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Guiding Principles - $2 Billion Plan

1. Address County current and future capital needs and deferred major maintenance 
in a timely manner to provide adequate public facilities and services.

2. Protect County’s ability to provide and enhance other services for our residents. 

3. Design a stable funding model that fits existing revenue sources as much as 
possible. 

4. Reduce overall cost of infrastructure for our residents by incorporating a more 
fiscally conservative “Pay-as-You-Go” model for construction, renovation, and 
maintenance. 

5. Limit change in property tax rate to provide predictability and stability for our 
residents and businesses.
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Objectives

1. Review recent cash flows vs modeled cashflows

• Reminder: Bond issuance schedule and budget ordinance authority is based on modeled 
cash flows, not actual cashflows. Staff monitor cashflows monthly to determine if additional 
action is required by BOE/BoCC.

2. Discuss GCS request for additional budget authorization ($50 million) to 
support HVAC projects.
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Future school cash flow projections

Actual spending is 

slower than projected. 
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Actual SpendProjected Spend

$16,368,598$25,000,000 Jan-25
$17,280,048$25,000,000 Feb-25
$ 8,441,985$25,000,000 Mar-25
$13,603,484$15,000,000 Apr-25
$13,085,156$15,000,000 May-25
$10,158,296$15,000,000 Jun-25
$ 4,410,743$19,000,000 Jul-25
$ 9,626,046$19,000,000 Aug-25
$ 7,819,343$19,000,000 Sep-25

$23,000,000 Oct-25
$23,000,000 Nov-25
$23,000,000 Dec-25
$22,000,000Jan-26
$22,000,000Feb-26
$22,000,000Mar-26
$19,000,000Apr-26
$19,000,000May-26
$19,000,000Jun-26
$18,000,000Jul-26
$18,000,000Aug-26
$18,000,000Sep-26
$18,000,000Oct-26
$18,000,000Nov-26
$18,000,000Dec-26



Programmed to Budget Summary 5

Project 
Ordinance(2)

Programmed 
Budget(1)

$598,114,383 $1,538,861,157Comprehensive Project Budget

$160,513,151 $461,138,843Capital Renovation Budget

$758,627,534 $2,000,000,000Total

Understanding the difference between a programmed amount and project ordinance budget

Programmed Budget – estimated amounts determined by the school district

Project Ordinance – authorized funding that have been approved by the School Board and the Board of 
County Commissioners in compliance with NC159. 

Budget Ordinance Requests 11/6 include:
1. Alley Jay Elementary = + $61 million
2. Sternberger Elementary = + $46 million
3. Capital Renovation = +$15.1 million

Will increase total budget to $881,472,158



Budget to Actual Summary 6
Remaining 
Capacity

+ Under 
ContractActuals

Project 
Ordinance

$167,298,399$51,062,957$379,753,027 $598,114,383 Comprehensive Project Budget

$100,761,277$15,620,617$44,131,257 $160,513,151 Capital Renovation Budget

$268,059,676$66,683,574$423,884,284 $758,627,534 Total

Current budget to actuals are:

• 64% spent for comprehensive 
projects

• 28% for capital renovation projects

Note: The 11/6 BoCC agenda considering an
additional $107,683,547 for Allen Jay and Sternberger.

Note: To enter into a contract, Guilford County
Schools must have sufficient budget authority to begin
the work. 11/6 BoCC agenda considering an additional
$15,161,077 for HVAC and Communication



Working the Plan - $2.0 billion 7

$870,000,000Issued Debt (Cash Available) 

$758,627,534Current Project Ordinance 

$122,844,624Ordinance Adjustments Approved by BOE on 11/6

$881,472,158Total Project Ordinances

($11,472,158)Budget Authority vs. Bond Proceeds on Hand

Key takeaways:
The County will need to approve a 
reimbursement resolution once 
authorized amounts exceed $870 
million. 

The County has the cash flow 
capacity to float until the next bond 
issuance planned in Fall 2027 
(FY2028).

Due to projected cash flows vs. 
actual cash flows, this $11M should 
not present a risk. 



Capital Renovation 
GCS is requesting additional budget authorization for capital renovation funding to support districtwide 
HVAC. Based on slower cashflows, the BoCC could consider authorizing an additional $50 million. 
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Maximum County 
Would be  

Floating Prior to 
next Issuance

GCS Cash Flow + 
Additional 

Authorization

Budget Authority 
Beyond Bond 
Proceeds on 

Hand
Total 

Authorization

$0$24.0 million($11,472,158)$881,472,158After Upcoming Project Ordinances
Sternberger & Allen Jay

$27 million$26.8 million($61,472,158)$931,472,158+$50 Million for Capital Renovation

• Additional $50 million would result in an additional $2.8 million per month in budget authorization 
over next 18 months.

• Prior 9-month spending average = $12 million per month

• Anticipate additional project ordinances for Erwin, Swann, and Lindley over next 3-4 months 



Discussion 

• Would the Joint Capital/Facilities Committee recommend an additional $50 million for 
systemwide HVAC projects? 
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Three Month Horizon –
Project Ordinances

Toy Beeninga
Budget & Management Services



Objectives

1. Review Comparative Data Methodology and how this data can be used moving 
forward

2. Address current time crunch between GMP award and project ordinance 
amendment by adjusting when the project ordinance is increased.  

3. Discuss Fiscal Capacity to advance project priorities
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Upcoming Adjustments – November 6 
• Allen Jay Elementary

• BOE approved a GMP with Vannoy-McFarland in the amount of $55,250,064 for the remaining scope of 
work and a new GMP contract amount of $56,032,311.

• GCS was able to achieve a reduction to the overall programmed budget from $77,250,000 to 
$70,745,634, a reduction of $6,504,366. 

• Increase the project ordinance budget by $61,328,021 to complete the remainder of this project. 

• Sternberger Elementary
• BOE approved a GMP with T.A. Loving/Walter B. Davis in the amount of $40,867,556 for the remaining 

scope of work and a new GMP contract amount of $43,799,289. 
• GCS was able to achieve a reduction to the overall programmed budget from $65,500,000 to 

$56,843,289, a reduction of $8,656,711. 
• Increase the project ordinance budget by $46,355,526 to complete the remainder of this project.

• Deferred Capital Replacement Request
• A total of $15,161,077 is being reallocated to:

• Districtwide - HVAC: $8,435,817
• Districtwide Intercom/Communication - $6,725,260
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*Point of consideration – district 
wide project supports responsiveness 
and flexibility but may limit what is 
classified as bond eligible.   



Working the Plan - $2.0 billion 13
Bond Issuance

Future Project 
Ordinances

Current BoCC 
Adopted Budget

GCS Programmed 
AmountCurrent PhaseProject TypeProject NamePriority

-8,116,900 8,116,900 Land AcquisitionLand Acquisition 1

-78,737,396 78,737,396 Complete/CloseoutRebuildPeck K-8 Expeditionary Learning4

-59,101,641 59,101,641 Complete/CloseoutRebuildFoust Gaming & Robotics Elementary5

-41,105,821 41,105,821 Complete/CloseoutRebuildBrooks Global Studies6

-50,285,406 50,285,406 Complete/CloseoutRebuildClaxton Elementary 8

-84,016,723 84,016,723 Complete/CloseoutRebuildKiser Middle10

-69,375,621 69,375,621 Complete/CloseoutNew SchoolPeeler-Hampton Visual and 
Performing Arts2

46,355,52610,487,763 56,843,289*Design/BiddingRebuildSternberger Elementary 9
-69,215,755 69,215,755 Design/BiddingRebuildSumner Elementary 11

61,328,0219,417,613 70,745,634*Design/BiddingRebuildAllen Jay Elementary 12

FY2028 Issue300,625,692160,513,151461,138,843*Phased ImplementationRenovationDeferred Capital Renovation23
FY2028 Issue36,188,351 11,555,614 47,743,965 DesignRenovationErwin Montessori @ Archer ES3
FY2028 Issue35,211,459 59,336,545 94,548,004 DesignNew SchoolKatherine G. Johnson K-87
FY2028 Issue68,677,713 9,723,330 78,401,043 DesignRenov/AdditionSwann Center 6-1213
FY2028 Issue65,625,928 10,638,255 76,264,183 DesignRebuildLindley Elementary 14
FY2028 Issue70,917,622 4,500,000 75,417,622 PlanningRebuildNorthwood Elementary15
FY3030 Issue78,241,644 1,500,000 79,741,644 PlanningRenov/AdditionShadybrook Elementary 16
FY3030 Issue104,761,947 7,500,000 112,261,947   Land AcquisitionNew SchoolNorthwest Middle 17
FY3030 Issue75,574,955 4,500,000 80,074,955 PlanningRebuildJoyner Elementary18
FY3030 Issue78,694,104 4,500,000 83,194,104 PlanningRebuildVandalia Elementary19
FY3030 Issue79,564,487 4,500,000 84,064,487 PlanningRebuildBessemer Elementary 20
FY3030 Issue80,270,356 -80,270,356 PlanningRebuildMills Road Elementary21
FY3030 Issue59,334,661 -59,334,661 PlanningRenov/AdditionMaintenance/Transportation Facility22

$1,243,885,617 $758,627,534 $2,000,000,000 Total

*Approved by BOE on 10/14

Key Consideration: 
Programed 
amounts may be 
recalibrated based 
on comparative 
data



Comparative Data
NC Department of Public Instruction uses 
the cost per square foot to compare 
school project costs across the state 
based on certified bids for construction 
costs:

o By Project

o By Year

o By Prime Contract

This is a standard comparative metric 
used by DPI.
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Comparative Data

NC Department of Public Instruction has not 
updated data on their website since 2022. 

NCDPI is actively working to complete new 
benchmarking data and should be available 
by January 2026.  
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Comparative Data
Based on concerns expressed by GCS about the DPI data representing projected 
costs, staff worked to benchmark data based on more refined cost estimates based 
on GMPs and bid data.  

• GCS identified data for bond projects
• Staff are working with Mecklenburg, Cabarrus, Durham, and Forsyth County to 

collect similar data. 
• Staff shared the report with NCDPI to solicit feedback. 
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17DescriptionProject Name
Square footage of facilityBuilding (SF)

The quantity provided is for the disturbed acreage. This could include the entire site within the property lines or 
areas disturbed during construction,

Site Acreage (AC)

Costs are inclusive of basic design services and reimbursablesDesign Costs

Costs are inclusive of construction (brick & mortar), allowances, alternates, contingencies (contractor, design, 
owner, tariff), contractor general conditions & requirements, insurances, bonds, construction manager fee

Building Construction Costs 
(shown as a per square foot cost)

Costs are inclusive of all site related work within the construction perimeter that includes but is not limited to: 
abatement/ demolition of existing structures, site phasing (temporary roads & parking), sitework, site utilities, 
site remediation (unsuitable soils), site concrete, landscaping, permanent fencing, playground equipment, and 
erosion control measures.

Onsite Costs

Costs are inclusive of construction or related work outside the construction perimeter that may include but are 
not limited to: turn lanes, other intersection improvements, traffic signaling/ signage improvements, offsite 
utilities, traffic control, sidewalks, stormwater devices, stream buffer protection, and perimeter landscaping.

Offsite Costs

Costs are inclusive of project related services and goods that include and are not limited to: Construction 
Materials Testing/Special Inspections, Commissioning Services, Abatement/ Hazardous Materials services, 
traffic study, program management services, program management software, surveying services, geotechnical 
exploration services, environmental site assessment services, preconstruction services, signage, solicitation 
advertisements, application review fees, special permit fees, site safety, and moving services.

Costs also includes an inflation amount for project duration to substantial completion that ranges annually 
based on industry index.

Owner's Contracts (3rd Party)

Costs are inclusive of FF&E related goods and services that include but are not limited to: classroom furniture, 
administrative furniture, cafeteria furniture, , specialty classroom furniture/ equipment (science), technology 
equipment, safety equipment (i.e. cameras, fobs, intrusion detection), shelving, display cases, exterior 
furnishings (benches, outdoor classroom), musical instruments, ECAC/ ADA equipment, speakers, internet 
capabilities (servers, routers, cabling, wifi), AV displays, audio systems, telephony equipment, media books, 
floor care equipment, recreational/ physical education equipment, and appliances

School Program Requirements (FF&E, Etc.)



Comparative Data

What the data could tell us:
• Accountability tool to explain to 

residents where project costs align 
with peer counties 

• Transparency tool to explain which 
component of a project may be 
driving higher costs

• Ex. Additional site work or connecting 
to water/sewer utilities

• Transparency tool to provide 
elected bodies with information to 
shape policy decisions 

Cautionary areas to address:
• Project costs can vary based on site 

specific conditions
• Requires large enough sample size 

to provide reliable indicator; 
otherwise, a few projects can skew 
comparisons 

• Depending on the data, 
information may be used to imply 
project costs are too high without 
proper context 

18
What are the pros and cons of looking at the cost per square foot?



Allen Jay Elementary



Allen Jay Elementary

Allen Jay Elementary is located in 
High Point North Carolina. 

• Rebuild project

• LEED Certified elements

Square Footage: 113,163

Acreage: 14.25 acres

20



Allen Jay Elementary 21
Average Wake 

County 
Elementary

Average GCS 
Elementary

Allen Jay 
ElementaryProject Name

128,26999,461113,163Building (SF)
221214Site Acreage (AC)

$3,080,142$2,729,913 $2,687,678 Design Costs
$46,706,469$40,183,190 $47,211,522 Building Construction Costs

$364$404 $417 Building Construction $/SF
$14,034,836$8,397,140 $8,820,789 Onsite & Offsite Costs

$650,479$797,537 $619,003 Onsite & Offsite Cost /AC
$795,886$4,744,271 $6,184,954 Owner's Contracts (3rd Party)

$3,509,843$3,829,245 $5,840,691 School Program Requirements (FF&E, Etc.)
$38 $52 School Program Requirements $/SF

$602 $625 Total Project $/SF
$70,745,634 Total Programmed Budget
$9,417,613 Current Project Ordinance

$61,328,021 Requested Increase in Project Ordinance

$6,504,366 reduction 
to programmed 
budget that is being 
reallocated to support 
district wide 
improvements, 
including HVAC. 

Geothermal HVAC at 
higher initial cost of 
$4+ million.  



Allen Jay Elementary 22
Hilltop Needmore Rd ES

Rex Road ES
Bowling Road ES

Pleasant Plains ES

Swift Creek ES

Lockhart ES

Brooks Global Elementary
Claxton 

Elementary

Foust Elementary VPA Elementary
Sumner Elementary

Sternberger Elementary

Allen Jay Elementary
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Construction Cost per Sq Ft NC Comparison

Factors that can impact:
• Time
• Inflation 
• Site specific conditions
• Utilities 
• Space standards
• # of core classrooms
• Type of contract 

(CMAR/Design-Build/ 
Single Prime)

Continue to work with 
other counties to collect 
and understand data. 



Sternberger Elementary



Sternberger Elementary

Sternberger Elementary is located 
in Greensboro North Carolina. 

Rebuild project

Square Footage: 86,883

Acreage: 9.8 acres
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Sternberger Elementary 25
Average Wake 

County 
Elementary

Average GCS 
Elementary

Sternberger 
ElementaryProject Name

128,26999,46186,883Building (SF)
221210Site Acreage (AC)

$3,080,142$2,729,913 $2,940,503 Design Costs
$46,706,469$40,183,190 $34,829,282 Building Construction Costs

$364$404 $401 Building Construction $/SF
$14,034,836$8,397,140 $9,061,958 Onsite & Offsite Costs

$650,479$797,537 $924,690 Onsite & Offsite Cost /AC
$795,886$4,744,271 $5,494,909 Owner's Contracts (3rd Party)

$3,509,843$3,829,245 $4,516,637 School Program Requirements (FF&E, Etc.)
$38 $52 School Program Requirements $/SF

$602 $654 Total Project $/SF
$56,843,289 Total Programmed Budget
$10,487,763 Current Project Ordinance

$46,355,526 Requested Increase in Project Ordinance

$8,656,711 reduction 
to programmed 
budget that is being 
reallocated to support 
district wide 
improvements, 
including HVAC. 



Sternberger Elementary 26
Hilltop Needmore Rd ES

Rex Road ES
Bowling Road ES
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Factors that can impact:
• Time
• Inflation 
• Site specific conditions
• Utilities
• Space standards
• # of core classrooms
• Type of contract 

(CMAR/Design-Build/ 
Single Prime)

Continue to work with 
other counties to collect 
and understand data. 



Comparative Data Discussion 

• Does the Joint Capital/Facilities Committee find the comparative data 
methodology useful? 

• Does the Joint Capital Group desire more information around 
enhanced efficiency elements included in future projects and the 
impact on fiscal capacity (example LEED elements)? 
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Process to Amend 
Project Ordinances

Toy Beeninga
Budget & Management Services



Current Process 29
GCS Designs 

School
GCS BOE 
Approves 

Design 
GCS BOE 

Awards GMP

BoCC Considers 
Project Budget 
Amendment

Joint Capital Meetings

GCS BOE 
Approves Design 

and Bids 
Projects

GCS Begins 
Construction

Key Takeway:
• BoCC statutory role of allocating funding occurs after a project is design, bid, and the BOE awards the 

contract for construction. 
• Creates a tight turnaround for the BoCC to approve without delaying start of construction
• Staggered funding amounts serve as a cashflow management tool, but create additional steps for both 

sides. 

BoCC 
establishes 
ordinance 
and design 

funding



Potential Option 30

GCS Designs 
School

GCS BOE 
Approves Design

GCS Bids 
Project

GCS BOE 
Awards GMP 
and begins 

construction

BoCC Approves 
Project 

Ordinance based 
on comparative 

data utilizing per 
square foot cost

Joint Capital 
Reviews List of 
Projects & Site-

Specific Elements 

BoCC Amends 
Project 

Ordinance

Joint Capital 
Reviews is Bid 

Exceeds Budget

Joint Capital Meetings

Example for Elementary:
• Design: Standard Allocation ($3 million)
• Construction: $400 per square foot ($40 million)
• Onsite/Offsite: specific to site location (Varies)
• Third Party: specific site + program manager fees (~$4 million)
• FFE:  $30 per square foot ($3 million)



Potential Option 31

GCS Designs 
School

GCS BOE 
Approves Design 

and Budget 
Amendment

GCS Bids 
Project

GCS BOE 
Awards GMP 
and begins 

construction

BoCC Approves 
Project Budget 
Amendment

Joint Capital 
Reviews 

Design and 
Programmed 
Cost including 
comparative 

data 

Joint Capital Meetings

BoCC
establishes 
ordinance 
and design 

funding



Discussion 

• Is the Joint Capital/Facilities Committee comfortable exploring a shift 
in process to alter when funding is established, including use of 
comparative data to review programmed budgets?
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Questions?
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