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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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