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Introduction 
The Virginia Railway Express (VRE) is the commuter rail service jointly owned and operated by the Northern Virginia 
Transportation Commission (NVTC) and the Potomac and Rappahannock Transportation Commission (PRTC). NVTC 
and PRTC are political subdivisions of the Commonwealth of Virginia.  VRE was created in 1989 under the terms of a 
Master Agreement signed by the two Commissions and the local jurisdictions that participate in or contribute to the 
operation of the commuter rail service. 

The VRE Operating and Capital Budget is developed annually in accordance with the VRE Master Agreement and 
includes estimated operating and capital revenue and expenses for the next fiscal year.  In addition, the six-year Capital 
Improvement Program (CIP) provides projections of capital funding and outlays for future years.  The Six-Year 
Financial Forecast, which is also required by the Master Agreement, combines the impact of future service plans and 
revenue and expense projections for all activities during the FY 2019 to FY 2024 period.  The preliminary FY 2019 VRE 
Operating and Capital Budget was initially prepared for review at the September 2017 VRE Operations Board 
meeting.  The proposed budget was reviewed and discussed at subsequent meetings of the VRE Operations Board, the 
Chief Administrative Officers (CAO) Taskforce, and the Capital Committee of the Operations Board, before its 
presentation to the Operations Board in December and the Commissions in January.    

The VRE budget uses accrual accounting for major revenue and expense items; for example, transactions such as access 
fees are recorded for the month due, rather than for the month paid, and related grant revenue is recorded when 
earned rather than when received.  However, the budget is developed on a cash basis for other items, such as payment 
of principal on outstanding debt, in order to fully capture annual resource needs.  The VRE financial statements use the 
full accrual basis of accounting. 
 
The FY 2019 VRE Budget has been developed to meet existing operational requirements and in accordance with the 
VRE Mission Statement of providing safe, cost effective, and reliable commuter-oriented rail passenger service.  The 
VRE Budget and CIP is also developed in accordance with the Financial and Debt Management Principles adopted by 
the Commissions in November 2013, detailed later in this document.  
 
The Recommended FY 2019 Operating and Capital Budget totals $149.5 million.  The budget projects average daily 
ridership of 19,000 passengers which results in a total of $42.4 million in fare revenue. The budget contains no general 
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fare increase, but the cost to the rider of an Amtrak Step-Up ticket will rise by $1.00 per ticket. The jurisdictional 
subsidy of $17,767,748 reflects a 3% increase from FY 2018.  Staff have worked diligently to limit or eliminate 
operating cost increases wherever possible, and departmental expenses have been reviewed and evaluated to ensure 
appropriateness while ensuring VRE achieves its safety and operational goals.  Contractual increases, such as railway 
and station access fees, train operations and maintenance of equipment are projected to be low to moderate for FY 
2019, and diesel fuel costs are projected to remain consistent with recent price trends.  Contractual increases to the 
access agreements and train operations and maintenance contracts are the primary reasons for cost increases in the FY 
2019 operating budget.  
 
In FY 2016, VRE completed a long-term Financial Plan that reviewed the revenues and costs associated with various 
service scenarios over a twenty-five year period.  The conclusion of this forecast was that existing sources of revenue 
are inadequate to meet the system’s needs over time, even for the operation of the existing level of service, with further 
funding needed for service expansion to meet the growth in the region.  
 
The FY 2019 to FY 2024 CIP illustrates these funding challenges for VRE, since currently identified funding falls short of 
the system’s capital needs.  The ongoing uncertainty of available levels of future State funding for capital needs has 
further exacerbated these challenges.  Projects included in the CIP are prioritized with an emphasis on regulatory 
requirements, the maintenance of equipment and facilities to support current service levels, and provisions for 
passenger safety.  Although projects in these categories are shown as fully funded in the CIP, VRE will have significant 
difficulties in meeting federal grant match requirements at the currently projected level of State assistance.   

An ongoing VRE priority for FY 2019 is to continue to work with our local, state and other partners on securing 
additional and dedicated funding for the commuter rail system.  Concurrently, VRE will focus the organization on 
maximizing ridership, maintaining our critical infrastructure, and providing a safe and effective transportation option 
for the region.  
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Mission Statement 
The Virginia Railway Express, a joint project of the Northern Virginia Transportation Commission and the Potomac 
Rappahannock Transportation Commission will provide safe, cost effective, accessible, reliable, convenient, and comfortable 
commuter-oriented rail passenger service. VRE will contribute to the economic development of its member jurisdictions as 
an integral part of a balanced, intermodal regional transportation system. 

 

Goals for Fiscal Year 2019  
 

• Achieve at least a 50 percent operating ratio (cost recovery). 
 
• Operate trains on time greater than 90 percent of time. 
 
• Achieve at least 19,000 average daily ridership 
 
• Strive to attain the following financial ratios over the course of the Six-Year Plan : 
 

• Debt service as a percent of annual budget not greater than 20% 
 

• Working capital reserves that are on average not less than 2 months of operating expenditures, with a 
goal of increasing to 3 months over a 10 year period 

 
• Percent of pay-as-you-go financing equal to a minimum of 20% of the total funded portion of the capital 

program over the term of the capital program 
 

• Risk management reserves equal to amounts imposed by the Commonwealth, currently set at $10 million 
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Financial and Debt Management Principles 
(Adopted November 7, 2013) 

 
The purpose of this document is to formalize financial and debt management principles for the Virginia Railway 
Express (VRE), the commuter rail service jointly owned and operated by the Northern Virginia Transportation 
Commission (NVTC) and the Potomac and Rappahannock Transportation Commission (PRTC), together referred to as 
the Commissions.  In accordance with the Master Agreement that established VRE, any bonds or notes issued to 
support the commuter rail operation will be issued in the name of NVTC, with the concurrence of both Commissions 
and all member jurisdictions. This Statement of Financial and Debt Management Principles confirms the commitment of 
VRE’s Operations Board, the Commissions, and the management and staff of VRE to adhere to sound financial and debt 
management practices in the conduct of VRE’s business.  
 

1. Any debt or financing arrangement issued in support of VRE projects must be in full compliance with all 
applicable provisions of the Commonwealth of Virginia statutes, federal laws and the VRE Master Agreement. 
 

2. Any long term debt issued in support of VRE projects will be included in VRE’s Capital Improvement Program and 
Six Year Financial Forecast and debt will only be issued for approved capital projects.  Prior to issuance, VRE will 
forecast the long-term impact of such debt on the use of federal formula funds, the impact on VRE’s six year plan, 
the annual contributions required from its member jurisdictions over the term of the debt, and to test compliance 
with the financial ratios described below. 
 

3. VRE strives to attain the following financial ratios over its Six Year Plan: 
a. A fare box recovery ratio not lower than 50% of operating expenses. 
b. Debt service as a percent of annual budget not greater than 20%. 
c. Percent of pay-as-you-go financing equal to a minimum of 20% of the total funded portion of the capital 

program over the term of the capital program. 
d. Working capital reserves that are on average not less than 2 months of operating expenditures, with a goal 

of increasing to 3 months over a 10 year period. 
e. Risk management reserves equal to amounts imposed by the Commonwealth.  Currently the risk 

management reserve requirement is $10 million. 
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4. VRE will match one time revenue with one time expenditures to avoid creating structural imbalance in its annual 
budgets.   
 

5. Projects included in VRE’s Capital Improvement Program will be prioritized with emphasis on regulatory 
requirements, the maintenance of equipment and facilities to support current service levels, and provisions for 
passenger safety. 

 
6. The capital reserve will be maintained through the contribution of surplus funds generated from operations and 

from other sources in order to provide the necessary match funds to take advantage of grant funding 
opportunities and to complete advantageous capital projects.  
 

7. VRE will maintain an asset management plan for all major capital assets which will identify operating, 
maintenance and renewal costs over the life of the asset. If a reliable source of funding is not expected to be 
available to meet peak needs when they occur, a sinking fund will be established for this purpose.  The annual 
budget and Capital Improvement Program will include the life-cycle cost impact of each project in the CIP. 
 

8. VRE will maintain access to external liquidity sources, such as a line of credit, because of the heavy reliance on 
funding from other parties.  This short term borrowing will only be used with the approval of the Operations 
Board and when the source of repayment has been identified. 
 

9. Debt that supports VRE projects will be amortized for a period not to exceed the useful life of the assets being 
financed. 
 

10. For any publicly sold debt to support VRE projects: 
a. Debt service funds will be established at the time of issuance and contributions will be made on a monthly 

basis so that amounts are available to ensure timely payment of principal and interest when due. 
b. A debt service reserve fund will be established (as needed by the revenue bond structure or for credit 

purposes) to provide a cushion of funding for the debt obligations.  Such funds will be sized to equal 
maximum annual debt service, subject to limitations imposed by the IRS for funding of such reserves. 

c. The bond structure will be sufficient to secure a rating in the A category or better. 
 

11. The debt service structure that supports VRE projects will be developed and maintained to achieve strong credit 
ratings while addressing the overall revenue constraints and capacity of VRE.   Total principal and interest  
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payments for any borrowing will be structured to create level debt service in aggregate for VRE.  Alternatively, 
VRE may use a more rapid repayment structure, such as equal annual principal payments.  The use of back 
loaded principal repayment, bullet and balloon maturities will be avoided, except to achieve overall level 
aggregate debt service or to match anticipated one time revenues. 
 

12. As needed, VRE will establish and maintain a separate set of post issuance policies and procedures for managing 
any required disclosure, tax or other legal requirements. 
 

13. The use of variable rate debt is discouraged, except under unusual circumstances.  However, should it be found to 
be in VRE’s best interest to use this mechanism, the Operations Board and Commissions will first establish 
appropriate policies and procedures.  
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FY 2019 Budget Assumptions & Summary 
 
The FY 2019 Budget totals $149.5 million.  FY 2019 operating budget expenses of $88.5 million exceed the prior year 
amount by $3.5 million, with projected revenue increases netting out against increased operating expenses, primarily 
contractual railroad access, train operations and maintenance cost increases.  Major assumptions are as follows: 
 
• Subsidy level of $17,767,748, a 3% increase from the FY 2018 subsidy. 
• No general fare increase. Fare revenue budgeted at $42.4 million based on a projected average daily ridership of 19,000. 

This assumes a 32 revenue train operation and an overall 32 train schedule. 
• Increased cost to VRE of $1.00/ticket sold for the Amtrak Step-Up program, which is passed on as an increase of 

$1.00/ticket to the rider for the Step-Up Ticket. 
• State funding for operations is projected at $9.5 million, a slight projected decrease of the amount received in FY 2018, 

and $0.5 million less than in the approved FY 2018 budget. 
• Fuel cost projected at $4.3 million, based on a cost per gallon of $2.50 and projected usage of 1.7 million gallons. 
• Track access costs at $17.9 million, based on estimated or actual contractual amounts.  Grant funding from all sources for 

track access costs at 84%, or $15.0 million; equal to the percentage level provided in FY 2018. 
• Addition of one (1) FTE Employee to the Finance and Human Resources division with a net cost of $85,000. 
• Required contractual increases for train operations and maintenance of equipment budgeted at a net increase of $1.0 

million reflecting projected cost revisions and a CPI increase of 2.0%. 
• Operating contingency at 2.0% of the operating budget, an increase of 0.1% ($183,000) from FY 2018.  
• Other notable operating expense increases include Project Management and Design Standards manuals ($240,000), 

Ticket Sales Commissions ($150,000) and Bank Discounts ($150,000) related to fare revenue projections. 
• Prior year funding of $990,000 for one-time expenditures in FY 2019, for Positive Train Control start-up costs 

($300,000), painting and non-routine maintenance of VRE stations ($300,000), Project Implementation Project 
Management and Design Standards manuals ($240,000), and furniture/fixtures for the Life-Cycle Overhaul and Upgrade 
Facility ($150,000). 

• Federal 5307 (Urbanized Area) and 5337 (State of Good Repair) funding of $29.1 million, $0.1 million less than in the 
approved FY 2018 budget. 

• Tiered capital matching funds from the State of the non-federal share for new projects.  Most projects budgeted at 16% 
match, with 34% (Tier 2) funding requested from the state for the Midday Storage, Life-Cycle Overhaul and Upgrade 
Facility and Washington Union Station improvement projects.  

• Contribution to the Capital Reserve of $3 million, with $3.6 million allocated from the Reserve balance for FY 2019 
capital projects. 
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FY 2019 Subsidy by Jurisdiction 
 
The FY 2019 budget includes a 3% increase in the total jurisdictional subsidy amount.  Every October a survey of VRE 
riders is done to calculate the subsidy allocation by jurisdiction. The projected FY 2019 jurisdictional subsidy, which 
reflects the most recent October 2017 ridership survey results, is as follows: 
 

 

 

Subsidy Percent Subsidy Percent Subsidy Percent Net +/- % Change Net +/- % Change
Fairfax County $5,160,910 30% $6,099,300 35% $5,385,794 30% $224,884 4.36% ($713,506) -11.70%
Prince William County 5,968,406        35% 5,363,372        31% 6,183,745        35% 215,339         3.61% 820,373         15.30%
Stafford County 2,647,222        15% 2,344,514        14% 2,475,127        14% (172,095)       -6.50% 130,613         5.57%
Spotsylvania County 1,382,749        8% 1,520,191        9% 1,632,635        9% 249,886         18.07% 112,444         7.40%
Manassas 749,371           4% 684,586            4% 785,898            4% 36,527            4.87% 101,312         14.80%
Manassas Park 511,777           3% 474,718            3% 511,311            3% (466)                -0.09% 36,593            7.71%
Fredericksburg 483,524           3% 417,278            2% 436,568            2% (46,956)          -9.71% 19,290            4.62%
Arlington 205,692           1% 205,692            1% 211,863            1% 6,171              3.00% 6,171              3.00%
Alexandria 140,589           1% 140,589            1% 144,807            1% 4,218              3.00% 4,218              3.00%

$17,250,240 100% $17,250,240 100% $17,767,748 100% $517,508 3.00% $517,508 3.00%

Riders Percent Riders Percent Riders Percent Net +/- % Change Net +/- % Change
Fairfax County 2,163                 22% 2,777                 27% 2,122                 22% (41)                   -1.90% (655)                -23.60%
Prince William County 3,095                 32% 3,061                 29% 2,995                 31% (100)                -3.24% (66)                   -2.15%
Stafford County 1,603                 17% 1,610                 15% 1,517                 16% (86)                   -5.36% (93)                   -5.77%
Spotsylvania County 990                    10% 1,183                 11% 1,159                 12% 169                  17.09% (24)                   -2.06%
Manassas 428                    4% 418                     4% 416                     4% (12)                   -2.79% (2)                     -0.41%
Manassas Park 280                    3% 294                     3% 264                     3% (16)                   -5.67% (30)                   -10.15%
Fredericksburg 359                    4% 337                     3% 359                     4% (0)                     -0.09% 22                     6.44%
Other 777                    8% 778                     7% 759                     8% (18)                   -2.32% (19)                   -2.44%

9,695                 100% 10,458               100% 9,591                 100% (104)                -1.08% (867)                -8.29%

FY 2017 FY 2018 Change FY18 to FY19
Jurisdiction

FY 2019 Change FY17 to FY19

Change Oct. 15 to Oct. 17
Jurisdiction

October 2015 October 2016 Change Oct. 16 to Oct. 17October 2017
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Fiscal year 2019 Summary Proposed Budget 

 

  
FY 2019 Summary 

Budget 
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Uses of Funds 
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Fiscal Year 2019 – Source of Funds 
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Fiscal Year 2019 – Uses of Funds 
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Amended Budget Assumptions for FY 2018 
 

The FY 2018 budget has been revised to reflect current projections for revenue and expenses, as follows: 
 

 Revenue 
• Decreased state operating funds in the amount of $384,000 to reflect a lower funding amount provided. 
• Revised ADR from 18,200 to 18,500, accounting for an additional $640,000 in Fare Revenue. 
• Increase to state grant revenue by a total of $14.7 million primarily related to additional state Smart Scale and Rail 

Enhancement Fund (REF) grant funding for capital projects. 
• Allocation of $1.6 million in capital reserve for the EMV Compliance – Fare Collections ($518,000), Broad Run Expansion 

($750,000) and Crystal City Station Improvements ($303,000) capital projects. 
 

 Expenses  
• Operating contingency was reduced by a net $687,000 for various additions and revisions of current year operating and 

capital costs and revenue. The notable expense changes were: revision to Norfolk Southern access fees related to the 
delayed start of the L’Enfant storage tracks, a net increase of $130,000; an increase of $187,000 for work on the database 
development project, for which funds had been budgeted but not spent in prior years; an increase of $166,000 for 
development and training on the Project Management E-Builder software system; an increase of $148,000 for work related 
to the Transit Development Plan; an increase of $120,000 for maintenance to the 1500 King Street Suite 201 office space; 
and use of $100,000 of contingency for replacement of aging VRE motor vehicles. 

 
 Capital Program 

• Capital project spending was increased by $16.3 million to reflect additional available capital funding: 
o An additional $11.8 million of state Smart Scale funding for capital projects, including the Alexandria Pedestrian 

Tunnel ($7.9 million), Fleet Expansion Coaches/Fredericksburg Line ($2.0 million) and Quantico Station 
Improvements ($1.9 million). 

o An additional $2.9 million in REF funding for Crystal City Station Improvements ($707,000), L’Enfant Station 
Improvements ($1.1 million) and the Fourth Track - VA to LE project ($1.1 million). 

o Capital Reserve funds of $1.6 million allocated for the EMV Compliance – Fare Collections ($518,000), Broad Run 
Expansion ($750,000) and Crystal City Station Improvements ($303,000) capital projects. 
 

 Use of FY 2017 Surplus 
• $990,000 used to fund one-time expenditures in FY 2019 
• $11.0M contribution to Capital Reserve 
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Fiscal Year Amended Sources and Use 
  

FY 2018 Amended 
Budget Sources and Uses 

of Funds 
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FY 2019 – FY 2024 
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Six-Year Financial Forecast 
 

In accordance with the VRE Master Agreement, the FY 2019 budget includes a six-year financial plan, covering FY 2019 
through FY 2024.  The key assumptions in the forecast are outlined below: 
 

• Operating ratio maintained at 50% or higher through FY 2024 
• Projected service level: 

• 32 daily revenue trains for FY 2019 – FY 2024 
• Operating costs: 

• Increase in base costs varies by year, based on annual ridership changes 
• Operating cost projections of major capital projects included 
• Train operations and maintenance of equipment, midday services, fuel, track leases and debt service 

tracked separately 
• Fare revenue: 

• 3% increase in FY 2020, FY 2022 and FY 2024 – no increase in FY 2019, FY 2021 and FY 2023 
• Local subsidy: 

• 3% Increase in FY 2019, FY 2021 and FY2023 – no increase in FY 2020, FY 2022 and FY 2024 
• Grant revenue: 

• Access lease reimbursement funding equal to 84% of access costs through FY 2019. State access lease 
funding is projected to drop from 84% to 50% over five years, beginning in FY 2020 

• State operating grant funding based on current funding amount, no increases or decreases projected 
• Federal capital program is shown as in six year CIP, with level funding from FY 2019 to FY 2024 
• State capital grant matched at 16% in FY 2019, except for New York Avenue Midday Storage Facility, Life-

Cycle Overhaul and Upgrade Facility and Washington Union Station Improvements projects, matched at 
34% in FY 2019     

• State capital grant matching projected to decrease to 8% in FY 2020 – FY 2024 
• Tools for addressing potential funding gaps in future years are listed at the bottom of the forecast: reduction or 

deletion of annual contribution to capital reserve; use of federal funds for preventive maintenance in operating 
budget; and use of capital or operating reserve funds, as applicable. Some combination of these and other options, 
such as reducing service, would be considered if funding issues are not resolved. 
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Fiscal Year 2018 to Fiscal Year 2023 Six Year Financial Forecast 

 
 
 
  

Six-Year Financial 
Forecast Statement 
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Financial and Debt Ratios 
 
The VRE Financial and Debt Management Principles are detailed earlier in this document.  The development and 
implementation of financial and debt policies is a best practice for financial management, provides a framework for 
evaluating the long term impact of current decisions, and supports high quality credit ratings.   
 
Each year as part of our budgetary process we measure and report upon whether the six-year financial forecast and CIP 
have been developed in accordance with, and meet the criteria of, our Financial and Debt Management Principles.  

 

Description FY19 FY 20 FY21 FY22 FY23 FY24

Operating cost ratio (cost recovery) higher than 50%

Projected 52% 52% 51% 51% 50% 50%

Debt service limited to 20% of annual operating costs:

Total operating costs 88,522,679       91,719,667       94,431,741       97,507,986       100,533,492     103,702,621     
Existing annual debt service cost 6,714,870          6,714,870          6,714,870          6,714,870          6,714,870          6,714,870          
Existing debt service as a % of operating costs 7.6% 7.3% 7.1% 6.9% 6.7% 6.5%

Working capital reserves not less than 2 months and goal of 3 months by FY 2023

Number of months 3.1 3.0 2.9 2.8 2.7 2.6

PAYGO equal to a minimum of 20% of the funded portion of the CIP over the 6-year period:

Funded portion of CIP 60,942,515       39,961,886       35,572,496       68,628,471       66,565,580       32,082,458       
PAYGO % 100% 100% 100% 100% 100% 100%
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Capital Improvement Program Introduction 
 
The FY 2019 Virginia Railway Express (VRE) Capital Improvement Program (CIP) is an integrated set of projects and 
programs that will improve passenger safety and operational efficiency, maintain the system in a state of good repair, 
and expand capacity. The multi-year CIP includes both funded and unfunded projects.  
 

• Funded projects are those that are funded through federal formula grants received annually by VRE; through 
state funding in accordance with the Commonwealth’s Six-Year Improvement Program (SYIP); through already 
allocated funds from other entities, such as NVTA, FAMPO or a VRE jurisdiction; or through other expected 
sources.   
 

• Unfunded (or partially funded) projects are those that are pending a discretionary allocation by a funding 
authority or for which a funding source has not yet been identified.  Because discretionary funding relies on the 
actions of other entities, funds may not be available when needed. 

 
VRE has established the following mechanisms to support the capital program: 
 

• The Capital Reserve was created in order to complete projects, take advantage of grant opportunities that 
require substantial local match, or to fund initial costs to support major grant proposals or evaluate alternatives.  
Funding is provided from prior year surpluses, the sale of assets, and, beginning in FY 2015, from a $3 million 
annual jurisdictional contribution included in the budget.  
 

• The Capital Planning Fund (CPF) was established to provide immediate, generally small-scale funding for 
studies required to advance system investments or support future federal or state applications or to meet other 
immediate capital program needs.  The CPF was established in FY 2015 from unallocated Capital Reserve funds 
in the amount of $1.58M.  A replenishment of $2M was included in the FY 2017 Amended Budget. 
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Description of the CIP 
 
The VRE Capital Improvement Program is designed to maintain VRE passenger equipment and facilities in a state of 
good repair and to accommodate growth within adopted service and safety standards. Items listed in the CIP fall into 
one of the following categories: 
 

• The acquisition of land for a public purpose. 
• The construction or purchase of an asset of significant size, including rolling stock and other equipment, 

facilities, railroad infrastructure and automated systems.  
• Rehabilitation or major repair to all or part of a major facility, piece of equipment, or other asset, beyond the 

level considered as routine annual maintenance. 
• Any specific planning, engineering, design work or grant and project management costs related to an individual 

project falling within the first three categories. 
• Any long-term grant funded projects for which inclusion in the CIP is considered appropriate.  

 
Priorities: Projects included in the CIP are prioritized with an emphasis on passenger safety, regulatory requirements, 
and maintaining current equipment and facilities in a state of good repair. In addition, expansion projects are selected 
in accordance with VRE’s System Plan 2040.    
 
Board/Commission Approval: Once the CIP has been developed, it is forwarded as part of the budget to the Operations 
Board. With their approval, the budget goes to the Commissions for final authorization. The VRE budget process begins 
in the summer, with approval by the Operations Board in December and Commissions in January. Grant applications for 
the next fiscal year are prepared based on the approved CIP.  The Operations Board and Commissions formally approve 
the current year of the CIP and amendments to the prior year.  
 
Project Information: Detailed project information is provided, including a summary of funding sources for each project. 
FY 2018 funding reflects the amended budget for that year.  In order to provide a complete picture of each project, 
funding and cost information is provided from the inception of the project through to its conclusion.  
 
Prior Year Projects: Projects fully funded in prior years are reported in the CIP until all work on the project is 
completed.   
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The Capital Improvement Program (CIP) is a comprehensive inventory of VRE’s capital needs and the capital funding 
sources that have been identified for the six years of this plan (FY 2019 to FY 2024). The primary purpose of the CIP is 
to provide a realistic picture of the funding outlook and the challenges VRE may face in securing adequate funding to 
pay for needed capital improvements. While VRE has some funding that is already programmed, allocated, or identified, 
the CIP shows that there is a significant shortfall between projected need and available funds, particularly for major 
joint corridor projects. Additional funding at the federal, state, and local level will be needed to fully fund VRE’s long-
term capital program. 
 
In FY 2016, with the assistance of the financial advisory firm PFM, VRE developed a financial forecast that compares the 
capital and operating needs associated with various service profiles (including implementation of System Plan 2040) to 
available funding sources and quantified the need for additional funding.  The next step in the development of the 
Financial Plan is the identification and evaluation of various alternatives for meeting future system needs, including 
debt financing as appropriate. 
 
The capital improvement projects are designed to maintain and enhance VRE’s service by renovating and strengthening 
the core system; improving the system’s security and reliability; and modernizing and expanding the system to 
accommodate increasing ridership demand. This CIP is a snapshot of the current outlook, and is updated periodically as 
projects are further developed and the funding picture evolves. 
 

  



32  
 

figures in millions 

Capital Financial Outlook 
 
The FY 2019 to FY 2024 CIP illustrates the funding challenges for VRE in the coming years, as committed funding 
currently falls short of the system’s capital needs. The shortfall will make it difficult for VRE to adequately reinvest to 
maintain the system’s reliability and safety, while also making enhancements, adding capacity to serve new ridership 
demands and adhering to commitments to participate in the expansion of the railroad infrastructure.  
 
A key challenge is the timing of planned investment versus availability of funding for several crucial projects, most 
notably the replacement of VRE’s midday train storage facility. The current CIP relies on multi-year state capital 
funding of 34% to allow VRE to leverage available federal formula funds for this project.  However, this state matching 
funding is currently projected to decline substantially beginning in FY 2020 as a result of the “fiscal cliff” (i.e., the 
expiration of Capital Project Revenue Bond proceeds used to fund transit capital projects across Virginia). If not 
addressed, this funding decline will impact midday storage and other projects and make it more difficult to advance the 
projects as desired beyond FY 2019. The statutory limitations on the use of VRE’s primary source of federal formula 
funding (the Section 5337 State of Good Repair program) further complicates the capital funding picture.  
 
To fully fund the projects in the FY 2019-FY 2024 CIP (including all costs to complete) would require approximately 
$2.3 billion. Of this total, $656 million is committed from ongoing formula funding sources or allocated discretionary 
funds (this includes life-to-date funding through FY 2018). The remaining $1.6 billion includes a number of projects 
which may be eligible for additional funding from discretionary funding sources such as SmartScale, federal Core 
Capacity grants, or through NVTA.  The table below segregates the current projects in the six-year CIP from “future” 
expansion projects, which includes Crossroads MSF - Storage Expansion, Fleet Expansion (Manassas Line), 
Fredericksburg Station Improvements, Manassas Line Track and Signal Improvements and major joint corridor 
projects (Long Bridge and Neabsco and Occoquan Third Tracks) that are expected to rely substantially on the 
contributions of other federal, state, or regional stakeholders. 
 

                                                                                                                                                    Description Total Funded Unfunded % Funded 

Six Year Projects $915.1 $655.4 $259.7 71.6% 

Future Projects $1,384.8 $1.0 $1,383.8 0.1% 

CIP Grand Total $2,299.9 $656.4 $1,643.5 28.5% 
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The graph below represents VRE’s funded and unfunded project costs of $1.4 billion for projects included in the CIP FY 
2019 – FY 2024 Six Year Plan. The total projected cost for the entire CIP is $2.3 billion, which includes $890 million of 
future needs beyond FY2024. 

 
Capital Sources and Uses 
 
Capital projects often rely on funds obligated in prior years, unlike operating budget expenses. Most grants are 
awarded on a reimbursement basis, and grant allocations can be obtained for specific projects and programs over 
multiple years during which they can “accumulate” and be committed to a contract when the balance is sufficient for 
that phase of the project to proceed. Consequently, the six-year CIP is a cash flow snapshot driven by expenditures, 
since the construction phase of a capital project cannot be started unless the underlying funding commitment is in 
place.  
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In order to address funding challenges, VRE’s CIP centers on the fundamental need to prioritize the most vital 
initiatives and investments necessary to achieve key safety, reliability, capacity, and sustainability goals.  The FY 2019 
capital budget is driven primarily by the need to meet established programmatic commitments and maintain the 
necessary financial capacity to address the most acute emerging and longstanding needs required to maintain the 
safety and reliability of essential capital assets. As a result, the majority of VRE’s FY 2019 planned capital investment is 
in asset management and ensuring that assets are in a state of good repair. 
 
Capital Environment 
 
Capital funds come from a wide variety of federal, state, regional, and local sources. With the exception of the FTA 
Section 5307 and 5337 formula allocations and the associated State Mass Transit and local matching funds, most of 
VRE’s capital funding sources are one-time competitive or discretionary grants. Given the magnitude of VRE’s capital 
needs over the next six years and beyond, an aggressive approach to securing discretionary grants has been pursued in 
recent years and will continue to be necessary. Advocacy for project grant funding must be continuous at the local, 
regional, state, and federal levels from the moment a project is initiated. This process is labor intensive and requires the 
coordinated efforts of VRE staff, other local and regional bodies, and elected officials. The charts and graphs at the end 
of this section show the magnitude of the various funding sources on which VRE relies.  
 
Decision-Making Factors 
 
VRE considers a number of factors when determining which capital projects are allocated the limited funding that is 
available, including: 
 Does the expenditure maintain the system in a state of good repair? 
 Does this expenditure help VRE manage risk? 
 Does this expenditure address VRE’s biggest identified sources of risk? 
 Does this expenditure close an identified need (i.e., a gap between target and actual service levels)? 
 Does this expenditure minimize life-cycle cost? 
 Does this expenditure yield ongoing operational cost savings either through efficiency or reduced risk? 
 Project continuity: Is this project already underway and does it need ongoing funding to continue 

implementation from a prior year? 
 Project interdependence: Are other projects dependent on this project? Is this project dependent on others?  
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CIP Project Sheets 
 

The CIP includes 55 separate projects. For ease of understanding, these individual projects have been grouped into 
categories with identifying project IDs:   
 
Asset Management/State of Good Repair (AM) – refers to projects that ensure that assets perform at their highest level 
throughout their service life, and to the formal effort to consistently address, evaluate, analyze and prioritize the 
condition of VRE’s rolling stock and facilities.   
 
Passenger Station Facilities (ST) – includes projects that lengthen or widen existing station platforms, construct new 
platforms at current stations or add new stations to the system.  
 
Rolling Stock Equipment (RS) – refers to the purchase of replacement or expansion locomotives and coaches; coaches 
may be either cab cars or trailers. 
 
Station Parking (PK) – includes projects that modify or expand parking at specific VRE station locations. Parking may be 
provided in surface lots or as structured parking. Parking at a station can exclusively serve VRE riders but may also 
serve other users such as bus transit riders at multi-modal stations. 
 
Track and Signal Infrastructure (TS) – refers to the installation of rail, ties, rail fastenings, hardware and roadbed over 
which trains operate; the electrical or mechanical signal devices used to control train movements; and other railroad 
infrastructure such as interlockings, crossovers, switches, or turnouts. 
 
Train Maintenance and Storage Facilities (MS) - includes midday or overnight storage tracks and related switches, 
signals, or power sources; buildings, structures or equipment used to inspect, repair or maintain rolling stock; 
warehouse facilities; crew buildings; and other facilities or equipment such as employee parking or exterior fencing or 
lighting.  
 
Other (OT) – projects that are unique because they span multiple categories; will be primarily funded by other 
stakeholders; or represent reserve contributions. 
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In addition, projects are classified by project type, as follows: 
 
Asset Management – improvements or repairs to prolong the useful life of an existing asset; meet mandated 
requirements or otherwise modernize the asset or system; or to enhance safety and security.  
 
Replacement and Rehabilitation - replacement or major rehabilitation of an existing asset. 
 
Expansion – improvements implemented primarily for the purpose of increasing capacity. 
 
Several projects are in process that will benefit VRE, but are being undertaken by others: the construction of the 
Potomac Shores VRE station; DRPT’s Fredericksburg Line Third Track project and the Fourth Track between RO 
(Roslyn) to AF (Alexandria); and potential parking additions at Lorton and Rolling Road stations in Fairfax County.   
Although these projects are integral to the operation of the VRE system, they are not included in the CIP.  More 
information on these projects is provided in the Appendices section of this document. 
 
Of the total value of the projects in the CIP, both funded and unfunded, 31% is for projects that increase capacity for 
in the CIP six-year plan, 60% is for future expansion projects and joint use projects (Long Bridge Capacity 
Improvements, Neabsco and Occoquan Third Tracks), 4% is for asset management, 4% for Replacement and 
Rehabilitation and 1% is for other. 
 
The tables bellow list the individual projects within each project category, including the identifying Project ID, and 
shows the funding needs by year for the total program and summarize the funding sources for the FY 2019 to FY 2024 
CIP indicating the amount unfunded by year.  (No unfunded amounts are reflected through FY 2019 since project work 
cannot be authorized unless funding is available.  Any delays this may have caused to the desired project schedule is 
noted on the individual project sheet. ) 
 
The Appendices includes a one page summary of the funding status of each project along with the identification of 
potential sources to meet unfunded needs.  
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CIP FUNDING NEEDS BY PROJECT TYPE (in millions)

PROJECT TIME LINE PROJECT TYPE PROJECT COST FUNDED UNFUNDED

CIP Six Year Plan Capital Reserve $30.0 $30.0
Replacement and Rehabilitation $130.2 $130.2
Asset Management/State of Good Repair $84.5 $81.0 $3.5
Expansion $670.4 $414.2 $256.2

CIP Six Year Plan Total $915.1 $655.4 $259.7
Future Projects Expansion $1,384.8 $1.0 $1,383.8
 $1,384.8 $1.0 $1,383.8
Grand Total $2,299.8 $656.3 $1,643.5
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CIP Six Year Funding Needs By Program Area (in thousands of $)
Values

Program Name Project Name Project 
ID

Life to 
Date

FY 2018 
Amended 

Budget

FY 2019 
Proposed 

Budget
 FY 2020 FY 2021 FY 2022 FY 2023 FY 2024 Future Total

CIP Six Year Plan
Asset Management/State of Good 
Repair

Automatic Parking Counters AM-1 750 750 

Automatic Passenger Counters AM-2 2,900 2,900 
EMV Compliance - Fare Collection System AM-3 1,200 518 1,718 
Enhancement Grant - Security AM-4 525 101 105 105 105 105 105 105 1,256 
Equipment Asset Management Program AM-5 6,800 4,900 3,420 4,325 3,845 2,090 1,980 6,655 34,015 
Facil ities Asset Management Program AM-6 10,456 2,760 2,495 2,570 2,390 1,430 1,319 1,200 24,620 
Positive Train Control AM-7 10,553 3,639 14,192 
Security Cameras AM-9 3,481 3,481 
Realtime Multimodal Traveler Information (New 
Project)

AM-8 1,192 386 1,579 

Asset Management/State of Good 
Repair Total

34,377 12,304 6,020 10,481 6,340 3,625 3,404 7,960 84,511 

Train Maintenance and Storage 
Facil ities

Broad Run Expansion (BRX) OT-2 8,906 5,998 4,385 7,338 1,000 84,863 112,490 

Crossroads MSF - Storage Expansion, Short-term MS-2 2,950 2,950 

Crossroads MSF - Land Acquisition MS-3 4,000 4,366 8,366 
L'Enfant Train Storage Track - North MS-4 4,284 4,284 
L'Enfant Train Storage Track - South MS-5 3,965 3,965 
Life-Cycle Overhaul and Upgrade  Facil ity MS-6 35,196 2,987 38,184 
New York Avenue Midday Storage Facil ity MS-7 21,149 17,591 21,771 17,082 12,073 89,667 

Train Maintenance and Storage 
Facilities Total

76,450 23,590 29,143 24,420 13,073 88,863 4,366 259,904 

Joint Use Projects Fourth Track - VA to LE TS-2 250 1,363 1,487 4,060 8,120 8,120 23,400 
Joint Use Projects Total 250 1,363 1,487 4,060 8,120 8,120 23,400 
Station Parking Manassas Park Parking Improvements PK-3 4,250 1,269 5,519 

Leeland Road Parking Improvements PK-4 2,500 5,871 11,742 5,871 25,983 
Quantico Station Parking Improvements pK-5 1,705 1,705 

Station Parking Total 2,500 7,576 11,742 10,121 1,269 33,207 
Rolling Stock Equipment Fleet Expansion Coaches (Fredericksburg Line) RS-1 36,750 36,750 

15 Replacement Rail  Cars RS-2 38,515 38,515 
14 Expansion Rail  Cars RS-3 28,120 28,120 
Fleet Expansion Coaches (Manassas Line) RS-5 2,000 2,000 15,984 14,310 34,294 

Rolling Stock Equipment Total 75,265 2,000 2,000 28,120 15,984 14,310 137,679 
Passenger Station Facil ities Quantico Station Improvements ST-1 10,022 7,853 5,330 1,085 2,385 26,674 

Brooke Station Improvements ST-2 6,135 6,135 
Leeland Road Station Improvements ST-4 2,000 500 2,500 
Crystal City Station Improvements ST-5 3,906 2,646 2,450 263 245 5,313 8,568 23,391 
L'Enfant Station Improvements ST-8 400 1,010 2,000 2,285 9,323 13,396 13,396 41,810 
Alexandria Pedestrian Tunnel ST-9 13,000 13,000 
Franconia-Springfield Station Improvements ST-10 3,906 2,646 2,450 263 245 3,063 2,685 15,257 
Lorton Station Second Platform ST-11 250 1,363 4,350 16,701 24,586 47,250 
Rippon Station Improvements ST-12 2,500 2,500 
Backlick Road Station Improvements ST-13 16,150 16,150 
Lorton Platform Extension ST-21 9,125 9,125 
Roll ing Road Station Improvements ST-14 13,600 1,900 2,000 851 18,351 
Woodbridge Station Improvements ST-15 16,634 1 16,635 
Washington Union Station Improvements ST-17 2,000 2,000 
Alexandria Station Improvements - West ST-18 5,000 5,000 5,000 10,000 10,000 10,000 10,000 55,000 
Alexandria Station Improvements -  East ST-19 2,000 200 600 16,520 19,320 
Manassas Station Improvements ST-22 400 400 

Passenger Station Facilities Total 82,767 22,419 17,230 16,650 19,125 54,472 62,320 23,996 16,520 315,498 
Track and Signal Infrastructure Alexandria Station Track 1 Access (Slaters Lane) TS-1 7,000 7,000 

South Manassas Third Track and Signal TS-11 20,131 20,131 
Track and Signal Infrastructure Total 7,000 20,131 27,131 
Information Technology ERP Implementation IT-2 2,550 200 2,750 

TRIP /VMS Upgrade IT-3 1,000 1,000 
Information Technology Total 3,550 200 3,750 
Misc. (Multiple Categories) Capital Reserve OT-1 9,000 3,000 3,000 3,000 3,000 3,000 3,000 3,000 30,000 
Misc. (Multiple Categories) Total 9,000 3,000 3,000 3,000 3,000 3,000 3,000 3,000 30,000 

CIP Six Year Plan Total 287,609 64,675 60,943 110,578 54,766 180,125 96,789 43,076 16,520 915,081 
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CIP Future Projects Funding Needs By Program Area (in thousands of $)
Values

Program Name Project Name
Project 

ID
Life to 
Date

FY 2018 
Amended 

Budget

FY 2019 
Proposed 

Budget
 FY 2020 FY 2021 FY 2022 FY 2023 FY 2024 Future Total

Future Projects
Train Maintenance and Storage 
Facil ities

Crossroads MSF - Storage Expansion, Long-term MS-8 1,100 19,410 20,510 

Train Maintenance and Storage 
Facilities Total

1,100 19,410 20,510 

Joint Use Projects Long Bridge Capacity Improvements TS-9 300 45,600 111,075 161,075 161,075 221,175 700,300 
Neabsco Creek Third Track TS-4 550 1,100 130,550 132,200 
Occoquan Third Track TS-3 8,000 8,000 8,700 185,980 210,680 

Joint Use Projects Total 300 45,600 111,075 169,075 169,625 9,800 537,705 1,043,180 
Station Parking Fredericksburg Parking Structure PK-2 517 29,500 30,017 
Station Parking Total 517 29,500 30,017 
Rolling Stock Equipment Fleet Expansion Coaches (Manassas Line) RS-6 157,034 157,034 

Fleet Expansion Locomotives (Manassas Line) RS-4 54,664 54,664 
Rolling Stock Equipment Total 211,698 211,698 
Passenger Station Facil ities Fredericksburg Station Improvements ST-20 306 602 1,347 27,100 29,356 
Passenger Station Facilities Total 306 602 1,347 27,100 29,356 
Track and Signal Infrastructure Manassas Line Track and Signal Improvements TS-10 1,800 48,200 50,000 
Track and Signal Infrastructure Total 1,800 48,200 50,000 

Future Projects Total 300 46,117 111,075 169,381 172,027 12,247 873,613 1,384,760

Total CIP Funding Needs By Program Area (in thousands of $)

Project Time Line Life to 
Date

FY 2018 
Amended 

Budget

FY 2019 
Proposed 

Budget
 FY 2020 FY 2021 FY 2022 FY 2023 FY 2024 Future Total

CIP Six Year Plan 287,609 64,675 60,943 110,578 54,766 180,125 96,789 43,076 16,520 915,081

CIP Future Projects 300 46,117 111,075 169,381 172,027 12,247 873,613 1,384,760

Total CIP 287,909 64,675 60,943 156,695 165,841 349,506 268,816 55,323 890,133 2,299,841
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Funding Type Funding Source Life to Date
FY 2018 

Amended 
Budget

FY 2019 
Proposed 

Budget
 FY 2020 FY 2021 FY 2022 FY 2023 FY 2024 Future Total

CIP Six Year Plan
Federal Formula Grants W/Match Federal Formula Grants 102,950 23,436 23,266 23,266 23,266 23,266 23,266 23,266 265,981

State - Mass Transit 48,358 9,567 11,081 2,327 2,327 2,327 2,327 2,327 80,638
VRE (Match) 6,310 1,375 1,431 3,490 3,490 3,490 3,490 3,490 26,566

Federal Formula Grants W/Match 
Total 157,618 34,377 35,778 29,082 29,082 29,082 29,082 29,082 373,186
Discretionary Funds and Other VRE 
Contributions Federal - CMAQ/STP/RSTP 37,193 5,249 4,385 2,230 3,490 2,627 1,650 56,823

IPROC 13,600 13,600
NVTA 44,886 44,886
State - REF 9,312 8,528 4,900 22,740
State  Smart Scale 11,753 9,330 39,119 32,433 92,635
VDOT - LAP 8,722 8,722
VRE - Operating Budget 9,000 3,000 3,000 3,000 3,000 3,000 3,000 3,000 30,000
VRE (Capital Reserve) 5,758 500 3,410 200 9,868
VRE (CPF) 1,200 750 140 2,090
Other 321 518 839
Unfunded (To Be Determined) 76,066 19,194 106,297 30,624 10,993 16,520 259,693

Discretionary Funds and Other 
VRE Contributions Total 129,991 30,298 25,165 81,496 25,684 151,042 67,707 13,993 16,520 541,895
CIP Six Year Plan Total 287,609 64,675 60,943 110,578 54,766 180,125 96,789 43,076 16,520 915,081
Future Projects
Discretionary Funds and Other VRE 
Contributions Federal - CMAQ/STP/RSTP 250 400 650

VRE (CPF) 300 300
Unfunded (To Be Determined) 45,867 111,075 169,381 171,627 12,247 873,613 1,383,810

Future Projects Total 300 46,117 111,075 169,381 172,027 12,247 873,613 1,384,760

Grant Total 287,909 64,675 60,943 156,695 165,841 349,506 268,816 55,323 890,133 2,299,841 

CIP Funding Source (in thousands of $) 
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Asset Management & State of Good Repair 
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Rolling Stock 
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Information Technology 
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Train Maintenance & Storage Facilities 
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Passenger Station Facilities 
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Station Parking 
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Track & Signal Infrastructure 
 



93  
 

 
 
  



94  
 

 
 
 
  



95  
 

 
  



96  
 

 
  

 
 
 
 

Joint Use Projects 
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VRE Staff Organizational Chart 
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Local Subsidy Calculation from Oct. 2017 Survey 
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Projects Administered by Other Entities 
 

The projects listed below are integral to the VRE commuter rail service, but are not listed in the Capital Improvement 
Program because they are funded and administered by other stakeholders.  

 
 
Track Projects 
 

• Fredericksburg Line Third Track and Signals – This work will be coordinated by DRPT as part of the Washington 
DC to Richmond Segment (DC2RVA) of the FRA Southeast High Speed Rail Corridor project. 
 

• Fourth Track between RO (Rosslyn) to AF (Alexandria) - This work will be coordinated by DRPT as part of the 
Washington DC to Richmond Segment (DC2RVA) of the FRA Southeast High Speed Rail Corridor project. 
 

Station Platform and Parking Projects 
 

• Lorton Parking Improvements – Fairfax County is reviewing the addition of 200 surface parking spaces to increase 
station parking capacity to 734.   

 
• Potomac Shores VRE Station – The Potomac Shores VRE station will be constructed by the developer as part of an 

agreement with Prince William County.  Station costs will be used as an in-kind match to a state REF grant for the 
construction of second platforms at the Brooke and Leeland Road VRE stations. 

 
• Rolling Road Parking Garage – Fairfax County is reviewing the construction of a 300 space parking garage at the 

Rolling Road VRE station. 
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