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December 2, 2025 

MEMORANDUM 

TO:   Executive Committee Members, RVARC 

FROM:    Jeremy Holmes, Executive Director 

SUBJ:     Executive Committee Meeting Scheduled for December 9, 2025 at 11:30 a.m. 

I would like to call a meeting of the Regional Commission’s Executive Committee on Tuesday, 
December 9, 2025 at 11:30 a.m.  The meeting will be in person at the RVARC office, in the 
RVARC board room.   Lunch will be provided.  The following items will be discussed by the 
Executive Committee: 

AGENDA 

1. Consent Agenda:
a. Minutes of the October 9, 2025 meeting, pp. 2 – 10

2. RVARC Strategic Plan Update, pp. 11 – 28

3. Core Programs Review, pp. 29 – 32

4. Legislative Committee Formalization, pp. 33 – 34

5. Building Update

6. AI Policy, pp. 35 – 40

7. Other Business

Please let Virginia Mullen (vmullen@rvarc.org) know if you will be able to attend. I hope you can attend 
the meeting. 
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MINUTES 

A meeting of Executive Committee of the Roanoke Valley-Alleghany Regional Commission 

was held on Thursday, October 9, 2025, at 11:30 a.m. at the Roanoke Valley-Alleghany 

Regional Commission. 

 

1. CALL TO ORDER AND WELCOME 
 

Chair Lorie Smith called the meeting to order at 11:35 a.m. 

Roanoke Valley-Alleghany Regional Commission Executive Committee Members  

Present: Lorie Smith, Franklin County; Peter Volosin, Roanoke City; Dean Martin, 

Roanoke County; Phil North, Roanoke County; Mayor Grose, Town of Vinton. 

OTHERS/GUESTS IN ATTENDANCE 

Roanoke Valley-Alleghany Regional Commission Staff: Jeremy Holmes and Sherry 

Dean 

 

2. APPROVAL OF CONSENT AGENDA 
 

 
Mr. Dean Martin motioned to approve the consent agenda, which is the minutes of the 

September 10, 2025, Mayor Grose made a second and the consent agenda was 

approved by voice vote. 

 

3. RVARC STRATEGIC PLAN REVIEW 
 

 
A discussion was held on the strategic plan vote at the September board meeting.  It 

was decided a meeting should be held with Alleghany County. Since there were not any 

responses received, from the board since the last meeting, Ms. Smith will have Mr. 

Holmes send a request to the board to see if anyone would like to provide comments 

now.   
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Ms. Smith believes the document needs to be reconstructed to add a page from the 

PowerPoint presentation and “draft” needs to be removed from the document.  The 

work plan could be included in the document which could be a tool to link Commission 

work to the strategic plan.   

Mr. Holmes noted the Commission already has several large required strategic plans for 

projects in the area such as Rural Transit and we need to do a better job at looking at 

those plans and seeing if there are other things that need to be implemented.  

Mr. North suggested a short survey to the board might provide insight to what their 

opinion is of the plan. 

 

4. WORK PROGRAM COMMITTEE DISCUSSION 
 
Mr. Holmes covered the basic process of the work program committee and handed out 
a charter for the committee.  He would like to establish the work program committee in 
December this year instead of waiting until January.  The first meeting of the committee 
would be to go over the strategic plan and funding sources then the committee is more 
plugged into the strategic plan and budget.  We would really like to put the work 
program committee to work.  This would also involve the committee tying the projects to 
the Strategic Plan.  The work program committee would report out to the board 
throughout the year. 

 
 

MEETING ADJORNED 

Ms. Smith made motion to adjourn.  Mr. Volosin seconded.  The meeting adjourned at 

1:03 pm. 

 

Submitted by: 

 

 

Jeremy Holmes, Secretary,  

Roanoke Valley-Alleghany Regional Commission 
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Strategic Anchor 1: Build More Effective Regional Partnerships

Goal 1: Increase meaningful participation from all localities regardless of size or geographic location.

Need to Have Nice to Have FY26 FY27 FY28

Not Started

Goal 2: Strengthen cross-locality collaboration by mapping and connecting local staff with Regional Commission team members.

Need to Have Nice to Have FY26 FY27 FY28
Recommitt to Planner's Lunches (consider 
renaming Regional Convening or something 
similar)

Identify staff lead.

Executive director accountable.

Budget for pizza. Editorial calendar/list of 
themes for meetings.

Q3 Not Started

Attendance from majority of member localities; project 
idea generation.

 Intentionally connect key staff members 
within each locality to Regional Commission 
staff based on program focus areas, roles, 
and opportunities for meaningful relationship-
building.

Directors will report progress to 
Executive Director.

Confirm budgeted hours. Support/ suggestions/initial 
introductions by 
Commission members to 
someone on their staff. Q3

⟳ ⟳

Not Started

1 connection made within each locality by end of 2025. 
Cconnection will be defined as Locality staff and RVARC 
staff identified, connected, confirmed that relationship 
has appropriate overlap, communication begins and is at 
least maintained quarterly, more at beginning)

Strategic Anchor 2: Hone Program Focus Areas and  Role

Goal 1: Strengthen decision-making processes around current and new opportunities and projects to ensure alignment with organizational mission and Commission Board priorities.

Need to Have Nice to Have FY26 FY27 FY28
Provide an annual program audit to the 
Board which shows current contract 
commitments, timelines, and requirements. 
Coordinate this deliverable with the Annual 
Workprogram Process.

Executive Director; Department 
Directors

Administrative staff time A designated internal lead; 
incorporation into 
workprogram SOP Q3 Q3 Q3 Not Started

Update produced to the RVARC board

Formalize project evaluation in a consistent 
year-to-year process guided by the Strategic 
Plan. Process can be refined by the 
workprogram committee if needed.

Executive Director Administrative staff time; 
Board participation

Incorporation into 
workprogram SOP

Q3 Not Started

Delivery to workprogram committee; report from 
workprogram committee showing weighting to broader 
Board

Identify points of alignment across our Core 
Products to define program focus areas and 
program gaps.

Department Directors responsible.

Executive Director accountable.

Administrative staff time

Q3 Not Started

List of areas of alignment and strength of that alignment.

List of gap areas.

Goal 2: Establish performance measures to streamline effort and maximize resources toward activities that generate the greatest regional collaboration and strategic impact.

Need to Have Nice to Have FY26 FY27 FY28

MeasureObjective Responsible/Accountable Resource Planning
       

Timeline Status

Status Measure

Objective Responsible/Accountable Resource Planning
       

Timeline Status Measure

Objective Responsible/Accountable Resource Planning
       

Timeline

MeasureObjective Responsible/Accountable Resource Planning
( h  ill i  k   i   l ?)

Timeline Status
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Continue to produce an Annual Report of 
previous fiscal year progress, focusing on 
specific numbers and deliverables.

PEM; ED Staff hours allocated; 
printing budget

⟳

 
Q2

⟳

 
Q2

⟳

 
Q2

In Progress

Publication and distribution at the Annual Dinner; 
newsletter publication in November newsletter.

Continue to provide a mid-year update on 
project progress, refined to include 
anticipated gaps in achieving adopted 
workprogram outcomes and potential 
solutions.

ED; Program Directors; Staff Staff hours Project lead
⟳

 
Q3

⟳

 
Q3

⟳

 
Q3

In Progress

Presentation to the Board

Continue to maintain an annual Regional 
Report Card identifying the various ways 
RVARC partners on cooperative activities 
and initiatives

ED/PEM A web-based dashboard Project lead
⟳

 
Q4

⟳

 
Q4

⟳

 
Q4

Not Started

Publish and compare on the annual basis

Goal 3: Enhance collaboration on strategic and organizational goals through meaningful engagement among Commission staff, Executive Director, and Commission Board.

Need to Have Nice to Have FY26 FY27 FY28
Regular report-outs to the Board on projects 
and successes when timely and relevant

Staff Board meeting time, staff 
capacity 

Annual calendar of board 
meeting presentation by 
directors

⟳ ⟳ ⟳

Not Started

Continue regular staff meetings and refine 
best practices for capturing staff-generated 
ideas and communicating them back to the 
Board

ED; Directors; Staff Staff time; Designated lead
⟳

 
Q4

⟳

 
Q4

⟳

 
Q4

In Progress

Internal document of generated project ideas for review 
by Directors and ED annually in December

Work Program Committee redesign

In Progress

Include local and RVARC staff generated 
ideas consistent with the strategic plan and 
organization mission in the workprogram 
documents delivered to the Workprogram 
Committee.

ED; Directors Staff time; workprogram 
committee buy-in

⟳

 
Q3

⟳

 
Q3

⟳

 
Q3

Not Started

External document of generated project ideas for 
presentation to the workprogram committee in January

Strategic Anchor 3: Position the Region for Greater Recognition and Impact

Goal 1: Support the Unique Legislative and Advocacy Needs of Rural Members.

Need to Have Nice to Have FY26 FY27 FY28
Continue Rural Legislative Luncheon to 
support Appalachian Regional Commission 
localities.

Executive Director responsible.

Executive Director accountable.

Time to plan meeting, 
venue, commitment from 
rural legislators and/or staff.

Supportive collateral for 
rural localities if they need 
it.

⟳

 
Q4

⟳

 
Q4

⟳

 
Q4

In Progress

Attendance by Delegate Austin and Senator Head 
prefered.

Staff attendance acceptable.

MeasureTimeline StatusObjective Responsible/Accountable Resource Planning
       

Objective Responsible/Accountable Resource Planning
( h t ill it t k   ti   l ?)

Timeline Status Measure
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Host Rural Summits in Alleghany Highlands 
and Franklin County in partnership with 
neighboring PDCs (Central Shenandoah 
and West Piedmont, respectively).

Executive Director responsible.

Executive Director accountable.

Schedule, content for 
summit, speakers, clear 
objectives supporting rural 
needs coming out of 
meeting

Sponsorships to cover 
meals

⟳

 
Q3

⟳

 
Q3

Not Started

Meeting scheduled.

Attendance.

Become more involved witi VACO Regions 
9 (Alleghany County) and 11 (Franklin 
County)

Executive Director responsible.

Executive Director accountable.

Time, mileage

Q2 In Progress

Attendance at meetings.

VACO participation in RVARC opportunities as 
appropriate.

Focus outreach to rural legislators Austin, 
David, Head, Stanley to present to 
Commission and/or Legislative Committee 
on isues of rural significant on bi-annual 
basis.

Executive Director responsible with 
support from board members from 
appropriate districts.

Executive Director accountable.

Time, agenda availability, in-
person meeting opportunity.

Q3 Not Started

Presentations by legislators and their staff.

Goal 2: Strengthen relationships with decision makers and staff of allies and partners.

Need to Have Nice to Have FY26 FY27 FY28
Identify partership opportunities with local 
lobbying efforts.

Executive Director.

Legislative Committee.

Outreach time to identify 
who is working with a 
lobbying firm, identify 
partnership opportunities

Formal/informal agreement 
of support 

Q2 Not Started

Shared legislative agendas among Regional 
Commission and partner firms.

Opportunities to solicit feedback on RC agenda from 
partners.

Distribute Legislative Agenda and 
supporting collateral to appropriate GA 
Committee chairs to raise profile of Roanoke 
region

Legislative Committee responsible.

Executive director accountable.

List of appropriate 
committees and contact 
information.

Opportunity for in-person 
meetings

⟳

 
Q2

⟳

 
Q2

⟳

 
Q2

Not Started

Creation of distribution list.

Acknowledgement from offices/staff.

Successful legislative outcomes.

Not Started

Goal 3: Develop strong regional identity and reputational strength to support advocacy efforts.

Need to Have Nice to Have FY26 FY27 FY28
Develop a one-pager or other collateral to 
describe our region, being sure to 
complement existing efforts (RRP, VBR)

Staff responsible.

Committee/Board final approval

Time, direction from board, 
survey of existing materials

Funds for printed collateral

Q3 Not Started

Production and distribution of piece.

Web-tracking capabilities via QR code or URL

Establish the Legislative Committee as a 
standing Advocacy Committee with some 
legislative responsibilities, bylaws, and 
regular meeting schedule

Executive Director and Chair 
responsible.

Committee/Board final approval.

Consensus among 
LegComm and Board, 
membership, bylaws Q1 Not Started

Committee formed and bylaws adopted.

Regular report-outs during Commission committee 
reports

Measure

Objective Responsible/Accountable Resource Planning
       

Timeline Status Measure

Objective Responsible/Accountable Resource Planning
       

Timeline Status
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Increase awareness of the Regional 
Commission among local government 
leadership and staff through meetings, 
emails, virtual engagements.

Department Directors responsible.

Executive Director accountable.

Time to meet with staff, 
staff contacts, opportunities 
to present information

Funds for lunches, 
breakfasts, coffee, etc.

Q3 Not Started

Establish baseline regional awareness among locality 
staff.

Annual survey to measure progress above baseline.

Increase awareness of the Regional 
Commission among state and federal 
legislators and staff through meetings, 
emails, virtual engagements.

Department Directors responsible.

Executive Director accountable.

Time to meet with staff, 
staff contacts, opportunities 
to present information

Funds for lunches, 
breakfasts, coffee, etc.

Q1 Not Started

Technical support requests or other communications 
from legislative staff.

Presentations to Regional Commission and/or 
appropriate Committees.

Develop editorial calendar highlighting key 
issues, submit to Cardinal News and others.

Staff responsible.

Advocacy Committee accountable.

Writing time, press 
contacts.

Social media post or other 
paid sponsorship to 
promote specific aspects of 
messaging. Q1 Not Started

# of op eds and related materials published in local 
outlets.

Views on related social posts.

Coordinate with other regional agencies - 
VBR, RRP, GRWDB, Chambers - to support 
and align regional branding and messaging 
(Reconvene Economic Leaders lunches)

Executive Director responsible.

Advocacy Committee accountable.

Funding for meals, time, 
identify appropriate agency 
contacts. Q3 Not Started

Quarterly lunch meetings with action items arising from 
each meeting.
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 FY27 Work Program and Budget (WPB) Committee Charter 
 

 
Goal 
 
The Work Program and Budget (WPB) Committee (hereinafter referred to as “the Committee”) will 
assist Regional Commission staff in reviewing project submissions from member localities, prioritizing 
projects to be included in the FY27 work program, and ensuring the projects align with the 
Commission’s strategic priorities.  This Committee will also help oversee the budget process. 
 
The Committee will also, to the extent possible, ensure that the Work Program adequately meets the 
needs of all Regional Commission member localities, makes the best possible use of the Regional 
Commission’s resources, and advances the Regional Commission’s strategic goals. 
 
If necessary, Work Program committee members may assist Regional Commission staff in outreach to 
member localities when additional project solicitation is necessary. 
 
The WPB Committee only oversees the development of the Regional Commission’s Comprehensive 
Work Program.  The Unified Planning Work Program (UPWP) of the Roanoke Valley-Transportation 
Planning Organization (RVTPO) may be referenced during this process.  Review and approval of 
UPWP projects are handled by the RVTPO’s Transportation Technical Committee (TTC) and Policy 
Board.  The Committee will have input on those projects that include resources from both the RVTPO 
and the Commission’s other funding programs. 
 
Deliverables 
 
The Committee will: 

• Review and score projects submitted through the Commission’s online project submission form. 
• Provide feedback, recommendations, and direction to staff at each of its meetings. 
• Make recommendations to the Commission on the adoption of the Work Program. 
• Make recommendations to the Commission on the adoption of the annual budget. 

 
Members 
 
Members of the Committee shall, to the extent possible, represent the Regional Commission’s urban 
and rural communities equally. 
 
Committee membership shall be no less than five (5) members and no more than eleven (11).  No 
member locality shall have more than one (1) representative on the Committee. 
 
Committee members shall be drawn from current members of the Regional Commission board or their 
alternates, with approval from the appointed member. 
 
Members of the FY27 Work Program and Budget (WPB) Committee are: 
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• Jeremy Holmes, RVARC Staff 
• Sherry Dean, RVARC Staff 
• Lorie Smith, Franklin County, RVARC Chair and member ex officio 
• Member name and locality, Chair 
• Member name and locality 
• Member name and locality 
• Member name and locality 
• Member name and locality 

 
Timeline 
 
The Committee works in conjunction with the Commission’s work program and budget development 
process.  The tentative timeline for the process is as follows. 
 

12/11/25: Establish Committee and announce that the project submission period opens on 1/5. 
01/05/26: Open project submission form, contact locality staff, and Commission members. 
Mid-January: Staff hosts regional planners' lunch to generate project ideas. 
01/22/26: First meeting of Committee, overview of Work Program and budget process. 
02/13/26: Project submission period closes. 
02/16/26: RVARC staff review draft projects for feasibility. 
02/18/26: Committee receives draft projects and score sheet. 
02/26/26: Committee meets to review draft projects and scores. 
03/26/26: Draft budget review by the Regional Commission. 
03/26/26: Committee meets to review the second draft of projects. 
04/23/26: Committee reviews second draft of budget. 
05/14/26: Committee Chair presents draft budget to Executive Committee 
05/28/26: Committee recommends work program, and the executive committee recommends 
final budget. 

 
Note that this process intersects with the RVTPO’s UPWP and Rural Transportation Plan development 
process. 
 
 Administrative Functions 
 
The first meeting of the Work Program committee will be held adjacent to the January Commission to 
review this Charter, provide an overview of the Work Program development process, establish meeting 
dates, and answer questions the members of the Committee may have. 
 
Regular meetings of the Work Program Committee will be held adjacent to (immediately before or after)  
the Regional Commission’s regularly scheduled monthly board meeting unless otherwise called by the 
Chair. 
 
Meeting dates for the FY27 Work Program Committee are: 

• January 22, 2025 
• February 26, 2026 
• March 26, 2026 
• April 23, 2026 
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• May 14, 2026 (at Executive Committee meeting) 
• Quarterly meetings to review Work Program progress and budget updates 

 
Meetings of the Committee will be advertised on the Commission’s website, and minutes will be 
recorded and approved at subsequent Work Program Committee meetings. 
 
Members may be added to the Committee during its charter period at the discretion of the RVARC 
Chair. 
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Roanoke Valley-Alleghany Regional Commission Strategic 
Plan: 2025 – 2028 

Executive Summary 
 
Our Vision: By uniting rural and urban communities, aligning resources, and 
overcoming barriers, the Commission will strengthen economic growth, foster 
community development, and ensure that every locality sees its priorities 
advanced through collaboration. 
 
Our Mission: The Roanoke Valley-Alleghany Regional Commission is a leader in 
driving collaboration and strategy within our communities on issues that are 
critical to the economic growth, quality of life, and sustainability of this region. 

 
The Roanoke Valley-Alleghany Regional Commission (RVARC), also referred to as the 
Commission, leads collaboration and strategy across the region on issues critical to 
economic growth, quality of life, and sustainability. As one of Virginia’s 21 Planning 
District Commissions and home to the Roanoke Valley Transportation Planning 
Organization (RVTPO), the Commission convenes diverse localities to address shared 
challenges. 
 
In March 2025, the Commission contracted with The Artisan Leader to facilitate the 
strategic planning process. This plan is an update to the 2019 document, developed in 
response to regional and organizational changes including shifting leadership, evolving 
rural needs, and an uncertain funding environment. Through an inclusive process of 
surveys, listening sessions, and workshops, the Commission assessed its current state, 
defined a desired future, and established strategic priorities with measurable goals to 
achieve it. 
 
The Commission’s organizational vision is a connected, economically vibrant 
region where communities collaborate, opportunities are broad, and residents thrive. 
The Commission will advance this vision through the following strategic anchors: 
 

1. Building more effective regional partnerships to strengthen collaboration 
across localities. 

2. Focusing programs and organizational role to align energy and resources 
with core regional priorities. 

3. Position the region for greater recognition and impact including representing 
local needs to state leaders in elevating the Commission’s profile. 
 

This plan provides a clear roadmap for the Commission to leverage its strengths, 
address challenges, and drive strategic progress across the Roanoke Valley-Alleghany 
region. 
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Introduction & Process Overview 
 

Our Vision:  
By uniting rural and urban communities, aligning resources, and overcoming 
barriers, the Commission will strengthen economic growth, foster community 

development, and ensure that every locality sees its priorities advanced through 
collaboration. 

 
Our Mission: 

The Roanoke Valley-Alleghany Regional Commission is a leader in driving 
collaboration and strategy within our communities on issues that are critical to the 

economic growth, quality of life, and sustainability of this region. 
 
Origin and Purpose:  
Planning districts were established in Virginia through the Regional Cooperation Act 
(COV § 15.2-4200 through 15.2-4222). Their stated purpose is two-fold:  

a. To encourage and facilitate local government cooperation and state-local 
cooperation in addressing on a regional basis problems of greater than local 
significance; and 

b. To promote the orderly and efficient development of physical, social, and 
economic elements of the district by planning, and encouraging and assisting 
localities to plan, for the future. 

 
Engaging in a regular strategic planning is an expression of these purposes: The 
planning process ensures cooperation around and attention to the region as a whole; 
and is an avenue through which the district creates a plan to develop in a way that 
assists its member localities.  
 
Process:  
The strategic planning process was conducted from April through September 2025, 
guided by The Artisan Leader consulting team, and structured around three key phases:  
 

Phase I: Build Understanding (April-July 2025) included facilitated kick-off 
discussions with the Commission executive committee and Commission staff, a 
comprehensive stakeholder survey distributed to over 100 stakeholders 
achieving a 51.8% response rate, and listening sessions with representatives 
from underrepresented areas, including Alleghany Highlands and Craig County.  
 
Phase II: Build Direction and Focus (August 2025) featured a facilitated 
workshop with the full Commission board to develop an assessment of strengths, 
weaknesses, opportunities, and threats (SWOT) and build strategic plan vision 
and priorities. Twenty board members participated in this critical work session.  
 
Phase III: Build Action and Resources (August-September 2025) included a 
facilitated workshop with executive committee members and Commission staff 
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leaders to draft high-level goals and identify objectives and resources needed for 
plan implementation.  
 

The process emphasized inclusivity, ensuring perspectives from the entire region were 
captured through multiple engagement methods, including surveys, listening sessions, 
interviews, and workshops. This collaborative approach generated healthy dialogue and 
ensured the plan reflects both regional needs and organizational capacity.  

Current State 
 
Understanding the organization’s current state is a critical first step in strategic planning. 
By conducting a SWOT assessment, the Commission can establish a clear baseline 
from which to measure progress and growth.  
 
While the Commission serves the broader region, this assessment is focused on the 
organization itself and how it serves the region. This internal focus ensures the strategic 
plan directly addresses the Commission’s capacity, systems, and resources, positioning 
it to better fulfill its mission and respond effectively to the needs of the communities it 
supports.   
 
The SWOT below was developed from the stakeholder survey results and facilitated 
conversations with the full Commission board. This section highlights the Commission’s 
current state from a strategic perspective. It emphasizes the organization’s strengths 
and capacity, rather than operational details, as the foundation for future opportunities 
and challenges. Additional details, including the survey and workshop data that 
informed the final SWOT, are available in the plan’s appendices. 
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Strengths, weaknesses, opportunities, and threats (SWOT) analysis: 
 

 
Regional strengths and trends: 
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Desired Future State 
 
The future state defines the organization’s long-term aspirations and the environment it 
seeks to foster, which establishes a clear target for strategic planning. Guided by the 
mission to “be a leader in driving collaboration and strategy within our communities on 
issues that are critical to the economic growth, quality of life, and sustainability of this 
region, the future state outlines the impact the Commission aims to achieve and what 
success will look like.  
 
Stakeholder input reveals a vision for a more connected, economically vibrant region 
where communities work together across boundaries, economic opportunities are broad 
and competitive, and residents can thrive. Progress is driven by innovation, technology, 
environmental sustainability, and equitable opportunities for all residents. This regional 
vision builds on the region’s strengths in natural amenities and a culture of 
collaboration, while addressing challenges in transportation, housing, and economic 
competitiveness.  
 
To guide progress, the Commission has developed a short-term vision statement that 
captures its role and aspirations:  
 

In the next three years, the Regional Commission will be recognized as the 
trusted convener driving transformative regional progress. By uniting rural and 

urban communities, aligning resources, and overcoming barriers, the 
Commission will strengthen economic growth, foster community development, 

and ensure that every locality sees its priorities advanced through 
collaboration. 
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Strategic Priorities and Goals 
To guide progress toward the desired future state, the Commission has identified three 
strategic anchors, which are key focus areas that address significant challenges and 
opportunities while aligning with its mission and values. Each anchor is paired with 
specific goals that translate strategic intent into measurable, actionable outcomes. 
Together, these anchors and goals provide a roadmap for achieving the organization’s 
mission and advancing its vision for the region. 
 
Anchor 1: Build More Effective Regional Partnerships  
Movement: Dialing up what is working well 
Current collaboration is strong, but it will not be sufficient in a shifting political and 
economic landscape. The Commission must become a recognized convener and 
collaborator to build regional support for issues that affect all localities. This need 
requires bridging differences in locality size, needs, and priorities to advance shared 
goals. 

 
Goal 1.1: Increase meaningful participation from all localities regardless of size or 
geographic location.  
 
Goal 1.2: Strengthen cross-locality collaboration by mapping and connecting 
local staff with Regional Commission team members. 
 

Anchor 2: Hone Program Focus Areas and Role  
Movement: Dialing back to manage energy 
The Commission’s work includes both state-mandated projects and elective initiatives. 
The strategic planning process highlighted the need to focus organizational energy on 
core regional priorities. All initiatives should clearly align with stakeholder-identified 
regional needs, with the Commission taking on a transparent role that stakeholders can 
understand and recognize. 

 
Goal 2.1: Strengthen decision-making processes around current and new 
opportunities and projects to ensure alignment with organizational mission and 
Commission board priorities. 
 
Goal 2.2: Establish performance measures to streamline organizational effort and 
maximize organizational resources toward activities that generate the greatest 
regional collaboration and strategic impact. 
 
Goal 2.3: Enhance collaboration on organization’s strategic and operational goals 
through meaningful engagement among Commission staff, Executive Director, 
and Commission board. 
 

Anchor 3: Position the Region for Greater Recognition and Impact 
Movement: Generating new impacts 
In an uncertain economic and political environment, influencing local, state and federal 
decision-makers is critical to ensure resources reach localities. The Commission will 
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leverage its convening role to represent regional priorities and drive collective action 
among partners.  

 
Goal 3.1: Strengthen support for the unique legislative and advocacy needs of 
rural members through targeted outreach, events, and partnerships that address 
region-specific priorities. 
 
Goal 3.2: Build and maintain strategic relationships with decision-makers and 
staff of allies and partners to enhance influence, coordination, and alignment on 
regional priorities. 
 
Goal 3.3: Develop strong regional identity and reputational strength to support 
advocacy efforts. 
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Strategic Anchor Description/Rationale Goals 

Anchor 1: Build More 
Effective Regional 
Partnerships 
 
Dialing up what is working 
well 

Current collaboration is strong, but it will 
not be sufficient in a shifting political and 
economic landscape. The Commission 
must become a recognized convener 
and collaborator to build regional support 
for issues that affect all localities. This 
need requires bridging differences in 
locality size, needs, and priorities to 
advance shared goals. 

Goal 1.1: Increase meaningful participation from all localities 
regardless of size or geographic location. 
Goal 1.2: Strengthen cross-locality collaboration by mapping and 
connecting local staff with Regional Commission team members. 
 

Anchor 2: Hone Program 
Focus Areas and Role  
 
Movement: Dialing back to 
manage energy 
 

The Commission’s work includes both 
state-mandated projects and elective 
initiatives. The strategic planning 
process highlighted the need to focus 
organizational energy on core regional 
priorities. All initiatives should clearly 
align with stakeholder-identified regional 
needs, with the Commission taking on a 
transparent role that stakeholders can 
understand and recognize. 

Goal 2.1: Strengthen decision-making processes around current and 
new opportunities and projects to ensure alignment with 
organizational mission and Commission board priorities. 
Goal 2.2: Establish performance measures to streamline 
organizational effort and maximize organizational resources toward 
activities that generate the greatest regional collaboration and 
strategic impact. 
Goal 2.3: Enhance collaboration on organization’s strategic and 
operational goals through meaningful engagement among 
Commission staff, Executive Director, and Commission board. 

Anchor 3: Position the 
Region for Greater 
Recognition and Impact 

 
Movement: Generating new 
impacts 
 

In an uncertain economic and political 
environment, influencing local, state and 
federal decision-makers is critical to 
ensure resources reach localities. The 
Commission will leverage its convening 
role to represent regional priorities and 
drive collective action among partners.  

Goal 3.1: Strengthen support for the unique legislative and advocacy 
needs of rural members through targeted outreach, events, and 
partnerships that address region-specific priorities. 
Goal 3.2: Build and maintain strategic relationships with decision-
makers and staff of allies and partners to enhance influence, 
coordination, and alignment on regional priorities. 
Goal 3.3: Develop a strong regional identity and organizational 
reputation to support advocacy efforts, increase visibility, and 
reinforce the Commission’s role as a trusted convener. 
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Objectives, Resource Planning, and Plan Review 
Commission staff have developed objectives for each goal, breaking them down into 
tangible steps with identified responsible and accountable parties, as well as designated 
resources to ensure their completion. 
 
In addition to the executive director providing regular updates on progress made on the 
plan’s goals, the Commission board will review the strategic plan on a semi-annual 
basis, ensuring the document stays relevant to the organization and its operating 
environment. 
 
The following Objectives have been updated through 11/12/2025. 
 
⟳ = indicates an ongoing item. 
 
  

Strategic Anchor 1: Build More Effective Regional Partnerships         
Goal 1: Increase meaningful participation from all localities regardless of size or geographic location. 

Objective Responsible/Accountable Timeline Measure 
FY26 FY27 FY28 

1. Review membership in existing 
committees and identify opportunities for 
new committees to assure adequate 
representation from all members. 

Executive Director 
responsible. 
 
Executive Committee 
accountable. 

0 Q1 0 

New committees 
created and attendance 
at committees in the 
first year. 

Goal 2: Strengthen cross-locality collaboration by mapping and connecting local staff with Regional Commission team 
members. 

Objective Responsible/Accountable Timeline Measure 
FY26 FY27 FY28 

1. Recommitt to Planner's Lunches 
(consider renaming Regional Convening 
or something similar). 

Identify staff lead. 
 
Executive director 
accountable. 

Q3 0 0 

Attendance from 
majority of member 
localities; project idea 
generation. 
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2. Intentionally connect key staff 
members within each locality to 
Regional Commission staff based on 
program focus areas, roles, and 
opportunities for meaningful 
relationship-building. 

Directors will report 
progress to Executive 
Director. 

Q3 ⟳ ⟳ 

1 connection made 
within each locality by 
end of 2025. 
Cconnection will be 
defined as Locality staff 
and RVARC staff 
identified, connected, 
confirmed that 
relationship has 
appropriate overlap, 
communication begins 
and is at least 
maintained quarterly, 
more at beginning) 

Strategic Anchor 2: Hone Program Focus Areas and  Role         
Goal 1: Strengthen decision-making processes to ensure alignment with organizational mission and Commission 
Board priorities. 

Objective Responsible/Accountable Timeline Measure 
FY26 FY27 FY28 

1. Provide an annual program audit to 
the Board which shows current contract 
commitments, timelines, and 
requirements. Coordinate this 
deliverable with the Annual 
Workprogram Process. 

Executive Director; 
Department Directors 

Q3 Q3 Q3 

Update produced to the 
RVARC board 

2. Formalize project evaluation in a 
consistent year-to-year process guided 
by the Strategic Plan. Process can be 
refined by the work program committee 
if needed. 

Executive Director 

Q3 0 0 

Delivery to 
workprogram 
committee; report from 
workprogram 
committee showing 
weighting to broader 
Board 

3. Identify points of alignment across our 
Core Programs to define program focus 
areas and program gaps. 

Department Directors 
responsible. 
 
Executive Director 
accountable. 

Q3 0 0 

List of areas of 
alignment and strength 
of that alignment. 
 
List of gap areas. 

4. Institute a new Core Program process 
around natural resource protection and 
management. 

Community Development 
responsible. 
 
Board accountable. 0 0 Q1 

Successful 
development and 
adoption of plan. 
 
Integration of plan 
recommendations into 
future Work Programs 

Goal 2: Establish performance measures to streamline effort and maximize resources toward activities that generate 
the greatest regional collaboration and strategic impact. 

Objective Responsible/Accountable Timeline Measure 
FY26 FY27 FY28 
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1. Continue to produce an Annual 
Report of previous fiscal year progress, 
focusing on specific numbers and 
deliverables. 

PEM; ED 

⟳ 
Q2 

⟳ 
Q2 

⟳ 
Q2 

Publication and 
distribution at the 
Annual Dinner; 
newsletter publication 
in November 
newsletter. 

2. Continue to provide a mid-year 
update on project progress, refined to 
include anticipated gaps in achieving 
adopted workprogram outcomes and 
potential solutions. 

ED; Program Directors; 
Staff 

⟳ 
Q3 

⟳ 
Q3 

⟳ 
Q3 

Presentation to the 
Board 

3. Continue to maintain an annual 
Regional Report Card identifying the 
various ways RVARC partners on 
cooperative activities and initiatives. 

ED/PEM 

⟳ 
Q4 

⟳ 
Q4 

⟳ 
Q4 

Publish and compare 
on the annual basis 

4. Provide quarterly objectives update to 
full board, including progress on current 
objectives and propose (through voting) 
new objectives. 

Executive Director 
responsible. 
 
Commission Board 
accountable. 

⟳ ⟳ ⟳ 

Completed updates by 
ED recorded in 
minutes. 

Goal 3: Enhance collaboration on strategic and organizational goals through meaningful engagement among 
Commission staff, Executive Director, and Commission Board. 

Objective Responsible/Accountable Timeline Measure 
FY26 FY27 FY28 

1. Regular report-outs to the Board on 
projects and successes when timely and 
relevant. 

Staff 

⟳ ⟳ ⟳ 

0 

2. Continue regular staff meetings and 
refine best practices for capturing staff-
generated ideas and communicating 
them back to the Board. 

ED; Directors; Staff 

⟳ 
Q4 

⟳ 
Q4 

⟳ 
Q4 

Internal document of 
generated project ideas 
for review by Directors 
and ED annually in 
December 

3. Restructure the Work Program 
Committee to be more involved in 
reviewing and selecting projects, and 
remaining engaged throughout the year. 

Executive Director 
responsible. 
 
Commission Board 
accountable. 

Q2 0 0 

Work Program 
Committee Charter, 
development and 
distribution of 
orientation materials, 
earlier formation of 
committee. 

4. Consider local and RVARC-staff 
generated ideas consistent with the 
strategic plan and organization mission 
in the work program solicitation and 
selection process. 

ED; Directors 

⟳ 
Q3 

⟳ 
Q3 

⟳ 
Q3 

External document of 
generated project ideas 
for presentation to the 
workprogram 
committee in January 
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5. Under the guidance of the 
Committee's Chair and Vice Chair, 
overhaul the Comprehensive Economic 
Development Strategy (CEDS) 
committee to focus on implementation of 
the CEDS plan. 

Executive Director 
responsible. 
 
Commission Board 
accountable. 

Q3 0 0 

New committee bylaws, 
membership, meeting 
structure, and annual 
deliverables.  
Potentially, additional 
subcommittees. 

Strategic Anchor 3: Position the Region for Greater Recognition and Impact   
Goal 1: Support the Unique Legislative and Advocacy Needs of Rural Members.     

Objective Responsible/Accountable Timeline Measure 
FY26 FY27 FY28 

1. Continue Rural Legislative Luncheon 
to support Appalachian Regional 
Commission localities. 

Executive Director 
responsible. 
 
Executive Director 
accountable. 

⟳ 
Q4 

⟳ 
Q4 

⟳ 
Q4 

Attendance by 
Delegate Austin and 
Senator Head prefered. 
 
Staff attendance 
acceptable. 

2. Host Rural Summits in Alleghany 
Highlands and Franklin County in 
partnership with neighboring PDCs 
(Central Shenandoah and West 
Piedmont, respectively). 

Executive Director 
responsible. 
 
Executive Director 
accountable. 

0 ⟳ 
Q3 

⟳ 
Q3 

Meeting scheduled. 
 
Attendance. 

3. Become more involved with VACO 
Regions 9 (Alleghany County) and 11 
(Franklin County). 

Executive Director 
responsible. 
 
Executive Director 
accountable. 

Q2 0 0 

Attendance at 
meetings. 
 
VACO participation in 
RVARC opportunities 
as appropriate. 

4. Focus outreach to rural legislators 
Austin, Davis, Head, Stanley to present 
to Commission and/or Legislative 
Committee on isues of rural significant 
on bi-annual basis. 

Executive Director 
responsible with support 
from board members 
from appropriate districts. 
 
Executive Director 
accountable. 

0 Q3 0 

Presentations by 
legislators and their 
staff during one or more 
"Rural Panels" 

Goal 2: Strengthen relationships with decision makers and staff of allies and partners.   
Objective Responsible/Accountable Timeline Measure 

FY26 FY27 FY28 
1. Identify partership opportunities with 
local lobbying efforts. 

Executive Director. 
 
Legislative Committee. 

Q2 0 0 

Shared legislative 
agendas among 
Regional Commission 
and partner firms. 
 
Opportunities to solicit 
feedback on RC 
agenda from partners. 

2. Participate, as appropriate, in VAPC, 
VACO, and VML events in Richmond 
during the General Assembly session. 

Executive Director 
responsible. 
 
Advocacy Committee 
accountable. 

Q3 0 0 

Meetings schedule 
during Richmond 
trip(s).  Report of 
results to Advocacy 
Committee and 
Commission Board' 
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3. Distribute Legislative Agenda and 
supporting collateral to appropriate GA 
Committee chairs to raise profile of 
Roanoke region. 

Legislative Committee 
responsible. 
 
Executive director 
accountable. 

⟳ 
Q2 

⟳ 
Q2 

⟳ 
Q2 

Creation of distribution 
list. 
 
Acknowledgement from 
offices/staff. 
 
Successful legislative 
outcomes. 

4. Participate, as appropriate, in NADO 
and AMPO events in Washington DC, 
including but limited to NADO 
Washington Policy Conference. 

Executive Director 
responsible. 
 
Advocacy Committee 
accountable. Q3 0 0 

Meetings schedule 
during DC trip(s).  
Report of results to 
Advocacy Committee 
and Commission 
Board.  Develop and 
maintain contact list of 
legislative and agency 
staff. 

Goal 3: Develop strong regional identity and reputational strength to support advocacy efforts. 
Objective Responsible/Accountable Timeline Measure 

FY26 FY27 FY28 
1. Develop a one-pager or other 
collateral to describe our region, being 
sure to complement existing efforts 
(RRP, VBR). 

Staff responsible. 
 
Committee/Board final 
approval Q3 0 0 

Production and 
distribution of piece. 
 
Web-tracking 
capabilities via QR 
code or URL 

2. Establish the Legislative Committee 
as a standing Advocacy Committee with 
some legislative responsibilities, bylaws, 
and regular meeting schedule. 

Executive Director and 
Chair responsible. 
 
Committee/Board final 
approval. 

0 Q1 0 

Committee formed and 
bylaws adopted. 
 
Regular report-outs 
during Commission 
committee reports 

3. Increase awareness of the Regional 
Commission among local government 
leadership and staff through meetings, 
emails, virtual engagements. 

Department Directors 
responsible. 
 
Executive Director 
accountable. 

Q3 0 0 

Establish baseline 
regional awareness 
among locality staff. 
 
Annual survey to 
measure progress 
above baseline. 

4. Increase awareness of the Regional 
Commission among state and federal 
legislators and staff through meetings, 
emails, virtual engagements. 

Department Directors 
responsible. 
 
Executive Director 
accountable. 0 Q1 0 

Technical support 
requests or other 
communications from 
legislative staff. 
 
Presentations to 
Regional Commission 
and/or appropriate 
Committees. 

5. Develop editorial calendar highlighting 
key issues, submit to Cardinal News and 
others. 

Staff responsible. 
 
Advocacy Committee 
accountable. 0 Q1 0 

# of op eds and related 
materials published in 
local outlets. 
 
Views on related social 
posts. 
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6. Coordinate with other regional 
agencies - VBR, RRP, GRWDB, 
Chambers - to support and align 
regional branding and messaging 
(Reconvene Economic Leaders 
lunches). 

Executive Director 
responsible. 
 
Advocacy Committee 
accountable. Q2 0 0 

Quarterly lunch 
meetings with action 
items arising from each 
meeting.  Develop and 
distribute a Regional 
Economic Leaders 
Charter and meeting 
schedule. 
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Commission Board 
 
The Honorable Lorie Smith, Chair 
The Honorable Peter Volosin, Vice Chair 
Dean Martin, Treasurer 

Dan Collins 
Allen Dressler 
Barbara Duerk 
The Honorable David Clements 
Dawn Erdman 
The Honorable Fred Forbes 
The Honorable Anne Marie Green 
The Honorable James Griffith 
The Honorable Bradley E. Grose 
The Honorable Hunter Holliday 
Chris Kebler 
Denise P. King 
Gary Larrowe 
The Honorable Debbie Laudermilk 
Kenneth McFadyen 
The Honorable Terry McGuire 
The Honorable Brandon Nicely 
The Honorable Phil North 
J. Lee E. Osborne 
The Honorable Mike Carter 
Richard “Pete” Peters 
Steve Sandy 
The Honorable Jesse Spence 
The Honorable Tammy Shepherd 
Chuck Unroe 
The Honorable Amy White 
Robert Wood 

Alternates: Billy Martin, Woody Lipps, Richard Caywood, The Honorable Kevin 
Hutchins, Cody Sexton, Sabrina McCarthy 
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Appendices:  
 

A. Timeline of work completed 
B. Stakeholder Survey Findings 
C. Stakeholder Survey Findings Appendices 
D. Board Work Session Summary 
E. Participant records for all facilitated sessions 
F. Objectives and resource planning documents 
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STAFF REPORT 
December 4, 2025 

 
SUBJ: Core Programs Overview 

 
The Regional Commission’s newly adopted strategic plan has several goals around honing our 
program focus; specifically, the following: 

• Goal 1: Strengthen decision-making processes around current and new opportunities 
and projects to ensure alignment with organizational mission and Commission Board 
Priorities. 

o Objective 2: Formalize project evaluation in a consistent year-to-year process 
guided by the Strategic Plan. 

o Objective 3: Identify points of alignment across our Core Programs to define 
program focus areas and gaps. 

• Goal 3: Enhance collaboration of strategic and organizational goals through meaningful 
engagement among Commission staff, Executive Director, and Commission Board 

o Objective 3: Restructure the Work program Committee to be more involved in 
reviewing and selecting projects, and remaining engaged throughout the year. 

o Objective 4: Include local- and RVARC-staff-generated ideas consistent with the 
strategic plan and organization mission in the work program solicitation and 
selection process. 

To facilitate the implementation of these goals and objectives, staff recommends the adoption of 
a “Core Programs” structure to guide (though not unduly proscribe) the Work Program 
development process, and suggests the consideration of a new Core Program to fill in potential 
gaps in, and make connections among, our existing work products. 

Core Programs: Core Programs are considered those major planning processes, in many 
cases mandatory, that anchor much of the Regional Commission’s work, and which are often 
linked to smaller plans and studies and other technical support work.   The development, 
maintenance, and regular updating of these plans are often required by the Commission’s major 
funding sources.  Each of these planning processes sets regional goals in its respective 
functional areas, and all of them involve robust public and stakeholder input, many times from 
the Commission board or its subcommittees, to arrive at those goals. 

In the past, the Commission has tended to view these Core Programs in a fairly siloed manner, 
with an ad hoc or tactical approach to the implementation of their recommendations.  However, 
the Commission’s new strategic plan suggests that a more holistic view of the Core Programs 
and the ways that they intersect may provide more implementation opportunities.  Further, each 
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of these plans represents significant investments of time and resources, so we believe a more 
intentional use of them to drive project selection and development with an eye towards 
implementation also represents better stewardship of the public resources committed to their 
development. 

At this time, the Commission views the following plans as our Core Programs.  Below, each plan 
is listed with its area of impact and which funding agency, if any, requires it: 

Plan Impact Area Requiring Agency 
Roanoke Valley Transportation 
Plan (RVTP) 

Urban transportation infrastructure US DOT 

Rural Long Range 
Transportation Plan 

Rural transportation infrastructure VDOT 

TDM Strategic Plan Urban and rural transportation services, 
incentives, and programs 

DRPT 

Comprehensive Economic 
Development Strategy (CEDS) 

Urban and rural economic investments, 
including workforce, housing, sites, tourism, 
and childcare 

US EDA 

Pre-Disaster Hazard Mitigation 
Plan 

Hazard mitigation and response, including 
natural disasters and economic resilience 

FEMA / VDEM 

Blueprint for Action Substance abuse response and recovery, 
development of a recovery ecosystem 

None 

 

A visual representation of the Core Programs 
can be seen to the right.  In this 
representation, we intend to emphasize that 
to meet the goals of the Strategic Plan, we 
must better identify the ways in which each of 
these programs interacts with and supports 
other plans. 

The Commission undertakes many smaller 
plans and studies that can be considered 
support work or implementation efforts of 
many of these plans.  For example, the recent 
Truck Parking Study and EV Infrastructure 
Implementation Plan are both items identified 
in the RVTP and Rural Long Range Plan.  
The Comprehensive Housing Analysis of 
2021 could be considered a deep dive into 
the role of housing in economic development 
as identified in the CEDS.  Support for the 
Recovery Ecosystem Conference provided by 
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the Roanoke Valley Collective Response is an implementation effort of the Blueprint for Action.  
And so forth. 

Core Programs and the Strategic Plan:  By viewing our project development and selection 
process through the lens of a Core Programs approach, several opportunities present 
themselves: 

1. Meet Goal 1.2 by providing a more formal context to evaluate project submissions (e.g., 
Does this project support a previously-identified priority need as established in a Core 
Program?). 

2. Meet Goal 1.3 by elevating and prioritizing projects that support the areas of greatest 
alignment across multiple plans. 

3. Meet Goal 3.3 by providing additional opportunities for the Work Program Committee to 
establish priorities through a more quantitative measure, and make recommendations to 
the board (both for accepting or rejecting project requests) based on a more rational 
analysis. 

4. Meet goal 3.4 by providing RVARC staff the opportunity to develop and submit project 
ideas to be considered by the Work Program Committee, especially in areas where 
locality-submitted projects are not addressing areas of alignment or gaps in Core 
Program implementation. 

Staff recognizes that locality needs, and state and federal requirements, will always mean that 
the Commission will undertake work that may not necessarily be in alignment with, or an 
implementation pathway of, a Core Program.  Nonetheless, recognition of a Core Program 
analytical framework allows staff and the Board to make decisions about these exceptions 
intentionally with a full understanding of how this resource allocation impacts the Commission’s 
ability to undertake its core work. 

An Existing Gap:  An initial review of the Core Programs framework highlights a potential gap 
in our major planning efforts around environmental and natural resource management.  The 
Commission manages several environmental programs, including but not limited to the tourism 
and recreation-focused Roanoke River Blueway Committee, regional water supply planning, 
and the regional septic-pumpout program.  These projects and plans are funded by a variety of 
sources, from local contributions, to state grants, to Chesapeake Bay resources.  However, a 
review of our major planning efforts shows that the Regional Pre-Disaster Mitigation Plan is the 
closest thing the Commission has to a natural resources management plan.  While the Hazard 
Mitigation Plan plays a significant role in understanding the implications of certain natural events 
and enabling funding to address them, it is limited in scope and application to natural disaster 
mitigation, with little to no implications for other important areas like energy resource 
development, natural resource preservation, tourism and economic development, or climate 
change. 

31

mailto:rvarc@rvarc.org


 
 

 

313 Luck Avenue, SW | Roanoke, Virginia 24016 | P: 540.343.4417 | F: 540.343.4416 | rvarc@rvarc.org 
 

A Core Programs framework suggests that a new, higher-level environmental planning program 
could be in order.  Such a program could better weave together our existing environmental 
programming, including the Hazard Mitigation Plan, and identify additional needs.  Further, a 
higher-level environmental planning effort would likely reveal additional opportunities for 
alignment with existing plans.  For example, such a plan might indicate the potential for 
investments in green spaces to positively affect mental health and support the objectives for the 
Blueprint for Action, and the need for safe and accessible access to such spaces that might be 
identified in the Rural Long Range Transportation Plan and Roanoke Valley Transportation 
Plan. 

To that end, Staff asks the Executive Committee, should it approve the adoption of a Core 
Programs framework, to additionally consider the addition of a Natural Resources Management 
plan, authorizing staff to identify potential funding sources and resource needs within the 
organization to support such an effort. 

Recommended Action: Discuss of Core Programs framework and 
consider the pursuit of a Natural Resources Management Plan. 
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STAFF REPORT 
December 4, 2025 

 
SUBJ: Legislative Committee Formalization 

 
Since its creation in 2023, the Legislative Committee has existed as an ad hoc committee 
charged with developing and promoting an annual legislative agenda.  It was not known at the 
start of the Commission’s legislative work whether it would continue after its first year; however, 
having completed and pursued a legislative agenda for the last three years, the integration of 
legislative outreach into our core work would seem to have been established. 

Further, the membership of the Legislative Committee has largely been unchanged since 2023.  
Current membership is: 

• Phil North, Roanoke County, Chair 
• Hunter Holliday, City of Salem 
• Debbie Laudermilk, Town of Clifton Forge 
• Brandon Nicely, Botetourt County 
• Lorie Smith, Franklin County 
• Peter Volosin, City of Roanoke 

Of this list, Mr. Brandon Nicely replaced the original appointee, Mr. Stephen Clinton, also from 
Botetourt County.  Mr. Jim Wallace, representing Salem, left the Committee and the 
Commission when he lost his Salem City Council seat in 2024, and was replaced by Mr. Hunter 
Holliday.  Mr. North has served as Chair since the Committee’s formation. 

The Commission’s strategic plan, adopted in September of 2025, includes several goals built 
around promoting the region’s needs at a statewide level: 

• Goal 3.1: Strengthen support for the unique legislative and advocacy needs of rural 
members through targeted outreach, events, and partnerships that address region-
specific priorities. 

• Goal 3.2: Build and maintain strategic relationships with decision-makers and staff of 
allies and partners to enhance influence, coordination, and alignment on regional 
priorities. 

• Goal 3.3: Develop strong regional identity and reputational strength to support advocacy 
efforts. 

Given the establishment of these strategic goals and the continued operation of the Legislative 
Committee after its tentative creation, staff recommends that the Executive Committee consider 
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establishing the Legislative Committee as a standing committee of the Regional Commission, 
with appropriate governing bylaws, including opportunities for member and officer rotation and a 
standing meeting schedule. 

Further, changing the name of the Legislative Committee to the Advocacy Committee should be 
considered to allow this group to pursue advocacy and promotional opportunities for the region 
outside of strict legislative activities. 

Recommended Action: Recommend formalization of the Legislative 
Committee to the full Commission, and consider a name change to 
Advocacy Committee. 
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Roanoke Valley-Alleghany Regional 
Commission Artificial Intelligence (AI) Policy 

Draft Policy and Initial Guidelines 

INTRODUCTION 
This policy outlines the principles and guidelines for the responsible, ethical, and legal use of 
Artificial Intelligence (AI) technologies across all departments of the Roanoke Valley Alleghany 
Regional Commission. It aims to establish clear guardrails for staff to utilize the potential of this 
technology in a manner that upholds accountability and transparency in government operations. As 
the technology continues to rapidly evolve, its growing capabilities will lead to new beneficial uses 
as well as new risks. Guidance will need to evolve with advancements in technology. 

PURPOSE 
The purpose of this policy is to provide a clear framework and set of guidelines for commission staff 
using the GOV AI platform, as well as AI features embedded within standard software applications 
(such as Microsoft, Adobe, Canva, and other commonly used tools). These tools may be used; 
however, all AI-assisted work must still comply with the requirements outlined in this policy. 

 This policy ensures that the commission’s use of AI supports organizational integrity, protects 
sensitive information, and aligns with our role as a governmental entity. Staff who have questions 
about whether a specific AI tool or use case is permitted should consult their supervisor before 
proceeding. 

Commission staff should review this document’s guidelines before using AI tools in their work. 

Failure to comply with this policy may lead to corrective or disciplinary action in accordance with 
RVARC’s established personnel guidelines. 

GUIDING PRINCIPLES 
Ethical Use: RVARC staff shall ensure that AI technologies are applied in ways that strengthen the 
organization’s mission and uphold its ethical responsibilities to staff, partners, and the communities 
it serves. All AI-supported activities must be fair, transparent, and consistent with RVARC’s standards 
for professionalism and accountability. 

Transparency and Accountability: Staff must disclose when AI tools are used in developing reports, 
communications, or other deliverables. Disclosures should specify how AI contributed- such as data 
analysis, content drafting, or decision support- and identify relevant methodologies or data sources 
when applicable.   
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Privacy and Data Protection: AI systems shall be used in a manner that respects privacy rights and 
complies with data protection laws. RVARC staff must not input, upload, or share any sensitive, 
confidential, or personally identifiable information into AI platforms. This includes information about 
individuals, internal reports, financial data, or any materials that are not publicly available.  
All staff share responsibility for protecting RVARC data and upholding applicable privacy laws and 
organizational confidentiality requirements.  

Security and Safety: Staff must use AI technologies only through approved platforms and in 
accordance with applicable cybersecurity, privacy, and data protection standards. Any security 
incidents or risks related to AI use must be reported promptly.  

Equity and Non-discrimination: AI applications must be free from discrimination and should 
promote equity and inclusion. 

Human Oversight and Decision-making: AI technologies should complement human judgment 
and not replace it. Decisions impacting individuals’ rights or public services should involve 
meaningful human oversight. All AI-generated content must be reviewed and verified by a staff 
member prior to dissemination, publication, or decision-making. 

RISKS 
Using AI tools and AI-generated content involves both known and unknown risks that are important 
for users to keep in mind. The risks outlined in this section are not meant to be exhaustive, and users 
must always give additional thought to whether their use of AI programs and content will introduce 
risks to themselves or the Commission. 

Inaccurate Information 
AI systems can produce inaccurate, incomplete, or misleading information.  These errors may result 
from limitations in the tool’s training data, misinterpretation of the user’s prompts, or the AI tool’s 
lack of understanding and judgment. All output data must be reviewed and verified by staff before 
being used in official communication, reports, or decisions.  

Input Data/Data Security 
AI programs and services often use input data and prompts to further train and refine their 
algorithms. Users must be conscious of inputting privileged RVARC or personal information when 
creating a prompt or request for AI. Similar to inaccurate information, input data for prompts or other 
processes should be verified and validated before beginning.  

Bias 
As AI programs and services use extremely large datasets, often scraped from the internet, they have 
the potential to scrape biases from other information sources and present answers to prompts that 
incorporate those biases. Users must be mindful of preexisting biases and review answers provided 
by AI programs. 
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Ethical and Legal Compliance 
The use of AI tools can present ethical and legal challenges, such as unauthorized use for 
copyrighted materials, creation of misleading or even harmful content, or violation of privacy  or data 
protection regulations. Staff must comply with all applicable laws and professional standards.  

Cybersecurity Risk 
AI tools can introduce cybersecurity vulnerability. Staff should only access AI tools through secure, 
authorized sources and avoid clicking on or sharing AI generated links from unknown sources.  

POLICY & RULES 
The following policies are meant to uphold professional standards of work and informational integrity 
for writing produced with the help of AI tools.   

Accuracy & Fairness 
Review all AI-generated contents for accuracy and fairness. Misinformation, explicit and 
implicit biases are easily incorporated into AI-generated content, and it is important for the 
end-user to review and verify all AI-generated content for misinformation and bias. 

Disclosure 

 Note or cite that content has been created with the help/support of AI tools. 

Sensitive Data 

Do not enter sensitive data into AI prompts. This includes personally identifiable information, 
confidential information, or protected/private data. 

Optimization 
Use the use case and recommendations section below to identify best practices when 
entering prompts for AI-generated work, which will help with efficient and effective use of AI 
tools. 

Authentic Work 

RVARC values authenticity and professional integrity in all work products. Staff must ensure 
that AI-assisted writing, analysis, or visuals maintain their own voice, professional judgment, 
and subject-matter expertise. AI tools should be viewed as assistants that support, not 
replace, human creativity and decision-making. 

Input data 

Review and determine if the information and data that will feed into an AI prompt is sensitive 
or protected information. All information entered into AI prompts is utilized for further AI-
generating tools and capabilities.  

Training and Accountability 
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RVARC will provide regular training and resources to ensure staff understand how to use AI 
tools responsibly and in alignment with this policy. All staff are expected to complete 
assigned trainings, provide certificate(s) of completion (if applicable) by specified deadlines, 
follow approved practices, and apply sound judgment when using AI. Supervisors are 
responsible for ensuring compliance and addressing any concerns or misuse. Failure to 
follow these rules may result in corrective action consistent with RVARC’s personnel policies. 

External Use of AI Tools in RVARC Meetings  

RVARC acknowledges that some external partners and participants may use AI-powered 
notetaking, transcription, or recording tools during virtual meetings. Because these tools 
automatically capture and store meeting content, staff should exercise caution when 
participating in such settings. 

If RVARC staff join a meeting where an AI notetaker is present, they are encouraged to ask 
whether the meeting is being recorded by AI and who will have access to the AI-generated 
transcript or recording. Staff should use professional discretion when sharing information, 
understanding that anything discussed in such meetings may be retained, redistributed, or 
subject to disclosure. 

If staff are uncomfortable with AI transcription or uncertain about how the recording will be 
used, they may choose to remove themselves from the meeting. Staff should notify their 
supervisor or RVARC leadership of any concerns related to external AI use to ensure proper 
documentation and follow-up. 

Training AI Agents 

When training or providing examples to AI tools, staff must only input materials that reflect 
RVARC’s established professional standards, branding, and communication style. Content 
used for training should be consistent with the organization’s tone, quality, and visual identity 
to ensure AI-generated outputs align with RVARC’s expectations and public image. 

USE CASES & RECOMMENDATIONS 
Use cases and recommendations will be periodically reviewed and updated by the AI Microbusiness 
Team to reflect evolving technologies, staff needs, and legal or ethical standards. 

Prompts and Questions 

Effective AI use begins with thoughtful prompting. Staff should take time to develop clear, 
detailed prompts that define the task and include any necessary context or guidelines. 
Generative AI can answer questions or provide suggestions, but the quality of its response 
depends on how the question is framed. Questions should be specific, verifiable, and neutral 
to avoid biased or inaccurate outcomes. When using AI to inform a response, staff should 
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verify the information using trusted sources before including it in RVARC materials or 
decisions. 

Drafting and Brainstorming 

AI can be a valuable support tool for generating ideas, organizing content, or creating early 
drafts of documents and presentations. Staff may use AI to outline concepts, structure 
reports, or generate examples that inform their work. However, all AI-generated material 
should be considered a starting point — not a final product. The survey results indicated that 
RVARC staff most often use AI for brainstorming, summarizing, and organizing information, 
which are considered appropriate and encouraged uses when paired with human review. 
Staff must always refine AI outputs to ensure accuracy, professionalism, and consistency 
with RVARC’s tone and mission. 

Recording Review and Transcription 

AI may be used to transcribe or summarize meeting recordings when appropriate. However, 
staff must ensure that the recordings do not include confidential information or personally 
identifiable details before uploading or processing them. Any AI-generated transcription or 
summary should be carefully reviewed and edited to confirm accuracy before it is shared or 
stored as an official record. 

Images/Photographs 

AI tools may be used to enhance existing RVARC-owned images or assist with layout and 
design ideas for communications or presentations. Staff should avoid generating entirely 
new AI-created images that could misrepresent people, places, or events. All visuals must 
comply with RVARC’s standards for accessibility, copyright, and professional presentation. 

Review and Editing 

AI tools may be used to draft, edit, or refine documents. All materials created or edited with 
the assistance of AI tools must be reviewed and verified by RVARC staff before being shared 
publicly or internally. Staff are responsible for fact-checking all content, confirming the 
accuracy of any data or statements, and ensuring that the tone, formatting, and messaging 
align with RVARC’s professional standards. AI should never be relied upon to produce 
unverified or final work products without human oversight. 

Agents & Analyses  

AI may be used to analyze large volumes of data, including public feedback from surveys, 
forums, and other engagement channels, to identify trends, themes, and community 
priorities. All AI outputs must be reviewed by human staff to ensure accuracy, contextual 
relevance, and alignment with AI policy. Analyses should be conducted with appropriate 
safeguards for data privacy and security.  
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Compliance 

AI tools can be used to help staff check RVARC documents and work products for alignment 
with federal and state standards, grant requirements, contractual obligations, and internal 
guidelines. These tools may assist in identifying missing elements, inconsistencies, or 
required components, helping staff ensure that materials meet applicable expectations. AI-
assisted compliance reviews are supplemental, and staff remain responsible for verifying 
accuracy and ensuring full compliance with all legal, regulatory, privacy, and ethical 
requirements. 

PUBLIC PRESENTATION/CITATION 
Transparent communication is essential to maintaining public trust and upholding the commission’s 
responsibilities as a governmental entity. When artificial intelligence tools contribute to the 
development of public-facing materials, it is important to clearly acknowledge that assistance so 
audiences understand how the information was produced and to affirm that all content has been 
reviewed and verified by commission staff. 

All documents produced with AI should have the following disclosure: 

AI tools assisted in the generation of this material in accordance with RVARC AI Policy. Final reviews 
and edits were completed by RVARC staff. 

Implementation and Review 
This policy is effective upon approval and applies to all RVARC staff, contractors, and partners 
engaged in AI-related work with RVARC. RVARC will review this policy periodically to ensure it reflects 
current technologies, legal requirements, and organizational needs. Updates or revisions will be 
shared with all staff, and questions related to interpretation or implementation should be directed to 
RVARC leadership. 
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