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Introduction 

Logic Models, and the Theories of Change that support them, are highly 
effective tools for understanding and measuring the impact of programmes. 
Such evidence is needed to any organisation wanting to communicate the 
value delivered by the programmes or services it provides to different 
stakeholders. 

Logic Models provide a structured approach to programme design, planning, 
implementation, and evaluation. The key benefits of using Logic Models 
include:  

• Clarity: Establishes a clear, shared understanding of the 
programme’s aims, activities, and the pathways through which 
change is expected to occur. 

• Planning: Supports programme design and resource allocation by 
identifying what needs to happen, when, and why. 

• Evaluation: Guides the selection of meaningful indicators for 
monitoring and evaluation, while also generating rich qualitative case 
studies. 

• Communication: Strengthens the ability to articulate the 
programme’s value and impact to stakeholders, partners, and 
funders. 

About Logic Models & Theories of Change 

Logic Models are used to describe the relationship between inputs, 
activities, outputs, and outcomes in a programme. Typically using graphical 
representations, they depict how a programme is supposed to work and 
show the connections between components. Models are grounded in 
Theories of Change, which clearly define the desired outcomes and explain 
how these are expected to result from specific programme activities. 
Theories of Change provide a flexible framework for adjusting a programme’s 
strategy when initial assumptions are challenged or external conditions 
evolve. Together, the Theory of Change provides the big picture, while the 
Logic Model provides the practical map to achieve it. 

Logic Models tend to have common elements, but these need to be defined 
in the context of the organisation and environment in which the programme 



© Briscoe Advisory Ltd, 2025  4 
 

is taking place. They are often used at a micro level to depict a particular 
intervention, service, or support mechanism.  

As the diagram below (Figure 1) demonstrates, Logic Models tell a story, 
traditionally moving from left to right and starting with identifying the 
resources available to a programme (Inputs), the activities it undertakes 
(Activities), the direct products or services it generates (Outputs), and the 
changes or benefits that result (Outcomes and Impacts). 

 
Figure 1: The flow of a Logic Model. 

It is important to draw clear distinction between each element of the model 
and generate shared understanding by defining terms rigorously. This is 
particularly important when it comes to specifying outcomes and impacts 
as these elements of the Model are usually the most challenging to identify. 

Applying a Logic Model: An Example  

An organisation offering training and certification for construction industry 
wants to demonstrate how its activities have led to improvements in the 
industry in terms of measurable outcomes and longer-term impacts to 
secure sustained funding. 

Implementing a Logic Model framework will enable the team reporting 
impact and value to provide an evidenced narrative that describes the 
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linkages between resources applied, programmes and activities offered, 
and benefits realised.  

In this example, the benefits can be presented as outcomes and impacts 
resulting from the organisation’s efforts that focus on the skills, knowledge, 
and overall industry improvements as well as assessing value at a broader 
economic and societal level. 

Short-Term (Immediate) Outcomes 

1. Knowledge & Skills: Participants gain relevant technical and safety 
knowledge. 

2. Certification: Achieving certifications boosts employability and 
credibility. 

3. Compliance Understanding: Improved grasp of regulatory 
requirements. 

4. Confidence & Motivation: Increased job satisfaction and productivity. 
 

Medium-Term Outcomes 

1. Employee Retention: Higher retention rates due to career growth and 
job satisfaction. 

2. Efficiency: Improved production efficiency and reduced errors. 
3. Workplace Safety: Better adherence to safety protocols, reducing 

accidents. 
4. Recognition: Certifications gain industry recognition, boosting demand. 

Long-Term Impacts 

1. Industry Standards: Elevated standards through certified 
professionals. 

2. Product Quality: Higher quality and consistency in products. 
3. Accident Reduction: Fewer workplace accidents and lower insurance 

costs. 
4. Sustainable Growth: Ongoing supply of skilled professionals supports 

growth and competitiveness. 
5. Environmental Impact: Reduced waste and emissions, more 

sustainable resource use. 

Broader Impacts 

1. Economic Growth: Certified professionals drive economic growth and 
attract investment. 
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2. Job Creation: More career opportunities and stable employment. 
3. Public Confidence: Safer, more reliable construction materials boost 

public trust. 

Issues to consider when using Logic Models for evaluating impact.  

Using Logic Models presents certain challenges including defining clear 
boundaries (i.e., agreeing on the scope) and establishing baseline 
measures. One of the most significant issues is attribution: determining 
whether observed changes can be directly linked to the programme or 
intervention. This becomes particularly difficult in complex environments 
involving multiple actors and long timeframes. In such cases, contribution 
analysis or mixed-methods approaches may offer more realistic and 
credible ways to understand impact. These approaches involve developing 
a plausible Theory of Change - a causal narrative of how change is 
expected to happen - and systematically assessing whether the evidence 
supports it. Focusing on contribution rather than direct cause-and-effect 
allows for a more nuanced understanding of how different factors interact 
to shape outcomes and impact. 

The Role of Logic Models in Programme and Service Evaluation 

Logic Models are valuable tools for both implementation and evaluation. 
They provide a step-by-step blueprint for planning, tracking progress, and 
understanding outcomes. In today’s environment - where public and 
organisational resources are often limited - it is increasingly important for 
programmes to demonstrate effectiveness, value for money, and alignment 
with strategic priorities. 

Reporting Findings 

When reporting evaluation findings informed by Logic Models, it’s essential 
to present evidence clearly and concisely. Use data visualisation to 
highlight key outcomes and impacts, and ensure the narrative connects the 
evidence to the case for sustained or increased investment. 

Integrating Evaluation Frameworks 

Logic Models can be used alongside other evaluation frameworks - such as 
cost-benefit analysis, impact assessments, or contribution analysis - to 
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provide a more comprehensive view of a programme’s effectiveness. This 
multi-method approach strengthens the overall evidence base and 
enhances decision-making. 

Ensuring Credibility and Transparency 

Maintaining credibility in evaluation requires clear documentation of 
methods, data sources, and assumptions. Where possible, peer reviews or 
independent validation can reinforce the trustworthiness of the findings 
and increase stakeholder confidence. 

Aligning with Strategic Priorities 

Logic Models help organisations demonstrate how their programmes 
contribute to wider strategic goals - whether improving service delivery, 
supporting innovation, enhancing economic or social outcomes, or 
advancing equity. By mapping resource use to intended outcomes, they 
help articulate a compelling case for investment and impact. 

Generating Evidence of Impact 

Logic Models are a powerful way to generate evidence of effectiveness. By 
linking inputs and activities to measurable outputs and outcomes, they 
create a clear line of sight between what a programme does and the 
difference it makes. This approach is consistent with recommended 
evaluation practices, including those outlined in HM Treasury’s Green 
Book. 

Engaging Stakeholders 

Developing a meaningful Logic Model requires input from stakeholders, 
including policymakers, funders, service users, and delivery partners. Their 
involvement ensures the model reflects the realities of the programme and 
enhances its relevance, usability, and impact. 

Conclusion 

Logic Models and Theories of Change are powerful tools for planning, 
delivering, and evaluating programmes. They offer a structured framework 
for generating evidence, enabling organisations to clearly demonstrate 
effectiveness, value for money, and strategic alignment. Beyond evaluation, 
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Logic Models also support forward planning by identifying assumptions, 
clarifying goals, and shaping future direction.  

Key Takeaways 

• Logic Models and Theories of Change are essential tools for 
planning, delivering, and evaluating programmes. They provide a 
structured framework that links activities to intended outcomes, 
helping organisations understand what’s working and why. 
 

• When well-developed, these models enhance evidence quality by 
creating a clear line of sight between inputs, outputs, and impact. 
This helps demonstrate effectiveness, value for money, and 
alignment with strategic priorities. 
 

• Integrating stakeholder perspectives early in the process 
improves the relevance and credibility of the model, ensuring it 
reflects real-world conditions and supports better programme 
design. 
 

• Combining Logic Models with other evaluation methods such as 
contribution analysis or cost-benefit analysis strengthens the 
evidence base and supports more nuanced, realistic assessments of 
impact. 
 

• Clear, concise communication of findings is vital. Use data 
visualisation and narrative storytelling to translate insights into 
compelling evidence for decision-makers, funders, and partners. 
 

• Credibility and transparency matter. Documenting assumptions, 
data sources, and methods, along with independent review, can 
significantly strengthen the trust placed in your evaluation results. 
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