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Introduction 

The Virginia Railway Express (VRE) is a 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 executed 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 revenues 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 preliminary FY 2022 VRE 
Operating and Capital Budget was initially prepared for review at the September 2020 VRE 
Operations Board meeting. The proposed budget was reviewed and discussed at 
subsequent meetings of the VRE Operations Board, the VRE Coordinating Committee (VCC), 
and the Finance Committee of the Operations Board before its presentation to the 
Operations Board in December 2020 and the Commissions in January 2021. 

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 2022 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 2022 Operating and Capital Budget totals $185.9 million. The 
budget projects average daily ridership of 6,000 passengers which results in a total of $18.2 
million of fare revenue. These projections are significantly lower than previous years due 
to the effects of the ongoing COVID-19 pandemic. The total jurisdictional subsidy of 
$18,300,780 is unchanged from the prior fiscal year. The FY 2022 budget also includes no 
increase to fares and no change in the cost to the rider of the Amtrak Step-Up ticket. Staff 
have worked 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 moderate for FY 2022, and diesel fuel costs are projected to remain 
consistent with recent price trends. Increases to liability and property insurance costs are 
the primary reasons for cost increases in the FY 2022 operating budget.  
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The projects included in the FY 2022 to FY 2027 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. Concurrently, VRE will focus the 
organization on maximizing ridership, maintaining critical infrastructure, and providing a 
safe and effective transportation option for the region. 

In FY 2016, VRE completed a long-term Financial Plan that assessed the revenues and costs 
associated with various service scenarios over a 25-year period. The conclusion of this 
analysis was that existing sources of revenue will be inadequate to meet the system’s 
baseline operating and capital needs over time (including operation of the existing level of 
service), with further funding needed for service expansion to support projected growth in 
the region. 

The findings of the Financial Plan, which were endorsed by the Commonwealth 
Transportation Board, were critical in building support for the Commuter Rail Operating 
and Capital (C-ROC) Fund, which was created by the General Assembly in 2018. VRE’s 
financial plan update that was completed in FY 2019 indicated that operational support 
from C-ROC is not needed in the near-to-medium term timeframe, helped in part by DRPT’s 
commitment on reimbursement of track access fees at a rate of 84%. This commitment is 
critical to VRE’s overall sustainability. 

Given the funding changes described above, the overall outlook in the FY 2022 to FY 2027 
CIP is generally positive. VRE has moved from a period of project planning and 
development (where new projects were frequently being added to the CIP) into a period of 
project implementation that will last for a number of years. At the same time, the 
Commonwealth’s Transforming Rail in Virginia Program will ultimately separate freight 
and passenger rail operations in the Fredericksburg Line corridor, which has resulted in a 
number of VRE’s planned station projects being reduced or eliminated. Taken together, 
these changes result in a smaller and more focused CIP, with fewer projects and greater 
focus on construction.  

On December 3, 2020, the Commissions approved an agreement with the Commonwealth 
for VRE to make a substantial funding contribution to the Transforming Rail in Virginia 
program utilizing C-ROC funds. The agreement lays out a basic structure whereby VRE will 
issue debt backed by the C-ROC (with an expected term of 30 years) and contribute the 
proceeds of the debt issuance to the Commonwealth for the purchase of rail right-of-way 
from CSXT. In addition, for a period of 10 years, VRE will contribute any remaining C-ROC 
funds not being used for debt service on a pay-as-you-go (PAYGO) basis to the 
Commonwealth for use on critical rail projects in VRE’s service territory, including the 
Long Bridge, the Alexandria Fourth Track, and the Springfield Bypass.  
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The budget currently shows the $15 million allocation of C-ROC funding in FY 2022 as 
‘unprogrammed’ since the exact timing of the debt issuance is unknown, as is the allocation 
of the funding between debt service and PAYGO. These details should be known a year 
from now and can be reflected in the amended FY 2022 budget that will be included as part 
of the FY 2023 budget process. 
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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 2022  
 

• Due to the ongoing impacts of the COVID-19 pandemic on ridership, VRE is unlikely to 
achieve its usual goal of a 50 percent operating ratio (i.e., cost recovery from passenger 
fares) in FY 2022. VRE’s goal for FY 2022 is to continue to provide a safe and reliable 
transportation option that is available to riders as they return to work after the 
pandemic.  
 

• Achieve at least 90 percent on-time performance for train operations. 
 

• Achieve at least 6,000 average daily ridership for the year, with ridership increasing 
over the course of the year as the national and regional economies recover from the 
pandemic. 
 

• Strive to attain the following financial ratios over the course of the Six-Year Plan: 
o Debt service as a percent of annual budget not greater than 20%. 
o Working capital reserves that are on average not less than two months of operating 

expenditures, with a goal of increasing to and/or maintaining three months over a 
ten-year period. 

o 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. 

o 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. 

 
4. VRE will match one time revenue with one time expenditures to avoid creating 

structural imbalance in its annual budgets.  
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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 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. 
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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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Commuter Rail Operating and Capital (C-ROC) Fund 
 
In 2018, the Virginia legislature approved the creation of the Commuter Rail Operating and 
Capital (C-ROC) Fund. C-ROC funding is critical to addressing VRE’s current and future 
investment needs and to delivering on planned capacity expansion projects. C-ROC funding 
is dedicated to “retaining, maintaining, improving, and developing commuter rail-related 
infrastructure improvements and operations” that are “essential to the Commonwealth’s 
continued economic growth, vitality, and competitiveness.” C-ROC funding may be used to 
support the cost of VRE’s operations as well as to make necessary capital investments and 
improvements, either on a pay-as-you-go basis or through the issuance of debt. C-ROC 
funding may be used as matching funds for state and federal grants. 
 
In addition to creating C-ROC, the Virginia legislature also authorized changes to the 
regional gasoline taxes collected by the two Commissions. From the total gasoline tax 
revenues that are generated in the Commissions’ jurisdictions, $15 million is dedicated 
annually to the C-ROC Fund. This $15 million of dedicated funding is then disbursed from 
the C-ROC Fund to VRE for its use on operating and capital projects. C-ROC funding does 
not replace or supplant any existing revenues, and current jurisdictional contributions 
must be maintained.  
 
In October 2018, the Commissions authorized the execution of a joint agreement for the 
distribution and allocation of the C-ROC funds. The agreement establishes that NVTC will 
serve on behalf of both Commissions as the recipient of all funds from the C-ROC Fund and 
that project prioritization and programming of the C-ROC funds must occur as part of the 
broader annual VRE budget process. More information on the programming of prior year 
and future year C-ROC funds is provided in the ‘Capital Improvement Program FY 2022 – 
FY 2027’ section of this document. 
 
 
 

  



 

12  
 

FY 2022 Budget Assumptions & Summary 
 
The FY 2022 Budget totals $185.9 million. FY 2022 operating budget expenses of $89.7 
million are lower than the prior year amount by $1.7 million, a decrease of 1.9%, with 
projected revenue decreases netting out against decreased operating expenses and the 
Coronavirus Aid, Relief, and Economic Security Act (CARES). Major assumptions are as 
follows: 
 

• Total jurisdictional subsidy of $18,300,780, no increase from the FY 2021 
subsidy. 

• No increase in passenger fares, including the Amtrak Step-Up fare. Fare revenue 
budgeted at $18.2 million based on a projected average daily ridership of 6,000 
and 32 daily revenue trains. 

• State operating assistance is projected at $10.0 million, a decrease of $2.0 million 
from the actual amount received in FY 2021, but a slight increase over the 
amount originally projected in the approved FY 2021 budget. 

• Fuel cost projected at $3.0 million, based on an average cost per gallon of $1.75 
and projected usage of 1.70 million gallons. 

• Track access fees across all three host railroads of $18.6 million, based on 
estimated or actual contractual amounts. Grant funding from all sources for 
track access fees at 84%, or $15.6 million, unchanged from the reimbursement 
percentage received in FY 2021. 

• No staff additions proposed in FY 2022.  
• Required contractual increases for train operations and maintenance of 

equipment budgeted at a net increase of $0.3 million reflecting projected cost 
revisions, increased services and a CPI increase of 1.2%. 

• Operating contingency at 1.0% of the operating budget, a reduction from the 2% 
budgeted for FY 2021, and a decrease of $830,000.  

• Insurance premium costs increased by 71.2%, or $3.0 million, due to ongoing 
changes in the global insurance marketplace. 

• Net Departmental operating expenses decreased by 10.4%, or a reduction of 
$3.2 million compared to FY 2021. 

• Federal 5307 (Urbanized Area) and 5337 (State of Good Repair) funding of $30.5 
million, $1.5 million less than in the approved FY 2021 budget. 

• Capital matching funds from the State for the majority of the required non-
federal share for selected projects. Most projects budgeted at 16% match, with 
34% funding requested from the state for the Midday Storage and Washington 
Union Station improvement projects.  

• Contribution to the Capital Reserve of $3 million, with no allocation from the 
Reserve balance for FY 2022 capital projects. 
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Subsidy by Jurisdiction 
 
The FY 2022 budget includes no change in the total jurisdictional subsidy amount. Each year, 
VRE and PRTC conduct a survey of VRE riders that includes the rider’s jurisdiction of 
residence. This survey data serves as the basis for calculating the subsidy allocation by 
jurisdiction, in accordance with the VRE Master Agreement. However, due to the COVID-19 
pandemic, the VRE Operations Board found that a survey would be challenging to administer 
safely and unlikely to produce reliable results. Therefore, the Operations Board directed staff 
that no survey was to be performed in October 2020 and that jurisdictional subsidy would 
remain at FY 2021 levels for all jurisdictions. The FY 2022 jurisdictional subsidy is as follows: 
 

 
 

 
 
 

  

Subsidy Percent Subsidy Percent Net +/- % Change
Fairfax County 6,379,017$       34.9% 6,379,017$       34.9% -$                          0.0%
Prince William County 5,930,777         32.4% 5,930,777         32.4% -                       0.0%
Stafford County 2,477,175         13.5% 2,477,175         13.5% -                       0.0%
Spotsylvania County 1,503,754         8.2% 1,503,754         8.2% -                       0.0%
Manassas 807,234             4.4% 807,234             4.4% -                       0.0%
Manassas Park 468,364             2.6% 468,364             2.6% -                       0.0%
Fredericksburg 367,089             2.0% 367,089             2.0% -                       0.0%
Arlington 218,219             1.2% 218,219             1.2% -                       0.0%
Alexandria 149,151             0.8% 149,151             0.8% -                       0.0%

18,300,780$    100% 18,300,780$    100% -$                          0.0%

Change FY21 to FY22FY 2021 FY 2022
Jurisdiction
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FY 2021 Budget Amendments 
 
The FY 2021 budget has been revised to reflect current projections for revenue and 
expenses, as follows: 
 

• Revenue 
o Decrease in passenger fare revenue in the amount of $34.4 million, to reflect 

the effect of the ongoing COVID-19 pandemic on VRE ridership. 
o Addition of a new funding source, the Federal Coronavirus Aid, Relief, and 

Economic Security (CARES) Act, totaling $32.0 million to supplement lost 
passenger revenue and support pandemic-related costs. 

o Increase in state operating assistance in the amount of $2.3 million to reflect 
a higher funding amount than originally projected. 

o A net decrease to federal and state grant revenue by a total of $1.8 million 
related to an overall reduction of Federal formula funds awarded to VRE. 

o A decrease in interest income of $1.0 million, reflecting lower than projected 
interest rates. 

o Allocation of $669,200 in capital reserve for various projects (see below). 
 

• Expenses  
o FY 2021 operating contingency was reduced by $595,052 for various 

additions and revisions of current year operating and capital costs and 
revenue, many of which are directly related to the COVID-19 pandemic. The 
notable expense changes are:  

o An increase in liability and property insurance costs of $2.6 million;  
o An increase in COVID-19 related costs for cleaning and other goods/services 

of $500,000;  
o A reduction of $1.6 million in ticket sales commission and bank fees related 

to credit/debit card sales due to the COVID-19 pandemic effect on ridership 
and ticket sales; 

o A reduction in diesel fuel costs of $910,000 as a result of reduced service.  
o The remaining operating contingency of $1.0 million was eliminated as part 

of the calculation of CARES Act funding (see Revenue changes above). 
 

• Capital Program 
o Capital project obligations were decreased by $1.9 million to reflect reduced 

available capital funding: 
o A net decrease to federal and state grant obligations of $1.8 million related to 

a reduction of Federal formula funds awarded to VRE. 
o Allocation of $4.0 million of unallocated Federal and state grant funding for 

the Lifecycle Overhaul and Upgrade (LOU) Facility. 
o Allocation of $3.0 million of unallocated Federal and state grant funding for 

the Fredericksburg Station Rehabilitation project. 
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o Allocation of an additional $2.2 million of unallocated Federal and state grant 
funding to the Equipment Asset Management Program. 

o A reduction of $2.0 million allocated to the Facilities Asset Management 
Program.  

o A net decrease to unallocated Federal and State grants of $8.9 million as a 
result of the above changes. 

o Capital Reserve funds of $669,200 allocated for the Scheidt & Bachmann Fare 
Validators ($469,200) and the VRE Mobile Ticketing System ($200,000). 

 
• Use of FY 2020 Surplus 

o No one-time items in FY 2022 are in need of funding from the prior year 
surplus. 

o Operating reserve (working capital) currently at slightly more than three 
months of operating expense – no additional contribution required. 

o $5.1 million contribution to Capital Reserve. 
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Fiscal Year 2021 Amended 

Sources and Use 
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Six-Year  
Financial Forecast  
FY 2022 – FY 2027 
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Six-Year Financial Forecast 
 

The annual budget normally includes a financial forecast for the five years following the 
year of adoption (six years in total). This forecast includes projections for ridership, 
planned fare increases and total fare revenue, grant and subsidy funding, operating 
expenses, and capital expenditures. The forecast is intended to demonstrate the projected 
sustainability of VRE’s budget beyond the initial year and to highlight areas of potential risk 
so they can be addressed in advance. 
 
Given the depth of uncertainty facing not just VRE but the entire regional and national 
economy, the FY 2022 budget does not include a six-year forecast. Such a forecast would 
reflect highly uncertain estimates on many key variables, particularly ridership, and would 
not serve as a reliable basis for decision-making. As the recovery from the pandemic 
proceeds and the outlook for commuting and VRE ridership is clarified, staff will return to 
the Operations Board and the Commissions with additional information.
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Capital Improvement 
Program  

FY 2022 – FY 2027 
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Introduction 
 
The FY 2022 – 2027 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 six-year CIP 
includes both fully- and partially-funded projects. Future projects that are unfunded are 
not shown in the six-year program but are discussed separately. 
 

• 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 committed 
sources. 
 

• 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. 

 
In addition to grants and other funding agreements with outside partners, VRE has the 
following internal funding mechanisms to support the capital program: 
 

• The Commuter Rail Operating and Capital (C-ROC) Fund was created by the 
General Assembly in 2018. C-ROC funding is dedicated to “retaining, maintaining, 
improving, and developing commuter rail-related infrastructure improvements and 
operations” in the Commonwealth. VRE receives a dedicated allocation of $15 
million annually from C-ROC that may be used to support the cost of VRE’s 
commuter rail operations as well as to make necessary capital investments and 
improvements, either on a pay-as-you-go basis or through the issuance of debt. C-
ROC funding may be used as matching funds for state and federal grants. 
 

• 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, 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 $1.58 million. A replenishment of $2 million 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 2021 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. 

 
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 2022 to FY 2027). 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. The majority of the projects in VRE’s six-year program are 
fully funded; however, certain key projects are only partially funded and additional funding 
must be identified. VRE’s internal funding sources (C-ROC funds and the Capital Reserve) 



 

27  
 

may be programmed to fill some of these gaps, but VRE will also continue to pursue 
additional funding at the federal, state, and local level in order to fully fund the capital 
program. 

 
In FY 2016, VRE developed a financial analysis that compared 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. This 
analysis was critical to making the case to the General Assembly for the creation of the C 
ROC Fund. In FY 2019, VRE completed an update of the financial analysis that accounted for 
changes in operating expense and revenue trends, available capital funding, and project 
scopes and schedules. This analysis confirmed that C-ROC support for operations is not 
expected to be needed in the near- to medium-term, which will allow C-ROC to continue to 
support transformative capacity-enhancing capital projects during the next ten years. 

 
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 environment evolves. 
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Capital Financial Outlook 
 
The overall outlook for the FY 2022 to FY 2027 CIP is generally positive, despite the 
current COVID-19 pandemic. Political and legislative actions over the past few years – 
including the creation of the dedicated C-ROC Fund at $15 million per year, the 
commitment by the Commonwealth to continue current levels of reimbursement for track 
access fees, and the creation of the Virginia Passenger Rail Authority as part of the 
Transforming Rail in Virginia program – have created an environment that is supportive of 
VRE’s long-term growth and stability. Some funding challenges remain, however, 
particularly beyond the immediate six-year period. On the capital side, certain key near-
term projects are still partially unfunded, and while C ROC and Capital Reserve funds may 
be available to fill some gaps, an ongoing VRE priority for FY 2022 will be to continue to 
work with local, state and other partners on securing additional funding for the commuter 
rail system. 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.  
 
Beyond the six-year horizon, relatively modest projected growth in ridership combined 
with increasing contractual and other costs results in a structural deficit that cannot be 
solved simply by larger fare increases or greater jurisdictional contributions. Sustainable 
funding of existing service must be in place before future service expansions can be 
implemented. 
 
Given current cost estimates, full funding of the projects in the FY 2021-FY 2026 CIP 
(including all costs to complete) will require approximately $818.6 million. Of this total, 
$704.9 million (86.1%) is already committed from a range of federal, state, regional, and 
local sources (this includes life-to-date funding through FY 2020). The graph below 
represents VRE’s funded and unfunded project costs of $818.6 million for projects included 
in the FY 2022 – 2027 Six Year Plan. 
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Capital Financial Outlook FY 2022 - FY 2027 

 
 

Capital Sources and Uses 
 
Capital projects frequently rely on funds obligated in prior years, unlike operating 
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. The construction phase of a capital project will not be initiated 
unless and until the entire underlying funding commitment is in place. 
 
In order to operate within funding constraints, 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 2022 capital budget is driven primarily 
by the need to meet established programmatic commitments and maintain the necessary 
financial capacity to address emerging and longstanding needs required to maintain the 
safety and reliability of essential capital assets. 
 
Capital funds come from a wide variety of federal, state, regional, and local sources. Except 
for FTA Section 5307 and 5337 formula allocations and the associated state transit capital 
match 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 intensive and requires the coordinated efforts of VRE 
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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? 
 
Commuter Rail Operating and Capital (C-ROC) Fund 
 
In October 2018, the Commissions authorized the execution of a joint agreement for the 
distribution and allocation of the C-ROC funds. In addition to designating NVTC to serve as 
the recipient of all funds from the C-ROC Fund (following the existing practice of having 
PRTC receive and manage VRE’s federal funds and NVTC receive and manage VRE’s state 
and regional funds), the agreement lays out an annual process for incorporating the 
programming of C-ROC funds into the larger VRE budget. As noted above, C-ROC funds are 
flexible and can be used (a) to support both operations and capital investment, (b) as a 
match to other state or federal funding sources, and (c) on a pay-as-you-go (PAYGO) basis 
or as the backing for a debt issuance. 
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As part of the FY 2020 budget, the Operations Board adopted the follow criteria for 
programming of C-ROC funds: 

1. C-ROC funds should be prioritized to projects that are not eligible for typical VRE 
discretionary capital funding sources, such as DRPT Smart Scale or NVTA regional 
funding. 

2. C-ROC funds should be prioritized to projects where a commitment of local funding 
could leverage significant state or federal matching funds. 

3. C-ROC funds should support projects that are necessary in order to allow for future 
capacity expansion. 

4. VRE should continue to use the Capital Reserve to fund smaller needs (such as 
minor cost or scope changes in an existing project) and should use C-ROC funds on 
‘transformative’ projects. 

5. VRE should consider C-ROC funds as a supplementary funding source for the 
replacement of major existing assets such as railcars. 

 
Based on these criteria, the Operations Board committed three years of C-ROC funding to 
two critical projects: 

• FY 2019:  $15 million for L’Enfant Station Improvements 
• FY 2020: $15 million for Crystal City Station Improvements 
• FY 2021: $15 million for L’Enfant Station Improvements 

 
Following the announcement of the Transforming Rail in Virginia Program and the 
Commonwealth’s agreement to purchase railroad right-of-way from CSXT, VRE entered 
into discussions with DRPT regarding a financial contribution to the overall Program. On 
December 3, 2020, the Commissions approved an agreement with the Commonwealth for 
VRE to make a substantial funding contribution to the Transforming Rail in Virginia 
program utilizing C-ROC funds. The agreement lays out a basic structure whereby VRE will 
issue debt backed by the C-ROC (with an expected term of 30 years) and contribute the 
proceeds of the debt issuance to the Commonwealth for the purchase of rail right-of-way 
from CSXT. In addition, for a period of 10 years, VRE will contribute any remaining C-ROC 
funds not being used for debt service on a pay-as-you-go (PAYGO) basis to the 
Commonwealth for use on critical rail projects in VRE’s service territory, including the 
Long Bridge, the Alexandria Fourth Track, and the Springfield Bypass. 
 
The budget currently shows the $15 million allocation of C-ROC funding in FY 2022 as 
‘unprogrammed’ since the exact timing of the debt issuance is unknown, as is the allocation 
of the funding between debt service and PAYGO. These details should be known a year 
from now and will be reflected in the amended FY 2022 budget that will be included as part 
of the FY 2023 budget process. 
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Unfunded Projects and Unprogrammed Funding Sources 
 
Approximately 13.9%, or $113.7 million, of VRE’s $818.6 million CIP is currently unfunded. 
This figure includes the Broad Run Expansion Project and Fleet Expansion railcars as well 
as the other major projects. These unfunded needs will be addressed in future budget 
cycles through a combination of applications for discretionary funding as well as the likely 
programming of internal VRE funds (e.g., Capital Reserve). In addition to these unfunded 
projects, the six-year CIP period also includes federal grant funds – primarily Section 5337 
State of Good Repair (SGR) funds and the associated state and local match – that are not 
currently programmed to a specific project. The total unprogrammed amount (inclusive of 
the required match) is approximately $97 million over the entire CIP period. (VRE’s total 
projected federal grant allocation plus match over the period, including FY 2020 Amended, 
is approximately $267 million.) 
 
In the past, when VRE’s allocation of federal funds was smaller and its investment needs for 
SGR projects were larger, VRE was able to fully program its federal funds each year. Now, 
while VRE is still able to program the majority of its funds for projects such as debt service, 
Washington Union Terminal, midday storage, and asset management activities, a portion of 
the funds remains unprogrammed. Unfortunately, these SGR funds are not available to 
support VRE’s capacity expansion projects, and VRE’s primary existing assets – railcars, 
locomotives, stations, parking lots, and yards – do not require significant rehabilitation or 
replacement at this time. VRE is working with stakeholders, including the Federal Transit 
Administration, on alternative strategies to utilize this SGR funding in a timely manner. In 
addition, VRE believes it is prudent at this time to keep some of these funds unprogrammed 
in the event that economic changes or other uncertainties lead to significant cost increases 
for existing SGR projects. 
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CIP Project Sheets 
 
The CIP includes 30 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.   
 
Information Technology (IT) – Includes project that supports the installation of an 
Enterprise Resource Planning system to support VRE operations and the Upgrade of VRE's 
Transit Display system and train information portal. 
 
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. 
 
Other – Office building improvements and other miscellaneous non-transit projects. 
 
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(s) and the Fourth Track between RO (Rosslyn) and AF (Alexandria); and 
potential parking additions. Although these projects are important to the operation of the 
VRE system, they are not included in the CIP. More information on these projects is 
provided after the project pages, along with a brief discussion of other future projects that 
may or may not be undertaken by VRE. 
 
The tables below 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 2022 to FY 2027 CIP indicating the amount 
unfunded by year. No unfunded amounts are reflected through FY 2022 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. 
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PROJECT TYPE PROJECT COST FUNDED UNFUNDED
Asset Management 77.6 77.6
Expansion 606.6 492.9 113.7
Replacement and Rehabilitation 134.1 134.1
Other 0.3 0.3
Total 818.6 704.9 113.7

(amounts in millions of $)
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Capital Improvement Program By Program Area (amounts in millions of $)

Program Name
Project 
ID Project Name

 Life-To-
Date

FY 2021 
Amended 

 FY 2022 
Proposed  FY 2023  FY 2024  FY 2025  FY 2026  FY 2027  Total

Asset Management/State of Good Repair AM-2 Automatic Passenger Counters 2.9 2.9
AM-4 Enhancement Grant - Security 0.8 0.1 0.1 0.1 0.1 0.1 0.1 0.1 1.6
AM-5 Equipment Asset Management Program 29.5 6.1 2.1 2.0 1.7 1.9 3.3 46.6
AM-6 Facilities Asset Management Program 15.2 0.2 15.4
AM-6A Fredericksburg Station Rehabilitation 1.9 3.2 5.0
AM-8 Security Cameras 1.6 0.3 0.5 0.3 2.7
AM-9 Realtime Multimodal Traveler Information (New Project) 3.5 3.5

Asset Management/State of Good Repair Total 55.3 9.9 2.2 2.1 2.3 2.0 3.7 0.1 77.6
Information Technology IT-2 ERP Implementation 2.8 2.8

IT-3 TRIP /VMS Upgrade 1.0 1.0
Information Technology Total 3.8 3.8
Passenger Station Facilities ST-1 Alexandria Station Improvements 18.4 6.3 6.3 31.0

ST-4 Backlick Road Station Improvements 2.0 4.0 6.0
ST-5 Brooke Station Improvements 0.3 0.2 0.3 8.0 8.8
ST-8 Crystal City Station Improvements 16.6 4.7 13.0 0.0 7.9 7.9 50.1
ST-9 Franconia-Springfield Station Improvements 13.0 13.0
ST-10 Leeland Road Station Improvements 0.3 0.2 3.1 2.7 6.3
ST-11 L'Enfant Station Improvements 16.0 15.0 2.4 15.7 11.1 24.4 84.6
ST-14 Quantico Station Improvements 18.2 5.2 0.6 24.0
ST-17 Rolling Road Station Improvements 5.0 5.0
ST-18 Washington Union Station Improvements 15.0 5.0 5.0 10.0 10.0 10.0 55.0
ST-21 Manassas Station Improvements 9.1 9.1

Passenger Station Facilities Total 111.8 27.2 35.3 47.3 29.0 42.3 292.8
Rolling Stock Equipment RS-3 Fleet Expansion Coaches - Manassas Line - Short Term 28.1 9.9 38.0

RS-5 Fleet Expansion Coaches (Fredericksburg Line) 10.7 15.9 7.8 7.5 41.8
Rolling Stock Equipment Total 28.1 10.7 15.9 17.7 7.5 79.9
Station Parking PK-3 Leeland Road Parking Improvements 0.4 5.2 5.5

PK-4 Manassas Park Parking Improvements 26.0 0.7 3.8 30.4
Station Parking Total 26.3 0.7 5.2 3.8 36.0
Train Maintenance and Storage Facilities MS-3 Crossroads MSF - Storage Expansion, Short-term 5.1 3.3 8.4

MS-5 L'Enfant Train Storage Track - South 4.0 4.0
MS-6 Life-Cycle Overhaul and Upgrade  Facility 48.2 4.0 52.2
MS-7 New York Avenue Midday Storage Facility 65.6 17.8 12.7 3.3 99.4
OT-2 Broad Run Expansion (BRX) 88.8 4.3 2.0 69.3 164.4

Train Maintenance and Storage Facilities Total 206.6 26.1 19.7 75.9 328.3
Misc. (Multiple Categories) OT-4 Forklifts purchase 0.3 0.3
Misc. (Multiple Categories) Total 0.3 0.3

Grand Total 432.2 74.5 78.2 146.8 38.9 44.3 3.7 0.1 818.6
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Capital Improvement Program by Funding Source (amounts in millions of $)

Funding Source Type Funding Source
 Life-To-

Date
 FY 2021 

Amended
 FY 2022 

Proposed  FY 2023  FY 2024  FY 2025  FY 2026  FY 2027  Total
Federal Formula Grants Federal Formula Grants 130.5 25.1 25.1 22.5 16.9 7.8 3.0 0.1 230.9

Federal State Match 46.4 10.8 8.8 7.4 4.7 3.6 0.3 0.0 81.9
VRE Local Match 7.0 1.5 1.4 1.2 1.8 0.6 0.4 0.0 14.1

Federal Formula Grants Total 183.9 37.4 35.3 31.1 23.4 12.0 3.7 0.1 327.0
Non-Federal Formula Funded Federal - CMAQ/STP/RSTP 24.5 6.8 2.6 6.4 40.2

I-66 OTB Concession Payment 128.5 128.5
IPROC 13.6 13.6
NVTA 17.4 4.0 7.9 7.9 37.2
State - REF 3.5 3.5
State - Smart Scale 14.2 10.7 40.3 27.5 92.6
State CROC 30.0 15.0 45.0
VRE Local Match 0.5 0.5
VDOT - LAP 8.7 8.7
VRE - State REF Local Match 1.3 1.3
VRE (Capital Reserve)/Other 6.1 0.0 6.1
Other 0.7 0.7

Non-Federal Formula Funded Total 248.2 37.1 42.9 33.9 7.9 7.9 377.9

Grand Total 432.2 74.5 78.2 65.0 31.3 19.9 3.7 0.1 704.9
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Alexandria Station Improvements  
 
  



 

52  
 

 
 

Backlick Road Station Improvements 
 
 
  



 

53  
 

 
Brooke Station Improvements 

 
  

cking
Stamp



54 

Crystal City Station Improvements 



 

55  
 

 
Franconia-Springfield Station Improvements  

 
  



 

56  
 

 
 

Leeland Road Station Improvements  
 
  



57 
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Fleet Expansion Coaches - Fredericksburg Line 
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Future Projects and Projects Administered by Other Entities 
 
 

In previous years, VRE included several major projects in the Capital Improvement 
Program (CIP) that were largely or entirely unfunded. These ‘future projects’ had been 
identified as important to VRE’s long-term service planning but generally were still in the 
conceptual stages of project design; did not have identified funding commitments or plans 
to apply for such funding; and in some cases were unlikely to be administered by VRE. 
  
Beginning in FY 2020, VRE chose to remove these future projects from the formal six-year 
CIP and instead describe them separately. The decision to present these future projects 
separately does not mean the projects are not important; instead, it reflects that the 
projects are relatively undeveloped and are unlikely to be completed (or even substantially 
underway) during the six-year CIP period. As the projects move forward and as more 
reliable cost estimates are developed, they may be candidates to move into the formal six-
year CIP in future budget years if VRE is identified as the lead entity responsible for project 
implementation. 
  
The future projects that are important to VRE but not identified in the six-year CIP include: 
  

• Long Bridge Capacity Improvements: The Long Bridge Project consists of 
improvements to the bridge corridor and related railroad infrastructure located 
between the RO Interlocking near Long Bridge Park in Arlington and the L’Enfant 
Interlocking near 10th Street SW in Washington, DC. The Long Bridge Corridor is 
owned and operated by CSX Transportation, but VRE and Amtrak passenger trains 
currently use the bridge in addition to CSXT freight. The purpose of the project is to 
provide additional long-term railroad capacity to improve the reliability of railroad 
service through the Long Bridge Corridor. Currently, there is insufficient capacity, 
resiliency, and redundancy to accommodate the projected demand in future rail 
services. 

 
• In September 2020, DRPT and the District Department of Transportation announced 

the completion of the combined Final Environmental Impact Statement (EIS) and 
Record of Decision for Long Bridge. The preferred alternative for the Long Bridge 
Project has an estimated construction cost of $1.9 billion. DRPT will take the lead on 
the design and construction of the project as part of the broader Transforming Rail 
in Virginia program, to which VRE is making a significant financial contribution 
using C-ROC funds. 

 
• Third Track Projects: Previous VRE CIPs included various third track and bridge 

projects that would expand capacity along the CSX right-of-way south of Franconia-
Springfield. These projects were identified by the waterways crossed by each 
section of third track (Aquia Creek, Potomac Creek, Powells Creek, Rappahannock 
River, Neabsco Creek, and Occoquan River). Going forward, this work will be 
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coordinated by DRPT as part of the Atlantic Gateway Project (for Franconia to 
Occoquan), the Washington DC to Richmond Segment (DC2RVA) of the FRA 
Southeast High-Speed Rail Corridor project, and the Transforming Rail in Virginia 
program. 

 
• Fourth Track between RO (Rosslyn) and AF (Alexandria): As with the third track 

projects, this work will be coordinated by DRPT as part of other efforts in the 
corridor.  

 
• Fredericksburg Station Expansion and Parking Structure: VRE had previously 

contemplated station expansion and a parking structure at Fredericksburg to 
accommodate future increased demand. However, this work will now be 
coordinated with the DRPT DC2RVA project. 

 
• Long-term expansion investments: Following the completion of the Long Bridge 

expansion, the RO-to-AF fourth track project, and certain other capacity 
enhancement projects, VRE will need to consider additional investments to support 
additional service capacity, including increased peak-hour service frequency and the 
potential for reverse-commute, midday, and other expanded services. These 
investments would likely include expansion coaches and locomotives; expansion of 
the Crossroads and Broad Run storage yards; and track and signal improvements on 
the Manassas Line. 

  
In addition to the future projects described above, the projects listed below are important 
to the VRE commuter rail service but are not listed in the CIP because they are funded and 
administered by other stakeholders.  
  

• Potomac Shores Station: The Potomac Shores VRE station will be constructed by the 
Potomac Shores 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 stations. 
 

• Rolling Road Parking Garage: Fairfax County is reviewing the potential construction 
of a 300-space parking garage at the Rolling Road VRE station. 
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	The findings of the Financial Plan, which were endorsed by the Commonwealth Transportation Board, were critical in building support for the Commuter Rail Operating and Capital (C-ROC) Fund, which was created by the General Assembly in 2018. VRE’s fina...
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