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How Program Logic Flows



Long-Term Outcomes or
Impact

The longer-term “so what” stemming
from your outcomes; what you are
ultimately trying to achieve

Short-Term Outcomes

The immediate changes
or benefits in your
population of focus
based your
program/activities.

Context
The backdrop to
your work:

The opportunities
and challenges
surrounding your
work, the cultural
context.

Activities

The things your
organization does
to implement
strategies, i.e., the
services and
initiatives you
provide and
support.

Program Logic in More Detail

Outputs

The products that result
from your program/
activities

Mid-Term
Outcomes

Changes you
hope to
achieve after
your short-term
outcomes to
know you are
on the way to
the impact.

Drive Evaluation Studio, Inc. 3



Long-Term Outcomes or
Impact

The longer-term “so what” stemming
from your outcomes; what you are
ultimately trying to achieve

Short-Term Outcomes

The immediate changes
or benefits in your
population of focus
based on your
program/activities.

Context
The backdrop to
your work:

The opportunities
and challenges
surrounding your
work, the cultural
context.

Activities

The things your
organization does
to implement
strategies, i.e., the
services and
initiatives you
provide and
support.

Your Elevator Speech

Outputs

The products that result
from your program/
activities

Mid-Term
Outcomes

Changes you
hope to
achieve after
your short-term
outcomes to
know you are
on the way to
the impact.
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Logic Model Components

Inputs

Activities

The resources required to operate the program,
such as funding, staff, and materials.

The actions or processes that transform inputs into
outputs.

Outputs 

Outcomes

The direct products or services resulting from the
program's activities, and how to measurably know
they have been achieved

The changes or benefits that result from the
program's outputs.
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What is a Theory of Change?

A conceptual roadmap for how and why an
intervention is expected to achieve its intended
impact.  

"If you don't know where you're going, any
road will get you there."
- Lewis Carroll
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Theory of Change Components

Vision/Impact  
The change we are trying to see in the world and
toward which we are working (sometimes "the
north star")

Key Context
The opportunities, challenges, cultural factors,
and other elements of the situation and
circumstances that are outside of our control  

Short- and Long-term Outcomes 
What we achieve; outcomes are changes as a
result of our strategies and interventions

Strategies/Activities
What we do; typically expressed as an action  

Assumptions
The things we believe to be true underlying the
theory (why we think the change can reasonably
occur or the necessary conditions for change to
occur) 
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Uses for a Theory of Change

As a planning or
recalibration tool

Maps out a strategy
Provides opportunity to
consider how and why
Provides opportunity to
modify strategies and
interventions
Informs decisions as the work
evolves

As a communication
tool

Builds consensus among
stakeholders around activities
and outcomes
Provides common language
for explanation of efforts
("We do X to achieve Y")

As an evaluation tool
Identifies outcomes to be
measured and a timeframe
for measuring them
Maps how programs will lead
to outcomes by linking
activities to outcomes and
outcomes to assumptions  
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When to Use Theories of Change and Logic Models
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  (Adapted from Clarke and Anderson, 2004)  

Use logic models to:Use theories of change to:

Present a quick and simple representation of somethingDesign or summarize a complex initiative

Show basic inputs, activities and outcomes and guide
basic evaluation

Evaluate appropriate outcomes at right time in right
sequence

Summarize a more complex undertaking into basic
categories

Explain more precisely why an initiative did or did not
work

These are your turn by turn directionsThis is your GPS overview map



Theory of Change Components



Vision/Impact  

The change we hope to see in the world (aka the
"north star")

Often something we are contributing to and not
achieving alone

Found in your vision or mission statements
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The Importance of Context

1 in 5 Black and Latinx children in
the Hartford region live in poverty,
compared to 1 in 100 white children,
according to 2019 data.

Only 46% of Hartford residents
say they feel safe walking around
their neighborhood at night. In the
inner ring suburbs, that number is
69%, and in the outer ring suburbs,
it’s 81%.  

  

Opportunities, challenges, and elements
outside of our control.

As context shifts, activities could shift.
Short-term outcomes may also shift.  

Can be community-based, social, cultural, and political. 
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Strategies/Activities

The things you do

Typically expressed as an action
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Serve meals at
soup kitchen

Number of meals
you served OR

number of
individuals to whom
you served meals

Exercise
regularly

Number of times
I exercise in a

given period of
time

What are Outputs?

Quantifiable measures of your activities. Outputs tell the story of what you
did or produced. They do NOT address the value or impact of your work but
can help determine if the work is progressing as expected. 



GOAL:
To become
stronger

I increase
muscle mass

GOAL:
To reduce
hunger

Fewer
members of

our community
are hungry

Serve meals at
soup kitchen

Number of
individuals to

whom you served
meals

Exercise
regularly

Number of times
I exercise in a

given period of
time
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What are Outcomes?

Outcomes are changes in the world that result from your services, activities,
or products. Outcomes are the benefits to your target population.



Activities and Outcomes: Identifying the Link

Providing high-quality arts
instruction will lead to:

Increased knowledge of critical arts
concepts among students, in the
short term.

An increased number of students in
advanced-level arts programming in
the long term.
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Examining Our Assumptions

Why we assume a particular intervention might work

Assumptions are based on:
Theory
Applied research
Previous experience
Professional hunches

For example, we believe providing job training will
lead to employment. Underlying assumptions:

Jobs are available
Employers will hire our participants
Training matches market needs
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Steps to Create A TOC For Existing Programs

For a new

program, flip

steps five and

six, working

backwards

from outcomes

to activities. 

Convene your group

Provide TOC 101

Frame your context

Define your long-term outcome or impact statement 

List existing activity anchors

Identify short-term and intermediate outcomes

Articulate assumptions  

Check, pressure test, and wordsmith  

Sit with it. Revisit it. Edit it. Update it.  

1

2

3

4

5

6

7

8

9
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Common Pitfalls to Avoid

Confusing outputs with outcomes

Making assumptions too vague

Listing activities without connecting them to
outcomes

Not considering sequencing of outcomes

Skipping context analysis
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Wrap Up & Next Steps

HOMEWORK: Use the resources provided to walk
through this exercise with your team. Fill in the TOC
template, and bring it to our next session. 

QUESTIONS? elena@driveevaluation.com

Step 1:
Complete
homework

Step 2: Come to
our next session

on Nov 18th
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