
December 17, 2013 
 

MINUTES OF THE MEETING OF THE 
GEORGE WASHINGTON REGIONAL COMMISSION 

WORKSHOP MEETING 
December 16, 2013 

The Robert C. Gibbons Conference Room 
406 Princess Anne Street, Fredericksburg Virginia 

 
MEMBERS PRESENT AND VOTING: City of Fredericksburg:  Matthew Kelly (Secretary), 
Frederic N. Howe, III; Caroline County: Jeff Black; King George County: Joseph W. Grzeika (2nd 
Vice Chair), Dale Sisson; Spotsylvania County: Paul Trampe; Stafford County: Gary Snellings 
(Chair). 
 
MEMBERS ABSENT: Calvin Taylor (Caroline County), David Ross (Spotsylvania County), Cord 
Sterling (Stafford County). 
 
STAFF: Tim Ware, Executive Director; Lloyd Robinson, Director of Transportation; Diana Utz, 
Rideshare Director; JoAnna Roberson, Rideshare Assistant. 
 
CALL TO ORDER: 
 
Mr. Snellings called the meeting to order at 6:00 p.m. with a quorum present, which was followed by 
the Pledge of Allegiance.    
 
APPROVAL OF GWRC MEETING AGENDA 
 
Mr. Kelly made a motion that was seconded by Mr. Sisson to approve the GWRC Meeting Agenda 
for December 16, 2013.  The motion was carried unanimously.   
 
PUBLIC INVOLVEMENT:  
 
None was offered at this time 
 
OLD BUSINESS:  
 

a.) GWRC Fiscal Discussion – Mr. Tim Ware 
 
Mr. Ware gave a presentation on the financial situation of GWRC as a result of the audit recently 
completed. Mr. Ware advised that the audit revealed that the fund balance for year ending of 2013 
was ($105,444).  Mr. Ware relayed that the financial situation has continued to decline since FY2006 
and is not an issue that just occurred throughout the last year.   
 
 
 
 
 



 
Mr. Ware provided explanations for the financial downturns that included the following points: 
 
 there was a building move & re-location that occurred in 2008 which cost the agency 
 approximately $230,000 in leasehold improvements, furniture and equipment 
 
 the current lease is now approximately $26,000 higher than the previous lease 
 
 the long-term debt associated with the move has cost $25,000 per year and will continue 
 until FY2017 
 
 the world-wide economic situation that has resulted in fewer grant opportunities 
 
Mr. Ware provided the following explanations for the financial downturn to include: 
 
 underfunding of local dues over the last five years has equated to a loss of funding in the 
 amount of $133,738 
 
 the loss of the Telework Centers and the access to administrative funds due to reduced 
 staffing levels 
 
 the inability to effectively track and account for revenues and expenses in a fund oriented 
 accounting system 
 
Mr. Ware stated that it is his personal opinion that GWRC is struggling to become a regional leader.  
Mr. Ware provided the following instant solutions which include payment of the current deficit of 
$105,444.  Mr. Ware stated that the current population is 336,329 and the current local assessment 
level is based on .57 per capita.  Mr. Ware relayed that in order to obtain an instant and positive 
financial standing, that the current deficit plus an additional .31 per locality would be required.   
 
Mr. Snellings asked how long the current per capita rate of .57 has been in effect.  Mr. Ware relayed 
that this was the second year and the previous rate was two years prior was at .63 per capita.  Mr. 
Ware provided information on how the 2014 member dues are utilized.  Mr. Ware stated that the 
total dues formula based on .57 per capita is $189,643.  The total dues expected equal $173,143 with 
the respective break-downs as follows:  GWRideconnect = $88,951; FAMPO = $66,242; HMIS = 
$16,959; & $991 unallocated.  Mr. Ware stated that the unallocated funding is utilized to increase 
fund balances or to explore other regional opportunities.   
 
Mr. Ware relayed that the 2012-2013 project studies resulted in the following cost break-downs:   
 
 Regional Emergency Management -  $6.8k 
 Regional Broadband -    $4.2k 
 Analysis of Regional Agencies -  $2.3k 
 Regional LEP (all in-kind matches) - $1.3k (funded) 
 Peer Region Review -    $4.3k 
 
 
 



 
The 2014 revenue analysis is broken down as follows:  GWRideconnect - $764,105; FAMPO - 
$823,675; Planning Services - $188,624; State Planning - $75,971; & Local Dues - $173,143. Mr. 
Ware stated that the total revenue is $2,025,518 and that the local dues equal 10% of the total budget 
with a return rate of $9.35.   
 
Mr. Ware reviewed the allocation of local dues for staffing issues.  Mr. Ware stated that funding 
alone with the 10% match will not resolve the current or future budget deficits.  Mr. Ware relayed 
that the total dues is $173,143.  The GWRideconnect program has 3 full-time employees and the 
cost for this is $213,333 which requires a total match of $88,952 with a local match of $42,667 to 
cover personnel costs.   
 
The FAMPO program has 5.5 full-time employees and the cost for this is $479,965 which requires a 
total match of $66,242 with a local match of $47,996 for personnel.  The Planning Services program 
has 1.75 full-time employees and the cost for this is $254,863 which requires a total match of 
$16,959 with a local match of $6,950 for personnel.  Mr. Ware advises that $75,530 is allocated to 
program related costs other than for staffing.   
 
Mr. Ware reviewed the indirect cost which is agency-wide expenses that may be charged 
proportionally across all of the agency programs.  Mr. Ware stated that the current rate equals 46.3% 
of the total direct salaries, excluding indirect salaries, for the Executive Director’s position and one 
accounting position.  Mr. Ware relayed that the total indirect pool is $437,450 with $252,850 (which 
is 58%) that is applied to indirect personnel staffing expenses.  The remainder of $184,600 is 
allocated for occupancy, equipment, supplies, insurance, travel, audits, etc.   
 
Mr. Ware stated that the ways the organization can decrease the indirect expenses are to cut 
personnel.  Mr. Ware relayed that the 2 employees under this classification which again are the 
Executive Director’s position and an accounting position account for 58% of the indirect costs.  Mr. 
Ware relayed that the allocation of other expenses could be directly charged to grants. This does not 
reduce actual expenses but instead redirects the way the expenses are accounted for.  Mr. Ware 
stated that this approach generally results in more extensive bookkeeping staff time.  Mr. Ware 
stated that at the present time, the existing funding sources are able to absorb the indirect cost 
allocations.   
 
Mr. Ware stated that 66% of the payroll salary covers a fringe benefit which includes:  release time, 
employer payroll taxes, workman’s compensation, VRS contributions, and health insurance 
premiums.  The total fringe benefit pool equals $422,693. 
 
Mr. Ware stated that the ways the agency could decrease the fringe benefits is to offer less release 
time which includes accrued holiday, sick, or annual leave which would be 34% of the pool.  Health 
insurance is currently 29% of the pool so you could require higher employee contributions and offer 
fewer contributions for family coverage.  Mr. Ware stated that at the present time, the existing 
funding sources are able to absorb the fringe benefit allocations.   
 
 
 
 
 



 
Mr. Ware stated that the ultimate goal is to have a total unrestricted fund balance that equates to 
10% of the total revenues.  For FY2014 the budgeted amount would be $2,025,518; with 10% of 
revenues being at $202,518.  Mr. Ware stated that currently the agency may have to wait up to 3 
months before receiving reimbursement and the above amount would ensure an adequate cash flow.  
Mr. Ware stated that the 2013 audit showed a negative unrestricted balance of $253,768 which 
includes $130,000 in long-term debt and uncompensated leave. 
 
Mr. Ware provided scenarios on how the agency’s fund balance can be increased and some of these 
include: 
 
 enter into grant agreements that allow for a “to not exceed” arrangement  rather than pure 
 reimbursement basis – Mr. Ware stated that these agreements are now rare 
 
 increase the regional footprint of the organization 
 
 merge with regional partners who have like missions 
 
 seek untraditional funding sources to include non-profits and for profits 
 
 obtain local government funding at the GWRC’s requested formula 
 
 increase local funding formulas 
 
 be vigilant in protecting the agency’s resources 
 
Mr. Ware provided FY2014 short-term solutions to include:   
 
 as a result of the previous Planning Director resigning which equated to a $90,000 salary and 
 benefits position, GWRC will not fill this position 
 
 any staffing requirements needed as a result of the position mentioned above will come from 
 current staff and on-call consultants 
 
 preserve projected $47,000 in deficit for FY14 in salary and benefits 
 
 the agency will receive approximately $75,000 in State funding and will preserve $50,000 
 annually from this allocation 
 
 employees will be encouraged to use annual leave in order to decrease the accumulation of 
 leave balances which shows a negative balance in the 2013 audit of ($43,640) 
 
Mr. Ware stated that funding solutions for FY2015 and beyond include the following options:  
 
 the agency could reduce programs with staff reductions to save .10 on each dollar from local 
 funding 
  



Mr. Ware stated however that every dollar that is saved in local matches reduces program assistance 
by $10 to $20.00.  Mr. Ware stated that it also would reduce the capacity of GWRC to provide local 
governments with future regional assistance on issues requested.  
 
Mr. Ware stated that if we maintain a status quo for FY2015 and beyond then we would have the 
following scenario: 
 
 maintain current dues structure at .57 per capita 
 assuming members withhold funding at the current level would be $173,473 
 preserving the $50,000 annually in state funding 
 
 Results:  fund balance increases by $50,000 each year with $0 in total net assets in 2 years 
 
Mr. Ware provided a spread sheet for review by the members that depicted FY2014-15 dues 
assumptions based on the Weldon Cooper population projections.  This spreadsheet was broken 
down by each locality and calculated at both the current .57 per capita rate and the .64 per capita 
rate.   
 
On factors moving forward, Mr. Ware stated that assumptions presented represent flat line revenues 
and expenditures; the agency’s IT assets are beginning to age; at the completion of June 2017 when 
the current building lease expires will the office space be adequate or excessive; and realizing that 
any additional program opportunities would require increased staff capacity.   
 
The following questions and comments were made by the Commission members to include:   
 
Mr. Grzeika asked if Mr. Ware could provide a detailed list of actually what the organization does 
that would reflect the value that each locality receives from their dues payment.  Mr. Sisson asked if 
the allocations are the same per locality.  Mr. Sisson asked how much of a deficit is the agency off 
from the current .57 rate versus the .64 rate.  Mr. Sisson asked if the other programs like FAMPO 
also have a cash shortage (Mr. Robinson replied to this question that FAMPO results in only a 10% 
match so there is not a cash shortage experienced from this program).  Mr. Howe stated that the 
City Manager had asked him to ask “why” the City should be penalized and charged a higher rate if 
they have always fully paid its local dues contributions.  Mr. Trampe asked if there is an estimate 
available on where ideally the agency would like the fund balance to be at.  (Mr. Ware stated that in 
FY2016 you would be at a $40,000 to the good balance; however, this is not ideally where the agency 
would like to be at & instead would want to have a $200,000 balance).  Mr. Sisson stated that he felt 
the committee could look at decreasing some flat-line expenses.  Mr. Kelly stated that the committee 
was dealing with 2 fundamental issues:  base line projects from GWRC & FAMPO as well as 
looking into regional projects.  Mr. Kelly stated that from the city’s perspective, the city needs to 
have regional cooperation in order to sustain so we make progress in GWRC achieving goals that 
allow for regional progress and cooperation.  Mr. Sisson stated that the committee never gave Mr. 
Ware a direction in which to move forward and that the agency still needs to have regional ties and 
needs to have more of an account balance on hand.  Mr. Black stated that in order for funding to 
become regional, it still has to be cost effective to the respective locality.  Mr. Black stated that 
Caroline County approached 2 neighboring counties when they were seeking tower services and 
found out that to obtain this service it was still cheaper for them to pursue this individually rather 
than merging with 2 neighboring counties. Mr. Grzeika stated that regional cooperation and projects  
 



does not work for “spur of the moment” decisions.  Specifically with Fire & Rescue, Mr. Grzeika 
stated that sheriffs are elected and counties have a tendency to want to control their own destiny.  
Mr. Grzeika stated that coming together on a regional basis in regard to development of a regional  
fire/rescue program; a regional storm water management program; etc. all will be effective in 
moving forward to provide a reactionary body for GWRC.  Mr. Sisson stated that funding 
mechanisms could be looked at whereby you have a set basic funding rate for localities across the 
board and services requested beyond the basic rate would be charged accordingly based on usage 
and requests from a specific locality.  Mr. Sisson stated that he thought it would be an easier “sell” to 
the respective Boards if specific GWRC products are defined and costs associated with the products 
are included.  Mr. Snellings asked if the committee felt it was going to solve the organizations 
funding issues at tonight’s meeting.  Mr. Grzeika asked if for budget-planning purposes does the 
committee vote to remain a status-quo classification and leave the per capita rate at .57.  Mr. 
Snellings countered this comment and asked instead did the committee vote to increase the rate to 
.64.  Mr. Grzeika stated that he did not know how his Board would vote; however, he did know that 
if you do not ask for more, more will not voluntarily be given.  Mr. Sisson stated that localities could 
be billed independently for “consulting” services for work that the commission provides and that 
the agency needs to develop a project list.   
 
Mr. Ware stated that whatever action the committee makes tonight that they will also need to “sell” 
this to their respective boards.  Likewise, the committee advised Mr. Ware to “sell” it to the City 
Manager and County Administrators.  Mr. Trampe stated that he had direction from Spotsylvania 
County that the maximum they would consider would be .62 per capita.  Mr. Snellings stated that 
the committee cannot solve the problems at tonight’s meeting; however, can come to a vote on what 
rate will be requested.  It was requested that Mr. Ware provide a list of regional objectives to be 
further discussed at the January meeting.   
 
It was concurrence from the committee that the following items are warranted and want to remain 
on the “regional” project listing to include: 
 
 Regional LEPC 
 Regional Stormwater Management  
 Regional TMDC 
 Regional Broadband for the economic development 
 
The request was made for Mr. Ware to define products, to build a baseline of basic services 
provided, and to provide a pie chart reflecting consulting rates for services beyond the basic service 
category.  Mr. Ware was asked to set specific objectives.   
 
Upon motion by Mr. Kelly and seconded by Mr. Howe, with the committee all in concurrence that 
the per capita rate that will be requested on behalf of the GWRC commission for the FY2014 year 
will be increased back to the original .6433 per capita rate. 
      

b.) Other Old Business 
 
None 
 
 
 



NEW BUSINESS: 
 
      a.)       Affordable Care Act Call to Action – Chairman Gary Snellings 
 
Included in tonight’s agenda packet was correspondence that was presented by Mr. Snellings.  The 
correspondence is an IAFC Member Alert that was sent to government relations and policy 
departments.   
 
Mr. Snellings relayed that the topic was in regard to health care that is provided to volunteer 
firefighters across the state.  Mr. Snellings stated that this action as a result of the Obama Care 
would have significant impacts to every locality within the region.   
 
Upon motion by Mr. Howe and seconded by Mr. Trampe, with the votes being unanimous, it was a 
request from the commission that Mr. Tim Ware draft a letter representing the George Washington 
Regional Commission’s voice in sponsoring the legislation.  
 
Adjournment: The meeting was adjourned at 7:02 p.m.  
 
 
 
 
Respectfully submitted,  
Timothy Ware 
Executive Director  
(Draft minutes prepared by JoAnna Roberson, Rideshare Assistant) 


