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Seminar Purpose:

• To demystify the key structural components of federal grant projects 
vis a vis the federal grant application

• To build confidence in professional understanding, and a new level of 
mastery in federal grant planning, project scoping, and design

• To increase and enhance existing federal grant development skills, and

• To aid seminar participants in their work to organize projects and win 
federal funding to address issues of great concern and environmental 
need in their communities

Seminar Audience:

• Early career grant developers

• Brand new federal grant developers

• Experienced grant developers interested in a refresher

Welcome
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• What is a Federal Grant?

• What’s a Federal Grant 
Application?

• The Public Service Business 
Plan

• The Causal Factor Chain

• Vision Statements

• Mission Statements

• Goals

• Objectives

• Methods

• Strategies

• Activities

• Work Plan
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• Indicators

• Inputs

• Outputs

• Outcomes

• Evaluation

• The Statement of Need

• The Theory of Change and 
Program Logic Models

• Differences Between 
Federal Grants, Contracts, 
and Cooperative 
Agreements

• Acronyms

• General Tips to Enhance a 
Grant Application

7
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Vision

Mission

Goals

Objectives

Methods

Outputs

Outcomes

Impact(s)

The

Causal Factor 
Chain
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What is a 
Federal Grant?
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https://www.grants.gov/web/grants/learn-grants/grants-101.html

• A federal grant is a way the U.S. 
government funds ideas and projects to 
provide public services and stimulate the 
economy.  Federal grants support critical 
recovery initiatives, innovative research, and 
many other programs listed in the Catalog of 
Federal Domestic Assistance
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What’s a Federal 
Grant 

Application?
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What’s a 
Federal
Grant 
Application?

https://www.ruralcenter.org/resource-library/federal-grant-writing-manual

• A federal grant proposal is a formal 
offer to perform certain tasks if 
funded by an applicant, which can be 
a single entity or organization or 
multiple organizations or groups

• When a grant proposal is funded the 
applicant is obligated to complete the 
tasks stated in its proposal

13



• A federal grant proposal is a formal 
offer to perform certain tasks if 
funded by an applicant, which can be 
a single entity or organization or 
multiple organizations or groups

• When a grant proposal is funded the 
applicant is obligated to complete the 
tasks stated in its proposal

What’s a 
Federal
Grant 
Application?

https://www.ruralcenter.org/resource-library/federal-grant-writing-manual
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• Once a grant is funded, a formal 
relationship exists between the 
federal funding agency (Grantor) and 
the applicant receiving the funding 
(Grantee)

• To spend federal grant funds in any 
manner other than what was outlined 
in the proposal is a violation of the 
agreement

https://www.ruralcenter.org/resource-library/federal-grant-writing-manual

What’s a 
Federal
Grant 
Application?
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• Other than format and program 
specifics, there are no substantial 
differences between what various 
federal agencies refer to as a NOFA 
(Notice of Funding Availability), FOA 
(Funding Opportunity Announcement), 
SFP (Solicitation for Proposals), RFP 
(Request for Proposals), or SGA 
(Solicitation for Grant Applications).

What’s a 
Federal
Grant 
Application?
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• They are synonymous and 
peculiar to different federal 
agencies when they refer to the 
procurement instruments they 
use for grantmaking

What’s a 
Federal
Grant 
Application?
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• Federal grants represent public 
investments in non-federal projects, 
programs, and initiatives led by 
capable grant recipients to address 
local, regional, and sometimes 
broader social issues

• Accordingly, a federal grant 
application is also a Public Service 
Business Plan

https://www.ruralcenter.org/resource-library/federal-grant-writing-manual

What’s a 
Federal
Grant 
Application?

18



The Public 
Service 
Business
Plan

• The Merriam Webster Dictionary 
defines Public Service as “The 
business of supplying a commodity 
(such as electricity or gas) or service 
(such as [but not limited to] 
transportation) to any or all members 
of a community.”  It is a service 
rendered in the public interest

19



• Entrepreneur.com describes a 
Business Plan as “A road map that 
provides directions so a business can 
plan its future and avoid bumps in the 
road.  A business plan conforms to 
generally accepted guidelines 
regarding form and content and each 
section should include specific 
elements and address relevant 
questions that the people who read 
them will most likely ask.”

The Public 
Service 
Business 
Plan
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• The U.S. Small Business 
Administration says, “Business Plans 
can help you get funding or bring on 
new business partners.  Investors 
[like tax-payers and the federal 
government] want to feel confident 
they’ll see a return on their 
investment.  Your business plan is 
the tool you’ll use to convince people 
that working with you—or investing 
in your company [partnership, or 
organization]—is a smart choice.”

The Public 
Service 
Business 
Plan
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• As competitive federal grant 
awards represent taxpayer 
investments, you should know 
your business before you ask for 
government funding

• And as they say on Shark Tank—
Know your numbers!

• You should also know if your 
project or program is ready for 
third-party funding

The Public 
Service 
Business 
Plan

22



Before you contemplate writing a federal 
grant application, ask yourself:

• Is your market already saturated with 
the same or similar projects or 
programs as the one you propose?  If 
so, what makes your project or 
program unique or more effective than 
others?

• What is your project or program’s USP 
or unique selling proposition?

• Is your proposal strong and persuasive 
enough to overcome considerations of 
geographic distribution?

The Public 
Service 
Business 
Plan

23



• “Are we more prepared for federal 
funding than other grant 
competitors?”

• Whether stated or not, federal 
funders often consider placing public 
investments in areas of the country 
where there is little to no project or 
program presence.  

The Public 
Service 
Business 
Plan

24



http://www.nmac.org/wp-content/uploads/2015/04/Grant-Writing.pdf

A Project is a planned undertaking or organized set of 
services designed to achieve specific outcomes that 
begin and end within the grant period (a successful 
project may become an ongoing program).

25



Your Public Service Project

And like a business start-up, a Public Service Project is mostly 
unproven, although its design, operators, services, or products 
may be familiar “and” based on proven practices.  Accordingly, it is 
important to describe why and how your project will achieve its 
goal(s).

26



The
Causal Factor
Chain

Vision

Mission

Goals

Objectives

Methods

Outputs

Outcomes

Impact(s)
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The Causal Factor Chain

The framework of most federal grant-funded projects relies 
on a causal chain of vision, planning, and action toward 
achievement of a desired future state.

This causal chain consists of a Vision and organizational 
Mission, which motivate project Goals and Objectives to 
address a community need enabled by specified project 
Methods that result in Outputs, then Outcomes, and 
eventually, long-term project Impacts.

28



The Causal Factor Chain

Defining Goals, Objectives, Strategies, and Action Steps can be 
difficult.  For the early career grant-writer, the challenge is 
compounded by the existence of different planning frameworks, 
and inconsistent terminology.

In the confusion, what you can rely on are cause and effect 
relationships.  In other words, what comes before what, or what 
causes or leads to what?  Ask yourself, “What is the Causal Factor 
Chain of our project?”
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Because, without understanding the elements of the 
Causal Factor Chain and how they’re related, it will be 
difficult to write a coherent federal grant application.

This is where we’ll begin.
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Vision
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Vision Identification 

• A Vision Statement provides a focus on a desired future state of 
being or condition(s) and provides a context for creating 
measures of performance that reflect progress toward that 
future state

• A Vision Statement is often inspirational and helps answer the 
question, “Where do we need to go?” 

https://www.nasact.org/files/News_and_Publications/White_Papers_Reports/
2010_06_01_NASACT_GFOA_A_Performance_Management_Framework.pdf 32



Vision Statement

• Although federal agencies often don’t ask for an applicant’s 
vision statement explicitly, consider including it in your 
proposal where appropriate.  Your Vision Statement should 
appear early in your narrative.  

• You needn’t dwell on the Vision Statement with elaborate 
explanations in how it came to be (this will actually emerge 
as you define the problem you plan to address and lay out 
your response), merely incorporate the statement into your 
narrative as a preamble or conclusion to your statement of 
goals and objectives.  
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https://www.healthypeople.gov/sites/default/files/DefiningTerms.pdf

Vision Statement

• When developing your Vision Statement, ask, “How would 
things look if the problem or issue were perfectly addressed?”

• Consider guiding principles to support your vision statement 
(collective impact, diversity, quality, efficiency, collaboration, 
learning, passion, responsibility, service)

• Use your vision to guide choices in the planning process and to 
communicate priorities

• State what you want in your vision, not how you plan to get 
there

34



https://www.healthypeople.gov/sites/default/files/DefiningTerms.pdf

Vision Statement

Vision Statement examples:
• A society of healthy, caring adults
• A community in which all graduating high school students are prepared 

for post-secondary education and initial workforce entry 
• A community in which all children have access to health care
• A community free from substance abuse

After your vision statement has been developed, evaluate your 
existing Mission Statement to confirm that it is aligned with the 
funding opportunity before you.
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https://ctb.ku.edu/en/table-of-contents/structure/strategic-planning/vmosa/main

Vision Statement

Vision Statements should be:

• Understood and shared by members of the community

• Broad enough to encompass a variety of local perspectives

• Inspiring and uplifting to everyone involved in your effort

• Easy to communicate-for example, they should be short enough 
to fit on a T-shirt
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Vision Statement Examples

Amnesty International: A world in which every person enjoys all of the human rights enshrined 
in the Universal Declaration of Human Rights and other international human rights instruments. 
(26 words)

Goodwill: Every person has the opportunity to achieve his/her fullest potential and participate 
in and contribute to all aspects of life. (21)

Save the Children: A world in which every child attains the right to survival, protection, 
development, and participation. (15 words)

NPR, with its network of independent member stations, is America’s pre-eminent news 
institution (12 words)

Habitat for Humanity: A world where everyone has a decent place to live. (10 words)

Oxfam: A just world without poverty (5 words)

Feeding America: A hunger-free America (4 words)

Alzheimer’s Association: A world without Alzheimer’s (4 words)

Human Rights Campaign: Equality for everyone (3 words)
37



Mission
Statements
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Mission Statements

A Mission Statement is more concrete than a Vision Statement.

•  A clearly defined Mission Statement says what the purpose of 
the organization is and helps the [grant] readers understand 
what is outside that purpose.

•  This statement helps the organization identify what it needs to 
accomplish, establish priorities, and set expectations.

https://www.nasact.org/files/News_and_Publications/White_Papers_Reports/
2010_06_01_NASACT_GFOA_A_Performance_Management_Framework.pdf
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Effective Mission Statements:

• Are clear and concise

• Are readily understood by your 
stakeholders

• Address your organization, 
group, or program’s mandates

• Define who you serve

• Identify what you intend to 
accomplish

• Acknowledge the expectations 
of your primary stakeholders

• Serve as the foundation for 
your project direction

• Are realistic

40



Mission Statement

• Carefully consider your existing Mission Statement to 
determine if an update(s) is needed to reflect changes in 
environmental conditions, the way(s) in which you do 
business, and/or new priorities

• Your project’s Mission Statement must be aligned to the 
problem or issue(s) you plan to address, one all partners 
agree to, and able to fulfill your project’s vision and goal(s)

41



Consider at least four (4) different ways to integrate a 
Vision and Mission statement into your application if 
you don’t already have one:

• Create them from scratch by conducting a project-
based strategic planning session

• Write a Vision and Mission statement yourself and 
seek feedback, buy-in, and approval from your partners 
(be ready to make changes,,, OH, be ready)

• Adopt the existing vision and mission statements of 
your organization or a trusted and mandate-aligned 
partner.

• Craft a vision and mission statement for your 
project/partnership using the priorities and goals of 
the funder’s grant program as a template and guide.

42



Mission Statement Examples

Doctors without Borders (Médecins Sans Frontières): To provide lifesaving medical care to those 
most in need. (10 words)

World Wildlife Fund: To conserve nature and reduce the most pressing threats to the diversity of life 
on Earth (16 words)

Illinois Department of Public Health: To promote the health of the people of Illinois through the 
prevention and control of disease and injury.  (18 words)

NRDC: To safeguard the earth—its people, its plants and animals, and the natural systems on which 
all life depends. (19 words)

Susan G Komen for the Cure saves lives by meeting the most critical needs in our communities and 
investing in breakthrough research to prevent and cure breast cancer. (22 words)

New York State Department of Health: Working together and committed to excellence, we protect 
and promote the health of New Yorkers through prevention, science, and the assurance of quality 
health care delivery. (26 words)

Alaska Division of Public Health: To use the best available scientific knowledge to set public health 
policy and ensure provision of services which guarantee the health of all Alaskans, so that they can 
live full lives with optimum well-being.  (35 words)
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Goals
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https://www.samhsa.gov/sites/default/files/developing-competitive-samhsa-grant-application-manual.pdf, Pg. 36

Goals

Goals are broad statements about what should happen as a result 
of your program; they:

• Provide the basis for your objectives

• Should align with your statement of need

• Should only be one sentence

• Address outcomes, not how outcomes will be achieved, and

• Describe the behavior or condition in the community that is 
expected to change

45



https://www.acf.hhs.gov/sites/default/files/fysb/prep-logic-model-ts.pdf

Goals 

A strong Goal Statement… 

• Doesn’t state what will be implemented; rather, they reflect 
the results of what will be implemented 

• Is specific to the population, setting, and problem addressed.

• Focuses on a specific expected program effect

• Identifies a priority population(s) to be served

• Is jargon-free, short, concise, and easily understood

• Frames outcomes in positive terms or in terms of a decrease 
in undesired behavior or conditions

• Provides a framework for project objectives and strategies

46



Examples:

• Reduce HIV rates among adolescents in X community

• Reduce obesity rates in young adolescents in X state

• Improve cardio-vascular fitness in youth participating in X 
program

• Provide all community members with opportunities to safely 
participate in physical activity every day. 

• Increase regular exercise among older adults. Eliminate 
secondhand smoke in public places.

• Eliminate secondhand smoke in public places. 

47



Mission:

In partnership with the diverse communities we serve, the Health 
Department strives to assure, promote, and protect the health of 
the people of Multnomah County.

Goals:

• Maintain or decrease levels of reportable diseases

• Contribute to a reduction in incidence and impact of disease

• Improve access to health care (including dental care) services for 
medically underserved residents

• Contribute to a reduction in the teen pregnancy rate

• Decrease substance abuse and its impact on families
http://www.phf.org/resourcestools/Documents/PMCguidebook.pdf
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Objectives
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https://www.samhsa.gov/sites/default/files/sites/default/grant_application_manual_508_compliance.pdf

https://www.samhsa.gov/sites/default/files/developing-competitive-samhsa-grant-application-manual.pdf, Pg. 36

Objectives

• Objectives describe the results to be achieved by your project 
and in what manner

• Multiple objectives are generally needed to address a goal

• Well-written objectives help set program priorities and targets 
for progress and accountability

• Avoid verbs that may have vague meanings to describe the 
intended outcomes.  Use verbs that document action, such as: 
“By the end of 2018, 75% of program participants will be placed 
in permanent housing

50



https://www.cdc.gov/dhdsp/docs/smart_objectives.pdf

Objectives

• Objectives should be written in the active voice and use action 
verbs like plan, write, conduct, and produce

• Well-written objectives will always answer the following 
question: WHO is going to do WHAT, WHEN, and TO WHAT 
EXTENT?

51



Objectives

• Objectives should be clear and leave no room for interpretation

• SMART is a helpful acronym for developing objectives that are:
• Specific

• Measurable

• Achievable

• Relevant, and

• Time-bound

https://www.samhsa.gov/sites/default/files/sites/default/grant_application_manual_508_compliance.pdf
52



Specific: What exactly are we going to do for whom?
Measurable: Is it quantifiable and can we measure it?
Achievable: Doable as proposed w/the resources/support we have?
Relevant: Will it have an effect on our desired goal or strategy?
Time-Bound: When will this objective be accomplished?

SMART Objectives Are:

CDC Division for Heart Disease and Stroke Prevention
State Heart Disease and Stroke Prevention Program Evaluation Guide: Writing SMART Objectives
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https://www.healthypeople.gov/sites/default/files/DefiningTerms.pdf

Good Objectives Include a Baseline and Target

A Baseline is where the community is now, or the first data 
point in the tracking continuum. 

Example of a Baseline: 21.9% of adults performed muscle 
strengthening activities on 2 or more days of the week in 
2008 

54



https://www.healthypeople.gov/sites/default/files/DefiningTerms.pdf

Good Objectives Include a Baseline and Target

A Target is the desired end point amount of change, 
reflected by a number or percentage.

Example of a Target: 24.1% of adults performing muscle-
strengthening activities on 2 or more days of the week by 
2020 

Target With Baseline
By 2020, increase the use of safety belts 
and child restraints to at least 93% of motor 
vehicle occupants in Franklin County. 
(Baseline: 69% in 2007)

Target With Baseline
By 2020, increase to at least 95% the 

proportion of people who have a specific 
source of ongoing primary care in Colorado. 
(Baseline: 84% of adults aged 18 years and 

over in 2004)
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Example of a SMART Objective: 

• By June 29, 2006 (time bound), increase the number of 
training sessions given for HDSP program partners on 
“Implementing and Evaluating System Change” (specific & 
relevant) from 10 to 14 (measurable & achievable). 

Evaluation Guide: Writing SMART Objectives
CDC Division for Heart Disease and Stroke Prevention 

State Heart Disease and Stroke Prevention Program
56



Example of a SMART Objective: 

• By December 31, 2009 (time bound), increase awareness of 
the signs and symptoms of stroke and the importance of 
calling 9-1-1 among African American men in [State] 
(specific & relevant) from 11% to 15% (Baseline: 2005 
BRFSS) (measurable & achievable).

Evaluation Guide: Writing SMART Objectives
CDC Division for Heart Disease and Stroke Prevention 

State Heart Disease and Stroke Prevention Program
57



Example of a SMART Objective: 

• By February 15, 2006 (time bound), increase by 4 
(measurable & achievable) the number of community 
health centers in [State] that have incorporated into the 
clinic system electronic medical records with reminders of 
treatment protocols (specific & relevant). 

Evaluation Guide: Writing SMART Objectives
CDC Division for Heart Disease and Stroke Prevention 

State Heart Disease and Stroke Prevention Program
58



METHODS
Program design refers to how the project is expected to work 
and solve the stated problem.  The description of methods or 
strategies builds upon the statement of objectives.  For each 

objective, a specific plan of action should be laid out.  It 
should delineate a sequence of justifiable activities, indicating 

the proposed staffing and timetable for each task. 
Source: https://sgp.fas.org/crs/misc/RL32159.pdf
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Methods encompass:

• Strategies

• Activities (sometimes referred to as process or product 
objectives when measurable)

• Inputs (personnel most commonly)

• Outputs

Source: https://sgp.fas.org/crs/misc/RL32159.pdf
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STRATEGIES
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https://www.nasact.org/files/News_and_Publications/White_Papers_Reports/2010_06_01_NAS
ACT_GFOA_A_Performance_Management_Framework.pdf

• Strategies [the How] describe how objectives will be 
accomplished. Strategies are used to develop programs and 
activities that enable an organization to pursue its objectives.

• Generally, organizations will have a wide variety of strategies 
that include people from the different parts, or sectors, of the 
community.  These strategies range from the very broad, which 
encompass people and resources from many different parts of 
the community, to the very specific, which aim at carefully 
defined areas.

https://ctb.ku.edu/en/table-of-contents/structure/strategic-planning/vmosa/main
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https://www.sagepub.com/sites/default/files/upm-binaries/50363_ch_1.pdf

• Strategies reflect a choice of optimal actions (via activities 
or tactics) to secure intended results

• Marketing, training, political advocacy, and fund 
development are examples of common Strategies

• They [Strategies] represent an allocation of resources 
focused on a clearly defined objective

63



Strategies

• It is important not to confuse objectives with methods or 
strategies. 

• For example, “building a prenatal clinic in Adams County” is 
a method or strategy used to address the objective of 
“reducing the infant mortality rate in Adams County to X 
percent by a specific date.”

64



https://www.sagepub.com/sites/default/files/upm-binaries/50363_ch_1.pdf

The Logic Model Guidebook
Better Strategies for Great Results

Lisa Wyatt Knowlton and Cynthia C. Phillips
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Activities
“Those trained in implementing activities correctly

point out that activities also have goals, objectives,

and [sub] activities within their implementation.  

For instance, an individual training session, which is an activity

within a larger program, contains a goal for that training, 
objectives on how to reach that goal, and a set of activities that 

collectively constitute the entire training.

DESIGNING FOR RESULTS: Integrating Monitoring and Evaluation in Conflict 
Transformation Programs by Cheyanne Church and Mark M. Rogers

66



Activities

• Are significant, necessary, and carried-out to implement or execute 
program strategies

• Usually result in or lead to Outputs and/or Short-Term Outcomes

• Are executed by a Responsible Party(ies)

• Usually have a clear starting point, an end-point (From-To/By or Start-
End), or may be “ongoing” (Start-Ongoing)

• Most activities require resource inputs, which must be discussed in 
your narrative and budget and may need to be shown briefly in 
tabular form

• Are sometimes referred to as Process Objectives, Action Steps, Tasks, 
or Procedures

• Sample Activities: Conduct RFP process, Develop and pilot training 
materials, Conduct training of trainers, Provide technical assistance

67



Activity
(aka Process Objectives)

By
From-To

Responsible
Party

Output/Outcome Measure

Recruit 125 XYZ Middle School 
students for participation in 

alcohol prevention instruction 
at the XYZ Middle School 

Campus

6/12 XYZ Middle School 
Outreach Coord.

At least 100 XYZ Middle School 
students are identified, 

registered, and enrolled in 
alcohol prevention instruction 

at the XYZ Middle School 
Campus

Orientation Sign-In 
Sheets

Project Application and 
Registration Forms

Provide alcohol prevention 
instruction for at least 90% of 

participating XYZ Middle School 
youth using the X curriculum.

12/12 Health Educator By 12/12, 90% of participating 
XYZ Middle School youth will 
have completed all lessons in 

alcohol prevention in the X 
curriculum

At least 75% of participating 
XYZ Middle School youth will 

be able to describe the 
importance of alcohol 

avoidance

Attendance Sheets
Completed Assignments

Test scores
Course grades

Final exams and student-
completed Learning 

Inventories

Activities

68



Work Plan

• A project Work Plan lays out specifically what Activities will be 
done, when they will be done, and who is responsible for the 
activity.

• The Work Plan also indicates outputs and outcomes of Activities 
and Objectives.

• The [Work Plan] narrative outlines your Activities in more detail 
than what is described in the Work Plan.  It draws the 
relationship between needs, Activities, Objectives, and Goals.

National Rural Health Resource Center Federal Grant Writing Manual 
69



Work Plan

• The Work Plan should be thought of as a companion document 
to the Work Plan Narrative.  The Work Plan succinctly lays out 
the intended work, while the Work Plan Narrative provides 
further detail and justification.

• Information presented in the Work Plan and Work Plan 
Narrative must clearly demonstrate the progression of your 
Goals, Objectives, Activities, measurable Outcomes, and 
Impact(s). 

• Objectives designed for completion over more than one year 
will need to define incremental Activities including the 
measurement strategy and intermittent targets reflective of the 
Activities to be executed in addressing the Objectives and Goal.

National Rural Health Resource Center Federal Grant Writing Manual 
70
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INDICATORS

Inputs
Outputs

Outcomes
An Indicator is a measure of a characteristic or 
condition of people, institutions, systems, or 

processes that may change over time.

Indicators measure inputs, outputs, and 
outcomes of strategies, projects, or activities; 
they are the basis for observing progress and 

measuring actual results compared to 
expected results.

USAID Monitoring Toolkit: Selecting Performance 
Indicators
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First, Let’s Denoise
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Source: A Performance Management Framework for State and Local Government: From Measurement 
and Reporting to Management and Improving, National Performance Management Advisory Commission

Indicator

An indicator is a value, characteristic, or metric used to track the 
performance of a program, service, or organization, or to gauge a 
condition.  It is synonymous with the term, “measure.”

Measure

A measure is a value, characteristic, or metric used to track the 
performance of a program, service, or organization, or to gauge a 
condition.  It is synonymous with the term, “indicator.”
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Source: A Performance Management Framework for State and Local Government: From Measurement 
and Reporting to Management and Improving, National Performance Management Advisory Commission

Output

An output is a unit of a product or service produced through 
activities and programs (e.g., clients served, lunches served, tons 
of waste removed, and applications processed).

Outcome

An Outcome is the result of a program, service, set of activities, 
or strategy. It should be used to describe the impact of the 
service, set of activities, or strategy, NOT to describe what was 
done.  Outcomes are often identified as immediate, intermediate, 
and long-term.  It is synonymous with the term, “Result.”
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Source: A Performance Management Framework for State and Local Government: From Measurement 
and Reporting to Management and Improving, National Performance Management Advisory Commission

Results

• A Result is the outcome of a program, service, set of activities, 
or strategy. The term should be used to describe the impact of 
the service, set of activities, or strategy, NOT to describe what 
was done.  Results are often identified as immediate, 
intermediate, or long-term.  It is synonymous with the term, 
“Outcome.” 
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Indicators

• There are different types of “Indicators.”  Some of the 
most common include:
• Input Indicators
• Output Indicators
• Outcome Indicators
• Efficiency Indicators
• Quality Indicators, and more

78



https://multco.us/file/27288/download

Inputs

• Input (descriptive) Indicators are designed to report the amount 
of resources (e.g., financial, personnel, material, etc.) that are 
available or have been used for a specific service or program

• Financial and personnel data are the most common

• You may include indicators of other project resources that are 
managed or consumed

• Input measures are helpful in illustrating the scope of work, but 
not the actual activities performed

• Input data are typically reported as numbers, not percentages 
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https://multco.us/file/27288/download

Examples of Input Indicators:

• Number of client referrals

• Number of fleet vehicles

• Number of jail beds 

• Number of branch hours opened 

• Number of maintained centerline/lane miles  

• Number of helpdesk covered PC terminals 

• Number of prosecution cases received

• Tons of concrete

• Yards of lumber

80



https://pacscenter.stanford.edu/wp-content/uploads/2015/07/Logic-Model-Readings.pdf
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https://www.ohioauditor.gov/publications/SchDistSelfAssessGuide.pdf

Outputs

• Outputs are the direct (usually quantifiable or measurable in 
some way) result(s) of Activities

• Often in government-funded programs, Output measures are 
indicators of the amount of service provided [by a project] such 
as the number of students enrolled, the number of lunches 
served, or the number of riders transported

• It is common for programs to have more than one Output 
indicator; the data are typically reported as numbers and not 
percentages

• Outputs describe the activities that a program has completed, 
but not necessarily their results

https://multco.us/file/27288/download 82
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Output Indicator Examples:
  • Number of treatment episodes delivered 
  • Number of vehicle repairs performed 
  • Number of client screenings provided 
  • Number of purchase orders issued 
  • Number of vaccinations given to children 
  • Number of centerline/lane miles resurfaced 

83



https://multco.us/file/27288/download

Efficiency Indicators

• Measure how effectively (Productivity) a program is 
performing the activities it is doing. 

• It measures the cost of resources (e.g., in dollars, FTE, 
employee hours, time, etc.) per unit of output (e.g., per 
repair, per case, etc.). 
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https://multco.us/file/27288/download

Examples of Efficiency Indicators:

  • Reports generated per analyst FTE 

  • Average number of days to close a case 

  • Cost per jail bed day 

  • Labor-hours per proper vehicle repair
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https://multco.us/file/27288/download

Quality Indicators measure:

• Effectiveness in meeting the expectations of customers and 
stakeholders 

• These measures include things like reliability, accuracy, 
courtesy, competence, responsiveness, and completeness 
associated with a product or service

• Lack of quality can also be measured.  Such examples include 
rework, correcting errors, or resolving complaints. 
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https://multco.us/file/27288/download

Examples of Quality Indicators 

% of error-free reports

% accuracy of information entered in a data system 

% of customers who rank service as exceeding expectation(s)

% of clients wait-listed more than a month for treatment 
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https://documents.sfcg.org/Documents/manualpart1.pdf

Designing for Results: Cheyanne Church and Mark M. Rogers
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Outcomes

• Outcome statements specify the intended results or 
impact(s) of a project.  It is often useful to identify both 
short-term and intermediate outcomes.

• Programs typically have multiple, sequential outcomes 
across the full program performance story.

• It is important to identify the order in which outcomes are 
expected to be attained—which will come earlier and which 
later.
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• Short-Term Outcomes are the 
immediate intended knowledge, 
awareness, attitudes, skills, 
intentions, etc. sought by the 
project 

• Intermediate Outcomes specify 
what individuals do with the 
short-term outcomes.  They are 
the intended behaviors, 
practices, and actions. 

• Sometimes Long-Term 
Outcomes are also identified.  
Typically, but not always, these 
mirror the goal statement. 

• Short-Term Outcomes: Are the 
changes or benefits most closely 
associated with or “caused” by 
the project’s activities and 
outputs

• Intermediate Outcomes: Are 
changes that result from the 
project’s short-term outcomes

• Long-Term Outcomes: Follow 
from the changes or benefits 
accrued by the project’s 
Intermediate Outcomes

https://www.pmn.net/wp-content/uploads/logic-models-a-
tool-for-telling-your-programs-performance-story.pdf
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https://digitalcommons.unomaha.edu/cgi/viewcontent.cgi?article=1047&context=slceeval

In other words,,,

• In many cases, there is not just one desired Outcome, but a 
series, each contributing to another benefit or change that 
leads closer to the ultimate outcome(s) the project hopes to 
achieve.

• Various sources recognize different numbers of outcome 
levels and call them by different terms (e.g., short-term, 
intermediate, long-term, longer-term or “impact”).  The real 
issue is not the terms, but the concept of a hierarchy of 
logically related changes or benefits.
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https://www.pmn.net/wp-content/uploads/logic-models-a-tool-for-telling-your-programs-performance-story.pdf

For example:

• An energy saving technology prototype may be a Short-
Term Outcome;

• The technology’s commercial scale prototype would be 
an Intermediate Outcome; and

• A cleaner environment once the energy-saving 
technology is in use may be one of the program’s desired 
Long-Term Outcomes or Impacts. 
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Outcomes

• Outcomes are not intrinsically initial [Short-Term], 
Intermediate, or Longer-Term.  

• An Intermediate Outcome for one program can be a Longer-
Term Outcome for another.  Their designation is 
determined by the logical relationship among the 
sequence of effects for the particular program.  This 
relationship can be thought of as an "if A, then B" chain of 
influences and benefits. 

https://digitalcommons.unomaha.edu/cgi/viewcontent.cgi?article=1047&context=slceeval
93



https://digitalcommons.unomaha.edu/cgi/viewcontent.cgi?article=1047&context=slceeval

Outcomes

• Example 1. of the "If-Then" relationship:
• If, A) Stop-smoking classes teach about health hazards and 

effective quitting techniques (output) then, B) smokers acquire 
knowledge, change their attitudes, and gain skills to stop smoking 
(initial outcomes).  If, smokers know smoking is harmful, want to 
quit, and have skills to minimize withdrawal symptoms, then C) 
they will quit smoking (intermediate outcome). If, they [smokers] 
quit smoking, then they D) will have fewer smoking-related 
illnesses (longer-term outcome).
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Outcomes

• Example 2. of the "If-Then" relationship:
• If, A) Youth are mentored by adults who stress the importance of 

education (output), then B) the youth will see education as 
important (initial outcome).  If, the youth see education as 
important, then C) they will attend school more regularly 
(intermediate outcome).  If, youth attend school more regularly, 
then D) they are more likely to graduate (intermediate outcome). 
If they graduate, then E) they are more likely to become employed 
(longer-term outcome).
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Other Examples of Outcomes:
% reduction in juvenile recidivism 

% of youth living independently at discharge 

% of clients who reduced drug use at discharge (initial outcome) 

% of clients drug-free at 1 year after discharge (long-term outcome) 

% reduction in incidents of disease

% reduction in repeat calls for service

https://multco.us/file/27288/download
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Outcome Measures should be:

• Meaningful (Valid): Measure the right things.  If a measurement 
fails to measure what was intended, then it is not valid

• Consistent (Reliable): The data used to generate the 
measurement must be consistently accurate and reliable and 
describe what is being measured.

• Understandable (Clear): Can the measure be understood by 
people who are interested in the program.

• Avoid Perverse Incentives: Might the measure lead to behaviors 
that reduce quality or outcomes (e.g., Creaming or Parking) just 
so the “numbers look good?”  If so, re-think how the measure 
can be modified to reflect the desired change/behavior

https://multco.us/file/27288/download
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Sample Outcomes:

• At the end of year 1 of the project, 80% of 100 educators 
trained will report they feel comfortable implementing X 
curriculum

• By June 30, 2012, 95% of 8th grade students who received 
instruction in the alcohol prevention curriculum will report 
an increase in their assertive communication skills on a 
post-survey

• On the 2012 state YRBS, 90% of middle school respondents 
will report they have not consumed alcohol 
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Impact: A result or effect that is caused by or attributable to a 
program, project, process, or policy.  Impact is often used to 
refer to higher-level effects that occur in the medium or long-
term and can be intended or unintended and positive or 
negative.

Department of State Program and Project Design, Monitoring, and Evaluation Policy
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EVALUATION
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https://www.wkkf.org/resource-directory/resources/2017/11/the-step-by-
step-guide-to-evaluation--how-to-become-savvy-evaluation-consumers

There is no “one size fits all” evaluation 
methodology.  The best evaluations are 

designed to provide you with the information 
you need and to match the scope and 

complexity of your strategy, initiative or 
project’s major activities.
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https://crsreports.congress.gov/product/pdf/RL/RL32159

Evaluation

• Your evaluation plan should be a consideration at every stage of 
the proposal’s development.

• Understand that data collected for your problem statement will 
form a comparative basis for determining whether your 
objectives are indeed being met, proposed methods are 
accomplishing their ends; or whether different parts of the plan 
need to be fine-tuned.
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http://www.nmac.org/wp-content/uploads/2015/04/Grant-Writing.pdf

Evaluation

There are several kinds of evaluations:

• Process Evaluations: Monitor programs by focusing on activities 
performed and the number of participants served

• Outcome Evaluations: Measure the effects of a program against 
the goals it sets out to accomplish

• Efficiency Evaluations: Assesses whether the [project’s] resources 
were used in the most efficient manner

• Comprehensive Evaluations: Are a combination of process and 
outcome evaluations, which assesses program operations, 
activities and outcomes
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Stages of the Evaluation Process
1. Preparing for the Evaluation;
2. Identifying Stakeholders;
3. Formulating a Theory of Change and Program Logic Model, and
4. Developing an Evaluation Plan Using Your Logic Model to:

1. Identify Assumptions regarding why your project will achieve its 
desired results and what will be different;

2. Define your evaluation questions;
3. Construct your measurement framework (including qualitative 

and quantitative measures of change);
4. Identify data sources; and
5. Determine your data collection frequency
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https://crsreports.congress.gov/product/pdf/RL/RL32159

Evaluation

Evaluations may be conducted by an internal staff member, an 
evaluation firm, or both.  Evaluation designs may start at the 
beginning, middle, or end of a project, but the applicant should 
specify a start-up time. 

It is desirable and advisable to submit an evaluation design at the 
start of a project for two reasons: 

1. Convincing evaluations require the collection of appropriate 
baseline data before and during program operations; and 

2. If the evaluation design cannot be prepared at the outset, 
then a critical review of the program design may be 
advisable.
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Evaluation

Among the considerations will be whether evaluation will be done 
by the organization itself or by outside experts.  You (the 
organization) will have to decide whether outside experts have 
the standing in the field and the degree of objectivity that would 
justify the added expense, or whether the job could be done 
with sufficient expertise by your own staff without taking too 
much time away from the project itself. 
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The

Statement 
of Need
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The Statement of Need

• The Statement of Need provides detailed information on the 

problem or need your project will address and the solutions you 

propose. 

• Describe why and how the problem is occurring in the target 

population and/or area using relevant information and data from 

authoritative sources, including economic and demographic data, 

behavioral science (if applicable), and other relevant data (polls of 

community concerns, surveys, studies, reports, evaluations, 

interviews, etc.).
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Three of the best ways to demonstrate the need for your project 
include Expert Opinions, Statistics and Anecdotes.

• Expert Opinions: Use quotes from leaders in the field, 
confirming that the problem exists.  If effective methods to solve 
problems include your proposed approach or project, these 
should also be cited.

• Statistics: Numbers and data help demonstrate the need for a 
project.  You need to make sure that the data you use are 
current, relevant, and accurate.
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(Cont.)

• Data may come from a variety of sources, e.g., local community 

groups, local/state agencies, national statistics, other local 

nonprofit organizations, the Internet and agencies around the 

country that address and serve similar target populations and 

issues.
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Developing Your Written Statement of Need and Other Narrative 
Components

• Use the questions found in the grant solicitation narrative section to 
create an interview tool; then use this tool to interview (phone or in-
person) your key project partners—they will often provide you droves 
of information that can be used to complete your application 
narrative.  

• People love to talk about themselves and what they (they’re 
organizations/agencies) have done and would like to see happen in 
the future.

• Be an investigator, editor, and systems-integrator rather than a lonely 
(and sometimes frustrated) grant writer.
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The Theory of 
Change and 
Program 
Logic Models
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A Theory of Change:

• Explains how a group of early and intermediate 
accomplishments sets the stage for producing long-range 
results

• Is a method that a community group can use to think critically 
about what is required to bring about a desired social change

• Is a process designed to depict how a complex change initiative 
will unfold over time

• Creates an illustration of all the various moving parts that must 
operate in concert to bring about a desired outcome
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A Theory of Change asks project planners:

• To predict exactly who or what is going to change, over what 
period of time, and by how much, at every single step in an 
often complex process

• To specify how and why they expect change to happen in a 
particular way

• How they are going to bring their resources to bear on creating 
early and intermediate changes that add up to their ultimate 
goal

A Theory of Change is essentially an explanation of how a group 
of stakeholders expects to reach a commonly understood long-
term goal
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https://www.sagepub.com/sites/default/files/upm-binaries/50363_ch_1.pdf

Theory of Change – Proof or Hypothesis

• A Theory of Change can be grounded either in an established 
claim with proof or in a hypothesis.  Programs based on proofs 
are a replication of something that has worked.  Hypotheses are 
rationales based on research literature that show promise of 
working and are therefore something worth trying.

• Programs based on hypotheses are innovations.

• If the Theory of Change is supported by a body of evidence, 
there is a stronger chance that the strategies chosen will secure 
the desired results. 
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The
Community Builder’s Approach to

 Theory of Change
A Practical Guide to Theory 

Development
by Andrea A. Anderson, PhD

The Aspen Institute
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The
Community Builder’s Approach to

 Theory of Change
A Practical Guide to Theory 

Development
by Andrea A. Anderson, PhD

The Aspen Institute
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The Program Logic Model

• Logic model describes both what is planned by your project 
(the doing) and what results are expected (the getting)

• It provides a clear road map to a specified end.  

• The modeling process provides an opportunity to review the 
strength of connections between proposed project activities 
and outcomes.

• By clarifying issues of need and concern, documenting their 
dynamics, and reviewing your assumptions regarding causes and 
solutions, these models will graphically illustrate your 
understanding of what is intended to work under which 
conditions

https://www.sagepub.com/sites/default/files/upm-binaries/50363_ch_1.pdf

The Logic Model Guidebook: Better Strategies for Great Results
Lisa Wyatt Knowlton and Cynthia C. Phillips
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The Program Logic Model

• It is essential to note that a Logic Model is a graphic display of a 
project or program captured at one point in time.

• Logic Models can untangle and clarify complex relationships 
among elements or parts.

• A Logic Model is a snapshot of an individual’s or group’s current 
thinking about how their idea or program might work.

https://www.sagepub.com/sites/default/files/upm-binaries/50363_ch_1.pdf

The Logic Model Guidebook: Better Strategies for Great Results
Lisa Wyatt Knowlton and Cynthia C. Phillips
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https://www.pmn.net/wp-content/uploads/logic-models-a-tool-for-telling-your-programs-performance-story.pdf

The Program Logic Model

Logic Models typically include 5 major components:
• Inputs (Resources)
• Activities
• Outputs
• Short-Term Outcomes, and
• Long-Term Outcomes. 

Once this model of expected performance is produced, critical 
measurement areas can be identified. 
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https://www.cdc.gov/dhdsp/docs/logic_model.pdf
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https://www.cdc.gov/dhdsp/docs/logic_model.pdf
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W.K. Kellogg 
Foundation

Logic Model 
Development Guide, 
2004
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https://www.naccho.org/uplo
ads/downloadable-
resources/Programs/Public-
Health-
Infrastructure/KelloggLogicM
odelGuide_161122_162808.p
df
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https://www.cdc.gov/
dhdsp/docs/logic_mo
del.pdf
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www.pointk.org/client_docs/
File/logic_model_workbook.
pdf
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https://americorps.gov/sites/d
efault/files/document/2014_1
0_23_LogicModelSlides_ORE.p
df
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https://www.theoryofchange
.org/pdf/TOC_fac_guide.pdf
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Differences Between Federal Grants, 
Contracts, and Cooperative Agreements

134

• Grant – Are used when the U.S. Federal government transfers 
anything of value to a non-federal entity to carry out a public purpose 
authorized by U.S. law.

• Contracts – Are used when the U.S. government acquires (i.e., 
purchases or procures) goods or services from a non-federal entity.

• Cooperative Agreements – Are distinguished from grants in that they 
provide for substantial involvement between the Federal awarding 
agency or pass-through entity and the non-Federal entity in carrying 
out the activity(ies) contemplated by the Federal award.”



• In a grant, the federal government usually maintains an oversight 
and monitoring role.  In a cooperative agreement, federal employees 
participate more closely in carrying out the program.  

• When you read “cooperative,” think working “side-by-side.”  The 
specific ways this involvement is integrated varies across programs and 
agencies.
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Basic Differences Between Federal Grants, 
Contracts, and Cooperative Agreements



Common Acronyms Found in Grant Solicitations
There are Many More

CFDA Catalog of Federal Domestic Assistance  CFR Code of Federal Regulations
USC U.S. Code     FAR Federal Acquisition Regulation
FFR Federal Financial Report   EIS Environmental Impact Statement
EO Executive Order    FAC Federal Audit Clearinghouse
FAIN Federal Award Identification Number  FICA Federal Insurance Contributions Act
FOI Freedom of Information    FOIA Freedom of Information Act
FTR Federal Travel Regulation   GAAP Generally Accepted Accounting Principles
GAGAS Generally Accepted Government Accounting Standards GMO Grants Management Officer
GMS Grants Management Specialist   GMP Guaranteed Maximum Price
GPO Government Printing Office   GSA General Services Administration
HIPAA Health Insurance Portability and Accountability Act IRB Institutional Review Board
NEPA National Environmental Policy Act   NoA Notic of Award
P.L. Public Law     PA Program Announcement
PII Personally Identifiable Information   SPOC State Single Point of Contact
U.S.C. United States Code
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General Tips to Enhance a Grant Application

• Read the grant solicitation carefully

• Organize your application according to the grant solicitation 

• Pay attention to the rating criteria before you begin writing

• Explain things - don't DECLARE them

• Don't make assumptions of your reviewers

• Avoid jargon and A.C.R.O.N.Y.M.S. 

• Don't simply reiterate buzzwords

• Be innovative...new audiences, new techniques, etc.

This information was reprinted with the permission of the Center for Technology Transfer and Pollution 
Prevention at Purdue University in cooperation with the U.S. Environmental Protection Agency. 

137



138

General Tips to Enhance a Grant Application

• Be passionate

• Be realistic

• Be specific

• Show the funding agency the return on its investment

• Check grammar, spelling, and typos

• Ask someone else to review it

• Solicit partners

• If the funding organization says "no," ask why

This information was reprinted with the permission of the Center for Technology Transfer and Pollution 
Prevention at Purdue University in cooperation with the U.S. Environmental Protection Agency. 



GOOD LUCK!
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QUESTIONS?
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