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I. George Washington Regional Commission 
 
The George Washington Regional Commission (GWRC) is the “planning district commission” established 
in 1968 by the General Assembly for the region comprising the City of Fredericksburg and the counties 
of Caroline, King George, Spotsylvania and Stafford, known collectively as “Planning District 16.” 
According to the UVA Weldon Cooper Center July, 2023 population estimates, Planning District 16 is the 
fifth largest and fastest growing of the Commonwealth’s 21 planning districts. 
 
The Commission is responsible for encouraging and facilitating local government cooperation in 
addressing, on a regional basis, problems of greater than local significance, and provides a broad array 
of services for the benefit of the 400,385 residents of Planning District 16. The GWRC current areas of 
focus include economic development, environmental services, housing and community health (including 
homeless services support), transportation demand management, and rural and urban transportation 
planning. 
 
Mission 
“Facilitating collaborative action for the wellbeing of the region” 
 
ORGANIZATIONAL VISION 
“The region's convener of choice, recognized for analyzing, devising, and implementing workable 
solutions to shared challenges” 
 
In support of the Mission and Vision of the GWRC, staff applied and was awarded USEDA funding, with 
local government 1:1 match, to develop this region’s very first Community Economic Development 
Strategy as defined by the U.S. Economic Development Administration. 
 
I. CEDS Overview 
 
The George Washington Regional Commission adopted the GWRC Strategic Plan 2022-2027 in January 
2022. The GWRC Strategic Plan identified Developing the Economy as a major priority for future 
direction and review and recommendations toward local economic development plans as a strategy 
toward this priority. Upon review in 2024, it was found that Planning District 16 was one of only 4 
Virginia regions without a Comprehensive Economic Development Strategy. A CEDS is required to be an 
approved EDA Economic Development District (EDD) and is also required for PDC’s and/or local 
governments within the region to be able to apply for EDA Public Works and Economic Assistance 
funding. The GWRC Commission included the development of a CEDS as a strategic priority in its GWRC 
Strategic Plan 2022-2027 and Update approved in 2025. 
 
In September 2024, the Commissioners of the George Washington Regional Commission (GWRC) were 
awarded a $50,000 United States Economic Development Administration grant to develop a 
Comprehensive Economic Development Strategy (CEDS). The five jurisdictions of Planning District 16 
(City of Fredericksburg and Counties of Caroline, King George, Spotsylvania and Stafford) all agreed to 
provide the 1:1 local match for the grant contributing $10,000 each toward the $50,000 match. 
 
In March, 2025, the CEDS Steering Committee procured and awarded a consulting contract to RKG 
Associates, Inc. of Alexandria, Va to guide and develop a CEDS for Planning District 16. Eight proposals 



 

were received from around the United States with RKG being selected as the most advantageous for this 
project. 
 
A CEDS is a strategy-driven plan for regional economic development. A CEDS is the result of a regionally 
owned planning process designed to build capacity and guide the economic prosperity and resiliency of 
an area or region. It is a key component in establishing and maintaining a robust economic ecosystem by 
helping to build regional capacity (through hard and soft infrastructure) that contributes to individual, 
firm, and community success. The CEDS provides a vehicle for individuals, organizations, local 
governments, institutes of learning, and private industry to engage in a meaningful conversation and 
debate about what capacity building efforts would best serve economic prosperity in the region. The 
CEDS should consider and, where appropriate, integrate or leverage other regional planning efforts, 
including the use of other available federal funds, private sector resources, and state support which can 
advance a region’s economic goals and objectives. Regions must update their CEDS at least every five 
years to qualify for EDA assistance under its Public Works and Economic Adjustment Assistance 
programs. In addition, a CEDS is a prerequisite for designation by EDA as an Economic Development 
District (EDD). 
 
From the regulations governing the CEDS (see 13 C.F.R. § 303.7), the following sections must be included 
in the CEDS document: 
 

• Summary Background: A summary background of the economic conditions of the region; 
• SWOT Analysis: An in-depth analysis of regional strengths, weaknesses, opportunities and 

threats (commonly known as a “SWOT” analysis); 
• Strategic Direction/Action Plan: The strategic direction and action plan should build on findings 

from the SWOT analysis and incorporate/integrate elements from other regional plans (e.g., 
land use and transportation, workforce development, etc.) where appropriate as determined by 
the EDD or community/region engaged in development of the CEDS. The action plan should also 
identify the stakeholder(s) responsible for implementation, timetables, and opportunities for 
the integrated use of other local, state, and federal funds; 

• Evaluation Framework: Performance measures used to evaluate the organization’s 
implementation of the CEDS and impact on the regional economy. 

• Economic Resilience: The ability of regions to anticipate, withstand, 
and bounce back from any type of shock, disruption, or stress that it may experience. 

 
This framework was developed with review by a group of volunteer stakeholders identified by GWRC 
staff. This group met under the facilitation of the George Washington Regional Commission to review 
and comment on a framework meeting the direction toward a CEDS development. This group also 
recommended the preferred consulting firm selected through an open request for proposals 
procurement process. Membership of the Steering Committee was self-volunteered and included the 
following economic development representatives: 
 

• Ian Ginger, GWRC & GO Virginia Region 6 
• Chip Boyles, GWRC 
• Sarah Oldaker, GWRC & GO Virginia Region 6 
• Liz Barber, Stafford County 
• Gary Wilson, Caroline County 
• Kevin Marshall, Spotsylvania County 



 

• Matthew Smolnik, King George County 
• Josh Summits, City of Fredericksburg 

 
 

II. Purpose 
 
The Comprehensive Economic Development Strategy (CEDS) contributes to effective economic 
development in America’s communities and regions through a place-based, regionally driven 
economic development planning process. Economic development planning – as implemented 
through the CEDS – is not only a cornerstone of the U.S. Economic Development 
Administration’s (EDA) programs, but successfully serves to engage community leaders, leverage the 
involvement of the private sector, and establish a strategic blueprint for regional collaboration. The 
CEDS provides the capacity-building foundation by which the public sector, working in conjunction with 
other economic actors (individuals, firms, industries), creates the environment for regional economic 
prosperity. 
 
Objectives 
 
 A Comprehensive Economic Development Strategy (CEDS) is developed to create a comprehensive 
roadmap for a region's economic growth by analyzing its current state, identifying key challenges and 
opportunities, and outlining strategic actions to diversify and strengthen the local economy, often 
involving collaboration between public and private sector stakeholders to achieve shared goals and 
access potential funding sources for development initiatives. 
 
A regional CEDS should assist and complement and not conflict with each participating jurisdiction’s 
individual economic development plans or economic elements of individual Comprehensive Plans (Comp 
Plans).   
 
The CEDS can be a vital component of establishing and maintaining a robust economic ecosystem by 
building regional capacity – through hard and soft infrastructure – that contributes to individual, private 
and public organizational, and community success. 
 
 
 
Responsibilities 
 
Steering Committee 
The steering committee will be an advisory committee comprised of economic development 
representatives who contributed to the funding and the development of the CEDS initiation. Each 
jurisdiction will be represented with GWRC as the regional representative. The steering committee will 
be expected to meet with GWRC staff monthly throughout the CEDS development, expecting to take 12 
months. The role of the steering committee will be to: 

1. Develop an initial workplan, budget and timeline for the CEDS development. This includes a 
recommendation to the GWRC Commission of the workplan, a Strategy Committee 
representation and a recommended consulting firm to contract with to develop the CEDS 
document.  



 

2. The steering committee will provide direction to the GWRC staff who will be facilitating activities 
and serving as liaison to the consulting firm. The Steering Committee will provide a conduit 
between local governments and the CEDS process through the GWRC staff. GWRC staff may ask 
the Steering Committee members for data, community input and local government priorities to 
assist in the development of the comprehensive economic development strategy. 

 
Steering Committee Membership 

1. Liz Barber, Stafford County 
2. Gary Wilson, Caroline County 
3. Kevin Marshall, Spotsylvania County 
4. Matthew Smolnik, King George County 
5. Josh Summit, City of Fredericksburg 
6. Program Director, GWRC & GO Virginia Region 6 
7. Chip Boyles, GWRC 
8. Sarah Oldaker, GWRC & GO Virginia Region 6 

Members of this committee may be transferred at the member’s request to other individuals 
representing the same jurisdiction. 

 
Strategy Committee 

The Strategy Committee will be a large advisory committee appointed by the GWRC Commission to 
provide the principal direction of the CEDS process and responsible for developing and future updating 
of the CEDS. From 13 CFR S303.6, “The Strategy Committee must represent the main economic interests 
of the Region, which may include Indian tribes, the private sector, State and other public officials, 
community leaders, private individuals, representatives of workforce development boards, institutions of 
higher education, minority and labor groups, and others who can contribute to and benefit from 
improved economic development in the relevant Region. In addition, the Strategy Committee must 
demonstrate the capacity to undertake a collaborative and effective planning process.” 

The CEDS Strategy Committee’s main responsibility is providing input to and guiding the direction of the 
CEDS process. The CEDS process should aim for members of the committee to have a wide variety of 
backgrounds, diversity of opinions, lived experiences, and a geographic reach that is representative of 
their region so that the resulting CEDS is realistic, actionable, and useful. The process should also aim for 
their CEDS Strategy Committee to reflect the composition of local and regional economies. The 
appointed Strategy Committee should include individuals who are knowledgeable about the project, the 
community, current economic development efforts, and the regional real estate market. 

The CEDS Strategy Committee is expected to meet three to four times throughout the development of 
the CEDS Strategy. The Steering Committee, representing the Strategy Committee, may meet more 
often providing more immediate advice and direction to the GWRC staff and consulting group. Once the 
CEDS is approved by the GWRC Commission for the region, the Strategy Committee will be asked to 
meet annually to review progress and performance indicators of the plan. These meetings will be in 
partnership with other local, regional and state economic development representatives. The annual 
meetings will not only review annual performance but will also provide recommendations for action 
items and will provide a prelude for the 5-Year Review & Update of the CEDS document. Members will 
likely rotate on and off during this period while maintaining the necessary representation and expertise 
on the Strategy Committee.  

 



 

 

Strategy Committee Recommendations (Tentative) 

1. King George County – Werner Jansen, Bloomia Tulip Growers 
2. King George County –Bill Monteleone, Greenchip, IT Asset Disposition 
3. Caroline County – John Hewa, Rappahannock Electric Co-op 
4. Caroline County – Bill Dean, M.C. Dean, Inc. Cyber Technology 
5. Spotsylvania County – Ginni Matern, Matern Staffing 
6. Spotsylvania County – Brian Shanle, Kalahari Resorts  
7. Stafford County – John Seal, Hilldrup Movers  
8. Stafford County – Ryan VanderWijst, Simventions Warfare Technology  
9. City of Fredericksburg – Jeh Hicks, Jarrell Properties  
10. City of Fredericksburg – Cori Blanch Fredericksburg Main Street  
11. Liz Barber, Stafford County  
12. Gary Wilson, Caroline County  
13. Kevin Marshall, Spotsylvania County  
14. Matthew Smolnik, King George County  
15. Josh Summits, City of Fredericksburg  
16. Regional - Curry Roberts, Fredericksburg Regional Alliance 
17. Regional -Susan Spears, Fredericksburg Area  Chamber of Commerce  
18. Regional - Jeff McClurken, Chief of Staff, University of Mary Washington 
19. Regional – Jan Gullickson, President, Germanna Community College 
20. Regional – Jackie Davis, Regional Workforce Board  
21. Regional – Kim McClellan, FAAR Realtors 
22. Military – Michael Clark, Potomac Tech Bridge Naval Surface Warfare Center Dahlgren 
23. Military - Chris Landgraf, Quantico  Community Plans and Liaison Officer (CPLO)   
24. State – Annie Conte, Virginia Economic Development Partnership 
25. Agriculture - Kevin Graham / Dragan Kurbalija, Gardening Gays Farms 
 
GWRC Staffing 
The GWRC’s staff’s role in the awarded CEDS development process will be to: 

• Administer programmatically and fiscally the grant management 
• Provide staffing to facilitate the CEDS development, manage advisory committees and procure, 

administer, manage any consulting contracts for the CEDS development 
• Manage grant, financial, and contractual local, state and federal requirements 
• Provide meeting space and coordination; 
• Prepare meeting packets; 
• Take meeting minutes; 
• Assist with data collection and organization for committees and consultants 
• Forward information to committee members, member organizations, and other appropriate 

entities. 
• Make presentations to local governments and regional bodies. 
• Researching and reviewing housing policy and strategies beneficial to regional housing needs 
• Establishing, amending, and terminating Committees and working groups through Executive 

Committee approval 
• Create & maintain a GWRC CEDS website & social media platform 



 

III. Budget 
 

 Revenues Expenses 
                           EDA Grant $50,000  
                       Local Match $50,000  
Total Revenues $100,000  
   
Salaries/Benefits/Indirect  $19,049 
                                 Travel  $5,951 
                         Consultant  $75,000 
Total Expenses  $100,000 

 
 

IV. Proposed Work Plan and Timeline 
 

Phase 1: Summary Background 
Historical and current background of the economic conditions of the region to include current 
community, economic and workforce development plans of the localities and region. Infrastructure 
plans and strategies will be reviewed in the areas of transportation, water/sewer and internet 
broadband capacity. 
 
Task 1.1 Review Background Materials, Documents, Data, and Information  
RKG Associates understands that economic development is an ongoing effort within the GWRC and the 
individual member jurisdictions. Before beginning any formal work tasks, RKG Associates will review 
relevant materials, planning documents, databases, maps, and any other information relevant to the 
project from all stakeholders. A thorough review of such information will establish a research context 
from which to begin the project and will provide RKG Associates with a background perspective on the 
current conditions in the Region and past and present economic development efforts for GWRC and 
each respective jurisdiction. As a result, this effort will require RKG to assess and inventory all relevant 
documents/efforts. 
 
Most notably, RKG will review existing plans and documents including any information on proposed 
public and private improvements within the Region. This includes analysis of baseline data, existing 
initiatives, partnerships, the structural relationships of participants, how they work together, and 
existing strategies to evaluate progress, challenges, and opportunities. This step will reveal opportunities 
for increased synthesis of current implementation strategies. 
 
Task 1.2 Project Kickoff Meeting 
It is recommended that an initial kick-off meeting be held with the designated CEDS Strategy Committee 
created by GWRC to review and discuss key elements of the project. The kickoff meeting is an important 
opportunity for RKG Associates to understand the relevant issues surrounding the project better, GWRC 
and RKG to come to common agreement regarding the project’s objectives and to fully understand 
expectations for the final product. The Strategy Committee should include individuals who are 
knowledgeable about the project, the community, current economic development efforts, and the 
regional real estate market. The final make-up of the Strategy Committee will be discussed between 
RKG and GWRC prior to project kickoff. Logical points for discussion at the kickoff meeting include: 
 



 

 
• How do policies and programs currently meet (or not meet) the needs of the 

existing business community? 
• Are there any regional retention/recruitment opportunities currently not being 

pursued? 
• Have the short-term and long-term goals for economic development changed? 
• How has new public and private investment that occurred in recent years (e.g., 

new development, major redevelopments, etc.) changed the local marketplace? 
• What other local organizations/groups are considered integral in economic 

development regionally that can be used as strategic partners in implementation? 
• What other regions are most competitive and most collaborative with the George 

Washington Region? 
• What data will be made available to the consultant? When will this data be 

provided? 
• What partnerships and initiatives are currently in place to attract investment and 

create economic development? 
 
Aside from these strategic research questions, the kickoff meeting will help establish 
project milestones, a schedule for deliverables, and suggested names of people to contact 
and sources of information to consult. This meeting will also give RKG Associates an 
opportunity to conduct visual inspections of the region and its individual counties. 
 
Task 1.3 Public Outreach – Visioning 
RKG Associates will release a paper and internet-based survey of regional issues seeking input from 
several different interest groups related to their vision for economic development. The survey will be 
tailored to the targeted groups, with a series of questions asking respondents to define and prioritize 
their vision for economic prosperity. RKG proposes surveys for the following target groups: 

• Citizens 
• Business owners, and 
• Elected officials 

 
Input from community members, business leaders, municipal officials, and investment partners should 
provide a unique, valuable perspective that must be considered both individually as well as in a 
collective manner. Seeking input early in the process allows RKG to reconcile stakeholder interests with 
direction from the Strategy Committee and the results of the analysis. Targeted survey participants (e.g., 
a list of all elected officials) will be identified through coordination between PD16 Partners and RKG. 
 
Task 1.4 Client Interaction 
RKG Associates proposes that the RKG Team meet with the CEDS Strategy Committee or Steering 
Committee a total of six (6) times during the strategic planning process. Each session is envisioned to 
last 1.5 to 2.0 hours. There are five (5) key milestone meetings that will cover the following topics: 
 
Client Meeting #1 – Project Kickoff 
The goals and focus of this meeting are defined in Task 1.2. 
 
Client Meeting #2 – Demographic and Market Findings; Goal Refinement 
Meeting #2 will allow RKG Associates to present the findings from the completed market 



 

assessment, informing the Strategy Committee of the current and projected market realities 
in which all strategies will be framed. 
Client Meeting #3 – Target Industry Analysis; Goal and Objective Finalization 
RKG will present the findings of the stakeholder feedback effort and the target industry analysis, 
including the proposed target markets. The discussion will focus on Strategy Committee buy-in to the 
targets and developing an understanding of various approaches for retaining and recruiting those 
targets. 
 
Client Meeting #4 – Implementation Strategy Framework 
RKG will present the base framework of the proposed implementation strategy to ensure it reflects the 
vision and focus of the community and Strategy Committee. Continued discussion around points of 
clarification/concerns is intended to result in buy-in and support for the final strategy. 
 
Client Meeting #5 – Implementation Strategy Refinement and Buy-In 
RKG will present and discuss a more refined version of the implementation strategy to ensure it reflects 
the vision and focus of the community and Strategy Committee. Continued discussion around points of 
clarification/concerns is intended to result in buy-in and support for the final strategy. 
 
Client Meeting #6 – Final Presentation 
RKG will host up to three (3) separate presentation sessions of the final plan for the Client, the Strategy 
Committee, and/or general public sessions. The final presentation primarily will be an information 
session, followed by the submission of the final report. 
 
Task 1.5 Stakeholder Outreach 
In addition to the survey effort, this task includes conducting six (6) focus groups and up to fifteen (15) 
individual virtual/telephone interviews with knowledgeable individuals and business leaders focused on 
different geographic areas and target markets of the Region. Focus groups may be comprised of 
chamber of commerce board members, labor force/training specialists, and other key business and civic 
leaders. interview topics will include: 

• Recent economic development investments 
• Strengths and weaknesses of the area 
• State, regional, and local business climate 
• Local economic development organizational and marketing capacity 
• Availability and effectiveness of workforce training programs 
• Local environmental concerns, and 
• Potential funding sources and tax incentive programs 

 
The results of these efforts will be presented to the Strategy Committee and used as a framework for 
developing the goals and objectives for implementation. The GWRC staff will coordinate all focus group 
meetings and interviews including, but not limited to, identifying participants, scheduling meetings, 
producing and distributing necessary materials, and supporting RKG Associates. RKG Associates will 
conduct all interviews and moderate all discussions and create all meeting summaries and analysis of 
the proceedings. 
 
Phase 2: Swot Analysis 
The purpose of any SWOT (strengths, weaknesses, opportunities, and threats) analysis is to assess the 
competitive position of the community. The best strategies may be those that capitalize on a region’s 



 

competitive strengths, while identifying the areas of concern so they can be addressed and improved. 
What are the competitive assets of the George Washington Region and how can these assets be used to 
improve economic positioning? What are the best opportunities for economic growth regionally and 
within the communities? How can the local jurisdictions reposition their respective assets to cohesively 
capitalize on future economic trends and natural competitive advantages? What obstacles or challenges 
stand in the way of achieving the new economic vision for the region and how can these obstacles be 
removed? These are the types of questions that will be addressed in this portion of the analysis. 
 
A joint meeting with the GO Virginia G&D Plan and the Southeast Crescent Regional Commission will be 
planned for June to provide a mid-term review of the plans and a discussion of Strengths, Weaknesses, 
Opportunities and Threats of the region.  
 
Task 2.1 Socioeconomic Analysis 
RKG will prepare a comprehensive database on the socioeconomic base, labor force characteristics and 
economic climate of the region and its individual jurisdictions. This task includes a historical review of 
the most current socioeconomic studies conducted within the last five years, as well as obtaining the 
latest available data for the identified database components. Both primary and secondary data sources 
(e.g., U.S. Census, LEHD…) will be used to develop the database. Historical data will be used to conduct a 
time series analysis to determine how the economy has changed or evolved for the Region and each 
individual jurisdiction. RKG also will assess demographic changes in neighboring regions to understand 
nuanced opportunities. A cross-sectional analysis will be conducted to compare the distribution of 
factors such as jobs, population or income by industries, to help understand how the regional and 
individual economies are structured. Once data has been obtained, an ongoing analysis of the data and 
integration of the findings will assist in demonstrating the patterns and conclusions to help make 
informed decisions concerning future regional economic development efforts. 
 
GO Virginia Region 6 with the GWRC is conducting a Growth and Diversification Plan at the same time as 
the CEDS. The awarded consulting firm for this work is TPMA of Indianapolis, Indiana. RKG and TPMA 
will coordinate and share economic data throughout the planning process of these two documents. 
 
Task 2.2 Economic Base Analysis 
The demand-side analysis will examine the economic growth characteristics of the George Washington 
Region that can generate potential existing business growth and new business attraction within the key 
market segments of industrial, office, service, hospitality, and retail markets. The economic base analysis 
will establish a local context for evaluating the regional development potential. The proposed economic 
base section will include an analysis of the following: 

• Employment, establishment, and wage trends 
• Recent unemployment and civilian labor force trends 
• Education and occupational skill levels of the region’s work force 
• Regional commuting patterns, and 
• Recent expansion, relocations, and business closings 
• Internet broadband capacity 
 

 
 
 
 



 

Task 2.3 Catalytic Project Assessment 
RKG will conduct a “walking audit” and driving field reconnaissance tour of the Region’s economic 
activity centers to get a first-hand understanding of existing conditions in the area as well as a broader 
understanding of the market context. In this step of the planning process, the work program will focus 
on an initial broad-based inventory and assessment of the physical/urban design, historical/cultural and 
market resources for strategic areas of the region. 
 
In coordination with local GIS data, this inventory and assessment will serve as the basis for analyzing 
potential economic development, infrastructure, or capital projects. Selected key features in and 
directly around the project area will be photographed for review and later reference for presentation 
purposes. This effort will help team members develop a common understanding of the study area issues 
on a more detailed level prior to “next step” recommendations. 
 
Task 2.4 Workforce Analysis 
The availability of skilled local labor supply is a major influence in site selection decisions by companies. 
RKG Associates will perform a workforce supply and demand analysis to assess the strengths and 
weaknesses of the local and regional workforce, to identify potential opportunities based on local skill 
sets, and to ensure the Region’s residents have access to the proper training programs to benefit from 
business recruitment and retention efforts. 
 
First, RKG will audit the regional market workforce, revealing the current skill levels available to new or 
expanding businesses. To accomplish this, RKG will review trends in education attainment and 
occupational data. RKG Associates will utilize existing studies and their findings; to the extent they are 
relevant to this effort. 
 
Second, RKG will critically review existing workforce programs, inventorying the type of workforce 
assistance currently being offered in the Region. RKG will document where existing resources are being 
deployed, inventorying accessible existing workforce training programs for residents and workers. RKG 
also will interview local training providers, educators, and large employers to assess the compatibility of 
existing programs to the needs of local businesses. The results of both analyses will provide the 
framework for recommendations on how to better position existing workforce development programs 
for the primary labor pool in context of existing and potential employment needs. Simply put, some of 
the region’s target industries may need skills that are not well represented in the local labor draw area. 
To meet this need, some changes may be necessary to training programs to address this skill gap. RKG 
will research if any state and Federal resources could be used to provide additional/revamped training 
programs. 
 
Task 2.5 Quality of Life Analysis 
Task 2.5 addresses the qualitative aspect of economic development efforts. When performing a target 
industry analysis, it is important to understand the issues that impact the personal preferences of 
company location decision makers as well as the facts and figures of site location. To this end, RKG 
Associates will review and address the following location factors: 
Quality of Life Factors 

• Crime 
• Quality of Education 
• Health Care Availability 
• Recreational Opportunities 
• Housing Availability, Affordability, and Cost 



 

 
Operating Costs 

• Wages and Salaries 
• State and Local Taxes 
• Utilities 
• Land Prices 
• Construction Cost Factors 

Operating Conditions 
• Labor Availability and Educational Attainment 
• Workforce Development Programs 
• Unionization Levels 
• Site/Building Availability 
• Utilities & Transportation Access 
• Permitting Regulations 
• Incentive Programs 

Also, RKG will contact existing local employers in order to get a first-hand evaluation of the Region and 
its individual jurisdictions as business locations and gain insight as to their reasoning for locating here. 
 
Task 2.6 Regional Cluster Analysis and Target Market Identification 
The objective of this Task is to identify and target business sectors representing the highest probability 
of success for the Region. Industry cluster analyses involve examining the economic relationships among 
commercial and industrial sectors. From the cluster analysis, RKG Associates will be able to identify 
those industries that may be enjoying a competitive advantage within the Region but would benefit 
from the strategic resources and proximity to other regional economic activity centers. Further, this 
analysis will identify those industry clusters concentrated in neighboring markets that the George 
Washington Region could target. The underlying assumption of cluster analyses is that companies 
concentrate in areas where they enjoy some competitive advantage. These advantages, whether related 
to location, natural resources, vendor relationships, or other factors, allow companies to compete more 
successfully. An industry cluster is a group of companies in industries that are related in one of three 
ways: 

• Buyers and Suppliers - the most common relationship 
• Competitors - producers of same or similar goods and services, usually firms in the 

same or similar industries. Shared Resources - companies which rely on the same location-
specific resources such as labor and raw materials 

Industry cluster analysis provides a method for determining local competitive advantage - which in turn 
is crucial in attracting investment, be it through attraction of firms or expansions of existing firms. The 
industry cluster analysis will rely on a statistical cluster identification process designed to incorporate 
and assimilate local, state, and Federal economic data. The fundamental criteria analyzed in the process 
include: 

• Industry Growth - Industries with growth over the past five to ten-year period and those that are 
most likely to grow both nationally and regionally. 

• Industry Size - Component industries of an industry cluster must have sufficient size in terms of 
total employment, number of establishments, and total sales to 
justify their inclusion in the cluster. One exception would include growing 
industries that are clearly supportive of a larger industry that may be located just 
outside the region. For example, a small cadre of precision machine tool companies 
might be integral to the expansion of larger durable goods manufacturing firms 



 

located within the Region. 
• Industry Concentration - RKG will examine current concentrations of each industry 

in the Region and its individual jurisdictions. Low concentrations of employment 
and establishments suggest that a given industry may not be well suited for a 
given region. 

• Local Fit - Local fit includes both computerized analysis and considerable 
professional judgment, based on community characteristics, industry preferences, 
specific industry composition, and location-based activity. Infrastructure is 
analyzed including the presence of interstate highways, rail service, commercial 
air service, utility costs, wastewater cost and capacity, telecommunication service 
level, the match of the Region’s labor force profile with industry needs, and labor 
costs as compared with national industry averages. 

• Other Criteria – RKG Associates assesses the qualitative factors of industry 
recruitment as well. At a base level, this category includes factors such as whether 
a cluster is being targeted by the Region (for collaborative opportunities) and each 
individual jurisdiction. Some more specific factors to be considered include skilled 
and professional workforce requirements by industry, tendency of given 
industries to concentrate in certain regions, job training resources, as well as 
domestic and international competitions. Additional targeting of companies in these industry 
clusters will likely enhance the chances for success. However, the industry targeting analysis will 
not be restricted to only known industry clusters. A broad range of industry categories will be 
analyzed from manufacturing, distribution, and transportation to high-end services. This will 
give the Client a full range of options to consider. 

 
Phase 3: Economic Resilience 
It is becoming increasingly apparent that regional economic prosperity is linked to an area’s ability to 
prevent, withstand, and quickly recover from major market-based and environmental disruptions to its 
economic base. Many definitions of economic resilience limit its focus on the ability to quickly recover 
from a disruption. However, in the context of economic development, economic resilience aims to 
better prepare regions to anticipate, withstand, and bounce back from any type of shock, disruption, or 
stress it may experience. Establishing economic resilience in a local or regional economy requires the 
ability to anticipate risk, evaluate how that risk can impact key economic assets, and build a responsive 
capacity. Often, the shocks/disruptions to the economic base of an area or region are manifested in 
three ways: 

• Downturns or other significant events in the national or international economy 
which impact demand for locally produced goods and consumer spending 

• Downturns in particular industries that constitute a critical component of the 
region’s economic activity 

• Other external shocks (e.g., a natural or man-made disaster, closure of a military 
base, exit of a major employer, the impacts of weather, etc.). 

 
At the regional level, economic development practitioners are instrumental in building the capacity for 
economic resilience. Economic development professionals and organizations often become the focal 
point for post-incident coordination, information dissemination, responding to external inquiries, and 
the lead grant administrator for federally funded recovery initiatives. 
 
 



 

 
Task 3.1 Resilience Planning and Implementation 
All communities, whether those in locations likely to experience significant natural disasters or those 
dealing with immediate or pending economic shifts, must be able to recognize their vulnerabilities. As 
noted, the George Washington Region is already amid an emerging economic shift created by the 
continued expansion of the greater Richmond and Washington markets, respectively. Further, the 
Region also is home to several natural amenities (e.g., the Rappahannock and Potomac Rivers), which 
create both economic opportunities and potential environmental challenges. RKG Associates will use the 
data collected in Phase 2 along with feedback from regional implementation partners to 
identify resiliency needs and opportunities.  
 

• Identify persistent economic challenges or deficiencies. What are the region’s economic 
vulnerabilities and asset deficiencies? What currently is being done to address 
these issues? What else can be done? Is there a realistic timeline and tools to 
mitigate these challenges? 

• Prepare for disruptions by identifying “early-warning” tools. Is the Region collecting 
the necessary information to be proactive rather than reactive? Do community 
economic development professionals work with their local/regional emergency 
managers to address the risks identified through hazard mitigation planning. Do 
community leaders employ economic dashboards that offer a regularly updated 
assessment of the regional economy? 

• Build mechanisms that create flexibility. Do the local governments have detailed and 
tested disaster response and recovery plans? Do the local governments and major 
employers have access to “surge” capital/credit resources? Does the region have 
a good handle on its assets to help identify emerging economic sectors that may 
lead to a diversified economic base? 

• Promote a positive vision for the region. Is the Region ‘telling its story’ or are outside 
sources defining the narrative? Is the messaging about the region’s assets and 
opportunities positive? Do stakeholders understand that actions that build 
resilience are good for the regional economy whether an economic shock occurs, 
and have they reached consensus on a set of actions they can take proactively? 

 
Task 3.2 Building the Regional Economic Development Ecosystem – Establishing Information Networks 
In addition to identifying regional vulnerabilities and specific actions to address them, the Region should 
establish mechanisms to facilitate active and regular communication between the relevant sectors to 
collaborate on common challenges. GWRC should be prepared to serve as a responsive participant in 
economic recovery efforts and to serve as an information hub by collecting data and convening the 
appropriate players to facilitate recovery post-disruption. RKG Associates will inventory existing 
collaboration efforts between the various regional implementation partners and provide strategies on 
how to enhance those efforts with the focus on improving effectiveness of public, private, education, 
and nonprofit partners information dissemination. 
 
Task 3.3 Weather Resilience – Pre-Disaster Recovery Planning 
Weather resilience is the ability to anticipate, prepare for, and respond to hazardous events, trends, or 
disturbances related to the unexpected weather conditions. Improving resilience involves assessing how 
weather events will increase risks, and/or create new risks, and taking steps to better cope with these 
risks. It includes mitigation strategies that reduce or eliminate risks to people and property from these 
hazards. It also includes adaptation techniques that help people and built/natural systems to adjust to 



 

changing conditions to reduce risks to valued assets. Because the impacts of weather events are by 
nature regional, the CEDS provides a distinctive platform to help address hazards as part of regional 
economic development planning. Addressing resilience requires an iterative process of assessing risks 
and vulnerabilities, prioritizing identified actions, and investigating options to implement. Specific 
questions to be answered include: 

• What are the dominant stresses and existing vulnerabilities facing the region ? 
• How might weather events increase these stresses? 
• What are the vulnerabilities of the built environment? 
• How may infrastructure, including water, sewer, telecommunications/broadband, 

energy distribution systems, and transportation systems be affected by more 
severe weather events or patterns? 

• How may the workforce be affected by unexpected weather events? 
• What assets currently exist that may increase resiliency? 

 
RKG Associates will analyze these needs, engage with regional partners on data collection and analysis, 
and provide specific actions to address the potential impact of weather events as it relates to a 
unstainable and resilient economic marketplace. 
 
Task 3.4: Measuring Resilience 
Measuring the economic resilience of a region, including the actions taken to foster resilience, will vary 
depending on the assets and vulnerabilities of each region. Two common measures are the degree of 
regional income equality (i.e., how evenly income is distributed across a regional population) and the 
degree of regional economic diversification (i.e., degree to which economic activity is spread across 
sectors).  Regardless of the specific types of data collected and measures used, the CEDS will benchmark 
data collected against national averages to help identify trends and better inform the development of 
key strategies. 
 
Phase 4: Implementation Strategy – Strategic Direction and Action Plan 
RKG Associates will prepare an implementation strategy to be included as part of the Comprehensive 
Economic Development Strategy. RKG Associates recognizes that GWRC does not simply want to create 
a vision for the future. Rather, we recognize that the community is interested in creating a vision for 
enhancing its economic development efforts; and then enacting that vision to make it a reality. RKG 
Associates will construct an implementation strategy to guide GWRC and its implementation partners in 
accomplishing these goals and enhance efforts to attract viable, sustainable employment and revenue 
centers. 
 
Task 4.1 Defining Expectations 
The implementation strategy will begin with a section setting forth goals and objectives to be achieved. 
Under each goal is a list of objectives that work towards achieving that goal. To this end, the objectives 
need to be more specific than goals, should be clearly measurable, and stated in realistic terms 
considering what can be accomplished over a five- to ten-year time horizon. 
 
RKG Associates will review the existing goals and objectives to ensure they remain relevant to the input 
from GWRC and the Strategy Committee while aligning with the recent changes in market challenges 
and opportunities. RKG will collaborate to confirm the revised goals and objectives list to ensure 
continuity and buy-in. RKG Associates will organize the goals and objectives into a realistic, logical 
framework that guides project selection and prioritization. The results will be reviewed by strategic 



 

community partners to ensure strategies do not conflict with local, regional, or statewide goals and 
objectives. 
 
Task 4.2 Strategic Projects, Programs, and Activities 
The next step is to identify regional projects, programs and activities designed to implement the goals 
and objectives of the economic development plan. This effort should include the following information: 

• Suggested Projects List – RKG Associates will inventory all suggested projects, 
programs, and activities relevant to the defined economic development vision. 
Listed projects will identify the lead organization(s) responsible for execution of 
each project, stressing opportunities for public/private partnerships. 

• Vital Projects Listing – The suggested projects list should include a separate 
section for those projects, programs and activities that address the region’s 
greatest needs or that will best enhance the region’s competitiveness. These “vital” 
projects will be identified through collaboration between RKG, GWRC, and the 
Strategy Committee. In addition to the information mentioned above, these projects 
also, will have funding level estimates and potential sources for those future investments. 
 

Task 4.3 Action Plan and Evaluation Framework 
The Action Plan will be the culmination of the above analyses into a single point location for future 
implementation efforts. In developing this plan, RKG Associates’ primary focus is to offer viable 
recommendations that are grounded in the market realities of the region’s strengths and weaknesses. 
It is crucial that short-term strategies focus on initiatives that GWRC and its implementation partners 
can undertake within the first few years without large commitments of public funds or time. 
Undertaking incremental steps in the beginning stages of an implementation strategy should build 
momentum within the Region and give all partners confidence in the potential of the plan. Short-term 
implementation recommendations can include organization restructuring, relatively small investment 
projects, advertising campaigns and regulatory adjustments. Successive recommendations should build 
upon these short-term actions, utilizing the benefits resulting from the implementation of earlier tasks. 
RKG also will provide a midrange recommendation section that will likely include increasingly complex 
actions, cross-jurisdiction involvement, and larger financial investment. These efforts will lead to 
longer-term recommendations that will continue progress towards meeting the defined goals while 
remaining flexible to adjust to changing economic conditions. The long-term strategies may require 
larger investments of public funds; may involve partnership agreements with outside agencies or the 
private sector; or may be complex and difficult to implement. For each action or strategy in the 
implementation plan, RKG will assign oversight responsibility, establish timetables for implementation 
and completion, recommended staffing, and potential funding demands, and identify traditional and 
non-traditional program evaluation and benchmark measures to determine if the action is effective in 
achieving its stated objectives. The implementation plan may be presented in a user-friendly evaluation 
matrix that can be distributed to various implementing organizations or committee members. The 
implementation plan will provide performance measures used to evaluate the region’s implementation 
of the CEDS and impact on the region. 
 
Phase 5: Public Review, EDA Submission, and Plan Adoption 
RKG Associates will make the firm available for up to two (2) public comment sessions to present the 
methodology, findings, and results of the effort and to moderate discussion with attendees of the event. 
RKG will coordinate with GWRC on the results of these, and any other public comment sessions 
implemented by the Client to identify any required modifications and requested changes to the CEDS 



 

strategy document. RKG will make the firm available to address any subsequent changes/needs 
identified by the EDA for acceptance. 
 
Phase 6: GWRC Annual Review and Assessment 
GWRC staff will assemble the Strategy Committee at least annually to provide a report of the progress 
toward completed actions from the CEDS and impact on the region and localities. The Strategy 
Committee may advise and make recommendations to updates and strategies to best accomplish 
activities toward the CEDS recommendations. 
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