


CTB Decision Brief 
 

Action on Virginia Passenger Rail Authority Fiscal Year 2025  Capital Budget 
 

March 19, 2024 
 
 
 

Issue: Under Va. Code § 33.2-298, the Virginia Passenger Rail Authority ("VPRA”) must submit 
to the Commonwealth Transportation Board (“CTB”), by February 1 each year its annual operating 
plan and budget, and its proposed capital project and capital grants expenditures for approval. The 
VPRA Executive Director submitted these items to the CTB on February 1, 2024. 

 
Facts: In accordance with Va. Code § 33.2-298, VPRA submitted its annual operating plan and  
budget and its proposed capital projects and capital and operating grants budget to the CTB on 
February 1. At the February 20, 2024 CTB meeting, a detailed presentation of the VPRA capital 
budget was provided by VPRA staff. 

 
Recommendations: VPRA recommends the approval of its fiscal year 2025 proposed        capital 
projects and capital and operating grants budget.  

 
Action Required by CTB: The CTB will be presented with a resolution for a formal vote to  
approve VPRA’s fiscal year 2025 proposed capital projects and capital and operating grants 
budgets. 

 
Options: Approve, Deny, or Defer. If the CTB does not approve or deny VPRA’s  proposed capital 
and operating grants budgets by May 30, 2024, such proposed expenditures will be deemed 
approved pursuant to Va. Code § 33.2-298. 











































































 

 

 

Ettrick Station Improvements  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

  FY21  FY22  FY23  FY24  FY25  FY26  FY27 

Project Development  
                                         

Property Acquisition  
                                         

Engineering 
                                         

Construction  
                                         

Expenses 
to Date FY24 FY25 FY26 FY27 FY28 FY29 FY30 FY31 Total 

Budget 

$0.2 1.1 2.5 8.0 - - - - - $11.8  

 

Project  
Status 

 PROJECT DESCRIPTION  
As part of the 2019 Station Needs Assessment conducted by 
the Department of Rail and Public Transportation (DRPT), 
Ettrick Station was identified as an Amtrak station with the 
greatest need for state of good repair improvements. It is 
also not in compliance with standards under the Americans 
with Disabilities Act (ADA).  
 

Under the 2020 Transforming Rail in Virginia agreements 
executed with CSX and the Partnership Funding  
Agreement with Amtrak, the VPRA will take ownership of 
land and certain station assets at Ettrick. Ownership 
responsibilities require VPRA to bring Ettrick Station into  
 
 

 SCHEDULE & STATUS  

 
Other Capital Projects  

 EXPENDITURE PLAN  

Substantial 
Completion 

compliance with ADA standards and maintaining a state of good repair.   
 

VPRA has therefore prioritized Ettrick Station among the station assets it will own for funding to address 
ADA deficiencies and state of good repair issues. Working with Chesterfield County and Amtrak, VPRA 
plans to leverage local, state, and federal funding to fund capital improvements. Planned 
improvements will include, among other things, platform rehabilitation, stormwater drainage, and 
parking lot improvements.   
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S-Line 30% Design 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

FY21 FY22 FY23 FY24 FY25 FY26 FY27 FY28 FY29 FY30 FY31
Project Development 

Expenses 
to Date FY24 FY25 FY26 FY27 FY28 FY29 FY30 FY31 Total 

Budget 

$0.3 2.2 18.5 13.5 5.0 - - - - $39.5  

Project  
Status 

 PROJECT DESCRIPTION 
The Richmond to Raleigh (R2R) passenger rail corridor 
received federal environmental clearance in 2017 for a 
proposed new passenger rail alignment along the I-85 
corridor.  The R2R corridor, specifically the abandoned 75 
miles of the S-line that VPRA acquired from CSX in November 
of 2022, is important to enhance and grow intercity passenger 
rail service in the Southeast.  The R2R corridor will connect 
Virginia Amtrak services with growing services from North 
Carolina and will cut over an hour of travel time between 
Richmond and Raleigh.  When combined with Long Bridge 
this project will better connect Amtrak service in North 
Carolina and Virginia with Amtrak connections in the 
Northeast.  The project will also provide better connections 
from Norfolk to points south.   
In 2021, the FRA awarded NCDOT a grant to complete 30% 
design of the R2R passenger rail corridor. Virginia has been 
allocated $38M to complete the 30% design efforts.       

  SCHEDULE & STATUS 

Other Capital Projects  

  EXPENDITURE PLAN  
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 Platform & Station Improvements 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 

 
 
 

 
 

  FY21  FY22  FY23  FY24  FY25  FY26  FY27  FY28  FY29  FY30  FY31 

Project Development  
                                                                 

Expenses 
to Date FY24 FY25 FY26 FY27 FY28 FY29 FY30 FY31 Total 

Budget 

$0.1 5.7 5.8 4.0 2.5 2.5 - - - $20.6  

 

 PROJECT DESCRIPTION  

This budget line item is to support prioritized 
improvements at VPRA owned station 
properties and of VPRA owned assets at certain 
stations. Priority improvements include projects 
that address Americans with Disabilities Act 
infrastructure deficiencies and upgrading to 
provide for a state of good repair on existing 
assets.   
 
Funds may also support design and feasibility 
analyses to improve station capacity and 
customer experience. VPRA is currently 
determining the ADA and SOGR needs at 
Staples Mills Station and Stanton Station.  

  SCHEDULE & STATUS  

 
Other Capital Projects  

 

  EXPENDITURE PLAN  

Project  
Status 
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Arkendale to Powell's Creek 3rd Track 
Construction & Island Platforms 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

  FY21  FY22  FY23  FY24  FY25  FY26 

Construction  
                                   

Expenses 
to Date FY24 FY25 FY26 FY27 FY28 FY29 FY30 FY31 Total 

Budget 

$85.7 11.0 4.7 - - - - - - $101.4  

 

Project  
Status 

 PROJECT DESCRIPTION  

Arkendale to Powell’s Creek is a third mainline track 
construction project in Stafford and Prince William 
Counties, which includes third track construction 
through the Quantico Station limits.  Track construction 
runs 9.2 miles from CP Arkendale to CP North Possum 
Point, with design planned for a future third track to 
continue north through the proposed new Potomac 
Shores VRE station. This project is currently under 
construction.  Virginia contracted with CSXT to 
construct all track work.  The associated station 
improvements for a pedestrian overpass, east platform 
extension, and west island platform are funded under 
the Quantico Station project, which will be constructed 
by Virginia Railway Express. 
 

  SCHEDULE & STATUS  

 
Other Capital Projects  

  EXPENDITURE PLAN  

Substantial 
Completion 
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Capital & 
Operating Grants  

    

         
 
 

This budget category includes funding 
provided to third party entities to build 
and improve their rail infrastructure or 
operate their rail service. 
 
The Total Project Budget includes all 
funding for a project including funds 
that do not pass through the VPRA 
financial system of controls. 
 
The VPRA Grant Funding includes the 
total funding that flows through the 
VPRA financial system of controls for a 
grant. 
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Capital & Operating Grants Summary  

Capital and Operating Grants consist of projects in which VPRA provides capital 
funding to a third party (such as a Class I Railroad or local government) that executes 
design and construction utilizing their respective financial control systems.  As 
evidenced by the annual expenditures in the table below, the management of these 
grants is a significant responsibility for the Authority. In addition, VPRA must fund several 
historical rail grants that are managed by the Department of Rail and Public Transit 
(DRPT). As part of the creation of VPRA, historical rail cash balances of $44.7M were 
transferred to VPRA to assist with the cash flow needs of the acquisition of rail assets. 
$22.0M of these funds have been deobligated by DRPT and reprogramed on VPRA 
projects. Of the remaining $22.7M DRPT managed grants, $17.2M are outstanding as of 
December 2023.  If these projects do not proceed, VPRA will retain the funds and the 
Board may allocate them at their discretion. 

SUMMARY OF GRANTS EXPENDITURE FORECAST 
(IN MILLIONS) 

Capital and Operating 
Grant Category 

FY24 FY25 FY26 FY27 FY28 FY29 FY30 FY31 
Total VPRA 

Budget 
FY24-FY31 

VPRA Managed Grants $90.1 $78.7 $85.8 $66.8 $33.4 $33.8 $43.6 $17.8 $450.0 
DRPT Managed Grants 3.1 12.1 2.0       -        -        -        -        -  17.2 

Total $93.2 $90.8 $87.8 $66.8 $33.4 $33.8 $43.6 $17.8 $467.2 

 
 
  The grants can be divided into the following classifications:  

VPRA Managed Grants: Most grants administered by the VPRA are CTB 
allocated. Grantees apply through the CTB process and if awarded state funds, 
the VPRA will be tasked with administering the passenger rail operations and 
infrastructure projects. In addition to CTB allocated grants, the VPRA will 
administer historical grants transferred from prior rail programs and grants 
previously approved by the VPRA Board. There are no newly recommended 
grants in the FY25 budget.  

DRPT Managed Grants: Historical grants that continue to be administered by 
DRPT in accordance with the Board approved agreement between DRPT and 
VPRA.  Currently, $17.2M of funds are obligated to DRPT managed grants.   
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Capital & Operating Grants Summary  

The funding sources for Capital and Operating Grants are displayed in a manner that 
mirrors the award process. Grants allocated by the CTB consists of sources such as 
SMART SCALE, CMAQ or I-66 Concession Funds. As seen in the chart below, CTB 
Allocated - Grants make up approximately 31% of grant expenditures from inception to 
FY31.  VPRA will administer these grants on behalf of the CTB. Funding from the CTB 
Allocated-VPRA source was added in FY22 to fund $150M of the Western Rail Corridor 
grants sponsored by VPRA, 27% of this budget category.  The $1.2M is related to the 
Newport News Earmark federal grant for the Newport News Station, Platform, & Service 
Facility. The remaining 42% of the sources for Capital and Operating Grants consists of 
$230.8M of VPRA revenues and historical DRPT rail program funds. The chart below 
shows the breakdown of the sources of funding to be used for the budgeted 
expenditures from inception to FY31. 

 

CAPITAL & OPERATING GRANT FUNDING BY SOURCE 
$552.9M 

(IN MILLIONS) 
  

 

 

 

CTB Allocated -
Grants
$170.9 
31%

CTB Allocated -
VPRA
$150.0 
27%

Federal Grants
$1.2 
0.2%

VPRA Fund
$230.8 
42%
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VIRGINIA PASSENGER RAIL AUTHORITY 
CAPITAL & OPERATING GRANTS 

(IN MILLIONS) 
 

   

VPRA Managed
Crystal City Platform VRE               -  $0.7         -          -          -          -          -          -          -  $68.9 $0.7 $0.7 1%
L'Enfant Platform VRE               -       1.4      0.8         -          -          -          -          -          -  114.7 2.2 2.2 2%
Alexandria Station Pedestrian Tunnel VRE               -       3.8      3.0      8.2      4.5         -          -          -          -  44.3 19.5 19.5 44%
Brooke & Leeland Road Station Improvements VRE               -       0.1      1.0      1.9      5.2      5.0      5.0         -          -  31.9 18.2 18.2 57%
Broad Run Station & 3rd Track Improvements VRE            3.5      3.0    22.3    22.3    22.2         -          -          -          -  130.5 69.8 73.3 56%
Manassas Station Platform Extension VRE               -       0.1      0.7      4.2      4.1         -          -          -          -  9.1 9.1 9.1 100%

 Manassas Park Parking Garage & Bridge VRE               -     21.4      2.1         -          -          -          -          -          -  35.3 23.5 23.5 67%
Real Time Multimodal Information VRE               -       1.8      1.7         -          -          -          -          -          -  4.5 3.5 3.5 78%
Quantico Station Improvements VRE          10.1    10.9      3.0         -          -          -          -          -          -  27.5 13.9 24.0 87%
Backlick Road Station Improvement VRE               -          -       2.5         -          -          -          -          -          -  8.5 2.5 2.5 29%
Crossroads Storage Expansion VRE               -       1.2      6.2         -          -          -          -          -          -  7.4 7.4 7.4 100%
Woodbridge Platform Improvements VRE               -          -       1.4      1.3         -          -          -          -          -  2.7 2.7 2.7 100%
Track Lease Payment-Amtrak VRE            5.7      6.5      8.0      8.2    10.6    10.9    11.2    12.6    13.0 103.3 81.0 86.7 84%
Track Lease Payment-Norfolk Southern VRE            2.9      2.9      4.0      4.2      4.3      4.4      4.5      4.7      4.8 43.7 33.8 36.7 84%
Newport News Station, Platform, & Service Facility Newport News          19.0      2.7         -          -          -          -          -          -          -  52.0 2.7 21.7 42%
Amtrak PIDS: Ashland & Richmond Main St. Stations Amtrak/DRPT            0.1      0.4      0.4      0.3         -          -          -          -          -  1.2 1.1 1.2 100%
Amtrak Train Equipment - New Service Amtrak               -          -          -     17.0         -          -          -          -          -  17.0 17.0 17.0 100%
Roanoke Yard Improvements Norfolk Southern            0.3    20.0      8.4      5.0      2.8         -          -          -          -  36.5 36.2 36.5 100%
Western Rail Init iative Grant Norfolk Southern          26.3    13.2    13.2    13.2    13.1    13.1    13.1    26.3         -  131.5 105.2 131.5 100%

67.9 90.1 78.7 85.8 66.8 33.4 33.8 43.6 17.8 870.5 450.0 517.9
DRPT Managed
DC2RVA FRA Grant Match Various            0.1      0.8      0.9         -          -          -          -          -          -  9.0 1.7 1.8 20%
DRPT Planning Grants Various            0.7      0.7      0.7         -          -          -          -          -          -  2.1 1.4 2.1 100%
Marshalling Yard Expansion Port Authority               -          -       5.8      2.0         -          -          -          -          -  7.8 7.8 7.8 100%
Central Rail Yard Expansion Port Authority            5.4      0.1         -          -          -          -          -          -          -  5.5 0.1 5.5 100%
Front Royal Expansion Port Authority               -       1.5      4.7         -          -          -          -          -          -  6.2 6.2 6.2 100%

6.2 3.1 12.1 2.0        -         -         -         -         -  30.6 17.2 23.4
$74.1 $93.2 $90.8 $87.8 $66.8 $33.4 $33.8 $43.6 $17.8 $901.1 $467.2 $541.3Total

Total VPRA Managed 

Total DRPT Managed 

VPRA 
Grant 

Funding

VPRA 
Funding 

%
FY24 FY25 FY26 FY27 FY28

Total VPRA 
Budget 

FY24-FY31
FY29 FY30Project Description Grantee

Total 
Project 
Budget

Expenses 
Incurred 
to Date

FY31
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CAPITAL & OPERATING GRANTS  
SOURCES & USES 

 (IN MILLIONS) 
 

   

Total Uses $85.7 $93.2 $90.8 $87.8 $66.8 $33.4 $33.8 $43.6 $17.8 $552.9

CTB Allocated - Grants

CMAQ           3.8 1.9 5.1 4.4             -              -              -              -              -  15.2

I-66 OTB Concession             -  25.0 25.5 23.5 26.3             -              -              -              -  100.3

SMART SCALE - Grants           6.8 6.4 12.4 10.1 9.7 5.0 5.0             -              -  55.4

Total CTB Allocated - Grants         10.6 33.3 43.0 38.0 36.0           5.0           5.0             -              -  170.9 31%

CTB Allocated - VPRA

SMART SCALE - VPRA           0.2 20.0 8.4 5.0 2.8             -  5.2 8.4             -  50.0
I-81 Corridor Improvement Program         26.3 13.2 13.2 13.1 13.1 13.1 8.0             -              -  100.0

Total CTB Allocated - VPRA         26.5 33.2 21.6 18.1 15.9         13.1         13.2           8.4             -  150.0 27%

Federal Grants             -  1.2             -              -              -              -              -              -              -  1.2 0.2%

VPRA Fund         48.6 25.5 26.2 31.7 14.9 15.3 15.6 35.2 17.8 230.8 42%

Total Sources $85.7 $93.2 $90.8 $87.8 $66.8 $33.4 $33.8 $43.6 $17.8 $552.9

FY30
Total 

Sources 
%

Expenses 
Incurred 
to Date*

FY24 FY31 TotalFY25 FY26 FY27 FY28 FY29

 

*Note: Sources and uses table includes grants completed as of June 30, 2023 that totaled $11.6M in the Expenses 
Incurred to Date column, in addition to the budgeted grant expenditures from FY24 through FY31.  
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VRE Projects 
 
 

 
Descriptions and schedules for all VRE lead projects can be found within the FY25 VRE Budget 
located on the VRE webpage https://www.vre.org/about/financial-information/. VPRA grant 
funding by project is detailed in the Capital and Operating Grants summary table. 

 
 
 

 
Track Lease Payment-Amtrak & Norfolk 
Southern 

 
 
 
 
 
 
 
 
 

  
 
 

 
 
 
 
 
 
 
 

 
 
 

Grantee VRE Total VRE Project Budgets $485.3M Total VPRA Grant Funding $186.6M 

VRE pays access fees to operate on host railroad 
(Norfolk Southern, and Amtrak) lines and access host 
railroad owned stations.  Historically, track access 
fees were paid through a combination of state 
transit capital and state discretionary Federal 
Surface Transportation Program (STP) grants that 
equaled 84% of the total track access fees. The 
remaining 16% of track access fees comes from a 
VRE local match. The state portion for VRE access 
fees to host railroads will come from VPRA’s share of 
the Commonwealth Rail Fund. NOTE: CSX Access 
fees are included in the operations budget because 
CSX Access fees cover CSX maintenance of the 
VPRA purchased corridor between Washington, DC 
and Petersburg, Virginia.  
 

Grantee VRE Total Project Budget $147.0M VPRA Grant Funding $123.4M 
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Newport News Station, Platform, and 
Service Facility  

 
 
 
 
 
 
 
 
 

  
 
 

 
 
 
 
 
 
 
 
 
 
 

 

Amtrak PIDS: Ashland & Richmond Main St.  
 
 
 
 
 
 
 
 
 

  
 
 

 
 
 
 
 
 
 

Newport News, working in conjunction with DRPT, 
Amtrak, VDOT, and VPRA, has designed a new 
Amtrak station at a new location on Bland 
Boulevard, with plans for future multi-modal 
connectivity for the peninsula.  Construction of the 
new facility is well underway with completion 
scheduled in 2024.  Moving the Newport News 
existing rail station to this new location will move the 
station further up the peninsula and closer to the 
airport.  The new station will include a level boarding 
platform. The project will also construct train storage 
and service facilities to accommodate existing and 
future Amtrak service. 

Grantee City of Newport News Total Project Budget $52.0M VPRA Grant Funding $21.7M 

 

VPRA has committed a total $20.5M in CRF Funds towards the project, specifically towards the track, 
platform, and train service facilities. Additionally, the FRA awarded the project $1.2M of CRISI funds 
which is being administer by VPRA on behalf of the City of Newport News.  

In order to improve the customer experience at 
Ashland and Richmond Main Street stations – as well 
as serve as pilot projects for similar improvements at 
other Virginia stations – VPRA is working with Amtrak 
for installation of a Passenger Information Display 
Systems (PIDS) at these two stations.  The PIDS 
systems will inform passengers which track the train is 
arriving on and will meet ADA requirements for 
station audio and visual announcements regarding 
train schedules and travel information.  
 
Installation of the PIDS systems at both locations is 
expected to be completed by December of 2024. 
 
 

 

Grantee Amtrak Total Project Budget $1.2M VPRA Grant Funding $1.2M 
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Amtrak Train Equipment - New Service 
 
 
 
 
 
 
 
 
 

  
 
 

 
 
 
 
 
 
 
 

 
 
 

Roanoke Yard Improvements 
 
 
 
 
 
 
 
 
 

  
 
 

 
 
 
 
 
 
 
 

 

Virginia utilizes Amtrak owned trainsets used in Amtrak’s 
Northeast Regional services.  Essentially, trains that previously 
terminated/originated at Washington Union Station have been 
extended to Virginia cities with each service expansion and 
extension since 2009.  As Virginia expanded service in prior years, 
Amtrak has had to refurbish equipment to increase the number 
of trainsets in circulation between the Northeast and Virginia. 
As new services begin, Virginia will need Amtrak to refurbish 
trainsets and supplemental equipment to deliver new and 
extended services.  Any funds Amtrak requires VPRA to spend to 
refurbish equipment would be credited back to VPRA against 
the annual capital equipment use charges under the PRIIA 209 
operating agreement for state-supported service. 
 

Grantee Amtrak Total Project Budget $17.0M VPRA Grant Funding $17.0M 

 

As part of the agreement between VPRA and Norfolk 
Southern to expand state-supported Amtrak trains from 
Roanoke to the New River Valley, a second mainline 
track (Main #1) will be added to Norfolk Southern’s 
Roanoke Yard to increase speed and reduce travel 
time for future passenger trains.  Approximately five 
miles of new or upgraded track will create this second 
mainline.  Three existing yard ladders will be improved 
or realigned and nine crossovers and approximately 27 
turnouts will be added or improved.  Existing train 
speeds of 15 mph in the yard will be increased to 40 
mph on Main #1 west of the first control point west of 
the Roanoke Station to ensure that future passenger 
trains move smoothly through this heavily used yard. 
 

 

Grantee Norfolk Southern Total Project Budget $36.5M VPRA Grant Funding $36.5M 
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Western Rail Initiative Grant 
 
 
 
 
 
 
 
 
 

  
 
 

 
 
 
 
 
 
 
 
 
 
 

 

DC2RVA Grant Match & DRPT Planning Grants 
 
 
 
 
 
 
 
 
 

  
 
  

As part of the agreement with Norfolk 
Southern, VPRA will make payments to 
Norfolk Southern in equal tranches of 
$13.15 million per year for the ten years 
following the executed agreement. Norfolk 
Southern will use the funds from the 
Western Virginia Rail Initiative to finance 
capital improvements, capital 
maintenance, and program maintenance 
on or affecting the rail corridor south and 
west of Manassas. Funds for the Norfolk 
Southern-led Nokesville to Calverton 3rd 
track project will derive from the Western 
Rail Initiative Grant.   
 

 

DC2RVA Grant Match: The DC2RVA Grant was awarded to DRPT in 2013 by the Federal Railroad 
Administration to be used on the DC to RVA corridor. The total estimated cost of the Project was 
$55,385,000, with an 80/20 split. These funds will be spent on various I-95 corridor projects to further 
the planning and design. Due to the limited amount of remaining funds, the DC2RVA grant will 
remain at DRPT until the funds are exhausted.  
DRPT Planning Grants: Certain planning grants that are funded with historical IPROC/REF funds. To 
maintain consistently in project management these grants are administered by DRPT.  

Grantee Various Total Project Budget $11.1M VPRA Grant Funding $3.9M 

Grantee Norfolk Southern Total Project Budget $131.5M VPRA Grant Funding $131.5M 
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Marshalling Yard Expansion 
 
 
 
 
 
 
 
 
 

  
 

 
 

 

Central Rail Yard Expansion 
 
 
 
 
 
 
 

 
 
 

Front Royal Expansion 
 
 
 
 
 
 
 
 
 

  

This project constructs two additional storage tracks at the Commonwealth Railway’s Marshalling 
Yard located in Suffolk, Virginia. CWRY currently provides dual access to the Port of Virginia's 
International Gateway Terminal, with the transfer of the intermodal trains occurring at this site. As 
VIG’s rail traffic grows, additional storage tracks are needed. The construction includes adding two 
additional 8,000 foot storage tracks and associated utility work. This grant project is managed solely 
by DRPT as involvement by the VPRA is limited to the monetary commitment detailed above.  
 

This project includes a rail capacity expansion at the Port of Virginia's Norfolk International 
Terminal. The project includes construction of an intermodal yard with additional track and 
storage space, as well as streamlined operations; including rail mounted gantry cranes to 
expedite necessary intermodal transfers. This grant project is managed solely by DRPT, involvement 
by the VPRA is limited to the monetary commitment detailed above. 
 

Grantee Virginia Port Authority Total Project Budget $7.8M VPRA Grant Funding $7.8M 
 

Grantee Virginia Port Authority Total Project Budget $5.5M VPRA Grant Funding $5.5M 

The Virginia Inland Port in Front Royal is located 220 miles inland from the Port of Virginia’s marine 
terminals and serves a crucial role as an off port marshaling point for container cargo to and from 
the marine terminals. It provides the capability to enhance container handling at the terminals by 
moving a significant number of containers off and on to the port terminals, freeing capacity in the 
terminals. The project includes the construction of new tracks along the outside edges of the 
existing yard to increase storage and rail capacity. This grant project is managed solely by DRPT as 
involvement by VPRA is limited to the monetary commitment detailed above. 
 

Grantee Virginia Port Authority Total Project Budget $6.2M VPRA Grant Funding $6.2M 
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Preliminary  
Operating Plan 

    

                       
 
 

One year operating plan 
 
Anticipated expenditures using 
an accrual basis 
 
Three main elements: 

1. Passenger Train Operations 
2. Other Operating Expenses  
3. Administrative Expenses  
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PRELIMINARY OPERATING PLAN 
(IN MILLIONS) 

VPRA has evaluated the preliminary FY25 operating plan for financial planning 
purposes. The operations plan below will be reevaluated to utilize the most up-to-date 
and accurate forecast inputs for the final FY25 VPRA budget to be approved by the 
VPRA Board in June 2024.    

Operations Category 
FY24 

Budget 

Preliminary 
FY25 

Budget 

Change 
($) 

Train Operating Revenues 
Train Revenue $42.3 $50.0 $7.7 
Food Service Revenue 1.3 1.6 0.3 
Other Revenue 1.0 1.5 0.5 
NEC Through Revenue 32.1 38.7 6.6 

Total Operating Revenues 76.7 91.8 15.1 
Train Operations Expenses 

Route Costs and Additives 62.4 65.5 3.1 
Fuel Costs 8.0 8.4 0.4 
NEC Through Credit Expense 27.3 31.0 3.7 
Host Railroad Costs 3.4 3.6 0.2 
Host RR Performance Incentives 3.6 3.8 0.2 

Total Train Operations Expense 104.7 112.3 7.6 
Other Operating Expenses 

Capital Equipment Maintenance 8.7 8.4 (0.3) 
Bedford Amtrak Thruway Intercity Bus Connector 0.4 0.9 0.5 
Amtrak Marketing 0.9 0.9 0.0 
I-95 Corridor Maintenance of Way (VRE Access Rate) 7.5 9.0 1.5 
Western Rail Maintenance of Way 2.9 0.9 (2.0) 
Expense Maintenance - 0.2 0.2 
Western Rail Access Fee 3.8 3.9 0.1 
Insurance 1.4 1.3 (0.1) 
Administrative Budget 16.6 8.6 (8.0) 

Total Other Operations Expense $42.2 $34.1 ($8.1) 
Total Operating Expenses $146.9 $146.2 ($0.7) 

Overall Cost Recovery 52% 63% 11% 
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