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Riverlife has served as 
the standard bearer for 
Pittsburgh’s riverfront vision 
for over 20 years. Now, 
Riverlife is positioned to 
accelerate and enhance the 
implementation of this vision. 
The Implementation 
Framework is Riverlife’s 
roadmap for the next five 
years of the organization.

6 



Appendix B 
The Permanent Financial Instrument Report outlines 
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Matthew Galluzzo, 
President and CEO of Riverlife

“Make this a place where you want 
to bring the people you love.”
These pointed yet poignant words from historian and native Pittsburgher 
David McCullough were a charge to Riverlife’s founders over 20 years ago. Mr. 
McCullough had been invited to speak to the members of the Riverlife Task 
Force on a tour on the famous Gateway Clipper, the group taking to the rivers on 
the boat that evening to survey the opportunities on the city’s riverfronts and 
dream big about their transformation.

These same words would serve as a mission statement of sorts over the coming 
decades as Riverlife worked to build a community vision of world-class parks, 
open spaces, and trails along the riverbanks. As they continue to ring true today, 
we might also ask the question, who is the “you” in that statement?

While tremendous investment has been made over the past several decades in 
connecting Pittsburghers back to the riverfronts and changing the green face 
of the city, too often these improvements have not benefited everyone in our 
region equally. Not everyone has felt welcome on the riverfronts, particularly 
communities of color and those who live or work in non-river-adjacent 
neighborhoods. This is a hard truth; it’s also an opportunity as we evaluate how 
far we’ve come and the gaps that remain in Pittsburgh’s riverfront experience.

As a leader in the transformation of the city’s riverfronts, Riverlife carries a unique 
and privileged responsibility. We’re built to be the standard-bearer of a community-
driven vision, to endure, and to deliver for all Pittsburghers. We will keep the original 
promise of our founders to make these riverfronts exceptional, and chart a course 
to deliver on new promises - in this case, that everyone has the ability to bring their 
loved ones to enjoy the riverfronts, regardless of where they live or who they are. 

The Implementation Framework on the following pages is our path together to 
realize a powerful regional transformation; a road map for the work that remains 
- ensuring that the riverfronts are for all. This plan has been guided by strong 
community input and direction. Perhaps you were one of the more than 5,000 
people to weigh in during the public process that shaped this plan because you 
too see the potential of the riverfronts. Our charge at Riverlife is to harness that 
overwhelming energy and momentum.

We would be remiss if we did not note that the backdrop for our planning effort has 
been the COVID-19 pandemic, which has drawn into sharp focus the necessity of the 
riverfronts to the people of our region. During the toughest times of the past year, we 
saw record numbers of people turning to the riverfront trails, parks and watercraft 
areas for wellness and recreation. This behavior shift does not look to be temporary. 

It cannot be overstated how important this moment is for our community and the 
future of our riverfronts. Riverlife will work to validate the hard work, input, and 
investments people and partners across the region have put forth in building this 
implementation framework. We will be the steady hand at the helm to guide the 
vision. We will develop exceptional places and experiences. We will solve persistent 
challenges. We will make sure that the riverfronts belong to everyone. And, most 
importantly, we will embrace it all—the grit, the beauty, the history, the quiet moments. 

Together, we will create, activate, and celebrate the places where you bring the 
people you love. 

Matthew Galluzzo, President and CEO, Riverlife

This moment 
is special. The 
Implementation 
Framework on 
the following 
pages is our path 
together to realize 
a powerful regional 
transformation; a road 
map for the work that 
remains - ensuring 
that the riverfronts 
are for all.

10  |  Riverlife Implementation Framework



INTRODUCTION  |  11INTRODUCTION  |  11



12  |  Riverlife Implementation Framework

Executive Summary

The Implementation Framework is a critical tool that will help Riverlife 
guide organizational growth and ensure that Riverlife is on the right path 
to achieving their mission. This document will be used by Riverlife Staff 
and the Board to guide the organization for the next five years. 

The process was facilitated by evolveEA and allowed the Board and Staff 
to evaluate and shape the future trajectory of the organization. It took 
place over a fourteen-month period, from April 2020 to May 2021, and 
was preceded by board-level strategic visioning in 2018-19 and staff-
led future visioning by the board in early 2020. The process included 
a wide range of data collection and analysis, discussion and synthesis 
of information, and stakeholder engagement. The process consisted of 
three-phases, which were structured around several guiding questions. 
evolveEA developed a process to explore each question that would 
inform the outcomes listed on the adjacent page. 

This process included input and decision-making from numerous 
Riverlife stakeholders, including a Steering Committee, the public, 
interviews and focus groups, and Riverlife’s Board of Directors and 
Staff. Each stakeholder group played a unique role and was engaged 
intentionally during key decision points to explore the guiding questions.

At its core, the Implementation Framework builds on 20 years of 
organizational accomplishments and brings a fresh lens, and renewed 
focus on social equity, to achieve thriving, world-class riverfronts that 
are essential to the region and belong to everyone. The high-level key 
components of the implementation framework can be found on the next 
spread, and more information about various elements of the planning 
process, findings from the context analysis, and details on the priorities 
and goals are included in the report that follows.

The Implementation Framework is Riverlife’s roadmap 
for the next five years.
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Process & Key Decisions

PHASE ONE | APRIL - JULY 2020

LOOKING BACK

Exercise
Gather input from the Board and work 
with the Governance Committee to 
iterate bedrock statements.

Adoption
The Board adopted Riverlife’s bedrock 
statements during the July Board meeting.

Exercise
Gather input from the Steering 
Committee and Board regarding what 
Riverlife should work on and what 
Riverlife is most suited to work on. 

Presentation & Discussion
Present five potential models, evaluation 
criteria, and role matrix. Discuss decision-
making forces, suggest a recommended 
model(s), and come to a consensus.

Exercise
Assess the remaining gaps in the Loop 
and provide design recommendations to 
complete and enhance the Loop.

Presentation & Adoption
Develop a five-year workplan with 
priorities, strategies, initiatives, 
outcomes, and indicators. The Board 
adopted Riverlife’s five-year workplan at 
the May 2021 Board meeting.

Presentation 
Present a synopsis of existing documents, 
takeaways from the interviews and focus 
groups, media scan, and observations 
related to Riverlife’s influence.

Discussion
Discuss organizational context findings 
and establish opportunities and 
challenges to inform Riverlife’s model.

Exercise
Model the implications of the 
recommended model on organizational 
capacity, staff skillset, budget, etc.

Presentation & Adoption
Present recommendations and discuss 
them with the Board. The Board adopted 
Riverlife’s staffing plan and budget at the 
December Board meeting.

Organizational History

Context Analysis

Mission, Vision, & Values

Decision-Making Forces

Organizational Model

Evaluation Criteria

Role Matrix

Priority Business Lines

Five-Year Workplan (incl. priorities, 
strategies, initiatives, & outcomes)

Staffing Plan

Operating Budget

Performance Indicators

Exercise
Explore potential indicators and alignment 
with regional and national tracking.

Presentation & Adoption
Present recommended indicators and 
discuss them with the Board. The Board 
adopted indicators related to Riverlife’s 
context, mission, vision, and projects at 
the February board meeting.

PHASE TWO | AUG - NOV 2020

LOOKING AHEAD
PHASE THREE | DEC ‘20 - MAY ‘21

MOVING TO ACTION

G U I D I N G  Q U E S T I O N S

How can Riverlife’s vision, 
mission, and values best 

communicate who they are and 
the change they want to see?

What should inform where 
Riverlife works, which issues 
they address, and what role 

they play?

What activities will lead 
Riverlife to accomplish 

their mission and over what 
timeframe?

How should Riverlife’s context 
inform their organizational 

model and operations?

How would an expansion of 
service area and/or scope 

impact Riverlife’s operations?

What outcomes and indicators 
should define Riverlife’s 

progress?

FRAMEWORK 
COMPONENTS
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We believe Pittsburgh’s rivers 
bring life to our region.

WE ARE

OUR
VALUES

We elevate social equity. 
We embrace innovative ideas. 
We advocate for great design.
We collaborate and connect.
We are a trusted leader.
OUR
VISION

We envision a Pittsburgh 
where thriving world-class 
riverfronts are essential to the 
region and belong to everyone.
OUR
MISSION

We create, activate, and 
celebrate Pittsburgh’s 
riverfronts, connecting people 
through exceptional places 
and experiences.

IMPLEMENTATION FRAMEWORK

COMPLETE & 
ENHANCE THE LOOP

EXPAND THE LOOP

ADVANCE MISSION-
CRITICAL ISSUES

WHAT WE DO...

3

2

1
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HOW WE DO IT...
VISIONARY 
& TACTICAL 
PLANNING

ESSENTIAL 
PROJECTS

EXTERNAL AFFAIRS

OPERATIONS

CATALYTIC 
PROGRAMMING

STRATEGY

STRATEGY

STRATEGY

OUTCOMES

OUTCOMES

OUTCOMES

1.1. Advance key Loop projects that 
complete the network of open 
spaces, trails, and parks along the 
riverfronts and into neighborhoods

2.1 Form organizational partnerships 
in key communities and elevate 
riverfront as clear priority

3.1 Elevate efforts that transform 
riverfront infrastructure and 
environmental quality

1.2. Refresh and reposition key parts of 
the Loop with signature infrastructure 
and placemaking investments

2.2 Identify and create signature 
riverfront projects in target 
neighborhoods with key partners

3.2 Engage in partnership-driven 
efforts to create pathways to 
equitable riverfronts

1.3 Activate and celebrate the 
riverfront through catalytic 
programming

2.3 Leverage Riverlife’s established 
leadership role to create a 
cohesive world-class riverfront 
experience outside the Loop

1.4 Leverage thought leadership 
role to create a cohesive world-
class riverfront experience

2.4 Activate and celebrate the 
riverfront in expansion area 
through catalytic programming

1.5 Create, implement, and sustain a 
world-class experience within the Loop

No fewer than two missing network connections will be completed by 2026, and the remaining 
sections will be queued for completion by 2031.

Formal partnerships will be in place with no fewer than three communities outside the Loop.

Establish at least one formal partnership for each mission-critical infrastructure and 
environmental issue.

Complete at least one initiative (project, plan, or program) of regional significance.

At least one signature space and corridor/node will be repositioned with capital investments 
and attractions/amenities that serve as a beacon for residents and visitors, and two additional 
spaces will be queued for completion by 2031.

No fewer than three communities will partner with Riverlife to initiate co-created projects 
outside the Loop by 2026.

At least one signature project will be completed in targeted expansion communities by 2026.

At least one consensus-building planning effort is completed with partners to define what 
equitable riverfronts means and how each organization will advance initiatives in its achievement.

Regional coalitions will be organized to connect disconnected neighborhoods to the riverfronts.

A regionally unique and inviting vibrancy will be developed through a series of community-
driven installations and programmatic offerings.

Robust organizational infrastructure and codified collaborative arrangements will be in place to 
sustain critical initiatives.

Key riverfront projects and processes in expansion areas will be stewarded by a robust 
coalition of public and private partners led by Riverlife.

Established tools and resources will be leveraged to benefit expansion areas.

A regionally unique and inviting vibrancy will be advanced through a series of community-
driven programmatic offerings.

Key riverfront areas will be transformed through projects and processes with discernible public 
benefits, stewarded by a robust coalition of public and private partners.

The infrastructure for a multifaceted partnership with diverse and permanent financial 
resources will be in place to provide ongoing routine care and maintenance.

INTRODUCTION  |  15
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Organizational History
Riverlife has served as the standard bearer for 
Pittsburgh’s riverfront vision for over 20 years.

Since 1999, Riverlife has worked to create, activate, and 
celebrate Pittsburgh’s riverfronts. A nonprofit leader in 
building a community vision for Pittsburgh’s riverfronts, 
Riverlife has overseen a $132 million investment in the 
city’s waterfront transformation, catalyzing $4.2 billion 
in related economic development, arts and culture, and 
ecological sustainability on or adjacent to the city’s 
riverbanks. Riverlife centers their work on the belief 
that the riverfronts belong to everyone, and world-
class riverfront experiences can be created for all using 
community-driven, equitable development and high-
quality, regenerative design. 

RIVERLIFE TIMELINE

Riverlife created a resource 
for landowners and developers 
advancing new real estate projects 
along the riverfronts. These 
guidelines laid out Riverlife’s 
expectations for riverfront 
development so that they would 
contribute to the achievement of 
Riverlife’s Vision Plan.

This is the first plan created by 
Riverlife, and it sought to radically 
rethink Pittsburgh’s rivers and 
riverfronts. Riverlife led a community 
visioning process involving hundreds 
of community meetings to arrive 
at a commonly held vision for the 
riverfronts, including a continuous 
system of parks and open space 
along the City’s riverfront.

The famous view of Pittsburgh’s skyline 
from the Fort Pitt Bridge was threatened 
when 42” solid concrete traffic 
barriers were to be installed during a 
2000 bridge rehab. Riverlife brought 
together architects and engineers 
to design a new bridge barrier 
prototype that not only preserved 
the views but became a PennDOT 
standard across the Commonwealth.

20022001 2001
PLANNING 
Three Rivers Park 
Design Guidelines

PLANNING
Vision Plan for 
Pittsburgh’s Riverfronts

PROJECT
Fort Pitt Barriers
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Riverlife was formed 
over twenty years ago by 
a coalition of property 
owners, environmentalists, 
philanthropists, and 
community members who 
called for the creation 
of a plan to reclaim 
Pittsburgh’s underutilized 
riverfronts for the people 
of the region and the 
region’s visitors.
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Riverlife Task Force founded
Building on the efforts of trailblazing groups that helped establish Pittsburgh’s burgeoning 
riverfront open space system, Riverlife’s founders saw a once-in-a-lifetime opportunity to 
create a master vision for Pittsburgh’s riverfronts.

Building on the Vision Plan, Riverlife 
undertook a more tactical planning 
effort to address how they could 
create the continuous riverfront 
system of parks, trails, and open 
space. It examined existing gaps in 
the Loop and how to connect them, 
and guided Riverlife’s strategy for 
nearly two decades.

After successfully collaborating 
with partners on projects like 
the North Shore Great Lawn 
and Rivers Casino amphitheater, 
Riverlife led planning, fundraising, 
and construction management 
in partnership with the City of 
Pittsburgh on the linear park and trail 
connection along the Monongahela 
River at the historic Mon Wharf.

1999

2003 2009
PLANNING 
Connecting the Loop

PROJECT 
Mon Wharf Landing
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Riverlife, the Urban Redevelopment 
Authority, and The Soffer 
Organization converted the former 
South Side J&L Steel barge dock 
into a park providing public access 
to the Monongahela River for the 
first time in generations, while also 
creating a significant connection to 
the Great Allegheny Passage and 
Three Rivers Heritage Trail.

2012
PROJECT
South Shore 
Riverfront Park
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Riverlife was formed 
over twenty years ago by 
a coalition of property 
owners, environmentalists, 
philanthropists, and community 
members who saw the pressing 
need to develop a plan to 
reclaim Pittsburgh’s underutilized 
riverfronts for the people of the 
region and the region’s visitors. 
Their vision led to the creation of 
Riverlife, then known as Riverlife 
Task Force, and the goal of 
creating world-class waterfronts 
that belonged to everyone.

From the very beginning, 
Riverlife’s work was 
community-centered. Riverlife 
conducted hundreds of 
public meetings and gathered 
feedback from thousands 
of Pittsburghers, asking, 
“What would you like to see 
on Pittsburgh’s riverbanks?” 
This public process shaped 
Riverlife’s 2001 Vision Plan 
for Pittsburgh’s Riverfronts, 
which called for the creation 
of an interconnected riverfront 
open space system that 
would grow to encompass 
over 15 miles of riverbank 
and 880 acres of public open 
space on land and water. The 
plan served as a guide for 
transformational riverfront real 
estate development, elevating 
contextual building design and 
public amenities for a cohesive 
riverfront experience. 

After two-plus decades of 
planning and projects that 
have expanded the scope of 
Riverlife’s riverfront leadership, 
Riverlife’s area of emphasis 

is still centered around the 
Downtown confluence of 
the three rivers and defined 
by signature landmarks: the 
West End Bridge that spans 
the Chateau and West End 
neighborhoods on the Ohio; 
the 31st Street Bridge on the 
Allegheny; and the Hot Metal 
Bridge on the Monongahela 
near SouthSide Works and 
Hazelwood. However, their 
scope has now expanded 
to include communities 
directly adjacent to the Loop 
(Hazelwood, Manchester/
Chateau, Lawrenceville, and the 
West End) as well as mission-
critical issues that impact the 
existing loop geography.

While today’s Pittsburgh 
riverfront boasts world-class 
moments, challenges and gaps 
remain in creating a world-
class experience for all. Future 
infrastructure projects and 
investments along the region’s 
rivers must elevate ecological 
sustainability and maintenance 
solutions to protect the 
progress that has already been 
made. Additionally, Riverlife’s 
work moving forward elevates 
social equity while building on 
the founders’ best-in-class 
legacy. The riverfronts are 
essential to the region, and the 
community vision for a vibrant 
continuous open space network 
is even more relevant now than 
it was in 1999. Riverlife remains 
in a key leadership role to 
actualize that vision and deliver 
a riverfront experience that 
serves everyone and becomes a 
calling card for Pittsburgh.

This federally-funded plan was 
shaped by a public process led 
by Riverlife and partners for the 
redevelopment of a 6.5-mile 
corridor along the Allegheny River, 
creating a new vision for real estate, 
transit, and ecological restoration 
along the Allegheny-adjacent 
neighborhoods of Downtown, Strip 
District, Lawrenceville, Highland 
Park, and Morningside.

PLANNING
Allegheny Riverfront 
Green Blvd. Plan

2012

Riverlife led a signature lighting 
installation, Energy Flow, on the 
Rachel Carson Bridge, which 
catalyzed future bridge lighting 
installations by Riverlife’s public 
partners. The lights showed a 
real-time visualization of wind 
speed and direction and the 
electricity for the installation 
was generated by wind turbines 
attached to the bridge’s arches.

PROGRAM
Energy Flow Bridge 
Installation

2016
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Riverlife’s guide to successful 
riverfront development included 
recommendations about design, 
connections to the river, public 
art, environmental sustainability, 
and more. Some of these 
guidelines were used by the 
City as they updated their own 
riverfront policies.

After years of continuous use 
and deferred maintenance, 
Riverlife, DCNR, and the Allegheny 
Conference led the effort to 
restore the National Historic 
Landmark Park’s lawns, woodlands, 
promenade, and iconic fountain.

2014
PLANNING
A Guide to Riverfront 
Development

2013
PROJECT
Point State Park 
Renovation

Building on the larger Green 
Boulevard plan, this plan focused 
more on detailed strategies for 
activating the riverfronts and 
providing riverfront access and 
open space between 11th Street 
and 31st Street along the Allegheny 
River in Pittsburgh’s Strip District 
neighborhood.

2015
PLANNING
Strip District Riverfront 
Park Vision Plan

Riverlife played a major role in 
raising funds for the planning 
and design of the Mon Wharf 
Switchback. The Mon Wharf 
Switchback provides an accessible 
and bike friendly connection from 
the Smithfield Street Bridge, the 
Eliza Furnace Trail, and the Great 
Allegheny Passage to the Mon 
Wharf.

The City of Pittsburgh created new 
riverfront zoning with a 125’ riverfront 
setback and incentivized the creation 
of public space and trails along the 
riverfronts. Riverlife supported and 
celebrated this zoning change, which 
in some ways codified in policy 
Riverlife’s design guidelines and 
visions for the riverfront.

In 2020 Riverlife and partners 
launched Artwalk on the Allegheny 
and Pittsburgh Creative Corps 
to activate the riverfronts with 
signature public art and place 
making initiatives. 

2018
PROJECT
Mon Wharf 
Switchback

2018
PLANNING 
RIV Zoning 
Legislation Passed

2020
PROGRAM 
Artwalk and Pittsburgh 
Creative Corps

RIVERLIFE’S CONTEXT  |  21



22  |  Riverlife Implementation Framework

What macro-level economic, demographic, 
political, or community situations affect the 

organization’s operating environment?

How do environmental, economic, social 
equity, and identity-related factors in the 
Pittsburgh region impact Riverlife’s work?

How do partners/stakeholders perceive 
Riverlife? What do stakeholders suggest 

they do differently?

What needs or issues are affecting the 
organization’s constituents? How can Riverlife 

best meet these needs?

LARGER TRENDS 
AND ISSUES

MISSION/VISION-
RELATED FACTORS

PERCEPTIONS OF 
EXTERNAL STAKEHOLDERS 

AND PARTNERS

COMMUNITY NEED

EXTERNAL FACTORS
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Context Analysis
Understanding Riverlife’s internal and external context 
will enable the organization to make deliberate 
decisions about their future.

Riverlife was established in a period when political support and public 
support aligned to create a new coalition to envision the future of 
Pittsburgh’s riverfronts. Twenty years later, the Pittsburgh region has 
experienced a shifting political landscape, shifting funder priorities, 
changing constituent needs, and greater urgency to confront historical 
and systemic imbalance and address social equity. The organization has 
experienced internal shifts as well, including executive transitions, new 
geographies, new services, and shifting priorities.

Understanding Riverlife’s unique context - both internally and externally 
- enables them to make deliberate decisions about the future of the 
organization. A number of internal and external factors were identified as 
influential context for the future of Riverlife. 

The following factors were analyzed through the course of the project:

How is Riverlife structured to perform its 
work? Are roles and responsibilities clear?

What services is Riverlife most suited to 
perform? Where is Riverlife less skilled?

What are the values, interests, and motivations 
of this organization to perform its work?

How well does the way Riverlife completes its 
work align with its values and mission?

Does the organization have the systems it needs 
and are the systems strong and flexible? Do the 
systems support its work or create obstacles?

STRUCTURE

COMPETENCIES

CULTURE

PRACTICE

SYSTEMS

INTERNAL FACTORS
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Community engagement
The public co-created the vision for the future of 
Pittsburgh’s riverfronts with Riverlife and provided input 
on the future of the organization through an online 
interactive tool (StoryMap) and a virtual public meeting. 
Both engagements included online surveys. See the 
Completing the Loop report for more information.

Interviews and focus groups with Riverlife 
stakeholders, staff, and Board members
Interviews and focus groups with over seventy-five Riverlife 
stakeholders produced insights on the future of Pittsburgh’s 
rivers and Riverlife. The discussions shed light on the 
public perception of Riverlife, the importance of Riverlife’s 
relationship with developers, the need for more thoughtful 
care and maintenance of Pittsburgh’s riverfronts, the 
desire for Riverlife to be a bold advocate and standard 
bearer for the riverfronts, the desire for Riverlife to elevate 
social equity, and encouragement to complete the Loop.

Steering Committee Workshops
Steering Committee Workshops were convened with a 
diverse group of Riverlife stakeholders. They identified 
the next challenges for Pittsburgh’s riverfronts and 
Riverlife, provided input on Riverlife’s prioritization of 
future efforts, and informed Riverlife of how they can 
be an effective partner in future initiatives.

Review of past documents 
Over Riverlife’s more than twenty-year history they 
have produced several documents, including planning 
documents, guidelines, and project implementation 
documents. A review of past documents revealed 
several recurring organizational values and provided a 
history of the organization. 

Assessment of Riverlife’s current and 
completed initiatives along the Loop
An assessment of Riverlife’s 15-mile network of 
riverfront trails and open space revealed several 
successful past initiatives as well as several remaining 
gaps in the Loop. The assessment was performed 
using an objective scoring tool that rated segments 
within the Loop based on five categories. See the 
Completing the Loop report for more information.

Evaluation of Riverlife’s bedrock 
statements (mission, vision, and values)
Leadership understood that the organization needed to 
undertake a rigorous process to update their bedrock 
statements. Prior to this process, Riverlife did not have 
an adopted vision or values, only a mission statement. 

New statements were established through an iterative 
process and were adopted by the Board. This exercise 
revealed the historic core values of the organization 
and clarified Riverlife’s future aspirations.

Evaluation of current competencies and 
practice
Numerous exercises were facilitated with Riverlife 
Board members and staff to evaluate the organization’s 
current capabilities, organizational structure, core 
functions, and alignment of their activities with their 
newly adopted bedrock statements.

Review of organizational history and 
infrastructure
Interviews with Board members and past and 
current Riverlife staff provided a clear story of the 
organization’s history, it’s current strengths and 
weaknesses, and how the organization is structured to 
perform specific types of activities.

Regional and national trend analysis
Regional and national economic, environmental, and 
social equity trends were analyzed to understand 
how this context may affect Riverlife’s operating 
environment. See Context Trends for more information.

Analysis of COVID-19 impacts
The impacts of COVID-19 were assessed to 
determine how shifting community needs and 
resource distribution may impact Riverlife’s decision 
regarding service area and geographic expansion. 
Discovering how COVID-19 exacerbated the inequities 
in the Pittsburgh region provided further reason to 
incorporate social equity as one of Riverlife’s values.

Perceptions analysis
Interviews and focus groups were performed to better 
understand the perceptions of external stakeholders 
and partners and to gather their thoughts regarding 
the future of the organization. A media scan was also 
performed, including a review of newspaper coverage, 
which revealed public perceptions of the organization. 

Review of growing economic pressures 
in the Pittsburgh area
A review of the economic pressure in the Pittsburgh 
region revealed that significant value is being created 
along Pittsburgh’s riverfronts, including over $1 billion 
in the planned redevelopment of Hazelwood Green, 
Chateau, and Lawrenceville. All three areas are directly 
adjacent to the existing Loop geography and will have 
social equity implications.

Discovery Methods
The following methods were utilized to develop an understanding of Riverlife’s past performance, benchmark 
against aspirational ideas, and build a dataset of internal and external factors that impact Riverlife’s context. 
The methods were as follows:
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75+
individuals 
interviewed

200+
newspaper articles 
reviewed

40+
documents 
reviewed

3
Steering Committee 
Workshops

75+
Riverlife & evolveEA 
working meetings

9
Board of Director 
Meetings

15+
miles assessed

5,000+
unique public 
engagement participants
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What We Learned
The Context Analysis produced several key findings, including:

ADDITIONAL FINDINGS
Build collective ownership: Creating publicly 
accessible riverfronts has remained core to Riverlife’s 
mission since its founding. Now, the organization is 
challenged to not only make Pittsburgh’s riverfronts 
accessible but ensure that the community feels 
collective ownership of the riverfronts and that 
anyone is welcome there.

Build momentum: New executive leadership along 
with new bedrock statements and the Completing 
the Loop report provide an opportunity to start fresh 
with Riverlife stakeholders and the public, and provide 
momentum to hit the ground running.

Launch a public campaign: Riverlife has an 
opportunity to expand their circle of support through 
a public campaign publicizing a re-launch to Complete 
the Loop. This would bring publicity to Riverlife and 
invigorate Pittsburghers to reconnect with their rivers.

Elevate into a national model: Past precedent 
research and interviews have shown that Riverlife 
represents a unique organizational model that has not 
been replicated anywhere else. This provides unique 
opportunities for Riverlife to become a national model 
that revitalizes the country’s riverfronts through 
collaboration and partnership.

KEY FINDING #2
Expand geography
In order to achieve their mission, Riverlife 
will need to consider which geographies they 
must work in to have the greatest impact. 
Expanding to adjacent geographies would 
increase equitable access to Pittsburgh’s 
riverfronts and reinforce the existing 
investment in the Loop.

Riverlife should use their platform 
to amplify underrepresented 

voices and engage in planning, 
programs, and projects that 

benefit all Pittsburghers.

Communities and municipalities 
outside of the Loop would 
welcome assistance from 

Riverlife when invited.

KEY FINDING #1
Elevate social equity
Riverlife must amplify social equity in their 
work. Social equity should be considered 
in every organizational decision, from what 
geographies they work in to their engagement 
processes. While progress has been made, there 
is still a long way to go to provide equitable 
access to Pittsburgh’s riverfronts.
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Balance capacity: Capital projects often take years 
or decades to plan for, fund, and implement. To 
maintain visibility, Riverlife must implement short-
term initiatives as well, and balance capacity between 
short-term highly visible projects and long-term 
systemic projects.

Diversify funding: The COVID-19 pandemic and other 
regional needs may challenge Riverlife’s ability to 
acquire funding for capital projects and operational 
funding, limiting the organization’s ability to increase 
their organizational capacity.

Clearly define scope: Riverlife will need to clearly 
define their geographic and content scope so as not 
to step on the toes of or overlap with other regional 
nonprofits. Similarly, there is pressure for Riverlife to 
be and do many things for a variety of stakeholders so 
the organization must be clear about what services 
they will offer and where.

KEY FINDING #3
Expand scope
Riverlife’s reputation as a trusted convener 
and collaborator lends well to related 
environmental issues. Riverlife has an 
opportunity to expand their thematic scope 
by partnering with and amplifying the work of 
their partners.

KEY FINDING #4
Much to do to complete the Loop
The Loop scorecards reveal that there is 
still much work to be done to complete the 
Loop. After over twenty years of advancing 
the Loop, the remaining gaps pose unique 
challenges due to physical, ownership, and 
other barriers, as well as high price tags.

Riverlife should be a bold 
advocate for design excellence 

and environmental issues.

Don’t abandon the Loop!
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What Does This Mean for Riverlife?
The key findings from the context analysis have influenced Riverlife’s 
decision-making regarding the future of the organization and has informed 
the following components of the Implementation Framework:

MISSION, VISION, & VALUES
Revise and adopt new bedrock statements (vision, mission, and values) 
that better reflect the organization’s values and current context, while 
elevating social equity. 

RIVERLIFE’S MODEL
Expand Riverlife’s geographic service area to adjacent and specific 
geographies where Riverlife is an invited partner (Hazelwood, Chateau/
Manchester, Lawrenceville, and West End). This will enable Riverlife 
to more equitably serve the Pittsburgh region and provide value in 
communities that are experiencing significant economic pressures.

MISSION-CRITICAL ISSUES 
Expand Riverlife’s model to include mission critical issues of regional 
influence and impact. Doing so will reinforce and protect Riverlife’s 
existing investments and will provide better alignment with the 
organization’s bedrock statements. 

EVALUATION CRITERIA
Refer to a set of evaluation criteria to help the organization determine 
whether certain activities align with the organization’s mission, model, and 
ability to effectively complete the work.

WORKPLAN
Refer to a 5-year workplan that prioritizes Riverlife initiatives based on 
the organization’s bedrock statements and internal context.

ROLE MATRIX
Refer to a role matrix to help the organization evaluate what role to play 
when projects are outside of the organization’s core competencies or 
capacity, or would be better led by a different organization or agency. 

STAFFING PLAN
Grow Riverlife’s staff capacity, positioning themselves to more effectively 
achieve their mission and meet their strategic goals.

pg. 34

pg. 38

pg. 52

pg. 56

pg. 41

pg. 57

pg. 60
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# of Combined Sewer 
Overflows (CSOs) 

Trajectory  Increasing (since 2019)
Baseline (2020)  47 Combined Sewer 

Overflows
Source ALCOSAN Combined Sewer 

Overflow Alerts

City of Pittsburgh Gross 
Domestic Product (GDP) 

Trajectory  Increasing (since 2018)
Baseline (2019)  $145,529,947

Source Bureau of Economic Analysis

City of Pittsburgh Equality 
Score

Trajectory  Consistent (since 2017)
Baseline (2018)  55 (out of 100)

Source Pittsburgh Equity Indicators

# days where Pittsburgh’s 
Air Quality Index (AQI) 

exceeds 50
Trajectory  Decreasing (since 2018)

Baseline (2020)  168 Days
Source EPA Air Quality Index Report

# of Accolades
Trajectory  Decreasing (since 2019)

Baseline (2020)  5 best of lists
Source Visit Pittsburgh

% of Adults who are 
Physically Inactive

Trajectory  Increasing (since 2010)
Baseline (2016)  22% of adults

Source ACHS 2015-2016; 
ACHD Community Indicators

Environmental 
Trends

Economic 
Trends

Social Equity 
Trends

Annual Evaluation of Context Trends
Riverlife has identified key context trends that will be used to evaluate 
the organization’s context on an annual basis. Evaluating these trends 
will allow Riverlife to make course corrections as needed so that they 
continue to embody their bedrock statements and work towards the 
fulfillment of their vision and mission. The three context trends that 
Riverlife will track include:

47 
CSOs 
(2020)

146 million
GDP

(2019)

55
Equality Score

(2018)

168
> 50 AQI Days

(2020)

5
Pittsburgh Accolades

(2020)

22%
of adults
(2016)
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Environmental Trends

Economic Trends

Social Equity Trends
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236
Days229
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Days249
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VISION
We envision a Pittsburgh where thriving 
world-class riverfronts are essential to the 
region and belong to everyone.
MISSION
We create, activate, and celebrate 
Pittsburgh’s riverfronts, connecting people 
through exceptional places and experiences.

VALUES
We elevate social equity. 
We center our work on the idea that 
the riverfronts belong to everyone 
and must be a model for community-
driven, equitable development.

We embrace 
innovative ideas. 
We tackle big challenges with 
creative solutions that drive 
transformational change.

We advocate for 
great design.
We cultivate riverfront experiences that 
are elevated by high-quality, community-
focused, and regenerative design.

We collaborate and 
connect.
We nurture broad-based partnerships 
with community, philanthropy, and key 
stakeholders to advance our mission. 

We are a trusted leader.
We advance a shared vision through 
our unique position at the intersection 
of economic development, arts & 
culture, and sustainability.
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Mission, Vision, & Values
Riverlife’s bedrock statements are the foundation of the  
organization and the Implementation Framework.

Together, Riverlife’s mission, vision, and values are the bedrock of the 
organization and the Implementation Framework. All that Riverlife does should 
be measured or informed by these statements in some way. Riverlife’s Vision 
is people-focused, ambitious, and describes the change they would like to see. 
Their Mission centers the organization in the vision and describes how they 
contribute to its achievement. Riverlife’s Values guide the organization’s 
work to create thriving riverfronts. As a collection, Riverlife’s bedrock 
statements articulate the unique value proposition of the organization at the 
intersection of arts and culture, economic development, and sustainability.

Key themes within the bedrock statements include:

A focus on Pittsburgh, because Riverlife’s work is 
centered on and tied to this place

Partnerships and collaboration, which are core to Riverlife’s 
work and will continue to frame their efforts moving forward

Putting people at the center of Riverlife’s work, to ensure 
that the riverfronts belong to and connect all people

Social equity is an important lens to Riverlife’s work that 
is integral to every initiative the organization pursues

Vision & Mission Indicators
Riverlife has identified indicators that will be used to measure their 
progress towards achievement of their vision and mission. Riverlife will 
establish a baseline for these indicators in 2021 and measure their progress 
towards achievement of their vision and mission on an annual basis.

VISION INDICATORS MISSION INDICATORS

# of awards & 
recognition for 
riverfront work

# of people who 
feel the riverfront 

experience is 
world class*

# of Riverlife 
projects

# of media 
mentions that 

associate Pittsburgh 
as a river city

# of people that 
associate Pittsburgh 

as a river city*

# of Riverlife 
programs & 

events

# of users 
measured 

by zip code/
demographic

% of people who 
feel welcome on 
the riverfront*

# of Riverlife 
media mentions 

& advocacy 
engagements

World 
Class CreateEssential to 

the Region ActivateBelong to 
Everyone Celebrate

* Riverlife will conduct an annual user survey to measure this indicator.
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Social Equity

As Riverlife enters its next organizational chapter, it does so in conjunction 
with a broader and necessary conversation centered on embedding equity 
and inclusion into mission-based work. Riverlife embraces its responsibility 
to advance these critical elements - both internally and externally - and 
believes that success in the 21st century context requires it. Through the 
Implementation Framework Process, Riverlife made a commitment to 
equity, which is described on the adjacent page.

Social Equity in the Implementation Framework Process
The concept of social equity was discussed during the Implementation 
Framework process on multiple occasions, starting with the April 2020 
Board Retreat where the organization began to develop new bedrock 
statements. In advance of this meeting Board members completed a 
survey where they were asked what social equity means to them, to what 
extent they felt Riverlife espouses social equity, and whether Riverlife’s 
values should directly address equity. 

In July 2020 the board participated in a workshop on social equity, where 
evolveEA presented the different meanings of equity, frameworks for equity, 
and plans for equity in action. As a result, the board agreed to pursue a 
1-year plan to further investigate social equity in Riverlife’s work. Later that 
month Riverlife hosted the first Steering Committee workshop where they 
solicited feedback on how Riverlife can elevate social equity in their work.

In October Riverlife launched an online interactive StoryMap to gather 
feedback from the general public on the Implementation Framework 
and the Completing the Loop report. The StoryMap engaged over 3,000 
unique participants and produced over 1,000 survey responses. The survey 
included questions about how welcome people feel on the riverfronts and 
how Riverlife can ensure the riverfronts belong to everyone. 

Moving forward, Riverlife will build on this foundation with a comprehensive 
Diversity, Equity, and Inclusion (DEI) planning process that will take place 
from May to December 2021.

Social equity is an important lens to Riverlife’s work that 
is integral to every initiative the organization pursues.

While tremendous 
investment has been 
made over the past 
several decades in 
connecting Pittsburghers 
back to the riverfronts... 
too often these 
improvements have 
not benefited everyone 
in our region equally. 
Not everyone has 
felt welcome on the 
riverfronts, particularly 
communities of color.



Inclusive and authentic 
engagement 

Diverse decision-makers who engage 
in transparent decision-making

Fair distribution of the benefits 
and burdens of Riverlife’s 
initiatives across all populations, 
and current and future generations

For every initiative that Riverlife pursues, they will 
work with communities, organizations, and other 
stakeholders to ensure an equitable process. They 
will seek to engage a diversity of voice, ages, abilities, 
races, income levels, and perspectives. 
Through the Implementation Framework process, they have sought out as 
many voices as possible as they design the vision for Pittsburgh’s riverfronts. 
However, the design recommendations presented in the Completing the 
Loop report are just the first step and an in-depth community engagement 
process will follow for each project as it is implemented.

Riverlife will engage in an equitable decision-making 
process by being transparent about what decisions 
are made and what has informed those decisions.
They will ensure that those making decisions (whether it be their staff, 
Board members, or others) utilize a transparent process, such as 
the evaluation rubrics developed for the implementation framework. 
Riverlife will also ensure that decision-makers represent a diversity of 
perspectives and lived experiences that reflect the public who Riverlife 
serves. Community engagement will significantly and meaningfully 
inform decisions that are made about Riverlife projects.

Riverlife will work to achieve equity in the outcomes of 
their work. This means equitably distributing the benefits 
and burdens of their projects, programs, and initiatives.
Riverlife seeks to distribute their initiatives geographically and connect 
historically disconnected neighborhoods to the rivers. They will work 
with communities to prevent displacement or other unintended 
consequences of their initiatives. They intend to make the riverfront a 
place that belongs to everyone, with amenities for a diversity of uses, 
where everyone feels welcome. 

EQUITY IN OUR
PROCESS

EQUITY IN OUR
DECISION-MAKING

EQUITY IN OUR
OUTCOMES

HOW RIVERLIFE 
DEFINES EQUITY

RIVERLIFE’S COMMITMENT
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Riverlife’s Model
Riverlife’s three-part model of completing and 
enhancing the Loop, expanding the Loop, and advancing 
mission-critical issues enables the organization to 
fulfill their original mission while expanding their scope.

The findings from the Context Analysis informed a deliberate and 
exhaustive effort to understand how Riverlife’s model can be most 
effective in positioning the organization to fulfill it’s mission. Select 
findings became decision-making forces that directly influenced the 
recommendation to expand Riverlife’s geographic and thematic scope. 
The new three-part model (1. Complete & Enhance the Loop; 2. Expand 
the Loop; & 3. Advance Mission-Critical Issues) reinforces the Loop as 
an essential organizer for Riverlife’s work, it builds on their bedrock 
statements, and it’s impact will create and drive people to places 
where all belong. This model enables the organization to fulfill their 
original mission while expanding their scope and geography in ways that 
strengthen and support the existing investment made in the Loop.

BEDROCK STATEMENTS
All that Riverlife does should be measured or 
informed by their bedrock statements in some 
way. To fulfill key elements of these statements, 
including “Pittsburgh”, “thriving, world-class 
riverfronts”, “essential to the region”, “and “belong 
to everyone”, Riverlife’s model must emphasize 
enhancing their existing investment in the Loop 
and expanding to adjacent communities.

ASSESSMENT OF THE LOOP
The results of the Loop scorecard indicate that 
while much progress has been made, there is 
still significant work left to be done to complete 
the Loop. Some of the remaining work is in 
close reach, whereas other gaps pose unique 
challenges due to physical, ownership, and other 
barriers, as well as high price tags. 

INTERVIEWS & FOCUS GROUPS
The interviews and focus groups indicated that 
there is a strong desire for Riverlife to use their 
platform to elevate underrepresented voices and 
amplify social equity in and adjacent to the Loop. In 
addition to this, Riverlife should fulfill the original 
vision of the organization to complete the Loop.

ECONOMIC PRESSURES
This model acknowledges that in order to move 
with development and be a thriving and world-
class riverfront, Riverlife needs to be deeply 
engaged in neighborhoods and issues adjacent to 
the historic Loop boundary. 

ORGANIZATIONAL HISTORY AND 
INFRASTRUCTURE
This model builds upon the solid groundwork 
of the organization’s twenty year history. An 
expansion of geographic and thematic scope 
reinforces the existing investment made in the 
Loop within the capacity and expertise of the 
organization’s existing staff and Board.

Key decision-making forces that influenced Riverlife’s model include:



WE WILL

COMPLETE & 
ENHANCE THE LOOP
Riverlife will accomplish their mission 
by completing the continuous park and 
trail system
This includes West End Bridge to Hot Metal Bridge to 
31st Street Bridge

WE WILL

EXPAND 
THE LOOP
Riverlife will expand the Loop to adjacent 
and specific geographies where Riverlife is 
an invited partner
This includes Hazelwood, Chateau/Manchester, 
Lawrenceville, and West End

WE WILL

ADVANCE MISSION-
CRITICAL ISSUES
Riverlife will advance mission-critical 
issues of regional influence and impact
Examples include ALCOSAN Clean Water Plan 
implementation, Connect to Pittsburgh’s “Regional” Parks, 
Air and Water Quality, and Bank Stabilization

1

2

3

This model contains three priorities:
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Riverlife will carry out the 
elements of their three-part model 
and accomplish their mission in 
three ways that are already familiar 
to the organization - planning, 
projects, and programming. All 
work performed by Riverlife, 
what they do and how they do 
it, will be underpinned by deep 
and competent community 
engagement, smart advocacy, and 
strong internal operations. 

Riverlife will engage in visionary 
and tactical planning for efforts 
along the riverfront as well 
as efforts connecting to the 
riverfronts. The Design Review 
Committee plays an important 
role in ensuring high quality 
design along the riverfronts and, 
along with Riverlife staff, acts 
as the standard bearer for the 
RIV. Riverlife will provide value to 
public partners by informing high 
quality design in the investment in 
infrastructure. Riverlife may lead, 
partner, support, or advocate for 
riverfront planning efforts.

Riverlife will complete essential 
projects, including physical 
projects to complete the gaps in 
the Loop and enhance portions 
of the Loop. They will leverage 
development to become an 
indispensable asset along the 
riverfronts. Riverlife may lead or 
partner on riverfront projects. For 
more information about essential 
projects, please refer to the 
Completing the Loop Report.

Riverlife will activate the Loop 
through catalytic programming. 
Riverlife will lead, partner, and 
inspire riverfront programming 
that brings people to the Loop 
and enhances their experience. 
Existing examples include ArtWalk 
on the Allegheny, Pittsburgh 
Creative Corps, Party at the Pier, 
and pop-up installations. Riverlife 
cannot and should not deliver all 
programming but will lead select 
efforts and partner or support 
other organizations pursuing 
riverfront programming.

Priority Business Lines
Riverlife will achieve their mission through their priority 
business lines of planning, projects, and programming.

Riverlife will lead, 
partner, and inspire 
riverfront programming 
that brings people to 
the Loop and enhances 
their experience. 

HOW WE DO IT...

VISIONARY 
& TACTICAL 
PLANNING

ESSENTIAL 
PROJECTS

EXTERNAL AFFAIRS

OPERATIONS

CATALYTIC 
PROGRAMMING
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Riverlife has developed a workplan to guide their efforts for the next five 
years. The prioritization of strategies was informed by the results of the 
context analysis, as well as community engagement and Riverlife’s internal 
operations (budget, capacity, etc.). Riverlife is committed to allocating 
space in their annual workplans to cultivate, evaluate, and pursue 
opportunities in each priority and strategic area.

Workplan
Riverlife’s workplan will guide the organization’s efforts 
for the next five years.
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# of acres of 
publicly accessible 

open space

% of the Loop rated 
high quality

# of Loop gaps or 
miles of continuous 

riverfront trail

# of riverfront 
programs per year

$ invested in and 
adjacent to 

the Loop

INDICATORS1
WE WILL

COMPLETE & 
ENHANCE THE LOOP
Riverlife will accomplish their mission by 
completing the continuous park and trail system

STRATEGY INITIATIVESOUTCOMES
1.1. Advance key Loop 
projects that complete 
the network of open 
spaces, trails, and parks 
along the riverfronts and 
into neighborhoods

1.2. Refresh and reposition 
key parts of the Loop with 
signature infrastructure 
and placemaking 
investments

1.3 Activate and celebrate 
the riverfront through 
catalytic programming

No fewer than two missing network connections will be completed by 
2026, and the remaining sections will be queued for completion by 2031.

At least one signature space and corridor/node will be repositioned with 
capital investments and attractions/amenities that serve as a beacon 
for residents and visitors, and two additional spaces will be queued for 
completion by 2031.

A regionally unique and inviting vibrancy will be developed through a series 
of community-driven installations and programmatic offerings.

Robust organizational infrastructure and codified collaborative 
arrangements will be in place to sustain critical initiatives.

1.1.1. City View Park: Lead partnership-driven effort to complete planning and schematic design for an anchor park 
at the Tow Pound site that connects the site to the river, the 31st Street Bridge, and the Green Boulevard

1.1.2. Highline-Station Square Connector: Coordinate partnership-driven effort to design and complete contiguous 
multi-modal connection from 4th Street to 2nd Street parallel to the CSX Rail line.

1.1.3. West End Bridge Connection: Facilitate the creation of a consensus-driven design for a world-class non-
motorized connection across the West End Bridge for incorporation into final design for bridge rehabilitation

1.1.4. West End Bridge Gateways: Develop schematic plans for Sawmill Run Park and Manchester Underbridge 
Park, and garner alignment / agreement for pathway from Station Square to foot of West End Bridge

1.1.5. Point State Park Connector: Partner in the completion and celebration of this Riverlife-designed infrastructure

1.2.1. Allegheny Landing Park: Lead multi-phased dynamic repositioning of the park, including scaled capital 
investments to restore key elements, reimagine and renovate signature areas, and develop opportunities for 
annual programming / amenities, complete Phase I with future phases underway

1.2.2. Allegheny Riverfront Park: Lead effort to restore Upper Promenade and develop and execute community-
driven vision for “greater” Allegheny riverfront area between Point State Park and the Convention Center, 
complete Phase I with future phases underway

1.2.3. Mon Wharf Enhancement:  Engage in partnership-driven projects to reposition key elements of the landing 
in lighting, landscaping, and related capital projects

1.2.4. River Avenue Enhancement: Advance partnership-driven solutions along the corridor related to 
neighborhood connectivity, public safety, lighting, infrastructure condition, accessibility, mobility and placemaking

1.3.1 Pittsburgh Creative Corps: Advance partner-driven initiative to implement strategic public art interventions 
that address evolving community needs through collective of artists and makers

1.3.2. ArtWalk: Design, fabricate, and install large-scale public artwork and inclusive community spaces along two 
miles of the riverfront along the Allegheny River

1.3.3. Event-Based Programming: Team with neighborhood-based partners to steward events and activities that 
drive people to the riverfronts

Key components of the workplan include:

Priorities
The three key organizational priorities identified by Riverlife board and 
staff to realize their long-term vision.

Strategies
The high-level strategic areas that Riverlife will pursue to meet their 
goals and achieve their mission.

Outcomes
The specific and measurable result of Riverlife’s strategies and 
initiatives that they plan to achieve in the next five years.

Initiatives
The specific planning, project, and programming initiatives that 
support the strategies. More detail about the initiatives is provided in 
Riverlife’s annual workplans. 

Indicators
The metrics and data that Riverlife will use to measure the success of 
their outcomes.
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1
We will

Complete & 
Enhance the Loop
Riverlife will accomplish their mission 
by completing the continuous park 
and trail system

This priority is focused on 
completing the Loop as it is 
defined today. Riverlife will 
advance key projects to complete 
the network of open spaces, 
trails, and parks along Pittsburgh’s 
riverfronts between the Hot Metal 
Bridge on the Monongahela River, 
the West End Bridge on the Ohio 
River, and the 31st Street Bridge 
on the Allegheny River. While 
Riverlife has made considerable 
progress on the Loop, there is still 
significant work left to do. This is 
evidenced by the “Loop scorecard”, 
which includes several segments 
that are considered low quality 
(see Completing the Loop Report 
for more information). This work 
will be completed in alignment 
with Riverlife’s new vision, mission, 
and values, with a particular focus 
on social equity.

Riverlife will also enhance 
the Loop by refreshing and 
repositioning key parts of the 
Loop with signature infrastructure 
and placemaking investments. 

An example of this is Allegheny 
Landing. This park has great 
potential to become a gem within 
the Loop and Riverlife is currently 
leading the effort.

Enhancing the Loop also includes 
programming, activation, and 
amenities in completed portions of 
the Loop. These activities will bring 
unique and inviting vibrancies to 
the riverfront that cannot be found 
anywhere else in the region. This 
includes work already occurring on 
the ArtWalk, Pittsburgh Creative 
Corps, and a partnership with the 
Office of Public Art on an Artists 
Residency with Cameron Nesbitt on 
the Black Lives Matter mural. Riverlife 
will sometimes play a leading role 
in these activities, but will often 
establish partnerships to complete 
them. While Riverlife is already 
engaged in this work, this priority 
business line will be strengthened.

Lastly, enhancing the Loop refers 
to the work of Riverlife’s Design 
Review Committee as the standard 
bearer for quality along Pittsburgh’s 

riverfronts. The Design Review 
Committee uses a list of riverfront 
design goals (which were revised 
through the Implementation 
Framework process to incorporate 
the organization’s new bedrock 
statements), to ensure that 
riverfront development objectives 
are understood and incorporated. 
The organization will continue to 
leverage real estate and public 
infrastructure investments within 
the Loop to enhance the experience. 
This includes additional amenities 
such as public restrooms as well 
as access points and maintenance 
to ensure that the experience along 
the Loop is world-class (see the 
Permanent Financial Instrument  
Report for more information about 
care and maintenance).
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1
WE WILL

COMPLETE & 
ENHANCE THE LOOP
Riverlife will accomplish their mission by 
completing the continuous park and trail system

STRATEGY OUTCOMES
1.1. Advance key Loop 
projects that complete 
the network of open 
spaces, trails, and parks 
along the riverfronts and 
into neighborhoods

1.2. Refresh and reposition 
key parts of the Loop with 
signature infrastructure 
and placemaking 
investments

1.3 Activate and celebrate 
the riverfront through 
catalytic programming

No fewer than two missing network connections will be completed by 
2026, and the remaining sections will be queued for completion by 2031.

At least one signature space and corridor/node will be repositioned with 
capital investments and attractions/amenities that serve as a beacon 
for residents and visitors, and two additional spaces will be queued for 
completion by 2031.

A regionally unique and inviting vibrancy will be developed through a series 
of community-driven installations and programmatic offerings.

Robust organizational infrastructure and codified collaborative 
arrangements will be in place to sustain critical initiatives.
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# of acres of 
publicly accessible 

open space

% of the Loop rated 
high quality

# of Loop gaps or 
miles of continuous 

riverfront trail

# of riverfront 
programs per year

$ invested in and 
adjacent to 

the Loop

INITIATIVES
1.1.1. City View Park: Lead partnership-driven effort to complete planning and schematic design for an anchor park 
at the Tow Pound site that connects the site to the river, the 31st Street Bridge, and the Green Boulevard

1.1.2. Highline-Station Square Connector: Coordinate partnership-driven effort to design and complete contiguous 
multi-modal connection from 4th Street to 2nd Street parallel to the CSX Rail line.

1.1.3. West End Bridge Connection: Facilitate the creation of a consensus-driven design for a world-class non-
motorized connection across the West End Bridge for incorporation into final design for bridge rehabilitation

1.1.4. West End Bridge Gateways: Develop schematic plans for Sawmill Run Park and Manchester Underbridge 
Park, and garner alignment / agreement for pathway from Station Square to foot of West End Bridge

1.1.5. Point State Park Connector: Partner in the completion and celebration of this Riverlife-designed infrastructure

1.2.1. Allegheny Landing Park: Lead multi-phased dynamic repositioning of the park, including scaled capital 
investments to restore key elements, reimagine and renovate signature areas, and develop opportunities for 
annual programming / amenities

1.2.2. Allegheny Riverfront Park: Lead effort to restore Upper Promenade and develop and execute community-
driven vision for “greater” Allegheny riverfront area between Point State Park and the Convention Center

1.2.3. Mon Wharf Enhancement:  Engage in partnership-driven projects to reposition key elements of the landing 
in lighting, landscaping, and related capital projects

1.2.4. River Avenue Enhancement: Advance partnership-driven solutions along the corridor related to 
neighborhood connectivity, public safety, lighting, infrastructure condition, accessibility, mobility and placemaking

1.3.1 Pittsburgh Creative Corps: Advance partner-driven initiative to implement strategic public art interventions 
that address evolving community needs through collective of artists and makers

1.3.2. ArtWalk: Design, fabricate, and install large-scale public artwork and inclusive community spaces along two 
miles of the riverfront along the Allegheny River

1.3.3. Event-Based Programming: Team with neighborhood-based partners to steward events and activities that 
drive people to the riverfronts

INDICATORS
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1.4 Leverage thought 
leadership role to create 
a cohesive world-class 
riverfront experience

1.5 Create, implement, 
and sustain a world-class 
experience within the Loop

Key riverfront areas will be transformed through projects and processes 
with discernible public benefits, stewarded by a robust coalition of public 
and private partners.

The infrastructure for a multifaceted partnership with diverse and 
permanent financial resources will be in place to provide ongoing routine 
care and maintenance.

STRATEGY OUTCOMES
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1.4.1. Design Review Committee: Position Design Review Committee as indispensable steward and thought leader 
for riverfront, providing project review for “hinge” projects within the Loop aligned with a shared vision

1.4.2 Regional Thought Leadership: Engage in regional planning efforts that impact the Loop

1.4.3 Policy Development: Engage Policy Advisory Committee to inform organizational public policy orientation and 
advocacy/education strategies for initiatives and issues that impact our work

1.5.1. Care and Maintenance: Develop the financial tools, organizational infrastructure, and broad-based 
partnerships necessary to ensure a permanent care and maintenance strategy for Pittsburgh’s riverfronts.

1.5.2. Brand Development: Advance partner-driven effort to develop sanctioned Loop brand and identity, with a 
plan for comprehensive wayfinding system underway

1.5.3. Planting and Restoration: Complete a partner-informed business and implementation plan to ensure that 
all segments of the Loop trail are cleared of invasive vegetation and restored with native canopy and understory 

1.5.4. Loop Amenities: Design, create, and implement projects and initiatives that enhance riverfront experience 
through a scaled business and implementation plan

INITIATIVES
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2
We will

Expand the Loop
Riverlife will expand the Loop to adjacent 
and specific geographies where Riverlife is 
an invited partner (Hazelwood, Lawrenceville, 
Chateau/Manchester, West End)

This priority expands Riverlife’s 
geographic scope to specific 
and adjacent geographies where 
the organization is an invited 
partner. In order to live out the 
mission, vision, and values of the 
organization, Riverlife must partner 
with communities adjacent to the 
Loop to competently and equitably 
advance a shared vision around 
open space, trails, and parks. At 
this time, Riverlife has committed 
to expand their scope to include 
Hazelwood, Chateau/Manchester, 
Lawrenceville, and the West End 
neighborhoods of Pittsburgh. 
These communities were chosen 
due to their adjacency with the 
Loop, alignment with Riverlife’s 
vision, accordance with Riverlife’s 
Evaluation Criteria (see Evaluation 
Criteria for more information), 
and most importantly, the 
communities’ invitation for 

Riverlife to participate. Riverlife 
has already begun collaborating 
with several of these communities, 
which will deepen as part of this 
expanded scope. While these four 
communities have been chosen 
for expansion at this time, the 
organization will remain flexible 
and use the evaluation criteria 
to aid in decision making when 
opportunities arise and resources 
are available to work in additional 
communities.

These adjacent communities can 
be viewed as spokes that extend 
from, draw strength from, and 
reinforce the existing investment 
that has been made in the Loop 
over the past twenty years. This 
commitment will allow Riverlife 
and these communities to co-
create connections from the 
neighborhoods to the Loop. 
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2
WE WILL

EXPAND THE LOOP
Riverlife will expand the Loop to adjacent 
and specific geographies where Riverlife is 
an invited partner (Hazelwood, Lawrenceville, 
Chateau/Manchester, West End)

2.1 Form organizational 
partnerships in key 
communities and elevate 
riverfront as clear priority

2.2 Identify and create 
signature riverfront projects 
in target neighborhoods 
with key partners

2.3 Leverage Riverlife’s 
established leadership role 
to create a cohesive world-
class riverfront experience 
outside the Loop

2.4 Activate and 
celebrate the riverfront 
in expansion area through 
catalytic programming

Formal partnerships will be in place with no fewer than three 
communities outside the Loop.

No fewer than three communities will partner with Riverlife to initiate co-
created projects outside the Loop by 2026.

At least one signature project will be completed in targeted expansion 
communities by 2026.

Key riverfront projects and processes in expansion areas will be stewarded 
by a robust coalition of public and private partners led by Riverlife.

Established tools and resources will be leveraged to benefit expansion areas.

A regionally unique and inviting vibrancy will be advanced through a series 
of community-driven programmatic offerings.

STRATEGY OUTCOMES
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# of community 
members engaged 

in planning 
processes*

# of riverfront 
programs 

in adjacent 
communities

# of projects 
completed along 
the riverfronts 

in adjacent 
communities

# of community 
to riverfront 

connections created 
or enhanced

$ of private and 
public investment 

catalyzed in 
adjacent 

communities

INDICATORS

2.1.1. Community engagement: Build internal capacity and develop clear protocols and systems for deep 
community engagement

2.1.2. Partnerships: Cultivate, develop, and nurture partnership roles and responsibilities with key neighborhood 
partner organizations

2.1.3. Riverfront Planning: Partner to develop shared / community-driven riverfront visions and investment priorities

2.2.1. Hazelwood: Engage with key partners to complete Hazelwood Riverfront Master Plan and serve as resource 
for implementation of plan recommendations

2.2.2. Manchester: Engage with Manchester Citizens Corporation to implement key recommendations from the 
recently completed neighborhood plan

2.2.3. Lawrenceville: Engage with Lawrenceville Corporation to complete key sections of Green Boulevard section 
between 31st Street and 62nd Street

2.2.4. West End Communities: Engage with West End neighborhood stakeholders to advance planning around 
West End Bridge and Saw Mill Run

2.3.1. Design Review Committee: Utilize Design Review Committee as project review support for key projects 
within expansion areas

2.3.2 Regional Thought Leadership: Engage in partnership-driven regional planning efforts that impact the 
expansion areas and the Loop

2.3.3. Riverfront Tools and Resources: Adapt and implement “Loop” care and maintenance strategies, brand 
development efforts, planting and restoration systems, amenity initiatives, and other efforts to benefit expansion areas

2.4.1 Pittsburgh Creative Corps: Implement strategic public art interventions that address evolving community 
needs through collective of artists and makers

2.4.2 Event-Based Programming: Team with neighborhood-based partners to steward events and activities that 
drive people to the riverfronts

* This indicator is an example of how Riverlife is demonstrating their core value of social equity through their work and will be analyzed by gender, 
age, disability, and race.

INITIATIVES



52  |  Riverlife Implementation Framework

3
We will

Advance Mission-Critical 
Issues
Riverlife will advance mission-critical issues of 
regional influence and impact
The broadest priority expands 
Riverlife’s scope to include 
mission-critical issues of regional 
influence and impact. This refers 
to issues that impact the Loop 
but in geography may extend 
beyond the boundaries of the 
Loop. This includes working with 
ALCOSAN on Clean Water Plan 
implementation, connecting to 
Pittsburgh’s “regional” parks (the 
five largest parks in the city’s 
system), air and water quality, and 
riverbank stabilization. Riverlife is 
already engaging in this work to 
an extent. For example, Riverlife 
is partnering with the City of 
Pittsburgh on a bank stabilization 
working group that looks at the 
entirety of the Pittsburgh pool, 
which includes the Loop but also 
other areas, such as Swissvale, 
that have a riverfront experience 
within the Pittsburgh pool. 

Riverlife has historically engaged 
in issues of regional importance 
on an ad-hoc basis, so officially 
incorporating this into their model 
will give the organization the 
mandate to participate more fully 
in these issues. The organization’s 
participation in these issues is 
essential to ensure success of the 
Loop and adjacent communities. 
Riverlife will almost always play 
a partnership role when engaging 
in these issues and the extent of 
their participation will be closely 
tied to the organization’s capacity. 
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3
WE WILL

ADVANCE MISSION-
CRITICAL ISSUES
Riverlife will advance mission-critical issues of 
regional influence and impact

3.1 Elevate efforts that 
transform riverfront 
infrastructure and 
environmental quality

3.2 Engage in partnership-
driven efforts to create 
pathways to equitable 
riverfronts

Establish at least one formal partnership for each mission-critical 
infrastructure and environmental issue.

Complete at least one initiative (project, plan, or program) of regional significance.

At least one consensus-building planning effort is completed with partners 
to define what equitable riverfronts means and how each organization will 
advance initiatives in its achievement.

Regional coalitions will be organized to connect disconnected neighborhoods to 
the riverfronts.

STRATEGY OUTCOMES

ALCOSAN CLEAN WATER PLAN 
IMPLEMENTATION
ALCOSAN’s Clean Water Plan 
includes the construction of 
underground storage tunnels in 
key locations along Pittsburgh’s 
riverfronts. Riverlife is working with 
ALCOSAN to ensure that this large-
scale investment results in enhanced 
riverfront trails and experiences 
that benefit all. They are also 
collaborating on improvements 
near the West End bridge and public 
education and outreach.

CONNECT TO PITTSBURGH’S 
“REGIONAL” PARKS
There are some connections 
between Pittsburgh’s regional parks 
and the riverfront trail, but they 
require improvements. Thinking 
about the paths and streams of the 
regional parks as part of a single 
network together with the riverfront 
trail and park system would allow 
inland neighborhoods to connect to 
the riverfronts and it would provide 
a more cohesive ecological and 
recreational experience.

RIVERBANK STABILIZATION
The region’s riverbanks are highly 
constructed systems that have 
been significantly altered from their 
natural state. Ensuring that the 
region’s riverbanks are stable and 
safe is a critical issue for Riverlife 
and riverfront development in the 
region. In 2016, Riverlife partnered 
with the Army Corp of Engineers to 
assess the possibility of doing an 
ecosystem restoration project along 
the North Shore Riverfront. This work 

MISSION-CRITICAL ISSUES
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# of mission 
critical engagements 

that enhance the 
Loop

# of partnerships 
established*

# of initiatives 
underway or 
completed

3.1.1. Bank Stabilization: Conduct riverbank conditions needs assessment and develop long-term mechanism for 
bank stabilization capitalization and project management

3.1.2. Ecological Restoration: Leverage partnerships to restore key sections of the riverfronts

3.1.3. RegionFlow: Lead initiative to develop a template for planning and community engagement that leads to 
consensus-based strategies for ALCOSAN-related investments and “leave behinds”  in key watersheds

3.1.4. Air Quality: Partner with organizations to advocate for clean air solutions that improve quality of life, public 
health, and opportunities for outdoor recreation

3.2.1. Regional Transportation: Advocate for transportation infrastructure and mobility improvements that connect 
more people to the riverfronts, and ensure that riverfront interests are incorporated into regional transportation 
decision making processes 

3.2.2. Parks-Riverfront Connect: Develop community-driven Networks and Neighborhood Plan to establish 
intuitive non-motorized connections between Pittsburgh’s regional parks and the riverfront and complete at least 
one consensus-built planning process 

3.2.3 Neighborhood Loops: Partner to create neighborhood Loops that connect people to the rivers and the Loop, 
develop a partner-informed business and implementation plan and pilot the concept

3.2.4 Regional Data Hub: Create Regional data hub in collaboration with partners that collects and tracks 
riverfront related data

* This indicator is an example of how Riverlife is demonstrating their core value of collaboration through their work.

INITIATIVES

led directly to a recent partnership 
between the Pittsburgh Department 
of City Planning and the US Army 
Corps of Engineers to perform an 
assessment of existing conditions. 
City Planning and the Army Corps 
are now partnering with Riverlife on 
the Riverbank Stabilization Working 
Group to develop additional tools 
and resources to manage the region’s 
riverfront ecosystems, rebuild 
deteriorating banks, and create new 
and safe access to the river’s edge.

AIR AND WATER QUALITY
While Riverlife is new to the dialogue 
around air and water quality, they 
feel that in order to fully complete 
the Loop and have world-class 
riverfronts, these issues must be 
elevated. Air pollution in Pittsburgh 
concentrates and moves through the 
river valleys. Riverlife could partner 
with The Breathe Project to install air 
quality monitors along the riverfront. 
Water quality in the region is tied to 
stormwater runoff and the amount 

of stormwater runoff that occurs 
is directly related to impervious 
cover. Impervious cover along the 
riverfronts is higher than for the 
city overall. Reducing impervious 
cover and increasing tree canopy will 
contribute to improved water quality.

INDICATORS
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PROJECT-RELATED OR PHYSICAL FACTORS
Is it adjacent to existing Riverlife territory or project?
Does the expansion strengthen the Loop’s character or function?
Does this align with an existing community plan or is Riverlife 
soliciting community feedback?
Did a group that represents the community invite Riverlife?

MISSION FACTORS
Does it support our mission, vision, or values?
Does it support or relate to existing Riverlife efforts?
Does the effort leverage system change across the Loop?

ORGANIZATIONAL FACTORS
Does Riverlife have the capacity, skills, and knowledge required?
Are there financial resources?
Are there partners who could collaborate or compete with Riverlife?

Riverlife’s three-part model 
describes where the organization 
approaches their work and how 
they will accomplish their mission. 
While the model identifies general 
guidelines, the organization should 
refer to the evaluation criteria 
to aid Riverlife staff and Board 

members in decision-making 
when opportunities arise. The 
evaluation criteria helps Riverlife 
prioritize how and where to 
use resources and ensure that 
potential opportunities align with 
the trajectory of the organization.

Evaluation Criteria
The Riverlife Evaluation Criteria is a tool to frame 
opportunities and aid in decision-making.
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The Riverlife Role Matrix aids the organization in 
determining when to lead, partner, support, or advocate.

The Riverlife Evaluation Criteria 
aids the organization in deciding 
whether or not to pursue new 
opportunities. The Riverlife Role 
Matrix aids the organization 
in determining when to lead, 
partner, support, or advocate for 
a particular issue or initiative by 
defining what each role consists of 
in regards to thought leadership, 

team management, funding, 
project management, contact, 
and social capital. Collaboration 
is essential to Riverlife’s work, 
so it is important to define and 
communicate the organization’s  
role to funders and supporters, 
while also limiting mission 
creep or redundancy with other 
organizations.

Riverlife Role Matrix

LEAD PARTNER SUPPORT ADVOCATE
Riverlife’s role is to Riverlife’s role is to Riverlife’s role is to Riverlife’s role is to

contribution be the primary 
contributor for 
project/effort success

significantly contribute 
to the success of the 
project/effort

publicly or privately 
lend capacity, whether 
knowledge, labor, or 
brand capital to a 
non-Riverlife project

use their voice as 
needed to raise 
awareness or elevate 
an idea or project

thought 
leadership

be the driver of 
thought leadership

contribute to thought 
leadership

contribute to thought 
leadership, may be 
outside of Riverlife’s 
expertise but supports 
Riverlife’s mission

potentially represent a 
cause or effort under 
the leadership of 
another organization

team 
management

build or manage a 
team, if needed

be part of a team not be part of a team, 
but may be part of a 
supporter cohort

not be part of a team, 
but may be part of an 
advocate cohort

funding manage funds and 
project production

receive funds or 
channel funds

either receive funds 
or not, Riverlife may 
represent an interest 
at a convened table

not receive funds

project 
management

manage the project 
and engage in project 
production

participate robustly 
in a process with 
a discrete role or 
deliverables

manage internal 
efforts only, at the 
request of the lead 
organization

be a participant

contact be the main point of 
contact

report to or equally 
collaborate with 
another organization

function within an 
MOU in alignment with 
other organizations

engage in formal or 
informal agreements 
to advocate

social capital be the main entity that 
the public associates 
with the project

be associated with 
the project along with 
the team

either be associated 
with the project or 
not

provide credibility 
if of value and be 
associated with the 
project
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Organizational 
Structure & Capacity
Over the next five years, Riverlife anticipates growing 
their staff to become a highly effective organization.

Governance
Riverlife is a 501(c)3 nonprofit governed by a highly effective board of 
directors, who support the organization’s mission, vision, values, goals, 
services, policies, finances, and programs. This dynamic board ensures 
that Riverlife meets the promise of its vision. The board includes 
representatives of the public and private sectors, with particular 
consideration given to individuals who have special commitment to this 
region’s quality of life and the role that access to developed riverfronts 
contribute to the economic, environmental, recreational and cultural 
vitality of the region and its three rivers. 

In 2020, Riverlife had 14 board members, including representatives from the 
Governor of the Commonwealth of Pennsylvania, the Executive of Allegheny 
County, and the Mayor of the City of Pittsburgh. The board officers were 
Kamal Nigam, chair; Cynthia Donohoe, vice chair; Dusty Elias Kirk, secretary; 
and Terry Wirginis, treasurer. The board of Riverlife also fulfills its governing 
function through the appointment of several standing committees 
and advisory groups, including the Executive Committee, Governance 
Committee, Finance & Audit Committee, Development Committee, Design 
Review Committee, and Communications Committee.

Staffing Plan
Riverlife is a small but nimble organization that accomplishes its mission 
by working across partnerships. Through the implementation framework 
process, Riverlife has determined the staff capacity and organizational 
structure to meet current and future organizational needs. Riverlife is 
building the staff capacity to carry out its mission and perform core 
functions related to planning, projects, programs, external affairs, and 
operations. The current, interim, and future organizational charts reflect 
planned and sustained growth to ensure Riverlife meets its priorities and 
strategic goals to Complete and Enhance the Loop, Expand the Loop, and 
engage in Mission Critical Issues of Regional Impact.

In 2020 Riverlife had a core leadership team, with a CEO, COO, and VP of 
Communications and Outreach. Riverlife on-boarded a Planning & Project 
Manager, and supplemented key functions in development and finance with 
consultants, as well as bringing on Planning and Communications Interns.

In 2021, Riverlife will build out its Planning and Project department 
by recruiting and on-boarding a Director of Planning and Projects and 
Outreach & Engagement Specialist. Riverlife will also invest in its 
communications and development department, transitioning the VP of 
Communications to an External Affairs role, and on-boarding a full-time 
Development Manager and part-time Communications Associate. 

Over the next 5 years, Riverlife anticipates the need to bring on a 
second Manager level position in the Planning and Projects department, 
supplement its External Affairs department with a Grants Specialist, 
and bring administrative and bookkeeping functions in house through an 
Administrative Assistant.  
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Current Organizational Chart [2020]

Riverlife Board of 
Directors

Chief Executive Officer

VP, Communications 
and Outreach

Projects and Planning 
Manager

Communications Intern Planning Intern

Bookkeeper

Chief Operating Officer

External Affairs Department

Planning and Projects 
Department

Operations Department
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External Affairs Department

Planning and Projects 
Department

Operations Department

Planning Intern

Interim Organizational Chart [2021 - 22]

Riverlife Board of 
Directors

Chief Executive Officer

VP, External Affairs Director of Projects 
and Planning

Development Manager

Communications Intern Projects and Planning 
Manager

Outreach and 
Engagement Specialist

Bookkeeper

Chief Operating Officer
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SENIOR 
LEADERSHIP 
TEAM

Administrative 
Assistant

BookkeeperProjects and Planning 
Manager II

Outreach & Engagement 
Specialist

Projects and Planning 
Manager I

Program CoordinatorGrants Specialist

VP, External Affairs

Development & 
Communications 

Associate

Development Director

Future Organizational Chart [2025]

External Affairs Department

Planning and Projects 
Department

Operations Department

Riverlife Board of 
Directors

Chief Executive Officer

Director of Projects 
and Planning

Chief Operating Officer
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Current Staff Bios [2021]
Matthew Galluzzo, President & CEO
Matthew Galluzzo has dedicated his entire career to Pittsburgh and 
its neighborhoods. In September 2019 he joined Riverlife as President 
and CEO and leads a transformative agenda for creating, activating, 
and celebrating Pittsburgh’s riverfronts. Prior to Riverlife, Matthew 
served for 9 years as executive director of Lawrenceville Corporation, a 
community development corporation in Pittsburgh’s East End. In addition 
to facilitating over $200 million in public and private investment in the 
neighborhood, Galluzzo oversaw the creation and implementation of the 
first Community Land Trust in Western Pennsylvania, and served as the 
organizational lead for several catalytic neighborhood planning processes 
including the Upper Lawrenceville Plan and the Allegheny Green Boulevard 
Plan. Since he arrived in Pittsburgh, Matt has worked as a community 
development professional in numerous areas of the city, including the 
Penn Avenue Arts District, Hazelwood, and the Northside. He has also 
taught as an adjunct faculty member for the University of Pittsburgh’s 
Graduate School for Community Organization and Social Administration. 
Matt has served on several boards and committees, including the URA 
Real Estate Loan Review Committee, the URA’s New Market Tax Credit 
Advisory Board, Radiant Hall Board of Directors, Sprout Fund Public 
Art Advisory Committee, the Carnegie Mellon Artist Incubation Advisory 
Committee, and the Owen Galluzzo Memorial Fund Board of Directors.

Valerie Fleisher, Chief Operating Officer
Valerie Fleisher is Chief Operating Officer at Riverlife, where she oversees 
all operational and administrative functions. She has 19 years experience 
in nonprofit administration, focusing on the arts, higher education, and 
community development. Prior to joining Riverlife, she was Director of 
Operations for Lawrenceville Corporation and Co-Director of City of Bridges 
Community Land Trust. She also has nonprofit administration experience in 
museums, performing arts centers, and operating an independent two-year 
cartoon college in Vermont. Valerie earned her BA in American Literature 
from Barnard College and an MA in American Studies from The University of 
Virginia. She lives in Mt. Lebanon with her husband, two children, and their 
dog, Luna, where she also serves as Vice President of the School Board.

Stephan Bontrager, Vice President, External Affairs
Stephan Bontrager has been a part of the Riverlife team since 2009. 
As Vice President of External Affairs, he oversees all development and 
communications functions at Riverlife, including media and public relations, 
marketing, and individual fundraising to advance Riverlife’s work to 
create, activate and celebrate Pittsburgh’s riverfronts. Stephan is also the 
producer of Riverlife’s annual fundraiser gala Party at the Pier, which has 
raised over $2.5 million for Riverlife’s mission since 2010. Prior to Riverlife, 
Stephan was Director of Education and Community Engagement for public 
radio station 91.3 fm WYEP, where he also served as the on-air Midday 
Mix host from 2002-2007. Stephan was honored as one of Pittsburgh 
Magazine’s “Top 40 Under 40” for his work in developing community 
public broadcasting educational programs and was recognized as a 
“Who’s Next in Communications” honoree by The Incline for his nonprofit 
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communications work at Riverlife. He received his B.A. in Communications 
from Goshen College in Indiana and a Master of Journalism and Mass 
Communication degree from Point Park University in Pittsburgh. He 
originally hails from Denver, Colo., and is proud to claim Pittsburgh as his 
adopted hometown. Stephan has served on the Board of Directors for 
The Sprout Fund, the Community Advisory Board for WYEP, and Marketing 
Advisory Committee for The Pittsburgh Cultural Trust. He was previously 
Board Chair for the Pittsburgh Urban Leadership Service Experience 
(PULSE). He lives in Pittsburgh’s East End with his family and dog, Ginger.

Anna Withrow Leisher, Planning & Project Manager
Anna Withrow Leisher is Riverlife’s Riverfront Planning and Project Manager. 
As Riverlife’s on-the-ground project contact, she works to keep our projects 
moving. Anna is passionate about implementing inclusive participatory design 
processes that help us to create well-used and well-loved riverfronts that 
are buzzing with diverse ecological and public life. Formally trained as an 
educator and landscape architect, Anna has several years’ experience in 
river-focused civic engagement throughout the region. In Anna’s previous role 
working with the Brownfields Assistance Center at West Virginia University, 
she worked on riverfront restoration and brownfield redevelopment 
projects throughout West Virginia. She worked to develop and manage 
several programs, including the State’s Mon River Towns Program, as 
well as their Brownfields Grant Training Series. Anna has also played a 
key role in riverfront and rail-to-trail redevelopment efforts throughout 
the tri-state region. Anna earned her master’s degree in Landscape 
Architecture and Environmental Design at West Virginia University. She also 
has a bachelor’s degree in Secondary Education and public school teaching 
experience. As a former whitewater paddler and avid mountain biker, Anna 
is now enjoying Western Pennsylvania family life. Anna and her young family 
enjoy exploring the area’s urban and wild spaces via foot, bike, and boat.

Sarah Spiegel, Development Manager
Sarah Spiegel serves as the Development Manager at Riverlife, where 
she oversees capacity-building functions. Sarah brings ten years of 
experience in the nonprofit sector. Before her tenure at Riverlife, she 
worked with organizations of all sizes with a focus in education, human 
services, and the arts. She began her career in fundraising at the 
University of Pittsburgh Office of Institutional Advancement, where she 
launched a stewardship initiative for endowed funds. Later, she led the 
individual giving and donor relations program at the Children’s Museum of 
Pittsburgh, where she and her team started a peer-to-peer engagement 
program for young professionals that has been replicated at children’s 
museums across the country. Since her time at the Museum, she has 
worked with several small and grassroots nonprofit organizations, helping 
to establish and revitalize fundraising programs. Sarah holds a Master of 
Public Policy and Management from the University of Pittsburgh Graduate 
School of Public and International Affairs. She has served on a number of 
boards and committees, including Social Venture Partners Pittsburgh, the 
Pittsburgh Urban Magnet Project, and the Association of Donor Relations 
Professionals’ International Stewardship Committee.
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PLANNING

PROJECTS

PROGRAMS

PLANNING & 
PROJECTS

PLANNING & 
PROJECTS

PLANNING & 
PROJECTS

EXTERNAL 
AFFAIRS

EXTERNAL 
AFFAIRS

EXTERNAL 
AFFAIRS

OPERATIONS

OPERATIONS

OPERATIONS

Core Functions

Priority Business Lines

Develop community-informed, strategic, long-range 
plans for Riverlife organizational efforts

x x x

Engage in planning efforts for key Riverlife projects x

Participate in statewide and regional planning efforts 
that impact the Loop

x x

Participate in riverfront planning efforts in neighborhoods 
in the Loop and in specific, adjacent geographies

x x

Facilitate the Design Review Committee to uphold 
riverfront planning standards

x

Develop and implement a comprehensive care & 
maintenance strategy for the Loop

x x

Implement key capital projects to complete the Loop x

Lead efforts to refresh and reposition signature Loop 
projects

x

Develop capacity & processes for deep community 
engagement in specific neighborhoods adjacent to the Loop 

x

Formalize partnerships with neighborhood and 
community organizations in specific neighborhoods 
adjacent to the Loop

x

Engage in projects that expand the Loop in specific 
neighborhoods adjacent to the Loop

x

Lead, partner, or support programming and amenities 
that activate the riverfronts

x x

Manage signature public art and placemaking initiatives x x
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PLANNING & 
PROJECTS

PLANNING & 
PROJECTS

EXTERNAL 
AFFAIRS

EXTERNAL 
AFFAIRS

OPERATIONS

OPERATIONS

EXTERNAL AFFAIRS

OPERATIONS

Baseline Functions

Ensure strong governance policies and practices x

Build a strong operations infrastructure to support 
Riverlife’s programs

x

Ensure strong financial management and oversight x

Develop human resources practices that position 
Riverlife as an Employer of Choice

x

Establish a strong brand presence for Riverlife locally, 
regionally, and nationally 

x

Engage in public outreach to promote Riverlife planning, 
projects, and program efforts

x x

Advocate for issues that advance Riverlife initiatives 
and impact the riverfronts

x x

Build a strong base of community support x

Celebrate the organization’s accomplishments & 
support the accomplishments of partner organizations

x

Raise funds for operations and strategic initiatives x x

Build a strong and diverse base of funding support from 
foundations, corporations, public sources, and individuals

x x
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The success of Riverlife’s ambitious agenda hinges on being able to build 
and sustain formal and informal organizational partners. Key identified 
partners follow:

Partner Nonprofit Organizations
Friends of the Riverfront: Since 1991, Friends of the Riverfront has worked 
across Allegheny County to protect and restore the riverfront in the 
Pittsburgh region through trail development and stewardship. The Three 
Rivers Heritage Trail now encompasses nearly 30 miles of urban and 
suburban riverfront trails along both banks of the Allegheny, Monongahela, 
and Ohio rivers.  In 2020 leadership from Riverlife and Friends of the 
Riverfront developed a Memorandum of Understanding that defines and 
clarifies the roles and responsibilities of each organization with regard 
to the maintenance, development, programming, and communications 
related to open spaces, parks, and trails in Pittsburgh and the surrounding 
region. The organizations will advance a shared agenda that includes co-
led activities and reduced redundancy and overlap. 

Office of Public Art (OPA): Working at the convergence of public art and 
civic design in the Pittsburgh region, OPA envisions a region in which the 
creative practices of artists are fully engaged to collaboratively shape the 
public realm and catalyze community-led change. OPA builds capacity 
for this work through civically engaged public art, artist resources, public 
programming, and technical assistance. Riverlife partners with OPA on the 
management of both Pittsburgh Creative Corps and the Black Lives Matter 
artist residency/community engagement process.

Pittsburgh Cultural Trust: Since 1984, the Pittsburgh Cultural Trust has 
worked to make the Steel City a place where the arts can flourish. Their 
efforts have focused on the cultural and economic development of the 
Cultural District, a nationwide model for how the arts can play a pivotal 
role in urban revitalization. In addition to managing more than one million 
square feet of real estate in the District, the Trust’s success hinges on the 
power of partnership with arts and complementary non-profit organizations 
to build a stronger cultural community. For Riverlife, Pittsburgh Cultural 
Trust partially underwrites and provides technical support for the Artwalk 
initiative and collaborates on planning for the Allegheny riverfront.

Andy Warhol Museum: Located adjacent to Allegheny Landing, The Andy 
Warhol Museum holds the largest collection of Warhol’s artworks and 
archival materials in one of the most comprehensive single-artist museums 
in the world and the largest in North America. Riverlife works directly with 
the museum on planning and programming along the North Shore.

Western Pennsylvania Conservancy: A long-time Riverlife collaborator, 
The Western Pennsylvania Conservancy (WPA) protects and restores 
exceptional places to provide our region with clean waters and healthy 
forests, wildlife and natural areas for the benefit of present and future 
generations. Riverlife works with the WPA on regional and site-specific 
ecological planning and initiatives like the Redbud Project, which seeks to 
plant thousands of flowering Eastern redbuds along the riverfronts. 

Pittsburgh Parks Conservancy (PPC): Since 1998, the PPC has worked to 
improve the quality of life for the people of Pittsburgh by restoring the park 
system to excellence in partnership with government and the community. 
RIverlife works closely with the PPC on park restoration projects and 
regional planning initiatives that connect regional parks to the riverfronts. 

Key Partnerships
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BikePGH: BikePGH works to make biking and walking commonplace for all 
Pittsburghers in order to improve our quality of life and reduce the harmful 
effects of car dependence in our communities. Riverlife collaborates with 
BikePGH on various regional planning and advocacy initiatives. 

Venture Outdoors: A key partner in programming along the Riverfronts, 
Venture Outdoors (VO) works to remove barriers and create access to 
outdoor experiences. In addition to supporting initiatives like Kayak 
Pittsburgh, Riverlife collaborates with VO on the Outdoor Inclusion 
Coalition, a collection of organizations committed to bringing diversity, 
equity, and inclusion to outdoor spaces for current and future generations. 

Private Sector Partners
Riverlife maintains strong relationships with the private real estate 
development community, riverfront property owners, and corporate 
partners. Much of our work is made possible through private investments 
in projects, property owner-driven upgrades and stewardship of open 
space, and direct investments in Riverlife’s efforts. Continued cultivation 
and deepening of those relationships are central to Riverlife’s work. 

Public Agency Partnerships
Department of Conservation and Natural Resources (DCNR): Established 
on July 1, 1995, DCNR maintains and protects 121 state parks, manages 
2.2 million acres of state forest land, provides information on the state’s 
ecological and geologic resources, and fosters partnerships with grants and 
technical assistance to benefit rivers, trails, greenways, local parks and 
recreation, regional heritage parks, open space, and natural areas. DCNR 
provides technical and financial support for Riverlife’s Implementation 
Framework and partners in the completion of Point State Park Connector.

ALCOSAN: Riverlife and ALCOSAN have a rich history of collaboration and 
support. In 2020 the parties crafted a Memorandum of Understanding that 
will guide open space planning at West End Bridge, as part of ALCOSAN’s 
West End Bridge Landing Component  of their $2B Clean Water Plan. 
ALCOSAN’s Saw Mill Run planning basin connects with the Ohio River 
near the base of the West End Bridge and West Carson Street. As part of 
its Clean Water Plan, ALCOSAN is required to construct improvements to 
its infrastructure in this area. ALCOSAN and Riverlife will coordinate their 
efforts around the West End Bridge landing, including property acquisition, 
design, engineering, and planning. Given that ALCOSAN’s planned sewer 
infrastructure improvements will be primarily below ground, ALCOSAN 
and Riverlife will jointly plan any aboveground open space, infrastructure 
and development, subject to ALCOSAN’s requirements for monitoring and 
maintenance of its below-ground infrastructure in the vicinity. 

Urban Redevelopment Authority of Pittsburgh: The Urban Redevelopment 
Authority of Pittsburgh (URA), the City of Pittsburgh’s economic development 
agency, is committed to supporting the City’s economic development 
goals, which are designed to create a city of inclusive opportunity for 
residents, stakeholders and communities. In addition to housing and 
business development work, the URA pursues its mission by assembling, 
preparing and conveying sites for major mixed-use developments, and 
developing innovative tools and incentives to spur responsible growth. 
Riverlife partners with the URA on Transit Revitalization Investment District 
planning in Chateau, programming and planning at South Shore Riverfront 
Park, and the repositioning of key sites throughout Riverlife’s service area. 
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City of Pittsburgh Department of City Planning: The Department of City 
Planning establishes and sustains an orderly and consistent approach 
to land use in the City of Pittsburgh that incorporates sustainability, city 
design, resilience, equity and opportunity in its work. To achieve this end, 
City Planning works with communities, civic organizations and public 
entities to develop policy, projects, and programs at the neighborhood 
and citywide scale and implements these policies through regulations, 
public commissions, and review of land development plans, master plans, 
and projects for compliance with those policies and regulations. Riverlife 
partners closely with City Planning on a number of initiatives, notably as 
co-conveners for the Bank Stabilization Working Group.

City of Pittsburgh Department of Public Works: As a long-time Riverlife 
collaborator, the Department of Public Works (DPW) operates and 
maintains infrastructure while providing essential services for everyday 
life, regional economic growth and environmental sustainability. Riverlife 
collaborates with DPW on capital project planning and implementation, 
care and maintenance initiatives, and other key activities. 

City of Pittsburgh Department of Mobility and Infrastructure: The 
Department of Mobility and Infrastructure (DOMI) is responsible for the 
transportation of people and goods throughout the City of Pittsburgh, and 
for managing the operation of and access to the public right-of-way (the 
sidewalks, curbs, streets, and bridges that make up the network). Riverlife 
collaborates with DOMI on a broad array of planning initiatives, capital project 
planning, capitalization, and implementation,  and other key activities.

Sports and Exhibition Authority: As a joint authority for the City and 
County, the Sports and Exhibition Authority (SEA) provides venues for 
sporting, entertainment, educational, cultural, civic, and social events 
for the public. In addition to  owning PNC Park, Heinz Field and CONSOL 
Energy Center, the Authority owns and is responsible for the operation 
of the David L. Lawrence Convention Center (Convention Center). The 
SEA also owns two riverfront parks, Convention Center Riverfront Plaza 
and the North Shore Riverfront Park - two signature spaces within the 
riverfront system. RIverlife collaborates with the SEA on programming, 
public art, and various infrastructure improvements.

Key Neighborhood Partners
Riverlife partners with community organizations within the Loop such 
as Pittsburgh Downtown Partnership and Strip District Neighbors to 
complete and enhance the Loop and partner on catalytic programming.

Riverside Center for Innovation (RCI): As one of the region’s premier 
community economic development agencies, Riverside Center for 
Innovation serves as the convener for the River Avenue Partnership, a 
forum for idea sharing, problem-solving, and consensus-based decision-
making around the River Avenue corridor on Pittsburgh’s Northside. The 
Partnership is comprised of a steering committee-- of which, Jerrel 
Gilliam (Light of Life, Executive Director) and Juan Garrett (Riverside 
Center for Innovation, Executive Director) co- chair—as well as two active 
working groups: Programs & Services Working Group and Business Owners 
Working Group. Riverlife is engaged with RCI and RAP to advance open 
space solutions throughout the corridor. 
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The Hazelwood Initiative, Lawrenceville Corporation, and Manchester 
Citizens Corporation have worked for decades to bring responsible growth 
and development to their localities. Each has elevated riverfront access, 
infrastructure, programming, and amenities in relevant neighborhood 
plans. Each organization has pledged to partner with Riverlife on the 
Expanding the Loop implementation.

Key Consultants
evolveEA: evolveEA is a nimble multidisciplinary practice situated at the 
intersection of sustainability and the built environment, helping individuals, 
communities, and organizations take strategic action through three lenses 
of sustainability: People, Process, and Place. evolveEA serves as a critical 
partner with Riverlife on the production of the Implementation Framework, 
Completing the Loop report, and Region Flow planning.

Fourth Economy: Fourth Economy is a national community and economic 
development consulting firm that focuses on fostering action to create 
great communities, impactful organizations, and strong economies. Fourth 
Economy partners with Riverlife on the creation and implementation of 
a permanent financial instrument and comprehensive care/maintenance 
strategy for the riverfronts.

Palo Alto Partners: Palo Alto Partners is a real estate consulting firm located 
in Pittsburgh’s Northside. The firm was founded in 2009 and is led by Tom 
Hardy. Tom has over fifteen years of planning and real estate development 
experience, and is a member of the American Institute of Certified Planners. 
He serves on the Boards of several non-profits and economic development 
organizations including Pittsburgh Economic and Industrial Development 
Corporation and Pittsburgh Urban Initiatives. Prior to forming Palo Alto 
Partners, Tom served in various leadership capacities at several community 
organizations in Pittsburgh, including the South Side Local Development 
Company and the Manchester Citizens Corporation. He has extensive 
experience utilizing creative financing tools and applying innovative 
approaches to projects, and has worked in neighborhoods throughout the 
region. Palo Alto serves as an augmentation of Riverlife’s Project and Planning 
Department, assisting with the advancement of transformative projects.

Thread Strategies: Thread is a Washington, DC based consulting firm that 
takes a holistic view of building development departments and increasing 
annual revenue. As Riverlife builds both organizational sophistication and 
reach, robust systems, processes, and infrastructure for our External 
Affairs department will be essential. In addition to support for annual 
appeals and capital campaigns, Thread is providing technical assistance 
as Riverlife transitions to Salesforce as our CRM. 
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Riverlife garners funding from a variety of sources 
including public funding, federal programs, state 
programs, local programs, private funding, corporate 
support, and individuals.

Riverlife has a 20-year track record of serving as the faithful steward and 
catalyst for transformational change along our rivers. The organization 
benefits from a strong financial position with growing support from 
individuals, corporations, foundations, and public sources. Riverlife 
consistently evaluates new sources of earned and unearned revenue.

In 2020, Riverlife worked with Thread Strategies, a nationally-recognized 
fundraising consulting firm based in Washington, D.C., to undertake 
a rigorous development assessment process and produce a robust 
development strategy and plan. This plan ties strategic goals to revenue-
generating strategies that will grow sustainable constituent engagement 
through a cohesive, forward-looking development and communication 
planning process. The plan includes strategies for expanding its ever-
growing individual donor base, deepening corporate partnerships, and 
exploring new relationships with local, regional, and national philanthropic 
entities, as well as staffing recommendations that will allow Riverlife to 
support the plan. See the Development Strategy and Plan in the Appendix 
for more information.

In addition to our work to grow our foundation of operating support, 
Riverlife is committed to  cultivating, expanding, and diversifying revenue 
streams for special project support. Past, current, and potential sources 
of project support include but are not limited to: 

Public Funding
• Riverlife has a strong track record of securing special project funds 

from public agencies.

Federal Programs
• U.S. Army Corps of Engineers: Riverlife received funding from the Army 

Corps of Engineers to commission a habitat restoration study for the 
North Shore.

• U.S. Department of Housing and Urban Development (HUD) and 
Department of Transportation (DOT): Riverlife partnered with the Urban 
Redevelopment Authority (URA) to secure joint funding from HUD and 
DOT to support the Allegheny Riverfront Green Boulevard study.  

• U.S. Fish and Wildlife Service (USFWS) Sport Fish Restoration 
Program: USFWS and Riverlife worked together to implement key 
upgrades to Allegheny Landing Park.

State Programs
• Pennsylvania Department of Conservation and Natural Resources 

(DCNR): DCNR has partnered with Riverlife on several key projects 
including Point State Park Fountain, Point State Park Connector, 
Grant Street Crossing, and Mon Wharf Switchback. The agency 
also generously funded the creation of this Framework through the 
Environmental Stewardship Fund grant program.

Financial Stability & 
Sustainability
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• Pennsylvania Department of Community and Economic Development 
(DCED): Riverlife has received significant funding and support from 
DCED to restore Allegheny Landing Park on the North Shore in 2014 
and the Mon Wharf Switchback project in 2016. In 2020, DCED 
designated Riverlife a Waterfront Development Organization, which 
allows Riverlife to solicit corporate funding through the state tax 
incentive program. 

• PA Fish and Boat Commission: The PA Fish and Boat Commission 
worked with Riverlife to restore the boat dock at Allegheny Landing  
and helped with lower trail improvements at Allegheny Landing Park.

• Commonwealth Financing Authority (CFA): CFA supported the Mon 
Wharf Switchback project. 

• Redevelopment Assistance Capital Program (RACP): Riverlife partnered 
with RACP on many projects, including the Mon Wharf Connector and 
South Shore Riverfront Park. 

Local Programs
• Allegheny Regional Asset District (RAD): Riverlife has partnered with 

the Allegheny Regional Asset District and the Pittsburgh Cultural Trust 
to commission ArtWalk, large-scale public artwork and inclusive 
community spaces along more than two miles of the riverfront 
trails and access along the Allegheny River. RAD has also generously 
supported multiple capital projects, including the recent completion 
of the Mon Wharf Switchback.

• Riverlife has identified several opportunities to grow public funding 
support through programs including Allegheny County’s Community 
Infrastructure and Tourism Fund (CITF), Gaming Economic 
Development Tourism Fund (GEDTF), deeper partnerships with 
city agencies such as Pennsylvania Department of Transportation 
(PennDOT) and Department of Mobility and Infrastructure (DOMI), 
Community Development Block Grants (CDBG), state agencies such 
as the PA  Department of Environmental Protection (DEP), and federal 
agencies such as the US Environmental Protection Agency (EPA) and 
Department of the Interior.

Private Funding
• Riverlife is proud of its longstanding relationship with the Pittsburgh 

philanthropic community and has a successful track record of raising 
operating and special project support from private foundations. The 
city’s foundation community was instrumental in Riverlife’s founding, 
therefore, the organization has enjoyed steadfast support throughout 
the years. Roughly 60% of Riverlife’s operating budget comes from 
private foundation sources. The new development strategy and plan 
recommends that Riverlife continue to diversify these funding sources. 
Riverlife has ambitious goals to grow its foundation portfolio by building 
relationships with more local, regional, and national funders. The 
production of this Framework was generously supported by the Henry 
L. Hillman Foundation and one anonymous foundation partner.
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Corporate Support
• Corporate support accounts for 27% of Riverlife’s operating budget, 

significantly ahead of the 5% national average. Riverlife receives 
corporate contributions through corporate sponsorship, corporate 
grants, and a tax credit program through the state of Pennsylvania.

• Waterfront Development Tax Credit Program: In 2020, Riverlife was 
designated as a Waterfront Development Organization by DCED. 
Through this tax incentive program, Riverlife is able to cultivate 
corporate partnerships that support waterfront development projects. 

• Corporate Grants and Sponsorships: In the past, Riverlife received 
corporate grant support from Alcoa toward the North Shore restoration 
study and the Point State Park fountain project. The Point State Park 
project also received corporate support from Eat’n Park and PNC. 

Individuals
• Riverlife has a robust individual giving program comprising an annual 

fund, a monthly giving program, a major giving society, and special 
capital campaigns. Its donor base entails a combination of highly 
loyal, long-term supporters and a new, growing population of donors 
who gained a renewed appreciation of public outdoor spaces during 
the COVID-19 pandemic. Individual support accounts for a small, but 
growing, percentage of its annual budget (roughly 12%). 

• A significant portion of individual fundraising occurs around exciting 
capital projects. When Riverlife seeks to complete a new capital 
project, some projects are folded into annual fundraising and 
others require dedicated resources to build and manage. Riverlife’s 
development strategy and plan provides guidelines for designing 
capital campaigns to support current and future capital projects that 
are detailed in the Framework and Completing the Loop report.

• In 2020, Riverlife also engaged the national community and economic 
development consulting firm Fourth Economy to explore the possibility 
of implementing a permanent financial instrument for ongoing care and 
maintenance of riverfront investments. This permanent financial plan 
will give our projects sustainable channels of care and maintenance 
funding that will protect our investment in riverfront projects. See 
the final report and recommendations from Fourth Economy in the 
Permanent Financial Instrument report in the Appendix.
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Salaries 667,964 804,773 922,340 950,010 978,511

Benefits 172,734 201,193 230,585 237,503 244,628

Administration & Overhead 130,000 160,955 184,468 190,002 195,702

Development Expenses 165,640 173,922 182,618 191,749 201,336

Total Operating Expenses 1,136,338 1,340,843 1,520,011 1,569,264 1,620,177

Grants 785,000 952,937 1,080,272 1,115,276 1,151,460

Individual Giving 125,000 151,917 172,217 177,798 183,566

Special Events 251,500 276,214 313,122 323,268 333,782

Total Operating Revenue 1,161,500 1,381,068 1,565,612 1,616,342 1,668,782

Net / (Loss) 25,162 40,225 45,600 47,078 48,605

Operating Expenses

Operating Revenue

2021 20232022 2024 2025

Riverlife’s staffing plan, developed to meet the capacity needs outlined by 
the Implementation Framework, is the key driver of its 5-year operating 
budget. Riverlife’s Development Strategy and Plan created through a 
partnership with Thread Strategies has led to the development of an 
ambitious but realistic 5-year operating budget assessment. Riverlife 
projects about 42% growth in its operations over this 5-year period to 
meet the capacity needs outlined above. Riverlife plans to achieve this 
through a diverse mix of foundation support, corporate sponsorships and 
grants, individual giving, and special events. Please see the Development 
Strategy and Plan in the Appendix, which outlines the goals, strategies, 
and key tactics to achieve these funding goals. 

Five-Year Operating Budget Projections
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Riverlife has identified potential future risks and 
strategies to prevent and/or manage them.

Risk is defined as an event that has a probability of occurring, and 
could either have positive or negative impacts should that risk occur. 
All organizations assume some element of risk, and it’s through risk 
management that organizations develop strategies, techniques, and an 
approach to recognize and confront any threats that have the potential to 
impact the organization’s ability to fulfill their mission.

Risk Identification
There are two categories of risk that Riverlife must consider: 
Unpredictable risks (risks that are often unexpected and difficult to plan 
for) and calculated risks (risks that the organization takes on knowingly in 
pursuit of their mission).

Riverlife has identified several types of unpredictable and calculated risks 
and assessed them for their probability of occurring and the degree of 
impact they could have on the organization’s ability to fulfill its mission. 
These risks, listed in order of importance, are:

UNPREDICTABLE RISKS
1. Financial Risk: The possibility of losing funding or inability to balance 
the organization’s finances 

Assessment: As the COVID-19 pandemic shifts funders’ priorities and 
as Riverlife engages in capital projects to “Complete the Loop” while 
expanding their scope to enhance and expand the Loop, significant 
financial resources will be needed while funding sources are threatened. 
Financial risk is a significant and urgent risk for the organization. 

Example: Funders discontinue supporting Riverlife with financial 
resources. Event sponsors pull out of Riverlife events.

Risk Trajectory: Increasing risk 

2. Change in Context: A change in context, such as changes in political 
administrations or market forces

Assessment: Riverlife’s success is contingent on their ability to work 
with a variety of stakeholders to achieve common goals. Riverlife has 
a history of working across the political spectrum, however, changing 
administrations can reduce political support and shift priorities. This 
has the potential to derail projects that are critical to Riverlife’s mission. 
Similarly, if market forces impact private development, it could impact the 
quality of riverfront development, having a direct impact on the Loop. A 
change in context is likely in the near future, making this a significant risk 
for the organization.

Example: A new political administration that does not have a relationship 
with Riverlife may have priorities for the riverfront that do not align with 
the organization’s mission. Market forces may impact developer decisions 
to invest in the riverfront portion of their properties, threatening Riverlife’s 
ability to achieve their mission.

Risk Trajectory: Stable 

Risks & Risk Mitigation
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3. Physical Asset Risk: Damage to property owned by Riverlife or property 
owned by others that impact the Loop or other mission-critical assets. 
Damage could be a result of extreme weather events, natural disasters, 
vandalism, or other means. 

Assessment: As climate change intensifies, and as recent history has 
demonstrated, Riverlife must be prepared for physical asset risk. This risk 
is considered significant because the quality of physical assets within the 
Loop is critical to Riverlife’s mission.

Example: A riverfront dock being destroyed by an ice flue; a mural painted 
without permission on riverfront property

Risk Trajectory: Increasing risk

4. Reputational Risk: Activities such as straying from the organization’s 
mission or a misstep in actions that damage the organization’s reputation

Assessment: As part of the Implementation Framework process, Riverlife 
is being more intentional and nimble in their actions to achieve their 
mission, with a renewed focus on social equity. This preventative action 
makes reputational risk less concerning at this time.

Example: A Riverlife-associated project is engaged in a scandal (knowingly or 
unknowingly by Riverlife) that causes the organization to lose community trust

Risk Trajectory: Stable 

5. Internal Structural Risk: Changes in internal structure or personnel

Assessment: With the hiring of Riverlife’s current CEO, and a commitment 
to succession planning, the organization is far less vulnerable than years 
past to internal structural risk, making this risk less concerning at this time.

Example: Transitions in executive leadership or the loss of employees with 
longstanding institutional knowledge

Risk Trajectory: Stable

Certain events may be categorized as more than one type of risk. For example, 
the fulfillment of Riverlife’s vision and mission is heavily reliant on decisions 
made by riverfront adjacent property owners. If Riverlife affiliated projects are 
designed such that they do not meet the design standards and values of the 
organization, this could result in physical asset risk as well as reputational risk. 
Another example is the onset of the COVID-19 pandemic. The pandemic 
has increased the probability of financial risk (as funders pivot their focus 
to meet needs directly related to the pandemic), a change in context (such 
as shifting political priorities), as well as physical asset risk (riverfront assets 
may need to be closed or lose value due to social distancing requirements).

CALCULATED RISKS
Strategy Risk: Risks as a result of activities that Riverlife undertakes in 
pursuit of its mission

Assessment: Through the Implementation Framework process, Riverlife 
has evaluated several potential strategic risks as part of the decision to 
expand the Loop and engage in mission-critical issues of regional impact 
and importance. These strategic risks include:

• Alienating supporting organizations by taking a stance on regionally 
complicated issues such as air quality or water quality. Riverlife 
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will approach issues in a manner that aligns with their bedrock 
statements and will not lead efforts related to these issues, but will 
instead support or advocate for them.

• Complicating relationships with partner organizations by pursuing activities 
(in a leading or partnering role) that have traditionally been performed by 
other organizations. Similarly, while Riverlife’s goals may align with other 
organizations, their means to accomplish those goals may not align.

• To adequately perform their expanded scope, the organization 
will need to expand their capacity. Hiring additional staff requires 
financial resources and time for training. As the organization grows 
organizational culture could shift.

• As with any decision made there are potential opportunity costs. 
When Riverlife chooses to focus on a geography or mission-critical 
issue, this reduces capacity and resources that can be provided 
to other initiatives. By expanding their scope, Riverlife will need to 
ensure their focus does not stray from their priority to Complete and 
Enhance the Loop.

Risk Management
The first approach to managing risk is mitigation to lessen the probability 
of the event occurring. The second is contingency planning, or a series 
of activities that should take place either prior to, or when the event 
occurs. Mitigation actions frequently have a cost. Sometimes the cost of 
mitigating the risk can exceed the cost of assuming the risk and incurring 
the consequences. It is important to evaluate the probability and impact 
of each risk against the mitigation strategy cost before deciding to 
implement a contingency plan. Contingency plans implemented prior to 
the risk occurring are preemptive actions intended to reduce the impact 
or remove the risk in its entirety. Contingency plans implemented after a 
risk occurs can usually only lessen the impact. 

Riverlife has identified several strategies to manage the risks mentioned 
above. A risk management plan including further detail for each of these 
strategies will be developed by Riverlife’s Board. These strategies include:

• Providing flexibility in the organization’s workplan. Flexibility allows 
the organization to pivot nimbly when opportunities arise or when 
the organization faces the consequences of risks. Flexibility in staff 
capacity and contingencies in their budget will enable flexibility.

• Capitalization planning. Capitalization plans serve as a roadmap for 
ensuring Riverlife has the funds and other assets needed to manage 
risk and pursue opportunity.

• Scenario planning. Developing scenarios for potential changes in 
context may mitigate context risks and/or provide a strategy to 
manage these risks when they arise. 

• Strengthen relationships. Deepening Riverlife’s relationship with 
institutions, as opposed to just personal relationships, and formalizing 
these relationships with MOUs, will help protect the organization 
from changes in context. Similarly, strengthening a broad base of 
supporters and reinstating the organization as a nonpolitical voice 
with diverse reputation can mitigate future risk.
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• Limit high risk activities. Riverlife should only engage in a few high 
risk activities at a time, supported by projects of moderate or minimal 
risk. This would reduce impact should those risky activities have 
significant impacts.

• Role Matrix and Evaluation Criteria. Riverlife’s role matrix and 
evaluation criteria will help the organization assess projects and 
develop their role with defensible reasoning. This can assist with 
decision making and navigating complicated situations with partners.

• Develop a Comprehensive Plan and Funding Mechanism for Care and 
Maintenance. Riverlife has worked with Fourth Economy to develop a 
strategy for riverfront care and maintenance and the development of 
a reserve fund to protect riverfront assets long-term. See Permanent 
Financial Instrument Report for more information.

• Strengthen the Design Review Committee (DRC). Strengthening the 
DRC’s role will protect against physical asset risk and reputational risk by 
ensuring high quality projects by property owners that impact the Loop.

Risk management is an ongoing process that continues through the life of the 
organization. Riverlife has committed to performing an annual risk assessment 
to identify and proactively manage foreseeable risks. Staff and/or Board 
members will meet annually to review the organization’s two-year workplan, 
identify potential risks, and decide if preemptive action is necessary.

Exit Strategy
Wind up. Nonprofit statutes dictate what happens to the assets of a 
corporation in the event of voluntary or involuntary dissolution, and the 
IRS makes it very clear that tax-exempt charitable 501(c)(3) organizations 
must distribute their assets to another charitable tax-exempt 501(c)(3) 
organization in the event of dissolution. Accordingly, in the event that 
Riverlife were to dissolve - whether voluntarily or involuntarily - the 
organization’s assets as well as any attendant stewardship responsibilities 
tied to those assets would be transferred to a similar, charitable entity that 
is willing and capable of assuming these assets and these responsibilities.

Re-orient. In the event that Riverlife’s context necessitates a pivot in their 
organizational activities, or the organization needs to shift their model (for 
example, once they complete the Loop), the organization may need to re-
orient. A reorientation of the organization may focus on expanding the Loop, 
programmatic activities, or offering services outside of their historic service 
area. This would require a re-evaluation of their staffing plan, funding 
allocation, etc. to best meet the evolving focus of the organization.

Right Size. If the organization were to re-orient or tighten their scope of work, 
it may require the organization to right size their staffing and funding to best 
match the activities of the organization. For example, if Riverlife chooses to 
focus more on programmatic activities in the future, the organization will not 
need as many capital project managers or as many employees dedicated 
to development as is currently outlined in the staffing plan.
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Riverlife seeks to continually improve as an 
organization and has established ways in which to 
evaluate their internal operations.

Riverlife develops organizational indicators annually as part of their 
annual board planning exercises. The following list of categories guide this 
exercise to ensure a healthy organization.

Governance:
• Long term strategic plan in place to guide organizational mission and 

programs
• Recruit and retain diverse, inclusive, and influential governing board 
• Clear board roles and responsibilities, policies
• Strong committee infrastructure
• Board participation in regular and committee meetings
• Opportunities for board self-assessment & development
• Strong relationship between board & CEO

Financial stability:
• Balanced budgeting
• Strong balance sheet with 3-6 months operating reserves
• Clear and accurate financial reporting 
• Strong internal controls and financial policies
• Clean and unmodified annual external audits

Fundraising:
• Strong development strategy and plan updated annually
• Diverse and stable sources of funding 

Communications:
• Clear brand presence
• Strong media presence
• Good public reputation

Human Resources:
• Employer of choice
• Recruit and retain diverse staff
• Provide professional development opportunities
• Evaluate performance regularly, and at least annually
• Succession plan in place

Organizational Evaluation
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