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INTRODUCTION 
Five years ago The James Irvine Foundation began focusing a portion of its grantmaking on 
collaborative regional economies—economies that are regional in scope, collaborative in nature, 
and based on an understanding of the interdependence of the economy and the community—
launching the Collaborative Regional Initiatives Program (CRI Program). The CRI program was 
initiated with a broad goal of assisting communities as they sought to improve their economic 
vitality, social equity and environmental sustainability, and with the purpose of improving the 
quality of life in California communities. Today, after five years of support to 14 different CRI 
grantees across California, amounting to nearly $10 million, the Irvine Foundation believes that a 
sufficient amount of time has passed and enough progress has been made to justify an in-depth 
assessment of the initiative. In addition, it was resolved that an in-depth assessment could help 
determine how future support in this program area might be continued. At the crux of this 
assessment is the Irvine Foundation’s desire to understand whether the collaborative processes 
used by the CRI grantees have helped improve regional performance, particularly in the areas 
that are often referred to among CRI grantees as the “three E’s”—economy, equity, and 
environment. 
 
 
PURPOSE OF THIS ASSESSMENT 
This assessment mapped out how some of the communities that have received CRI grants have 
conceived, designed and undertaken collaborative strategies with the purpose of improving 
regional performance. The experiences from these communities were synthesized and will be 
used to help The James Irvine Foundation develop a clearer framework for future CRI-directed 
grantmaking and technical assistance.  Specifically, this document answers the following 
questions: 
 
 What is a region? 
 What is a Collaborative Regional Initiative? 
 What is the logic model that guided these initiatives? 
 How did these CRIs develop? 
 What have been the outcomes of the Foundation’s CRI program? 
 What insights from these experiences could the Foundation use to help shape the future of 

the CRI program? 
 
The Irvine Foundation contracted ICF Consulting, as well as Ross Conner and Sora Park 
Tanjasiri from UC Irvine to undertake this strategic assessment of the CRI Program.  
 
 
METHODOLOGY 
This in-depth assessment was conducted in five main steps: 

1. Meetings were conducted with current and recent former staff of The James Irvine 
Foundation who were involved with the development of the CRI program. This helped 
clarify the background and philosophy behind the CRI. 
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2. Grant files from CRI grantees were reviewed. 
3. Several Irvine staff and members of the CRIs were convened to discuss the components 

of the logic model associated with the Initiative. 
4. Site visits were undertaken with seven CRI grantees. The core of each site visit was a 

meeting with CRI staff and stakeholders. In addition, a representative of the consulting 
group attended the CRI summit, which provided additional perspectives, insight, and 
information. 

5. A final report describing the program conceptual framework and synthesizing the 
findings from site-visits was presented to the Irvine staff orally, and in written form. 

 
 
POINT OF DEPARTURE 
What is a CRI and what does it do? 
Ever since the end of the 1990 recession (about 1994), the California economy has rapidly 
generated jobs, income and tax revenues that have benefited the residents, businesses and 
governments of the state. A major cause of this phenomenal growth has been the fundamental 
change that occurred both in the California and national economies. This economic growth 
actually demonstrates a fundamental shift from economies based on mass production with low 
cost, and huge quantity and scale, to an information-based economy characterized by speed, 
adaptability, and the use of networks of talent and technology to meet consumer needs more 
effectively. California’s regions and their industry clusters are on the cutting edge of this global 
economic transformation. 
 
Because this “New Economy” depends on talented, resourceful people, it is important for the 
state’s communities to retain or attract these people, and consequently a focus on quality of life 
has become increasingly important. Across California, communities have developed regional 
partnerships that seek to promote economic vitality and improve quality of life in their regions. 
Referred to as Collaborative Regional Initiatives, or CRIs, these regional partnerships vary in 
their origins, focus, and outcomes. However, they all emerge from a collaborative process, 
involving people drawn from government, business and community. 
 
These CRIs are made up of a set of diverse stakeholders on all sides of an issue, not simply the 
directly affected parties. For example, government officials, city planners, tax assessors, 
landowners, developers, real estate agents, banks, employers, as well as individuals, and 
neighborhood associations all might be members of a CRI.  Each of these political, economic, or 
social powers has a unique sphere of influence that consequently can be harnessed and redirected 
through the collaborative process in order to affect a change in the community. Furthermore, 
CRIs are more similar to private organizations than to public or non-profit organizations. CRIs 
focus on finding market-driven solutions to regional problems, and in many cases are composed 
largely of private-sector based organizations. 
 
Each CRI is supported by a collaborative organization—which serves as the recipient of Irvine 
grant funds—containing the necessary infrastructure to provide administrative, operational and 
communicational assistance to the CRI as it organizes and implements its various activities. This 
collaborative organization is particularly important in bringing together all the participants who 
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must necessarily be involved in order for the CRI to be effective. The collaborative organization 
also helps mediate agreements about how to move forward with specific actions that will affect 
change in one of the region’s “Three E” goal areas.  
 
A New Leadership Style: Civic Entrepreneurs 
The leaders of CRIs are often called civic entrepreneurs, because they are able to combine 
existing resources in new ways in order to solve community challenges. The leadership style of 
the civic entrepreneur within a CRI is similar to that used by leaders within private corporations 
in the “New Economy.” There is much less hierarchy within this leadership system, and leaders 
see themselves as stewards of their region.  
 
CRI Functions 
The collaborative organizations of the CRIs work in many different ways to achieve and sustain 
long-term outcomes. These activities can be categorized into six different functions that a 
successful CRI must be able to employ: 
 Stewardship:  Motivating and anchoring roles throughout the collaborative process. 
 Diagnosis:  Developing information to inform and shape collaborative solutions. 
 Engagement:  Ensuring the highest level of stakeholder involvement and ownership. 
 Facilitation:  Enabling collaborative actions. 
 Operations:  Undertaking ongoing processes such as logistics and fundraising. 
 Communications:  Developing and distributing information throughout the collaborative 

process  
 
What is a Region? 
CRI grantees consistently define their regions in terms of the place in which a particular 
challenge is shared. Subsequently, regions are defined not by government jurisdictions, but 
functionally, by natural features as well as social and economic interdependencies of residents in 
a geographic area—and regions can shift over time. The collaborative regional initiatives were 
typically mobilized because of a common desire to improve the quality of life in an area, with 
particular emphasis on the economy, environment, and social equity.   
 
For example, the Sierra Business Council sees itself as serving the broader Sierra Nevada region. 
However, in order to achieve its objectives, the organization concentrates on specific counties, 
cities, or open-space areas where change can best be affected. Their hope is that the success of 
these projects will not only directly contribute to the fulfillment of their mission, but will also 
help build the confidence of other cities, counties and jurisdictions in their region so that they 
will be able to approach issues using similar collaborative strategies.  
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THE CRI PROGRAM CONCEPTUAL FRAMEWORK 
What is a Logic Model? 
Because standard evaluation practices do not lend themselves well to complex community-based 
initiatives where it is difficult to identify a single, simple cause-effect relationship, one effective 
method for charting progress toward interim and long-term outcomes of community-based 
initiatives is through the development and use of a program logic model. A program logic model 
provides a roadmap of a particular program initiative, highlighting how it is expected to work, 
what activities need to come before others, and how desired outcomes are to be achieved. The 
program logic model therefore offers a promising approach to evaluating the CRI program.     
 
The CRI Logic Model 
In order to better understand how Irvine’s investments in CRIs will contribute to the long-term 
outcome of improvements in a region’s environment, social equity and economy, this section 
walks through each phase of the CRI program logic model. This section will describe the 
elements of the CRI logic model: the program’s goal, long-term, intermediate and early 
outcomes, the strategies used by the CRIs in order to achieve these outcomes, and the products 
that result from these strategies. The graphic that illustrates these components can be found on 
page 9.  
 
Goal 
To enhance economic vitality, increase social equity, and protect the natural environment of 
regional communities in California.  
 
Long-term Outcomes (E-Outcomes) 
A long-term outcome is a long-term benefit or change for individuals, communities or systems 
that results from an action and that produces a tangible, positive impact on the quality of life for 
residents in a given region. Long-term outcomes are expected to occur after five or more years of 
program effort. For CRIs, the long-term or “E”-outcomes include the following: 

1. Increased number of acreage preserved as protected open space, natural wildlife habitats or 
agricultural land. 

2. Increased energy/resource conservation and efficiency or reduced emissions realized in 
residences and businesses. 

3. Land use planning and housing development make access by proximity a central focus of 
planning efforts rather than access by auto transportation. 

4. Number/acres of brownfield- or other underutilized properties recycled/redeveloped for more 
productive uses.  

5. Increased production/export of goods and services from a more efficient, dynamic regional 
industry cluster. 

6. Improvements in the skills in the labor force pipeline for a specific industry cluster. 
7. Number of companies formed, attracted or retained in a regional industry cluster.   
8. Increased regional investment in new products, businesses or ventures related to local 

industry clusters. 
9. Increased percentage of households across all income levels with access to the Internet. 
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10. Increased education opportunities and success for students with an emphasis on minority and 
economically disadvantaged populations.  

11. Increased quantity and quality of jobs in the region relative to regional population growth 
(size of labor force, number of jobs created relative to population growth, decrease in income 
disparity, and average earnings). 

12. Increased number of affordable housing units are created and located near jobs, commercial 
and recreational resources. 

13. Improved opportunities for entrepreneurs from disadvantaged communities to participate in 
economic prosperity.  
 
 

INTERMEDIATE OUTCOMES 
Intermediate outcomes are specific individual, organizational or community-level changes that 
can reasonably occur in a 3-5 year period. Intermediate outcomes relate to a new level of 
functioning of a public or private agency or new or expanded resources or infrastructure devoted 
to addressing regional environmental, equity, or economic challenges. 

1. New approaches to local and regional planning and stewardship: Local and county 
government or private entities adopt regional approaches and sustainable development 
principles to economic planning and development projects.  

2. Community Investments in New Programs:  Private or public resources are mobilized or 
reallocated to address regional challenges. 

3. Legislation/Policy: Legislation is passed or policy developed by local/town, county or state 
government entities that provide subsidies, tax incentives or other regulations to promote 
long-term or E-outcomes. 

4. Leadership development: The ability of current and emerging leaders to participate in 
collaborative problem solving is increased, and the regional network of public and private 
sector leaders is expanded and diversified.  

5. Strengthened organizational infrastructure: The CRI collaborative office or support 
organization has increased visibility, credibility and capacity in serving as a catalyst and 
enabler of regional collaborative problem solving. 

6. Field building: A statewide network of civic entrepreneurs is established that supports 
individual and collective efforts to learn and improve approaches to regional collaborative 
problem-solving and to become more effective advocates locally and statewide for regional 
approaches to economic planning and development. 

 
 
EARLY OUTCOMES 
Early outcomes are organizational and community-level changes that can reasonably occur 
during the start-up phase of a CRI and in a 2-3 year period. CRI early outcomes relate to the 
establishment of a regional collaborative organizational infrastructure and mobilization of 
resources for collaborative processes.  

1. Visioning: Preparation of vision statements and principles to guide the collaborative problem 
solving. 



 7

2. Priority Setting: Priorities for action identified, using data, community dialogue and 
community education. 

3. Collaborative Vehicle: A new or expanded organizational structure created to address 
regional challenges with mission statement, by-laws, professional staff, and office space. 

4. Resource Mobilization: The CRI collaborative organization diversifies its funding base and 
attracts local financial resources to support its operations. 

5. Engagement of Local Leadership: Increased number of leaders from diverse stakeholder 
groups actively involved in CRI activities by assessing and developing solutions to address 
regional issues. 

6. Action Plans: Clear action plans developed to address regional issues that identify specific 
objectives, timelines, new approaches based on research and deliberation, and resources 
required. 

  
Strategies   
Strategies are the processes, techniques or tools of a program to achieve the intended 
intermediate and long-term outcomes. All of the CRIs seek to achieve long-term or E-outcomes 
through a strategic, collaborative response by business, community and government leadership.  
The strategies employed by CRIs include: 1) information, education and advocacy; 2) the 
introduction or elimination of incentives and disincentives (rules and administrative practices, 
fees, taxes), and 3) programs that provide direct services to a defined target population to 
influence their knowledge, attitudes, skills or behaviors.   
 
Outputs 
Outputs are the direct products of program activities. For CRIs, these outputs or “products” 
include community indicators and other publications, on-line information, conferences, seminars, 
and training workshops. 
 
 
PHASES OF CRI DEVELOPMENT AND ACTIVITY 
The CRI logic model describes two major phases of CRI development and activity—called 
planning and implementation—containing 11 typical tasks.  These tasks are not comprehensive, 
but demonstrate the flow of activities through many similar initiatives. An illustration of the 
logic model is provided following this detailed description.  
 
PHASE 1: PLANNING 
Stage 1: Initiate – Mobilizing stakeholders around an Issue 

Step 1:  Catalyze – Leaders identify the challenges that will shape the collaborative 
effort.  In this step the issues that will frame the collaborative process are made clear. 
Step 2:  Mobilize – Leaders build a preliminary structure for the organization and define 
the stakeholder groups who will be important to the collaborative process.   
Step 3:  Diagnose – Leaders measure the region’s starting position, to be used as a 
benchmark against which progress can be measured.  This activity can encompass an 
analysis of existing data, comparison on a national or regional basis, or can involve a new 
survey and field analysis.  At this time leaders should also inquire into best practices, or 
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possible solutions to these challenges. A map of the scope of influence of the partners 
involved in the CRI also might be developed. This diagnosis process often helps rally 
participants and engage additional stakeholders in the collaborative process. 

 
Stage 2:  Articulate – Framing the challenges related to the Issue 

Step 4:  Define – Building from the insights of the diagnosis step, partners in the 
collaborative process determine the CRI’s mission and terms of reference, as well as 
confirm that all necessary stakeholder have been included. 
Step 5:  Convene – Partners meet to identify key values and regional challenges that 
should be given priority in the collaborative process. This step ensures that the group 
understands that they are a part of a collaborative process. 

 
Stage 3:  Mediate – Convene the group of diverse stakeholders; determine course of action 

Step 6:  Converge – In this important step, partners attempt to identify new approaches 
to priority challenges. Innovations tried in other regions, and regional assets should be 
examined in this process of creative problem-solving. It is important that regions use 
existing resources in new ways. Also in this step the community process can pressure 
traditional bureaucratic structures to become more flexible in necessary ways.  It is 
almost always essential to engage strategic facilitation in this step, in order to: 
 Make clear the consequences of not taking action; 
 Focus the discussion away from general complaints and platitudes and towards 

challenges for which stakeholders can take action. 
 Help stakeholders see market-driven solutions and the possibility for a solution that is 

based on something other than traditional advocacy or regulatory change. 
 If necessary, provide instructive models of solutions that are being used in other 

regions, and challenging the group to design a solution that fits their own unique 
situation. 

Step 7:  Integrate – The strategic planning is integrated into a blueprint for action. This 
process depends on the quality of the ideas generated in the previous step; in many cases 
considerable work is needed to complete the articulation of collaborative actions. This 
action plan is the reference point for all subsequent activity in the collaborative process. 

 
PHASE 2:  IMPLEMENTATION 
Stage 4:  Activate – Stakeholders take ownership of the process. 

Step 8: Launch –The CRI collaborative organization develops its resources and 
infrastructure to support its transition from planning to implementation activities.  
Implementation of the action plan is initiated.  
Step 9:  Operate – The collaborative organization supports the activities of various 
action teams, either as components of an integrated strategy, or as individual initiatives.   
Step 10:  Maintain – The collaborative organization continues to provide technical 
assistance to support, revise, enhance or add to collaborative initiatives.  
Step 11:  Track  - Progress and performance is monitored as collaborative actions are 
carried out.  The collaborative organization may report periodically, via a newsletter or 
website, on their own development and expansion, as well as on the individual 
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components of the initiative.  In addition, the collaborative organization can provide an 
annual report on progress, and can hold annual events to convene stakeholders and renew 
stakeholders’ commitments to the collaborative process. 

Stage 5:  Renewal – Collaborative organizations return to Stages 2 and 3. 
New innovation can take place over time, including the beginning of a new cycle of the 
original process, to renew the principles that led to the regional initiative in the first 
place.  In this stage a transition is made from the founding leadership to new leadership. 
This is the most important part of renewal process.  
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CASE STUDIES 
Site visits were undertaken with seven CRI grantees, to gain a better understanding of the 
specific collaborative processes used by the CRIs to help improve regional performance, and the 
progress these grantees had made toward improving their region’s environment, social equity, or 
the economy.  The central focus of each site visit was a meeting with CRI staff and stakeholders. 

 
The following CRIs were selected to serve as case studies: 
 Tri-Valley Business Council 
 Humboldt Area Foundation/ Institute of the North Coast 
 Sierra Business Council 
 Gateway Cities Partnership 
 San Diego Dialogue 
 Bay Area Council 
 Joint Venture: Silicon Valley Network 

 
The James Irvine Foundation selected these particular collaborative organizations to ensure that 
the data gathered would come from a set of organizations as diverse as the cohort of CRI 
grantees. These organizations represent both urban and rural collaborations—some are business 
councils, some are community foundations, and some are newly created entities—and they use a 
diverse set of strategies in order to achieve their long-term outcomes. Furthermore, these 
organizations have a long track record, and/or a long history as grantees of the Foundation. 
   
In each case study the assessment team provided information on the history and the plans of 
collaborative efforts supported by the Irvine Foundation. Although the interviewees and focus 
groups involved in the site visits were instructed to focus on Irvine-funded efforts, it was not 
always easy to determine whether the activities undertaken had been funded solely by The Irvine 
Foundation—particularly in cases in which funding had been applied to a broad range of 
activities, or had been used for operational support. The case studies describe the strategies 
utilized, the immediate outputs, the intermediate outcomes, and the long-term outcome(s). The 
entire data set is contained in Appendices A and B, while a sample of two of the case studies are 
provided below:   
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CRI 

Irvine 
Grants 

 
Products/Outputs 

 
Intermediate Outcomes 

Long Term Outcomes  
(E-Outcomes) 

Sierra 
Business 
Council 
 
(Established 
1996) 
 
 

Total: 
$300,000 
 
$150,000: 
1999-2002 
 
$150,000: 
1996-1999 
 

• Published (1997) reference guide 
to rural planning “Planning for 
Prosperity.”  This became the 
intellectual framework for all 
future projects. 

• Collected, published and 
disseminated data on 12-county 
Sierra Nevada region: 1999-
2000 Sierra-Nevada Wealth 
Index. 

• Published “Investing for 
Prosperity” containing principles 
and case studies for sustainable 
community development. 

• Recruited 575 dues-paying 
members (public/private) with 
common vision. 

• Conducted Annual Conferences 
on sustainable business and 
development. 

• Presented Annual Awards to 
recognize leadership in the 
Sierra region. 

• Hosted 3 classes of “Sierra 
Leadership Seminar,” (SLS) a 
course (10 days over 5 months) 
in collaborative leadership.  

New Approaches to Local and Regional Planning: 
• Developed model open space and habitat protection programs 

for incorporation into County General Plans, using 
GIS/mapping tools.  Programs established in partnerships 
with Placer County (Placer Legacy) and Nevada County 
(Natural Heritage 2020). 

• Partnered with Inyo County to host Inyo 2020 Forum; used 
Sierra Nevada Wealth Index framework to develop goals for 
County’s General Plan. 

Partnerships: 
• Created a partnership of ranchers and other private 

landowners to promote private land conservation in Sierra 
Valley, Sierra County. 

Community Investment in New Programs: 
• Developed an outreach and training program (“Working 

Landscapes Initiative”) to inform local ranchers and 
landowners about estate tax planning, conservation easements 
and new conservation contracts under Farmland Security 
Zone Program. 

• Inyo County investments allocated to implement Inyo 2020 
Forum priorities. 

• Placer County investments of $1.5 million (out of current 
year County General Fund) allocated to implement Placer 
Legacy. 

Legislation/Policy: 
• Placer County Board of Supervisors adopted the Placer 

Legacy Open Space and Agricultural Conservation Program 
in June 2000. 

• Supervisors adopted funding package for Placer Legacy that 
includes a quarter cent increase in the County sales tax; 
rejected by voters in November 2000 (Measure W).  

Leadership: 
• 50 SLS graduates (county supervisors, local officials, 

business and community leaders) in 1999-2000.  
• SLS graduates are involved in both independent and SBC 

projects to enhance Sierra region. 
 

Sierra Valley: Three ranches in 
Sierra Plymouth County signed 
up for Farmland Security Zone 
Program (20 year conservation 
contract).  Two ranches totaling 
2, 500 acres has been 
permanently protected with 
conservation easement.  
Easement negotiations are 
underway on another 26,000 
acres. 
 
Placer County: Purchased a 
conservation easement on a 
property with critical habitat 
(estimated 500-1,000 acres). 
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CRI Irvine 

Grants Products/Outputs Intermediate Outcomes Long-term Outcomes (E-Outcomes) 

Joint Venture 
Silicon Valley 
 
(Established 1992) 

Total: 
$825,000 
 
$500,000: 
1997-
2000 
 
$200,000: 
1995-
1997 
 
$125,000: 
1994-
1995 

• Collected, published and 
disseminated data on an 
annual basis on the region: 
Index of Silicon Valley  

• Created a “Community 
Charter Group” of local 
business leadership to 
propose tax and fiscal policy 
reforms for Santa Clara 
County. 

• Conducted lecture series on 
tax and fiscal policy. 

• Produced issue papers and 
provided testimony to the 
California Constitution 
Revision Commission and 
Santa Clara County regarding 
tax and fiscal policy reforms.  

• Conducted surveys of 860 
people and 14 community 
forums to solicit broad based 
citizen input into a visioning 
process and development of a 
sustainable development 
framework for Silicon Valley 
and measurable goals for 
2010. 

• Created a Civic Network of 
leaders to implement the 
Silicon Valley 2010 (Plan). 

Community Investment in New Programs: 
Developed and initiated: 
• Challenge 2000, an effort to improve K-12 education, 

including a dedicated venture fund.  
• Environmental Partnership, an incubator focused on 

environmental companies, contained 27 companies in 
2000.   

• The Smart Valley Initiative funded 60 projects that 
demonstrate innovative uses of information infrastructure. 
(Ex: one project linked the region’s libraries and 95% of its 
schools through technology).  

• The Enterprise Network (TEN) composed of 31 teams of 
financial, marketing, legal and management professionals 
from across the Valley mentors new start-up companies. 

• The Global Trading Center established to focus on export 
growth for small and medium-sized companies. 

Legislation/Policy: 
• Tax Relief Extension Act of 1999 extended the federal 

research tax credit through June 30, 2004.  
• Twelve cities in the region adopted uniform building codes 

to facilitate construction and office development of 
companies spread across sites in multiple cites. 

Partnerships: 
• Technology partnerships (37) were established for a 

Defense/Space Consortium.  These partnerships are 
enhancing the region’s technology capacity and 
contributing to the competitiveness of telecommunications, 
transportation, and biotechnology clusters. 

Leadership: 
• The Economic Development Team (EDT) – group of 

public and private leaders – assisted 5 companies with 
expansions, helped retain 4 firms in the region, assisted in 
3 location efforts, and resolved 6 regulatory issues for 
companies.   

Local Regulatory Processes: 
• The Regulatory Streamlining Council (including TQM 

experts from industry) has helped reengineer 3 cities, one 
county, and one water district. 

 

• On average, 47% of high school 
students completed course 
requirements for UC/CSU entrance in 
1998, compared to 36% in 1994. 

• Challenge 2000 students scored 
higher than students from comparison 
classrooms on a performance 
assessment measuring ability to 
search for information, interpret and 
analyze information, project 
management, and evaluating a 
process.   

• The survival rate and resulting 
economic impact of Environmental 
Partnership and TEN companies are 
not yet known, although many have 
received venture funding. 

• One Smart Valley pilot project 
focused on telecommuting produced 
more than 15% improvement in 
company productivity.  Other 
examples have improved efficiency 
of education or government services. 

• The Global Trading Center helped 
recruit a new office of the U.S. 
Foreign Commercial Service.  In its 
first year, this office helped 54 
companies export into 158 new 
markets.  

• EDT efforts add up to a significant 
number of jobs (unknown quantity). 

• One project of the Regulatory 
Streamlining Council in Sunnyvale 
reduced its permitting process from 
110 to 36 steps and can now process 
95% of its permits in one day. 
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SYNTHESIS AND CONCLUSIONS 
As The James Irvine Foundation plans for the future of the CRI program, specific criteria can be 
developed that will help determine the conditions and categories under which a grant to a CRI 
should be made. Thus far, this Assessment has provided: a description of regional collaboration, 
the functions that are necessary for a CRI to be successful, a framework of process phases and 
steps, a clearer understanding of implementation models and change tools, and a summative 
logic model. Beyond this, case studies have also provided a reasonable basis for reaching certain 
conclusions regarding the future support of CRIs.  This section will help develop the lens with 
which the Foundation can screen potential CRI applicants and renewal of current CRI partners. 
In addition, this section will help better define the value of providing technical assistance, 
research and other expertise to CRIs.   
 
Should CRIs be supported by Irvine? 

Yes.  CRIs should be supported if the following conditions are met: 1) the CRI uses 
collaborative techniques to reach specific economic, environmental or equity objectives; 
2) the CRI promotes the broader sustainability of regions through fostering a change in 
the behavior of community members or institutions; or 3) the CRI directly improves an 
element of community sustainability—either equity, economy, or environment. 

 
 
GRANTMAKING 
On what phases of the CRI process should Irvine focus its grantmaking? 
 

Planning and Implementation grants 
1.  Planning: Grants ranging in size from $100,000 - $300,000, over 1-3 years:  During 
the course of this assessment, researchers met a number of CRI leaders who said that the 
funding that enabled their mobilization process to begin was crucial. Therefore, CRI 
proposals that 1) engage new groups of participants around a specific theme in a 
collaborative process, 2) determine the CRI’s mission, and 3) convene the group of 
diverse stakeholders to determine a course of action through a series of well thought-out 
strategy steps resembling those in the logic model, should potentially represent 25-50% 
of CRI grantmaking (Stages 1-3, steps 1-7). The Planning Phase emphasizes mobilization 
and engagement of diverse stakeholders and a focus on results. 
 
By getting involved early with discrete regional efforts, Irvine can take advantage of 
opportunities to provide assistance, offer valuable technical assistance contacts, and 
provide ideas about best practices from other CRIs, through Irvine’s publications and the 
California Center for Regional Leadership (CCRL) network. This catalyst-type funding 
will reinforce the importance of focusing on the steps of collaboration, and intention to 
achieve concrete outcomes, and will allow Irvine to track a number of CRIs from early 
stages. An early focus on collaboration and on specific outcomes will indicate a 
potentially strong CRI that would be competitively positioned for a planning grant. If 
these early-stage CRIs are successful, they will be invited to apply and be reviewed for 
implementation funding. 
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2.  Implementation: Grants ranging in size from $250,000 - $1,150,000, over 2-3 
years:  Implementation (Stage 4, steps 8-11) begins with a strong collaborative 
organization and/or other existing infrastructure that can provide logistical and 
communications assistance, and will keep volunteers energized. While planning grants 
set the stage for the entire collaborative process, and can encourage the development of 
achievable action plans and committed action teams, the implementation stage is when 
most of the work is accomplished.  As the CRI cohort begins to mature, the 
implementation category of assistance could grow to up to 75% of CRI grantmaking. 
Thus far only a few Irvine-funded CRIs have reached the implementation point. With 
those that have, volunteers have expressed a desire to see that their hard work will be 
supported in the future, and that the collaborative organization will be able to work 
efficiently.  
 
Implementation grants can include the broadening or narrowing of action teams, the 
development of a fundraising strategy, seed funding for action steps, or funding for 
further research or analysis that is necessary for progress.  Strong action teams and plans 
that can be achieved within a year to 18 months, a well-integrated strategy, and 
committed leadership will indicate strong potential for actual long-term outcomes and 
competitive positioning for implementation funding. Once the management team has 
been well established and action plans are underway, a CRI is most likely to be in a 
position to begin sustaining itself (or at least its current projects) through memberships, 
government sources, corporate contributions and other foundations. Following 
implementation, the CRI can be considered to have “graduated.” The California Center 
for Regional Leadership (CCRL) would be in the best position to work with CRI alumni 
and track their progress. 

 
3.  Accommodating New Initiatives within Existing CRIs: New initiatives within an 
existing group of CRIs (perhaps graduated) might also be considered, if the initiative 
emphasized expanding and deepening the application of the collaborative process to 
focus on sustainability outcomes. This would be an opportunity to leverage the models 
that have been developed and to take advantage of the collaborative culture that arises 
from success.  Furthermore, other interests benefiting the field of CRIs as a whole might 
emerge from other Irvine Foundation grants programs. 

 
The key advantage of establishing two distinct phases of funding is that the program will aim at 
getting CRIs on the right developmental track, and will help accelerate a CRI’s course toward 
tangible outcomes. Furthermore, by emphasizing the phases of a process that is not yet well 
understood outside of the CRI circle, The Irvine Foundation will be prompting new and potential 
community leaders to follow a structure reflecting current best practices, such that these leaders 
will not have to reinvent the wheel. 

 
 

What criteria should be used in funding Planning and Implementation Grants to CRIs? 
 The criteria for assessing proposals must be flexible.  The first five years of the CRI 

process are about discovery, and as such, a vast array of approaches are undertaken to 
accomplish collaborative efforts, and the non-linear pattern of CRI steps.   
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 In evaluating whether a CRI is a strong candidate for a planning grant, it should be 
determined that the organization has diagnosed a specific environmental, economic, or 
equity challenge facing the region, has defined the key values that are at stake, and that 
the preliminary stakeholder group has developed an outreach process by which a larger 
set of stakeholders can be included.   

 In evaluating whether a CRI should be a candidate for an implementation grant, it is 
important to determine that the collaborative organization has the necessary support, 
capacity, can access the technical assistance needed to implement its collaborative 
solutions, and that a plan is in place to support operations, as well as individual action 
initiatives.   

 The skills, or functions listed earlier (Stewardship, Diagnosis, Engagement, 
Intermediation, Operations, and Communications), with which CRI collaborative 
organizations must be fluent, can serve as a starting point for evaluating the readiness of a 
CRI for implementation. By asking applicant organizations to comment on their abilities 
and intentions within each of these main functions, it can be determined whether a CRI 
has potential to affect real change in the environment, equity or the economy.  

 Further recommendations for grantmaking criteria can be found in Appendices C and D. 
 
Is there a particular category of lead agency that can best function as the CRI’s collaborative 
organization? 
 No.  In considering the four types of CRI collaborative organization models—community 

foundations, business councils, university-led, and new collaborative organizations—it is 
clear that the type of organization that takes the lead is less important than how the 
organization proposes to conduct the work. However, any entity that will be responsible 
for the collaborative process should not be directly affected by the E-issue that is being 
addressed, and should also be CRI-driven. Any regional body that has an appropriate 
mission can be the designated collaborative organization, as long as there is no conflict of 
interest with possible outcomes. It would not be productive to restrict leadership groups 
to only those that are capable of currently doing the actual job. Most important is that the 
lead agency matches the needs of the particular region, and that the agency can mobilize 
other players.  For this reason, existing non-profits may have difficulty fulfilling this role, 
but any neutral community organization may be a legitimate candidate. 

 
 
OTHER RESOURCES FOR CRIS 
In March 2000, the Irvine Foundation provided startup support to CCRL, to assist CRIs and the 
CRI network. The mission of CCRL is to provide direct support to individual CRIs, and broad 
field-building support to the CRI network. CCRL also works at the statewide level, engaging 
policymakers, the media, and others whose decisions are important to the work of CRIs. 
 
 
How do CRIs view technical assistance? 
 Tailored consultative or research assistance is viewed as providing a higher value 

than general CRI events and publications.  Direct or indirect technical assistance in the 
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form of research and analysis, and experienced facilitation is seen as greatly increasing 
the probability of achieving actual long-term outcomes. 

 
Would CRIs benefit from more accessible research on effective strategies? 
 Yes.  In order to help groups move from traditional tools of advocacy to tools that 

involve a shift in resources or new investment, it is important that information that 
focuses on collaborative, market-driven problem-solving is available. 

 
What role does facilitation or “coaching” play? 
 Facilitation is critical throughout the developmental process of a CRI, and can take 

a variety of different forms.  Facilitation needs to be under the direction of the 
collaborative organization and the core leadership group, so that the ownership of the 
effort continues to reside within the community. An ‘insider’ facilitator understands the 
current challenges and opportunities in a way that an outsider can not, while an ‘outsider’ 
with an objective viewpoint can draw from outside models and experiences, and take the 
group outside of its current dialogue or viewpoint. Most importantly, an experienced 
facilitator has the ability to bring a stakeholder group to a new, more engaged level, 
making ‘convergence’ possible. 

 Appropriate, effective facilitation during the planning phase can help promote more 
efficient use of funds by discouraging unrealistic objectives. 

 Irvine could offer a variety of technical assistance to grantees, which would give 
grantees a sense of control over their planning and programming, and allow CRIs to 
carve out the package of technical assistance that best meets their needs.  These 
technical assistance providers could be listed on Irvine’s website, along with a 
description of the providers’ qualifications or specializations.   

 
 

POTENTIAL ROLES FOR CCRL 
 CCRL can reach out to and educate regional communities, introducing them to CRI 

themes, and informing them about how collaborative problem solving can address 
sustainability issues.  

 CCRL can provide necessary organizational/leadership development for the CRIs. 
 CCRL can broker technical assistance, linking CRIs to existing resources. 
 With its bird’s eye perspective, CCRL can also facilitate “peer-to-peer” tutoring, as well 

as “whole network” assistance. 
 CCRL can create awareness and develop relationships for CRIs at the state level. 

 


