
The Logic Model is a powerful strategic tool for 
decision-making.  We use it in the EDUCATE 
Programme, a research-focussed EdTech accelerator 
that guides SMEs and startups through a Research 
Training Programme, and trains them how to 
understand and capitalise on the nuances of this 
handy business tool.
In the EDUCATE Programme, researchers with EdTech 
expertise mentor and manoeuvre companies through 
several modules using the Logic Model, and to help 
validate their approach, we use the EdWards, which 
provides a company with an award in recognition 

of their awareness, and eventual use of, applied 
research in the development of their product.
The Logic Model is a great tool to get teams together 
and reach a better understanding of how the business 
demonstrates efficacy and impact.  The team can 
bring a Logic Model to life, and in turn, continuously 
improve their business.  Doing so can also create 
stronger teams, with a stronger learning culture.
Join me over the next few pages as we explore the 
wonderful world of the Logic Model!

Dr Anissa Moeini is an EdTech entrepreneur, social scientist, and expert in the 

field of enterprise impact measurement.  Developer of the Evidence-informed 

Learning Technology Enterprise (ELTE) framework, Anissa’s research supports 

the evaluation of efficacy, and the building of capacity in EdTech enterprises to be 

evidence-informed. 
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A conversation with Dr Anissa Moeini

EDUCATE’s Expert-in-Residence spoke to us 
about using the Logic Model as a tool to power 

business decisions with evidence:



When you’re building a learning tool, you need to understand 
and address questions of its development one at a time.  
Collecting and interpreting data, whether it’s your opinion on 
what the tool looks like, or feedback from testers on how it 
functions, becomes a trade-off between priorities.  Choosing 
one priority over another, based on the most significant data 
you have at the moment can make you feel great, but more 

importantly, it’s likely to get you further along the development 
cycle than anything else you have.  The Logic Model gives you 
that prioritisation.

It forces you to examine your assumptions about the learning 
tool, and logically plan how your intervention works to achieve 
the desired educational outcome.  It helps you balance the 
search for evidence that your product works with the needs of 
the business.  You’re making strategic decisions about the data 
that is most important to collect at any given point, and being 
strategic in the hunt for that data - what we call research.

01 Why use the Logic Model?

The Logic Model is a dashboard for your business over its entire 
life.  The best use of it is as a living document, a constantly 
updated work-in-progress that changes and grows as the 

business changes and grows.  As your learning tool adds new 
features, is exposed to more and different users, updates and 
improves, each iteration should be sense-checked alongside the 
Logic Model so that leadership can, for instance, re-examine their 
assumptions, the workflow of the tool’s development, or the 
current data, to ensure evidence connects how the tool is used 
with the outcome you want it to achieve.

02 How important is the Logic Model?
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“It helps you balance the search for evidence 
that your product works with the needs of your 

business”

“Ensure evidence connects how your learning tool is 
used with the outcome you want it to achieve”

An example Logic Model.  Note that the colours don’t matter, just 
that you differentiate between each stage in the mapping process

Introduction to the Logic Model



You don’t need anything special to make a Logic Model, but it’s 
useful to colour-code it to differentiate the stages in the process.  
You can make one on paper or on the computer, but make sure 
it’s visible to all, easy to revise, and clear.

04 Materials and equipment

Clear reporting around the Logic Model is essential!  If parts of 
it change, there can be a knock-on effect further down the line 
that alters the reasoning behind the development of the learning 
tool.  There might be plenty of scenarios in which this alteration 

is desirable, but if communication around changes to the Logic 
Model is not robust, team members or whole departments could 
be working towards something that was thrown out of the 
development plan weeks ago.   

Make sure leadership has sight of the Logic Model, keeps it as 
a living document, and regularly sense-checks it against the 
learning tool’s development, and the company’s mission and 
values. 

06 If the Logic Model changes at any point, should you tell someone?
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“If a part of the Logic Model should change, there can 
be knock-on effects further down the line that could 

alter the rationale behind the learning tool”

Everyone should contribute to the production of a Logic Model, 
but ultimately, it’s for leadership to own and update.  It’s a 
dashboard for strategic decision-making in the company, used to 
facilitate reasoning, and define clear paths ahead.  

If a lead or department isn’t included, data could be absent 
from the development of the learning tool, that means that when 
that tool is scaled, it creates scaled harm.  

Everyone should have visibility, but leadership, or a strong 
research lead, whose targets are in line with the company 
mission and which informs the company’s direction, should own 
it, and refer to it, updating it regularly.

“If a lead team member or department in your 
business isn’t included in the creation of the Logic 

Model, you might miss something vital”

03 Whose responsibility is it to make and use the Logic Model?

Although creating the Logic Model appears simple at first, it’s a 
complex device that has potential to create huge changes in your 
business.  

Firstly, you need the right information in it, so producing it must 

be a team affair, with leadership drawing on the input of all 
workstreams.  Secondly, because the complexity of the Logic 
Model is often underestimated, once companies start creating 
one, they realise such things as how user groups need to be 
segmented, how inputs and activities must be partitioned, or 
how assumptions change for each new piece of information 
supplied.  

It’s a serious exercise, so make sure you and your team give it 
serious attention.

“Once companies start creating the Logic Model, they 
realise how their assumptions need to change with 

each new piece of information added”

05 How hard is it to make a Logic Model?



Now that we’ve explored the Logic Model’s raison d’être, it’s time to understand what it’s 
features mean for your learning tool and your business:

INPUTS AND RESOURCES:

What are your learning tool’s features?  What do you provide for a 
user so that they can interact with the tool?  Is the tool something 

physical or is it an app on a tablet?  Do they need a keyboard to 
use the app, or just a mouse?  And if it is a physical object, how 

many pieces are there too it?  Does it need batteries?  How does 
it connect?  What’s the range?  Is there any part of it that could be 

dangerous if mishandled?

07 Terms and definitions

This field is concerned with the learning tool 
in question

I N P U T S

ACTIVITIES:

How do you want your learning tool used?  Who is 
supposed to use it?  Can older or younger people use it?  
What are they supposed to do with it?  What happens if 

they don’t use it the way you intend?  Do they need to press 
save?  Is there a timeout?  Is it supposed to work with a 

curriculum?This field is concerned with how your 
product is meant to be used and by whom

A C T I V I T I E S

OUTPUTS:

What do you see in your systems when someone uses your 
learning tool?  What are you measuring?  How are you 

measuring it?  How do you know this particular data will be 
useful to you?  Are you collecting unnecessary data?  And 

what other systems have access to it?This field is concerned with the data you are 
collecting about the use (activities) of your 

tool (inputs)

O U T P U T S

OUTCOMES:

What do those outputs from your learning tool mean?  Does the 
data you’ve collected show that someone has benefitted from the 

use of your tool?  How do you know they’ve benefitted from it?  
What have you measured to prove it?  Could it show that using 
the learning tool has actually harmed them, or increased their 

misconceptions, or put them off using the tool?  Do you have the 
data capture methods to get that data instead? 

This field is concerned with the conclusions 
you draw from the data you have collected - 

your company’s mission

O U T C O M E S

IMPACTS:

What is the change you want to see in the world as a result of your learning 
tool?  The largest and hardest to prove, as it requires a lot of data and a 
lot of measurement, this field serves to make you aware of what you’re 
claiming your learning tool does for people.  Impact is not a word that 

should be used lightly, and although you want your impact to align with 
your company’s vision and mission, you need to check your evidence 

supports it.  If not, go back into a development cycle.

This field is concerned with your vision as an 
EdTech company

I M P A C T S



• Get together with your teams and brainstorm 

• Write it all down, and don’t worry if it looks messy - it will sort 
itself out the more you work at it

• Iterate the Logic Model and get feedback.  Talk it through, and 
check it against your company’s vision and mission 

• Don’t let just one person do it.  There will be things they’ll forget 
and overlook! 

• Remember the big questions: 

•  What resources do you provide to your users? 

• What activities do your users engage in? 

• If your activities work, what do you think should happen? 

• What are the outcomes of your activities over time? 

• What are the intended impacts of your EdTech? 

• And check your assumptions at each and every stage along the 
way! 

How do I make a Logic Model?
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The prompt at the end of every stage of the Logic 
Model, your assumptions should include everything 
you take for granted in the development of your 
learning tool, because although you know what you’re 

doing with it, someone new to the concept might 
not, and might try to use the tool in a different way 
to you, or generate data from it you hadn’t thought to 
collect!  

Assumptions are vital: take the time to consult with 
your teams and review these often.

This field is concerned with challenging every 
part of your thinking around the development 

of the learning tool

08 Your assumptions
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• 

• 

• 

• Remember that you won’t need anything special to 
make a Logic Model: you can draw one on paper or do 

it on the computer using powerpoint, word, Canva, 
Miro, or anything similar

• Use a splash of colour to help you to differentiate the 
stages in the process, and remember to be patient, and 
work with as many people in your team as possible  

• Make sure it’s visible to all, easy to revise, and clear

Revisit page 2 of this document to see how your 
Logic Model might appear 

Remind me what I need!

• The EDUCATE Programme offers mentoring and 
support to get your Logic Model started, with research 
mentors that will give you insights and guidance 
bespoke to your business  

• Once your team understands the Logic Model you can 
continue to use this strategic dashboard over the life of 
your business  

• It can save you time and resources and help you make 
better, more efficient decisions 

Visit educateventures.com/startups to find out 
more about EDUCATE’s free business support 

programme

Can anyone help me make my Logic Model?
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