Logic Models

"Quite simply, | examined the problem from all angles, and it was plainly hopeless. Logic
informed me that under the circumstances, the only logical action would have to be one of
desperation. Logical decision, logically arrived at." Spock

That sentiment has been shared by those of us who have been confronted with a situation that
at first seemed insurmountable. | too would often flail about looking for a way to solve the
situation until a few years ago when | was introduced to the concept of logic models, a tool
used in evaluation.

Today many physical therapists in leadership positions are asked to evaluate what they or their
department or clinic is doing. It might be to evaluate whether it is better to run a group
treatment program instead of treating individual patients one-on-one in a rural setting where
distances to therapists is an issue. You might be asked to determine if your waiting list
management strategy is efficacious. You are thinking of developing a formal continuing
education program for staff or want to evaluate the efficacy of the falls risk management
program your facility offers. Like it or not we live in an age where, health professionals can no
longer question whether to evaluate their programs. (From this point on the word program will
be used to represent any initiative, process or program). Instead the appropriate questions to
ask are;

What do we want from this program, process or initiative?

What are the outcomes expected?

What is the best way to evaluate?

What are some tools | can use?

What will we learn from the evaluation process?

How will we use the learning to make our efforts more effective?

To help you, the discipline of program evaluation offers a variety of tools that leaders can
choose to use. There are also resources available to help guide those who are interested in
evaluation but have no formal training. You can also hire a professional evaluator who, can
facilitate the evaluation and offer guidance to those who have yet to master the art and science
of program evaluation.

Many resources can be sourced through organizations such as The Canadian Evaluation
Society (CES) (http://www.evaluationcanada.ca), The Kellogg Foundation in the U.S.A.
http://www.wkkf.org/knowledge-center/publications-and-resources.aspx) and the University of
Wisconsin Program Evaluation and Development Unit. Here you will find all kinds of valuable
information including examples of logic models and even download templates for creating your
own (http://www.uwex.edu/ces/pdande/evaluation/evallogicmodelworksheets.html).

Through the CES (as a member) you can access reports such as, Collaborative Inquiry:
Integrating Evaluation into the Workplace by Shirley Edey and Patricia Newton and, a guide with
a title many of us can related to, Program Evaluation with Limited Fiscal and Human Resources,
by Paul Favaro and Lorraine Harris. For a longer list of resources see the end of this article.

Anyone embarking on an evaluation needs some sort of framework that will offer guidance on
how to proceed, shows where you have been and what you have done and where you have still
to go to achieve the outcomes identified at the beginning of the evaluation.



A tool such as a logic model can do that for you. | have found them really useful in helping me
focus on an issue or help develop an idea. A logic model can act as “an anchor” for you and
other members of the evaluation group or team. You can use it as a means by which you can
gather, reflect, deliberate, discuss and plan.

You can look at logic models as “road maps”, helping you in both travelling along and getting to
your destination. Like road maps they vary in their structure and appearance and usefulness.
Regardless of their appearance they all have several things in common including, a situation,
inputs, outputs (actions and processes) and outcomes (maybe short, medium or long).

The following has been condensed and summarized from the University of Wisconsin Program
Development and Evaluation Unit's resources on logic models.

In its simplest form, a logic model looks like this:

Inputs ’ Outputs . Qutcomes - Impact

Viats inyeseed Vit e done Vihatpasufis

We actually use the logic model every day. Think about being hungry. What does that feel like?
What do you need? What do you want to do?

Probably what you want is some type of food. So, first you need to find that food. Then, you
need to eat that food. Then, you will be satisfied and feel better. A logic model to represent that
would look something like this.

Find food |mp| Eatfood |mp |Feel better

Another example is, say you are suffering from a severe headache and your experience says
that certain pills help. So, the logic model shows that first you need to get the pills. Then, you
take the pills as prescribed. As a consequence, you feel better. The end result is that the
headache is gone and you feel better as a result.

Get pills |=p | Take pills |=p |Feel better

So, what is a logic model?

e |tis a graphic description of a program (e.g., a process, event, community initiative);

e can show the relationship of program inputs and outputs to expected outcomes;

e is made up of six components: situation, inputs, outputs, outcomes, assumptions,
external factors



is useful for developing understanding, improving programming, clarifying outcomes,
focusing evaluation, and communicating to stakeholders.

Why should you use the logic model? How will it help you?

Brings detail to broad goals; helps in planning, evaluation, implementation, and
communications;

Helps to identify gaps in program logic and clarifies assumptions so success at
achieving outcomes may be more likely;

Builds understanding and promotes consensus about what the program is and how it will
work--builds buy-in and teamwork;

Makes underlying beliefs explicit;

Helps to clarify what is appropriate to evaluate, and when, so that evaluation resources
are used wisely;

Summarizes complex programs to communicate with stakeholders, funders, audiences;
Enables effective competition for resources

Logic models can be applied to:

a small program;

a process;

an intervention;

a large organisation;

almost any task, question or situation.

Steps to Completing a Logic Model

A.

whh e

B.

Identify the Situation Take time to understand the situation and carefully define the
problem. This may be the most important step. From the situation comes priority
setting. Priorities lead to the identification of desired outcomes. Consider the
following questions:

What is the problem/issue?

Why is this a problem? (What causes the problem?)

For whom (individual, household, group, community, society in general) does this
problem exist?

Who has a stake in the problem? (Who cares whether it is resolved or not?)

What do we know about the problem/issue/people that are involved? What research,
experience do we have? What do existing research and experience say?

Identify the desired outcomes for the situation. These may be short, medium or long
term. Outcomes are central to logic models. There may be one or two long term
outcomes with more than a few short and or medium outcomes.

Identify the inputs or resources that are available or required for the achievement of
desired outcomes. These include time, people (staff, volunteers), money, materials,
equipment, partnerships, research base, and technology among other things. These
inputs allow the creation of outputs.

Determine and identify outputs. These are the major activities which have to be done
to reach the desired outcomes. Outputs lead to outcomes.



E. Discuss and identify the assumptions which may underlie and influence decisions to
be made. These might include the beliefs, principles or ideas about a situation, task,
issue or program and the people involved and the way we think the task, issue, initiative
or program will work

F. Discuss and identify real or potential external factors which may have a major
influence on the achievement of outcomes. External factors include the cultural milieu,
the climate, economic structure, political environment, background and experiences of
program participants, policies and priorities.

Remember the logic model is meant to be a dynamic tool. As the process evolves
some original elements such as priorities and activities will change. Use the outcomes
and situation to anchor the process. When beginning to use logic models keep things
fairly simple. Once you get the hang of them you can move on to more complex issues.

Source: University of Wisconsin Program Development and Evaluation Unit

The following is an example of a the basic components of a logic model and is taken from the
University of Wisconsin Program Development and Evaluation Unit's website listed in the
references at the end of this article.
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development of logic models you will find it worth the while. Logic models are really useful tools
for helping individuals, small or large groups or organizations to plan and to monitor a variety of
activities and processes. Aside from program evaluation they can also be applied to things
such as planning conferences, developing online learning modules or creating newsletters!

As for Mr. Spock, he also once said, “Logic is the beginning of wisdom; not the end”.
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