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PROFILE
Organization & Governance
The James City Service Authority (JCSA) is a public body politic and corporate of the
Commonwealth of Virginia. The JCSA was created in 1969 by the James City County Board of
Supervisors pursuant to the Virginia Water and Sewer Authorities Act (Code of Virginia, 1950, as
amended) to acquire, construct, operate and maintain, to the extent determined by the JCSA to
be financially feasible, an integrated water system and an integrated sewer collection system in
James City County (County). Operational and maintenance responsibilities include wells, water
distribution lines, sewage pumping stations, and sewage collection lines.

Located on the Virginia Peninsula, the County covers 144.1 square miles and has a strong,
diverse, and growing economic base. Major employers within commuting distance include Busch
Gardens, Anheuser-Busch, Owens-Illinois, Ball Metal, Newport News Shipbuilding, Langley Air
Force Base, Fort Eustis, the Colonial Williamsburg Foundation, and the National Aeronautics and
Space Administration. The County’s population grew 14.1 percent from 2010 to 2020 while the
Commonwealth of Virginia’s population increased 7.3 percent during the same time period. The
County’s population in the 2020 US Census was 78,254 while the Weldon Cooper Center for
Public Service estimated the County’s July 1, 2021 population at 78,567. The Center’s 2025, 2035
and 2045 population forecasts for the County are 85,113/98,563/111,268. The historically fastgrowing population and expanding commercial base enhance the JCSA’s long-term economic
outlook.
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The JCSA Board of Directors is appointed by the County Board of Supervisors although JCSA is
legally separate. The Board of Supervisors has appointed its members as Directors of the JCSA
to more fully coordinate JCSA activities with those of the County in the planning and development
of utility systems. The JCSA General Manager serves as the Chief Executive Officer of JCSA and
reports to the Board of Directors. The JCSA has 99 full-time and 1 part-time employees with the
responsibility to operate and maintain its utility facilities and lines. The JCSA’s operating funds
are self-supporting and receive no share of any local or property tax levies. Accounting, legal,
purchasing, fleet and some information technology services are provided by the County and billed
to the Authority.
The County cannot impose its will over the Authority, nor does a financial benefit or burden exist
between the County and the Authority. The County does not have access to the resources of the
Authority, nor does it have responsibility to provide financial support for the debt or other
obligations of the Authority. However, the Authority is considered to be financially integrated with
the County based on the nature and significance of its relationship with the County. The County’s
Strategic Plan includes a sustainable long-term water supply as a primary goal, which is to be
achieved through the efforts of the Authority. In addition, the Authority has adopted other Strategic
Plan goals in developing its initiatives. As a result, the County’s Strategic Plan impacts the
budgetary and operational decisions of both the County and the Authority and financially
integrates these entities.
Service Area
The Board of Supervisors has authorized water and sewer operations for the JCSA within the
Primary Service Area (PSA) in the County, making water and sewer availability an important
growth management and economic development consideration. With the approval of the County,
the JCSA has extended services beyond the PSA to several public sites in the County, including
three public schools, Freedom Park, Greensprings West and Governor’s Land, which are major
planned communities. The JCSA also provides water and/or sewer service to limited sections of
York County and the City of Williamsburg with the concurrence of the appropriate governing
bodies. The map on the following page shows the JCSA service area of approximately 60.3
square miles in gray and the PSA boundary. The JCSA serves approximately 80% of the County’s
population.
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Water & Wastewater Systems
The JCSA’s water system includes the central water system with 10 water production facilities
and eight independent water production facilities that are located outside the PSA. The main water
production facility is the 5 million gallons per day (MGD) reverse osmosis Five Forks Water
Treatment Plant that was constructed in 2005. There are approximately 420 miles of water
transmission and distribution lines throughout the entire system and 2,847 fire hydrants. The
water system facilities supply approximately 4.8 million gallons of water per day to approximately
23,670 water customers.

The JCSA’s sewer system includes 77 pump stations with approximately 451 miles of sewer
collection lines and 10,207 manholes. The sewer system facilities collect and move approximately
5.1 million gallons of sewage per day for approximately 25,428 sewer customers. JCSA has no
sewage treatment facilities. Sewage treatment for areas served by the JCSA, as well as for other
Hampton Roads communities, is provided by the Hampton Roads Sanitation District (HRSD).
Approximately 95% of customers are residential and 5% are commercial. Residential customers
account for roughly 80% of billed consumption revenue for both water and sewer service.
Utility Rates
The Board of Directors sets water and sewer utility rates and related fees. All rates and fees are
contained in the JCSA Regulations Governing Utility Service. The Board of Directors adopted an
increasing block rate structure in 1996 for single-family residential customers which incorporates
a unit charge that increases with increasing consumption. The primary objective of establishing
the increasing block rate structure was to promote water conservation, particularly from largevolume residential customers.
The number and volumes of the single-family residential tiers were updated in fiscal year 2021 to
better reflect current usage patterns while promoting water conservation. The current structure
contains four tiers sized as follows: Tier 1 (up to 4,000 gallons monthly), Tier 2 (4,001-8,000
gallons monthly), Tier 3 (8,001-12,000 gallons monthly), and Tier 4 (greater than 12,000 gallons
monthly).
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Sewer collection charges are based on water meter readings billed at a per thousand gallon rate.
In fiscal year 2016 the Board of Directors adopted a fixed charge for water and sewer service
based on meter size. The philosophy of the fixed charge is JCSA incurs significant fixed costs to
maintain infrastructure regardless of usage, and should not be completely reliant on variable,
consumption-based revenue to cover fixed costs. Approximately 88% of JCSA’s water costs and
95% of its sewer costs are fixed.
Water and sewer facility fees were updated in fiscal year 2021 as a result of the comprehensive
rate study completed in early 2020. Facility fees are charged to new development in the JCSA’s
service area to cover the cost of system expansion. System facility fees are assessed for major
backbone infrastructure and local facility fees are assessed for smaller water distribution and
sewer collection mains. The system facility fee structure is based on meter size and the local
facility fee structure is a flat charge.

Billing
JCSA’s multi-year meter replacement project was completed in fiscal year 2020 with over 22,800
touch-read meters converted to radio read technology. Readings are collected with a vehicle
mounted mobile data collector that has significantly reduced meter reading time. This operational
efficiency allowed JCSA to move from quarterly billing to monthly billing in May 2020 to better
serve customers and promote water conservation. Monthly billing benefits include more efficient
household budgeting, more frequent and timely information about usage, and the ability to detect
leaks sooner.
All water meters are read monthly and HRSD issues a combined billing for all accounts. Meters
for approximately 3,300 sewer only residential and commercial customers in the southern portion
of the PSA are read monthly by Newport News Waterworks (NNWW) with bills issued by HRSD.
Approximately 6,300 sewer system customers have irrigation submeters and can obtain credit on
the sewer and wastewater treatment portions of their bill by submitting monthly readings. The
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grinder pump maintenance program serves 679 JCSA sewer system customers at an annual fee
of $375. An outside contractor provides the service for this program.
Financial Information
As of June 30, 2021, the JCSA’s Unrestricted Net Position was $46.6 million, outstanding debt
was $27.7 million and debt service coverage was 4.12. JCSA’s current bond ratings are AAA from
Standard & Poor’s and Aa1 from Moody’s Investors Service.
The Authority’s external auditors concluded the fiscal year 2021 Annual Comprehensive Financial
Report (ACFR) was fairly and accurately presented in accordance with accounting principles
generally accepted in the United States of America. The Government Finance Officers’
Association (GFOA) awarded a Certificate of Achievement for Excellence in Financial Reporting
to James City Service Authority for its fiscal year 2020 ACFR. It was the thirty-sixth year the JCSA
has received this prestigious award.
The Government Finance Officers’ Association (GFOA) awarded James City Service Authority
the Distinguished Budget Presentation Award for its fiscal year 2022 Adopted Budget. It was the
first year JCSA received the award. FY2022 was the first time in JCSA’s history its budget was
presented separately from James City County.
The Authority’s Financial and Investment Policies are reviewed every year and were last updated
in March 2021. The Financial Policy requires a comprehensive rate study every five years with
the last rate study completed in 2020.
JCSA’s Regulations Governing Utility Service contain all rates and fees and were last updated in
October 2020.
Links to:
Current annual financial report
Financial and Investment Policies
Regulations Governing Utility Service
2020 Comprehensive Rate Study
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Major Initiatives
Strategic Plan
The first and second goals of the County’s 2035 Strategic Plan, obtaining a sustainable long-term
water supply and maintaining modern infrastructure and technology, have been the main focus of
JCSA’s budget over the past several fiscal years. Two reserve funds, Alternative Water Supply
and Repair and Replacement, were created in fiscal year 2018.
The JCSA is the largest water utility in Virginia that primarily relies on groundwater. DEQ has
publicly stated it intends to reduce permitted withdrawals for JCSA and other large permit holders
in the Eastern Virginia Groundwater Management Area. Contributions to the Alternative Water
Supply Reserve Fund build dedicated funding for these future water sources and reduce future
borrowing costs.
JCSA’s Asset Management program has shown that costs to maintain modern infrastructure and
technology will increase significantly in the future as more pipes, wells and pump stations reach
the end of their useful lives. Contributions to the Repair and Replacement Reserve Fund will allow
JCSA to fix aging infrastructure both now and in the future.
The County’s 2035 Strategic Plan was designed to achieve the vision set out in its Comprehensive
Plan adopted by the County Board of Supervisors in 2015 - Toward 2035: Leading the Way that
guided growth and development over a 20-year time period by providing the long-range vision,
goals, and strategies of the community. In October 2021 the County Board of Supervisors adopted
the latest Comprehensive Plan titled Our County, Our Shared Future – James City County 2045
Comprehensive Plan. This Plan was the result of a three-year process entitled Engage 2045 that
featured extensive community engagement with the goal of being open, transparent and
participatory. The graphic below summarizes the Engage 2045 process which is described in
detail in the Plan’s introduction.
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The latest Comprehensive Plan is the County’s long-range master plan for guiding the physical
development of the community for the next 25 years and beyond. It identifies long-range policy
priorities for the County. In order to fully implement the latest Comprehensive Plan, the County
will update the 2035 Strategic Plan.
The current Strategic Plan was approved by the County Board of Supervisors in 2016 and it
serves as guidance between the budget and the long-range plans proposed by the County. It
prioritizes initiatives, plans for the future and allocates resources through the budget process. The
Strategic Plan was developed to reinforce the policy direction set out in other County plans. The
goals and actions were identified as capital and operational initiatives set to short-, medium-, and
long-term project timeframes.
The Strategic Plan was developed by James City County’s project leadership team (Board of
Supervisors, Strategic Plan Advisory Group, Technical Advisory Group and Staff Project Team)
through a 14-month planning effort to identify the County’s top priorities for action and investment
over the next 20 years to set the course for a prosperous future. The objectives of the 2035
Strategic Planning process were to:
•

•
•
•

Develop a method and approach to prioritize the County’s established policy direction and
actions in light of overarching community values, economic opportunities and fiscal
considerations.
Refine the County’s policy direction to establish short-, medium-, and long-term priorities
for action.
Identify appropriate roles and investments for the County and outside partners to
implement the short-, medium-, and long-term priorities.
Develop a comprehensive and succinct 2035 Strategic Plan that will guide County
operations and management over time.

Citizens played a central role in guiding the priorities included in this plan. At four public open
houses and through online communications through the project website, citizens provided direct
input on all the goals and actions set out in this plan. The Strategic Plan Advisory Group and
participating stakeholders were connected throughout the process, and reviewed project reports,
provided feedback on plan ideas, and served as ambassadors to the planning efforts through
volunteering and other assistance at public open houses.
Conservation
Water conservation is an ongoing priority given the current issues surrounding the groundwater
permit. Demand reduction practices include every other day irrigation from May 1-September 30,
the 4 tier water service rates and a customer rebate program for water efficient appliances that
was expanded in fiscal year 2020 to include nonprofit 501(c)(3) housing agencies as eligible
applicants and accommodate increased customer participation.
Wastewater
In 2007, the Board of Directors authorized the JCSA to enter into a Consent Agreement with the
Virginia DEQ to address sanitary sewer overflows (SSOs). Thirteen other Hampton Roads
localities entered into similar agreements during the same timeframe. In February 2014, Hampton
Roads Sanitation District (HRSD) and fourteen Hampton Roads localities, including the JCSA on
behalf of James City County, entered into a Regional Hybrid Consolidation Plan for meeting
Consent Agreement requirements. This regional approach to capital construction is estimated to
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save approximately $1 billion regionally compared to the cost of each locality individually fulfilling
its Consent Agreement responsibilities. HRSD will fund the work through a regional HRSD rate.
In addition, HRSD will also assume liability for wet weather sewer overflows due to inadequate
capacity. JCSA keeps ownership and control of its local sewer infrastructure and is still
responsible for monitoring and maintaining the local sewer system to Consent Agreement
standards and fixing significant defects.
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Values
The JCSA’s Values are Safety, Teamwork and Customer Service. Safety is emphasized through
a variety of methods including organization-wide training, on-going equipment evaluation/
replacement, job requirements and employee communications. Teamwork is essential in
operating and maintaining the JCSA’s extensive infrastructure, meeting regulatory requirements,
and planning for future challenges. Customer Service is emphasized in communicating with our
customers to understand and meet their needs.

Safety: Nobody gets hurt
• Approach all tasks with safety first
• Take responsibility for your own
safety and the safety of others
• Build competency through training and
hands-on experience
Teamwork: We achieve more together
• Help each other out
• Earn trust and show mutual respect
• Value everyone’s input
Customer Service: Stay focused on
the customer
• Be approachable, consistent and fair
• Respond promptly with accurate and
helpful information
• Treat everyone like a customer
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Communications
JCSA news, public information, reference documents and other resources are available on the
website and through social media at the links provided below. JCSA uses these tools to
communicate with the public and encourages customers to use these platforms to engage in twoway communication.
Website: https://www.jamescitycountyva.gov/jcsa
Podcast: https://soundcloud.com/jamescitycounty
Facebook:

https://www.facebook.com/jamescitycounty/

Instagram:

https://www.instagram.com/explorejccva/

Twitter :

twitter.com/JamesCityCounty

You Tube:

https://www.youtube.com/user/jamescitycounty
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Budget Overview
The General Manager annually proposes, and the Board of Directors adopts, a budget or financial plan
for the upcoming year in which the revenues available (including any available fund balance from prior
years) match or exceed the projected expenditures.
Budget Process
The budgetary process covers many months. The process conforms to the Water and Waste Authorities
Act of the Code of Virginia.
Month

Activity

August

•

Rate model updated with previous fiscal year financial data

September

•
•

Revenue and expense forecasts developed
Review and update previous fiscal year CIP

October

•

Meetings with sections to discuss anticipated operating and capital budget

November

•
•

Develop draft operating and capital budget
Develop draft rate plan

December

•
•

Analyze year-to-date actual performance
Revise operating and capital budgets

January

•

Pre-budget Board Work Session

February

•
•

Board adopts budget public hearing date
Finalize operating and capital budget

•
•
•

Final budget decisions and adjustments made by General Manager
Final Proposed Budget document is prepared, including General Manager’s
Message.
Proposed Budget is released to Board of Directors, press and the public

•
•

Work sessions and budget public hearing are held
Budget adoption and establishment of rate changes

•

Adopted Budget document is made available to the public and staff for the
start of the fiscal year.

March

April-May

June

Public participation and comments are accepted throughout the process through the website, social
media and public hearings.
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Budget Overview
Budgetary Basis and Financial Reporting
JCSA accounts for its operations and Capital Improvement Program (CIP) utilizing two separate major
funds, the Water Fund and the Sewer Fund, which are both supported by user fees. Details are provided
in Section B on the operations, capital projects, and debt service activities that occur within the Water
and Sewer Funds. JCSA’s legislative and executive oversight and management are substantially
integrated with those of James City County. Support services in legal, finance, payroll, and general
administrative areas are provided by various County departments on a reimbursable basis.
JCSA prepares an annual budget on a modified accrual basis of accounting for management and fiscal
planning purposes. For financial reporting and audit purposes, in accordance with Generally Accepted
Accounting Principles (GAAP), JCSA prepares its Annual Comprehensive Financial Report (ACFR) on a
full accrual basis. Non-cash items such as depreciation and bad debt expense are not budgeted.
Encumbrance accounting, under which applicable appropriations are reserved for outstanding purchase
orders, is used as an extension of the formal budgetary integration in the Water and Sewer Funds.
Encumbrances outstanding at year-end are reported as assigned or committed fund balances, as
appropriate, since they do not constitute expenditures or liabilities. Unexpended appropriations lapse at
the end of the fiscal year for operating budget items. Project budgets are utilized for Capital Projects
items where appropriations remain open and carry over to the succeeding years.
Budget Amendment Process
The budget may be amended in one of two ways. If the amendment would change total revenues (such
as the acceptance of a grant), then the Board must adopt an appropriation resolution to transfer funds
from one appropriation group to another. The General Manager is authorized to transfer funds between
an appropriation group or between budget line items within a fund.
Organization of Budget
The JCSA is accounted for as an enterprise fund. Enterprise funds are used to account for activities that
are financed and operated similar to those found in the private sector.
Directions, Performance Measurement, and Monitoring
Each fall, in accordance with the Strategic Plan, JCSA develops its operational initiatives to be attained
during the coming year. These initiatives provide the basic direction for the JCSA and the significant
initiatives and key performance metrics presented in the budget document.
The budget is monitored through the General Manager’s monthly dashboard presentation to the Board
and by monthly financial management reports. These reports indicate actual financial results compared
to budget (revenues and expenditures). These reports are reviewed by JCSA management and the
County’s Financial and Management Services Department.
Budgetary control is maintained on a line-item basis. Purchases of goods and services are generally
accomplished by the use of a formal purchase order. Funds are encumbered based on purchase orders
to ensure that an over-spent condition does not exist per budget line item.
Relationship between Operating and CIP Items
There are many features that distinguish the operating budget items from the CIP. Operating budget
items include expenditures that are generally of a recurring nature and are appropriated for one year
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Budget Overview
only. These items provide for the provision of JCSA services, but do not result in major physical assets
for the community. Year-to-year changes in operating budget items are expected to be stable and
represent incremental changes in the cost of doing business, the number of customers and the types and
level of service that are provided. Resources for operating budget items generally come from water and
sewer service fees.
CIP items include one-time costs for projects that may last several years. The projects result in major
physical assets in the community. Wide fluctuations are expected in capital budget totals from year to
year depending on the phasing of projects. Resources for the CIP generally come from facility fees, bond
sales, and service fees.
In spite of these differences, operating and CIP items are closely linked. The most obvious connection is
that operating budget items assume the cost of maintaining and operating new facilities that are built
under the CIP. In some cases, operational needs drive the CIP, such as an increase in customers that
may generate a need for a facility expansion.
The resources that support operating budget items and the CIP are also linked. Water and sewer service
revenue support both operating budget items and the CIP. CIP projects do not generate revenue. This
means that some operating revenue funds CIP projects. This relationship impacts the water and sewer
rates and fees paid by JCSA customers. It is important that customers, officials, employees, and the
citizens understand the linkage between these budget items.
Financial Planning
The budget document provides the following information to JCSA customers and citizens:
• Reflects the Financial Policy of the Board of Directors (Introduction).
• Indicates and explains the flow of financial resources (Revenues - Section B).
• Outlines the operational focus of the JCSA organization and the individual sections (Introduction
and Section B).
• Outlines the priorities and sources of funding for major capital projects (Section B).
• References historical and current financial information (Section C).
All the components come together as part of a financial plan with the following major criteria:
• Water and sewer rates and charges
o Are fair and reasonable and increases are kept to a minimum
o Reflect the true cost of service, including debt service, peak demands, and reserve
requirements to preserve financial self- sufficiency while meeting level of service
objectives and bond covenants
o Reduce revenue volatility from factors such as seasonal variation
o Promote water conservation where possible
o Account for the impact of current and future regulations
• CIP projects relate to the Strategic Plan and Comprehensive Plan and are prioritized based on
available funding
• No new or enhanced program initiatives be implemented except those of the highest priority
• Ending net position is consistent with prior years and sufficient to provide for financial viability
• Employee compensation is consistent with compensation plans in comparable labor markets
The above criteria of the financial planning process were formulated prior to the calculation of revenues
and expenses. The budget reflects concurrence with these financial planning criteria.
XVI

Budget Overview
Distinguished Budget Presentation Award
The Government Finance Officers Association of the United States and Canada (GFOA) offers a
Distinguished Budget Presentation Award for governmental units publishing a budget document that
meets program criteria as a policy document, financial plan, operations guide, and communications
device. The GFOA awarded JCSA the Distinguished Budget Presentation Award for its fiscal year 2022
Adopted Budget. FY2022 was the first time in JCSA’s history its budget was presented separately from
James City County and this was the first year the JCSA received this award.
The award is valid for one year only. This FY2023-2024 budget was prepared to meet the program
requirements and will be submitted to the GFOA to determine its eligibility for an award.
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JCSA Financial Policy
1) Purpose: This Financial Policy is designed to protect the Authority’s financial resources
through sound financial management, balanced consideration of both short‐term and long‐
term priorities and concerns, and maintenance of its credit ratings.
2) Reserves: Reserves protect the Authority from risk. Reserves are defined as Unrestricted
Cash and Cash Equivalents plus Investments. The Authority will create cash and investment
reserves to secure and maintain investment grade credit ratings and to provide for unexpected
and unplanned expenses, revenue shortfalls, and future projects. The reserves represent a
classification of funds for budgetary and Policy purposes and are in addition to funds
restricted for debt service, capital improvements or budget carryover amounts. The Authority
will adopt budgets and set rates that provide for these reserves. If reserve balances fall below
the established target, a plan will be submitted within 90 days of the calculation to the Board
of Directors to restore the balance within the minimum amount of time that is practical.
The Authority has established three reserves: an Operating Reserve to ensure adequate
working capital for operations, a Repair and Replacement Reserve to promote infrastructure
asset management by funding unexpected repairs and replacement activity to maintain current
levels of service, and an Alternative Water Supply Reserve to provide dedicated funding for
development of a long-term, sustainable water supply.
Operating Reserve: At a minimum, unrestricted cash and liquid investment reserves will
be maintained at the average of the last three fiscal years’ operating and maintenance
expenses less depreciation plus debt service.
Repair and Replacement Reserve: The target balance for the Authority’s Repair and
Replacement Reserve Fund is the annual depreciation expense from the most recent
Annual Comprehensive Financial Report (ACFR).
Alternative Water Supply Reserve: The target balance for the Authority’s Alternative
Water Supply Reserve is the cash funded portion of the current 5-year Water Fund Capital
Improvement Plan.
3) Budgeting
a. Rate Study-A comprehensive rate study will be performed at least every five years.
b. Annual Operating Budget
1.

The Board of Directors will annually adopt a budget that: is balanced with planned
revenues equal to planned expenses based on financial forecasts, considers the
affordability of rates, has user fees and charges that fully support the total direct and
indirect costs of the activity, provides for the adequate maintenance and operations
of the water and wastewater systems, provides adequate funding of all adopted
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retirement benefit programs, maintains required reserves at least equal to the
minimum balance as defined in this Policy, and enables the Authority to meet the
debt service coverage target defined in this Policy.
2.

The Authority will work toward reducing reliance on facility charge revenue by
increasing total operating revenues (which do not include facility charge revenue)
to a level that will:
a. fund total operating expenses and debt service costs by fiscal year
2022 and
b. maintain debt service coverage of at least 1.5 while excluding 10%
of facility charge revenue from the calculation of net revenue
available for debt service in fiscal year 2021. The amount of
facility charge revenue excluded from the calculation of net
revenue available for debt service shall increase by 10% each year
until it reaches 100% in fiscal year 2030.

3.

The Authority will annually prepare an Annual Comprehensive Financial Report
(ACFR) that is audited by an independent CPA firm. The annual report will meet
Generally Accepted Accounting Principles (GAAP) and the Governmental
Accounting Standards Board’s (GASB) Statements.

4.

The Authority will follow applicable procurement laws and policies.

5.

The Authority will maintain internal controls to safeguard assets against loss and
insure the reliability of financial records.

6.

The Authority will follow a risk management program to safeguard its assets,
minimize financial liability and promote safety.

7.

The Authority shall maintain a budgeting control system to monitor actual-tobudget performance on a monthly basis. Immediate corrective action shall be taken
if revenue and expense estimates project a year-end operating deficit.

c. Capital Improvement Plan
1.

The Board of Directors will adopt a minimum five-year Capital Improvement Plan
(CIP) and update it annually. The CIP will identify capital projects to be
undertaken to meet changes in projected service demands, regulatory changes or
projected needs for infrastructure renewal, expansion or replacement and
appropriate financing methods for the CIP. A capital project has a life cycle greater
than one year and a cost of at least $50,000.

2.

Project identification and selection will consider the asset benefit compared to its
cost. The project selection process shall consider long term financial forecasts,
project impact, timeline, scope, funding schedule for preliminary activities,
operating and maintenance costs, and project life cycle costs. Projects shall be
ranked and selected based on their potential to achieve goals including, but not
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limited to, service reliability, adequate system capacity, efficiency, regulatory
compliance, safety/security, and customer satisfaction.
3.

The Authority’s goal is to fund at least 20% of the annual CIP budget with
operating revenues.

4.

The Authority will maintain an asset management program that inventories and
assesses the condition of capital assets to guide the maintenance and funding of its
capital assets at a level adequate to protect the Authority’s investment, meet
regulatory requirements, and minimize future maintenance and replacement costs.

4) Debt Management
a.

Growth in debt service will be balanced with projected growth of revenue so that debt
service coverage of at least 1.5 will be maintained.

b.

Long term borrowing will not be used to finance current operations or expenses for
normal maintenance.

c.

Debt will be refunded when it is in the best financial interest of the Authority.

d.

All trust indenture requirements and applicable laws will be met or exceeded.

e.

Full disclosure will be made on bond issue documents and in response to bond rating
agency communications.

f.

Debt financing terms will be equal to or less than a project’s useful life.

g.

A financial feasibility analysis will be prepared for each long-term financing which
analyzes the impact on current and future budgets for debt service and operations.
The analysis will also address the reliability of revenues to support debt service.

5) Investments: The JCSA Investment Policy previously adopted by the Board of Directors on
March 9, 2021 is incorporated into this Financial Policy.
6) Reporting: A 5-year financial forecast of anticipated revenues and expenses shall be
produced each fiscal year as part of the annual budget.
7) Revenues and Expenses
a.

Revenues
i. A diversified and stable revenue system shall be maintained to minimize short
term revenue fluctuations.
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ii. The Authority shall develop and maintain a comprehensive list of fees and
charges. Fees will be set at levels sufficient to cover the entire cost of service.
iii. Growth related costs related to the expansion of system capacity should be
funded through new and future customers who create the need for additional
capacity.
iv. One-time, nonrecurring revenues will be used for unexpected, nonrecurring
costs.
b.

Expenses
i. Authority operating expenses shall be funded with on-going revenues to the
extent possible.
ii. The Authority’s budget shall be managed within the total approved
appropriation.

8) Review-This Policy shall be reviewed annually for possible updates.
Updated March 9, 2021
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Budget Message
Overview
To Members of the Board of Directors and James City Service Authority Customers:
Enclosed is the Fiscal Year (FY) 2023 Proposed Budget totaling $24,060,433 for the James City
Service Authority (JCSA). The JCSA has a two-year budget process that allows the Board of
Directors to adopt a budget for immediate implementation and provide a plan for the second year.
The FY2023 Proposed Budget is year one of the biennial FY2023-2024 budget. The second year
of a biennial budget allows for changes to be made to the plan for unforeseen developments.
The chart below summarizes the Proposed FY2023 and Planned FY2024 Budgets as compared
to the FY2022 Adopted Budget.

FY2022
Adopted

FY2023
Proposed

FY2024
Plan

Revenues
$ 14,349,253
Water Fund
10,018,717
Sewer Fund
Less Interfund Transfers
(750,000)
Total $ 23,617,970

$ 14,503,612
10,306,821
(750,000)
$ 24,060,433

$ 15,011,128
10,284,914
(750,000)
$ 24,546,042

Expenses
Water Fund
$ 14,349,253
$ 10,018,717
Sewer Fund
Less Interfund Transfers
(750,000)
Total $ 23,617,970

$ 14,503,612
$ 10,306,821
(750,000)
$ 24,060,433

$ 15,011,128
$ 10,284,914
(750,000)
$ 24,546,042

Full-time FTEs
Part-time FTEs
Total

99.0
1.0
100.0
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102.0
1.0
103.0

105.0
1.0
106.0

Major differences from FY2022 to the proposed FY2023 budget include:
Amount

Description

$ 858,600 Revenue - Interest Income increases due to forecasted growth in returns
$ 161,544 Revenue - Water Fund Fixed Charge increases per multi-year rate plan
$ 500,000 Expense - Alternative Water Supply Reserve contribution increases
$ 436,590 Expense - Sewer Infrastructure Rehabilitation capital funding increases
$ 337,034 Expense - Salary adjustments to reflect market conditions
$ 180,483 Expense - Add 3 positions: Support Section Maintenance Specialist, Wastewater Maintenance Mechanic and Finance Specialist
$ 150,000 Expense - Sewer Fund Infrastructure Maintenance increases based on observed frequency of emergent repairs

Major revenue sources and expenses are summarized in the chart below.
Revenue
Water and Sewer Service Revenue
Water and Sewer Facility Fees
Miscellaneous
Grinder Pump Charges
Interest Income
Unrestricted Net Position

Expenses
$ 17,713,915
$ 2,800,000
$
508,258
$
208,000
$ 1,058,600
$ 1,771,660

Total

$ 24,060,433 Reserve Contributions

Personnel
Non-personnel Operating
Capital Outlay
Grinder Pump Maintenance
Debt Service
CIP

$
$
$
$
$
$

9,111,588
6,707,013
171,000
286,000
2,075,886
3,708,946

$ 2,000,000

Total

$ 24,060,433

The FY2023 Proposed Budget includes changes to the water service rates and water fixed charge
as recommended in the multi-year plan from the 2020 JCSA Rate Study. Incremental rate
increases are required to maintain adequate water revenue as per person water use decreases
as shown in the graph below.
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These changes allow JCSA to prepare for substantial future water sourcing challenges, manage
aging infrastructure, cover fixed costs, maintain debt service coverage and promote water
conservation.
Water charges increase approximately 3.5% for a typical 5,000 gallons per month residential user
while no changes are proposed to the current sewer service rate or sewer fixed charge. The total
monthly water and sewer bill for a typical 5,000 gallons per month residential user would increase
by $0.94 per month from $44.77 to $45.71. The JCSA has the lowest water rate for a 5,000 gallons
per month residential user and the third lowest monthly combined water and sewer bill among the
18 Hampton Roads localities.
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Affordability is an important on-going goal of JCSA’s rate structure. In order to track affordability
over time, an Affordability Performance Measure was created. A common definition of a burdened
household is one spending more than 4.5% of mean household income on the combined water
and sewer bill. The typical JCSA single family residential combined water and sewer collection
bill for 5,000 gallons per month of $45.71 is roughly equal to the current Hampton Roads
Sanitation District (HRSD) sewer treatment bill for 5,000 gallons per month of $42.71. Since most
JCSA customers are also HRSD customers, the goal is to keep the typical JCSA single family
residential combined water and sewer collection bill below 2.25% of the federal poverty household
income level for a family of 4, currently $27,750 annually or $2,313 monthly. The 2.25%
benchmark is half of the 4.5% of a burdened household’s income spent on water and sewer
services and reflects a typical household’s relatively even split of the total water and sewer bill
between JCSA and HRSD. The FY2023 JCSA combined water and sewer bill for 5,000 gallons
per month of $45.71 is 1.98% of the current federal poverty household income for a family of 4.
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Major Issues - Working Today to Protect Tomorrow
This budget reflects JCSA’s commitment to provide reliable and affordable water and wastewater
services to protect public health today and promote operational and financial sustainability for
tomorrow. JCSA’s updated logo includes the motto “Working Today to Protect Tomorrow” to
document this commitment.
The FY2023 Proposed and FY2024 Planned Budgets include initiatives and projects to
proactively respond to the following six major issues currently facing the JCSA.







Sustainable Long-Term Water Supply
Resource Conservation and Protection
Modernizing Aging Infrastructure, Facilities and Technology
Succession Management: Recruitment and Retention
Regulatory Compliance
Affordability and Financial Resilience

Budget Actions to Address Major Issues
Sustainable Long-Term Water Supply - Work continues to identify an alternative future water
source in order to meet the first goal of James City County’s 2035 Strategic Plan, obtaining a
sustainable long-term supply to meet water needs through 2035 and beyond. JCSA’s current 10year groundwater withdrawal permit from the Virginia Department of Environmental Quality (DEQ)
was renewed in February 2017. DEQ expressed an interest in reducing groundwater withdrawals
within the Eastern Virginia Groundwater Management Area, of which JCSA is a part. While the
JCSA’s permit accommodates current withdrawals of approximately 5.4 million gallons per day
(MGD) with an initial allowance of 6 MGD and provides subsequent tiered increases based on
residential and commercial growth up to 8.4 MGD, it also requires JCSA to pursue alternative
sources to groundwater. The JCSA is currently evaluating options for alternative sources of water
should the groundwater withdrawal permit be reduced after the current permit expires in 2027.
Possible solutions include on-going negotiations with DEQ to delay and decrease the proposed
permit reductions or groundwater replenishment through HRSD’s Sustainable Water Initiative for
Tomorrow (SWIFT) initiative to treat already highly treated wastewater effluent to drinking water
standards and return it to the aquifer. Any solution will require significant capital investment. The
JCSA conducts long range financial forecasting consisting of a rate study every five years and
annual updates to the rate model to plan for and pay for these investments. The FY2023 Proposed
and the FY2024 Planned Budgets each include a $1 million contribution to the Alternative Water
Supply Reserve to build dedicated funding and reduce the future borrowing costs of these
solutions. The FY2023 contribution will bring the total balance to $3.75M or 32% of the target
balance of $11.725 million which is the cash funded portion of the FY 2023-27 five year Water
Fund Capital Improvement Program (CIP).
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Resource Conservation and Protection - In addition to pursuing alternative sources, water
conservation and resource protection to maintain clean, safe drinking water and prevent sanitary
sewer overflows are key elements in JCSA’s mission. Since the water system is designed to meet
peak demands, reducing irrigation in the high demand summer months and practicing year-round
conservation can delay or eliminate the need to significantly expand supply sources and
associated infrastructure. Resource protection maintains and improves current quality standards
and infrastructure for water supply, water production, water distribution and wastewater collection
to protect customers and the community.
Water conservation and resource protection initiatives in the FY2023 Proposed and FY2024
Planned Budgets include continuing use of an increasing block water rate structure to promote
water conservation using a unit charge that increases with higher consumption, development of
a communication plan to increase the frequency and quality of conservation education outreach
efforts through multiple channels including an updated website, continuation of the popular rebate
program for water efficient appliances, and an increase in the CIP budget for rehabilitating sewer
infrastructure to prevent sanitary sewer overflows.
Modernizing Aging Infrastructure, Facilities and Technology - The majority of JCSA’s $3.7 million
FY2023 Proposed CIP focuses on meeting the second goal of the County’s 2035 Strategic Plan,
investing to modernize infrastructure, facilities and technology. Infrastructure and facility upgrade
projects include engineering design funding for replacement of the Toano Estates neighborhood
water mains, replacement of a 12-inch water main near the County Recreation Center and
complete rehabilitation of three 1970s era sewer lift stations. The 2023 CIP contains construction
funding for replacement of the 16-inch steel water main originally installed in 1976 across the
College Creek bridge on Route 199. The FY2023 CIP continues the upgrade of the Five Forks
Water Treatment Plant’s (FFWTP) SCADA (Supervisory Control and Data Acquisition) industrial
control and communication system that monitors and regulates water production processes.
Variable frequency drives (VFDs), the hardware and software package that controls electric motor
speed and power in pump and motor assemblies, will be replaced at 7 sewer lift stations through
the CIP in FY2023.
The FY2023 Proposed and FY2024 Budgets also provide $1 million towards the approximately
$8 million target balance in the JCSA’s Repair and Replacement Reserve, bringing the total
balance at the beginning of FY2023 to $2.3 million or 29% percent of the target. This reserve
promotes infrastructure asset management by funding unexpected repairs and planned
replacement activity to maintain current levels of service. In keeping with the generator
replacement schedule recently established through the JCSA’s Asset Management program,
three sewer lift station generators and one well facility generator will be replaced in both FY2023
and 2024 using reserve funds. The reserve will also fund replacement of VFDs at 9 well facilities
in FY2023.
Two new positions in the FY2023 budget and three new positions in the FY2024 budget are
focused on safely maintaining aging infrastructure while keeping up with system growth. One new
Support Section Maintenance Specialist position is included in both FY2023 and FY2024. These
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Maintenance Specialists will be paired with existing Industrial Electrician positions to promote
efficient teamwork and safety while maintaining JCSA’s 77 sewer lift stations, 25 well facilities
and 6 operations buildings. The FY2023 budget adds a Wastewater Maintenance Mechanic who
will form a similar work pair with an existing Wastewater Maintenance Specialist position. A
Wastewater Collection Crew Leader and Wastewater Collection Specialist in the FY2024 budget
will join with existing staff to form an additional crew to maintain underground water infrastructure.
On-going operating budget initiatives focused on prolonging infrastructure life include hydrant
maintenance, water tank painting and water and sewer easement maintenance.
Succession Management: Recruitment and Retention - Like many other utilities, the JCSA has a
significant number of employees with many years of service who are nearing retirement age. In
addition, the technical skills required for many JCSA positions are in high demand in the
workplace. Finding and keeping these skilled employees is a challenge.
The major initiative in the FY2023 Proposed and FY2024 Planned Budgets to address this
challenge is 5% salary increases each year and moving the raise effective date from October 1
to July 1 for FY2023. The FY2023 plan also includes a one-time $1,500 salary supplement to
facilitate advancement in the salary range.
In order to promote succession management and address increasing workload, the FY2023
budget contains a Finance Specialist position to assist in managing, analyzing and processing a
variety of financial data and transactions to include accounting and purchasing activities.
Regulatory Compliance - JCSA’s regulatory compliance responsibilities are a major driver of
budget expenses. Major compliance efforts center on the United States Environmental Protection
Agency’s Lead and Copper Rule and the on-going Consent Agreement with the Virginia
Department of Environmental Quality (DEQ) to address sanitary sewer overflows.
In anticipation of future requirements contained in the Lead and Copper Rule, JCSA completed a
corrosion control study and will pursue the recommended improvements to optimize treatment
processes by adding corrosion inhibitor at 7 well facilities. The FY2023 Proposed CIP includes
additional funding to implement the study recommendations that are designed to protect JCSA
and customer infrastructure from corrosion. In addition, storage facilities will be added at FFWTP
to house additional chemicals required for the corrosion control program.
The operating budget in both FY2023 and 2024 supports increased sampling and water quality
analysis activities required as the water system grows and adds new customers.
The FY2023 and FY2024 CIP and Sewer Fund operating budgets contain funding to fulfill the
JCSA’s on-going Consent Agreement responsibilities to address sanitary sewer overflows
through easement clearing; gravity sewer pipe and manhole inspection; force main and valve
inspection; pump station inspection; flow monitoring and hydraulic modeling; fats, oils, and grease
abatement; and rehabilitation of defective assets. In addition to ensuring JCSA meets its Consent
Order regulatory responsibilities, the Consent Agreement Management, Operation, and
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Maintenance (MOM) program improves system reliability and service levels for residents by
proactively seeking out infrastructure issues and treating them before they cause larger problems.
Affordability and Financial Resilience - Maintaining reasonable rates while saving for future
investments is an on-going challenge. The JCSA’s multi-year rate plan includes gradual increases
over time to avoid sudden large rate shocks that are difficult for customers to budget for. Long
range financial planning promotes affordability by identifying time periods when no rate increase
is required such as the maintenance of current sewer service and sewer fixed rates through
FY2024. These planning efforts have increased JCSA’s financial resilience by building reserves
to levels required by policy and favored by credit rating agencies and reducing reliance on tap
fees which are a one-time, non-recurring revenue source. JCSA’s current bond ratings of AAA
from Standard & Poor’s and Aa1 from Moody’s Investors Service demonstrate the continued
effectiveness of these plans.
These budgetary initiatives will allow the JCSA to continue to deliver safe and dependable water
and wastewater services today and meet the challenges of tomorrow.
I would like to thank the members of the Board of Directors for their continued support.
Sincerely,

M. Douglas Powell
General Manager
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Summary of Change in Net Position
Projected Net Position, July 1, 2022
$ 46,624,071
Revenue
Expenses

$ 24,060,433
$ (24,060,433)

Net Change in Net Position

$

Projected Net Position, July 1, 2023

$

46,624,071

Schedule of Debt Obligations
FY2023
Principal
Outstanding
7/1/2022
Maturity Original Issue

James City Service Authority (JCSA)
2016 Revenue Refunding Bonds
2021 Revenue Bonds

Total Debt Service - James City Service Authority

1/15/40
1/15/35

Principal

Interest

Total Debt
Service

22,595,000
9,135,000
31,730,000

18,510,000
8,025,000
26,535,000

745,000
538,000
1,283,000

611,200
181,686
792,886

1,356,200
719,686
2,075,886

$ 31,730,000

$ 26,535,000

$ 1,283,000

$ 792,886

$ 2,075,886
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Budget Introduction
The JCSA budget is divided into two major funds: the Water Fund and the Sewer Fund. Centralized
functions supported equally by the two funds include Administration, Engineering, Customer Service,
Information Technology, Utility Inspections/Locating, Warehouse, Safety/Asset Management, FOG (Fats,
Oils and Grease)/Cross Connection, Dispatch, Facility Maintenance, Underground Utilities (Water
Distribution Section and Wastewater Collection Section) and the Support Section (maintenance of
electrical, mechanical, emergency power generation and diesel systems). The Water Production Section
and Meter Reading are supported solely by the Water Fund and the Wastewater Maintenance Section is
supported solely by the Sewer Fund.
Strategic Plan
The first and second goals of the County’s 2035 Strategic Plan, obtaining a sustainable long-term water
supply and maintaining modern infrastructure and technology, are major initiatives in JCSA’s Proposed
FY2023 and Planned FY2024 budgets. Successfully meeting both long-term goals requires action today
to protect our resources for tomorrow. As discussed in the budget message, three of the six major issues
facing the JCSA today are tied directly to these Strategic Plan goals: Sustainable Long-Term Water
Supply, Resource Conservation and Protection, and Modernizing Aging Infrastructure, Facilities and
Technology.
JCSA is required to pursue alternative water sources under the terms of its current Virginia Department
of Environmental Quality (DEQ) groundwater withdrawal permit. Increased contributions to the Alternative
Water Supply Reserve Fund in FY2023 and FY2024 will build dedicated funding for these future water
sources and reduce future borrowing costs. In addition, an updated communication plan will increase the
frequency and quality of conservation education outreach efforts through multiple channels including an
updated website. Significant year-round conservation can delay or eliminate the need to significantly
expand supply sources and related infrastructure.
JCSA’s Asset Management program has evolved to identify specific areas of repeated infrastructure
failures, assets with a high probability of failure and assets with a high consequence of failure. The
average projected useful life and replacement costs for these assets are established from experience
and industry standards. Inventories are performed to identify assets particular to each facility or
neighborhood, the known or estimated installation/replacement date of the assets, asset condition,
projected replacement date, and quantities/equipment size so that replacement unit costs can be
developed. Replacements and repairs are tracked from work orders to better understand how assets fail
and better predict when they will fail. These assessments are used to forecast capital needs and identify
periods of predicted high expenditures so JCSA can budget and plan accordingly to spread out the
required spending over time. For example, the Asset Management program recently established
replacement schedules for facility generators and variable frequency drives (VFDs), the hardware and
software package that controls electric motor speed and power in pump and motor assemblies, and the
FY2023 and 2024 budgets contain funds for these replacements.
The program has shown that costs to maintain modern infrastructure and technology will increase
significantly in the future as more equipment, pipes, wells and pump stations reach the end of their useful
lives. Current capital projects such as the College Creek 16-inch water main replacement and the Repair
and Replacement Reserve will allow JCSA to fix aging infrastructure both now and in the future.
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The JCSA’s water system includes the following assets supported in the Water Fund:
 5-million gallons per day brackish groundwater reverse osmosis water treatment facility
(FFWTP),
 15 remote well/treatment facilities,
 5 large storage tanks,
 2 booster pump stations,
 4 pressure reducing stations,
 420 miles of water main,
 10,641 valves, blow-offs and air release valves
 2,847 – Fire hydrants,
 23,670 water services and meters.
The JCSA’s sewer system includes the following assets supported in the Sewer Fund:
 365 miles of gravity sewer main,
 86 miles of force main,
 10,207 manholes,
 25,428 service laterals,
 77 wastewater lift stations.
In addition, JCSA has numerous assets shared between the Water and Sewer Funds, including:
 Administration building,
 Warehouse,
 Various storage/garage facilities,
 Vehicles/heavy equipment,
 Tools and equipment.
Comprehensive Rate Study
Affordability and Financial Resilience is another major issue facing the JCSA that is addressed in this
budget. Maintaining reasonable rates while saving for future investments is an on-going challenge. The
JCSA’s multi-year rate plan includes gradual increases over time to avoid sudden large rate shocks that
are difficult for customers to budget for. Long range financial planning promotes affordability by identifying
time periods when no rate increase is required. These planning efforts have increased JCSA’s financial
resilience by building reserves to levels required by policy and favored by credit rating agencies and
reducing reliance on tap fees which are a one-time, non-recurring revenue source. JCSA’s current bond
ratings of AAA from Standard & Poor’s and Aa1 from Moody’s Investors Service demonstrate the
continued effectiveness of these plans.
The JCSA’s Financial Policy requires a comprehensive rate study every five years. The proposed
changes from the 2020 study are designed to maintain adequate revenue despite continued decreases
in water usage and minimize the impact of rate increases on the customer.
The rate study developed a multi-year plan with incremental changes to the water rate structure and
water rates. The current structure contains four tiers sized to reflect current usage patterns while
promoting water conservation: Tier 1 (up to 4,000 gallons monthly), Tier 2 (4,001-8,000 gallons monthly),
Tier 3 (8,001-12,000 gallons monthly), and Tier 4 (greater than 12,000 gallons monthly). Water service
rates for both single-family residential consumption in the first three tiers and commercial/non-singlefamily residential consumption decreased in FY 21 to offset an increase in the water fixed charge that all
customers pay regardless of consumption level.
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The FY2023 Proposed Budget continues the multi-year plan of incremental increases to the water service
rates. The water fixed charge increases to promote long-term revenue and rate stability and moves the
Authority’s fixed cost recovery level closer to the range favored by credit rating agencies. Water charges
increase approximately 3.5% for a typical 5,000 gallons per month residential user while no changes are
proposed to the current sewer service rate or sewer fixed charge. The charts below summarize the
proposed water rate changes.
The total monthly water and sewer bill for a typical 5,000 gallons per month residential user would
increase by $0.94 per month from $44.77 to $45.71 for an overall increase of 2.1%. The combined bill
would be the third lowest among the 18 Hampton Roads localities.
The remaining proposed change is an increase to the grinder pump maintenance fee to better match the
program’s current contract, inspection, and administrative costs.
Succession Management: Recruitment and Retention
Finding and keeping staff with the technical skills needed to successfully operate water and wastewater
systems is an on-going challenge. The FY2023 and 2024 budgets each contain 5% salary increases.
The FY2023 budget also includes a one-time $1,500 salary supplement to facilitate advancement in the
salary range and movement of the raise effective date from October 1 to July 1.
Regulatory Compliance
JCSA’s regulatory compliance responsibilities are a major driver of budget expenses. Major compliance
efforts in the FY2023 and FY2024 budgets center on the United States Environmental Protection
Agency’s Lead and Copper Rule for the water system and the on-going Consent Agreement with the
Virginia Department of Environmental Quality (DEQ) to address sanitary sewer overflows. These efforts
include increased sampling and water quality analysis activities required as the water system grows and
adds new customers, implementation of corrosion control study recommendations designed to protect
JCSA and customer infrastructure from deterioration, extensive sewer pipe maintenance to proactively
identify and fix defects before they cause larger problems, and rehabilitation of sewer lift stations to both
maintain service levels in established neighborhoods and accommodate new growth.
Performance Measures
New performance measures were developed to evaluate JCSA’s progress in achieving strategic goals
and effectively addressing the six major issues currently facing the JCSA:







Sustainable Long-Term Water Supply
Resource Conservation and Protection
Modernizing Aging Infrastructure, Facilities and Technology
Succession Management: Recruitment and Retention
Regulatory Compliance
Affordability and Financial Resilience
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The two reserve balance measures show progress toward meeting the target balance established in the
JCSA’s Financial Policy. The water conservation metric indicates the effectiveness of conservation
education efforts and initiatives such as the four-tier rate structure and the water efficient appliance rebate
program. The number of breaks measure for water and sewer displays the effectiveness of maintenance
and modernization efforts for the JCSA’s underground infrastructure and regulatory compliance tasks
focused on water quality and spill prevention. Average years tenure indicates JCSA’s effectiveness in
retaining its technically skilled labor force. Finally, the affordability metric documents the impact of the
JCSA’s combined water and sewer collection bill on households at the federal poverty level.
A common definition of a burdened household is one spending more than 4.5% of mean household
income on the combined water and sewer bill. For FY2023 the typical JCSA single family residential
combined water and sewer collection bill for 5,000 gallons per month of $45.71 is roughly equal to the
current Hampton Roads Sanitation District (HRSD) sewer treatment bill for 5,000 gallons per month of
$42.71. Since most JCSA customers are also HRSD customers, the goal is to keep the typical JCSA
single family residential combined water and sewer collection bill below 2.25% of the federal poverty
household income level for a family of 4, currently $27,750 annually or $2,313 monthly. The 2.25%
benchmark is half of the 4.5% of a burdened household’s income spent on water and sewer services and
reflects a typical household’s relatively even split of the total water and sewer bill between JCSA and
HRSD.

Issues/Goal
Sustainable Long-Term Water Supply
Affordability and Financial Resilience
Goal: Reach and Maintain Target of $11.725M
Resource Conservation and Protection
Goal: Consumption Trending Down
Modernizing Aging Infrastructure, Facilities and
Affordability and Financial Resilience
Goal: Reach and Maintain Target of $8M
Modernizing Aging Infrastructure, Facilities and
Regulatory Compliance
Goal: Maintaining or Trending Down
Modernizing Aging Infrastructure, Facilities and
Regulatory Compliance
Goal: Maintaining or Trending Down
Succession Management: Recruitment and
RGoal:
t tiMaintaining or Trending Up
Affordability and Financial Resilience
Goal: 2.25% or less

Performance Measure Description

FY21
FY22
Actual Estimate

FY23
Target

FY24
Target

Funding Progress to Alternative Water Supply Reserve
Target Balance of Cash Portion of Water Fund CIP

17.6%

21.6%

32.0%

40.5%

Water Conservation - Annual Billed Gallons
Consumption Per Active Customer Account

71,921

70,813

69,722

68,676

Funding Progress to Repair and Replacement Target
Balance of Annual Depreciation Expense

4.0%

15.7%

29.0%

36.0%

Number of Water Main Breaks

27

23

25

25

Number of Sewer Main Breaks

22

21

22

22

Average Years Tenure of Employees

11.7

11.1

11.0

11.0

% Federal Poverty Household Income Family of 4
Spent on Single Family Residential Combined Water
and Sewer Collection Bill (5,000 Gallons/month)

1.99%

1.94%

2.00%

2.00%
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Financial Summary

FY2022
Adopted

FY2023
Proposed

FY2024
Plan

Revenues
$ 14,349,253
Water Fund
10,018,717
Sewer Fund
Less Interfund Transfers
(750,000)
Total $ 23,617,970

$ 14,503,612
10,306,821
(750,000)
$ 24,060,433

$ 15,011,128
10,284,914
(750,000)
$ 24,546,042

Expenses
$ 14,349,253
Water Fund
$ 10,018,717
Sewer Fund
Less Interfund Transfers
(750,000)
Total $ 23,617,970

$ 14,503,612
$ 10,306,821
(750,000)
$ 24,060,433

$ 15,011,128
$ 10,284,914
(750,000)
$ 24,546,042

Full-time FTEs
Part-time FTEs
Total

99.0
1.0
100.0

102.0
1.0
103.0

105.0
1.0
106.0

Major Differences from FY2022 Adopted Budget
The proposed FY2023 budget increases 1.9% overall from FY2022 and the planned FY2024 budget
increases 2.0% from FY2023.
Revenue
In FY2023 interest income increases $858,600 over FY2022 levels due to forecasted growth in returns.
Water Fund fixed charge revenue increases in FY2023 due to incremental rate increases implemented
in accordance with the multi-year plan established by the 2020 rate study.
Budget revenue forecasts are developed using the rate model that is updated every year with historical
data on major factors such as consumption, customer growth, rainfall and the past year’s actual revenue
and expenses. Assumptions are made for future factors such as new account growth and demand based
on trend analysis, rate model algorithms and management’s estimated impacts of new programs and
regulatory requirements. Interest income estimates are based on forecasts provided by JCSA’s
Investment Advisor.
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Expenses
In the Water Fund, the annual contribution to the Alternative Water Supply Reserve doubles from FY2022
to $1M in FY2023 and FY2024. The recurring CIP sewer infrastructure rehabilitation item increases in
the Sewer Fund by $436K from FY2022 to $1.69M in FY2023.
Salary adjustments of $337K to reflect current market conditions and $180K associated with the
additional of 3 new positions are notable operating budget personnel cost increases in FY2023. Three
new positions are also included in FY2024. All six new positions create internal career growth promotional
pathways to address recruitment and retention and improve succession management.
Two of the three new positions in FY2023 and all three new positions in FY2024 are focused on safely
maintaining aging infrastructure while keeping up with system growth. One new Support Section
Maintenance Specialist included in both FY2023 and FY2024 will be paired with existing Industrial
Electrician positions to promote efficient teamwork and safety while maintaining JCSA’s 77 sewer lift
stations, 25 well facilities and 6 operations buildings. A Wastewater Maintenance Mechanic added in
FY2023 forms a similar work pair with an existing Wastewater Maintenance Specialist position. A
Wastewater Collection Crew Leader and Wastewater Collection Specialist in the FY2024 budget will join
with existing staff to form an additional crew to maintain underground water infrastructure.
A Finance Specialist position in FY2023 will address increasing workload by assisting in managing,
analyzing and processing financial data and transactions to include accounting and purchasing activities.
The estimated future operating budget impacts of non-recurring CIP projects are discussed in each
individual project description.
Financial Forecast for FY2025-2027
As required by the JCSA Financial Policy, forecasted revenue and expenses for the Water and Sewer
Funds for FY2025-2027 are as follows.
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Financial Forecast
Revenues

FY2025

FY2026

FY2027

Water Fund

$15,476,339

$ 16,028,601

$ 16,577,584

Sewer Fund

10,213,712

9,633,882

9,543,034

Total

$ 25,690,051

$ 25,662,483

$ 26,120,618

Water Fund

$15,476,339

$ 16,028,601

$ 16,577,584

Sewer Fund

10,213,712

9,633,882

9,543,034

Total

$ 25,690,051

$ 25,662,483

$ 26,120,618

Expenses

Details for the Water Fund and Sewer Fund follow this section.
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Water Fund
The Water Fund contains revenues and expenses for JCSA’s groundwater supply and distribution
system. Revenue comes from service and fixed charges, interest income, and other miscellaneous
sources such as inspection fees and plan review charges. Operating expenses include personnel,
supplies, repairs and maintenance, insurance, utilities, equipment, miscellaneous and capital outlay. Debt
service expenses reflect the principal and interest payments on outstanding debt. Capital projects reflect
expansions, replacements, significant rehabilitations and future reserves.
Strategic Plan
The FY2023 Water Fund budget focuses on meeting the first goal of the County’s 2035 Strategic Plan,
obtaining a sustainable long-term water supply to meet the County’s needs through 2035 and beyond.
JCSA’s Virginia DEQ 10-year groundwater withdrawal permit was renewed in February 2017. While the
permit accommodates JCSA’s current withdrawal of approximately 5.4 million gallons per day (MGD)
with an initial allowance of 6.0 MGD and provides subsequent tiered increases based on growth up to
8.4 MGD, the permit terms also require JCSA to pursue alternative sources to groundwater
(https://jamescitycountyva.gov/documentcenter/view/9952).
Possible solutions include on-going negotiations with DEQ to delay and decrease the proposed permit
reductions or groundwater replenishment through HRSD’s Sustainable Water Initiative for Tomorrow
(SWIFT) initiative to treat already highly treated wastewater effluent to drinking water standards and
return it to the aquifer. Any solution will require significant capital investment. The FY2023 Proposed and
FY2024 Planned Budgets each include $1M, double the FY2022 $500K contribution, to the Alternative
Water Supply Reserve to provide dedicated funding for development of a long-term, sustainable water
supply.
In accordance with the second goal of the County’s 2035 Strategic Plan to modernize infrastructure,
facilities and technology, the 2023 Capital Improvement Plan includes projects to replace and upgrade
aging infrastructure such as replacement of the Toano Estates neighborhood water mains, a 12-inch
water main near the County Recreation Center, and the 16-inch steel water main originally installed in
1976 across the College Creek bridge on Route 199. Facility and technology projects at the Five Forks
Water Treatment Plant (FFWTP) include a building addition to store chemicals required for JCSA’s
corrosion control program and upgrade of the SCADA (Supervisory Control and Data Acquisition)
industrial control and communication system that monitors and regulates water production processes.
In addition, the FY2023 Proposed Budget includes a contribution to the Repair and Replacement
Reserve.
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Financial Summary
FY2022
Adopted
Revenues
Service Charges
Facility Charges
Interest Income
Miscellaneous
ARPA Relief Grant
Interfund Loan from Sewer Fund
Unrestricted Net Position

$

Total $
Expenses
Operating:
Personnel
$
Non-personnel
Capital Outlay
Debt Service:
Principal
Interest
ARPA Relief Grant
Interfund Loan reimburse Sewer Fund
Capital Projects
Total $
Full-time FTEs
Part-time FTEs
Total

FY2023
Proposed

11,570,793
1,415,000
100,000
193,975
144,485
500,000
425,000
14,349,253

4,600,883
3,873,546
110,000
1,010,000
913,256
144,485
250,000
3,447,083
14,349,253
53.0
1.0
54.0

$

FY2024
Plan

11,682,337
1,500,000
529,300
291,975

$

500,000
$

14,503,612

$

$

4,798,634
4,034,302
40,000

$

$

12,128,653
1,510,000
565,500
306,975
500,000
15,011,128

5,082,454
4,614,811
155,000

1,283,000
792,886

1,335,000
743,455

250,000
3,304,790
14,503,612

250,000
2,830,408
15,011,128

54.0
1.0
55.0

$

55.5
1.0
56.5

The total FY2023 Water Fund budget increases 1.1% from FY2023 and FY2024 increases 3.5% over
FY2023.
Revenue
Water Fund service revenues increase in FY2023 and 2024 due to incremental rate increases in keeping
with the multi-year plan established in the 2020 rate study. Facility charges increase slightly due to
collection increases in hose bib and irrigation fees. Interest income increases significantly from FY2022
due to forecasted growth in returns. A $500,000 interfund transfer from the Sewer Fund to the Water
Fund for a contribution to the Water Fund’s Repair and Replacement Reserve continues in FY2023 and
2024.
Rate changes established in the 2020 comprehensive rate study allow the JCSA to successfully manage
substantial future water sourcing challenges associated with obtaining an alternative supply to
groundwater, aging infrastructure, fixed costs and debt service coverage.
Proposed water service consumption rate increases continue the rate study’s multi-year plan of
incremental increases. The water fixed charge also increases to promote long-term revenue and rate
stability and moves the Authority’s fixed cost recovery level closer to the range favored by credit rating
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agencies. The fixed charge is for expenses associated with operating and maintaining the water
distribution system.
Water service charges are based on customer type and consumption. Water rate structure changes
implemented in FY2021 consisted of adjusting the number and size of single-family residential tiers to
better reflect current usage patterns while promoting water conservation. The new structure contains four
tiers sized as follows: Tier 1 (up to 4,000 gallons monthly), Tier 2 (4,001-8,000 gallons monthly), Tier 3
(8,001-12,000 gallons monthly), and Tier 4 (greater than 12,000 gallons monthly).
Water charges increase approximately 3.5% for a typical 5,000 gallons per month residential user. The
total monthly water and sewer bill for a typical 5,000 gallons per month residential user would increase
by $0.94 per month from $44.77 to $45.71. The combined bill would be the third lowest among the 18
Hampton Roads localities. The charts below summarize the proposed water rate changes.
Single-Family Residential
Tier 1
Monthly Use:
0-4,000 gallons
Rate Per 1,000 Gallons

Tier 2
Monthly Use:
4,001-8,000 gallons

Tier 3
Monthly Use:
8,001-12,000 gallons

$7.01 $6.81
$14.03 $13.62
Multi-Family Residential and Non-Residential
All Meter Sizes
All Use
Rate Per 1,000 Gallons
$6.10 $5.92
$3.86 $3.75

Water Meter Size
5/8”
3/4”
1”
1-1/2”
2”
3”
4”
6”
8”
10”

Tier 4
Monthly Use:
12,001+ gallons
$21.74 $21.11

Monthly Fixed Charge
$5.71 $5.41
$8.56 $8.11
$14.26 $13.52
$28.53 $27.04
$45.65 $43.27
$99.86 $94.65
$171.18 $162.26
$385.17 $365.09
$456.50 $432.70
$656.21 $622.00

Water and sewer facility fees were updated in fiscal year 2021 as a result of the comprehensive rate
study completed in early 2020. Facility fees are charged to new development in the JCSA’s service area
to cover the cost of system expansion. System facility fees are assessed for major backbone
infrastructure and local facility fees are assessed for smaller water distribution and sewer collection
mains. The system facility fee structure is based on meter size and the local facility fee structure is a flat
charge. No changes to the facility fees are proposed for FY 2023 or 2024.
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The local facilities fee is $1,436 for each separate connection to an existing water main.
Miscellaneous revenue includes cellular equipment lease payments and fees for inspections, plan review
and late payment fees.
Expenses
Operating: One new Support Section Maintenance Specialist (0.5 FTE Water Fund) included in both
FY2023 and FY2024 will be paired with an existing Industrial Electrician position to promote efficient
teamwork and safety while maintaining JCSA’s 77 sewer lift stations, 25 well facilities and 6 operations
buildings. A Finance Specialist (0.5 FTE Water Fund) position in FY2023 will address increasing workload
by assisting in managing, analyzing and processing financial data and transactions to include accounting
and purchasing activities. A Wastewater Collection Crew Leader (0.5 FTE Water Fund) and Wastewater
Collection Specialist (0.5 FTE Water Fund) in the FY2024 budget will join with existing staff to form an
additional crew to maintain underground water infrastructure.
FY2023 and FY2024 include 5% salary increases to reflect market conditions and promote recruitment
and retention. The raise effective date will move from October 1 to July 1 for FY2023. The FY2023 plan
also includes a one-time $1,500 salary supplement to facilitate employee advancement in the salary
range. Additional personnel expenses include a 3% average health insurance increase and a 2%
increase in Virginia Retirement System costs.
FY2023 non-personnel operating expenses increase slightly from FY2022 primarily due to more storage
tanks requiring scheduled annual painting. Several large tanks appear on the painting schedule in
FY2024 and account for approximately $420K of the increase in non-personnel operating expenses.
Tanks are usually painted every 15 years, deep cleaned every 6 years and receive a regular maintenance
cleaning every 3 years.
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Debt Service: Debt Service spending includes both the principal and interest payments on bonds sold to
investors.
The Authority issued $9,135,000 in revenue bonds in May 2020 to fund major portions of two large
infrastructure improvement efforts, the White Oaks Area and Kingswood Water Main Replacement
Projects. These projects are part of the Authority’s repair and replacement program focusing on the
replacement of aging and underperforming infrastructure to increase service reliability, minimize service
disruptions, and improve operational efficiency. The White Oaks Area Water Main Replacement Project
consists of replacing and upsizing approximately 22,000 feet of water main in the water distribution
system installed in the early 1970s in the White Oaks, Indigo Park, Jamestown Farms, Paddock Green,
Paddock Lane, and Canterbury Hills neighborhoods. Design is complete and construction started in the
summer of 2021 at an estimated cost of $6.6 million and with an estimated completion date of early 2023.
The Kingswood Water Main Replacement Project consists of replacing and upsizing approximately
14,500 feet of cast iron water main in the 1960-70s era neighborhood water distribution system primarily
serving the Kingswood subdivision. Design started in 2021 with construction anticipated to begin in mid
2022 at an estimated total cost of $5.1 million and with an estimated completion date of 2023. Debt
service payments are projected to be approximately $572,300 annually with the final payment to be made
in 2040.
In 2008 JCSA entered into an agreement with the City of Newport News for long term water supply and
issued bonds to pay a first installment of $25 million for 4 million gallons of potable water capacity per
day per calendar year. An optional second installment of $25 million (adjusted for inflation from 2008 and
estimated to be approximately $32 million) was not paid in 2019 and water capacity under the agreement
was reduced to 2 million gallons per day. These bonds were refinanced in April 2016 resulting in an
annual debt service savings of approximately $292,550. Future payments are projected to be $1.36
million annually with the final payment to be made in 2040.
Interfund Loan: This $250,000 is the second of ten reimbursement payments to the Sewer Fund for a
$500,000 interfund transfer from the Sewer Fund to the Water Fund for a contribution to the Water Fund’s
Repair and Replacement Reserve. As established in the JCSA’s Financial Policy, the overall target
balance for the Repair and Replacement Fund is the annual depreciation expense from the most recent
ACFR which is approximately $8 million. The target balance for the Water Fund’s Repair and
Replacement Reserve is $5 million, roughly equivalent to the annual depreciation expense for water
assets.
Capital Projects: A five-year summary of the Water Fund’s CIP follows and includes a discussion of
individual projects.
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Five-Year Capital Improvement Plan Summary
Description
FY2023
FY2024
FY2025
FY2026
Water Supply
FFWTP Equipment Replacement
300,000
300,000
488,000
738,000
FFWTP Chemical Storage
$ 500,000 $
$
$
Subtotal
800,000
300,000
488,000
738,000
Water Distribution & Transmission
College Creek
343,940
Corrosion Inhibitor
100,000
100,000
System-wide Neighborhood & Spot
Pipe Replacements/Upgrades
225,000
689,558
2,060,442
1,400,000
Subtotal
668,940
789,558
2,060,442
1,400,000
Other Projects
Metering System Upgrades
165,850
165,850
165,850
165,850
Heavy Equip/Equip Replacement
60,000
60,000
Wells/Well Facilities Abandonment
70,000
75,000
75,000
FFWTP SCADA Upgrade
100,000
Subtotal
335,850
240,850
300,850
225,850
Reserves
Alternative Water Supply
1,000,000
1,000,000
1,000,000
1,000,000
Repair and Replacement
500,000
500,000
500,000
500,000
1,500,000
1,500,000
1,500,000
Subtotal 1,500,000
Grand Total
$ 3,304,790 $ 2,830,408 $ 4,349,292 $ 3,863,850

FY2027

$

300,000
300,000
-

Total

$

2,126,000
500,000
2,626,000
343,940
200,000

2,850,000
2,850,000

7,225,000
7,768,940

165,850
60,000
225,850

829,250
180,000
220,000
100,000
1,329,250

1,000,000
500,000
1,500,000
$ 4,875,850

5,000,000
2,500,000
7,500,000
$ 19,224,190



FFWTP Equipment Replacement: This is a capital maintenance project for the Five Forks Water
Treatment Plant (FFWTP) to replace equipment and maintain service levels. Replacement of the
reverse osmosis membranes is scheduled for FY2026. The total membrane project cost is $376,000,
funded with $188,000 in both FY2025 and FY2026 in addition to the standard $300,000 annual
maintenance replacement requirement. Replacement of a de-gasifier for $250,000 is scheduled for
FY2026.



FFWTP Chemical Storage: This project consists of the design and construction of an addition to
FFWTP to house chemicals used in the reverse osmosis water production process and the corrosion
inhibitor project. Space will also be included for spare well pumps and motors and piping. This project
will increase the operating budget’s utility and building maintenance costs by approximately $2,000
per year when it is completed.



College Creek 16” Waterline Rehabilitation: The existing 16-inch steel waterline suspended along the
College Creek Bridge was installed in 1976 and the protective coating, fittings and bridge attachment
connections require replacement due to exposure to the elements. The existing pipe will be removed,
sandblasted, covered with a new protective coating and reinstalled. Design started in FY2022 with
construction scheduled for FY2023. Project allocations in previous fiscal years were applied to the
design and construction of a directionally drilled waterline under College Creek that was completed
in FY2021 to provide system redundancy in advance of rehabilitating the line under the bridge.
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Corrosion Inhibitor: This project consists of designing and installing equipment to introduce corrosion
inhibitor that protects the water distribution system and residential piping. An evaluation was
completed in advance of future federal Lead and Copper Rule regulatory requirements to assess
JCSA’s Central System source water entry points and water distribution system water quality,
determine the effectiveness of current treatment processes, and obtain recommendations for
improvements to minimize the corrosion potential within JCSA’s water distribution system. The
FY2023 funding completes the $1.25 million construction budget required for improvements at
various water treatment facilities. Related drop pipe improvements and well pump upgrades are
included in FY2023 and FY2024. This project will increase the operating budget’s chemical costs by
approximately $100,000 per year when it is completed.



System-wide Neighborhood & Spot Pipe Replacements/Upgrades: This project is made up of seven
replacement and upgrade projects identified through the Asset Management program. The chart
below summarizes these projects. Neighborhood projects to improve system reliability and
redundancy include the Toano Estates water main replacement, Kristiansand service line
replacement, Brookhaven/Midlands loop and Governor’s Land water main loop. The total estimate
for the Governor’s Land loop project is $4.7 million. Spot replacements to minimize service disruptions
are planned for the 12” water main near the James City County Recreation Center and a water main
located in an easement at Raleigh Square. Pipes made of asbestos cement material are difficult to
connect to and more susceptible to failure than PVC or ductile iron if disturbed. A phased systemwide pro-active replacement of this material is scheduled to begin in FY2026.
System‐wide Neighborhood & Spot
Replacements/Upgrades
Rec Center 12" Main Replacement
Toano Estates Main Replacement
Kristiansand Service Lines Replacement
Raleigh Square Easement Main Replacement
Brookhaven/Midlands Water Main Loop
System‐wide Asbestos Pipe Replacement
Governor's Land Water Main Loop
Total

FY 23

FY 24

$ 125,000
$ 100,000

$ 366,558
$ 323,000

$ 225,000

$ 689,558

FY 25
$
$
$
$

FY 26

FY 27

Total

$ 300,000
$ 650,000
$ 1,900,000
$ 2,850,000

$ 1,200,000
$ 1,000,000
$ 525,000
$ 250,000
$ 350,000
$ 1,300,000
$ 2,600,000
$ 7,225,000

708,442
577,000
525,000
250,000

$ 2,060,442

$
50,000
$ 650,000
$ 700,000
$ 1,400,000



Metering System Upgrades: This project consists of $165,850 annually for radio read meters to meet
system growth and replacement needs and future installation of antennas and tower equipment to
further automate meter reading.



Heavy Equipment/Equipment Replacement: Annual replacement of one well facility generator and
transfer switch is programmed for FY2025 to FY2027.



Wells/Well Facilities Abandonment: This project consists of abandoning four well facilities and
associated wells and piping in accordance with the JCSA’s DEQ groundwater withdrawal permit.
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FFWTP SCADA Upgrade: SCADA (Supervisory Control and Data Acquisition System) is the
industrial control and communication system that monitors and controls JCSA’s 108 remote facilities.
The FFWTP SCADA system will be upgraded in 2022. The project consists of upgrading existing
programmable logic controllers (PLC) hardware and software and integrating them with existing
facility equipment. PLCs are industrial computers used to control machinery and equipment such as
pumps and motors. The upgraded system will also improve system reporting, data analysis and data
storage.



Alternative Water Supply: This reserve provides dedicated funding for development of a long-term,
sustainable water supply in accordance with the first goal of the County’s 2035 Strategic Plan. As
established by the JCSA Financial Policy, the target balance for the Authority’s Alternative Water
Supply Reserve is the cash funded portion of the current 5-year Water Fund Capital Improvement
Plan which is $11.725 million for the FY2023-27 CIP. The FY2023 contribution will bring the balance
to $3.75 million or 32 percent of the target.



Repair and Replacement: This reserve builds dedicated funding and promotes infrastructure asset
management in accordance with the second goal of the County’s 2035 Strategic Plan by funding
unexpected repairs and planned replacement activity to maintain current levels of service. JCSA
operates and maintains 420 miles of water pipes of varying materials and ages. Approximately 78%
of JCSA’s water pipes are made of polyvinyl chloride plastic which has an expected life of about 50
years.

Water Pipe Age
0 to 10 Years Old
10 to 20 Years Old
20 to 30 Years Old
30 to 40 Years Old
40 to 50 Years Old
Over 50 Years Old
Unknown Age

0

5

10

15

Percent of Total
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As the chart above shows, one-third of JCSA pipe infrastructure is 30 to 40 years old. In addition to
material and age, other factors that can influence expected pipe life include soil type, installation and
climate. The Repair and Replacement Reserve prepares JCSA to address challenges of aging
infrastructure.
As established by the JCSA Financial Policy, the overall target balance for this fund is the annual
depreciation expense from the most recent Annual Comprehensive Financial Report which is
approximately $8.0 million. Since its creation in FY2018, approximately $1.94 million in infrastructure
repairs have been funded through this reserve with 80% for water infrastructure and 20% for sewer
infrastructure. The target balance for the Water Fund’s Repair and Replacement Reserve is $5
million, roughly equivalent to the annual depreciation expense for water assets. The current Water
Fund Repair and Replacement Reserve balance is $735,000 and the proposed FY2023 contribution
of $500,000 brings funding progress at the beginning of FY2023 to 24.7% of the target.
Variable frequency drives (VFDs), the hardware and software package that controls electric motor
speed and power in pump and motor assemblies, will be replaced at 9 well facilities for $160K from
the Water Fund Repair and Replacement Reserve in FY2023. In keeping with the generator
replacement schedule recently established through the JCSA’s Asset Management program, one
well facility generator and associated transfer switch will be replaced for $60K in both FY2023 and
2024 using reserve funds.
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Sewer Fund
The Sewer Fund contains revenues and expenses for JCSA’s sewer collection and transmission system.
Revenue is provided from service and fixed charges, grinder pump charges, interest income, and other
miscellaneous sources such as rent and sub-meter charges. Operating expenses include personnel,
supplies, repairs and maintenance, insurance, utilities, equipment, miscellaneous and capital outlay.
Capital projects reflect expansions, replacements, significant rehabilitations and a reserve for future
repair and replacements.
Strategic Plan
In accordance with the second goal of the County’s 2035 Strategic Plan to modernize infrastructure and
technology, the CIP funds DEQ’s Consent Order sewer rehabilitation and maintenance projects to
address infrastructure asset management.
In 2007, the Board of Directors authorized the JCSA to enter into a Consent Agreement with the Virginia
Department of Environmental Quality (DEQ) to address sanitary sewer overflows (SSOs). Thirteen other
Hampton Roads localities entered into similar agreements during the same timeframe. In February 2014,
Hampton Roads Sanitation District (HRSD) and fourteen Hampton Roads localities, including the JCSA,
entered into a Regional Hybrid Consolidation Plan for meeting Consent Agreement requirements. This
regional approach to capital construction is estimated to save approximately $1 billion regionally
compared to the cost of each locality individually fulfilling its Consent Agreement responsibilities. JCSA
keeps ownership and control of its local sewer infrastructure and is still responsible for monitoring and
maintaining the local sewer system to Consent Agreement standards and fixing significant defects.
A contribution to the Repair and Replacement Reserve is funded through unrestricted net position.
JCSA’s Asset Management program has evolved to identify specific areas of repeated infrastructure
failures, assets with a high probability of failure and assets with a high consequence of failure. The
average projected useful life and replacement costs for these assets are established from experience
and industry standards. Inventories are performed to identify assets particular to each facility or
neighborhood, the known or estimated installation/replacement date of the assets, asset condition,
projected replacement date, and quantities/equipment size so that replacement unit costs can be
developed. Replacements and repairs are tracked from work orders to better understand how assets fail
and better predict when they will fail. These assessments are used to forecast capital needs and identify
periods of predicted high expenditures so JCSA can budget and plan accordingly to spread out the
required spending over time.
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Financial Summary
FY2022
Adopted
Revenues
Service Charges
$
Facility Charges
Grinder Pump Charges
Interest Income
Miscellaneous
ARPA Relief Grant
Unrestricted Net Position
Interfund Loan Reimbursement from Water Fund
Total $
Expenses
Operating:
Personnel
Non-personnel
Capital Outlay
Grinder Pump
ARPA Relief Grant
Interfund Loan to Water Fund
Capital Projects

$

Total $

FY2023
Proposed

6,042,065
1,200,000
211,000
100,000
248,180
96,323
1,871,149
250,000
10,018,717

3,937,071
2,434,962
134,000
286,700
96,323
500,000
2,629,661
10,018,717

Full-time FTEs
Part-time FTEs
Total

46.0
46.0

$

$

$

$

FY2024
Plan

6,031,578
1,300,000
208,000
529,300
216,283
1,771,660
250,000
10,306,821

4,312,954
2,672,711
131,000
286,000
500,000
2,404,156
10,306,821
48.0
48.0

$

$

$

$

6,042,815
1,300,000
208,000
565,500
227,283
1,691,316
250,000
10,284,914

4,571,192
2,681,961
78,000
286,000
500,000
2,167,761
10,284,914
49.5
49.5

The total FY2023 Sewer Fund budget increases 2.9% from FY2023 and FY2024 decreases 0.2% from
FY2023.
Revenue
Sewer Fund service revenues remain essentially unchanged from FY2022 to FY2023 with no proposed
rate increases. Facility charges increase slightly to match actual collections. Interest income increases
significantly from FY2022 due to forecasted growth in returns. The Water Fund continues to reimburse
the Sewer Fund $250,000 for an interfund loan started in FY2022 to fund the Water Fund contribution to
the Repair and Replacement Reserve.
Wastewater service charges are based upon water consumption. No changes are proposed in either
FY2023 or FY2024 to the sewer service rate of $3.11 per 1,000 gallons of water consumed.
Each customer bill includes a monthly fixed charge based upon the size of the meter serving the
customer. This fixed charge is for expenses associated with operating and maintaining the wastewater
collection system. No changes are proposed to the fixed charge in FY2023 or 2024.
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Water Meter Size
5/8”
3/4”
1”
1-1/2”
2”
3”
4”
6”
8”
10”

Monthly Fixed Charge
$2.00
$3.00
$5.01
$10.01
$16.01
$32.02
$50.03
$100.06
$160.10
$230.14

Water and sewer facility fees were updated in fiscal year 2021 as a result of the comprehensive rate
study completed in early 2020. Facility fees are charged to new development in the JCSA’s service area
to cover the cost of system expansion. System facility fees are assessed for major backbone
infrastructure and local facility fees are assessed for smaller water distribution and sewer collection
mains. The system facility fee structure is based on meter size and the local facility fee structure is a flat
charge. No changes to the facility fees are proposed for FY 2023 or 2024.

The local facilities fee is $1,818 for each separate connection to the wastewater collection system.
An increase in the grinder pump maintenance fee from $375 in FY2022 to $400 in FY2023 is proposed
to better match the program’s current contract, inspection, and administrative costs.
Miscellaneous revenue includes building rental, submeter charges and late payment fees.
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Expenses
Operating: The FY2023 budget adds a Wastewater Maintenance Mechanic who will form a work pair with
an existing Wastewater Maintenance Specialist position to promote safety and maintain lift station
facilities while keeping up with system growth. One new Support Section Maintenance Specialist (0.5
FTE Sewer Fund) included in both FY2023 and FY2024 will be paired with an existing Industrial
Electrician position to promote efficient teamwork and safety while maintaining JCSA’s 77 sewer lift
stations, 25 well facilities and 6 operations buildings. A Finance Specialist (0.5 FTE Sewer Fund) position
in FY2023 will address increasing workload by assisting in managing, analyzing and processing financial
data and transactions to include accounting and purchasing activities. A Wastewater Collection Crew
Leader (0.5 FTE Sewer Fund) and Wastewater Collection Specialist (0.5 FTE Sewer Fund) in the FY2024
budget will join with existing staff to form an additional crew to maintain underground water infrastructure.
FY2023 and FY2024 include 5% salary increases to reflect market conditions and promote recruitment
and retention. The raise effective date will move from October 1 to July 1 for FY2023. The FY2023 plan
also includes a one-time $1,500 salary supplement to facilitate employee advancement in the salary
range. Additional personnel expenses include a 3% average health insurance increase and a 2%
increase in Virginia Retirement System costs.
The major driver of the increase in non-personnel expenses is $150K added to infrastructure
maintenance to better match the actual frequency and size of required emergent repairs.
Interfund Loan: This $500,000 is the second of five annual loans from the Sewer Fund to the Water Fund
to fund the Water Fund’s Repair and Replacement Reserve contribution. The Water Fund began to
reimburse the Sewer Fund $250,000 annually in FY2022 with the final reimbursement payment due in
FY2031. As established in the JCSA’s Financial Policy, the overall target balance for the Repair and
Replacement Fund is the annual depreciation expense from the most recent ACFR which is
approximately $8 million. The target balance for the Sewer Fund’s Repair and Replacement Reserve is
$3 million, roughly equivalent to the annual depreciation expense for sewer assets.
Capital Projects: A five-year summary of the Sewer Fund’s CIP follows, as well as a discussion of the
individual projects.
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DEQ Consent Order Management, Operation, and Maintenance (MOM): The Virginia DEQ Consent
Order, effective September 26, 2007, requires that localities develop and implement a MOM Program.
The DEQ requires certain MOM activities to be performed on a continuing basis to include items such
as easement clearing; gravity sewer pipe and manhole inspection; force main and valve inspection;
pump station inspection; flow monitoring and hydraulic modeling; fats, oils, and grease abatement;
and repair/replacement/rehabilitation of defective assets. In addition to ensuring JCSA meets its
Consent Order regulatory responsibilities, the MOM program improves system reliability and service
levels for residents by proactively seeking out infrastructure issues and treating them before they can
cause larger problems.



DEQ Consent Order Sewer System Improvements: Significant defects discovered through Consent
Order MOM inspection activities must be repaired in a timely fashion. These required repairs include
manhole rehabilitation, pipe repair and sewer pipe bridge renovation. In addition to ensuring JCSA
meets its Consent Order regulatory responsibilities, the Sewer System Improvements program
improves system reliability and service levels for residents by funding neighborhood-wide pipe
replacement projects and improvements and upgrades at 77 neighborhood lift stations. Major projects
planned for fiscal year 2023 include complete rehabilitation of three 1970s era lift stations and
electrical and industrial control upgrades at two lift stations. Variable frequency drives (VFDs), the
hardware and software package that controls electric motor speed and power in pump and motor
assemblies, will be replaced at 7 sewer lift stations in FY2023 for $275K.



Heavy Equipment: Annual replacement of three lift station generators and transfer switches at $60K
each is programmed for FY2025 to FY2027 for a total of $180K per year. A Vac-Con vacuum truck
used for cleaning sanitary sewer mains and removing blockages is scheduled for replacement in
FY2026 at a total cost of $412K. This replacement is funded with a $206K contribution in both FY2025
and 2026.



Repair and Replacement: This reserve builds dedicated funding and promotes infrastructure asset
management in accordance with the second goal of the County’s 2035 Strategic Plan by funding
unexpected repairs and planned replacement activity to maintain current levels of service. JCSA
operates and maintains 451 miles of sewer pipes of varying materials and ages. Approximately 63%
of JCSA’s sewer pipes are made of polyvinyl chloride plastic which has an expected life of about 50
years.
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As the chart above shows, more than half of JCSA sewer pipe infrastructure is more than 30 years
old, and more than one quarter of the total is over 40 years old. In addition to material and age, other
factors that can influence expected pipe life include soil type, installation and climate. The Repair and
Replacement Reserve prepares JCSA to address challenges of aging infrastructure.
As established by the JCSA Financial Policy, the overall target balance for this fund is the annual
depreciation expense from the most recent Annual Comprehensive Financial Report which is
approximately $8 million. Since its creation in FY2018, approximately $1.94 million in infrastructure
repairs have been funded through this reserve with 80% for water infrastructure and 20% for sewer
infrastructure. The target balance for the Sewer Fund’s Repair and Replacement Reserve is $3
million, roughly equivalent to the annual depreciation expense for sewer assets. The current Sewer
Fund Repair and Replacement Reserve balance is $526,000 and the proposed FY2023 contribution
of $500,000 brings funding progress at the beginning of FY2023 to 34.2% of the Sewer Fund’s Repair
and Replacement Reserve target.
In keeping with the generator replacement schedule recently established through the JCSA’s Asset
Management program, three sewer lift station generators and associated transfer switches will be
replaced for $180K in both FY2023 and 2024 using reserve funds.
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Budgeted Employment Data
DEPARTMENT
JCSA
Total Other Funds

F/T
P/T
F/T
P/T

FY2015

FY2016

FY2017

FY2018

FY2019

FY2020

FY2021

FY2022

FY2023

FY2024

89.0
2.0
89.0
2.0

89.0
2.0
89.0
2.0

89.0
2.0
89.0
2.0

91.0
2.0
91.0
2.0

96.0
0.0
96.0
0.0

96.0
0.0
96.0
0.0

95.0
1.0
95.0
1.0

99.0
1.0
99.0
1.0

102.0
1.0
102.0
1.0

105.0
1.0
105.0
1.0
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Population Change

Graph from Virginia Employment Commission's publication "Virginia Community Profile - James City County"
Population Forecast data from Weldon Cooper Center for Public Service
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Median Household Income
$95,000
$90,000
$85,000
$80,000
$75,000
$70,000
$65,000
$60,000
$55,000
$50,000
2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020
Median Household Income James City County
Median Household Income Virginia
Median Household Income US

Year
2009
2010
2011
2012
2013
2014
2015
2016
2017
2018
2019
2020

Median Household Income
James City County
Virginia
$
72,902 $ 72,267
$
74,241 $ 70,937
$
73,575 $ 71,331
$
78,396 $ 72,101
$
75,806 $ 72,450
$
75,926 $ 71,511
$
77,668 $ 66,350
$
84,035 $ 70,795
$
88,149 $ 73,851
$
86,541 $ 78,549
$
92,773 $ 81,313
$
86,501 $ 81,947

Source: US Census Bureau
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$
$
$
$
$
$
$
$
$
$
$
$

US
59,458
57,904
57,021
56,912
58,904
58,001
60,987
62,898
63,761
64,324
68,703
67,521
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Unemployment Rate

Graph and data table from Virginia Employment Commission's publication "Virginia Community Profile - James City County"

C -4

Supplementary Information

Education
(Population 18 years and older)
Mlm;m.

Graph and data table from Virginia Employment Commission's publication "Virginia Community Profile - James City County"
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Glossary
Accrual Basis – A basis of accounting in which
transactions are recognized at the time they are
incurred, not when cash is received or spent.

Capital Expenditure – Money spent on acquiring or
maintaining capital assets, such as land, buildings,
and equipment.

Appropriation – A legal authorization made by the
Board of Directors to permit the Authority to incur
obligations and to make expenditures of resources for
specific purposes; approved on an annual basis.

Capital Improvement – Expenditures related to the
acquisition, expansion, or rehabilitation of an
infrastructure or facility.
Capital Improvement Program (CIP) – A plan for
capital expenditures to provide long-lasting physical
improvements to be incurred over a fixed period of
several future years.

Balanced Budget – The General Manager annually
proposes, and the Board of Directors adopts, a
budget or financial plan for the upcoming year in
which the revenues available (including any available
fund balance from prior years) match or exceed the
projected expenditures.

Capital Projects – A long-term, capital-intensive
investment project with a purposed to build upon, add
to, or improve a capital asset.

Bond – A written promise to pay a sum of money on
a specific date at a specified interest rate. The most
common type of bonds for Authority projects are
revenue bonds. Bonds are primarily used to finance
capital projects.

Debt Service – The Authority’s obligation to pay the
principal and interest of all bonds and other debt
instruments according to a pre-determined payment
schedule.
Depreciation – The process of estimating and
recording the lost usefulness, expired useful life, or
diminution of service of a capital asset that cannot or
will not be restored by repair and will be replaced. The
cost of the capital asset’s lost usefulness is the
depreciation or the cost to reserve in order to replace
the item at the end of its useful life.

Budget – A comprehensive plan of financial
operation embodying an estimate of proposed
expenditures for a given period of the proposed
means of financing them.
Budget Document – The instrument used by the
JCSA to present a comprehensive financial program
to the Board of Directors.

Encumbrance – The legal commitment of
appropriated funds to purchase an item or service. To
encumber funds means to set aside or commit funds
for future expenditures.

Budget Message – The opening section of the
budget, which provides the Board of Directors and the
public with a general summary of the most important
aspects of the budget, changes from the current and
previous fiscal years, and the views and
recommendations of the General Manager.

Enterprise Fund – A self-supporting fund designed
to account for activities provided to external
customers and supported by user charges.

Budget Process – A series of steps involved in the
planning,
preparation,
implementation,
and
monitoring of the Authority Budget.

Expenditures – The outflow of funds paid or to be
paid for an asset or goods or services obtained
regardless of when the expense is actually paid.

Budgetary Control – The control or management of
an enterprise in accordance with an approved budget
for the purpose of keeping expenditures/expenses
within the limitations of available appropriations and
available revenues.

Expenses – Charges incurred (whether paid
immediately or unpaid) for operation, maintenance,
interest, and other charges.

Capital Assets – Assets of long-term character
which are intended to continue to be held or used,
such as land, buildings, infrastructure, vehicles,
machinery, furniture, and other equipment.
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Glossary
Line Item – An individual expenditure (or expense)
category listing in the budget.

Fiscal Year – The time period designated by the
County signifying the beginning and ending period for
recording financial transactions. James City Service
Authority has specified July 1 to June 30 as its fiscal
year.

Major Fund – Any fund whose revenues or
expenditures, excluding other financing sources and
uses, constitute more than 10% of the revenues or
expenditures of the appropriated budget.

Fringe Benefits – Employee compensation that is in
addition to wages or salaries.

Modified Accrual Accounting – A basis of
accounting that is a combination of cash and accrual
accounting since expenditures are immediately
incurred as a liability while revenues are not recorded
until they are actually received or are “measurable”
and “available for expenditure”.

Full-Time Equivalent (FTE) – Full-time employee.
Fund – An accounting entity that has a set of selfbalancing accounts and that records all financial
transactions for specific activities or government
functions. Commonly used funds are: general fund,
special revenue funds, debt service funds, capital
project funds, enterprise funds, trust and agency
funds, and internal service funds.

Operating Budget – The portion of the budget that
pertains to daily operations that provides basic
governmental services. The operating budget
contains appropriations for such expenditures as
personnel, supplies, utilities, materials, travel, and
fuel.

Generally Accepted Accounting Principles
(GAAP) – Uniform minimum standards for financial
accounting and recording.

Performance Measures – Specific quantitative and
qualitative measures of work performed as an
objective of the department.

Government Finance Officers Association
(GFOA) – An association of public finance
professionals founded in 1906 as the Municipal
Finance Officers Association. The GFOA has played
a major role in the development and promotion of
generally accepted accounting principles for the state
and local government since its inception.

Revenue – Funds that the Authority receives as
income. It includes such items as fees from specific
services, and interest income.
Surplus – The excess of revenues over expenditures
for a fund during the fiscal year.

Grant – A contribution by a government or other
organization to support a particular function.

Transfers From Other Funds – Budget line item
used to reflect transfers of financial resources into
one fund from another fund.

Infrastructure – Long-lived capital assets that
normally are stationary in nature and can be
preserved for a number of years.

Virginia Retirement System (VRS) – An agent
multiple-employer public retirement system that acts
as a common investment and administrative agent for
the political subdivisions in the Commonwealth of
Virginia.

Interfund Transfer – Budget line item used to reflect
transfers of financial resources between funds.
Inventory – A detailed listing of property currently
held by the Authority.
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Acronyms
ACFR – Annual Comprehensive Financial Report
ARPA – American Rescue Plan Act
CIP – Capital Improvement Program
DEQ – Department of Environmental Quality
FFWTP – Five Forks Water Treatment Plant
FOG – Fats, Oils and Grease
FTE – Full-time Equivalent
FY – Fiscal Year
GAAP – Generally Accepted Accounting Principles
GFOA – Government Finance Officers Association
HRSD – Hampton Roads Sanitation District
JCC – James City County
JCSA – James City Service Authority
MGD – Million Gallons per Day
MOM – Management, Operation, and Maintenance
NNWW – Newport News Waterworks
PLC – Programmable Logic Controller
PSA – Primary Service Area
SCADA – Supervisory Control and Data Acquisition
SSO – Sanitary Sewer Overflow
SWIFT – Sustainable Water Initiative for Tomorrow
VFD - Variable Frequency Drive
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Debt to Maturity Schedules
Revenue Bond Series 2016
Period Ending Principal
Interest Debt Service
06/30/2022
$ 720,000 $ 632,800 $ 1,352,800
06/30/2023
$ 745,000 $ 611,200 $ 1,356,200
06/30/2024
$ 785,000 $ 573,950 $ 1,358,950
06/30/2025
$ 820,000 $ 534,700 $ 1,354,700
06/30/2026
$ 855,000 $ 501,900 $ 1,356,900
06/30/2027
$ 895,000 $ 459,150 $ 1,354,150
06/30/2028
$ 925,000 $ 432,300 $ 1,357,300
06/30/2029
$ 950,000 $ 404,550 $ 1,354,550
06/30/2030
$ 975,000 $ 376,050 $ 1,351,050
06/30/2031
$ 1,005,000 $ 346,800 $ 1,351,800
06/30/2032
$ 1,040,000 $ 316,650 $ 1,356,650
06/30/2033
$ 1,070,000 $ 285,450 $ 1,355,450
06/30/2034
$ 1,100,000 $ 253,350 $ 1,353,350
06/30/2035
$ 1,135,000 $ 220,350 $ 1,355,350
06/30/2036
$ 1,170,000 $ 186,300 $ 1,356,300
06/30/2037
$ 1,205,000 $ 151,200 $ 1,356,200
06/30/2038
$ 1,245,000 $ 115,050 $ 1,360,050
06/30/2039
$ 1,275,000 $ 77,700 $ 1,352,700
06/30/2040
$ 1,315,000 $ 39,450 $ 1,354,450
$19,230,000 $6,518,900 $ 25,748,900
Total
Revenue Bond Series 2020
Period Ending
06/30/2022
06/30/2023
06/30/2024
06/30/2025
06/30/2026
06/30/2027
06/30/2028
06/30/2029
06/30/2030
06/30/2031
06/30/2032
06/30/2033
06/30/2034
06/30/2035
Total

Principal

Interest

Debt Service

$ 526,000
$ 538,000
$ 550,000
$ 562,000
$ 575,000
$ 588,000
$ 602,000
$ 615,000
$ 629,000
$ 643,000
$ 658,000
$ 673,000
$ 688,000
$ 704,000
$ 8,551,000

$ 193,594
$ 181,686
$ 169,505
$ 157,053
$ 144,330
$ 131,312
$ 117,999
$ 104,370
$ 90,446
$ 76,206
$ 61,648
$ 46,751
$ 31,514
$ 15,938
$1,522,352

$
719,594
$
719,686
$
719,505
$
719,053
$
719,330
$
719,312
$
719,999
$
719,370
$
719,446
$
719,206
$
719,648
$
719,751
$
719,514
$
719,938
$ 10,073,352
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