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Integrative Cases

Building the Cuyahoga River Valley Organization®

Sally Parker was heady with excitement. As the presi-
dent and founder of the OD consulting firm, Currere,
many of the ideas she had worked for over the past three
years, in fact, many of the ideals she was passionate
about, were coming to fruition. The Cuyahoga River
Valley Organization (CRVO), an organization to be
charged with carrying out the Cuyahoga Valley Initiative
(CVI) through projects to restore the health and vitality
of the region, was still not off the ground. There were
lots of thinking to do and actions to take, but momen-
tum was building for the transorganizational system that
held the promise of not only rejuvenating the economic
basis of the Cuyahoga River Valley but perhaps even
restoring what was once a beautiful example of nature.
As Sally pondered her next moves, she reflected on the
history of the project, her involvement, and how the
CRVO might be organized.

It had all started in November of 2000 with a series
of articles in the Cleveland Plain Dealer entitled “The
Forgotten Valley.” Authored by Steven Litt, art and archi-
tecture critic for the local newspaper, the articles traced
the history of the Cuyahoga River Valley and highlighted
its “natural beauty and full-throated industry.” As Litt
concluded the series, he issued a challenge to the commu-
nity to recognize and embrace the Valley as a place for
“enjoyment, exploration, reinvestment, and renewal.” In
December, Cuyahoga County commissioner Timothy
McCormick took up the challenge and the CVI was
born.

*This case was developed and written by Sally Parker, with the assis-
tance of Chris Worley. The case draws on several written documents
and materials, including the Cuyahoga Valley Initiative website, the
information on the Cuyahoga Valley in the Wikipedia site, the Cuya-
hoga Valley National Park site, and numerous documents prepared
by the Cuyahoga County Planning Commission. The case was pre-
pared for the purposes of class discussion and is not intended to
illustrate cither effective or ineffective handling of an administrative
situation,
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THE CUYAHOGA VALLEY

To understand the CVI, one must first unde oo o
place—northeast Ohio and the Cuyahoga == Voo,
As the transition point between the A1 oo

and the Great Plains, the Cuyahoga Val' ., «

ern frontier for the emerging American ncticr, 1 wa
of the valley is extensive, following the rive. . ii tlows
south through Akron and Cleveland into Lz2 [re the
12th largest body of fresh water on the planci. The valley
is home to the historic Ohio & Erie Canal 22 to.path
system, once a prime contributor to Northcast Ohios
preeminence as an economic leader and now 2: integral
part of the region’s recreation system.

Deriving its name from the Iroquois word mean-
ing “crooked,” the Cuyahoga (or “Crooked”) River Val-
ley is the setting for one of the most significant
examples of industrialization, urbanization, degrada-
tion, and preservation in America. Located midwav
between extensive deposits of natural resources and
with access to land and water transportation networks,
the Cuyahoga River Valley positioned northeast Ohio
as an early center of industry. Cleveland and Akron
gained reputations as trade centers thanks to a super-
highway of canals and railroads that transported every-
thing from cotton and coal, to coffee and window glass.
Made possible by the technological advances of the
Industrial Revolution, Cleveland, already a port on
Lake Erie, became a center for steel mills because of
its proximity both to the high quality iron ore from
the upper Great Lakes region and to Ohio’s bituminous
coal. Shortly afterwards, John D. Rockefeller brought
the oil industry to Cleveland in the form of refineries.
Akron became home to the Quaker Oats Company and
emerged as the “Rubber Capital of the World” when
Benjamin F. Goodrich opened his factory to manufac-
ture carriage and bicycle tires. Miller, Seiberling, Good-
year, and Firestone companies soon followed suit and
thrived as the popularity of the automobile grew.




. ]}1d.ll>‘Ffl:1! _l"‘.‘glc-‘:\‘ 'hO\\'C\’cr. also was associated
with increases in industrial waste, and the \ower Ciis
hoga River became a “flowing dump.” In fact u)ld.
Cuyahoga River has caught fire at least thre‘ : 1 “.e_
since 1936. The third and final fire in 1909‘. -«l'm:
worldwide attention ard initiated the passage t(,)l":ll :
Clean Water Act in 1972, Bk =

The Clean Water Act greatl; reduced the waste that
went into the river, and the Cuyahoga River rlo“.;‘.
began to heal itself. By 1998, the Em'iro;menmi F“mtcc}-
tion Agency designated the Cuyzhoga one of 14 Ameri-
can Heritage Rivers. However, and despite great stiides
forward, the Cuyahoga River is far from healthy. Envi:
ronmental issues continue to plague the health of the
river valley driven by urban sprawl, poor land use, and
unsustainable development practices. Storm water run-
off, flooding, and erosion continue to degrade the Valley.
In fact, in addition to its designation as an American
Heritage River, the Environmental Protection Agency
has also classified portions of the Cuyahoga River
Watershed as one of 43 Great Lakes Areas of Concerns.
Thus, remediation of the Cuyahoga River continues.

Similar to the environmental plight of the river,
northeast Ohio struggles economically as jobs, popula-
tion, and personal income decline at a rate above that of
the rest of the country (Figure 1). Middle-class house-
holds have fled older urban areas for outlying suburbs,
and once thriving, working-class neighborhoods have
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fallen into decline. Individual communities often find
themselves in a “shell game,” competing with neighbor-
ing communities and municipalities for the businesses,
development, and residents that they hope will jump-
start their economies. Meanwhile, theie are a growing
number of initiatives and organizations advocating
regional approuches to address shared economic chal-
lenges, Jeverage regional assets, and market northeast
Obio as a great place for new businesses, leisure trave-
lers, conventions, and meetings.

The Cuyahoga River Valley is home to many of
these physical, economic, and regional assets. Over its
course, the river offers numerous experiences connect-
ing nature, recreation, entertainment, history, neigh-
borhoods, and industry. In one week, without a car,
an adventuresome explorer could sail on Lake Erie,
hike or bike on the towpath trail for hours through
great scenery, Vvisit a z00, ride a scenic train, tour a
steel mill, shop at a farmer’s market, experience the
Rock “n” Roll Hall of Fame, hike in a National Park,
and sleep in luxury accommodations.

The Cuyahoga River Valley is an invaluable
regional asset, which happens to encapsulate a micro-
cosm of the world’s environmental, economic, and
social challenges. If approached with thoughtful action,
these challenges could catalyze creative, innovative
solutions for the region. The CVI provided a frame-
work for leveraging this asset.

Greater Cleveland’s Economic Growth (Compared to the U.S. Baseline)

U.S. performance baseline 100%
\_v 95%
\:— = 90%
AN A 85%
Personal income \ 80%

\ti?pulation 75%

.

70%

1970s

1980s

1990s

65%

1969 1980

1990 1999

SOURCE: Bureau of Economic Analysis, U.S. Department of C

ommerce.



766 PART 7 SPECIAL APPLICATIONS OF ORGANIZATION DEVELOPMENT

L

THE CUYAHOGA VALLEY
INITIATIVE

The CVI began in 2001 as a Cuyahoga County-funded
project under the direction of the Cuyahoga County
Planning Commission and at the request of the county
commissioners. Since 2001, the slate of elected com-
missioners has changed, yet the county has continued
to budget funding for the CVI so that work on the
Valley can continue.

The initial objective of the project was to create
codes, guidelines, and other tools that municipalities
in Cuyahoga County would use to direct redevelop-
ment. Driven by the vision of the County Planning
Commission Director Paul Alsenas, the project soon
became known as the Cuyahoga Valley Initiative, a
regional initiative for sustainable transformation and
regeneration. Under Paul’s leadership and the commit-
ment and vision of a small team of county planners, the
CVI expanded to a multicounty effort to create a cul-
ture of sustainability, using the Valley as a laboratory.
During this time, local and national consultants,
including Sally Parker’s firm, Currere, joined Paul’s
team to engage hundreds of individuals and organiza-
tions that were part of the Valley.

Through Paul and the CVI team’s efforts, the CVI
developed a framework to guide action grounded upon
the social, ecological, and financial principles of sus-
tainability. Four principles and six organizing ideas
formed the basic structure. The four principles were
Build Connections, Renew the Economy, Create a Sus-
tainable Urban Ecology, and Appreciate Our Shared
Heritage. The six organizing ideas, or goals, helped to
sort out the complexity of the place and provide a
unique perspective on the Valley. These included:

Working River: Through innovative watershed
management, the Cuyahoga River will be main-
tained as a state-of-the-art working river that
serves industry and recreation, while being sup-
ported by healthy natural systems.

Healthy Valley: Through ecological restoration, the
Cuyahoga River Valley community will transform
the urban watershed to become an environmental
treasure for the region, flourishing with life-
sustaining, healthy natural systems.

Destination: The Cuyahoga River Valley will be-
come a popular recreation and tourist destination.

Residents and visitors alike will enjoy the Valley's
cultural, historical, and ecological amenities. '
Art and Design: The Valley will be a place of
experimentation and creativity where new design
paradigms that join artistic expre-sion with pur-
pose are tested.

Business Innovation: The Cuvahioss iover Valley
will become known for industry and thousht mod-
els in economic development throush e ironmen-
tally friendly development and buiness practices.
Community Capacity: Lvery « coonity will
combine its diverse assets and * [ rts - ih global
best practices in a way that increcees individual
and community wealth, encourege. the develop-
ment of existing and new busines.cs, and brings
about environmental health.

As work on the Initiative advanced, it quickly
became evident to Paul and the team that the Valley's
transformation, as envisioned by the Cuyahoga Valley
Initiative, would require more capacity than the
County Planning Commission could commit. Collab-
oration and cooperation amongst many different indi-
viduals and organizations with many different
agendas over a long time period was required to
accomplish the CVI mission. County and municipal
governments; a wide variety of governmental agencies
and authorities; environmental, social service, and
economic development non-profits; for-profit busi-
nesses (large and small, local and global); and Valley
residents were among the stake-holders to be involved
in meaningful action. The team realized that the CVI
needed to move beyond the walls of County Planning,
and in 2005, they engaged Sally’s company to explore
the type of organization required to take on the work
of the initiative.

THE DESIGN PROCESS

Sally’s exploration began by engaging the community
in a variety of one-on-one dialogues. Her team talked
with more than 80 representatives from local and
regional organizations, including Valley municipali-
ties, community and economic development organiza-
tions, county government, regional authorities, local
universities, Valley-related nonprofit organizations,
real estate developers, and Valley businesses and
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« The Cuyahoga Valley Initiative was not widely
understood and in fact was a source of confusion
and suspicion for some members of the commu-
nity. Those with knowledge of the CVI were gen-
erally optimistic and intrigued with its approach
and were eager to see results.

« If the Cuyahoga Valley Initiative was to have any
chance of realizing its vision, it had to expand
beyond the borders of Cuyahoga County and
include Summit County to the south (Figure 2).
This meant taking on a significantly larger area,
including 25 local governments, three special gov-
ernment districts, numerous State of Ohio depart-
ments, over 40 nonprofit organizations, and
thousands of private businesses and residents
whose work and property management practices
influence the Cuyahoga Valley—each entity having
its own priorities and ways of operating.

« Any organization charged with the mission of the
CVI would need to provide overall coordination
and a cohesive context—or vision—for the many
organizations working in the Valley. It would need
to facilitate new kinds of collaborations whose
work would benefit both the Valley and the mem-
bers of the collaboration.

Participants in these conversations also shared a
sense of reluctance about forming any kind of new orga-
nization. They warned Sally’s team 10 “think long and
hard” before recommending the creation of a new orga-
nization in a region that is saturated with nonprofits and

governmental entitics already competing for an insull
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Inivianme needs organizational capacity bevond that

currently present in the commuiiiv. It nceds an

organization able to work with a wide variety of
organizations and agendas and able to provide con
text and a course and model for collaborative action.

« The formation of any new organization will be
scrutinized by the community regardless of how
“needed” it might be. From the get-go, its existence
will have to be “justified” in the eyes of the com-
munity as an organization that is essential, non
redundant, and legitimate.

Developing the Design

Armed with these conclusions, Currere worked with
the County Planning Commission to secure supple-
mental funding through a grant from The Gund
Foundation. With this funding, they decided that the
next step was to think about the required design to
deliver this additional capacity. Their design process
was grounded on four key principles:

1. Place Based: The people of the community should
design the organization to serve the needs of the
place as a physical ecology, human community,
and economy.

2. Experiential, Participatory, Collaborative: The
organization design experience should expand
thinking and perception and demonstrate how neu-
tral space is created to support cross-organizational
and cross-sectoral work.

3. Task and Capacity Focused: The process should
accomplish specific results, while expanding indi-
vidual and group capacity to accomplish additional
results.

4. Transparent: Participants need to represent the
mission and capabilities of their organizations,
remaining transparent about their organization’s
interests or agendas.
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The Cuyahoga River Valley
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Following the above principles, Gitveese
cVl team formed an od hoc group of
anusual suspects™—11 individy,
ent organiz:\tion.s ‘?‘nd fiitiatives throughout Cuya-
hoga and Summit Cousiy, Puiling this ad hoc ",\‘
together was a critical it of 1le process. Th .3‘1 “l‘l"r‘
created @ Matrix of the Chasac e ristice wprar:. ¢ leam

= ILS, CXpertise, exne-
rience, and perspect. o5 they fely =
T TR I T e G e important
within .t C ;wf“ i u-n.i crainstormed a lis: o
p‘ro‘speuts. T.hey Sougti Broad and systemic thinker:
civic cl"naf‘nplons, nGvators, and leaders. They looked
for individuals not afvai 1 sprak the truth vet wilt:

¢ yet willing
to listen to others. They wanted vision and passion
about northeast Ohio and the Cuyahoga River
Valley; they needed commitments of time and
energy.

Paul and Sally l?cgaxl to meet with each of the
prosPects. Armed with information about the value
and ‘1m1::‘0rtalzce of the CVI, they prepared for a chal-
lenging “sell,” expecting to be delegated to less power-
ful people in the chain of command. They were
wrong. In fact, they were met with a great deal of
interest. Whether they were meeting with the general
manager of one of the world’s largest steel companies,
busy and successful entrepreneurs, the leader of the
County library system, a mayor, a city councilman,
or the head of strategy for a national developer, the
most common response they got was, “How can I not
do this? How can I not take this on?”

So, having met with an overwhelmingly positive
response from this group of prospects, the task was to
narrow the group down to 14. Together, this final ad
hoc group, Currere, and the Planning Commission
comprised the design team.

Under Currere’s leadership, the design team
immersed themselves into the Valley as place—a phys-
ical ecology, human community, and economy. Over a
period of five months, the design team met about every
three weeks for half-day sessions that were held in dif-
ferent locations throughout the Valley. In addition,
three full-day sessions were conducted to provi'de .the
design team an opportunity to “try on” orgamza.txon
design criteria and principles with real Valley projects
and the people and organizations working on them.
For example, several Valley-related projects, sth as
the East Bank Flats Redevelopment and the Cny of
Cleveland’s industrial brownfield land-bank iniliau.ves.
were already underway, and the day-long sessions

and the
| “usual and
als Fepresenting differ-

were

allowed the design team to think about how projects,
sponsors, governments, and organizations might fit
together into an organization model.

These meetings re-ul* °d in the design team grasp-
oi a pl was the size and

ing the compies 1ce that

eale the Valley

cad that hosted such a diversity
f 2colc , veonom’e, and social 1ss:es. They real-
60 how many orge-ations—large and small from
difierent <ectois— < ore wiveady working to advance
their ag ~cas and affect ihz Valley. They also wrestled
with aueszions about - essential “DNA” of an orga-

nization whose function was the transformation of
such a piace. They talked about the Valley as a
whole system and wondered where attention and
energy sheuld be focused to catalyze and accelerate
transformation and regeneration—to achieve results
and create value. The design team had an epiphany
as they struggled to define the physical boundaries
of the Valley and to prioritize the places where work
should be focused. The primary point of leverage for
effecting change in the Valley was not a project or a
physical place—the primary point of leverage for trans-
formation was people and the human network they
formed.

With this insight, the group’s focus shifted to look-
ing at the Valley as a networked system of people and
organizations.

The Essential Components of the Network
With Sally’s help, the design team pieced together the
essential elements of the system that required coordi-
nation. Rather than a singular organizational form, the
Valley’s transformation called for four different net-
works of organizational capacity working together in
partnership to effect change (Figure 3). Central to the
partnership was the Cuyahoga River Valley Organiza-
tion (CRVO), acting as an orchestrator for the other
three: the triad, network partners, and projects.

o The Triad refers to a group of individuals repre-
senting three key stakeholders—government, busi-
ness, and foundations within the two counties—
that can collectively legitimatize and support the
system of activity. This means legitimizing the
Valley and the CVI as a top regional priority and
the CRVO as the organization charged with the
CVI mission. For the CRVO to be able to work
through a network of other organizations, it must
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The Cuyahoga River Valley Partnership

The Triad
legitimizing

activity

7~ x>

Regional Priority

I

The CYRO
orchestrating
resources

Legitimacy and
Direction ﬂ

Projects
transforming the
place

Network Partners |
enabling action

Resources and
Guidance

be seen by those organizations and the community

as the legitimate entity to carry out this work. This

legitimacy can be afforded through an articulated

agreement between the governments, foundations,

and business communities to:

+ Legitimize and fund the transformation of the
Valley as a top regional priority

+ Authorize and fund the CRVO as leader and
orchestrator of the Valley’s transformation

« Ensure the CRVO'’s autonomy to operate as a
neutral body that can develop the multiple
agendas essential for regional transformation

It is through the Triad that the CRVO can be posi-

tioned in the community with the authority,

autonomy, and resources necessary to accomplish

its mission.,

+ Network Partners are organizations and indivi-
duals committed to doing and enabling the work
of transformation in the Valley. There are a num-
ber of these organizations and individuals, some of
them networks in their own right, who are cur-
rently working on a wide variety of interests in
the Valley and the number seems to grow daily.

The challenge is that these networks tend to be
fragmented and focused on projects that advance
specific objectives. The Valley transformation will
require the emergence of a more robust and inte-
grated “action” network of people and organiza-
tions working on the kinds of projects that will
achieve positive impact at scale in the Valley. A
network partner, like one of the park districts,
would be motivated to be a part of this network
because they would see it as a way to facilitate the
accomplishment of their own objectives and also
the larger regional objectives. The network would
represent a means to accomplish more with less—
provided each player is able to satisfy their own
organizational interests.

Valley Projects are where the rubber meets the
road—where the Valley transformation will take
shape. Many Valley projects and initiatives are
already underway, engaging numerous organiza-
tions. For the CRVO, the priority would be initiat-
ing and supporting projects that address the most
pressing needs of the Valley, can have an impact at
scale, and will help build the Valley network.
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A Process to Operate the System

In addition to the different forms of organizational
capacity, the design team realized that the Valley’s trans-
formation would require a new “protocol” or process for
working together within an expanded set of values that
integrates economic, environmental, and social benefit.
The protocol would support a process of exploration
and discovery through trial and error and would have
to be created from scratch. There were no time-tested
models to draw on. In essence, the CRVO would be ask-
ing individuals and organizations to step into action,
trust an exploratory process, and collaborate with others
for mutual value in a region historically characterized as
risk averse, fragmented, and distrustful. Even though
northeast Ohioans were expressing a growing interest
in regionalism, there were very few examples of collabo-
rative regional initiatives and fewer, if any, at the CVI’s
scale and level of complexity.

The protocol would require working in ways that
probably felt counter to conventional wisdom and
often seem paradoxical. For instance, teams wo::]d
need to be encouraged to “slow down to speed up”—
to spend time building a foundation for intelligen? and
more aligned action. The protocol would help to iden-
tify how the Triad, network partners, and the CVRO
contributed to such a process. In addition, parti.cioanl.s
of divergent groups would be asked to put their indi-
vidual and corporate agendas on the back burnc'r and
be curious about the agendas of others—all in the inter-
est of mutual benefit. The protocol would P“’"'d.e e
decision process that would encourage the integration
of divergent views without paralyzing action.
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Currere and the CVI knew that this would be a
core challenge for the Cuvabega Valley Initiative in
general and the CRVO ia particular. The CRVO, the
Triad, and the Networl Fastners weuld need to live
with the reality thai in'ividuals and organizations

working in the Valle ~ld be under constant pres-
sure to dealt to tradirional, kaown ways of working—

particulerly when tensions and stakes are high.

Implementing the Design

As Sally and the CVI team thought about the tasks ahead,
their biggest challenge was how to operationalize the net-
work system and in particular, how to design and imple-
ment the CRVO. They knew that the reason for the
CRVO's existence had to be clear and compelling and
the design easily understood. Sally emphasized that the
CRVO could be fully grasped only in the context of the
Valley partnership as a collaborative system, even though
the partnership concept was complex and might be con-
fusing. She knew that the role of each of the four elements
of the partnership needed to be articulated—keeping in
mind the need for a protocol or system-wide decision-
making process. Sally and the CVI team needed to think
about (a) the detail of the design and operating practices
of the CRVO and (b) how the CRVO would develop the
protocol. She began to consider the following.

Purpose, Value Proposition, and Strategy From
the beginning, the team heeded the community’s caution
about creating “yet another organization.” They knew
that for CRVO to have value in the Valley, it would
need to provide tangible benefit to individual stakeholders
and the broader regional community. It could not appear
to create redundancies or compete with the organizations
and initiatives already at work in the Valley. It had to
provide a unique capacity that did not exist elsewhere
and was essential and desired by the community.

They realized that at its core, the purpose of a CRVO
would be to promote and leverage the Cuyahoga River
Valley for the benefit of the region and to do that it
would need to:

« Provide strategic thought leadership and direction;

« Establish a sense of identity and coherence for the
Valley;

« Set and coordinate a course for aligned and collab-
orative action;

« Invite and engage the Cuyahoga River Valley com-
munity (organizations and individuals within the
network partners) to work together in the Valley;
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+ Identify, facilitate, and launch projects responsible
for revitalizing the Valley.

It would need to take on the following most press-
ing needs of the Valley:

+ Healthy ecology, particularly of the water and air
sheds;

« Industrial regeneration to leverage the assets in the
industrial valley;

+ A robust infrastructure system to link places, peo-
ple, and experiences;

* Healthy place-making to create and re-create great
neighborhoods and economies.

It would need to demonstrate its value proposition
to its stakeholders by:

+ Acting on behalf of county and municipal govern-
ments, the business community, and foundations,
helping them to accomplish their objectives for
sustainability within the Valley, while mitigating
the risk associated with their direct leadership
and/or involvement;

+ Assembling and organizing regional and global
expertise essential for transformation toward
place-based sustainability and organize capacity
for impact at scale;

» Promoting the Cuyahoga River Valley experience as
a core component of the region’s branded identity;

« Maintaining focus on the Cuyahoga River Valley
as a top regional priority and be a constant force
for focused and effective action;

« Leveraging the capacity of the Valley network for
maximum effectiveness; nurturing/ managing rela-
tionships throughout the network; and gaining
community support.

Assembling—or aggregating—people, places, and
experiences to create mutual value would be CRVO’s
core strategy. By integrating and organizing the many
resources and experiences of the Valley, the CRVO
increases the value of the Valley to visitors, residents,
developers, business, etc.

Stakeholders and Customers In very general
terms, CRVO’s stakeholders and their related interests
include the following:

o The Place—The Cuyahoga River Valley is an eco-
logical, economic, and human community and the
CRVO is its representative. The Place demands
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region—economically, ool
tally. Individually, each orgarization wants to
build goodwill amongst it< < nstituents and stake-
holders, demonstrating collaboration and sound
investment in the Valley.

e The Network Partners—These are the core organi-
zations of an emerging Vallev action network
whose support and collaborative efforts will trans-
form the Valley. These organizations want to dem-
onstrate an ability to work with others for the good
of the region while advancing their own objectives.
They want their work in the Valley to demonstrate
their value as an individual organization and as an
essential component of the Valley network. Finall:,
they want to be able to strengthen their own
capacity and expand their reach and visibility.

» The Regional Community—The broader commu-
nity served by the Valley’s transformation wants to
enjoy the Valley and be able to benefit from it.

id environmen-

Core Work Ultimately, the design team saw the
work of the CRVO in five primary categories—
leadership, network development and management,
marketing/branding, knowledge creation and manage-
ment, and funding—all in service to the Vallev. In the
early stages, however, the focus of the organization
would need to be narrowed to include securing
and coordinating financial and human resources
for initiating, leading, and/or managing projects and
activities that:

1. Restore air, water, and land quality in the Cuya-
hoga Valley;

2. Improve the performance of businesses already
sited in the Valley with respect to sustainable eco-
logical practices, and create an attractive market
for new sustainable businesses in the Valley;

3. Promote and advocate for investments in high-
performance infrastructure throughout the Vallev
watershed;
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4. Advocate for a regulatory and legislative environ
ment that supports “healthy place-making” in lh:
Valley; ) L

5. Build a robusr Valley network.

Getting the CRV Of the Ground  For Sally and
the team, this was perhaps the biggest conccm) The
Valley has so many players, is large and comple\: anL1
is not perceived as a cohesive place—like the}\la ;
Valley or Silicon Valiey. Although there are nelworli)(
of individuals and organizations interested in the Val?
ley, they tend to be localized and project focused, often
burdened with competing agendas. ,

From the beginning, the CRVO needs to be legit-
imized as the “face of the Valley,” yet it will need to
launch before the Triad is fully formed. In fact, its
existence will help the Triad develop, and while it
needs the Triad to legitimize it, the CRVO will also
need to maintain its autonomy because it needs to be
able to work in ways that are nontraditional and may
appear “risky.”

What gave life to the CVI was the vision and
tenacious focus of Paul Alsenas. Finding that kind of
champion to continue to drive the CRVO forward is

perhaps the next greatest challenge. The organization
needs to be able to start small, and stay small, honing
its skills as an initiator and orchestrator. It cannot
represent redundant capacity. The CRVO can accom-
plish its vision only by working with and through the
expertise and capacity of a Valley network. From the
inception, it will need to inspire other organizations to
follow its lead—and trust its process. It will need to
keep its eye on the prize—which is the Valley in ser-
vice to the region—and continually evolve to best meet
the Valley’s needs, remain adaptive, inventive,
resourceful, and stealth-like.

Questions

1. Assuming you are Sally Parker, describe the pro-
cess you will initiate to form the CVRO and the
protocol for decision making in the network.

2. Describe the organization design features—structure,
human resource processes, leadership—that you
think should characterize the CVRO.

3. What do you think are the obstacles and
facilitators to your process? What are your per-
sonal hopes and fears in conducting this task?




