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July 2, 2026 
 

MEMORANDUM 
 
TO:  Members of the Commission on Local Government 
 
FROM:  DHCD Staff 
 
SUBJECT: Commission on Local Government Meeting – July 10, 2026 
 
Dear Commissioners, 
 
Enclosed is the draft agenda and information package for the Commission on Local Government 
regular meeting to be held on Friday, July 10, at 1:00 p.m. The Commission meeting will be held 
at the Virginia Housing Center, Glen Allen, Virginia. Lunch will be provided prior to the meeting. 
 
Please find enclosed the following: 
 

1. Draft Agenda for the July Regular Meeting 
2. Draft Minutes of the May 8th Regular Meeting 
3. Dr. Gorina’s Research on Fiscal Distress 
4. Town of Tangier’s Letter Requesting Additional Support 
5. Town of Tangier Performance Plan (approved 5/8/26) 

 
Please contact DHCD staff if you have any questions or require additional information. We 
can be reached at alan.jones@dhcd.virginia.gov or at 804-944-0645. We look forward to 
seeing you in person on July 10th.  
 
 
Enclosure 

mailto:alan.jones@dhcd.virginia.gov
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AGENDA  
Commission on Local Government 

Regular Meeting 
July 10, 2026 

1:00 PM 
Virginia Housing Center 

4224 Cox Road 
Glen Allen, VA 23060 

 
 

Electronic Meeting Access Information 
Microsoft Teams Joining Information: Click here to join the meeting 

Meeting ID: 285 753 493 797 | Passcode: DU99Az7Y 
Call in (audio only) +1 434-230-0065 | Phone Conference ID: 139 001 180# 

 
 

1. Please contact Alan Jones (alan.jones@dhcd.virginia.gov)  for additional information on 
how to connect to the meeting electronically. 

2. The Public Comment portion of the meeting will be limited to thirty (30) minutes. Each 
person wishing to provide comments before the Commission should limit their 
comments to three (3) minutes. These rules are subject to change without notice by the 
Commission Chair. It is encouraged to pre-register for public comment by contacting 
Alan Jones (alan.jones@dhcd.virginia.gov) in advance of the meeting. 

3. Members of the public viewing the meeting through the Microsoft Teams option are 
required to mute themselves during the meeting unless called upon by the Commission 
Chair to speak. The Commission reserves the right to remove from its virtual meetings 
anyone who does not abide by these rules. 

4. Access to meeting materials for members of the public is available on the corresponding 
meeting page of the Virginia Regulatory Town Hall website and on Commonwealth 
Calendar. 

  

https://teams.microsoft.com/l/meetup-join/19%3ameeting_ZWRmYWRlMzItMGE5Ni00MTRlLWE5MjgtN2NiYjM0MDdhYzI2%40thread.v2/0?context=%7b%22Tid%22%3a%22620ae5a9-4ec1-4fa0-8641-5d9f386c7309%22%2c%22Oid%22%3a%228ba2c521-cf17-4705-b86e-0999d8ae6ae5%22%7d
https://teams.microsoft.com/l/meetup-join/19%3ameeting_ZWRmYWRlMzItMGE5Ni00MTRlLWE5MjgtN2NiYjM0MDdhYzI2%40thread.v2/0?context=%7b%22Tid%22%3a%22620ae5a9-4ec1-4fa0-8641-5d9f386c7309%22%2c%22Oid%22%3a%228ba2c521-cf17-4705-b86e-0999d8ae6ae5%22%7d
mailto:alan.jones@dhcd.virginia.gov
mailto:alan.jones@dhcd.virginia.gov
https://townhall.virginia.gov/
https://commonwealthcalendar.virginia.gov/
https://commonwealthcalendar.virginia.gov/
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I. Call to Order   Chair 
 

II. Administration 
a. Approval of the Draft Agenda      Chair 
b. Approval of the Minutes: May 8, 2026 Chair 
c. Public Comment Period  Chair 
d. Staff’s Report             Staff 

      
III. Fiscal Stress Methodology Review 

a. Fiscal Stress Review            Staff 
b. Presentation by Dr. Eugenia Gorina                  Dr. Gorina 

 
IV. Local Fiscal Distress – Town of Tangier 

a. Update of Town of Tangier Progress         Staff 
 

V. Other Business   Chair 
 
VI. Adjournment    Chair 

 
 

The next regular meeting of the Commission on Local Government is currently scheduled for 
September 4, 2026. 



Minutes of the 

COMMISSION ON LOCAL GOVERNMENT 

May 8, 2026 

1:00 pm 

Virginia Housing Center 

4224 Cox Road 

Glen Allen, VA 23440 

Members Present  Members Absent 

Heather Cordasco, Vice Chair 

Robert Lauterberg 

Terry Payne, Chair 

Edwin Rosado  

Beck Stanley  

None 

Department of Housing and Community Development (DHCD) staff present for all or part of the 

meeting:  

Kenrick Cameron, Jr., Policy Analyst 

Joseph Dennie, Policy Analyst 

Tamarah Holmes, PH.D., Director DHCD 

Alan Jones, Sr. Public Finance Analyst 

Trisha Lindsey, Policy and Legislative Services Director 

Chase Sawyer, Policy and Legislative Services Manager 

Call to Order Commissioner Payne, Chair of the Commission on Local 

Government, called the regular meeting to order at 1:05 p.m. 

Roll Call The roll was called by Mr. Jones. Mr. Jones reported that 

a quorum was present. 

Approval of Draft Agenda A motion was made by Commissioner Cordasco and 

seconded by Commissioner Lauterberg to approve the draft 

agenda. The motion passed on a unanimous voice vote 

(YEAS: Cordasco, Lauterberg, Payne, Rosado, Stanley; 

NAYS: None). 

Introduction of Executive Director Mr. Jones gave a brief introduction to Dr. Tamarah Holmes, 

DHCD Director. Dr. Tamarah Holmes spoke to her over 20 

years of service in the public sector in the field of 

community and economic development. Dr. Holmes 

commented that she is excited to assume the role of 

Executive Director of the Commission and looks forward to 

supporting the Commission’s statutory responsibilities, 

strengthening its engagement with local government 

partners, and ensuring that its work continues to provide 

impartial, well-grounded analysis that benefits communities 

across the Commonwealth. 
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New Commissioner Welcome 

 

Commissioner Payne welcomed the newest commissioner, 

Commissioner Beck Stanley. Commissioner Stanley 

provided a brief introduction on his occupation and interest 

in serving the Commonwealth in this capacity. 

 

Approval of Minutes A motion was made by Commissioner Lauterberg and 

seconded by Commissioner Cordasco to approve the minutes 

of the March 26, 2026, regular meeting of the Commission. 

The motion passed on a unanimous voice vote (YEAS: 

Cordasco, Lauterberg, Payne, Rosado, Stanley; NAYS: 

None). 

 

Public Comment Commissioner Payne opened the floor for public comment.  

 

After seeing no speakers, Commissioner Payne closed public 

comment. 

 

Staff’s Report Mr. Jones informed the Commission that the Virginia 

General Assembly adjourned the 2026 Regular Session on 

March 14, 2026. Mr. Jones provided information on the bills 

referred to the Commission for review, 24 of which had local 

fiscal impact statements attached.  

 

Mr. Jones also informed Commissioners of the Conflict of 

Interest Act (COIA) statement forms provided to 

Commissioners prior to the meeting to document if an action 

on the meeting agenda may create a conflict. Mr. Jones 

added that the statement forms will be provided to 

Commissioners at each meeting as a matter of record. 

 

Fiscal Stress Index Methodology 

Review 

Mr. Jones updated the Commission on staff efforts to 

coordinate a presentation and conversation with the Weldon 

Cooper Center to review the Fiscal Stress Index 

methodology. The Weldon Cooper Center informed 

Commission staff that they could not assist with the review 

of the methodology at this time due to staffing turnover. 

 

Commissioner Lauterberg reminded the Commission that 

when the subcommittee first began looking into the fiscal 

stress methodology, Dr. Scorsone had recommended Dr. 

Eugenia Gorina from the University of Texas at Dallas as an 

expert in the field. Commissioner Lauterberg added that Dr. 

Gorina has published research on how to measure and 

predict fiscal distress. Commissioner Lauterberg referenced 

Dr. Gorina’s study on three items (revenue capacity, fund 
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balance, and debt) that governments have control over as 

being prominent in contributing to Radford’s fiscal distress 

designation. Commissioner Lauterberg stated that Dr. Gorina 

may be able to assist with revisions to the Fiscal Stress Index 

methodology, for a nominal fee, and that he could connect 

staff with Dr. Gorina to coordinate a future presentation to 

the Commission. 

 

Mr. Jones clarified that the Fiscal Stress Index methodology 

is separate from fiscal distress, which is a relatively new 

authority in State Code and managed by the Auditor of 

Public Accounts. Ms. Lindsey noted that the current Fiscal 

Stress Index is cited multiple times in State Code and that 

the Auditor of Public Accounts has statutory responsibility 

for the early warning system associated with fiscal distress in 

State Code. 

 

Mr. Sawyer stated that staff would attempt to coordinate a 

presentation for the Commission by Dr. Gorina at the 

Commission’s July meeting, pending Dr. Gorina’s interest 

and availability. 

 

Catalog of Mandates on Local 

Governments  

Mr. Dennie provided an overview of the mandates catalog 

process and presented to the Commission the 2025 updates 

to the Catalog of State and Federal Mandates on Local 

Government. 

 

A motion was made by Commissioner Cordasco and 

seconded by Commissioner Stanley to approve the 2025 

Catalog of Mandates. The motion passed on a unanimous 

voice vote (YEAS: Cordasco, Lauterberg, Payne, Rosado, 

Stanley; NAYS: None). 

 

Assessment of Mandates Schedule Mr. Cameron provided an overview of the mandates 

assessment process and presented to the Commission the 

FY2027 Schedule of Assessment of State and Federal 

Mandates on Local Government. Commissioners asked 

clarifying questions regarding the mandates assessment 

process. 

 

A motion was made by Commissioner Cordasco and 

seconded by Commissioner Rosado to approve the FY2027 

Mandates Assessment Schedule. The motion passed on a 

unanimous voice vote (YEAS: Cordasco, Lauterberg, Payne, 

Rosado, Stanley; NAYS: None). 
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Cash Proffer Survey Instrument Mr. Jones provided an overview of cash proffers and 

presented to the Commission the cash proffer survey 

instrument. 

 

A motion was made by Commissioner Rosado and seconded 

by Commissioner Cordasco to approve the survey 

instrument. The motion passed on a unanimous voice vote 

(YEAS: Cordasco, Lauterberg, Payne, Rosado, Stanley; 

NAYS: None). 

 

Local Fiscal Distress – Town of 

Tangier  

Mr. Jones provided an overview of the local fiscal distress 

process outlined in State Code and presented the Town of 

Tangier Performance Plan to the Commission.  

 

Commissioner Lauterberg raised concern over whether one 

year is ample time for the Town to rectify the identified 

issues. Commissioner Cordasco echoed this concern over the 

Town's access to financial records. Commissioners discussed 

the importance of the Town hiring a town manager or 

obtaining similar services. 

 

Commissioner Payne offered Tangier Town Councilmember 

Anna Pruitt Parks, who was attending the meeting virtually, 

the opportunity to comment on the proposed performance 

plan. Councilwoman Parks asked about additional assistance 

for the Town, specifically who can help lead the effort in 

searching for an interim Town Manager, as well as if anyone 

could provide Town Council with the training and expertise 

required to meet the deliverables of the performance plan. 

 

Dr. Holmes reminded the Commission that the local fiscal 

distress mandate is specific in that the Commission’s 

involvement and capacity is strictly oversight. Dr. Holmes 

suggested that the Town of Tangier submit an official letter 

requesting additional assistance in responding to the items 

outlined in the performance plan. 

 

Mr. Sawyer and Mr. Jones clarified that the performance 

plan can be amended at any time and serves as an outline to 

measure progress for the Town. Commissioners discussed 

providing more time for the Town of Tangier to implement 

the items outlined in the performance plan. Mr. Jones spoke 

to additional resources and contacts that DHCD staff have 

gathered to assist the Town.  
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A motion was made by Commissioner Cordasco and 

seconded by Commissioner Lauterberg to approve the 

proposed Town of Tangier Performance Plan with an 

amendment to the start date, moving the start date back to 

July 1, 2026, with the exception of the hiring of an interim 

town manager which should begin immediately. The motion 

passed on a unanimous voice vote (YEAS: Cordasco, 

Lauterberg, Payne, Rosado, Stanley; NAYS: None). 

 

Local Fiscal Distress – City of 

Radford 

Mr. Jones provided an update that the City of Radford was 

recently designated in fiscal distress by the Auditor of Public 

Accounts and that the City has issued a press release 

responding to the recent designation. Mr. Jones noted that 

the Commission currently has no actions to take until the 

Governor has appointed a state intervention team and 

notified the Commission of its oversight authority. 

Commissioner Rosado applauded the City of Radford for 

taking early action to address the auditors' concerns. 

 

Adjournment A motion was made by Commissioner Rosado and seconded 

by Commissioner Stanley to adjourn the meeting of the 

Commission. The motion passed on a unanimous voice vote 

(YEAS: Cordasco, Lauterberg, Payne, Rosado, Stanley; 

NAYS: None). The meeting adjourned at 2:41 p.m. 
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Memorandum 

 

To:   Commission on Local Government 

 

From:   DHCD Staff 

 

Subject:  Fiscal Stress Methodology Review – Dr. Gorina Presentation 

 

Date:  July 2, 2026 

 

 

The Commission on Local Government annually publishes the Report on Comparative Revenue 

Capacity, Revenue Effort, and Fiscal Stress of Virginia’s Cities and Counties (Fiscal Stress 

Report). The report contains a relative index (fiscal stress index) that illustrates a locality’s 

ability to generate additional local revenues from its current tax base relative to the rest of the 

Commonwealth. The index is used as a means to distribute state aid to the cities and counties of 

the Commonwealth. 

 

Since 2023, the Commission has been evaluating the current methodology used to calculate the 

fiscal stress index. At the Commission’s meeting on May 8, 2026, the Commission requested 

that staff contact and attempt to coordinate a presentation by Dr. Eugenia Gorina at the 

Commission’s July 2026 meeting regarding potential revisions to the fiscal stress index 

methodology. 

 

Enclosed is Dr. Gorina’s Mercatus Center “Measuring and Modeling Determinants of Fiscal 

Distress in US Municipalities” research and research summary. 

 

No action is required by the Commission at this time.  

 

 

Enclosures 

 
 
 
 



-~- MERCATUS CENTER 
-~- George Mason University 
Bridging the gap between academic ideas and real-world problems 

RESEARCH 
SUMMARY 

MEASURING AND MODELING DETERMINANTS 
OF FISCAL DISTRESS IN US MUNICIPALITIES 

The recession of 2007-2009 negatively affected many cities and counties across the United States, 
causing them to resort to extreme fiscal practices in order to respond to new budget pressures. 
Many localities were forced to declare fiscal emergencies, lay off or furlough workers, and some­
times even default on debt. Extreme cases of fiscal stress took place at the local level in California, 
Michigan, and Pennsylvania. Researchers can learn from these states' responses about what causes 
fiscal stress and how policymakers can better respond in order to meet financial obligations. 

In "Measuring and Modeling Determinants of Fiscal Stress in US Municipalities," Evgenia Gorina 
and Craig Maher propose a new way of measuring municipal fiscal distress and developing a 
deeper understanding of the different factors that lead to it. Results indicate that higher debt, 
lower reserves, and an underreliance on property taxes are all associated with higher fiscal stress. 

STUDY DESIGN 

This study takes a novel approach to the measurement and prediction of fiscal condition, meaning 
the ability to meet financial obligations. Rather than trying to define fiscal stress through a set of 
fiscal and environmental indicators, it looks at actions taken by governmental officials that signal 
their inability to meet operating needs and service requirements. Examples of poor financial prac­
tices include reducing public-employee salaries, deferring pension payments, cutting services, and 
declaring bankruptcy. 

Local government officials that make harmful fiscal decisions are usually under pressure from a 
variety of factors including a worsening cash position, insufficient revenues, growing debt, or a 
combination of these. The study examines how each of these factors affects fiscal stress, and it 
breaks them down into the following categories: 

• Cash solvency. Higher cash reserves can allow for more liquidity for a government to meet 
its short-term obligations. 

For more information, contact 
Kyle Precourt, 703-993-8196, kprecourt@mercatus.gmu.edu 

Mercatus Center at George Mason University 
3434 Washington Boulevard, 4th Floor, Arlington, VA 22201 

The ideas presented in this document do not represent official positions of the Mercatus Center or George Mason University. 



• Budget solvency. Raising enough revenues to cover its expenses can allow a government to 
meet its annual obligations. 

• Long-term solvency. Keeping debt low and maintaining annual contributions to pension 
plans can ensure a government's ability to meet obligations over the long term. 

• Revenue structure. How much a local government relies on various sources of revenue, 
including taxes on income, sales, or property, can significantly impact its fiscal health. 

FINDINGS 

Of the 300 city and county governments examined between 2007 and 2012, 32 percent experienced 
fiscal distress-which, on its own, sheds light on the magnitude of the Great Recession. The 
empirical models developed in this study show a relatively more pronounced role of fiscal reserves, 
debt, and revenue structure in the prediction of local fiscal stress than do previous studies. After 
controlling for government type, population, and socioeconomic factors, the main results indicate 
that local officials can take specific actions to decrease the likelihood of experiencing fiscal distress 
in their area. 

• Increasing reserves. Local governments with higher general fund balances as a percentage 
of general expenditures are less likely to experience fiscal distress. 

• Lowering debt. Local governments with lower levels of debt as a share of total revenue are 
less likely to experience fiscal distress. 

• Reliance on property tax revenues. Increasing reliance on property tax revenues can 
decrease the likelihood of fiscal distress. During the Great Recession, local governments 
that relied on property taxes weathered the recession better than governments that relied 
on other revenue sources. 

CONCLUSION 

This study highlights the importance of local fiscal policy that builds and uses adequate reserves to 
weather fiscal shocks. Increasing revenues, managing debt, and moving toward a reliance on prop­
erty taxes can decrease the likelihood of experiencing fiscal stress. This latter policy is even more 
salient today than in previous decades because of the state-level initiatives to limit local taxing 
authority. This is especially so for property taxes like California's Proposition 13 and efforts to 
impose limits on revenue growth in the vein of Colorado's Taxpayer Bill of Rights, which by defi­
nition limit a community's ability to grow reserves. 

There are tradeoffs to weigh when choosing how to structure tax systems, but when diversification 
is paired with sound fiscal management of reserves, local officials can improve their government's 
fiscal condition. This can help prevent worst-case scenarios, and policymakers will not have to 
make such difficult choices in times of fiscal stress. 
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Memorandum 
 
To:   Commission on Local Government 
 
From:   DHCD Staff 
 
Subject:  Town of Tangier Fiscal Distress Update 
 
Date:  July 2, 2026 
 
 
The Virginia Acts of Assembly and Code of Virginia direct the Commission on Local 
Government to serve in an oversight capacity to the state-appointed intervention staff (fiscal 
turnaround specialist) for a locality deemed in fiscal distress (§15-2512.1). On January 9, 2026, 
the Commission on Local Government began its oversight of the fiscal turnaround specialist for 
the Town of Tangier. 
 
At its May 8, 2026, meeting, the Commission approved the Town of Tangier Performance Plan. 
The performance plan was scheduled to start July 1, 2026, with the exception of the hiring of an 
interim town manager, which was to begin immediately. Enclosed is the Town of Tangier 
Performance plan as approved by the Commission on May 8, 2026. 
 
To date, the Town has not been able to hire a town manager or equivalent position. Enclosed is a 
letter from the Town of Tangier requesting additional support from the Commonwealth to 
implement the recommendations from the fiscal turnaround specialist. 
 
 
 
Enclosures 
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Virginia Department of Housing and Community Development (DHCD) 

Dear Dr. Holmes: 

On behalf of the Mayor and Town Council of the Town of Tangier, we would like to express our 
sincere appreciation for the assistance, guidance, and support that the Virginia Department of 
Housing and Community Development has provided throughout the Distressed Locality Program 
and the Fiscal Turnaround Process. We are grateful for the time, expertise, and commitment that 
DHCD, the Commission on Local Government, and other Commonwealth partners have devoted to 
helping our community address its significant financial challenges. 

As you know, the Town of Tangier participated in the Distressed Locality Program and was 
subsequently determined to be experiencing severe financial distress. Since taking office on 
January 1, 2025, the newly elected Town Council has worked diligently to understand the full scope 
of the Town's financial condition and to begin implementing corrective measures. Unfortunately, as 
additional information has come to light, it has become clear that the financial challenges facing 
the Town are even more severe than originally understood. 



The Town is fully committed to completing the Fiscal Turnaround Process and implementing the 
recommendations provided by DHCD and the Commission on Local Government. However, we 

must be candid in stating that accomplishing these objectives without significant financial and 
technical assistance from DHCD and other state resources will be nearly impossible given our 
current circumstances. 

At present, the Town is facing several immediate and substantial financial threats. We have been 
notified that our insurance coverage through VRSA is at risk of cancellation unless approximately 
$42,000 is paid by June 26, 2026. The Town currently does not have the funds available to satisfy 
this obligation. Additionally, we have recently learned that the Town's tax liability to the Internal 
Revenue Service may exceed $150,000. As the necessary filings are completed and the full extent 
of those obligations is determined, we anticipate significant collection efforts by the IRS. These 
liabilities continue to compound an already dire financial situation and place additional strain on 

the Town's limited resources. 

Simply put, the financial hole continues to deepen with no realistic means for the Town to address 
these obligations on its own. While we remain committed to implementing the Fiscal Turnaround 
Plan, the Town lacks the financial capacity necessary to satisfy many of the requirements outlined 
by DHCD and the Commission on Local Government. For example, one recommendation is the 
immediate hiring of an experienced part-time Town Manager. We fully recognize the value and 
necessity of this position and would welcome the opportunity to bring such expertise to Tangier. 
However, the Town is currently struggling to maintain payroll for its existing employees, making the 
addition of another staff position financially unattainable without outside assistance. 

The Town's financial condition is beyond dire. We are approaching a point where the weight of these 
obligations threatens the Town's ability to continue providing essential services and maintaining 
basic governmental operations. If Tangier is to be successfully stabilized and placed on a path 
toward long-term fiscal sustainability, substantial financial assistance, technical support, and 
other state resources will be required. 

Tangier is not simply another municipality facing financial hardship. It is one of Virginia's most 
unique and historically significant communities. For generations, Tangier has served as a living 
symbol of the Commonwealth's maritime heritage, culture, and resilience. The Town is recognized 
throughout Virginia and across the nation for its history, traditions, watermen, and enduring way of 
life. Preserving Tangier is important not only for its residents but also for the Commonwealth as a 
whole. The loss or continued decline of this community would represent the loss of an 
irreplaceable part of Virginia's cultural and historical identity. 

Despite the challenges before us, the Mayor and Town Council remain committed to doing the 
difficult work necessary to restore fiscal stability and ensure a prosperous future for our 

community. We stand ready to partner with DHCD, the Commission on Local Government, and 
other state agencies in every way possible to achieve a successful turnaround. However, we 
respectfully ask that the Commonwealth recognize the extraordinary nature of Tangier's 
circumstances and consider allocating the significant resources necessary to make the Fiscal 
Turnaround Process a reality. 



Thank you again for your continued assistance, guidance, and dedication to the Town of Tangier. We 
greatly appreciate everything that has been done thus far and look forward to continuing our 
partnership in the months ahead. We remain hopeful that, working together, we can preserve this 
unique Virginia community and establish a fiscally sound and sustainable future for generations to 
come. 

;::_:~ 
James Eskridge 

Mayor, Town of Tangier 

\ ~a! ~ 
Vice-Mayor/Councilwoman, own of Tangier 

Anna Pruitt-Parks 

Councilwoman, Town of Tangier 

Councilwoman, Town of Tangier 

William T. Eskridge, Ill 

Councilman, Town of Tangier 

~~"?f A(t)(, I ()/J 
Councilman, Town of Tangier 



Town of Tangier Performance Plan 
Executive Summary 

Effective municipal governance requires adherence to established best practices that promote 
transparency, accountability, and responsible stewardship of public resources. While smaller 
localities often operate with limited staffing and financial capacity, they remain subject to the 
same fiduciary and operational standards as larger jurisdictions. In many cases—including the 
Town of Tangier—financial challenges are closely linked with organizational and leadership 
issues. Addressing both dimensions is essential for achieving long-term stability and recovery. 

The Town of Tangier is currently facing a combination of financial, administrative, and 
structural vulnerabilities that threaten its ability to function effectively as a municipal entity. To 
support the Town Council and staff in navigating these challenges, the financial turnaround plan 
prepared by the Berkley Group (Town of Tangier Fiscal Distress Report, March 2026) outlines a 
focused set of implementation strategies designed to stabilize operations and lay the groundwork 
for sustainable recovery. These strategies concentrate on three core areas: general government 
management, legal support, and financial stability. Together, they form an actionable 
roadmap that prioritizes immediate needs while acknowledging the necessity of long-term 
planning. 

The purpose of the performance plan is to assist the Commission on Local Government in its 
oversight capacity and serve as a guide for the Commission to determine whether the locality has 
taken appropriate action to address the issues that led to the locality’s fiscal distress designation. 
Adherence to the performance plan will ensure immediate remediation of high-risk issues, 
implementation of foundational management and financial controls, and the development of 
sustainable practices to support ongoing organizational effectiveness. The Tangier Performance 
Plan is organized across the same three primary focus areas: Government Management, Legal 
Support, and Financial Stability. 

Government Management priorities center on establishing core administrative capacity and 
governance structures. Initial actions include completion of an emergency checklist, 
development of written financial policies, and engagement of a part-time Town Manager. 
Additional requirements include providing budget assistance, developing standard operating 
procedures for core functions, and delivering council and staff training. These efforts are 
intended to restore basic operational functionality and accountability. Longer-term objectives 
include development of a Capital Improvement Plan to support strategic planning and 
infrastructure investment. 

Legal Support actions are designed to mitigate immediate legal and compliance risks. Required 
measures include implementing legal holds on accounts, authorizing emergency procurement 
processes, conducting attorney contract review, and coordinating with financial institutions 
through formal communications. These steps are necessary to ensure legal compliance, protect 
organizational interests, and support financial recovery efforts. 



Financial Stability represents the most critical component of this plan and requires immediate 
and sustained attention. Initial actions include securing bank access and freezing discretionary 
spending to prevent further financial risk. This is followed by a forensic audit, monthly account 
reconciliations, and stabilization of payroll administration, including potential outsourcing. 
Additional requirements include completion of an emergency budget amendment, 
implementation of cash flow forecasting, and procurement of an appropriate accounting system. 
Longer-term actions focus on restoring audit cadence, reconciling water billing systems, and 
ensuring ongoing financial transparency and accountability. 

The Tangier Performance Plan will be implemented according to the following phased timeline: 

• Immediate Phase (through July 30, 2026): Execution of urgent stabilization actions, 
including financial controls, legal safeguards, and emergency management measures  

• Short-Term Phase (through August 30, 2026): Establishment of foundational policies, 
contracts, and administrative support structures  

• Intermediate Phase (through September 30, 2026): Implementation of operational 
improvements, including procedures, training, and financial systems  

• Long-Term Phase (through November 30, 2026 and beyond): Achievement of 
sustained operational and financial stability through strategic planning, system 
optimization, and audit restoration  

Progress will be monitored through regular reviews aligned with these milestones. Demonstrated 
improvement will be measured by the timely completion of assigned tasks, adherence to 
established policies, and the successful implementation of financial and administrative controls, 
as evidenced by surveys provided to the Town. 

DHCD has provided initial technical support through connecting with Accomack County, the 
Auditor of Public Accounts, and additional stakeholders to facilitate the successful completion of 
this performance plan. Achieving financial recovery will require sustained commitment and 
ongoing vigilance. The action items identified in this performance plan represent the critical first 
steps toward restoring stability. However, as identified in the Berkley Group’s report, the Town 
does not currently possess the financial or human resources necessary to complete these tasks 
independently. Additional external support—through technical assistance, contracted expertise, 
or intergovernmental partnerships—will be essential to implementing these recommendations 
and securing Tangier’s long-term success 

Successful completion of the Tangier Performance Plan will require consistent execution, 
accountability, and measurable progress across all identified focus areas. Continued adherence to 
these standards will be expected beyond the performance plan's conclusion to ensure long-term 
organizational stability. 

 



Performance Plan Timeline 
 

Immediate
7/30/26

Intermediate Term
9/30/26

Long term
11/30/26

Short Term
8/30/2026

Jul 1, 2026 Aug 30, 2026 Oct 29, 2026 Dec 28, 2026

Emergency Checklist
Written Financial Policies

Contract Town Manager(part-time)
Budget Assistance

Develop SOP for core tasks
Council and Staff Training

Develop CIP
Legal Hold on accounts

Emergency Procurement auth.
Bank Letters

Attorney Contract Review
Secure bank access

Freeze Discretionary Spending
Forensic Audit

Monthly Reconciliations
Payroll adminstration/outsourcing

Water Meter and Billing Reconciliation
Emergency Budget amendment

Simple Cashflow forecasting
Affordable accounting package

Restore Audit Cadence
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Town of Tangier - Performance Plan 
  Task Priority Time frame Length 

General Government 

1.1 Issue emergency governance checklist & calendar 
(monthly reviews, budget calendar, public reporting) High Immediate 0-30 days 

1.2 Adopt simple written financial policies: 
procurement thresholds, emergency spending limits, approval matrix High Short term 30-60 days 

1.3 Contract with professional part-time Town Manager High Short term 30-60 days 

1.4 Hire outside assistance to develop FY27 budget 
template and guide Town through process High Short term 30-60 days 

1.5 Document critical processes & create one-page SOPs for core tasks (bank recs, 
deposits, payroll run, vendor payment) High Short term 30-60 days 

1.6 Council and staff training offered through VML. High Short term 30-60 days 

1.7 Develop and adopt Capital Improvement Program Medium Intermediate term 60-90 days 

Legal Support 

2.1 Issue legal hold and secure forensic copies of 
former manager files and key systems High Immediate 0-30 days 

2.2 Have part-time Town Attorney review high-risk contracts & leases and prepare 
standard contract template High Short term 30-60 days 

2.3 Draft emergency procurement authorization language and advise Council on 
emergency spending limits High Short term 30-60 days 

2.4 Assist in preparation of demand/confirmation 
letters to banks and lenders if needed Medium Intermediate term 60-90 days 

Financial Stability 

3.1 Secure bank access: change online credentials, remove ex-signatories, request 
bank confirmations High Immediate 0-30 days 

3.2 Freeze discretionary project spending on grant- 
impacted items; require pre-approval for draws High Immediate 0-30 days 

3.3 
Engage External CPA (short contract) to perform a) 

forensic bank reconciliation, b) rebuild basic trial balance, and c) prioritize audit 
backlog 

High Short term 30-60 days 

3.4 Start monthly bank reconciliations with independent reviewer and simple journal 
entry approval log High Short term 30-60 days 

3.5 Validate payroll roster and implement direct 
deposit and payee verification; consider outsourcing payroll Medium Short term 30-60 days 

3.6 Recommission meters and begin a phased meter- 
reading & billing reconciliation program Medium Intermediate term 60-90 days 

3.7 Adopt emergency budget amendments to accurately separate funds and identify 
restricted grant revenues High Short term 30-60 days 

3.8 Implement simple cash-flow forecasting (monthly); 90-day rolling projections; link 
to payment calendar for debt services High Short term 30-60 days 

3.9 Plan for medium-term: select affordable accounting package or stable outsourced 
processing (3–12-month plan) Medium Intermediate term 60-90 days 

3.1 Restore audit cadence: engage auditor for FY2026and backlog years as feasible High Long term 90-180 days 
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