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Evaluation Overview 
 
To evaluate the Fund for Leadership Advancement (FLA), BTW will collect a 
variety of types of information that examine the following issues: 

 Fund Participants’1 individual experiences (e.g., tenure and 
experience) and organizational context (e.g., size and type of 
organization, development stage and growth opportunities); 

 Specific resources and strategies that Fund Participants pursue to 
advance leadership and organizational outcomes; 

 The extent to which and ways that leadership development and 
supports bring about positive organizational change and benefits; and 

 Relative benefits and appropriateness of different resource levels and 
strategies in bringing about desired changes. 

Since this is a formative evaluation, specific impacts will focus on short-term 
outcomes at the individual level (e.g., improved team-building and 
management skills) and organizational levels (e.g., better organizational 
alignment around vision) rather than more distal outcomes that most likely 
need a longer period of time to occur (e.g., improved level of organizational 
functioning).  

The evaluation will include the Fund for Leadership Advancement grantees 
listed in the table below. 
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1 We use the term Fund Participants to refer to the executive directors receiving 
support from the Fund for Leadership Advancement. 



Cohort Organization Grantee 
Name 

Inter-
view FLA Goal(s) 

2005 

Inland 
Congregation 
United for 
Change 

Corey 
Timpson No 

To enhance the leadership skills and capacities of 
the executive director to improve organizational 
programming, fiscal stability and staff retention 
and development. 

2005 San Francisco 
Art Institute 

Chris 
Bratton Yes 

To strengthen the leadership skills and capacities 
of the executive director in board development, 
communications and organizational operations.  
 
To strengthen the senior management team to 
leverage the time and attention of the CEO to 
focus on the organization’s strategic direction and 
external constituents. 

2005 
Omega Boys 
Club of San 
Francisco 

Joseph 
Marshall No 

To strengthen the leadership skills and capacities 
of the executive director in board development, 
communications and organizational operations.  

2005 
Orange County 
Community 
Foundation 

Shelley 
Hoss Yes 

To strengthen the senior management team to 
leverage the time and attention of the CEO to 
focus on the organization’s strategic direction and 
external constituents. 

2005 
Ventura Co. 
Museum of 
History and Art 

Tim Schiffer No 
To align the position of the Executive Director and 
the organizational structure and processes with 
the Museum’s planned growth and revitalization. 

2005 

Southern 
California Asian 
American 
Studies Center 

Leslie Ito Yes 

To strengthen the leadership skills and capacities 
of the Executive Director in board development, 
communications and organizational management. 
 
To strengthen the senior management team and 
board leadership to leverage the time and 
attention of the ED to focus on the organization’s 
strategic direction. 

2005 Teatro Visión Raul 
Lozano 

(Alter-
nate 

to 
Leslie 

Ito) 

To strengthen the leadership skills and capacities 
of the Executive Director in setting a strategic 
direction, audience development, marketing and 
organizational development. 

2006 
Round 1 

Oakland 
Community 
Organizations 

Ron Snyder No 

To define and strengthen the senior management 
team to leverage the time and attention of the 
Executive Director to focus on the organization’s 
strategic direction and external constituents. 

2006 
Round 1 

Angel Gate 
Cultural Center 

Nathan 
Birnbaum Yes 

To increase the capacity of the ED in the areas of 
fundraising, cultural policy, political leadership and 
organizational management to meet the 
simultaneous demands of a high visibility public 
site development project and rapid program and 
organizational growth. 
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Cohort Organization Grantee Inter- FLA Goal(s) Name view 

2006 
Round 1 

Aspire Public 
Schools 

Don 
Shalvey Yes 

To have the CEO, Board and senior team develop 
a common understanding of leadership skills and 
their individual and group leadership qualities to 
complete the tasks necessary for the organization 
to meet its intended impact. 
 
To articulate an efficient matrix organization that 
reflects quality leadership practices across the 
organization’s multiple regions and schools, and 
that aligns the positions, roles and responsibilities 
of the CEO, Board, senior management team and 
organizational systems with the organization’s 
planned growth. 
 
To create a support system that builds the 
leadership capacity of emerging internal leaders, 
promotes quality academic achievement and 
supports planned organizational growth. 
 
To create a consistent voice and related set of 
compelling messages for both internal and 
external constituents. 

2006 
Round 1 

California 
Charter School 
Consortium San 
Pedro 

Caprice 
Young Yes 

To strengthen the senior management team and 
realign the position of the CEO to focus on the 
organization's strategic direction and external 
constituents, resulting in a shift of the CEO's focus 
from 60:40 internal:external to 20:80. 
internal:external. 

2006 
Round 1 

CSLA 
Foundation 

Jaime 
Regalado Yes 

To realign the position of the ED, resulting in a 
shift of the ED's focus from the current allotment of 
time and responsibilities split evenly on 
internal:external dimensions of the Pat Brown 
Institute (PBI) to 75% external and 25% internal. 
 
To strengthen the public voice and policy influence 
of PBI through the ED's expanded external 
presence, improved communications and 
increased focus on external constituents. 

2006 
Round 1 

High Tech High 
Foundation 

Jed 
Wallace Yes 

To strengthen the leadership capacity and abilities 
of the COO and the related organizational 
structures and systems to accommodate and 
support rapid expansion into new communities 
across California. 
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Cohort Organization Grantee Inter- FLA Goal(s) Name view 

2006 
Round 2 

Envision 
Schools 

Daniel 
McLaughlin 
& Bob Lenz

Yes 

To reshape and redefine the roles of the co-CEOs, 
reducing the amount of day-to-day responsibilities 
each has, so that they can focus on the strategic 
aspects of the organization's growth and support 
of new leaders within the organization. 
 
To deepen the cultural leadership competencies of 
the co-CEOs, so that they can sustain the core 
aspects of the organization’s culture while creating 
systems for growth. 
 
To transform and strengthen the board so that it 
can support organizational growth and institutional 
expansion. 

2006 
Round 2 

Grand 
Performances 

Michael 
Alexander Yes 

To redefine the role of the ED and restructure staff 
roles, responsibilities and accountability to align 
with the organization's growth opportunities and to 
leverage the time and attention of the ED to focus 
on the organization's strategic direction and 
external constituents. 
 
To improve the external communications abilities 
of the ED in order to generate greater support for 
the organization, its mission and the roles that the 
arts play in a civil society.  

2006 
Round 2 

Movimiento de 
Arte y Cultura 
Latino 

Tamara 
Alvarado Yes 

To expand the leadership capacities of the ED in 
the areas of organizational planning and 
management, governance and cultural policy to 
advance the organization's mission and vision. 

2006 
Round 2 Otis Art Institute Samuel Hoi Yes 

To define and strengthen a collaborative 
leadership culture that leverages the time and 
attention of the President to focus on the 
organization's strategic direction, board and 
external constituents. 
 
To strengthen the President's leadership capacity 
in strategic visioning and articulating the 
organization’s vision. 

2006 
Round 2 

Pacific Asia 
Museum 

Joan 
Marshall Yes 

To strengthen the ED's leadership capacity, 
enabling her to guide the transformation of the 
organization’s culture, effectively aligning its senior 
staff and operations with the museum's new 
strategic plan. 
 
To redefine the leadership role of the Board of 
Trustees to ensure the effective implementation of 
the strategic plan and successful transition from a 
founder-driven museum to a fully professional 
organization. 
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Cohort Organization Grantee Inter- FLA Goal(s) Name view 

2006 
Round 2 

Springboard 
Schools 

Merrill 
Vargo Yes 

To support the ED to shift her focus from internal 
to external - from management to fundraising, 
advocacy and working with external partners. 
 
To expand the ED's capacity in all three external 
focus areas (fundraising, advocacy, partnership 
development) by supporting her to lead and 
support the Board to take on a more active role in 
supporting the organization's transformation. 

2006 
Round 2 Youth Speaks James 

Kass Yes 
To increase the knowledge, skills and capacity of 
the founding ED to effectively lead the 
organization into the future. 

 

To answer the evaluation questions, we propose to use a combination of data 
collection methods, utilizing both primary and secondary data, as well as 
qualitative and quantitative data. We do this because certain questions are 
best answered by certain methods, but no single method of measurement is 
perfect or complete on its own. Also, as shown in Exhibit 1 on the following 
page, we propose to triangulate data collection methods—review of program 
materials as well as surveys and interviews of key informants—to most 
accurately and completely tell the Fund’s story. These methods will be used 
to gather information from Irvine’s FLA team, the Fund’s organizational 
development consultant, the Fund’s participating executive directors and their 
colleagues (e.g., members of their senior management team and board 
members).  

Exhibit 1 
Triangulation of Data Collection Methods 

 

Enhanced Leadership 
and Organizational 
Capacity of Fund 

Program 
Surveys 

Review of Relevant  
Program Documents 

Key 
Informant 
Interviews 
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Each stage of data collection will inform the next stage. For example, the 

nts 

closed-

 

The interviews, which will include mostly open-ended questions that build on 
 

Throughout the evaluation we will work closely with the FLA team and any 

terials 

am at key 

The evaluation questions to be answered are: 

 Is there a certain profile or tenure of executive directors that is most 

 ation to participate in FLA (in 

  the FLA organizational development 

 tegies is most effective in achieving desired 
 

anagement of executive coaches 

 e 

review of relevant background materials such as the Fund Participants’ 
advancement plans will help us understand the intentions of the participa
and the strategies they have chosen to pursue their ambitions. This 
information will inform the specific questions that we ask in the Fund 
Participant surveys. These surveys will include a large percentage of 
ended questions that ask about Fund Participants’ progress towards goals, 
usefulness of employed strategies and types of successes and challenges to
date.  

survey findings, will provide additional information. For example, an executive
director who indicates challenges in working with staff to implement intended 
changes will have an opportunity to more fully describe the factors that pose 
a barrier to those changes, the strategies he or she has tried and key 
leadership supports.  

designated evaluation liaison(s) within the Foundation to assist us in 
identifying and providing access to key information (e.g., program ma
and grantee contact information) and to facilitate or coordinate our 
interactions with Fund participants. We also plan to meet with the te
points in time throughout the evaluation to receive input into the evaluation 
design, data collection and interpretation of findings, as well as to the 
applications of findings to refine the Fund. 

suited for supports offered by the FLA? 

What is the “right moment” for an organiz
terms of organizational stage of development or other events in the 
organization’s life cycle)? 

In what specific ways does
consultant add value? 

Which of the FLA’s stra
FLA outcomes? Is there a particular combination or sequence that is
more or less effective than others? 

 In terms of selection, use and m
for FLA participants, what seems to be particularly promising? 

How effective are assessment and development activities for th
leadership team and board of FLA grantees? 
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 To what extent are the available funds appropriate for different 
types of supports? 

 How does this type of support help executive directors drive positive 
organizational change and/or other organizational benefits? 

 What are the achievements and short-term outcomes of individual 
grants and across the portfolio? 

 What are the strengths of the FLA design (e.g., flexibility, 
customization and multiple strategies) and process (e.g., 
application/selection, sequencing and timeframe) and in what ways 
could it be improved? 

 
See Attachment A for the FLA goals, strategies and anticipated outcomes.  
 
The evaluation process will include the following steps:  

1. Review and analyze relevant program documentation, 

2. Develop and administer program surveys, 

3. Conduct key informant interviews, 

4. Prepare mini-case studies of selected Fund grantees, and 

5. Synthesize findings and prepare a report describing the story of the 
Fund. 

The timeline shows the sequencing of these evaluation activities (See 
Attachment B).  

1. REVIEW & ANALYZE RELEVANT PROGRAM 
DOCUMENTATION 

With guidance from Irvine’s FLA team, we will request and assemble 
available documentation about the Fund and its participants. Such 
documentation includes Leadership Advancement applications, grantee 
advancement plans and monitoring reports from site visits conducted by 
Carol Gelatt, the organizational development consultant and written 
descriptions of the Fund itself. 

Once compiled, we will review the documents for two purposes. First, the 
documentation will further our understanding of the Fund and the Fund 
Participants, including intentions and processes employed—in terms of both 
content and quality. From these materials, we will be able to create a portrait 
of what the Fund’s grantmaking, technical assistance and other supports look 
like, and who received which types of support and for what purpose. Second, 
this review will help us determine how to best focus our survey and interview 
inquiries.  
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Documents available for all Fund Participants, such as the FLA applications, 
grantee advancement plans and monitoring reports, contain a great deal of 
information about the different grantees’ efforts, intentions, accomplishments 
and challenges. To best understand and utilize this information, we will 
develop an analysis framework based on document templates. Our 
systematic content analysis of relevant documents will use the analysis 
framework to identify cross-cutting themes. In addition, we will code 
qualitative information to the extent possible and appropriate for quantitative 
analysis. We will examine all grantees as a whole as well as by meaningful 
categories such as specific foci of grantees’ goals (e.g., strategic 
communications, senior management or internal systems). We will conduct 
our content analyses in stages, since documents will become available at 
different points in time due to the variety of start and stop dates for Fund 
participation.  

2. DEVELOP & ADMINISTER PROGRAM SURVEYS 

We will develop a brief electronic online survey for all Fund Participants (20 
as indicated in the chart above) and two additional staff and board 
representatives (40 total) to complete. It will contain mostly closed-ended 
questions that ask about specific indicators agreed upon in the evaluation 
design and that build on what we find and learn during the review and 
analysis of program documents. We will provide draft copies of the survey, 
the statements of confidentiality and agreements for participation for the Fund 
for Leadership Advancement team’s review and input.  

We will work with Carol Gelatt and grantees to recommend two other 
organizational representatives for participation in a survey and the interviews 
below. Our intent is that these will include one senior staff member within 
their organization and a board member. These individuals will be asked to 
complete an online electronic survey that contains a similar battery of 
questions to capture their perspectives on the impact of the Fund on its 
participants. We also will consider these same individuals for the key 
informant interviews discussed below. 

The survey will be pilot tested with a couple of grantees. The finalized version 
of the survey will be administered to Fund Participants and organizational 
representatives just prior to the completion of their grant.  

3. CONDUCT KEY INFORMANT INTERVIEWS 

The Fund’s story will be multi-faceted, built from the experiences of each 
participating leader and organization touched by the Fund. Through the key 
informant interviews, we will learn more about varied perspectives and 
experiences to gain an understanding of the common Fund experience as 
well as deviations. The Fund’s value proposition will likely vary from the 
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different vantage points, and these interviews will enable us to ask why this is 
the case. 

BTW will conduct fifty telephone interviews with key informants, including 
Fund Participants (15), two individuals who can speak to the Fund 
Participant’s experience with the program at its impact (a senior team 
member, board member or consultant/executive coach) (30), the Fund’s 
organizational development consultant (1) and the FLA team members (4). 
Interviews will be conducted approximately four weeks after final FLA grant 
reports are due to allow BTW time to review these reports and identify issues 
to be explored further during the interview process. All twelve 2006 Cohort 1 
and 2 Fund Participants (along with two organizational representatives each) 
and three Fund Participants (and two organizational representatives) from the 
Pilot Round will be included in the interview process.  

To prepare for the key informant interviews, we will develop interview 
protocols that are customized to the unique experience of those who 
participate in the Fund. We will obtain input from the Irvine’s FLA team on our 
protocols to ensure clarity, ease of use and relevance. 

4. PREPARE MINI-CASE STUDIES OF SELECT GRANTEES 

An asset of the Fund model is that Participants were asked to submit 
proposals for projects specific to their own leadership needs and the capacity 
building needs of their organizations. As a result, Participant activities range 
widely and in a mix of configurations. In order to help evaluation consumers 
appreciate and understand the different shape and texture of the Fund’s 
capacity building efforts and to provide a story that illustrates and supports 
key findings, we will prepare mini-case studies of three to four Fund grantees 
and their capacity building efforts.  

Drawing upon our experiences with Fund grantees at this point, and in 
consultation with Irvine’s FLA, we will identify grantees for case studies that 
represent highly successful projects as well as those that encountered 
significant obstacles in implementing their program.  

We will conduct approximately three key informant interviews for each 
selected grantee, with specific individuals being recommended by Carol 
Gelatt and FLA participants. We will then prepare a short descriptive profile of 
the grantees’ experience including Fund goals, accomplishments, challenges 
and context. These mini-case studies will be part of the final report but could 
also be used as stand-alone documents.  
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5. SYNTHESIZE FINDINGS & PREPARE REPORT  

We will prepare a draft report that integrates and highlights key findings and 
that tells the story of the Fund and its design, strategies, implementation, 
accomplishments, challenges and lessons learned. We will specifically be 
interested in: 

 Areas of progress, cross-cutting issues, lessons or concerns; 

 Suggestions of ways to refine the selection of grantees based on 
specific characteristics/experiences of participating leaders and on the 
state of an organization’s development and context; and 

 Recommendations regarding changes in the design and 
implementation processes of the Fund to maximize outcomes. 

Our analysis will identify the extent to which there are common outcomes 
across the Fund’s grantees in terms of improved leadership and 
organizational capacity. As appropriate, this report will include charts, graphs 
and other visual data displays.  

Further, our report will discuss the findings in the context of other leadership 
development efforts highlighting the unique contributions or new knowledge 
contributed by the work of the Fund. We will draw on our knowledge of the 
literature and our expertise in this area, including other philanthropic 
endeavors. 

BTW will circulate this draft report to Irvine’s FLA team for review and will 
convene an in-person meeting to discuss the relevance and implications of 
these findings. Irvine will also ask two individuals to serve as external 
reviewers of the report. We will facilitate a discussion to answer such 
questions as: 

 How can these findings be applied to refine the Fund’s goals, 
selection criteria, and program strategies and supports?  

 Which elements of the evaluation will be valuable to communicate 
with which audiences—to the Irvine Foundation, to grantees and to 
the field?  

Based on feedback from Irvine’s Fund for Leadership Advancement team, we 
will then finalize the report and prepare a concise Executive Summary.  
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Program 
Goal:

Target Population:

Grantee organizations 
that:
Have budgets over 
$500k
At least 5 staff
Are at an inflection 
point*
Are not in crisis
Have board 
commitment to the 
process

One or More 
Strategies:

To increase the 
organizational 

effectiveness of 
select grantee 

organizations by 
enhancing the 

leadership 
capacities of 

their executive 
directors (EDs)

Short-term Outcomes 
(18-24 months) :

Long-term Outcomes 
(2+ years):

Improved leadership skills of ED  (i.e. 
ability to establish a vision, delegate, 

effectively steward communications, etc.)

Improved 
effectiveness in 

the ED’s ability to 
develop & 

implement her/his 
vision for the 
organization

Increased professional accountability, 
self-knowledge & job satisfaction of EDExecutive coaching

Executive seminars 

Irvine Fund for Leadership Advancement Theory of Change

Increased 
organizational 

ability to adapt to 
internal & external 

conditions for 
improved 

organizational 
performance, 

relevance & impactIncreased alignment among executive 
leadership, staff & board regarding the 

organizational vision

Organizational 
Consulting 
(including 

assessment and 
development of  

board and 
leadership team or 

system) 

Initial steps undertaken in an 
organizational change effort

A new or enhanced organizational 
structure that supports planned growth, 
distributes leadership & optimizes roles 

for senior management

Increased access to a network of 
resources & expertise by the ED

Peer learning via 
site visits

Leaders who:
Have been an ED for 
2+ years
Have a clear vision 
of the organization’s 
future and priorities
Understand 
organization’s 
internal & external 
change drivers & 
their role
Know the leadership 
qualities they wish to 
develop
Have a desire to 
self-reflect, learn & 
develop

Higher or improved 
level of functioning of 

the organization

INDIVIDUAL

ORGANIZATIONAL

Other Consulting 
(i.e. marketing, 

fundraising)

Planning and 
project support 

from organizational 
development 

consultant

Increased 
retention of 
executive 

directors in 
current role and 
nonprofit sector

Effective 
leadership 

development 
support is 

flexible and 
customized.

♦♦♦
Leaders should 
have access to 

integrated 
leadership 

development 
services.

FLA 
Principles:

* Funding is targeted to organizations that are poised for an upcoming strategic change and have therefore experienced one or more of the following events: (1) a recently completed strategic plan, 
with the organization now ready to, or in the process of, implementing that plan; (2) a new infusion of significant resources and creation or expansion of programs; (3) an organizational transition 
from one-site to a multi-site operation; or (4) new leadership that successfully completed a recent turnaround and positioning of the organization.

New or expanded resources devoted to 
advancing the organization’s 

mission & goals



DecNovOctSeptAugJulyJuneMayAprilMarFebJanDecNovOctSeptAugJulyJuneMayAprilMarFebJan

Survey 
Pilot 

Round

Irvine Fund for Leadership Advancement Evaluation Timeline 2007- 2008

Pilot Round (Start date: Jan. ‘06)

Interview 
Pilot 

Round

Draft 
Final 

Report

2006 Round 1 (Start date: Sept. ‘06)

2006 Round 2 (Start date: Jan. ‘07)

Survey 
‘06 

Round 1

Draft & 
Pilot 

Surveys

Draft 
Interview 
Protocols

Draft Mini-
Case 
Study 

Protocols

2007 2008

Survey 
‘06 

Round 2

Interview 
‘06 Round 

1

Interview 
‘06 Round 

2

Mini-Case 
Studies: 

‘06 Round 
1

Mini-Case 
Studies: 

‘06 Round 
2

Eval Intro 
Letter to 
Grantees

Submit 
Final 

Report

Pilot Rd: 
Final 

Grantee 
Report 

Submitted

’06 Rd. 2: 
Final 

Grantee 
Report 

Submitted

‘06 Rd. 1: 
Final 

Grantee 
Report 

Submitted

Debrief 
findings 
w/ FLA 
Team

Debrief 
findings 
w/ FLA 
Team


	Evaluation Design 4 6 07.pdf
	1. REVIEW & ANALYZE RELEVANT PROGRAM DOCUMENTATION
	2. DEVELOP & ADMINISTER PROGRAM SURVEYS
	3. CONDUCT KEY INFORMANT INTERVIEWS
	4. PREPARE MINI-CASE STUDIES OF SELECT GRANTEES
	5. SYNTHESIZE FINDINGS & PREPARE REPORT 




