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April 2, 2026 

MEMORANDUM 

TO:  Executive Committee Members, RVARC 

FROM:    Jeremy Holmes, Executive Director 

SUBJ:  Executive Committee Meeting Scheduled for April 9, 2026 at 11:30 a.m. 

I would like to call a meeting of the Regional Commission’s Executive Committee on Thursday, April 9, 

2026 at 11:30 a.m.  The meeting will be in person and held at the RVARC office, in the RVARC board 

room.  Lunch will be served.  The following items will be discussed by the Executive Committee: 

AGENDA 

1. Consent Agenda:

a. Minutes of the March 12, 2026 meeting, pp. 2 – 11

2. Draft FY27 Budget, pp. 12

3. 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, March 12, 2026, 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 11:30 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 

 

2. APPROVAL OF CONSENT AGENDA 
 

 
Mr. Volosin motioned to approve the minutes of the January 15, 2026 Executive 

Committee meeting, Mr. Dean Martin made a second and the consent agenda was 

approved by voice vote. 

 

3. Human Resources (HR) Services  
 

Mr. Holmes reported that, from his evaluation last year, he explored opportunities for 

human resources assistance. He looked at what other PDCs in the state and SERDI 

groups were doing and found formal HR roles, at PDCs our size, are very uncommon.  

Larger PDCs, in North Carolina that run more programs, do have HR roles but nowhere 

in Virginia do PDCs have HR roles. The way we have the duties broken down with 

Sherry handling benefits administration and Jermey handling evaluations and 

performance is very common. 
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There is an HR group Planner VA in Richmond engaged with, which a handout on that 

group was included with the meeting items today. What is in the packet today is a 

proposal from Becky Lakin which is a review of existing practices focused on 

onboarding and some culture kinds of things for $6,000. We looked at a proposal for 

three months of HR support and that took the costs up to $15,000. Mr. Holmes is not 

sure how valuable the $6,000 proposal is. The Executive Committee didn’t feel this 

amount of money needed to be spent for these services since there is experience 

among the Commission members and we are a small organization.  Mr. Holmes noted 

risk management reviews the handbook for us as well. Ms. Smith noted Mr. Holmes 

should let them know if he is not feeling comfortable or we need refinement, but these 

items are under his purview as an administrator to decide. Mr. Holmes reported we do 

use Virginia Risk Management as consultants to work through issues and they provide 

us with documents and forms so we feel comfortable handling it. Mr. Holmes noted that 

he recommends continuing process improvements and additional research but at this 

time does not recommend a service or a role that makes sense spending money on. 

 

4. FY27 Budget Preview 
 
Mr. Holmes provided a preview of certain items pertaining to the FY27 Budget: 
 

• No additional funding from the general assembly passed the house. 

• FEMA funds will go away, as the plan is done. 

• General Assembly has mandated PDCs to do water supply plans, but we are not 
sure if there will be any additional funding for this. If no funding, the board will 
need to decide if we do this with our existing regional funds or not.  The group did 
not feel this was something the Commission should be responsible for. 

• The committee would like to do Mr. Holmes’ evaluation before the budget. 

• Health insurance will increase 14%. 

• We are receiving a little less from our transportation funding. We think that is the 
Infrastructure and Jobs Act that gave a little boost but is ending. 

• We are getting $121,000 from Greenway Commission. 

• A reduction of $200,000 in opioid abatement funds. 

• We are unsure if SAMHSA grant funds will continue after it ends. 

• Overall, our budget will go down in FY27 but that is just an effect of the influx of 
new money over the past five years that is now ending. 
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In summary, barring some other change we may want to come back and look at the 
dues and see if they are where they need to be at now. Although, there could be good 
news on the federal level as EDA funds could be increased and DOT could provide 
more funding for Rural planning. 
 

 

5. Strategic Plan Review 
 

Mr. Holmes noted he will provide an update in April to the full board on the strategic 

plan. He highlighted the following progress on the Strategic Plan: 

• The work program committee will do an audit of the FY26 work program. 

• The work program committee had their first meeting last month where they 

scored projects for the first time. 

• We are working with Central Shenandoah PDC and West Virginia Regions 1 and 

4 on having a multi-state meeting support for rural regions. 

• We are going to look at doing a newsletter from Jeremy going out to our senators 

and congressmen focused on the agencies we work with and what we are doing 

with that agency funding and the impacts we are having. 

 

6. Annual Baseball Outing 
 

Mr. Holmes believes we should end the annual baseball outing because attendance is 

dropping and we only get 20 tickets for free from Salem this past year.  It does have a food 

expense to the Commission as well as quite a bit of work for Virginia to organize. We don’t 

believe it is meeting the need, as in the past. Mr. North noted an event could be held in a 

variety of places such as Explore Park will have free concerts this summer. Ms. Lorie Smith 

reported that under FOIA, as long as business is not discussed board members can meet 

socially and we should be mindful of that.  The group agreed. 
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7. REQUEST FOR CLOSED MEETING 
 
Mr. Volosin made motion the Roanoke Valley-Alleghany Regional Commission enter a 
closed meeting “Pursuant to Section 2.2-3711 A.1.  Code of Virginia, 1950, as 
amended, for the purpose of discussing a personnel matter. Mr. North seconded the 
motion. 
A roll call vote was taken:  Mr. Volosin: Yes; Chair Smith: Yes; Mr. North: Yes; Mayor 
Grose: Yes. The motion for closed session passed. 
 

 
8. ADOPTION OF CERTIFICATION OF RESOLUTION OF CLOSED MEETING 
  

RESOLUTION CERTIFYING CLOSED MEETING WAS HELD IN CONFORMITY  
Mr. Volosin stated NOW, THEREFORE, BE IT RESOLVED, that the Executive 
Committee hereby certifies that, to the best of each member’s knowledge:  
1. Only public business matters lawfully exempted from open meeting requirements by 
Virginia law were discussed in the closed meeting which this certification resolution 
applies; and  
2. Only such public business matters as were identified in the motion convening the 
closed meeting were heard, discussed or considered by the Executive Committee. 
 
A roll call vote was held:  Mr. Volosin: I; Chair Smith: I;  Mr. North: I; Mayor Grose: I.  

The certification of closed session passed.  
 

9. Request for NADO nomination 
 
Mr. Holmes would like to remain on the NADO (National Association Development 
Organizations) board, as member for the Eastern district and would like to nominate 
himself to remain on the board.  He will need a letter of support from Ms. Smith, which 
she will provide. 

 
 

10. Organizational Values 
 
Mr. Holmes and staff have created organizational values and Mr. Holmes shared a copy 
of those with the committee members. 
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11. Meeting Longevity 
 

Ms. Smith reported the last Commission meeting was too long. Guest speakers should 
only be allowed to put up a few slides, but any in-depth material should be included in 
the board packet instead. The speaker reading 10 pages was inappropriate. Mr. Holmes 
does have limits on the time but will ensure that does not happen again.  

 
 

MEETING ADJORNED 

Ms. Smith adjourned the meeting. The meeting adjourned at 1:05pm. 

 

Submitted by, 

 

 

 

 

Jeremy Holmes, Secretary, Roanoke Valley-Alleghany Regional Commission 
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RVARC: Lightweight HR Operations Model (Microsoft 365
+ GovAI Assistant) Government Operations Context

(Virginia)
Prepared for: Jeremy Holmes, Executive Director (Roanoke Valley-Alleghany Regional Commission)

Date: March 12, 2026

Summary: RVARC can run a credible, low-cost “HR operations function” using Microsoft 365 by
addressing (1) confidentiality architecture, (2) a neutral intake pathway for concerns, and (3) basic
governance procedures (including a minimal grievance/complaint path). GovAI can standardize workflows,
draft templates, and improve documentation consistency, but should not be treated as the system of
record for sensitive personnel data.

1) Immediate Issue: SharePoint Access to HR Forms (and How to Fix It)
Current state: Blank HR forms and SOPs are stored in SharePoint with organization-wide access.
Completed sensitive documents are maintained separately (physical + secure digital drive with the
Finance Director).

Why this still creates risk:

• Encourages inconsistent “DIY” use of discipline/performance forms.

• Creates version-control confusion (unclear which form is current).

• Exposes management-process details that can undermine fair administration.

Low-cost fix (recommended): Create two locations in SharePoint/Teams.

HR Public (All Staff) — store employee-facing items only (read-only, versioned): handbook, benefits
how-to (no personal data), onboarding welcome materials, general policies/common request forms.

HR Restricted — limited to ED, Finance Director, HR Coordinator (and designated Board liaison as
needed): manager toolkits (discipline/PIP templates), supervisor-only SOPs, case documentation drafts.

2) A Neutral Party Model That Works at 17 Employees
Staff and the Board are asking for (1) a neutral intake pathway for concerns and (2) separation of duties to
reduce ED burden and perceived conflicts.

Recommended two-lane approach:

• Lane A: HR Administration (internal, low cost) — a part-time HR Coordinator function focused on
process, templates, routing, and tracking (not final decision authority).

• Lane B: Neutral escalation (governance/risk-managed) — a defined path for ED-related
complaints, sensitive conduct allegations, retaliation concerns, or when an employee cannot raise an
issue internally.
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Neutral escalation options (typical for small Virginia public entities): designated Board Executive
Committee liaison/Chair; VRSA/risk management guidance for high-risk matters; EAP vendor for
confidential support (support/referral, not investigations).

3) Add a Minimal Grievance/Complaint Procedure (Even with At-Will
Employment)
Not having a formal procedure can increase perceived unfairness, late escalation to the Board, and
inconsistent handling. A minimal, plain-language procedure improves predictability and reduces risk.

• Informal step: employee speaks with supervisor or HR Coordinator.

• Formal step: written complaint submitted to HR Coordinator (or other designee).

• Escalation: if unresolved or if complaint involves ED → Board Chair/Executive Committee liaison.

• Simple timelines (e.g., acknowledge within 2 business days; initial review within 10 business days).

• Anti-retaliation reminder and a clear confidentiality statement (including limits).

4) HR Coordinator Role: Scope, Safeguards, and Candidate Fit
What the HR Coordinator should be: a process owner and documentation coordinator—not the HR
decision-maker.

Core duties:

• Maintain handbook distribution/acknowledgements and version control.

• Run onboarding/offboarding checklists and reminders (equipment, access, calendars).

• Maintain annual evaluation schedule; collect forms; ensure completeness.

• Maintain restricted template library and supervisor tools.

• Maintain simple training records/logs.

What the HR Coordinator should not be (initially): sole investigator for harassment/discrimination
complaints; final authority on discipline/termination.

Independence / reporting: To support credibility, the HR Coordinator can report administratively to the
ED but have a documented escalation line to the Board liaison for ED-related matters.

5) What GovAI Can Do in This Model (Concrete Deliverables)
GovAI can serve as an “HR toolkit generator + consistency checker.”

• Onboarding/offboarding: Convert SOPs into Planner/Microsoft Lists task templates; generate
30/60/90-day plans; draft welcome emails and exit checklists.

• Corrective action / PIPs: Provide step-by-step decision guidance aligned to the handbook; draft
coaching memos, warnings, PIPs, and meeting scripts; create supervisor documentation prompts.
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• Annual evaluations: Build forms and narrative prompts; draft evaluations from supervisor bullet
points; create a goals library tailored to planning district commission work.

• Policy Q&A;: Create handbook Q&A; referencing controlling sections; draft policy clarifications for
leadership review.

Boundary condition: GovAI should not be treated as the system of record for sensitive personnel data;
official storage/approvals should remain in restricted workflows with appropriate human review.

6) 30-Day Implementation Plan (No New Software Required)

• Week 1: Access control + structure — create HR Public and HR Restricted libraries; move
documents; define restricted access list.

• Week 2: Neutral intake + escalation map — publish a one-page “How to Raise a Concern” guide;
define timelines and confidentiality statement; define ED-related escalation to Board liaison.

• Week 3: Template set + tracking — standardize coaching memo, warning, PIP, evaluation form;
create a simple tracker (Lists or secure spreadsheet).

• Week 4: Train supervisors + pilot — 60–90 minute supervisor training on documentation and
escalation; pilot one process (evaluations or documentation templates).

Clarifying Questions to Finalize a Tailored Design

• Do you have Microsoft Planner and/or Microsoft Lists available in your M365 environment?

• Which position (or person) is the best candidate to serve as HR Coordinator (even 0.1–0.2 FTE)?

• Should ED-related escalations go to the Board Chair or Executive Committee Chair (or another
designee)?

• Does the handbook already include anti-retaliation language and complaint reporting expectations?

Recommended Next Step
Provide (a) onboarding/offboarding SOPs and (b) handbook sections addressing discipline/performance.
GovAI can then generate: (1) SharePoint filing map (Public vs Restricted), (2) one-page intake/escalation
chart, (3) supervisor documentation kit (coaching memo, warning, PIP), and (4) an annual HR calendar
(evaluations, acknowledgements, etc.).

Choose whether to start with neutral intake/grievance (culture + trust) or documentation/evaluations
(risk + consistency).
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Roanoke Valley Alleghany Regional Commission
Budget Comparison FY2026 to FY2027 Draft  
 Budget Budget  

2026 2027
Revenues: Revenues Revenues Change
Localities Per Capita Regional Commission 400,274$                             400,702$                             428$                  
Localities Per Capita TPO 35,882$                               35,882$                               -$                   
Blueway Funding From Localities 11,491$                               11,491$                               -$                   
Greenway Commission From Localities 159,000$                             121,828$                             (37,172)$            
Franklin County for Micro Transit Study 35,000$                               -$                                     (35,000)$            
Department of Housing & Community Development 114,971$                             114,971$                             -$                   
Federal Highway Administration - PL 726,273$                             795,059$                             68,786$             
Virginia Department of Transportation - PL 90,784$                               99,382$                               8,598$               
Federal Highway Administration - SPR 58,000$                               58,000$                               -$                   
Federal STBG VDOT Glade Creek Funding 255,832$                             50,000$                               (205,832)$          
Virginia Department Rail & Public Transit, FTA Federal 184,682$                             261,507$                             76,825$             
Virginia Department Rail & Public Transit, FTA State 23,085$                               32,688$                               9,603$               
VA Dept. Rail & Public Transit, RideSolutions (Roanoke) 187,696$                             141,118$                             (46,578)$            
VA Department Rail & Public Transit Franklin County Micro 60,000$                               -$                                     (60,000)$            
Federal Economic Development Administration 77,455$                               78,312$                               857$                  
Virginia Department of Forestry 8,000$                                 8,000$                                 -$                   
Virginia Department of Environmental Quaility 121,563$                             58,000$                               (63,563)$            
Roanoke Valley Broadband Authority 1,200$                                 -$                                     (1,200)$              
Virginia Environmental Endowment 27,965$                               33,511$                               5,546$               
Virginia Department of Emergency Management 41,639$                               -$                                     (41,639)$            
Appalachian Regional Commission 66,171$                               64,381$                               (1,790)$              
Appalachian Regional Commission Ready LDD Grant 14,191$                               -$                                     (14,191)$            
Mountain Castle Water Conservation District 7,000$                                 -$                                     (7,000)$              
Southeast Cresent 2,853$                                 -$                                     (2,853)$              
City of Roanoke Bike Coordination 12,000$                               12,000$                               -$                   
ARP ACT City of Roanoke Carryover 91,625$                               -$                                     (91,625)$            
Department of Health & Human Services-Peer Recovery 592,606$                             163,911$                             (428,695)$          
City of Roanoke Virginia Opioid Abatement Authority Funds 542,326$                             280,414$                             (261,912)$          
Western Virginia Regional Industrial Facility Authority 25,000$                               25,000$                               -$                   
Virginia Housing 928,138$                             493,608$                             (434,530)$          
SERDI Website Administration Contract 1,538$                                 1,538$                                 -$                   
RVARC Interest Income 45,000$                               45,000$                               -$                   
Miscelleneous Income 4,600$                                 -$                                     (4,600)$              
Sponsorships 325$                                    -$                                     (325)$                 
Greenway Commission Carryover -$                                    105,208$                             105,208$           
Blueway Carryover 32,109$                               29,078$                               (3,031)$              
Regional Bike Carryover 13,369$                               15,108$                               1,739$               
Total Revenues 4,999,643$                          3,535,698$                          (1,463,945)$          

 
 Draft
 Budget Budget

2026 2027
Expenses Expenditures Expenditures Change
Salaries 1,170,654$                          1,225,187$                          54,533$             
Fringe Benefits 346,022$                             405,490$                             59,468$             
Advertising 114,345$                             27,945$                               (86,400)$            
Auditing Fees 17,000$                               19,500$                               2,500$               
Bank Fees 1,100$                                 1,200$                                 100$                  
Building Maintenance 23,000$                               50,000$                               27,000$             
Building Depreciation 20,812$                               20,812$                               -$                   
Computer Services & Software 89,696$                               65,345$                               (24,351)$            
Computer Equipment Depreciation 1,040$                                 1,040$                                 -$                   
Software Amortization 5,700$                                 5,700$                                 -$                   
Conferences 33,386$                               20,370$                               (13,016)$            
Contracts 1,981,557$                          1,128,291$                          (853,266)$          
Dues and Subscriptions 14,913$                               16,105$                               1,192$               
Furniture and Equipment 4,000$                                 4,000$                                 -$                   
Furniture and Equipment Depreciation 500$                                    500$                                    -$                   
Insurance 6,340$                                 6,000$                                 (340)$                 
Lease on copier 3,200$                                 3,200$                                 -$                   
Legal Fees 2,500$                                 500$                                    (2,000)$              
Maintenance Contracts: Elevator & Varney 7,172$                                 12,000$                               4,828$               
Miscellaneous 2,100$                                 100$                                    (2,000)$              
Meetings 54,533$                               18,242$                               (36,291)$            
Postage 2,104$                                 1,050$                                 (1,054)$              
Printing 2,864$                                 8,052$                                 5,188$               
Recruitment 1,000$                                 500$                                    (500)$                 
Supplies 77,179$                               35,428$                               (41,751)$            
Telephone & Internet 8,600$                                 8,000$                                 (600)$                 
Staff Training 30,002$                               3,950$                                 (26,052)$            
Travel 57,219$                               55,073$                               (2,146)$              
Utilities 16,000$                               16,000$                               -$                   
Operating Contingency Reserve-grant carryforwards 751,936$                             386,540$                             (365,396)$          
Operating Contingency Greenway Commission 93,000$                               69,513$                               (23,487)$            
Operating Contingency Reserve-discretionary (interest included) -$                                    -$                                     -$                   

-$                                     -$                   
Total Expenses 4,939,474$                          3,615,633$                          (1,323,841)$       
     Budget Difference 60,169.00$                          (79,934.79)$                         -$                   
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