Creating Better Programs
Using Logic Models
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What We Will Cover

Logic Model Concepts:

R What?

&R Why?

&R How?

R Building a program framework
&R Theory of change

R Implementation and evaluation
R Pitfalls

&R Summing-up
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Focus 1s on Program Outcomes

R Results driven

R Performance

Accountability Era
o What gets measured gets done
o If you don’t measure results, you can’t tell
success from failure
o o If you can’t see success, you can’t reward it
m Effec tlvene SS o If you can’treward success, you're probably
rewarding failure
o If you can’t see success, you can’t learn from it
o If you cam demonstrate results, you can win
public support

CR Imp a_Ct Osborne and Gaebler 1992

R Accountability
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WHAT: Program Logic Model

R A simplified picture of how your program
will work and the relationships among
program elements

Some of the earliest uses
of logic models was in the

R Program strategy:
«= Where are you going
« How will you get there

« What will tell you that you have arrived
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“If...then...” Statements

THEN they can e

b = The desired THEN the
IF th ired solrlf;ucto outputs for the outcomes will
s roeram target population indicate that the
resii);zcsiz; g EC ti?/ities will be produced goal was
IF the activities IF the outputs accomplished

are completed are produced

Inputs Strategies Products

Resources/ ‘ » Activities/ » Outputs/ ‘»| Outcomes

Planned Work Intended Results
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Also Called...

R Roadmap

R Theory of change

R Logical framework
R Program matrix

R Model of change

R Blueprint for change
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What it is not

R A strategic or fully developed plan for
designing or managing a program or policy

&R An evaluation design or method

R Reality - represents intention
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WHY: Program Logic Models

R Involve and engage stakeholders

R Shared understanding of program purpose
&R Focus attention/resources on intended goals
R Performance measures are clearly defined

R Identify gaps in program logic and clarify
assumptions

&R Program fidelity
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How: Program Logic Models

R Strategic planning
&R Improve communication

R Facilitate program:
= Design/Planning
«= Implementation
« Evaluation

R Grant proposals
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Building a Program Framework

Logic model components:

3 Problem Statement
©3 Mission/ goal(s)

3 Target population
3 Resources

3 Activities

©3 Outputs

3 Outcomes

November 18, 2015

Outputs

Target

Population

Activities
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Problem Statement

R Broad measurable statement

R Expected long-term impact of the program

Consider:
*  What is the problem or issue?
*  Why is this a problem?
*  For whom does this problem exist?
*  Who has a stake in the problem?
*  What is known about the problem, issue, or people who are involved?

November 18, 2015
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Mission/Goal

R Well-defined, specific, measurable

R Should always answer the question:
What for Whom by When

Consider:

*  Priorities

* Resources

*  Mandates

* Collaborators

* Intended outcomes

November 18, 2015
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Planned Work

R Target Population:
« For whom?

R Resources/Inputs:
« Resources available to achieve objectives
« Directed towards activities
« Material and intangible

November 18, 2015
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Planned Work

R Activities:
« What the program does with its resources
«= Interventions used to bring about change
«= Have measurable outputs

Consider:
*  What is the appropriate sequence or order of activities?

*  Are there certain activities that, taken together, add up to a kind of
overall strategy?
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Intended Results

® Outputs:

« Direct and measurable products of a program’s
activities and services

« Often expressed in terms of units

® Outcomes:
« Specific changes in program participants behavior
« Directly related problem and mission/goal(s)

= May include intended or unintended consequences
- Impact

Outcomes answer
the question “So
What?”
November 18, 2015
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Outputs vs. Outcomes

Output

* Provide 4 day care home
provider trainings per year
with on-site follow-up

* Provide services to 300+
homeless people in the city of
Avon

November 18, 2015

Outcome

Participating day care home
providers:

Increase knowledge of
recommended practices
Implement recommended
quality care practices within 6
months of program
completion

Homeless people receiving
program services:

Develop a service/treatment
plan

Increase their self-sufficiency
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Writing Outcome Statements

Who/What Change/Desired | In what By when

(the target effect (action (expected

subject) verb) results)

Examples

Teenage youth : .

aged 13-17 years | improve g:c'?l'lrs'eadersmp 'égnt:‘e end of
attending camp P
I{annu:fiiiiggnme their use of within three
participating in increase community months after the
the program senvices program finishes
County waste within one year
management implements management of program start-
board plan up

November 18, 2015
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Chain of Outcomes - Time

SHORT

Changes in
Learning

Awareness
Knowledge
Attitudes

Skills

Opinion
Aspirations
Motivation
Behavioral intent

“Expect to See”

November 18, 2015

MEDIUM

Changes in
Action

Behavior
Decision-making
Policies

Social action

“Want to See”

LONG-TERM/IMPACT

Changes in
Conditions

* Social well being
 Health

« FEconomic
 (Civic
 Environment

“Hope to See”
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Chain of Outcomes: Example

SHORT

Changes in
Learning

Seniors increase knowledge of
food contamination risks

Participants increase knowledge
and skills in financial
management

Community increases

understanding of childcare
needs

Empty inner city parking lot
converted to community garden

November 18, 2015

MEDIUM

Changes in
Action

Practice safe cooling of food;
food preparation guidelines

Establish financial goals, use
spending plan

Residents and employers
discuss options and
implement a plan

Youth and adults learn
gardening skills, nutrition,
food preparation and mgt.

LONG-TERM/IMPACT

Changes in
Conditions

Lowered incidence of food borne
illness

Reduces debt and increased savings

Child care needs are met

Money saved, nutrition improves,
residents enjoy greater sense of
community
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Standards of Quality

S.M.A.R.T Test:

S|pecific

‘M]easurable

Alttainable or achievable
R]ealistic or relevant
'T]ime specific

AR

Consider:
Are the outcomes important?
Are the outcomes reasonable?

Are the outcomes realistic given the nature of the problem and
available resources and abilities?

* Are unintentional or possibly negative outcomes being attended to?
November 18, 2015
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Assumptions

R Beliefs about the program, the people involved and
how the program will work

R Faulty logic can lead to ineffective and inefficient
programs

R Examples:
« Funding will be secured throughout the project’s life

«s Staff will be recruited and hired with necessary skills
and abilities

November 18, 2015
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External Factors

R Constraints, barriers, risks that influence
program success over which we have little
control

R Examples:
« Budget
« Changing policies and priorities
« Political environment

November 18, 2015
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What Type?

R Vary widely

R Determined by the purpose they serve:
« Program planning

« Evaluation

R Tailored to fit the needs of your organization

3 Box Logic Model

| Inputs ‘ » | Outputs ‘ » | Outcomes

November 18, 2015 Link investments to results
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Simple Logic Model

Problem/
Situation

Mission/
Goal(s)

A

Activities/
Strategies

Resources/
Inputs »

=

Planned Work

’ Assumptions ’

November 18, 2015

| Impacts ‘

L)

Outputs/
Products

Outcomes
(short- mid- long-term)

»

Intended Results

’ External Factors |
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Simple Logic Model: Example

Problem/
Situation

R

E

N Mission/ Purchase a

T ' Goal(s) home
Impact

a Work 40 hrs. a Paid :
Job » week every » Paycheck » aid ren

month
Resources/Inputs Activities/Strategies Outputs Ouicomes
Planned Work Intended Results
’ Will make enough money to pay rent | | Layoffs |
Assumptions External Factors
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PROGRAM DEVELOPMENT

Planning — Implementation — Evaluation

Program Action - Logic Model

Inputs Outputs Qutcomes - Impact
Activities Participation Short Term Medium Term Long Term O
Priorities What we What we do Who we reach What the What the What the )
> . . invest o short term medium term | ultimate
Situation | Consider: Conduct Participants results are results are impact(s)Li
Mission Sta workshops, Clients et
Needs and s e ———p—meelings | Learning fretrOTT Conditions
assets olunieers Deliver Agencies : .
B Values Time services Awareness Behavior Social
ymptoms Mandates Develop Decision- i i
Knowledge Practice Economic
versus o s Money products, makers - 9 . - i
problems L s S curriculum, Customers Attitudes De(:ls;(l_on- Civic
Stakeholder | collaborators ' Trr;rs'ources Skills a1 Environmental
engagement | competitors Mileriale Provide Satisfaction Opinions Policies
Intended Equipment counseling Aspirations Social Action
outcomes Technol Assess
echnology Facilitate Motivations
Partner
r
Fonupn Work with
media
Assumptions External Factors
Evaluation
Focus - Collect Data - Analyze and Interpret - Report
uw -
Cooperat/ve Extension « Program Develop t & Evaluati © 2003
EXIELIOI? http:/iwww.uwex.edu/ces/pdande/ UW-Extension provides equal opportunities in employment and programming, including Title 1X and ADA.
November 18, 2015
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Mission

Macro Level Multi-Level Program

I Y '.'i?

Agancy/institution Lavel
) L2 » -
i 9

Multi-Component Program

Comrmunity Tobacoo Conbral Pragram - 3 Year Plan

| inputs | Oulputs |Wp [ Outcomes |
&i foulh Prevenbon Enuimnml‘m Ceszahion
| Inputs. [#{Outputsip Oucomes] | || inputs h{Outputs|ihOucomes| | | inputs 1] Outputs]ih{Oucomes)

' - - -~

ABRLMPONS Exlemal Faclors
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Theory of Change

“A theory of change is a description of how and
why a set of activities - be they part of a highly
focused program or a comprehensive initiative - are
expected to lead to early, intermediate, and long-
term outcomes over a specified period.”

(Anderson, 2000)

November 18, 2015 28



Specity the Process Theory

Three approaches:

R Theory approach

There can be a
blend of logic
model types

R Activities approach

R Outcomes approach

November 18, 2015
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Theory Approach

R Broad about “big ideas” not specific “nuts and
bolts

R Useful for the overall communication of the
program

Theory approach
logic models
emphasize

“ Assumptions”

&R Provides a clear description of why the
developers believe the program will be effective
in achieving goals

R A theory alclzlproach logic model links theoretical
ideas together to explain underlying program
assumptions

November 18, 2015 30



q Assumptions

q“.. segmins

Inputs Aclivities Duiputs Outcomes Impact
\
Health is a community issue and | B Community-wide
communities will form partnerships | Consumers | Coverageand
to resolve health care problems. Il'll More Effaci Access
ore Effective
Communities can influence and \ Active Distribution of
shape public and market policyat | | Providsrs |l PariCEton Community || | Comprehensive, Improved
the local, state, and national levels. 'lII s F,fm:s'];m Health Care Integrated Health Status
'. Resources I-_Iealth Care
External agents, warking in \ Delivery System
partnership with communities, can I| Payers [
serve as catalysts for change. { I
. . ) ncreased
o L / Inclusive ﬁ#mmmtmtre | | Gommunity Health | | | poaph care
Shifting revenues and incentives to f Community TOCEsSEs o Assessment Svstem
primary care and prevention will I|'I Staff Decision- Health Data, Eﬂ%l;sienc;-.r
improve health status. |'I Making Policy, and
| Advocacy
Information on health status and |'I External Community-based
systems is required for informed | Technical — L) Health Information
decision making. | Assistance Jystems
]
]
Your Planned Work Your Intended Results

Example of a Theory Logic model (Adapted from WEKKF's Comprehensive Community Health Models of

ich igan).

November 18, 2015
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Activities Approach

R Focus on laying out specific strategies and activities
R Examines the relationship among activities

R Considers sequence and timing of implementation

R How activities link to outcomes

Emphasizes a
programs “Planned
Work”

&R Most useful in program implementation,
monitoring, and management

November 18, 2015 32



Insurance market issues are
identified and documenited.

!

Insurance market issues are
prioritized based on potential
for successiul reform.

Deliverable—6

The Purchasing Alliance will
identify insurance markest issues
and strategies to reform those

.l, identified issues will be
developed and implemented.

High priority issues are
identified and examined.

v

Strategies to reform the
high priority issues identified
hawve been developed.

b

Change agents with sufficient
capacity and resources fo
successiully execule insurance
market reform are identified.

Change agents contracted to
implement insurance market
reform (minimum of 2.

Equitable access to
community-wide coverage.

—

Activities o increase beneficiary
enrcliment and provider
participation in Medicaid and
other third party sponsored
insurance and
reimbursment plans (ZP1)

Milestone Activities

Your Planned Work

November 18, 2015
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Duitputs

% decrease of people
wninsured (207 ).

% decrease of new NMedicaid
efigibde consumers
achieving coverage before
i the hospifal (203).

%% in Medicaid parficipating
providers, using $7000
threshaold fevel (204).

Ouicomes

Your Intended Resulis

G



Outcome Approach

&R Focus on early aspects of program planning
R Subdivide outcomes and impact over time
R Consider the strategies and activities as they

R relate to the desired results of a program

R Most useful for program evaluation and
1 Outcome approach
reportlng log;c mode11:)sp emphasize
“Intended Results”
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Improved Health Status

Inputs Activities Outputs
Consumers, Activities that encourage Consumers, providers, and CCHIP Governing Board is
providers, and consumers, providers, and payers payers serving on the CCHIP deemed inclusive and
payers to to seek support, and achieve | | Governing Board seek, support, accountable by the
participate in commaon goals. and achieve commen goals. community stakeholders.
governance
[DrOCESSEs. o ) .
Activities that increase consumer Increased community access and Increased numbers of community
awareness and access to health participation in health promotion, members utilize the health
promotion, disease prevention, disease prevention, and promaotion, disease prevention,
and primary care services. primary care services. and primary care service provided
Sufficient staff with Activities that increase linkages Linkages are forged amaong
expertise and among medical, health, and - medical, health, and human
leadership skills to human service systems. service systems. improved access/coverage for the
im plementt mﬂ insured, under-, and non-insured
i Activities that lead to the Third-party administered contract in the community.
ol el development of a community |  for community-wide coverage
access and coverage plan. is in place.
L Community members utilize the
Activities that lead to the Fiber-optic information network CHIN for ilr'il;urmatinn collection,
dﬁ;; :Flmf;rtr;erlt?oﬂnr':maﬁ? — is in place (CHIN). storage, analysis, and exchange.
Sufficient external '
technical
assistance to Activities that lead fo the " ;
support staff in development of & community | _ Community health assessment and :;Lm" St‘;gnﬁ' E:r'gﬁg m ?0
program health assessment and reporting program is in place. make community health decisions
implementation reporting program. ’

November 18, 2015

Your Planned Work

‘ Your Intended Resulls

Example of an Cutcome Approach model (example drawn from the Calhoun County Health Improvement
Program, funded under the Comprehensive Community Health Models of Michigan initiative).
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Implementation Strategy

R Forward Logic:
= Moving forward from activities

« Driven by “if-then” thinking or “but why”
questions

R Reverse Logic:
« Moving backward from the effects
« Plan with the end in mind
= Asks a series of “But how” questions

November 18, 2015
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Evaluation: Two Purposes

R Formative:

«= Improve
« Process
« Implementation evaluations

xR Summative:

« Prove
o Restllts

« Qutcome evaluations

November 18, 2015
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Evaluations: Four Types

&R Needs assessment (formative):
= Determines what is needed at onset
« Helps set priorities

& Process Evaluation (formative):

« What the program is, how it is working, whom is it
reaching, and how

&R Outcome (summative):

= Determines the results from and the consequences of a
program

R Impact (summative):

« Effect of program past its immediate results
November 18, 2015 38



LOGIC MODEL AND COMMON TYPES OF EVALUATION

Inputs

Outputs
Activities Participation

wnmm==—=00=2171T

Outcomes - Impact
Short Term Medium Term Long Term

Satisfaction

. Assumptions y

& Exte}rrr') "

OUTCOMES
IMPACT
'NEEDS
PROCESS
Types of evaluation
Needs/asset Process Outcome [mpact
assessment: evaluation: evaluation: evaluation:
What are the How is program To what extent are To what extent can
characteristics, needs, implemented? desired changes changes be attributed

priorities of target
population?

What are potential
barriers/facilitators?
What is most
appropriate to do?

November 18, 2015

Are activities delivered
as intended? Fidelity of
implementation?

Are participants being
reached as intended?
What are participant
reactions?

to the program?
What are the net effects?

occurring? Goals met?
Who is benefiting /not

benefiting? How? What are final
What seems to work? Not consequences?
work? [s program worth
What are unintended resources it costs?
outcomes?

39



. EvaLuATION PLANWORKSHEET

1. Focus

What will we evaluate (which
program or aspect of a program)?

2. QUESTIONS

3. INDICATORS-
EVIDENCE

4. TIMING

5. DATA COLLECTION

What do you want to When should we collect 'sgurcEs METHODS SAMPLE INSTRUMENTS
know? How will we know it? data? Who will How will we Who will we | What tools
have this gather the guestion? shall we use?
information? | information?
1. 1.a
b
c
2.
2.a
b
3.
J3.a
b
<
4,
4.a
b
5. [

November 18, 2015
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6. How will the data be
analyzed?

7. How will the data be
interpreted?

8. How will the results be communicated?

To Whom When? Where? How?

November 18, 2015

41



Check Your Logic Model

v

@ Is it meaningful?

R Does it make sense?

R Is it doable?

R Can it be verified?

November 18, 2015
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Common Pitfalls

Mission/Goal(s) are not measureable
R Links among elements are not clear
R Level of detail

R Viewing the logic model as a reality
«RFocus on expected outcomes

R May stifle creativity and spontaneity
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Summing up

Logic Models:

@ Demonstrate accountability with focus on outcomes
R Logically link activities and results

R Integrate planning, implementation, and evaluation
R Provide a common language and reference point

R Increase understanding of program

& Should be living documents and should be amended
as needed

&R Are a way of thinking - not just a pretty graphic

November 18, 2015

44



Logic Model Resources

™R W.K.Kellogg Foundation Logic Model Guide http:/ /www.smarteivers.org/uploads/logicmodelguidepdf.pdf

®  Community Tool Box, Developing a Lo? ¢ Model or Theory of Change http://ctb.ku.edu/en/table-of-
contents/overview /models-for mmmumt\ -health-and-development/logic-model-development/main

®  Guide to Program Evaluation, Bureau of Justice Assistance center for Program Evaluation and Performance
Measurementhttps:/ /www. b]a gov/evaluation/guide/index.htm

&®  Introduction to the Logic Model University of Maryland Thessalenuere Hinnant-Bernard, Ph.D.
https:/ /www.umes.edu/cms300uploadedFiles/Logic %20Model %20Training %20I1.pdf

&®  Program Development and Evaluation University of Wisconsin - Extension
http:/ /www.uwex.edu/ces/pdande/evaluation/evallogicmodel.html

®  Welcome to Enhancing Program Performance with Logic Models
http:/ /www.uwex.edu/ces/pdande/evaluation/pdf/Imcourseall. pdf

®  Logic Models for program design, implementation, and evaluation Workshop toolkit
http:/ /files.eric.ed.gov/ fulltext/ ED556231.pdf

®  Logic Model Workshop, South Carolina State University Ellen Taylor-Powell Ph.D. Emeritus, University of
Wisconsin-Cooperative Extension
http:/ /www.scsu.edu/files/logicmodelworkshop.pdf
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For Questions Contact:

R Nadine Butler

« Nadine.butler@tjjd.texas.gov
o 512-490-7767

November 18, 2015
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