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This brief is the second of seven toolkit resources resulting from the Urban Institute’s 

formative evaluation of the VictimConnect Resource Center, a nationwide victims’ 

helpline operated by the National Center for Victims of Crime (NCVC). The evaluation 

was conducted from 2019 to 2020 with funding from the National Institute of Justice 

(box 1).1 In this brief, we explain the value of developing logic models in general and why 

doing so was useful for evaluating VictimConnect. We then explain how Urban 

collaborated with NCVC to refine the VictimConnect logic model. 

Introduction to Logic Models 

The Center for Victim Research describes logic models as visual road maps of what programs and projects 

are intended to achieve and how they are expected to work. A logic model depicts the relationship 

between available resources, activities offered, and intended results. It may simultaneously document 

what a program has in place and its vision for the future. Logic models benefit programs by helping guide 

program development, implementation, and evaluation. For example, they can do the following: 

◼ provide a view of a program’s overarching goals or vision and of specific program components, 

something that can be helpful for understanding complex programs 

                                                                            
1 This project was supported by Award No. 2018-V3-GX-0003, awarded by the National Institute of Justice, Office of 
Justice Programs, US Department of Justice. The opinions, findings, and conclusions or recommendations expressed in 
this publication are those of the authors and do not necessarily reflect those of the Department of Justice. 
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BOX 1  

Overview of the VictimConnect Evaluation Toolkit  

The VictimConnect Resource Center is a nationwide helpline that provides information, emotional 
support, and referrals to victims of crime and their loved ones through four technological modalities: 
softphone (phone calls via a secure, anonymous internet-based connection), online chat, text messaging, 
and the center website. In 2019, with funding from the National Institute of Justice, Urban launched a 
multiphase evaluation of the center, collaborating with research liaisons at the National Center for 
Victims of Crime. During the first phase, the evaluation team conducted a formative evaluation of 
VictimConnect through which it assessed the program’s evaluability, used those findings to strengthen 
the program’s research capacity, and developed a comprehensive plan for a future implementation and 
outcome evaluation. Findings from the first phase are summarized in Formative Evaluation of 
VictimConnect: Preparing for Rigorous Evaluation of a National Resource Center (Yahner et al., forthcoming) 
and are supplemented by the VictimConnect Evaluation Toolkit resources, which are briefs covering the 
following: (1) foundational theory and literature, (2) refining the logic model, (3) an evaluability 
assessment, (4) the implementation evaluation plan, (5) the outcome evaluation plan, (6) research 
capacity building, and (7) evaluation instruments. If funded, we anticipate that the next phases will begin 
in 2022 and will entail a comprehensive implementation evaluation and rigorous outcome evaluation of 
VictimConnect. 

◼ clarify the theory and assumptions underlying a program and potential conceptual gaps, which 

could inform an evaluability assessment 

◼ track progress, changes in program implementation, and evolving needs  

◼ inform the development of research questions and the selection of evaluation measures 

Logic models are intended to present information in a visually accessible format, requiring 

researchers and practitioners to balance detail and depth with visual simplicity.1 Logic models should be 

reviewed regularly and revised if changes to the program or external factors become apparent. The 

simplest logic models include programs’ purposes or goals and their inputs, activities, outputs, and 

outcomes. More detailed ones may include additional components depending on their purpose and 

program complexity. For example, a logic model may acknowledge the problem a program intends to 

solve or the external factors affecting its ability to achieve intended results. Table 1 includes definitions 

of common components of logic models.  

This resource was prepared by the author(s) using Federal funds provided by the U.S. 
Department of Justice. Opinions or points of view expressed are those of the author(s) and do not 

necessarily reflect the official position or policies of the U.S. Department of Justice.
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TABLE 1 

Common Components of Logic Models 

Logic model term Definition 

Goals or purpose  Broad statement that identifies the target population and sets the program’s overall 
direction and intended results. 

Objectives Specific, measurable statements of the desired results of the program that contribute to 
achieving the overarching goal. 

Inputs The resources a program has available, including staff, partners, funding, equipment, 
materials, facilities, technology, and participants. 

Activities What the program does, including services, products, and infrastructure development. 

Outputs The direct results of the program activities, often phrased as the size or scope of the 
services and products delivered (e.g., number of people served, number of trainings). 

Outcomes The intended changes in behavior, attitude, knowledge, and/or skills resulting from the 
program; may be at the individual, organizational, or community level; may be expressed 
as short term, intermediate, or long term. 

Impacts Long-term or big-picture—often system-level—changes that the program will achieve. 

Problem What the program is trying to solve or address. 

Assumptions Conditions or theories underlying the program that are necessary for success. 

External factors What might affect the program’s ability to function as planned or succeed.  

Developing the VictimConnect Logic Model 

Recognizing that a logic model is a foundational program component and a critical evaluation tool, the 

Urban-NCVC team took steps to refine the existing VictimConnect logic model between October 2019 

and January 2020. Project partners communicated and collaborated openly during each step.  

The Urban team began by reviewing other programs’ logic models, specifically their organization, 

use of space, visual readability, and inclusion of content other than inputs, activities, and outcomes. The 

National Center for Victims of Crime reached out to the National Hotline Consortium for examples of 

hotline-specific logic models, particularly ones capturing big-picture impacts of the hotline program on 

its staff and other service programs. The NCVC research and evaluation specialist who served as special 

liaison to the research team also provided, and Urban reviewed, VictimConnect program materials to 

understand the relevant program components, including previous versions of the program’s logic model. 

Previous iterations were created by NCVC in FY 2015 and updated in FY 2016.  

The Urban team met with NCVC’s research liaison to determine which elements of a logic model 

would be most important for capturing VictimConnect’s key components (for example, the Urban-

NCVC team discussed whether to highlight VictimConnect’s goal, its purpose, or the problem it seeks to 

solve). The liaison also gathered the VictimConnect leadership team’s insight about the model’s ideal 

structure for the purposes they envisioned. Urban and NCVC also had valuable conversations about 

whether to include inputs and/or activities, outcomes and/or impacts, and the time frames (i.e., short-, 

medium-, and long-term) of outcomes. The Urban team created a template for NCVC to complete with 

the program content and revised the template’s structure as needed throughout the process.  

This resource was prepared by the author(s) using Federal funds provided by the U.S. 
Department of Justice. Opinions or points of view expressed are those of the author(s) and do not 

necessarily reflect the official position or policies of the U.S. Department of Justice.
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“Logic models are most accurate and effective as evaluation tools when evaluators work 

directly with program staff to develop the models and gain a deep understanding of exactly 

what the intervention is attempting to achieve, and how.” 

—Petersen, Taylor, and Peikes (2013, 2) 

The NCVC research liaison refined the content of the VictimConnect logic model by extracting 

information from program materials and seeking input from VictimConnect’s leadership team. The 

liaison presented a draft of the revised model to the Urban team for overall feedback, which was 

followed by sequential review by each Urban team member. Then, NCVC revised the draft and 

submitted it to Urban for review. The final draft was presented to and approved by NCVC’s chief 

programs officer and the VictimConnect supervisor who oversees the VASs and their interactions with 

visitors. The logic model was then shared with the evaluation funder (the National Institute of Justice) 

and with the VictimConnect leadership team. The model was revised a final time in fall 2020 based on 

the other steps in the formative evaluation.  

Components of the VictimConnect Logic Model 

Through the above efforts, the Urban-NCVC team settled on the following key components for 

VictimConnect’s logic model: goal, objectives, inputs, activities, outputs, outcomes, assumptions, and 

external factors. These were divided into the following focus areas to improve readability and clarify 

organization: VictimConnect visitors (crime victims and people contacting VictimConnect on victims’ 

behalf), technology, staff and volunteers, outreach and collaboration, and evaluation and improvement 

(figure 1). The logic model’s “outcomes” column was only divided into focus areas for visitors and other 

service providers because those are the primary groups that the program strives to impact.  

Visually, the VictimConnect logic model achieves the following: 

 The Goal Statement reflects that VictimConnect’s approach is strengths-based rather than 

problem-based. It establishes the population of focus (victims of all backgrounds and crime 

types) and intention (access to resources that support recovery and empowerment). It also 

highlights the program’s commitment to providing resources and supports that are 

technologically secure and of high quality.  

 The Objectives outline VictimConnect’s specific aims for each category of implementation (i.e., 

Visitors, Technology, VictimConnect Staff & Volunteers, Outreach & Collaboration, and 

Evaluation & Improvement). For example, VictimConnect emphasizes innovation, reliability, 

and security for its technology platform; knowledge, motivation, compassion, and awareness of 

vicarious trauma for its staff and volunteers; and the importance of using findings from the 

This resource was prepared by the author(s) using Federal funds provided by the U.S. 
Department of Justice. Opinions or points of view expressed are those of the author(s) and do not 

necessarily reflect the official position or policies of the U.S. Department of Justice.
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implementation and outcome evaluation to improve the program. These objectives (combined 

with the overarching goal) inform each of VictimConnect’s activities and intended outcomes.  

 The Inputs—linked to the Objectives—capture VictimConnect’s funding, web-based helpline 

platforms, and data-collection efforts. They specify key, distinct internal and external teams 

that support each of the implementation categories, including NCVC’s technology and 

marketing teams, VictimConnect’s leadership and Victim Assistance Specialists, and external 

partnerships with national hotlines, local service providers, and the Urban Institute. 

 The linked Activities and Outputs describe the services that VictimConnect provides to 

visitors—including technological support, staffing, and outreach resources (including those 

being developed)—and the ongoing evaluation efforts. Other activities listed in the model 

include diversifying visitor demographics and types of interactions, updating online resources, 

creating a vicarious-trauma action plan and online training modules, implementing new 

technology to support victims, and facilitating new collaborations and requests for training and 

technical assistance. Outputs are the ways that these activities can be measured, such as the 

number of and percent change in diverse visitor interactions over time. 

 The Outcomes specify VictimConnect’s intended results, which include improving visitors’ 

access to services, diversifying the population of victims who access its platforms and high-

quality referrals, and increasing visitors’ and other service providers’ knowledge about 

available resources. These services are intended to increase visitors’ satisfaction and help more 

crime victims meet their service needs. Moreover, for other service providers, VictimConnect 

intends to be a model for supporting victims via technology, for increasing the capacity to serve 

victims, and for encouraging use of evaluation. Outcomes were not divided into short and long 

term because most were determined to be relevant for multiple time frames and the 

VictimConnect team wanted to allow for more flexibility in setting measures. 

 The Assumptions focus on what NCVC’s VictimConnect team posits that victims need to 

achieve recovery and empowerment. Best practices suggest that service providers should be 

victim centered, trauma informed, and protective of victims’ safety and that victims need 

multiple types of support, including practical, emotional, and financial support. 

 The External Factors are things that limit victims’ access to VictimConnect or affect 

VictimConnect’s ability to operate as intended. These factors may be victim related, such as 

crime trends and victims’ access to technology, or related to the types of services 

VictimConnect can provide or connect to, such as funding and policies.  

 

This resource was prepared by the author(s) using Federal funds provided by the U.S. 
Department of Justice. Opinions or points of view expressed are those of the author(s) and do not 

necessarily reflect the official position or policies of the U.S. Department of Justice.
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FIGURE 1 

The VictimConnect Logic Model 

Source: National Center for Victims of Crime, 2020. 

Note: TTA = training and technical assistance.

This resource was prepared by the author(s) using Federal funds provided by the U.S. 
Department of Justice. Opinions or points of view expressed are those of the author(s) and do not 

necessarily reflect the official position or policies of the U.S. Department of Justice.



R E F I N I N G  T H E  V I C T I M C O N N E C T  L O G I C  M O D E L :  T O O L K I T  R E S O U R C E  2  7   
 

Using the VictimConnect Logic Model 

The revised VictimConnect logic model has greatly benefited NCVC leadership and the Urban 

evaluation team. Urban and NCVC have used it to support current activities. For example, it is helping 

Urban plan its implementation and outcome evaluation and will support future evolutions of 

VictimConnect.  

In NCVC’s programmatic efforts, the logic model informed NCVC’s operations summary, a key 

program document. The operations summary and the logic model will be made available to program 

staff, funders, and future evaluators when appropriate. Thus far, NCVC has used the logic model to 

inform strategic planning—particularly planning to measure hotline performance—and to evaluate 

potential grant opportunities. It also intends to regularly update both products and use them to inform 

choices around technology improvements, report writing, website updates, training new staff members 

and volunteers, and other operational changes.  

In Urban’s evaluation efforts, the VictimConnect logic model has been essential for understanding 

the program’s overarching components as Urban conducts its formative evaluation, which includes an 

evaluability assessment and planning for future implementation and outcome evaluation. Urban has 

used the logic model to determine whether VictimConnect is evaluable (see the third toolkit). The 

Urban team also used the logic model in developing the implementation evaluation plan and the 

outcome evaluation plan (see the fourth and fifth toolkits) and in creating data-collection instruments 

and protocols (see the seventh toolkit).  

Conclusion 

The Urban-NCVC team recognizes the value of VictimConnect’s logic model for clarifying program 

components, highlighting its aspirations, and specifying its evaluable outputs and outcomes. The tool 

was developed collaboratively by VictimConnect research liaisons and the Urban evaluation team, 

resulting in a stronger and more accurate model. Urban and NCVC created a product of use internally 

and externally through a shared understanding of the program’s vision, multiple stages of review, and 

thoughtful, thorough discussion of how the program components aligned with the model. Moreover, 

this process and product allow for modifications as VictimConnect grows and changes. The logic model 

was instrumental in completing the formative evaluation of VictimConnect, including designing a 

comprehensive implementation and outcome evaluation, and it will serve VictimConnect long after this 

evaluation. This brief can inform other programs and evaluation partners seeking to develop project-

based logic models through cooperative processes.   

This resource was prepared by the author(s) using Federal funds provided by the U.S. 
Department of Justice. Opinions or points of view expressed are those of the author(s) and do not 

necessarily reflect the official position or policies of the U.S. Department of Justice.

https://victimsofcrime.org/wp-content/uploads/2020/12/victim_connect_operations_summary_Final_Draft.pdf
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Note 
1  Although it is a best practice—and often required by funders—for victim service programs to develop a logic 

model, it is unclear what proportion of programs do undergo this process. 
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