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Introduction

If you dotl't know wllere you're going, how are yOIl gonna' know wilen yllll get there?
-Yogi Berra

In line with its core mission - 10 help people Ilfdp themselves throllgh the practical application ofknowledge
and resources to improve tlleir quality of life and that offuture generations - the W.K. Kellogg Foundation has
made program evaluation a priority. As our staff and grantees work on a spectrum of social improve­
ment progra~, the need for shaping and contributing to the body of knowledge regarding evaluation
becomes increasingly clear. Our first guide, the WK. Kellogg Poundatiotl Evaluation Handbook, was pub­
lished in 1998, and has been made available to nearly 7,500 people.The Eva1Jlation Handbook is a prac­
tical, step-by-step manual for conducting evaluations. With the Handbook, we introduced the concept
of the program logic model and the ways in which applying this concept has added value to our
own work.

nil: program logic model is d~ned as a pictllre ofhow your organizatiorl does its JVork - the theory arid
ass"mptions IInderrying the program.A program logic model links outcomes (both short- and long-term)
wit/I program activities/processes and the theoretical assllmptiotls/pritldples ofti,e program. "

The WK. Kellogg Foundation Logic Model Development Guide, a companion publication to the EVtJluation
Handbook, focuses on the development and use of the program logic model. We have found the logic
model and its processes facilitate thinking, planning, and communications about program objectives and
actual accomplishments. Through this guide, we hope to provide an orientation to the underlying prin­
ciples and language of the program logic model so it can be effectively used in program planning.
implementation, and dissemination of results.

The premise behind this guide - and our view of the role of evaluation in programming - is simple:
Good evaluation reflects deu thinking and responsible program management. Over the years, our
experience in using logic models in initiatives such as the Kellogg Youth Initiative Partnerships,
Devolution, ENLACE (Engaging Latino Communities for Education), and the Native American
Higher Education Initiative, to name just a few. has provided ample evidence of the effectiveness of
these methods. .

Learning and using tools like logic models can serve to increase the practitioner's voice in the domains
of planning, design, implementation, analysis, and knowledge generation.The process ofdeveloping the
model is an opportunity to chart the course. It is a conscious process that creates an explicit under­
standing of the challenges ahead, the resources available, and the timetable in which to hit the target. In
addition, it helps keep a balanced focus on the big picture as well as the component parts.

In general, logic modeling can greatly enhance the participatory role and usefulness of evaluation as "a
management and learning tool. Developing and using logic models is an important step in building
community capacity and strengthening community voice. The ability to identifY outcomes and antici­
pate ways to measure them provides all program participants with a clear map of the road ahead. Map'
in hand, participants are more confident of their place in the scheme of things, and hence, more likely
to actively engage and less likely to stray from the course - and when they do, to do so consciously
and intentionally. Because it is particularly amenable to visual depictions, program logic modeling can
be a strong tool in communicating with diverse audiences - those who have varying world views and

•
different levels of experience with program development and evaluation.
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Introduction

The Logic A10del Development Guide contains four chapters and two comprehensive appendices.

Chapter 1 presents a b.asic introduction to the logic model as an action-oriented tool for program
planning and evaluation. It also offers an array of sample logic models.

Chapter 2 consists of exercises and examples focused on the development of a simple program logic
model. Exercises include practical examples, checklists for reviewing content quality, and a template
for developing a logic model.

Chapter J gives instructions on how to expand a basic logic model to explore and explain the theory­
of-change that describes the rationale for your program. A template and checklist are provided.

Chaprer 4 offers two exercises that afford the reader with an introduction to how the basic logic
modeling techniques introduced in the previous chapters can be applied to inform thinking about
what should be included in an evaluation plan.Templates and checklists are also provided.

. The Resources Appendix provides logic model development resources - references and Web sites worth
visiting.The Forms Appendix includes blank templates to copy when developing your own logicmodels.
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Chapter 1

Introduction to Logic Models

Chapter One defines rogic models and explains their usefUlness to program stakeholders, You
wiD learn the relevance ofthis state-ofthe-art tool to program planning, evaluation. and
improvnntnt.

E
ffective program evaluation does more than collect. analyze. and provide data. It
makes it possible for you - program stakeholders - to gather and use information,
to learn continually about and improve programs that you operate in or fund.

The \v.K. Kellogg Foundation believes evaluation - especially program logic model
approaches - is a learning and management tool that can be used throughout a program's
life - no matter what your stake in the program. Using evaluation and the logic model
results in effective programming and offers greater learning opportunities, better do.cu­
mentation of outcomes, and shared knowledge about what works and why. The logic
model is a beneficial evaluation tool that facilitates effective program planning, imple­
mentation, and evaluation.

The What and Why of the Logic Model

The" W1L411 Logic Model Definition

Basically, a logic model is a systematic and visual way to present and share your under­
standing of the relationships among the resources you have to operate your program, the
activities you plan, and the changes or results you hope to achieve.

L...-R_e:_:p_u:_:s_es_'.......'--A_C_t1_Vl_ue_s--'.El.1 Outcomes 1.8
000

Your Planned Work

Figure 1. The Basic Logic Model.

Your Intended Results

The most basic logic model is a picture of how you believe your program will work. It uses
words and/or pictures to describe the sequence of activitie... thought to bring abollt change
and how these activities are linked to the results the program is expected to aChieve.

J'ag" IJ.ogi, MuM D'W~pmm'Guid,



Chapter 1

The Basic Logic Model components shown in Figure 1 above are defined below. These
components illustrate me connection between yourplanned work and your intended results.
They are depicted numerically by steps I through 5.

YOUR PLANNED WORK describes what resources you think you need to implement
your program and what you intend to do.

1. Resources illdude the human, financial, organizational, and community resources a
program has available to direct toward doing the work. Sometimes this component
is referred to as Inputs.

2. Program Activities are what the program does with the resources. Activities are the
processes, tools, events, technology, and actions that are an intentional part of the program
implementation. These interventions are used to bring about the intended program
changes or results.

YOUR INTENDED RESULTS include all of the program's desired results (outputs, out­
comes, and impact).

3. Outputs are the direct products of program activities and may include types, levels and
targets ofservices to be delivered by the program.

4. Outcomes are the specific changes in program participants' behavior, knowledge, skills.
status and level of functioning. Short-term outcomes should be attainable within I to 3
years, while longer-term outcomes should be achievable within a 4 to 6 year timeframe.
The logical progression from shon-term to long-term outcomes should be reflected in
impact occurring within abOUt 7 to 10 years.

5. Impact is the fundamental intended or unintend~dchange occurring in organizations.
communities or systems as a result of program activities within 7 to 10 years. In the cur­
rent model ofWKKF grantmaking and evaluation, impact often occurs after the conclu­
sion of project funding.

The term logic model is frequently used interchangeably with the term program theory in
the evaluation field. Logic models can alternatively be referred to as theory because they
describe how a program works and to what end (definitions for each employed by leading
evaluation experts nre included in the Resources Appendix).

The What: How to "Read)) aLogic Model

When "read" from left to right, logic models describe program basics over time from
planning through results. Reading a logic model means following the chain of reasoning
or ''If...then. .." statements which connect the program's parts. The figure below shows
how the basic logic model is read.
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A logic model brings program concepts and dreams to life. It lets stakeholders try an idea on
for size and apply theories to a model or picture of how the program would function. The
following example shows how the logic model approach works. (Ifyou are familiar with logic
models, you may wish to skip ahead to the section entitled "Why Use A Logic Model?")

II these
benefits to

participants are
achieved, then
certain changes
in organizations,

communities,
or systems
might be

expected to
occur

II you
accomplish

your planned
activities to the

extent you
Intended. then

your participants
will benefit in

. certain ways

Your Intended Results

II you
accomplish

your planned
activities. then

you will
hopefully deliver
the amount 01
product and/or

service that
you intended

II you have
access to

them. then you
can use them
to accomplish
your planned

activities

Your Planned Work

Resources/
Inputs

Certain
resources are
·needed to
operate your

program

Figure 2. How to Read a Logic Model.

The WHY: Logic Model Purpose and Practical Applicatio~
The purpose of a logic model is to provide stakeholders with a road map describing the
sequence of related events connecting the need for the planned program with the pro- ".'

.gram's desired results. Mapping a proposed program helps you visualize and understand
how human and financial investments c.'ln contribute to achieving your intended program
goals and can .lead to program improvements.
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Chapter 1

In this example, the results of our activities - or outputs - are mostly information, such as
family schedules, flight schedules, and COSt information based on the time frame of the trip.
This infonnationhelps identify outcomes or immediate goals. For instance, if we make
reservations as soon as possible, we are able to find flights with avaiJable frequent flier slots
and probably have more options for flights that fit within the time frame. Knowing this,
our outcomes improve - reservations made well in advance result in flight schedules and
airline costs th:nsuit our timeline.a!!!l travel budget. Longer-term impact ofour trip is not
an issue here, but might be projected as continued good family relationships in 20 IO.

Using a simple logic model as a trip-planning tool produced tangible benefits.. It helped
us gather information to influence our decisions about resources and allowed us to meet
our stated goals. Applying this process consistently throughout our trip planning posi­
tions us for success by laying out the best course of action and giving us benchmarks for
measuring progress - when we touch ~own in Charlotte and change planes for
Cincinnati, we know we're on course for Des Moines.

Typical logic models use table and flow chart formats like those presented here to cata­
logue program factors, activities, and results and to illustrate a program's dimensions.
Most use text and arrows or a graphic represenration of program ideas. This is what our
trip planning "program" could look .like in logic model format. .

Your Planned Work Your Intended Resu1ls
Trip Planning Trip Results

.8.1 DUlcom,,\.BResourcesl • ActivitiesInputs

• Holiday • Create • Tickets • Family • Continued
flight family for all members good
schedules· schedule family enjoy family

• Family • Get members vacation relations
schedules holiday • Frequent

• Frequent flight info flyer miles
lIyer • Get used
holiday tickets • Money
options • Arrange saved

• Holiday ground
weather transport

(2) 0 0 8 0
It was easy to organize travel plans in a flow chart, but we could also choose to organize and
display our thinking in other ways. A logic model does not have to be linear. It may appear
as a simple image or concept map to describe more complex program concepts. Settling on
a single image ofa program is sometimes the most difficult step for program stakeholders.
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