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INTRODUCTION
In spring of 2011, the Town of Harpers Ferry hired David M. Beniamino, AICP to begin a community
visioning exercise. This endeavor, which proceeded from project development plans for the Hilltop Hotel
property (presently not being pursued), developed into preparations for the Comprehensive Plan update.
Community visioning is a process by which a community pictures the future it wants and then plans ways
to achieve it. The purposes of a visioning process are to develop a vision statement, community goals, and
a set of objectives that best articulates the desires of the citizens about the future of the community. A
vision statement offers guiding principles and priorities upon which a comprehensive plan may be based.
With the help of Mr. Beniamino, the Town established a Steering Committee made up of volunteers who
represent most stakeholder groups in the community, including residents, business owners, elected and
appointed officials, and a representative from the National Park Service. This Steering Committee was
tasked to ensure that the visioning process incorporated the voices and the ideas of the entire community.
The Steering Committee sought out and appointed additional volunteers who have served in subcommittee roles and many others have provided information to help carry out this effort.
Community visioning projects may take a variety of forms unique to each locality, but most visioning
exercises ask four fundamental questions:
1.
2.
3.
4.

Where are we now?
Where are we going?
Where do we want to be?
How do we get there?

The Harpers Ferry Steering Committee began by identifying major areas for gathering data about where
the town stands today and where we might be in the future. These areas are: Historic preservation and
land use management; demographics, housing, and business trends; infrastructure and basic services;
finances; security and emergency services; traffic and parking; and intergovernmental collaboration and
initiatives. These were adapted from other documents by similar community efforts.
This baseline document is the result of this effort. The baseline document attempts to answer the first
question above, Where are we now? and offers commentary which begins to respond to questions (2) and
(3). The full answers to questions (2), (3) and (4) will emerge from community dialog in the balance of
the visioning process. The goals and objectives of the updated comprehensive plan will reflect the
outcome of this dialog.
The Steering Committee has tried to avoid inferring from the data. In instances where inferences seem
more helpful than otherwise, these inferences, and relevant suggestions for further discussion, are
included in shaded commentary boxes. References to the 2007 Comprehensive Plans are provided in the
text (www.harpersferrywv.us/council.htm).
A baseline document is a living document. The Steering Committee recognizes that the data presented in
this document will change with time and as the Town moves toward an articulation of a Town vision.
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1.0

HISTORIC PRESERVATION and LAND USE PLANNING

This section discusses the historical context of the town, land use planning, and zoning and ordinance
development.

1.1

The Town in a Historical Context

Harpers Ferry, West Virginia is today a town of fewer than 300 residents located at the point where the
Blue Ridge Mountains split and the Shenandoah River meets the Potomac River to flow to the
Chesapeake Bay and the Atlantic Ocean. The town is circumscribed and defined by both its history and
its geography. Harpers Ferry is simultaneously one of the oldest towns in West Virginia and a 21st
century community.
Harpers Ferry was first settled in 1732 although Native American tribes had used the area for hunting and
trade long before. In 1763, the Virginia General Assembly established the town as Shenandoah Falls at
Mr. Harper’s Ferry, and in 1794, at the request of President George Washington, Congress approved the
establishment of an armory and arsenal at the site of the town. Because of the armory and its location on
the Baltimore and Ohio railroad line, the Town was a highly contested prize during the Civil War. It
changed hands six or seven times during that conflict and the Lower Town was significantly damaged.
In the years that followed the Civil War, there continued to be some water powered manufacturing on
Virginius Island and elsewhere in the Lower Town, but this industry was abandoned as a result of
repeated flooding. For several decades, the town survived as a rural community of homes and small
shops and as the home of Storer College. Storer College, a Historic Black College, was established on
present-day Fillmore Street in 1865 to provide an education for emancipated African Americans. The
college was in operation from 1865 to 1955.
The State of West Virginia officially accepted the charter of the Town of Harpers Ferry in 1851.
Shortly after World War II, Congress declared the Lower Town of Harpers Ferry a historic park and the
United States Park Service slowly began restoration. The grounds and buildings of the former Storer
College are now owned and maintained by the United States Park Service as a national parks design
center and the offices of Harpers Ferry National Historical Park. The Town was registered in its entirety
as a Historical District in 1979 (see www.harpersferrywv.us for 2007 Comprehensive Plan).

1.2

Land Use and Land Use Planning

The town of Harpers Ferry is located at the confluence of the Shenandoah River and the Potomac River.
The Town is bounded by the rivers, the Corporation of Bolivar, and the properties owned by the U. S.
Park Service.
The homes and other structures in Harpers Ferry reflect the prevailing architectural styles of almost 200
years. Many early 19th century structures were built with government assistance to house the
approximately 300 skilled arms makers and armory managers. Local materials, stone, brick and wood
were used. The styles of later structures include I-houses, Queen Anne style houses, bungalows,
American Foursquare Houses, and modern ranch style houses. In Camp Hill and Lower Town, houses
are evenly and tightly spaced. Elsewhere, the Town’s grid pattern results in building lots of a standard
width and length. There are no contiguous areas where the Town can expand, and given this limitation,
additional residential and/or commercial opportunities result from infill developments, redevelopment
projects, and smaller home-based occupations. The Harpers Ferry Historic Landmarks Commission, a
Commission of the Town government, is charged with preserving the architectural heritage of the town
and ensuring that new development is harmonious with it.

2012 Harpers Ferry Baseline Report

Page 2

1.3
Zoning and Ordinances
In 1977, the Town adopted a Growth and Preservation Ordinance, since modified and re-enacted, which
includes two zoning designations, residential or commercial/business, for each lot within the Town. The
ordinance establishes rules under which development may occur (see www.harpersferrywv.us for 2007
Comprehensive Plan). The town employs Euclidean style zoning which regulates development through
land use classifications and dimensional standards: setbacks, height limits, minimum lot sizes, and lot
coverage limits. There is limited regulation regarding nonconforming uses and conditional use permits.
The Harpers Ferry Historic Town Foundation, a non-profit (501.C3) organization incorporated in 2006,
was established to preserve, promote and protect the historic community including the town’s commercial
area (see http://historicharpersferry.com). The zoning map from the 2007 Comprehensive Plan (below)
shows residential and commercial districts.
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2.0

DEMOGRAPHICS, HOUSING and BUSINESS TRENDS

This section discusses population demographics, housing, property tax rates, and the Harpers Ferry
business base.

2.1

Population Demographics

The 2010 Census reports the current population of Harpers Ferry at 286 persons
(http://www.census.gov/). The table below shows a comparison of population as measured by the 2000
census and the census of 2010 for Harpers Ferry and the two incorporated towns of Bolivar and
Shepherdstown which are similar to Harpers Ferry in historical character. Data for the three towns are for
the incorporated municipalities only, not for the districts in which the towns are located. Also included
are the population reports for Jefferson County, West Virginia and two adjacent counties: Loudoun
County, Virginia and Washington County, Maryland.
United States Census data for
population by jurisdiction
Harpers Ferry

2000
307

2010
286

% change
-6.8

Bolivar

1,045

1,045

0.0

803

1,734

115.9

Jefferson Co

42,190

53,498

26.8

Berkeley Co

75,905

104,169

37.2

Loudoun Co VA

173,897

312,311

79.6

Wash Co MD

132,101

147,430

11.6

Shepherdstown

Jefferson, Loudoun, and Washington Counties have grown substantially, an indication of significant
residential development in the general area over the past decade. In contrast, Bolivar shows stable
population, which may, in part, reflect a more limited capacity for residential development. The large
growth in Shepherdstown may be a consequence of their annexation of several Shepherd University
residence halls between the time of the 2000 census and that of 2010. We understand this annexation

was done to increase the Shepherdstown population count in the 2010 census to be used in
allocating revenues from gaming & lottery relative to other municipalities. Harpers Ferry is the
only jurisdiction whose population has declined during the last census cycle. The 1990 census data gives
a population of 308 for Harpers Ferry which is about the same as it was in 2000.
The figure below shows the U.S. Census Bureau data for the distribution of residents in Harpers Ferry by
age. Results are from the 1990, 2000, and 2010 census. Included is a simple projection for 2020 if the
recent population trends of the last 2 decades should continue.
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United States Census data for population by age with a simple 2020 projection
70
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A review of this data reveals that as the total HF population went from 308 in 1990 to 307 in 2000 and
then to 286 in 2010, the median age increased from 41 to 47.3 to 52 years. The simple projected estimate
for 2020 indicates a median age of about 57-59 years should current trends continue. This, of course, is
indicative of a population that tends to come to Harpers Ferry and stay. On average we have grown older
overall by about 4-5 years every 10 years from 1990 to 2010. The Census data states that the median age
of a resident for Jefferson County as a whole is 35.8 years. The distribution of HF population for
residents 5-20 years is stable from one decade to the next but the group younger than 5 years has
decreased steadily. There is also a consistent “gap” for residents aged 20-30 years - not seen in the
County overall - which leads to a growing “deficit” of persons in the 25-45 year range as the older
segment of the population stays and ages together.
Racial minorities represent approximately 6.2% of the population in Harpers Ferry as compared to 15.3%
in Jefferson County as a whole
(http://factfinder2.census.gov/faces/tableservices/jsf/pages/productview.xhtml?src=bkmk). The overall
minority presence in the region and the US has grown in this timeframe whereas Harpers Ferry has not
seen a significant change.
COMMENTARY
While a growing, a stable, or a decreasing population is not, in itself, necessarily good or bad, each
instance has implications for Town infrastructure; traffic and noise; quality of life and sense of
community; Town finances and revenues; and Town governance. For example, a smaller population
puts fewer demands on infrastructure, reduces traffic and noise in the neighborhoods, and offers a
chance for all villagers to know and enjoy each other better whereas a growing population can spread
costs over a larger base and brings new perspectives. In our case, a stable or decreasing population
will result in a declining share of certain revenues from gaming & lottery and could pose a challenge
to filling the current number of volunteer positions required to run the Town (nearly 3 dozen) in the
coming years. The causes and various consequences of our declining population should be
understood from broader discussions as we determine steps to achieve our shared vision. The Steering
Committee suggests that the causes and various implications of the Town’s declining population be
studied and considered as the Comprehensive Plan is updated (see Sections 3, 4, and 6 for additional
information).
A short comparison of education levels attained for the four local jurisdictions is given below as taken
from the US census website using the American Community Survey (ACS) data (not all 2010 census
results were complete when we gathered the data).
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HS degree
or higher
Harpers Ferry
Bolivar
Shepherdstown
Jefferson Co

91%
77%
87%
79%

2000 Census
Bachelor’s Graduate or
degree or
professional
higher
degree
60%
28.4%
22%
9.8%
49%
26.1%
22%
8.7%

2005-2009 (ACS)
HS
Bachelor’s Graduate or
degree or
degree or
professiona
higher
higher
l degree
95%
73%
29.7%
79.1%
23%
4.2%
95%
55%
19%
----

Harpers Ferry clearly has a very well educated population by any standard In keeping with the higher
education levels, the following table shows relatively high income levels per household in Harpers Ferry
(from the same source).

Harpers Ferry
Bolivar
Shepherdstown
Jefferson Co

2000 Census
Median income
Mean Income
$52,344
-$42,375
-$40,750
-$44,374
--

2005-2009 (ACS)
Median income
Mean Income
$69,583
$103,338
$54,479
$58,685
$64,632
$81,293
---

It should be noted that the American Community Survey (ACS) is not a complete sample and contains
sample size errors that vary with the size of the jurisdiction. For the above, income data accuracy ranges
from +/-14% for the largest jurisdiction to about +/-30% for the smallest jurisdiction which is Harpers
Ferry. Larger differences between median and mean income are indicative of broader ranges in
household income across the population.
Using the 2000 census data the following table shows participation in general occupation groups across
the four jurisdictions.
Management,
professional
& related
53%
Harpers Ferry
36%
Bolivar
50.1%
Shepherdstown
33.4%
Jefferson Co

Services
16.7%
13.6%
18.8%
17.1%

Sales &
office
occupations
20.2%
26.5%
19%
22.3%

Farming,
fishing &
forestry
0
0
0
1%

Construction, Production,
extraction & transportation
maintenance
& moving
7.7%
2.4%
11%
13%
6.5%
5.6%
13%
13.4%

Voter participation in Harpers Ferry is also high. In the 2008 Presidential election, 201 ballots were cast
for a total of 282 registered voters in Harpers Ferry (Precinct 14) which gives an official voter turnout of
71.3%. By law, a registered voter can only be removed from the rolls by that person and will remain on
the rolls unless that person casts no vote for 10 years. Given the above Census population data, we can
estimate the turnout of actual (living) voting age residents in that election was closer to 80-83% which is
higher than the national average. In the most recent local election for Mayor, Recorder and Council, 156
voters participated or about 63% of the voting age residents of the Town.

2.2

Housing

The census data provides information on housing units by jurisdiction including the number of rental and
vacant units. The Census defines a vacant unit as a unit where no one is living at the time of the
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attempted interview (unless the occupants are only temporarily absent) or as a unit entirely occupied by
persons whose official residence is elsewhere (http://www.census.gov/).
Additional information about housing stock is provided in Appendix 1.
The table below shows Census data for the number of residential units, the number of vacant units, and
the percentage of units that are vacant for Harpers Ferry, Bolivar, Shepherdstown, and Jefferson County
as a whole for the 2000 census and the 2010 census.

United States Census report of housing vacancies
2000 Census Report
#
#
%
Units Vacant vacant

2010 Census Report
#
#
%
Units Vacant vacant

% Unit Vacancy
Change
Rate
re 2000 Change

Harpers Ferry

189

36

19.0

175

44

25.1

-7.4

6.1

Bolivar

519

40

7.7

565

67

11.9

8.9

4.2

Shepherdstown

454

44

9.7

583

65

11.1

28.4

1.4

17623

1458

8.3

22037

2106

9.6

25.0

1.3

Jefferson Co

Harpers Ferry’s vacancy rate is highest across all categories and both Census reports. While the general
increase in vacancy rates for all jurisdictions from 2000 to 2010 may reflect the economic downturn of
these years, Harpers Ferry has experienced the greatest percentage increase in vacancies.
The large decrease reported in the number of housing units between the two Census reports is explored in
more detail in Appendix 1. Records provided to the Steering Committee (see Appendix 1) indicate that
27 homes have been constructed in Harpers Ferry since 1983, the date of the first historic structures
survey. The addition of these homes to the inventory occurred fairly steadily at approximately 1 per year
over that timeframe. Estimates of available lots for new dwelling unit construction at current sizes and
residential area density range from about 50 to as much as 70 lots.
The table below shows vacancy rates in Harpers Ferry by U.S. Census Bureau subcategories for the type
of vacancy.

Type of census vacancy
For rent
For sale
Rented or Sold, not occupied
For seasonal, recreational or occasional use
Other vacant
Total

2000
4
5
1
13
13
36

2010
6
4
3
18
13
44

change
+2
-1
+2
+5
0
+8

The largest contributor to the increase in vacancies from 2000 to 2010 is the category of “For seasonal,
recreational or occasional use,” a category where occupants have their legal residence elsewhere and are
not part of the Census count for Harpers Ferry.
The table below shows Census department data for rental unit vacancy rates for Harpers Ferry, Bolivar,
and Shepherdstown.
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2000 Census Report
# units % housing
# vacant
occupied occupied
for rent
by renters by renters

Harpers Ferry
Bolivar
Shepherdstown

41
181
192

22%
35%
42%

N/A
N/A
N/A

2010 Census Report
"rental
vacancy
rate"

8.9%
2.2%
6.3%

# units % housing
# vacant
occupied occupied
for rent
by renters by renters

29
195
284

17%
35%
49%

6
25
20

% rentals
not
occupied

17.1%
11.4%
6.6%

Note that the Census Bureau reported the percentages of vacant rental units a bit differently from the 2000
census to the 2010 census as shown in the headings of the table above.
In both the 2000 Census report and the 2010 Census report, Harpers Ferry has the lowest percentage of
housing units occupied by renters and the highest rental vacancy rate among the three municipalities. The
number of units occupied by renters increased in Bolivar and Shepherdstown in the 2010 Census, but the
number of units occupied by renters decreased in Harpers Ferry.
It should be noted that the 2007 Comprehensive Plan states as a goal that there will be “well built, safe
and affordable housing for all the residents of Harpers Ferry” with an objective (#3) to “evaluate the
potential for, and impact of, providing rental housing in the form of accessory apartments in owneroccupied housing.” The Planning Commission is working on a proposed rental unit ordinance to
incorporate this objective as well as other aspects of rental units in Harpers Ferry. The Town’s
ordinances were amended in 2011 to expand the permitted use of authorized accessory buildings for
limited occupancy.
In an effort to better understand the underlying trends in overall housing numbers, condition and
occupancy rates a simple survey was conducted, which is discussed in Appendix 1. The survey indicates
that Harpers Ferry has an underlying residential vacancy rate in terms of empty residences of about 15%,
with 5% of those units now owned by SWaN along Washington Street. The town vacancy rate (25.1%)
is high in comparison to the 2010 national census vacancy rate of 2.4% for “homeowner vacancies”.
However, the estimate of homes being used for weekend or seasonal use is also about 10% (18 out of
195) and rising. The national rental vacancy rate for rental units is 9.2% which is significantly lower than
Harpers Ferry (17.1%) today. (Source: 2010 Census DP-1 Profile of General Population and Housing
Characteristics)
COMMENTARY
In terms of condition of our housing stock, we were unable to detect a trend but estimate about 10%
today as being in poor condition or worse and several perhaps beyond salvage. We recommend that
the Town undertake an annual survey to monitor occupancy, condition and other key parameters for
planning purposes and as a means to measure progress toward the shared vision to emerge from this
process as well as the goals of the Comprehensive Plan.

2.3

Property Tax Rates

The Harpers Ferry property tax rate is set annually by the Town Council based upon the County’s
estimate for the total of assessed property values in the Town and the County’s projected revenue needs
from our town. That property tax rate is the same rate the County uses for its properties. The Council’s
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rate for the town is then set higher by a small amount to cover the amount owed to Jefferson County plus
the Town’s budgeted income from this source for its expenditures for the fiscal year. Most of the
property tax revenue from Harpers Ferry, and from all municipalities in the County, is retained by
Jefferson County.
The overall Harpers Ferry property tax rate has been kept constant in recent years by action of the Council
which had the effect of steadily decreasing the Town’s revenue from this source. The combination of a
nearly flat tax rate and decreasing home values has generally led to lower tax bills for town property
owners. For the 2011-2012 fiscal year (FY), a modest increase has been made for a residential tax rate of
$1.248 per assessed $100 (or 1.248 % of the assessed value). The table below shows property tax rates
for residents of Harpers Ferry, Jefferson County unincorporated, Bolivar, and Shepherdstown for
FY2012.
Harpers Ferry
Jefferson County
Bolivar
Shepherdstown

1.248
1.1328
1.2642
1.261

(Base Rate for the comparisons below)
(lower rate by 9.2 %)
(higher rate by 1.3 %)
(higher rate by 1.1 %)

Harpers Ferry’s property tax rates are lower than those of Bolivar and Shepherdstown, and all three
municipalities charge a higher rate than Jefferson County because of the duplication of services in
incorporated towns. In other words, each municipality pays as much for County operations as the rest of
the County residents, so the municipalities usually raises the local property tax rate to cover services it
provides to its residents. Harpers Ferry is a smaller jurisdiction than both Bolivar and Shepherdstown and
still assesses real property at a rate that is lower than surrounding jurisdictions that can rely on greater
economies of scale.

2.4

Business base

According to a market study conducted in 2002 by the Harpers Ferry Main Street Economic Restructuring
Committee, and described in the 2007 Comprehensive Plan, there are 23 privately owned buildings in the
commercial district on High Street, Shenandoah Street, Public Way, and Potomac Street. These have a
total of approximately 38,600 square feet of commercial business space. Another eight buildings in the
commercial district are residences. At the time the market study was conducted, lodging in or near the
town included nine bed and breakfast inns (B&Bs) with a total of 18 rooms, three hotels with a total of
212 rooms, and one campground with a guest capacity of 1,400. An ordinance passed in 2011 permits
B&Bs to increase the number of bedrooms from three to four.
Since the date of the 2007 Comprehensive Plan, some businesses have closed. One among these is the
Hilltop Hotel, a contributing property in the Town’s designation as a Historic District. Other businesses
and B&Bs have opened.
The Steering Committee was provided data by the Town Office for the Business & Occupancy (B&O)
taxes generated from some businesses in the town. A license is required to do business in Harpers Ferry
(http://www.harpersferrywv.us/council/ordinances). The data reveals that 160 to 200 businesses obtain
licenses in any given year, but there is no discernible trend for the number of licenses obtained in any
given year. Higher B&O taxes are collected for large capital projects. The present Potomac Street Project
is an example of a large capital project. The Route 340 bridge reconstruction, which was completed in
2001-2002 is a second example. The graph below shows B&O tax income in eight categories.
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Harpers Ferry B&O Tax Sources 2101-02 through 2010-11

B&O Tax Sources ($)
$180,000.00
$160,000.00
$140,000.00
$120,000.00
$100,000.00

Tourist Business (Retail)
Tourist Business (Food)
Rental Units

$80,000.00

$60,000.00

Non Tourist Business
Misc
Contractor Tourist

$40,000.00
$20,000.00

Contractor
B&B & Hotel

$0.00

The graph shows that a majority of the revenue collected by the town is from contractor related services
(green bars) such as the Route 340 bridge project (2001-2002). The revitalization of the property of the
former Hilltop Hotel would be a similar project, but contractor-based tax income is not a steady long term
source of revenue for Harpers Ferry. The second highest levels of revenue are associated with lodging
taxes (blue bars labeled “B&B & Hotel”). The graph illustrates the impact of the closure of the Hilltop
Hotel in 2006 on B&O taxes in the category of lodging taxes. Finally, income from tourist business
(retail) has shown a modest decrease from a peak in 2004-2006, a fact which may reflect the economic
recession.
A few internet-based home businesses, which are not required to pay B&O tax, exist, and there are some
businesses not related to tourism, but ultimately, Harpers Ferry’s business base is tourist-related and
depends on the number of visitors and guests in the Town. The Harpers Ferry National Historical Park
and the Appalachian Trail Conservancy are the largest employers in Harpers Ferry. Park visitors and
hikers on the Appalachian Trail are important to the Town’s business base.
COMMENTARY
The market study (section 2.4) is now somewhat dated and was completed prior to the recent economic
recession. The Steering Committee recommends that a new study be made.

Harpers Ferry National Historical Park - A useful indicator for the health of the business base is the
number of visitors to the National Park each year. That data is given below for visitors since 1990 along
with comparable data for nearby Antietam National Battlefield, which has a similar historical context and
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similar battlefield activities, but lacks comparable natural attractions and the Town’s broad name
recognition. The data is from the National Park Service (http://www.nature.nps.gov/stats/). Some of the
visitor estimates for HFNHP may have been overstated prior to the mid 90s when the counting procedures
were audited and adjusted to reflect new means to park and enter the HFNHP. Since the creation of the
Cavalier Heights parking lot and shuttle, the visitor count is from the number of one-way shuttle users
plus after hour and special group visitors. This count is increased by 40% to reflect visitors who arrive by
other means such as hiking or biking (from the C&O Canal trails, for example).

The data suggests that the volume of attendance at the two parks exchanged positions in the last 20 years
with visitors to Harpers Ferry National Historical Park (HFNHP) nearly half what it was two decades ago.
The data indicates that attendance at HFNHP is rebounding from a low in 2005 but the volume of
attendance is not increasing as rapidly as at Antietam.
The chart below, provided by the US Park Service, shows the average distribution of visitors to
Harpers Ferry National Park, by month, from 1994-2010.

The chart indicates that attendance at Harpers Ferry National Historical Park is lowest in the months from
November through April.
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The Appalachian Trail Conservancy (ATC) - The ATC is the national headquarters for the
Appalachian Trail (see http://www.appalachiantrail.org/). Harpers Ferry is a significant landmark for
thru-hikers for this reason and because of its location as the Trail’s psychological halfway point. Harpers
Ferry marks the successful completion of the 550-mile trail through the Commonwealth of Virginia. The
ATC Visitors Center, with 29 employees and a payroll approaching $2M annually, receives over 15,000
visitors each year, including about 1,300 who are hiking the Trail. About half of these visitors are from
neighboring states (MD, VA, PA, OH, and WV in that order), and another 4% are international visitors
(top countries: Canada, UK, Germany, and Taiwan). The total 2010 revenue for the ATC Visitor Center
(sales and memberships combined) was $137,798. The partial ATC visitor count in 2011 was up 11%.
Northbound thru-hikers were up 17%; section-hikers were up 11%. Revenue was up 8%.
A 2010 survey in Franklin, NC, another town along the Appalachian Trail, showed that thruhikers spend an average of $153 during their stay on lodging, meals, outfitter purchases, resupply,
laundry, and other items. Two-thirds of those who responded to the survey spent one night in Franklin;
another nineteen percent spent two nights (http://www.appalachiantrail.org/).
COMMENTARY
The visitors by month breakdown at the national park have an impact on the economic base of the
Town of Harpers Ferry. The Steering Committee suggests that a conversation about ways to
increase the numbers of visitors, particularly from November through April, be a part of the
visioning process for the Town.
Jefferson County Convention and Visitor’s Bureau (CVB) - The CVB Visitor Center is located at the
traffic lights on Route 340 exiting Bolivar. Hotel tax revenue from Harpers Ferry is shared with the CVB
following a County formula. The (CVB) works with the town of Harpers Ferry and its merchants to
promote the town and provide visitor information. Data obtained from the Convention and Visitors
Bureau (CVB) indicate that the number of visitors to West Virginia as a whole is down about 10% from a
peak in 2007 which does reflect the recent recession but indicates that our area, particularly Harpers
Ferry, has fared better than many others which is consistent with the ATC data above.
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3.0

INFRASTRUCTURE AND BASIC SERVICES

This section describes key aspects of the town’s basic government services and infrastructure including
Town offices and functions; the water system; the sanitary sewer system; storm water management;
utilities; roadways and paper streets; and Town parks. Details are available at
<http://www.harpersferrywv.us/index.htm >.

3.1

Town Offices and Functions

The Town of Harpers Ferry elects a mayor, recorder, and five council members, all of whom serve twoyear terms. The Mayor is the chief executive officer of the town and is responsible for overseeing the
enforcement of town rules and regulations. The Council is responsible for the review and approval of
decisions involving public expenditures, for preparing and adopting local law, and for complying with
applicable State and Federal laws. The Council appoints a 9-member Planning Commission which serves
in an advisory capacity. The Planning Commission’s task is to promote the orderly planning and
development of the town with growth commensurate with our history and environs. The Council also
appoints a 5-member Historic Landmarks Commission in an advisory capacity. This Commission is
charged with protecting the historic resources of the Town. The Council and the Commissions’ meetings
are open to the public in accordance with state law.
The town currently owns a Town municipal building that houses the Town Office, the Police Department,
and the Water Department. In addition, the Post Office, and a liquor store rent space in the Town
municipal building. The current town staff performs bookkeeping, administrative and financial
management duties. The Water Department staff includes a manager, two certified operators and an
operator trainee. The water department staff is cross-trained so that employees can fill more than one role
at any given time. The Harpers Ferry Police Department includes a half-time time Chief, three full time
officers, and a full time administrator.

3.2

Water System

Operating under the name Harpers Ferry Water Works, the town’s water system currently serves the
Towns of Harpers Ferry and Bolivar as well as the Harpers Ferry National Historical Park and some
adjacent customers (Bolivar Heights, Cavalier Heights, the KOA campground, and the Quality Inn on
Route 340). The Town purchased and improved the water system in 1950. Many of the lateral lines
(between the main and individual service meters) were installed in the 1980s and1990s. Source water is
provided by Elks Run and Town Spring. Under an agreement with the State of Maryland, an intake on
the Potomac River is used as an emergency backup source when flow from Elks Run and Town Spring is
insufficient for water system demands. The water system is a dedicated system for use only by customers
within the service district, a population that has been relatively constant over the past two U. S. Census
Bureau reporting periods.
The water company operates as an independent business unit, an enterprise fund. Oversight of the
enterprise is provided by the Water Commission, a five-member governance body, appointed by the
Town Council. There are funds available to the Water Works for equipment replacement ($129,000) and
a capital fund of $53,835.
To date, the National Park Service has invested over $100,000 to improve water lines and replace fire
hydrants during renovations of Park buildings. The chart below details attributes of the Harpers Ferry
Water Works. The reports listed in “Other Notes” below were commissioned by the Harpers Ferry Water
Works.
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Harpers Ferry Water Works Attributes
ITEM

CAPACITY/SIZE NOTES

Plant Capacity

315,000 gallons/day

Water Demand
– Present

Yearly Avg Day: 185,200 gallons
Max Month Avg Day: 258,000 gallons
Max Day: 320,000 gallons

Water Demand Future

Yearly Avg Day: 213,500 gallons
Max Month Avg Day: 295,700 gallons
Max Day: 447,200 gallons

Raw Water
Pump Stations

One at Elk Run; One at Potomac River

Water Lines

32,920 feet (approximately 6 miles)

Water Storage
Tanks

Three, total capacity: 991,000 gallons

Water Loss Rate

46% (operators estimate 50-55%)

Residential
Users

671 meters serving 1704 residents

Commercial
Users

115 meters

Government
Users

40 meters

User Rates

$41.72 / 4,000 gallons

OTHER NOTES
“Analysis and Preliminary Engineering Report for
Existing Water System,” (2009) Alpha Associates,
Inc.
“Analysis and Preliminary Engineering Report for
Existing Water System,” (2009) Alpha Associates,
Inc.
A total of 55,000 gallons are committed to one
property in exchange for intake pipe easement.
Future demand total is obtained by increasing
present demand by 10% and adding the allowance
for a proposed 179 room hotel. Data is from the
“Analysis and Preliminary Engineering Report for
Existing Water System,” (2009) Alpha Associates,
Inc.

Water line diameters range from ¾ inch to 10
inches; the oldest line was installed in 1917.
Water tanks were built in 1964, 1987, and 2008.
The estimated lifetime for a water storage tank is
40-85 years [“Analysis and Preliminary
Engineering Report for Existing Water System,”
(2009) Alpha Associates, Inc.]
Loss may be from leaks, faulty meters, or
unmetered use by the Town Hall and Fire
Department. [“Analysis and Preliminary
Engineering Report for Existing Water System,”
(2009) Alpha Associates, Inc.]. The water industry
goal for water loss is 10% [Using Water Efficiently:
Ideas for Communities.” (2000) EPA Publication
EPA832-F-99-083].
“Analysis and Preliminary Engineering Report for
Existing Water System,” (2009) Alpha Associates,
Inc.
“Analysis and Preliminary Engineering Report for
Existing Water System,” (2009) Alpha Associates,
Inc.
“Analysis and Preliminary Engineering Report for
Existing Water System,” (2009) Alpha Associates,
Inc.
Harpers Ferry is 325th out of 396 districts in WV
(396 is the most expensive) [West Virginia Public
Service Commission]

The financial status of the water system is summarized in the table below.
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ITEM
WV Water Development
Authority – Series A
Bond Debt
WV Water Development
Authority – Series B
Bond Debt

Harpers Ferry Water Works Financial Status
DESCRIPTION
NOTES
Unpaid balance
Bond will be paid off in 2026 [“Analysis and Preliminary
Engineering Report for Existing Water System,” (2009) Alpha
$491,242 @ 8.38%, 40
Associates, Inc.]
years
Unpaid balance $71,094
@ 0%, 40 years

Bond will be paid off in 2026 [“Analysis and Preliminary
Engineering Report for Existing Water System,” (2009) Alpha
Associates, Inc.]

USDA WVRUS Bond
Debt Series C

Unpaid balance
$323,737 @ 4.125%, 38
years

Bond will be paid off in 2047 [“Analysis and Preliminary
Engineering Report for Existing Water System,” (2009) Alpha
Associates, Inc.]

Annual Operating Costs
(including debt
obligations)

$470,007

(http://HFCorp.wikispaces.com)
Harpers Ferry Water Works, FY 2010-11

Annual Revenue

$538,168

(http://HFCorp.wikispaces.com)
Harpers Ferry Water Works, FY 2010 -11

Current debt on the water system is $886,073 (more than half will be paid off by 2026).
A number of improvements are needed or required by law for the water plant and the water system
infrastructure. Improvements that will likely be needed within five years of the engineering study (2009)
total $2,998,000. Major items include additional sampling stations, a third filter at the plant, and an
automatic chlorinator (identified in the report as a “serious” safety issue). The engineering study (Alpha,
2009) suggests that the installation of an automatic chlorinator may be a more immediate need. As of this
date, the Town has no capital improvement plan for itself or for the financially separate Water Works
enterprise.
Costs not included in the above estimates are for underground water piping (maintenance and repair of
leaks) and sanitary sewer costs. Sanitary sewer costs (see Section 3.3) are managed by the Public Service
District (PSD) and are not directly controlled by the town, although the interdependency of the water
system, the sanitary sewer system, and the storm water management system is relevant to an
understanding of Town infrastructure ( e.g., storm water is occasionally treated by the sanitary sewer
system, but revenue for that system is generated separately through residential and commercial water
usage)
The Harpers Ferry Water Works is unique in that it does not have different rate classes for residential,
commercial or industrial users. Ratepayers are all classified as residential users. Water customers are
charged based on the amount of water they use by a regressive rate structure ( the more gallons of water
used, the less paid per gallon). At this date, the first 5,000 gallons used per month costs $10.43 per 1000
gallons. Users who consume more than 5,000 gallons a month pay for the additional water on a declining
scale; users who consume over 50,000 gallons per month are charged $6.24 per 1000 gallons over the
50,000.
A comparison of water costs in surrounding communities is given below. Harpers Ferry ranks 325th out
of 396 water utility providers in West Virginia (the 396th position being the most expensive).
Water Rate Comparison (Figures based on WVPSC ranking as of September 2011)
Name of Municipality/Provider
Harpers Ferry
Charles Town
Shepherdstown
Jefferson Utilities, Inc
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Name of Municipality/Provider
Jefferson Co. PSD

3.3

Cost/4000 gal
37.23

Minimum Payment
23.00

Sanitary Sewer System

The sanitary sewer plant that serves Harpers Ferry began operations in 1979 and is administered and run
by the Harpers Ferry –Bolivar Public Service District (PSD). It is located on National Park property, and
in 2009-2010, the National Park Service granted the PSD an easement to the plant property. The Town
and the PSD are within the Chesapeake Bay Watershed, and Watershed compliance improvements were
performed in 2009-2010 (http://www.harpersferrywv.us). In May 2010, the facility was identified by the
West Virginia Department of Environmental Protection (DEP) as the “best facility of its size in West
Virginia.” The plant is designed to process approximately 300,000 gallons of liquid and solid waste per
day.
Currently the plant processes between 200,000 and 250,000 gallons of waste per day, 66-83 % of
capacity. The plant operates in Monitoring Status which means that monthly reports and test results are
analyzed for compliance with the current DEP standards by the West Virginia Department of
Environmental Protection (DEP). State law requires that any plant that reaches a 90% capacity for three
consecutive months (for Harpers Ferry, 270,000 gallons per day) must submit a plan to the Department of
Environmental Protection that addresses capacity increases to the plant or usage decreases to reduce
volumes below the 90% level. There have been no capacity improvements since the bulk of the sanitary
sewer system was installed in the 1970s.
The Harpers Ferry storm water system directs some ground water and surface runoff water to the sanitary
sewer system for treatment. At times, this creates an overflow condition where water/waste water from
the plant is discharged into the Potomac River prior to full treatment.
In 2010-2011, the Harpers Ferry- Bolivar PSD Asset Management Plan [(Draft, September, 2011) Alpha
Associates, Inc.] utilized the United States Environmental Protection Agency’s CUPSS software to
identify sewer system assets in need of replacement. Assets identified for immediate replacement total
more than $787,000. Alpha Associates estimates that by 2016, an additional $571,000 will be needed for
equipment replacement. By 2042, an additional $1.5M approximately will be needed for a total of
approximately $2.8M needed in the next 30 years. These costs do not include the cost of replacing major
underground pipes. Harpers Ferry-Bolivar Public Service District (PSD) engineers replace broken or
failing pipe sections immediately.
A comparison of waste water costs in Harpers Ferry and surrounding communities is below. Harpers
Ferry ranks 254th out of 323 water utility providers in West Virginia (the 323rd position being the most
expensive).
Sewer Utility Cost Comparison (Figures based on WVPSC ranking as of September 2011)
Name of Municipality/ Provider
Cost/4000 gal.
Minimum
Harpers Ferry/Bolivar
$41.58
$9.18
Charles Town
27.38
26.98
Shepherdstown
51.84
34.44
Ranson
31.86
16.74
Willow Springs PSC
57.56
35.98
Jefferson Co. PSD
50.81
31.78

3.4

Storm Water Management

The four stream valleys that cut across the peninsula where Harpers Ferry sits contribute significantly to
the way in which storm water traverses the town. In their natural condition, stream valleys provide space
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for storm water drainage and, where forested, help slow runoff and reduce downstream flooding.
However, the steep-sided stream valleys in Harpers Ferry make them particularly vulnerable to soil
erosion if the forest cover is disturbed. One goal of the 2007 Comprehensive Plan
(www.harpersferrywv.us) is to maintain the stream valleys as part of a storm water management plan.
Storm water from Harpers Ferry drains into the Potomac and Shenandoah Rivers and ultimately into the
Chesapeake Bay. Since downstream communities use water from the Potomac River for drinking water,
storm water quality within the Watershed is strictly regulated.
Uncontrolled or inadequately controlled storm water runoff results in significantly increased peak flows
to streams during storm events, as surface water which would otherwise infiltrate the ground is conveyed
through channels, storm drains, and other impervious surfaces directly to the stream system. Storm water
runoff in the Town is directed into management structures at collection points located on Washington
Street. These are often blocked to varying degrees with debris. In the 2011 “Comprehensive Storm
Water Management Study for the Towns of Bolivar and Harpers Ferry” Alpha Consulting Engineers, Inc.
identified three major areas of storm water management in need of study. These are drainage from
Washington Street west toward the Town Hall, drainage from Washington Street east to Potomac Street,
and drainage in the vicinity of the Town Hall. Conceptual construction documents to resolve these issues
are included in the study.
As of this date, the full report and a draft storm water ordinance (completed in June 2011) are under
review by the Planning Commission. A model ordinance, prepared by the Region 9 consultant for Delta
Development Group, Inc., under contract to the State of West Virginia, and modified by a Region 9 work
group for consideration by local jurisdictions, is designed to minimize runoff rates, reduce nonpoint
source pollution, encourage low-impact development, and minimize risks with respect to storm water
impacts for any new, large projects (www.deltaone.com). Harpers Ferry is not among the jurisdictions
mandated to adopt such an ordinance. However, one project that could be impacted by the Harpers Ferry
storm water ordinance, depending on the threshold for the amount of disturbed land adopted in a new
ordinance, is the site of the Hilltop Hotel.
The following projects and costs were identified by Alpha Consulting Engineers, Inc. in the 2011
“Comprehensive Storm Water Management Study for the Towns of Bolivar and Harpers Ferry”:
* Potomac Street Drainage Improvements: $265,146 to $311,171
* Washington Street (Fisher Alley to Union Street): $141,364
* Washington Street (McDowell Street to Church Street): $281,330
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COMMENTARY
The Steering Committee notes with urgency the increasing infrastructure needs identified in
Sections 3.2 (Water System), 3.3 (Sanitary Sewer System), and 3.4 (Storm Water Management).
For example, only about half of the water pumped for delivery by the Water Works is accounted for
in the billing and therefore up to a half is “lost” whether or not it is actually used via incomplete
metering or by physical leaks. Moreover, some fraction of the real leakage plus storm water
overflows are returned to the water treatment plant for full processing before being released into the
watershed. This results in wasted resources and large inefficiencies that, if reduced, could lower
costs to consumers, lessen consumption and increase available capacity without the need for larger
facilities. At present, the Water Works team is replacing faulty sections of supply lines as part of
repair and maintenance efforts and testing meters, but it is a resource- constrained process and
therefore slow.
The chart below lists major infrastructure needs and estimated costs. Listed, but without cost
estimates, are repairs to Town streets and sidewalks, many of which are also deteriorating.
System
Water

Costs
2,998,000

Sewer

787,000
571,000
1,500,000

Storm Water Management 688,000 to
734,000

Roads and sidewalks

unknown

Replacement of
underground sewer pipes

unknown

Notes
Within 5 years, likely; Automatic chlorinator is
more urgent
Equipment identified for immediate replacement
Equipment identified for replacement by 2016
Equipment identified for replacement by 2042
Includes: Potomac Street drainage improvements,
265,000 to 311,000;
Washington Street improvements from
Fisher Alley to Union Street, 141,300;
Washington Street improvements from
McDowell Street to Church Street, 281,300.

The total (not including roads, sidewalks, and buried sewer pipes) is $6,544,000 to $6,590,000.
In addition, Harpers Ferry Water Works has a bond debt that totals, at this date, $866,073 (see
section 3.2).

3.5

Utilities

The utilities included in this section, with the exception of street lighting, are not services provided
directly by the Town.
Electricity is provided by Potomac Edison; telephone and cable services by Frontier Communications,
Comcast, and other providers; trash removal by Apple Valley Water Management; and Satellite services
by both DISH and DIRECT-TV.
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At present, US Cellular and AT&T have installations at the water tanks site on Bolivar Heights. Both
have long term leases that provide a steady revenue stream to the town. AT&T also has an installation in
St. Peters church, for which the revenue flows is to the diocese, and an installation at the Water Works.
Cell phone service in town is not very good in a number of locations for differing providers. In part, this
is a result of local topography and structures. According to cell phone providers in the area, additional
measures will have to be taken to improve cell phone service, particularly in the Lower Town, by the
rivers, and on the rivers.
Cable service is comprehensive and competitive both in offerings and in cost. A large installed capacity
for cable internet bandwidth serves the National Park Service.
All telephone, electrical and cable services are delivered by overhead lines. By ordinance, new
construction and major renovations require buried cables to the street in anticipation of eventual
undergrounding of the system. The Comprehensive Plan (2007) contains an objective to “Develop a
sequenced plan for undergrounding utility lines, or other alternatives, to reduce visual clutter.”
Harpers Ferry owns all street lighting in the town and the National Park provides lighting on park
property. The town has stated goals to keep “skyglow” to a minimum in order to preserve nighttime sky
views (Comprehensive Plan, 2007). The traditional incandescent bulbs to meet this goal will eventually
be unavailable.

3.6

Roadways, Sidewalks and Paper Streets

Most of the grading for the primary roads that traverse Harpers Ferry was done in 1856. The topography
on the southern side of the Harpers Ferry peninsula (Fillmore Street) was flattened. This was not done on
the northern side of the peninsula, leaving Ridge Street split by a stream valley. Owing to the terrain,
some portions of the original and historic street grid have never been constructed. These public rights-ofway are town owned property, called “paper streets,” which have been used for a variety of activities.
Several of the town’s most important view sheds are preserved along their boundaries. The majority of
town streets have a paper street extension, most unpaved and in their original, undeveloped condition.
The right-of-way width of the longest streets (Washington, Fillmore, Ridge and Putnam Streets) is 50
feet, sufficient for two way traffic, sidewalks, and on-street parking. The right-of-way width of Potomac
Street is 40 feet. The right-of-way of the remaining streets, the connecting streets, is typically 30 feet.
Speed limits are set variously at 25 and 15 mph throughout the town.
Washington/High Street is a State owned street, and it is maintained by the West Virginia Department of
Transportation. All other streets are maintained by the Town of Harpers Ferry. The National Park Service
paves and plows those town streets that provide access to their facilities. During the winter season,
plowing and street treatment is coordinated between the Town, the Town of Bolivar, and the National
Park Service. The Town budgets $5,000 to $ 10,000 for winter street maintenance (i.e. plowing and
surface treatment). During officially declared states of emergency, the State and the National Guard
provide assistance.
There are a limited number of sidewalks and these are often not continuous. Many sections of sidewalk
are in need of repair. Repair and maintenance of the sidewalks is often achieved by small grants with the
work being done by the Harpers Ferry Job Corps to stretch available funds. The Planning Commission
recently reviewed the situation at the request of the Council and began to prioritize the needs. An
emphasis was given to the primary sidewalk along High and Washington Street to improve its condition
end-to-end and to aim for a uniform appearance. A grant has been sought to undertake that project as
well as other sidewalk improvements. A master transportation plan is discussed in Section 6.0.
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Signage to direct tourists and visitors to the HFNHP and the Cavalier Heights Visitors Center are
coordinated in conjunction with the Park.

3.7

Town Parks and other Amenities

Park and other amenities accessible to residents and visitors in Harpers Ferry include Harpers Ferry
National Historical Park; the C&O Canal trail from Washington, DC and Cumberland, Maryland; and the
Appalachian Trail which runs from Georgia to Maine. The Shenandoah and Potomac Rivers provide
rafting, kayaking, fishing, and other water-related activities.
The town has three parks: a garden area across from the town hall, the gazebo park and the Children’s
Park. Paper streets may also be used for recreational activities. In addition, there are numerous view
sheds which are protected by goals stated in the 2007 Comprehensive Plan. Although the town does not
have a formal community center, functions take place at the Camp Hill-Wesley United Methodist Church
hall and in the Town Hall meeting room. The renovated train building off Potomac Street has public
space for Town-sponsored functions but no commercial activities are permitted.
The Bolivar-Harpers Ferry Public Library, located in the Town of Bolivar, serves both towns and the
surrounding community. The Library is a hub of the Martinsburg Public Library and inter-library loan
services are available from Martinsburg and other hub libraries in the system. Funding for the library is
provided from the State of West Virginia, Jefferson County, the Town of Bolivar and the Town of
Harpers Ferry.
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4.0

FINANCES

This section discusses income, expenditures, and cash reserves. Additional information is available at
<http://www.harpersferrywv.us > . State audit information is available at
<http://www.wvsao.gov/LocalGovernment/LevyEstimates.aspx> and information about budget revisions
and audit results is available at <http://www.wvsao.gov/ChiefInspector/pdfAuditWebApp/Default.aspx>.
The Town is directly involved in three budgets: one for Town operations, the General Fund; a second for
the Police Department; and a third for the Water Department. The Police Department is a Harpers Ferry
entity with the Town of Bolivar as a customer. The Water Department is an autonomous entity serving
both Harpers Ferry and Bolivar as well as a few additional individual customers (see Section 3).

4.1

Income, expenditures, and cash reserves

The chart below shows the total annual income, the total annual expenditures, and the official budget for
the 2003-2011 fiscal years (July 1 through June 30). The last column is the proposed budget for FY 2012.
Income is the amount received in any given year; expenses are the actual amounts disbursed; and the total
budget includes the initial and final amounts of cash on hand in the year. Unspent funds in one year
appear as cash-on-hand at the beginning of the following year.
The proposed budget for FY 2012 reflects two changes in the way the Town reports its finances. In
FY 2011 the Town moved cash reserves into the General Fund, in compliance with WV state law. In
FY 2012, the Town began reporting the budget for the Police Department as a line item in the Town
operating budget for the first time. If the FY 2012 budget is adjusted for these changes, Town income
and expenditures are similar to previous years.
In a given year the income and expenses do not balance exactly because of cash on hand at the outset
and/or a cash balance at year’s end. All transfers in or out of the reserve fund are accounted for within
that year’s budget.
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Income and Expenses in dollars (vertical axis) by year

State audits for FY 2010 and FY 2011 were not yet completed for this analysis.
Cash reserves for FY 2003-2011 are shown below.
Cash reserves in dollars (vertical axis) for FY 2003-2011

Beginning in FY 2011, the cash reserve was placed in the Town budget initially under line items for
Capital Improvements, but none were expended during FY 2011.

4.2

Sources of Income

The graph below lists Town income sources as a percentage of total income by West Virginia state audit
categories. Additional information is provided in Appendix 2.
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Income Sources (as % of Total Income)
100%

Transfers & contributions
from other funds

90%

Various income (interest,
sales, refunds, misc)

80%

Grants & contributions
received
70%

Gaming income
60%

Lottery income
50%

Rents collected
40%

License and fee income
30%

Fines & court fees collected

20%

Total of taxes

10%

0%
FY2003

FY2004

FY2005

FY2006

FY2007

FY2008

FY2009

FY2010

FY2011

Gaming and Lottery income has increased from 32% of total income in FY 2002 to almost 54% of total
income in FY 2010. Gaming income (which began in FY 2011) and lottery income are allocated by the
State to municipalities in proportion to their population. The population decrease relative to other
municipalities means that Harpers Ferry’s share of this revenue source is lower. In addition, bills to
distribute Gaming and Lottery income more broadly have been introduced in the State legislature. Other
nearby jurisdictions (e.g. Maryland) are considering casino operations that will compete for the same
customer base.
The Coal Tax revenue (approximately $1,000-$1,500 each year) is not reflected in these numbers. Coal
Tax revenue is not part of the General Fund and may only be spent for certain Town purposes. Coal Tax
revenues support significant amounts to particular activities such as the Bolivar-Harpers Ferry Library.
The graph below shows estimated tax revenue sources as a percentage of the Town’s total income. These
data cannot be found from the auditor’s records directly in all years so we completed the dataset with the
Town’s own budget data. That is why we designate them as estimated.
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Estimated Tax Revenue Sources as a percent of total income for FY 2003-2011

Estimated Tax Revenue Sources (as % of Total Income)
60%

50%

40%

30%

Hotel occupancy
tax

20%

Wine & Liquor tax
10%

B&O taxes

0%
FY2003 FY2004

Property taxes
FY2005 FY2006 FY2007 FY2008 FY2009 FY2010 FY2011

Approximately 53% of the Town budget was supported by taxes in FY 2003. In FY 2011, taxes
supported approximately 37% of the budget. While revenue in dollars has remained steady in the
categories of property taxes, B & O taxes, and wine and liquor taxes over the fiscal years 2003-2011, the
dollar amounts of this revenue represent a lower percentage of the Town budget in FY 2009, 2010, and
2011. Business and Occupation (B&O) taxes (green bars in the graph above) have remained
approximately the same in dollars from FY 2003 to FY 2011, but as a result of budget increases, B&O
taxes have become a smaller fraction of income (25% in FY 2003 and 17% in FY 2011). B&O taxes
form a greater percentage of Town income than property taxes and taxes from wine and liquor sales (note
that the liquor store serves the Charles Town racetrack and casino).
In addition, West Virginia state law requires the 3% hotel tax be split about 50/50, or 1.5% each, between
the jurisdiction where the hotel is located and the Jefferson County Convention & Visitors Bureau (CVB).
The CVB uses its share to promote tourism.

4.3

Expenditures

The chart below details budget expenditures using West Virginia state audit categories. Additional
information is provided in Appendix 2.
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Harpers Ferry budget expenditures using WV standard expense categories FY2003-FY2011
Capital Project
Expenditures (none)

WV Standard Expense Categories (as % of total)
100%

Social Services
Expenditures (none)

90%
80%
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40%
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Expenditures

0%
FY2003

FY2004

FY2005

FY2006

FY2007

FY2008
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From FY 2003- FY 2011, no funds are allocated to or spent for Capital Project Expenditures. No
measurable funds are allocated to Social Services Expenditures. The percentage of expenditures allocated
to General government Expenditures increases, and the percentage allocated to Public Safety
Expenditures increases in FY 2007 and FY 2008 before leveling off. The percentage of funds allocated to
Streets & Transportation; Health & Sanitation; and Culture & Recreation decreases from FY 2003 to FY
2011. Additional details are provided in Appendix 2.
The chart below compares the FY 2010 budget expenses for Harpers Ferry, Bolivar, and Shepherdstown.

Harpers Ferry
Bolivar
Shepherdstown

Population

Town
Income

Public
Safety
$147,000

Total Expenses
Health &
Street &
Sanitation
Transport
$380
$79,511

286

$486,696

Gen
Gov
$256,255

1045

$513,567

$278,500

$220,000

$182,236

1754

$2,832,265

$505,638

$530,330

$135,793

Culture &
Recreation
$5,550

Social
Services
$0

Capital
Projects
$0

$0

$13,750

$4,000

$0

$148,487

$74,187

$0

$1,626,707

The chart below compares the FY 2010 budget expenses for Harpers Ferry, Bolivar, and Shepherdstown
on a per capita basis.
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Town

Harpers Ferry/capita
Bolivar/capita
Shepherdstown/capita

Expenses per Capita

Income

Gen

Public

Street &

Health &

Culture &

Social

Capital

per Capita

Gov

Safety

Transport

Sanitation

Recreation

Services

Projects

$1,702

$896

$514

$278

$1

$19

$0

$0

$491

$267

$211

$174

$0

$13

$4

$0

$1,615
$302
$85
$0
$288
$77
$42
$927
Note: An adjustment for Shepherdstown annexation would raise its per capita income and costs if we
excluded the dormitory student population data (unknown).
COMMENTARY
There are four revenue sources over which the town has some influence: property taxes, B&O taxes,
rents and concessions, and hotel taxes. In FY 2011 these accounted for less than 40% of the town’s
income. Grants may supplement these regular revenue streams, and the Steering Committee
recommends that these be pursued at every opportunity. However, the main functions of the Town
ought to be largely supported by revenue that the Town can control. To illustrate the potential that
Town decisions can have to increase revenues for the purpose of increasing expenditures or offsetting
losses in revenue not under the Town’s control, the scenarios below are presented. These scenarios are
for illustration only:

 Increasing the property tax base (and/or the rates) by 10% (assessments holding constant) would
generate $50,000 in revenue;
 Increasing the business base (and/or the B&O tax rate) by 60% would generate $50,000 in revenue ;
 Increasing rents and concessions by 250% would generate $50,000 in revenue.
Note: The illustrations above are not Steering Committee suggestions; their purpose is to
demonstrate what is involved in raising $50,000, for example, in a town the size of Harpers Ferry.
For the large, high-end hotel that they envisioned (about 2 1/2 times the capacity of the previous hotel
operation), SWaN has claimed a total annual tax revenue generation of $600-$800K including B&O,
wine & liquor, and hotel room occupancy taxes. By law, the hotel occupancy revenue would be shared
about 50/50 with the Convention & Visitors Bureau (CVB). Harpers Ferry has the option of
establishing a CVB within the Town borders.
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5.0

SECURITY and EMERGENCY SERVICES

This section discusses three aspects of the town’s security and emergency services: Police Organizations
and the Police Department, Fire and Rescue Services, and Emergency Preparedness.

5.1

Police Organizations and the Police Department

The Town of Harpers Ferry is served by three police organizations: the Harpers Ferry Police Department,
operated by the town; the Jefferson County Sheriff’s Office; and the United States Park Police. The
Harpers Ferry Police Department also serves the Town of Bolivar. Joint oversight is provided by a Police
Committee with the Mayor and members from both jurisdictions. A Police Commission oversees
employment matters for the police force in accordance with regulations, but overall management
responsibility resides with the Mayor of Harpers Ferry.
Bolivar pays Harpers Ferry for policing services on an annual basis, and the Department of the Interior,
through the National Park Service, contributes $81,000 a year toward the Harpers Ferry Police
Department (see budget). The Harpers Ferry Police Department has at least one officer on duty twentyfour hours a day, seven days a week.
The Town has a formal agreement with Bolivar, effective through July 2012 (available at Town Hall), for
police funding and responsibilities; however, since the Harpers Ferry Police Department is wholly
operated by the Town of Harpers Ferry, the Town ultimately has full liability for its operations. The town
also funds a portion of the Jefferson County Sheriff’s Office through property taxes (see Section 4). The
town has a Memorandum of Understanding (MOU) with the Park regarding the role of town police and
Park police which is available at Town Hall. The National Park Police and the Harpers Ferry Police
Department provide mutual law enforcement backup when necessary, and emergency maintenance to
streets may be provided by both the town and the park.
The police department budget is the major component of the Harpers Ferry Public Safety budget line item
(see Section 4), although the net cost to the Town is much lower when offset by income from police
operations and by the Park contribution.
The table below shows summary data for crimes, violations, and complaints for Harpers Ferry and
Bolivar over the years from 2007-8 to 2010-11. The Police Department has responsibility, on behalf of
the County, for the segment of Route 340 which passes through both Harpers Ferry and Bolivar. Data for
incidents which occur on Route 340 are embedded in the data below.
Summary data for crimes, violations, and complaints
2007-8

2008-9

2009-10

2010-11

Violent Crimes

9

16

17

4

Property Crimes

37

49

50

35

Motor Vehicle
Violations

Harpers Ferry

651

496

496

546

Bolivar

597

955

959

511

Complaint
Responses

Harpers Ferry

209

105

133

210

Bolivar

265

290

318

275
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5.2

Fire and Emergency Response

Emergency calls made to 911 are received by a central dispatch for Jefferson County and directed to the
appropriate emergency service.
Friendship Fire Company, located on Washington Street in Harpers Ferry, was organized in 1827 and
became an incorporated West Virginia fire company in 1928. Friendship Fire Company is a volunteer
organization that provides fire and emergency medical services (EMS) to the Towns of Harpers Ferry and
Bolivar and to the unincorporated areas of Millville, Halltown, Bakerton, and Engle Switch. Friendship
Fire Company also provides mutual aid assistance for fire and EMS emergencies throughout Jefferson
County, WV; in Loudoun County, VA; and in Washington and Frederick Counties, MD.
One career (paid) staff person is on duty at Friendship Fire Company during daytime hours for medical
emergencies. Friendship Fire Company volunteer EMS staff is supported by career staff from the
Jefferson County Emergency Service Agency.
Testing of the hydrant system was initiated in 2011 by the Water Works, and, in 2011, a drafting hydrant
was installed on Bolivar Heights, also by the Water Works. The Water Works believe that the hydrants in
both Harpers Ferry and Bolivar are sufficient for fire suppression needs.
The Company has reported approximately 650 fire and EMS incidents each year over the last five years.
The Company has expressed concerns about response time due to:
 Lack of street tree maintenance in the right-of-ways;
 Narrow streets that may be blocked by parked vehicles;
 New construction and increased traffic on Route 340;
 Fewer volunteers.
The Company has expressed the need for:
 Additional career staffing during daytime hours;
 A larger building to house equipment.

5.3

Emergency Preparedness

The Town does not prepare and maintain its own emergency response plans. Under West Virginia Code
§15-5-28, and unless otherwise stipulated by the Town, Harpers Ferry is guaranteed mutual aid resources
through the statewide mutual aid system for matters related to preparedness, response, and recovery from
natural or man-made disasters or emergencies. These resources are implemented at the county level.
Jefferson County has state and federally mandated resources and agencies that cooperate in the areas of
planning, preparedness, hazard mitigation, training, and emergency response. The county Emergency
Operations Plan (EOP), as adopted by the Jefferson County Commission, is maintained on file with all
local municipalities, fire departments, police departments, and the Jefferson County Schools. The EOP
must be passed and adopted through a resolution by each municipality, and it is the only EOP that is
recognized by the State of West Virginia. The plan is available for review through the Jefferson County
Division of Homeland Security and Emergency Management (JCDHSEM). The EOP and other
documents are updated regularly through an open and informed process of reassessment. All requests by
the Town for state assistance are directed by the Mayor to the Jefferson County Division of Homeland
Security and Emergency Management (JCDHSEM) for consideration.
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6.0
TRAFFIC AND PARKING
Traffic and parking concerns affect both residents of Harpers Ferry and visitors. Many streets are too
narrow to permit safe on-street parking, and many do not have sidewalks to accommodate foot traffic.
There are no dedicated bicycle lanes. During those seasons when visitors are drawn to local attractions,
pedestrians, bikers, and motor vehicles compete for space, especially in the Lower Town.
In 2004, the Town funded a study of parking issues, particularly in the Lower Town where traffic
congestion and parking problems are both chronic and acute. The findings and recommendations of that
study were expressed in the 2007 Comprehensive Plan as a goal “To have an adequate amount of parking,
both on and off street, for residents, visitors, and workers.” There are seven specific objectives related to
this goal (http://www.harpersferrywv.us/), four of which have been addressed as of this date by train
station renovations and National Park Service initiatives. The successful funding and the completion of
the Potomac Street Project may alleviate some parking problems.
The three remaining objectives were validated by a Planning Commission survey and hearing in MayJune, 2011. The Planning Commission has undertaken the task of addressing parking issues through a
proposal for new parking policy and associated parking procedures.
COMMENTARY
The Steering Committee recommends that a master transportation plan be developed for traffic and
parking, perhaps by studying how other historic communities manage parking demands. The
transportation plan should examine broad aspects of transportation planning including: how deliveries
are made to businesses particularly in the Lower Town; how people are able to walk, bike and run
through the Town and along the trails spread out through the area; how visitors, guests and residents find
access to parking for their vehicles.
A limited traffic study was conducted by SWaN Associates as part of SWaN’s proposal to redevelop the
Hilltop Hotel. Selected Town intersections adjacent to the hotel site were studied, and a simple analysis
indicated that hotel guests, workers and delivery trucks would result in modest increases in traffic for the
selected locations.
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7.0

INTERGOVERNMENTAL COLLABORATION and INITIATIVES

This section discusses the Town’s collaboration with other municipalities, jurisdictions, and
organizations.

7.1

Local Collaboration

Harpers Ferry collaborates with other municipalities, jurisdictions, and organizations to commemorate the
historic origins of the Town and to provide cultural and outdoor activities for residents and visitors.
In preparation for the 2009 commemoration of the 150th anniversary of the John Brown Raid, Harpers
Ferry coordinated activities with Charles Town, Jefferson County, and the Harpers Ferry National
Historic Park. A Federal grant won by the Harpers Ferry Historical Association helped fund
performances of “John Brown’s Body,” produced by the Harpers Ferry Foundation in 2009. Under the
auspices of the Harpers Ferry Historic Town Foundation (see section 1.3), the Harpers Ferry and Bolivar
Arts and Humanities Council was established
(www.harpersferrywv.us/council/minutes/council_20111027.pdf.)
Harpers Ferry and Bolivar have formed the Harpers Ferry-Bolivar partnership to join other communities
along the C&O Canal in forming the Canal Towns Partnership (www.canaltowns.org/). The
Partnership’s mission is to promote Canal gateway towns for hikers and bicyclists. The Harpers FerryBolivar partnership has purchased and installed bike racks in both towns and in the National Park. The
Canal Towns Partnership has brought together four national parks and the town of Harpers Ferry to
consider redesign of the Potomac Rail Road Bridge to improve hiker and biker access to Harpers Ferry
from the Canal. The Harpers Ferry National Historical Park, as the leader of this effort, has won a
$50,000 Trails to Park grant for a feasibility study.
Based on the Town’s 2010 application, the Appalachian Trail Conservancy approved Harpers FerryBolivar as an Appalachian Trail Community (http://www.appalachiantrail.org/what-we-do/communityengagement).

7.2

Jefferson County

Harpers Ferry collaborates with Jefferson County by serving on public boards and supporting local
endeavors. Harpers Ferry is represented on the Jefferson County Public Services District Board which
provides policy and oversight roles for the Harpers Ferry Public Service District (see section 3.3). The
County also operates the school district in which Harpers Ferry students attend. The Jefferson County Job
Corps has provided labor for sidewalk repair as a way for Job Corps students to gain work experience.
Jefferson County provides funds and support for cultural activities in Harpers Ferry
(http://www.ahajc.org/). The county Arts and Humanities Association provided funding and personnel
for the 2009 production of “John Brown’s Body,” performed in Harpers Ferry and Shepherdstown, and
the 2011 production of “The Rivalry.” County organizations include Harpers Ferry in the artistic,
intellectual, business, and cultural life of the county. These organizations include the Jefferson County
Historical Association which partners with the Harpers Ferry Historic Town Foundation to bring
historical lectures and discussions to the town (http://jeffersonhistoricalwv.org/) and the Jefferson County
Chamber of Commerce (http://jeffersoncountywvchamber.org).
The County has provided financial support and an in-kind contribution (350 hours) by a county project
manager to help meet the match for the Potomac Street Project grant, a project of the Harpers Ferry
Historic Town Foundation (www.harpersferrywv.us). Funds for the project are administered by the Town
of Harpers Ferry.
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Other planning initiatives in Jefferson County that have included Harpers Ferry are:






7.3

The 340 Gateway Project to determine ways to develop and improve the entry
way to the State and the County;
The Jefferson County Urban Tree Canopy Plan to seek funding to increase the tree
canopy across the County [Harpers Ferry has tree canopy coverage of 69%, the highest in
the United States] (“Urban Tree Canopy Plan and Goals, Jefferson County, WV,” May,
2011; http://www.jeffersoncountywv.org/);
The county plan to develop a network of bike trails throughout the area (Harpers Ferry
participates through the Harpers Ferry Historic Town Foundation).

State of West Virginia

The State of West Virginia offers grant opportunities to help municipalities with infrastructure needs and
promotion, and to enable property owners to save and restore historic buildings:






7.4

The State provided funding of $55,000 in the form of a Community Partnership Grant to
help the Harpers Ferry Historic Town Foundation meet the match requirement of the
Federal Street Project grant;
Personnel at the WV Department of Transportation are overseeing the grant for the
Potomac Street Project and working with the Project’s steering committee;
WV MAPP grants provide funding toward Harpers Ferry Visitor Guides, website
development, rack card publication, and ads appearing in tourism journals;
The State has embarked on a GIS-based aerial survey and, for a modest fee, the Town has
enabled 4’ ground spot resolution mapping and will receive the data as well as a license
to use the
necessary software for accessing the data;
State grants over the past 10 years have provided street paving and sidewalk repair.

Federal Agencies

A number of Federal agencies work with Harpers Ferry to carry out Town initiatives. The US Forest
Service provided support to the Tree Committee to inventory trees. In 2009-2010, and on other occasions
in the past, Federal grant and other disaster relief funds were provided to reimburse the Town for snow
removal.
One of the most important relationships is between the town and the Harpers Ferry National Historic
Park. The Park has partnered with the town on a number of initiatives in the past 10 years, including a
joint grant to renovate the train station and a grant to study bridge access feasibility. Park personnel
provide representation on a number of panels and boards for which both the park and the town are
stakeholders such as:
 the Town’s planning committee for the Comprehensive Plan;
 the Canal Towns Partnership (see Section 7.1);
 the Harpers Ferry Historic Town Foundation;
 the John Brown Raid 150th Commemoration Committee (see Section 7.1);
 a regional Civil War 150th Anniversary Committee; as well as
 the steering committees for the Potomac Street Project and the Harpers Ferry visioning
exercise.
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Appendix 1
Supplementary Housing Information
The Census housing data for Harpers Ferry for 1990, 2000, and 2010 provide the following information about
the total number of housing units and the number of units that are vacant:

From US Census Reports
Total # of housing units
# of vacant units

1990
170
24

2000
189
36

2010
175
44

The recorded changes in the total number of units from one census to the next is puzzling. This also creates
questions about the number of vacant units reported. The definition of vacant units for the Census includes
“empty” homes as well as residences where the occupants report their official residence elsewhere (e.g.
“weekend homes”). The Census definition of a housing unit includes apartments and other substructures which
may or may not be occupied or “offered” separately at a given time. There are several units in our Town that
could be counted as housing units or not, depending on the interpretation of the Census taker(s), the structural
condition, and on the information they may have been given by any occupants. The 2010 Census reported a
drop of 12 available rental units from 2000 which is most of the difference seen above in the total number of
units between those two Census reports. Such variations behind these numbers cannot be known, but the results
remain the official US record.
The 1983 Historical Resource Survey, which followed the Town’s designation as a historical district in 1979,
assigned an inventory number to all significant structures in the Town. The total of such structures was 194;
however, some significant structures are included in this count but are not part of the housing stock. For
example, the hotel, the town hall, and the town gazebo, are counted in the total of 194. When the nonhousing
structures are subtracted, there are 32 fewer structures, leaving a total of 162 housing units at that time.
The Historical Resource Survey of 1983 was updated in 2009 as required by the Town’s 1979 designation as an
historical district. That survey indicates that five of the original structures were demolished or destroyed by the
time of the 2009 survey. A few of these were rebuilt and would then also be counted as new construction.
Documents provided to the steering committee indicate that 27 new houses were built between 1983 and 2009
(see informal survey source material). These documents also showed that the rate of new house construction
was very close to one per year for those nearly three decades which is consistent with other data showing that
eleven newly constructed houses were added to the housing stock between 2000 and 2010 and no housing units
were demolished or destroyed in that decade (www.jefferson.wvassessor.com/; Friendship Fire Company data).
Combining these data indicates that the number of housing structures may be estimated as follows:
1990 = 162 plus 7 (1 new/yr since 1983) less up to 5 (destroyed) = 164 to 169
2000 = 162 plus 17 (1 new/yr since 1983) less remainder of up to 5 (destroyed) = 174 to 179
2010 = 162 plus 27 (1 new/yr since 1983) less up to 5 destroyed = 184 to 189
Before comparing these estimates with the Census reports above, recall that the Census is counting “housing
units” which could include apartments and other sub-elements of these structures as they are estimated above.
Moreover, an empty and deteriorating structure may eventually be dropped from a Census count, but we cannot
confirm if this occurs (an example could be the Weaver house on the corner of Washington St and Boundary St).

2012 Harpers Ferry Baseline Report

Page A-1

In the face of these uncertainties, an informal survey was undertaken by members of the Planning and
Landmarks Commissions (see source materials) for this baseline report. That survey yielded a count of 172
housing structures in late 2011, but this count also excludes any small apartments, accessory buildings that may
have been deemed housing units, and any living units attached to other structures (e.g. vacant churches). This
informal survey also estimated the number of vacant units as follows:
Clearly vacant structures = 17
Probably vacant structures = 4
Weekend homes (where official residence is claimed elsewhere) = 5 to 15
The total of the survey results in 26 to 36 structures that would be deemed vacant by the US Census definition.
Again, some of these may have represented more than one housing unit at any time in the past according to the
Census methods. The Census report also includes housing units for sale and for rent (see Housing section 2.2 )
as well as any units rented or sold but not occupied at that time (Census reports a total of 13 for these). Overall
then, our data is congruent with the 2010 US Census data.
Taking all this into consideration, it suggests to us that the total number of housing units in 1990 would have
been close to the number reported by the U. S. Census Bureau, and the actual number in 2000 might have been
slightly lower than the Census Bureau report for reasons unknown, but possibly driven by a higher number of
reported rental units offered within or adjacent to larger structures. For future reference, we offer the table
below as our best available estimate of the historical record:

Improved Estimate
Total # of housing units
# of vacant units

1990
170
24

2000
178
26

2010
175
44

Here, we have retained the US Census reports for the number of vacant units in 1990 and 2010 but reduced the
count in 2000 by reasoning that, if the total unit count is high for some reason(s), it is probably mostly reflected
in the number of vacant units.
Thus, we conservatively conclude that as much as 10-15% of Town housing stock may be vacant today in the
sense of “empty” and another approximately 10% may be used for seasonal, recreational or occasional use.
Both of these components of Town housing stock have been increasing in recent years. A significant element of
the vacancy increase is from the now vacant homes owned by SWaN, but even discounting for those our
vacancy rate is quite highs. Further, this discounted vacancy rate is still growing slightly. Note that these
percentage estimates do not include the Hotel or the Shipley school building.
In the absence of any records on the condition of our housing stock, the informal survey by members of the PC
and HLC estimated that 15 housing structures were currently in need of very significant maintenance and many
more structures had lesser but clear needs for attention. About 10 of the 15 in need of significant maintenance
were among those also counted as vacant.
Many homes have had significant improvements and others have been essentially “rescued” from deterioration
in this timeframe. A large number of these are notable improvements to our housing stock. However, no
records exist that would establish if the overall condition of our housing inventory is improving, sustained or
declining over the last three decades.
The informal PC and HLC member survey also counted “buildable lots” by simply using a map, similar to the
first zoning map of this report, and observing empty lots which could readily allow construction of a home like
its neighbors. The count was 69. Other anecdotal counts range up to 70 but none lower than 50. If we take the
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number to be 60, this infill would eventually raise the property tax base by up to 30-35% and the population by
at least 100 people, using the current population density.
The total assessed value of owner occupied houses is obtained from County records. Commercial properties,
non-owner occupied houses, and vacant houses are not included in this total. The table below shows the
approximate percentage increase in this total assessed value for this part of the housing stock for the period
2001-2008 and the approximate percentage decrease for the period 2008-2011. The table gives this data for the
five incorporated municipalities in Jefferson County and for the county itself.
The total assessed value of owner-occupied houses.

Harpers Ferry
Bolivar
Shepherdstown
Ranson
Charlestown
Jefferson Co

Approximate % increase in total
assessed value 2001-2008
("housing bubble")
280
270
280
390
560
320

Approximate % decrease in total
assessed value 2008-2011
("recession")
-33
-28
-15
-15
-20
-22

The listed growth in total assessment between 2001 and 2008 includes any new construction as well as increased
value of existing properties. The three small municipalities had little opportunity for new construction and
therefore their total assessed value grew together similarly in that timeframe and was less than the other
jurisdictions listed where significant new construction occurred.
In the subsequent years, 2008-2011, most new construction ceased and all jurisdictions experienced a decrease
in total assessed value of owner-occupied houses as shown. The data indicates that the value of owner occupied
homes in Harpers Ferry rose along with others in the area during the housing bubble but was the jurisdiction
most affected during the economic recession that followed.
COMMENTARY
While housing values reflect overall economic indicators, anecdotal evidence suggests that the condition
of housing stock has ramifications for all individual property owners and for the Town. Houses that are
in poor or deteriorating condition lose value. While there is no quantifiable data to determine whether
adjacent houses also lose value, it is likely. The presence of owner-occupied, poorly maintained
structures suggests that some members of the community may be unable to undertake necessary repairs
for a variety of possible reasons. In addition, the presence of all poorly maintained structures, including
non-dwelling structures such as Hilltop Hotel and Shipley School, affects the community’s sense of well
being and pride of place as a historical district.
The Steering Committee suggests that the Town develop goals and objectives in the updated
Comprehensive Plan that reflect the importance of the well-being of all Town residents and the
responsibilities of all residents and owners for the value of the Town’s historic designation as expressed
in the vision statement.
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Appendix 2
Supplementary Financial Information
Additional financial information is provided in this Appendix 2. This information is drawn from the West
Virginia State Auditor’s office for total revenue and total expenses and provides graphs that illustrate aspects of
revenue and expenses using data from the Auditor. Information about initial budget forecasts (Levy Estimates),
revisions to the budget, and data pertaining to Town finances is available at
http://www.wvsao.gov/LocalGovernment/LevyEstimates.aspx and
http://www.wvsao.gov/ChiefInspector/pdfAuditWebApp/Default.aspx. Data tables can be found at the end of this
Appendix.
COMMENTARY
In the interest of transparency, long-term planning and sound recordkeeping, the Steering Committee suggests
that the final yearly budgets be posted at the same level of detail as the initial budgets. A program for
accomplishing this is available through the WV auditors site.

Overall Budget and Cash Reserves
The chart below repeats the earlier chart (see Finance section 4.1) and shows a comparison of that data against
the Consumer Price Index (CPI). The CPI varies slightly from year to year, as shown in the curve, but the
average annual increase over the period has been 1.4%. The Town’s income, expenses and budget have slightly
exceeded the rate of inflation for the years shown. This is typical for most jurisdictions, in our view, and
Harpers Ferry has probably controlled expenses better than most.
Harpers Ferry income, expenses, and total budget compared to the CPI for selected years
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As discussed earlier, the apparently large budget increase in the proposed budget for FY2011 is due to transfer
of cash reserves into the General Fund, and the apparent increase for FY2012 is a consequence of the police
budget being reported in the Town’s operating budget for the first time. If the FY2011 and FY2012 budgets are
adjusted for these changes, as was the past practice, the effective FY2011 and FY2012 Town budgets are similar
to years past.
Income
This section contains additional information about Town revenue. State audit categories of income are used
throughout. The graph below shows Town revenue in dollars for the years FY2003 through FY2011 to
supplement the earlier charts showing these as percentages of the budget.

Income Sources (in $)

Transfers & contributions
from other funds

500,000

450,000

Various income (interest,
sales, refunds, misc)

400,000

Grants & contributions
received

350,000

Gaming income
300,000

250,000

Lottery income

200,000

Rents collected

150,000

License and fee income
100,000

Fines & court fees collected
50,000

Total of taxes

0
FY2003

FY2004

FY2005

FY2006

FY2007
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Estimated Tax Revenue Sources (in $)
200,000

180,000

Hotel occupancy
tax

160,000

140,000

Wine & Liquor
tax

120,000

100,000

B&O taxes

80,000

60,000

40,000

Property taxes
20,000

0
FY2003

FY2004

FY2005

FY2006

FY2007

FY2008

FY2009

FY2010

FY2011

Expenses
This section contains additional information about Town expenses. State audit categories for expenses are used
throughout. The graph below shows Town expenses in dollars for the years FY2003 through FY2011 to
complement the earlier chart showing these as percentages of the budget.

Expense Categories ($)
600000
500000
400000

Capital Project Expenditures

$

Social Services Expenditures
300000
200000
100000

Culture & Recreation Expenditures
Health & Sanitation Expenditures
Street & Transportation Expenditures
Public Safety Expenditures
General Government Expenditures

0

The following tables show total revenue (Table One) and Total Expenses (Table Two) for FY 2003-2011. The
category for revenue for FY 2012 is labeled Town Current Estimate; the category for expenses for FY 2012 is
labeled Town Current Estimate. The Coal Tax revenue (approximately $1,000-$1,500 each year for Harpers
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Ferry) is not reflected in these numbers as Coal Tax revenue is not part of the General Fund. The state requires
that the Coal Tax revenue be tracked separately; it should be noted that the Coal Tax revenue has often been
applied to amenities such as the Bolivar-Harpers Ferry Library.
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Total of Revenues

123894
359

500
261
609

2500
25000

14537

35602
211
28110

1000

50
50
132557 132557
485
485

35602
211
28110

1000

21477

21655

21477

168038 168038
58527 58527
3136 3136
929
929
1208 1208
200
200
4216 4216
9714 9714

161153
46000
3800
7000
1667
2000
1000
15467

FY2011
Town Revised Town
Final General Final
Fund
4943 620687 620687
52185 46148 46148
300
235
235
72500 77890 77890
36000 40194 40194
168
145
145
3426 3426

73000
2500

235

235

73000
2500

38000
100

50000

38000
100

50000

40000 40000
218369 218369
81000 81000

FY2012
Revised Town
General Current
Fund Estimate
466415 466415
50670 50670
350
350
90000 90000
63000 63000
250
250
6150 6150
147
147
210567 210567
183487 183487
8000 8000
1500 1500
1600 1600
500
500
5000 5000
16600 16600

326,700 335,582 348,156 349,193 305,870 422,950 432,331 475,276 500,697 446,658 421,118 411,360 414,776 431,538 416,878 416,878 1,076,458 1,076,458 1,380,273 1,380,273

City: Harpers Ferry (WV State Auditor - Chief Inspector Division)
Fiscal Year:
FY2003
FY2004
FY2005
FY2006
FY2007
FY2008
FY2009
FY2010
Revised Audited Revised Audited Revised Audited Revised Audited Revised Audited Revised Audited Revised Audited Revised
General Actual General Actual General Actual General Actual General Actual General Actual General Actual General
WV Audit
Revenues
Account#
Fund
Fund
Fund
Fund
Fund
Fund
Fund
Fund
299 Unencumbered Fund Balance
32633 32633 15646 15646 9000 39217 40530 75661 11454 33870 2467 36706 9259 45137 4943
301 Property Tax Current Year
40220 39935 41017
41030
43886
50795
50280
46759
52185
303 Gas & Oil Severance Tax
90
125
125
150
375
300
300
300
305 Business & Occupation Tax
75450 79102 65200
70000
76700
78400
80668
70000
72500
306 Wine & Liquor Tax
28000 26234 35452
30000
36000
34000
40466
39000
36000
307 Animal Control Tax
180
175
175
150
125
125
125
168
308 Hotel Occupancy Tax
17600 17600 15000
15000
15000
17230
8515
Other
174
Total of Taxes above 161540 163045 156969 179226 156330 176140 171886 180171 180925 179335 180354 175124 156184 151270 161153
320 Fines, Fees & Court Costs
15840 15840 15000 9376 12090 25728 43742 50243 36484 40700 21900 28762 60600 62287 46000
325 Licenses
3000
3000
3000
3000
3000
3500
3000
3800
326 Building Permit Fees
3000
10060
7000
7000
7000
5000
7000
7000
328 Franchise Fees
2614
2947
2950
1800
2000
1532
1800
1667
329 Inspection Fees
500
900
600
2000
1000
1921
1500
2000
330 IRP Fees (Internatinal Reg. Plan)
2235
1425
1500
2000
1700
1300
900
1000
Total of licenses & fees (not 320) 11349 10124 18332 17097 15050 9665 15800 4438 14700
755 13253 4770 14200 5985 15467
332 Employee Health Ins Premium
345 Rents & Concessions
20000 20474 21000 21400 22300 26251 22000 20545 26500 20916 21700 21198 20000 20512 21655
361 Charges for Services
365 Federal Government Grants
366 State Government Grants
8000 8000 12036 12036
6000 14537
367 Other Grants
10000
15000
368 Contributions from other Entities
500
369 Contributions from other Funds
25000
2500
375 Transfers from Rainy Day Funds
20000
64000
40668
23483
25000
376 Gaming Income
380 Interest Earned on Investment
2000 978 1000 480 1000
77
800 894
590 581
800 434
500 287
500
381 Reimbursements
12432 12611 5924 6249
377 8161 8161 13399 12647 3417 3417
200 200
261
382 Refunds
6
4
167
10123 10000
157
12
137
609
384 Sale of Materials
0
600
25
387 Filing Fees
123
45
50
397 Video Lottery
70806 69877 89000 99719 90000 109768 121000 126821 130341 135744 135789 138705 130000 139018 123894
399 Miscellaneous Revenue
100
279
100
220 342
100
74
113 2232
300 705
359
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62362
Revised
General
Fund

0

0

0

0

0

0

0

563742

0
500
0
0
0
0
0
0
Audited Revised Audited Revised Audited Revised Town Revised
Actual General Actual General Actual General Final General
Fund
Fund
Fund
Fund
563742

15679
15000
17063
4000
4000
2000
27817 25653 25465 21800 23333 21163
Audited Revised Audited Revised Audited Revised
Actual General Actual General Actual General
Fund
Fund
Fund
500

147000

219
424
2183
4329
49875
146608
800
298877
Town
Final

7303
10765
3346
42999
8948
21078

Town
Final

487159

145000
421480
Revised
General
Fund

487159

145000
421480
Town
Current
Estimate

140040 140040

150
4000

30000

30000
150
4000

7010
10765
3230
42235
14050
25000

7010
10765
3230
42235
14050
25000

FY2012
Revised Town
General Current
Fund Estimate

Town
Final

0
0
Revised Town
General Current
Fund Estimate
389143
17000
23000
0 429143
0

0

4222
7525
7525
Town Revised Town
Final General Current
Fund Estimate

Revised Town
General Current
Fund Estimate
2322
300
300
1371
3075
3075
454
75
4150
4150

Town
Final

Town
Final

3575
3575
64950 64950
Revised Town
General Current
Fund Estimate

147000 147000 487159 487159
Revised Town Revised Town
General Final General Current
Fund
Fund Estimate
41144 41144
41125 41125
5057
5057
7500
7500
762
762
750
750
15399 15399
12000 12000

0
Revised
General
Fund
2322
1371
454
17063
75
2000
21163
4222
Town Revised
Final General
Fund

1500
188848 146998 146032 149116 96116 101718 101718
Audited Revised Audited Revised Audited Revised Town
Actual General Actual General Actual General Final
Fund
Fund
Fund
51468
45197
73330 73330
2775 2775
1187
1645
1538 1538
5058
4477
6477 6477
2930
928
928
1000
95506 61643 55266 51319 67169 85048 85048
Audited Revised Audited Revised Audited Revised Town
Actual General Actual General Actual General Final
Fund
Fund
Fund
370
370
380
380
1000
4370
1370 1500
370
370
380
380
Audited Revised Audited Revised Audited Revised Town
Actual General Actual General Actual General Final
Fund
Fund
Fund
1716
2800
2100 2100
4258

Audited Revised Audited Revised Audited Revised
Actual General Actual General Actual General
Fund
Fund
Fund
141098
145116
96718
4100
4000
880
5000
300

219
424
2183
4329
49875
146608
800
298877
Town Revised
Final General
Fund
96718 147000
5000

State Grants
Mayor's Office
City Council
Recorder's Office
Treasurer's Office
City Clerk's Office
City Attorney
City Auditor
Main Street Program
10000
10000
10000
15000
Litigation Reserve
Regional Development Authority
114
114
114
114
114
Building Inspection
2000
1500
1165
1600
1500 1500
Planning & Zoning
100
100
1000
1860
500
2000
10869 10869
Elections
1000
172
800
1000
2196
150
2150
150
150
City Hall
77110
52380
29946
87651
63857
80958
70443
84478 84478
Contribs/Xfers to Other Funds
20000
25000
20963
40000
Contingencies
Total Gen Gov Expenditures 113674 95518 134530 134110 105486 112109 191743 132659 184279 132411 184954 159997 192171 158151 208569 208569

FY2003
FY2004
FY2005
FY2006
FY2007
FY2008
FY2009
FY2010
FY2011
Revised Audited Revised Audited Revised Audited Revised Audited Revised Audited Revised Audited Revised Audited Revised Town Revised
General Actual General Actual General Actual General Actual General Actual General Actual General Actual General Final General
Fund
Fund
Fund
Fund
Fund
Fund
Fund
Fund
Fund
3584
1050
3078
2653
2728
2653
7059
7724
7706 7706
7303
2160
7536
7536
7536
7536
10765
10765
10865 10865
10765
550
3452
2153
2178
2178
3784
3693
3430 3430
3346
24469
29267
30718
33700
41020
41567
39217
49195 49195
42999
6335
21954
19580
10450
11365
11195
9465
13362 13362
8948
1000
6591
2000
13500
10000
3150
5000
26900 26900
21078

Revised Audited Revised Audited Revised Audited Revised Audited Revised
Public Safety Expenditures
General Actual General Actual General Actual General Actual General
Fund
Fund
Fund
Fund
Fund
700 Police Department
85500
91282
90000
95000
184648
706 Fire Department
3100
4000
4000
4100
4200
707 Dog Warden/Humane Society
300
300
300
300
709 Ambulance Authority
500
717 Juvenile Justice Diversion Program
2000
Total Public Safety Expenditures 88600 88600 95582 94982 94300 101596 99900 93300 191148
Revised Audited Revised Audited Revised Audited Revised Audited Revised
Street & Transportation Expenditures General Actual General Actual General Actual General Actual General
Fund
Fund
Fund
Fund
Fund
750 Streets & Highways
75000
90474
79905
97562
81673
751 Street Lights
752 Signs & Signals
1505
2881
753 Snow Removal
12000
6570
3129
4477
6916
757 Sidewalks
759 Public Transit
500
1000
1000
1000
Total St & Transprtn Expenditures 87000 86564 97544 96670 84034 110172 104544 87963 92470
Revised Audited Revised Audited Revised Audited Revised Audited Revised
Health & Sanitation Expenditures
General Actual General Actual General Actual General Actual General
Fund
Fund
Fund
Fund
Fund
803 Local Health Department
347
350
350
370
370
804 Other Health Programs
1000
2000
2000
1000
Total Health & Sanitn Expenditures
347
347
1350 1350
2350 5850
2370 2370
1370
Revised Audited Revised Audited Revised Audited Revised Audited Revised
Culture & Recreation Expenditures
General Actual General Actual General Actual General Actual General
Fund
Fund
Fund
Fund
Fund
900 Parks
2500
1650
4400
6150
3700
901 Visitors Bureau
12979
7500
7500
14100
10000
903 Fair Associations/Festival
10600
7500
3500
7624
12065
911 Historical Commission
1000
500
1300
1900
665
916 Library
10000
2000
3000
4000
4000
Total Culture & Rec Expenditures 37079 35907 19150 13047 19700 17562 33774 35114 30430
Revised Audited Revised Audited Revised Audited Revised Audited Revised
Social Services Expenditures
General Actual General Actual General Actual General Actual General
Fund
Fund
Fund
Fund
Fund
951 Aging Program (Seniors)
1000
953 Social Services
Total Social Services Expenditures
0
0
0
0
0
0
0
0
1000
Revised Audited Revised Audited Revised Audited Revised Audited Revised
Capital Project Expenditures
General Actual General Actual General Actual General Actual General
Fund
Fund
Fund
Fund
Fund
975 General Government ('projects")
976 Public Safety
977 Streets and Transportation
Total Capital Project Expenditures
0
0
0
0
0
0
0
0
0

404
409
410
411
413
415
417
418
419
426
435
436
437
438
440
444
699

General Government Expenditures

Expenses

Appendix 3
Additional Research Topics
The Vision Steering Committee identified subject areas that they were unable to research, but may be of interest
to stakeholders. The list is neither exhaustive nor prioritized.
1. Impact of federal Homeland Security development
2. Costs associated with repair and improvement of Town roads and sidewalks
3. Impact of deer population

4. Medical services
5. Viewsheds
6. Relevant ordinances relating to each topic
7. Role and impact of various clubs in the area (e.g., Lions, Rotary, Woman’s)
8. Church offerings to community life
9. Natural beauty & environmental aesthetics (noise, light & air pollution)
10. Refuse collection
11. Cultural and recreational facilities in the Town and surrounding area
12. Adult education and training
13. Child daycare
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