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Learning Objectives / Presentation Layout

• Define a Logic Model (LM) and a Theory of Change (ToC)

• Highlight the differences/similarities between the LM and ToC

• Explain the structure and function of each approach

• Cover some FAQs
• Why distinguish between a LM and ToC? 
• When do we use a LM v. a ToC? 
• Do we need both? 
• Which comes first?
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Definition

• A Logic Model is a visual representation of the program 
that connects all its components

• Inputs/resources

• Activities

• Outputs

• Outcomes
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Disclaimer

• No industry standard definition of a Theory of Change
• However, there are industry standard beliefs about contents, 

components, purpose, etc.

Presenter Notes
Presentation Notes
Presenter
2022-02-14 16:26:20
--------------------------------------------
Im going to show several examples  today to show the many formats  that exist
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Theory of Change

• Depicts strategic activities working through a network of 
linear as well as non-linear pathways to outcomes

• Explains mechanisms that lead to the desired goals, 
outcomes, change 

• May use creative visuals such as lab experiments, trees, or 
eco-systems

Presenter Notes
Presentation Notes
Presenter
2022-02-14 16:26:20
--------------------------------------------
Im going to show several examples  today to show the many formats  that exist



What is a Logic 
Model?
• a one-page description of your

program that shows the
connection between resources, 
day-to-day activities, and your 
outcomes.

• can be a chart, illustration, or
table.

We plan to do
X, which will
give Y result

What is a Theory of 
Change?
• shows all the different pathways that 

might lead to change, even if those 
pathways are not related to your 
program.

• describes how and why you think 
change happens.

• shows the context, assumptions, 
external factors

• can be a chart, illustration, table, visual, 
narrative, etc.

If we do X, then 
Y will change 

BECAUSE
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Presenter Notes
Presentation Notes
Presenter
2022-02-14 16:26:20
--------------------------------------------
Sara Vaca introduces the idea that                                             the LM is sort of like a Magic  model – it shows what you plan  to do and to what end, without  any context for how those  activities will result in those  outcomes. Your ToC is the  Guidebook to Magic – helping  funders and those external (or  maybe even internal) to your  program understand your  hypothesis – WHY you think it’ll  work ToC:
Gives the big picture, including  issues related to the environment or  context that you can’t control.
Shows all the different pathways  that might lead to change, even if  those pathways are not related to  your program.  Describes how and why you  think change happens.



Common Questions

• When/why do you use a LM v. a ToC?

• LMs illustrate your program at-a-glance, and are best for program 
implementation and monitoring, for reporting progress towards goals, and for 
tracking evaluation of a program

• ToCs illustrate the research behind your program, dig deeper to explain 
why the change will take place (why you think/know/believe it will
work), focus on the pathways to and determinants of change

This Photo by Unknown Author is licensed under CC BY-NC
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https://stevemouldey.wordpress.com/2014/07/14/why-does-education-have-so-many-chicken-and-egg-arguments/
https://stevemouldey.wordpress.com/2014/07/14/why-does-education-have-so-many-chicken-and-egg-arguments/
https://creativecommons.org/licenses/by-nc/3.0/
https://creativecommons.org/licenses/by-nc/3.0/
https://creativecommons.org/licenses/by-nc/3.0/
https://creativecommons.org/licenses/by-nc/3.0/


Common Questions

• Which comes first?

• Logic Models are a more approachable first step

This Photo by Unknown Author is licensed under CC BY-NC
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https://stevemouldey.wordpress.com/2014/07/14/why-does-education-have-so-many-chicken-and-egg-arguments/
https://stevemouldey.wordpress.com/2014/07/14/why-does-education-have-so-many-chicken-and-egg-arguments/
https://creativecommons.org/licenses/by-nc/3.0/
https://creativecommons.org/licenses/by-nc/3.0/
https://creativecommons.org/licenses/by-nc/3.0/
https://creativecommons.org/licenses/by-nc/3.0/
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Theory of Change (can vary)

• Impact / Outcomes,
• Outputs,
• Strategies / Activities
• Generic Causal Links, Pathways
• Specific Causal Links, Pathways
• Mechanisms,
• Assumptions,
• May include a narrative and / or

contain an "If → Then” structure

Logic Model
• Outcomes,
• Outputs,
• Activities,
• Inputs / Resources,
• Assumptions,
• External Factors

Components of …

Presenter Notes
Presentation Notes
Presenter
2022-02-14 16:26:21
--------------------------------------------
Though there is no ONE base  definition of a ToC that describes the  required components, there are  aspects that you would expect to  see in one (a theory of change).
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Do the components sound 
similar?
That’s because they are!
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Presenter Notes
Presentation Notes
Presenter
2022-02-14 16:26:21
--------------------------------------------
In her journal article Refining Theories                                                    of Change, Sara Vaca illustrates the Theory of Change like this https://journals.sfu.ca/jmde/index.php/jmde_1/article/view/496 



Logic Model…
Resources Activities Outputs Outcomes

Theory of Change…
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But I have arrows in my logic model…

• May be those are showing superficial or relational link
• a resource leads to an activity because having resources leads to using 

resources towards achieving an outcome
• but does not show the underlying research/hypothesis as to why the activity
   will create the desired output/outcome
• in other words – it’s a link but not typically causal

• Arrows in the theory of change are meant to be intentionally causal 
with a mechanism (explanation of how having resources leads to 
doing an activity)



Logic Model…
Resources Activities Outputs Outcomes

Flour
Salt
Water
Yeast

Mix 
Knead 
Let rise 
Bake

Elastic-y, supple
dough

Delicious Bread

Theory of Change…
Causal links and 
mechanisms
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Presenter Notes
Presentation Notes
Presenter
2022-02-14 16:26:21
--------------------------------------------
If you look closely, you can see  the components of a logic model  incorporated in this ToC – but  there’s more there than just the  logic model components. The  figure also contains  arrows/causal links between  what they’re doing and what’s  going to happen. You can see  the arrows highlight reasons for  causal relationship/hypothesis –  more than just process 
You could read this as “Increase  in teacher’s salaries will result in  better quality of teaching and  improvement in students’  performance because “ –  everything within in the arrows.
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Presenter Notes
Presentation Notes
Presenter
2022-02-14 16:26:21
--------------------------------------------
Piroska Bisits  Bullen  depicts  in Theory of Change vs Logical  Framework – What’s the  Difference? how a logic model  (here, “logical framework”) can  actually be a small part of a  much more expansive theory of  change.
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Side-by-Side Comparison
Logic Model Theory of Change

• Answers “What” – descriptive/representative
• Completes the sentence “we plan to do X,  which will 

give Y result”
• List of components, normally shown as a matrix
• Is linear: all activities lead to outputs which lead to 

outcomes and the goal – there are no cyclical 
processes or feedback loops

• Includes space for risks/external factors and 
assumptions, although these are usually only basic 

• Doesn’t include evidence for why you think one thing 
will lead to another

• Is mainly used as a tool for monitoring and program 
evaluation.

• Can be part of the Theory of Change!

• Answers “How” & "Why" – explanatory, critical
thinking

• Completes the sentence “if we do X then Y will 
change because…”

• Pathway(s) to change

• Is normally presented as a diagram accompanied by 
narrative text

• The diagram is flexible and doesn’t have a particular 
format – it could include cyclical processes, feedback 
loops, one box could lead to multiple other boxes

• Describes why you think one box will lead to another 
box (e.g., if you think increased knowledge will lead 
to behavior change, is that an assumption or do you 
have evidence to show it is the case?)

• Is mainly used as a tool for program design

• Can contain several Logic Models

Presenter Notes
Presentation Notes
Presenter
2022-02-14 16:26:22
--------------------------------------------
Piroska Bisits Bullen  http://www.tools4dev.org/resources/theory-of-change-vs-logical-framework-whats-the-difference-in-practice/ 
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Bottomline

• Logic models are a snapshot of what you do in your program, without 
much detail about WHY

• Theories of change provide the context and assumptions – the 
WHY, the research and experience, and the mechanisms of 
change behind the logic model
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Other examples of ToC



Theory of 
Change 
visual for 
AFSC-NM

June 2026 202026 UNM Evaluation Lab Summer Institute​



212026 UNM Evaluation Lab Summer Institute​June 2026 21



22

Example of a 
Completely 
Text Based 
Theory of 
Change
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Want to learn more?
• Sara Vaca’s journal article: 

https://journals.sfu.ca/jmde/index.php/jmde_1/article/view/496/444
• Piroska Bivists Bullens article: http://www.tools4dev.org/resources/theory-of-change-

vs-logical-framework-whats-the-difference-in-practice/
• Helene Clark & Andrea Anderson presentation from AEA in 2004:

https://www.theoryofchange.org/wp-
content/uploads/toco_library/pdf/TOCs_and_Logic_Models_forAEA.pdf

• Sara Vaca’s blog post: https://aea365.org/blog/the-difference-between-magic-i-
mean-logic-models-and-theories-of-change-by-sara-vaca/

• Another take on similarities and differences: https://www.acacamps.org/news-
publications/blogs/research-360/curious-friendship-between-logic-models-theory-
change

• Examples of Theories of Change, with checklist for components:
https://assets.publishing.service.gov.uk/media/57a08a66ed915d622c000703/Append 
ix_3_ToC_Examples.pdf
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