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Learning Objectives
1. Identify key characteristics and principles of program
planning
2. Identify the steps in program planning
3. Understand the purpose and use of logic models
4. Describe steps used in constructing logic models
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What do we mean by the term ‘Program’
(e.g., offer free blood
pressure screenings once
a month in the cafeteria;
set aside time for
employee to discuss
his/her health with a
nurses at time of annual
performance review)

• Programs
–
–
–
–
–

Actions
How outcomes / objectives will be achieved
Can be big or small
Can be simple or complex
Can involve several levels of government or several agencies
or combinations of government and agencies

• Developed in response to a policy or need
(e.g., all employees must participate in annual
health screenings is a policy to get achieve
better health status of employees)

(e.g., county residents
have higher rates of
suicide than the state
average)

July 23, 2015

6

Program Planning vs. Ongoing Planning
• Program Planning (action planning)
– Planning for a defined program or policy with specific, time
dependent outcomes

• Ongoing Planning (strategic planning)
– A regular function within an organization, often with long term
goals
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Key Characteristics of Effective
Program Plans
• Based on evidence and assessment
•
•

Conduct a needs assessment
Identify gaps

• Clear goals, objectives, interventions/activities
•

Identified current levels and desired levels

• Clear roles and responsibilities for staff and
partners/contractors
• Specific timeline
• Evaluation plan
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Link evidence with program planning!
Data
Interpretation

Data
Analysis

Program
Evaluation

Information
Dissemination

Data
Collection

(assessment)

Program
Implementation

Program
Planning
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Key Principles of Planning
• Plan for measurable outcomes
– Plan SMART or SMARTER

• Plan for evaluation
– Evaluation should emphasize feedback for program improvement

• Plan for continuation
– Aim for permanent change (program sustainability, policy and
environmental changes, etc.)

• Plan for enhanced capacity
– This comes through collaborative learning and implementation
among community and academic/practice partners (often through
coalitions or partnerships)
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Key Characteristics of
Effective Action (Program/Policy) Plans
• Based on evidence and assessment
• Clearly spell out and make linkages across
– Goal
– Objectives
– Action strategies / activities

• Clarify roles and responsibilities
• Specify timetables
• Include clear mechanisms for tracking progress
(evaluation)
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Learning objectives
1. Identify key characteristics and principles in successful
action planning, including the role of coalitions/
partnerships
2. Identify the steps in program planning
3. Understand the purpose and use of logic models
4. Describe steps used in constructing logic models
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Steps in Program Planning
Step 1: Ensure program goal aligns with umbrella goal(s)
Step 2: Assess available resources
Step 3: Analyze potential strategies
Step 4: Establish objectives
Step 5: Develop interventions and activities
Step 6: Develop logic model & work plan
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Step1: Ensure Program Goal Aligns with
Umbrella Goals
• The goal is the long-term outcome you are striving for
• The goal is what you want to achieve
• Examples:
– Create community environments that promote and support
healthy food and beverage choices and physical activity
– Prevent initiation of tobacco use by NY youth and young adults,
esp. among low SES populations
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Step 2: Assess Available Resources
• Available funds
– FOA funding amount, limitations on how and when funds can be
spent (state vs. federal)

• Personnel
– how many and what types, training needs

• Equipment and materials
– what is needed; in-kind or available from participating partners

• Incentives
• Partners
– coalitions, partner organizations (e.g., ACS)
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Great Partnerships
•
•
•
•

Meet goals we cannot meet alone
Broaden/deepen reach
Supplement skills or fill gaps
Enhance positioning (public relations)
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Effective Partnerships
• Have a shared vision/goal
• Provide a vehicle for community empowerment
• Have defined roles - provide mechanisms for true
involvement with clear expectations and shared
responsibility
• Have capable leadership – for facilitating shared
decision making, conflict management, effective
communication, etc.
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Failed Partnerships
• Partners have different expectations
• No clear direction or goals
• Ineffective leadership
• Insufficient commitment (no involvement of those
affected by the programs or policies)
• Insufficient conflict management strategies
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Step 3: Analyze Potential Strategies
• How do we approach our work?
• Who do you want to impact and how will you get to them
– think Ecological Model
• Overarching strategies that guide disease prevention
and health promotion…
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A Framework for Improving Health

Frieden T. A Framework for Public Health Action: The Health Impact Pyramid.
American Journal of Public Health. 2010; 100(4): 590-595.
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The Community Guide
• Used in the program planning process
• Helps programs select evidence-based interventions
– Which program and policy interventions have been proven
effective?
– Are there effective interventions that are right for my community?
– What might effective interventions cost; what is the likely return
on investment?
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CDC’s National Center for Chronic Disease
Prevention and Health Promotion
Four Domains:
1. Epidemiology and surveillance
2. Environmental approaches that promote health and
support and reinforce healthful behaviors
3. Health system interventions to improve the effective
delivery and use of clinical and other preventive
services
4. Strategies to improve community-clinical linkages
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Coordinated
Chronic
Disease
Prevention
Framework
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Search the literature
• What have researchers found to be effective
• Will find tested (i.e., evaluated) methods
• Sources
– New York State Library and local libraries
– PubMed -- http://www.ncbi.nlm.nih.gov/pubmed
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Step 4: Establish Objectives
• Objectives are achievements, not activities
• The what, not the how
• They should be SMART
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S-M-A-R-T Objectives
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SMART
• Specific: Concrete, detailed, well defined; know where you are
going and what to expect when you arrive
• Measureable: Numbers and quantities provide means of
measurement and comparison
• Achievable: feasible and easy to put into action
• Realistic: Considers constraints such as resources,
personnel, cost, and time frame
• Time-Bound: A time frame helps to set boundaries around the
objective
http://www.cdc.gov/phcommunities/resourcekit/evaluate/smart_objectives.html
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Some
questions to
help guide the
development
of objectives.
http://www.cdc.gov/phcommuniti
es/resourcekit/evaluate/smart_obj
ectives.html
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Breakdown

Objective

SMART Objectives
By 2017, decrease the prevalence of any tobacco use (cigarettes, cigars,
smokeless tobacco) by high school age students by 30% from21.2% in 2010 to
15.0%.
Verb

Metric

Object

Population

Baseline
Measure

Goal
Measure

Time
frame

Decrease

Prevalence

Any tobacco use

High school
students

21.2%

15.0%

By 2017
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Setting Specific Objectives
• There should be sound scientific evidence to support the
objectives
• The objectives should be appropriate for the community
• The result to be achieved should be important and
understandable to a broad audience
• Objectives should be prevention-oriented
• Objectives should drive action
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Setting Objectives:
Process vs. Outcome
Process Objectives
Explain what you are doing and when you
will do it. They describe participants,
interactions, and
activities.

Outcome Objectives
Express the intended results or
accomplishments of program or
intervention activities.

Often focus on changes in policy, a system,
the
Focus on the activities to be completed in a
environment, knowledge, attitudes, or
specific time period.
behavior
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Types of Outcomes
Generally expected immediately and can occur
Short‐Term soon after the program or intervention is
implemented, very often within a year.
Result from and follow short‐term outcomes;
generally address knowledge, attitudes, behavior
Intermediate
change, environmental action, and / or policy
change
State the ultimate expected impact of the
Long‐Term
program or intervention.
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Step 5: Develop Interventions and Activities
•

Objectives are the what; activities and interventions are
the how. They are what we do.

•

They are the activities that we believe will lead to
achievement of our objectives which, in turn, will
ultimately help us attain our goal.
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Example
• In order to decrease incidence of diabetes (goal)
• We will increase physical activity among target population
(long term objective)
• We will increase physical activity by increasing
– knowledge/awareness about the benefits of physical activity
(short or medium term objective)
– access to places to be physically active (intermediate objective)

• To increase knowledge we will …(activity)
• To increase access we will …(activity)
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Step 6: Develop the Logic Model &
Work Plan
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Basic timeline
• A complete listing of activities
–
–
–

Order of completion - what needs to be done first
How long each activity will take
When each activity should start and finish (in time units that are
most appropriate for the project, e.g., weeks, months, years)
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Workplan
• Specifies who is responsible for each task and what the
criteria are for evaluating the activity
(these are NOT included in the logic model)
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Learning objectives
1. Identify key characteristics and principles in successful
action planning, including the role of coalitions/
partnerships
2. Identify the steps in program planning
3. Understand the purpose and use of logic models
4. Describe steps used in constructing logic models
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Logic Model
• What is a logic model?
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Logical chain of connections showing what
the program is to accomplish
INPUTS

OUTPUTS

Program
investments

Activities

Participation

What we
invest

What
we do

Who we
reach

OUTCOMES
Short

Medium

Long‐
term

What results
SO WHAT??
What is the VALUE?

Don’t forget the arrows
–

show the links between inputs, outputs and outcomes

–

depict the underlying causal connections
University of Wisconsin-Extension, Program Development and Evaluation
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Underlying a logic model is a series of ‘if-then’
relationships that express the program’s
theory of change
• If we have these inputs, then how will they influence the
activities?
• If we have these activities, then how will they influence
the outputs?
• If we have these outputs, then how will they influence
the outcomes?
• Iterative Process- Each step builds on the previous step
using ‘if, then’ relationships
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A series of IF-THEN relationships
Tutoring Program Example
IF

then

We
invest
time and
money

IF
We can
provide
tutoring 3
hrs/week for
1 school year
to 50
children

then

IF

Students
struggling
academical‐
ly can be
tutored

then

IF

They will
learn and
improve
their skills

then

IF
They will
get better
grades

then
They will
move to
next grade
level on
time

University of Wisconsin-Extension, Program Development and Evaluation
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Logic model: definitions
• A simplified diagram depicting the interrelationships
among goals, objectives, and action strategies
• A systems model that shows the logical relationships
among the resources that are invested, the activities that
take place, and the benefits or changes that result
• A picture that shows the sequence of events thought to
bring about benefits or change over time, based on
evidence and theory

21

7/6/2015

July 23, 2015

43

Logic model

University of Wisconsin-Extension, Program Development and Evaluation
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Different types and shapes

From "Evidence‐Based Public Health: A Course in Chronic
Disease Prevention" 7/23/2012 by Brownson,
Deshpande, Gillespie, and Scharff
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Purposes of logic models
• Aid in program planning and management
• Guide steps of data collection
• Define evaluation process
– Map to linkages on which to base conclusion about intervention
effectiveness
– Linkages represent ‘causal pathways’

• Identify primary and intermediate effects
• Aid in communication about the program
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Limitations of logic models
• Programs are dynamic—they rarely follow sequential
order
• A logic model focuses on expected outcomes. There
may also be unintended or unexpected outcomes:
positive, negative, or neutral.
• A logic model does not "prove" that the program caused
the effect.
• A logic model, by itself, does not address the questions:
"Are we doing the right thing?" "Should we do this
program?"
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Action Strategies (Using Ecological Model)
Individual

Interpersonal

Organizational

Objectives
address

• Knowledge
• Attitudes
• Behaviors

• Practices
• Social support
• Social
networks

•
•
•
•

Approach

• Written
material
• Training
• Counseling
• Education

• Develop new
social ties
• Lay health
advisors
• Peer support
groups

• Organizational • Infrastructure • Political
action
change
• Media
• Lobbying
• Networking
advocacy
• Policy
• Development • Community
development
advocacy

Programs
Practices
Policies
Physical
environment

Community

•
•
•
•

Programs
Environment
Policies
Facilities

Policy /
Governmental
•
•
•
•

Regulations
Ordinances
Policies
Legislation

From "Evidence‐Based Public Health: A Course in Chronic Disease Prevention" 7/23/2012 by Brownson, Deshpande, Gillespie, and Scharff
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Learning objectives
1. Identify key characteristics and principles in successful
action planning, including the role of coalitions/
partnerships
2. Identify the steps in program planning
3. Understand the purpose and use of logic models
4. Describe steps used in constructing logic models
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Defining the Situation: Critical first step in logic
model development
What problematic condition exists that demands a programmatic
response?
– Why does it exist?; For whom does it exist?; Who has a stake in the problem?; What can
be changed?

– If incorrectly understood and diagnosed, everything that flows from it will be wrong.

Factors affecting problems: protective factors; risk factors
Review research, evidence, knowledge-base
Traps:
– Assuming we know cause: symptoms vs. root causes.
– Framing a problem as a need where need is actually a program or service.

University of Wisconsin-Extension, Program Development and Evaluation
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Basic Logic Model Format
Process

Outcomes

Inputs

Activities

Outputs

What we
invest

What we do

What we
produce and
who we
reach

Short‐Term

Intermediate

Long‐Term

Learning

Action

Conditions

















Awareness
Knowledge
Attitudes
Skills
Opinions
Aspirations



Behavior
Practice
Decisionmaking
Policies

Health
Social
Economic
Civic
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University of Wisconsin-Extension, Program Development and Evaluation
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OUTPUTS
What we do

ACTIVITIES
•Train, teach
•Deliver services
•Develop products and
resources
•Network with others
•Build partnerships
•Assess
•Facilitate
•Work with the media
•…

Who we reach

PARTICIPATION
•Participants
•Clients
•Customers
•Agencies
•Decision makers
•Policy makers

University of Wisconsin-Extension, Program Development and Evaluation
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OUTCOMES
What results for individuals, families, communities..…

SHORT

MEDIUM

LONG-TERM

Learning

Action

Conditions

Changes in

Changes in

Changes in

• Awareness
• Knowledge
• Attitudes
• Skills
• Opinion
• Aspirations
• Motivation
• Behavioral intent

•Behavior
•Decision-making
•Policies
•Social action

Conditions
Social (well-being)
Health
Economic
Civic
Environmental

CHAIN

OF

OUTCOMES

University of Wisconsin-Extension, Program Development and Evaluation
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Outputs vs. outcomes
Example:
Number of patients discharged from state mental
hospital is an output.
Percentage of discharged who are capable of living
independently is an outcome
Not how many worms
the bird feeds its young,
but how well the fledgling flies

University of Wisconsin-Extension, Program Development and Evaluation
(United Way of America, 1999)
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Outputs vs. outcomes
Program

Outputs

Outcomes

Crime control

Hrs of patrol
# responses to calls
# crimes investigated
Arrests made

Reduction in crimes committed
Reduction in deaths and injuries
resulting from crime;
Less property damaged or lost
due to crime

Highway
construction

Project designs
Highway miles constructed
Highway miles
reconstructed

Capacity increases
Improved traffic flow
Reduced travel times
Reduction in accidents and
injuries

From Poister, 2003
University of Wisconsin-Extension, Program Development and Evaluation
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Examples of completed logic models
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Examples
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Water Quality Logic Model
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Goal:
Inputs

Activities

Outputs

Short‐Term
Outcomes

Intermediate
Outcomes

Long‐Term
Outcomes

External Factors

Assumptions
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One more key component of program
planning – Program Evaluation
• Determine if you did what you said you would do
• Determine if the program is responsible or the outcomes

More to come on this in the next session 
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Thinking about the evaluation of your
program should be part of your program
planning process. Evaluation answers
the question – Was the program
effective?

Intended
Outcomes

To what extent, if any, did
the program do what we
intended it to do?
Did what the program do
correspond to what we
wanted the program to do?
Program effectiveness – to
what extent, if at all, was the
program’s actual results
consistent with the outcomes
we expected

Program

?
Did the program lead to the observed
outcomes?

Observed
Outcomes

What did the evaluation
show happened?

McDavid, Huse, Hawthorn (2013) Program Evaluation and Performance Measurement: An Introduction to Practice 2nd ed (p.17)
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Resources
• Knowlton, L. W. & Phillips, C. C. (2012). The logic model guidebook: Better strategies for great
results(2nd Edition). Thousand Oaks, CA: Sage. ISBN 978-1452216751
• University of Wisconsin Extension - http://www.uwex.edu/ces/pdande/evaluation/evallogicmodel.html
• Community Tool Box - http://ctb.ku.edu/en/tablecontents/sub_section_main_1877.aspx
• W.W. Kellogg Foundation -http://www.wkkf.org/knowledge-center/resources/2006/02/WK-KelloggFoundation-Logic-Model-Development-Guide.aspx
• Logic Model Tip Sheet - http://www.acf.hhs.gov/programs/fysb/content/programs/tpp/prep-logic-modelts.pdf
• Logic Model Workbook http://www.innonet.org/client_docs/File/logic_model_workbook.pdf
• United Way - http://www.yourunitedway.org/outcome-measurements
• Introduction to Health Promotion Planning
http://www.thcu.ca/infoandresources/publications/planning.wkbk.content.apr01.format.oct06.pdf
• Ten Steps to Planning a Health Promotion Project http://livelonger.health.gov.au/category/communityhealth-action-pack/part-1-ten-steps-to-planning-a-health-promotion-project/

32

7/6/2015

July 23, 2015

65

Contact Information
Dayna M. Maniccia, DrPH, MS
The Sage Colleges
Administration Building, Suite 220
140 New Scotland Avenue
Albany, New York 12208
email: manicd@sage.edu
phone: 518-292-1801

33

