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Key points 

 A logic chain is a simple and effective way of showing how an intervention is supposed to work. 

 It consists of context, inputs, activities, outputs, outcomes and impact. 

 It is recommended that one is developed for every intervention at the project scoping stage. 

What is a logic chain? 

In developing proposals, project managers will have a model – either explicit or implicit – of how the 

proposed intervention will achieve desired outcomes. One way of representing this model is through the use 

of a ‘logic chain’ or ‘theory of change’. 

A logic chain or model is simply a diagram that shows how the proposed intervention is supposed to work. 

That is, the different stages expected in order to create a chain of results that lead to the achievement of an 

outcome. A good logic chain includes all the influences or drivers that may affect the proposed intervention. 

This may include the effects of other interventions, adverse outcomes and, importantly, what behaviours are 

required to change. 

In order to illustrate the theory of an intervention, it is useful to identify and describe a number of key 

elements of the programme. These typically include: 

 Context – the issues being addressed framed in terms of identified market failure and the context in 

which the intervention will take place. 

 Inputs – the resources that may include funding; and the time and other real resources needed in order 

to achieve the intervention’s objectives. 

 Activities – the actions required to achieve the intervention’s outputs and outcomes and are, to some 

extent, the result arising from using the inputs. This may include training courses, development of new 

products and construction. 

 Outputs – the immediate results of the intervention. They can include number of people engaged, 

number of businesses supported and amount of floor space created. 

 Outcomes – the short and medium-term results of the intervention. They can include number of people 

entering employment and number of jobs created. 

 Impact – the long-term results from the intervention. They can include personal income, improved 

health and wellbeing. 
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How do you create a logic chain? 

There is no prescriptive method for creating a theory of change, especially one that ensures that all the 

influences or drivers of the intervention are captured. However, it may be useful to take a backwards 

approach to the logic using the following questions: 

 What is the issue and rationale for intervention? 

 What impact is required to address this issue? 

 What outputs are needed to result in those outcomes? 

 What activities are required in order to generate those outputs? 

 What inputs are needed for those activities? 

 

Logic chains are drawn as a flow diagram which reads left to right and should show the individual linkages 

between each stage to highlight the different causal effects. It is also worthwhile checking the model for 

consistency by following the logic from inputs to impact as well as from impact to inputs. 

Figure 1: Components of a logic chain 

 
 

Top tips 

1. Start big – on a big piece of paper, draw a logic chain including all possible influences and drivers and simplify this 
so that it only includes those that are important. 

2. Work together – get input from colleagues and stakeholders. 
3. Measurement – think about how the outputs, outcomes and impact can be measured. 
4. Assumptions – list the assumptions made within the logic chain. 
5. Behaviours – think about what behaviours will need to change for the intervention to work; are these realistic? 

 

Benefits and limitations of logic chains 

Logic chains can be a quick and powerful way to get across the message of a proposed intervention, but can 

have some drawbacks such as oversimplifying the project. More pros and cons are discussed below.  

Table 1: Pros and cons of logic chains 

Benefits Limitations 

Easily explains how an intervention is expected to work Simplifies how the intervention is expected to work 

Identifies and tests the linkages Can exclude some not obviously clear effects 

Identifies the influences and drivers of the intervention Logic could not be realistic or appropriate 

Helpful for planning, implementation and evaluation  
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Examples 

Figure 2: Logic chain for land disposal to enable commerical development 

 

Figure 3: Logic chain for human capital and labour force 
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