be based on evidence or a strong hypothesis of how and why the
expected change will occur.
On this slide, we present an example of a theory of change for a nutrition assistance program. For this
hypothetical program’s theory of change, the problem or need that has been identified is that too many
low-income families in the community do not understand the relationship between nutrition and health,

and therefore suffer poor health consequences. To address this problem, a research-based nutrition
assistance program was developed that consists of a combination of nutrition education and referrals to
community services. The intended outcome or goal of this intervention, specified in this theory of
change, is an improvement in families’ overall health.
Now that you have a general understanding of what a program’s theory of change is, let’s talk about
what a program logic model is and how it relates to a program’s theory of change. A logic model is a
more detailed visual representation of a program’s theory of change. Logic models communicate how a
program works by depicting the intended relationships among the resources available to operate the
program, the activities the program carries out, and the changes or results the program hopes to
achieve which are referred to as outputs and outcomes. We will be talking more about each of these
components shortly.
We want to note that logic models come in many sizes and shapes and also vary in level of detail,
ranging from basic/simple to complex. There is no one or “right” way to develop a logic model. It often
depends upon your purpose, how you will use the logic model, who will use the logic model, and what
your program entails.
The four components outlined on this slide reflect a basic or simple logic model design which aligns with
CNCS’ logic model guidelines. For this presentation, we use this basic logic model format.
Also, some of you may be familiar with other terms that are used interchangeably with logic models,
such as causal chain, conceptual map, idea map, logical framework, model of change, and roadmap. We
use the term “logic model” throughout this presentation. Likewise, there are also a variety of terms for
describing these four key components (inputs/resources, activities, outputs, and outcomes) of a logic
model, but for this presentation we use the terms shown here on this slide.
Developing a logic model has many potential uses for programs. It may be the case that you develop one
logic model for your program that serves more than one purpose, or it may be necessary for you to
create different versions of a logic model that is tailored for different aims. For example, the logic model
you develop for your daily program operations (including performance management and evaluation
activities) may be different than the logic model you develop for your GARP application.
On this slide, we present just a few examples of how logic models can be used:
•

Logic models can be used to ensure that stakeholders have a clear and shared
understanding of how a program is intended to work. For example, sharing a program’s logic
model with program staff can be beneficial in generating a collective sense of responsibility
and accountability as it enables staff to understand how their specific role fits into the
broader context of the program. Additionally, funders may require programs to include a
logic model in their proposal or application materials because it provides a snapshot or a
succinct description of how a program will address a problem by performing specific
activities.

•

•

Logic models can be used to support program planning and improvement efforts. For
example, logic models can be a useful program management tool to help you determine
how to allocate resources effectively as well as serve as a framework to monitor whether
the program is being implemented according to plan.
Last on this slide, logic models can serve as a foundation for evaluation. Logic models can be
particularly helpful during the planning stages of an evaluation by helping programs
determine when and what to evaluate, so that evaluation resources are used effectively and
efficiently.

We will be discussing how logic models can be used for evaluation planning in greater detail at a later
point in the presentation. At this point, we just want to introduce some of the different ways program
logic models are used.
As you may recall from an earlier slide, there are four key components of a logic model that describe
your planned work and your intended results. These include: inputs or resources, activities, outputs, and
outcomes.
We’ll talk through each of these components on the next few slides.
Starting on the far left side of your logic model, we have a program’s inputs (sometimes called
resources). Inputs or resources are considered essential for a program’s activities to occur. They may
include any combination of human, financial, organizational, and community-based resources that are
available to a program and used to carry out a program’s activities.
For example, inputs or resources for the hypothetical nutrition assistance program might include:
•
•
•
•
•

Funding (e.g., an AmeriCorps grant, a community-based grant)
Program staff
AmeriCorps members
Volunteers
Nutrition assistance research

From inputs, we move to the activities component of your logic model. Activities are the specific actions
that make up your program or intervention. They reflect processes, tools, events, and other actions that
are used to bring about your program’s desired changes or results.
For example, the hypothetical nutrition assistance program might use its specified resources to carry out
the following activities:
•
•
•

Workshops on healthy food options
Food preparation counseling
Referrals to food programs and resources

We move from activities to the outputs component of a logic model. Outputs are what a program’s
specific activities will create or produce, providing evidence of service delivery.

Outputs are often described numerically or quantified in some way. For example, outputs associated
with the hypothetical nutrition assistance program might include the following:
•
•
•

the specific number of individuals who attended a healthy food workshop
the specific number of individuals who received food preparation counseling or services
the specific number of individuals who received a referral to food programs and resources

From outputs, we move to outcomes. Outcomes are the specific changes that may result from a
program’s activities or intervention. A program’s outcomes fall along a continuum, ranging from shortto long-term results. Short-term outcomes are often considered changes in beneficiaries’ knowledge,
skills, and/or attitudes. Medium-term outcomes refer to changes in behavior or action that result from
beneficiaries’ new knowledge, skills, and/or attitudes. Long-term outcomes are often characterized as
changes in condition or status in life that result from beneficiaries’ new behaviors or actions.
It is important to note that describing outcomes as short-, medium-, or long-term depends on the
objective, the length of the program, and expectations of the program or intervention. What is
identified as a long-term outcome for one program could be a medium-term outcome for another. Your
logic model should reflect your program’s theory of change and the sequence of changes necessary to
accomplish your program’s long-term results.
Let’s use the hypothetical nutrition assistance program as an example. In the short-term, individuals are
expected to increase their knowledge of healthy food choices. This change in knowledge is expected to
lead them to actually adopt healthy food practices – a behavioral change that represents a mediumterm outcome. This, in turn, is expected to lead to an increase in families’ overall household food
security – a long-term outcome of the program.
We want to take a moment to highlight the differences between outputs and outcomes as these two
components are often confused with one another.
On the left side of the slide, you can see that program outputs are direct products of a program’s
activities or services. Outputs quantify the services that were delivered. Program outcomes, on the
other hand, quantify the changes a program intends to bring about as a result of a program’s activities
or intervention.
While outputs are the essential elements that enable change, they do not represent benefits or changes
in and of themselves.
Are there any questions?
At this point, you should all be familiar with what a logic model is and its key components. Let’s turn
now to how you read a logic model. Logic models are typically read from left to right, employing an ifthen sequence among key components. A generic example is shown here. It reads, if your program has
these inputs or resources, then it can carry out these activities. If your program carries out these
activities, then it can produce these outputs. If your program has produced these outputs, then it will
achieve these outcomes.

In addition, a logic model has two “sides.” The process side focuses on a program’s implementation or
its planned work – inputs/resources, activities, and outputs (direct products). The outcomes side of the
logic model describes the expected sequence of changes that the program is to accomplish, which can
be short-term, medium-term, and/or long-term changes. The outcomes side reflects what difference the
program intends to make.
Let’s now discuss how to create a logic model. There is no one correct way to create a logic model. The
approach you select may depend on the stage of development of your program (i.e., planning,
implementation, or maintenance stage) and/or how you plan to use your logic model. There are two
main approaches that are used to create a logic model – reverse logic and forward logic. These two
approaches can also be used in combination.
Reverse logic creates a logic model by working backwards. It starts with desired outcomes on the right
side and moves backwards to identify a program’s activities and inputs on the left side of the model.
This reverse logic approach is often used in the development or planning stages of a program as it
ensures that program activities will logically lead to the specific outcomes. Using a reverse logic
approach, you will ask the question, “But how?” as you move from right to left in your logic model.
Alternatively, the forward logic approach starts with your program’s inputs and activities and uses a
progressive series of “if…then” statements to establish relationships between inputs, activities, outputs,
and outcomes. This forward logic approach is often used when there is a clear understanding of what
the inputs and activities are or will be (e.g., a program that is in the implementation or maintenance
stage rather than the design or development stage).
Regardless of which approach you take (forward or reverse), working out sequences of “if…then”
relationships or the “how” about a program enables one to uncover gaps in logic, clarify assumptions,
and better understand how investments and a program’s activities are likely to produce intended
results/outcomes.
Let’s now walk through how to create a logic model using forward logic which is demonstrated on this
slide here. Again, forward logic uses “if…then” statements, moving from the left side of the logic model
with resources/inputs and progressively builds the links as we move across to the outcomes side of the
logic model.
Using the nutrition assistance program as an example, this forward logic approach would be, If we have
access to AmeriCorps members, then we can provide food education workshops and referral services. If
we carry out these activities, then we will deliver services to 200 families. If families receive these
services, then they will learn about healthy food choices and improve their skills in preparing healthy
foods. If families gain this knowledge and acquire these skills, then they will adopt healthy food
practices. If families adopt healthy food practices, then they will be healthier.
Let’s walk through how to create a logic model using a reverse logic approach. Again, this approach
starts with desired outcomes and requires you to work backwards to develop activities and inputs.

Reverse logic asks the question, “But how?” as you move from desired outcomes to identifying the
inputs that lead to these outcomes in your logic model.
Using the nutrition assistance program as an example, this reverse logic approach (shown here) starts
with the program’s long-term outcome of increasing the number of healthy families and works
backwards to determine how the program will achieve this outcome.
Now, we’re going to work on building a logic model together as a group. In this group exercise, let’s try
to apply a forward logic approach in developing a logic model for a hypothetical wildlife conservation
program. A brief description of the program is provided here. We encourage all of you to participate and
provide your input as we build a logic model for this program together.
For this exercise, we are using CNCS’ NOFO template for a program logic model.
Let’s start with the first column, inputs, which again refer to the resources invested in a program. What
might be some potential investments for this program?
Funding, AmeriCorps members, non-AmeriCorps program staff, member training and wildlife
conservation research are just some of the potential investments for this program. Other possible
resources include committees or additional volunteers who are not AmeriCorps members.
The next column refers to the activities that the program carries out. If the program has these
resources, then what are some potential activities or services that it would be able to provide? Some
potential activities include:
•
•
•

AmeriCorps members and volunteers make trails accessible for people with disabilities
AmeriCorps members and volunteers conduct habitat development projects
AmeriCorps members and volunteers conduct invasive species removal

The next column refers to a program’s outputs. If we are able to carry out some of the activities we’ve
discussed, then what would be some direct products of the activities? Outputs associated with the
activities listed above may include:
•
•
•

Installed ramps and hand rails on X miles of trail
Planted native trees on x sites
Removed of invasive species on x sites

The next column refers to the short-term outcomes column of the program. Based on the activities
we’ve discussed (reiterate key activities from the audience), then what might be some short-term
changes that may result from these program services and activities? Facilitator may want to note that
the guiding text under short-term, medium-term, and long-term outcomes is more applicable for
programs that target “people” as opposed to the environment/ecosystem such as this program.
However, it is still important to keep in mind that with outcomes, it is about change – so the question is
still the same, what changes do you expect will occur because of the program’s services or activities?
Some examples of short-term outcomes (based on the activities listed above) may include:

•
•
•

Increase in trail access by individuals with physical disabilities
Increase in food and clean water supply for native wildlife
Increase in available shelter for native wildlife

Moving to the medium-term outcomes column, what would be some changes in behavior or action that
that might occur because of the activities we’ve discussed (these are changes that you would expect to
observe after short-term outcomes have been achieved)? Some examples of medium-term outcomes
(based on the activities listed above) may include:
•
•
•

Increase in trail use and enjoyment of public lands by people with physical disabilities
Increase in wildlife population sizes
Increase in biodiversity

The last column refers to long-term outcomes. If participants change their behavior, then what changes
in condition or status can be expected as a result? An example of an expected long-term outcome for
this program is:
•

Enhancement of conservation of healthy, productive, sustainable ecosystems for the benefit
of wildlife

Just to recap, this exercise was intended to give you an overview of the type of information to include
and how to organize it as you develop a logic model for your program. This example we’ve just done
demonstrates a forward logic approach, since we developed our model from left to right. If we were to
use a reverse logic approach, we would have started with the long-term goal of the program and worked
backwards to answer questions about how the program will achieve its desired outcomes.
Now that we’ve completed a logic model as a group, we’d like you to develop a logic model that is
specific to your program and one that can be useful to you in your daily program operations. Keep in
mind that this exercise is about thinking through the logic of your program or intervention. You should
include all components of your program and the relationships among them, even if they are not
necessarily described in your AmeriCorps application. Likewise, you should include all of your program’s
expected outcomes even if you do not plan to measure or collect data on them.
As we talked about earlier, you may take a forward logic or reverse logic approach, or a combination of
the two to create your logic model.
We’ve provided some questions on this slide here to help you think through the modeling process for
each component. Similar questions are also found on the template itself.
At this point, let’s just pause with where you’re at in creating a logic model of your program.
An important step in finalizing your logic model is to verify or assess whether the model you’ve created
reflects an appropriate level of detail, is plausible, is realistic, and that there is consensus among key
stakeholders that the model accurately represents your program. One way to verify that your model
meets these criteria is to run through a series of questions, such as the ones shown here on this slide.

In particular, you want to make sure that your logic model:
•
•
•

•

Contains the appropriate amount of detail for its intended use, and includes all key program
components.
Depicts plausible relationships between program components.
Is realistic. One thing to note is that it’s okay to identify longer-term outcomes for your
program even though it may not seem feasible for you to measure the cause and effect
relationship between your intervention and your longer-term outcomes. In verifying your
logic model, it’s more important to ask whether it’s reasonable to assume that the program
can achieve the expected short- to long-term outcomes.
Achieves consensus among your program’s stakeholders that the model accurately depicts
the program and its intended results.

Also, you may want to involve other program staff who were not involved in developing the logic model
as well as other external stakeholders to help you verify your model.
EXERCISE #2 – Continued:
To practice verifying your logic model, we want you to exchange logic models with a partner. Each of
you should review your partner’s logic model and consider whether the logic model contains an
appropriate level of detail, is plausible, and is realistic.
Any questions before we move on?
Now that you’ve had an opportunity to draft a logic model of your program, we want to transition to
talking about how your logic model can be used to help with both performance measurement and
program evaluation activities. However, before we do so, we want to first provide you with a brief
overview of performance measurement and program evaluation and, in particular, how these activities
differ from one another. While both performance measurement and program evaluation are considered
measurement activities, the two activities serve different purposes.
Some of you may already know what performance measurement is because it’s an activity that you may
are already doing in your program. Performance measurement is ongoing monitoring and reporting of
program accomplishments and progress toward its pre-established goals. For many programs, this
includes collecting data on the specific activities carried out and the direct products and services
produced by your program’s activities (outputs). Performance measurement data help you understand
what level of performance is achieved by the program/intervention.
Program evaluation, on the other hand, is an in-depth research activity that answers specific questions
or tests hypotheses about program processes and/or program outcomes. The results enable you to
arrive at a judgment of whether the intervention or a specific component of the intervention works or
does not work as expected, and also what adjustments may be needed to improve the program. A key
difference between performance measurement and program evaluation is that program evaluation
helps you understand and explain why you’re seeing the program results.

It is important to keep in mind that performance measurement and program evaluation are not
mutually exclusive. Grantees already engaged in performance measurement activities can build on that
work as they plan for a program evaluation. For example, let’s say your program is already collecting
data to monitor and report on your program’s progress toward achieving its expected outcomes for
program beneficiaries. If your program decides to conduct an impact evaluation to learn whether your
progress on outcomes is caused by your intervention, it may be that you continue to collect the SAME
outcomes data, but also include a matched comparison group. Including this comparison group enables
you to answer specific questions related to causality – in this case, what would have happened to people
if they did not receive the intervention (i.e., whether the observed changes can be attributed to your
intervention).
Grantees who want to learn more about performance measurement and program evaluation can refer
to the Knowledge Network webpage.
https://www.nationalserviceresources.gov/evaluation-americorps
Now that you have an understanding of what performance measurement entails, let’s talk about how
logic models can be used as a tool in performance measurement. A few examples of how logic models
can help you plan your performance measurement activities are listed here:
•
•

Identify which components of your program (resources, activities, outputs, outcomes) to
include in your performance measurement
Identify indicators and measures of progress or performance that align with program
components

Just as your logic model can help inform your performance measurement activities, it can also help you
plan for an evaluation. We’ll be discussing this in more detail on the next few slides. Any questions
before we move on?
At this point, we turn our attention to how logic models can inform program evaluation. Your logic
model can be used as a tool to help you plan for your evaluation. It can serve as a framework for your
evaluation plan by helping you can make informed decisions about what to evaluate, when to evaluate,
and how you will evaluate.
It is important to note that with program evaluation, it is not necessary to evaluate every aspect of your
program as depicted in your logic model. Your evaluation can have a narrow focus (e.g., only address
questions about one of your program’s service activities and desired outcomes) or it can have a broader
focus (e.g., address questions about each of your program’s service activities and desired outcomes),
depending on the information you hope to gain from your evaluation.
Your logic model can be used as a tool to help you focus your evaluation with respect to the following:
•
•

Identify questions you want or need answered about your program
Identify which aspects of your program to evaluate (e.g., will you evaluate a subset or all of
your AmeriCorps activities? Will you evaluate your program’s short-term outcomes?)

•
•
•
•

Determine the appropriate evaluation design (e.g., will you use a process or an impact
evaluation design, or a combination of both?)
Identify what information to collect
Identify measures and data collection methods
Determine an appropriate timeframe for your evaluation

We’ll walk through a few examples of how to actually use your logic model to focus your evaluation on
the next few slides.
Let’s start with an example of how a logic model can be used to help you draft or narrow in on the
questions that you want your evaluation to answer. The graphic above provides an example of the types
of questions that may be asked of each component in a logic model:
•
•
•
•

Questions related to inputs ask, “Are resources adequate to implement the program?”
Questions related to activities ask, “Are activities delivered as intended?”
Questions related to outputs ask, “How many, how much was produced?”
Questions related to outcomes ask, “What changes occurred as a result of the program?”

As you can see at the bottom of this graphic, in order to answer each of these questions, indicators (i.e.,
the evidence or information that represents the phenomenon in question) and their data sources will
need to be identified. When developing research questions based on your program’s logic model,
ensure that questions are stated in a way that is clear and measurable in order for them to be
answerable.
As you narrow in on the questions you want answered about your program, this is turn, will help you to
determine the type of evaluation you’ll need to conduct and what elements of your logic model are to
be incorporated into your evaluation. As noted earlier, a logic model has two sides – a process side and
an outcomes side. Questions related to the process side of the model are generally different than
questions related to the outcomes side of the model, and therefore require different evaluation
approaches to address them.
Let’s return to the nutrition assistance program as an example. Program staff may be interested in
answering the question, “Was the nutrition assistance program implemented as planned and, if not,
how and why was it altered for implementation?” These questions concern the key components on the
left side of the logic model (the process side), so the type of evaluation needed to answer these
questions would be a process evaluation. This means the data collected will focus on understanding the
relationship between the resources or inputs that were employed and what activities were
accomplished with these resources. Process evaluations tend to be more useful in the beginning stages
of a program’s implementation to help determine whether target populations are being reached, people
are receiving the intended services, and if staff are adequately qualified, among other things. For
example, let’s say the process evaluation data show that the nutrition and food prep counseling was
only implemented in a few sites rather than across all sites, as planned, because of staffing constraints.

Program staff will be able to use these findings to make adjustments to the program and deploy more
staffing resources to sites that were unable to deliver the nutrition and food prep counseling activity.
Alternatively, program staff may be interested in understanding whether their program (or specific
components of their program) is effective or not. This type of question calls for an impact evaluation
design where the focus is on understanding whether the program was able to produce (all or a subset
of) the desired outcomes specified on the right side of the logic model.
Let’s again use the hypothetical nutrition assistance program as an example. If program staff are
interested in finding out “what difference the nutrition assistance program has had on individuals’
knowledge of or attitude about healthy food choices?,” an impact evaluation design that includes a
comparison or control group would need to be employed to determine what would have happened to
people if they did not receive the intervention. In general, an impact evaluation assesses the extent to
which a program achieves its desired outcomes and whether those outcomes can be attributed to the
program. This type of evaluation typically occurs after a program has reached a steady state of
implementation (e.g., after conducting a process evaluation that showed the program is being
implemented as designed).
For the nutrition assistance program, several short-term and medium-term outcomes have been
identified for an evaluation. These are highlighted in red. Depending on the particular intervention, a
different nutrition assistance program may determine other outcomes to be more appropriate for an
evaluation.
It is important to note that programs conducting an impact evaluation do not need to evaluate ALL
program outcomes at ONE time or even over a period of time. In deciding which outcomes to include in
an evaluation, it is important to consider what questions your evaluation seeks answers to and the
timeframe of the evaluation and outcome measures (i.e., the amount of time you have available to
collect your data as well as the time you can expect changes or program effects to occur, among other
factors). A program’s influence is most directly related to proximal outcomes, such as short- and
medium-term outcomes. The more time that elapses between your intervention and the outcome that
is measured by your evaluation, the more external variables can come into play that are beyond the
program’s control. It is important to note that all program evaluations are not designed to measure
long-term outcomes and CNCS is not expecting programs to measure them in all cases.
The table above lists some outcomes identified in the nutrition assistance program logic model. We
provide an example measure for these selected short-, medium- and long-term outcomes. Keep in mind
that each of the outcomes can be measured in other ways as well. The particular measure will depend
on and should be tailored to the unique characteristics of the program itself.
Below each measure is a potential data source. These data sources may be existing or new. The data
sources that refer to a matched comparison group of non-beneficiaries pertain to impact evaluations
and would not be necessary for programs conducting a process evaluation.

As we conclude today’s presentation, we’ve highlighted some things to keep in mind as you work to
develop and use your program logic model:
•
•
•

•
•
•
•

Developing a logic model is not completed in one session or alone.
There is no one best logic model.
Logic models represent intention. We want to underscore that logic models reflect planned
activities and outcomes and should be supported by an underlying theory of change. In
practice, programs may not only operate quite differently, but also produce unintended
results. An evaluation helps identify how faithfully a program actually adheres to its model.
A program logic model is not static; it can and should be changed and refined as the
program changes and develops.
Programs do not need to evaluate every aspect of a logic model.
Logic models play a critical role in informing evaluation and building the evidence base for a
program.
Facilitator notes: We’ve compiled a list of resources that may be useful to you in developing
your logic model.

