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2. Portfolio Overview
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4. Range of Revenue Projections

5. Workforce Housing Initiative

6. Summary and Q&A



THE ASSIGNMENT – PHASE I
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NUSD Board and Leadership Commitment to Excellence

3 Primary Goals

• Attract and retain high-quality teachers and staff

• The ability to offer competitive healthcare benefits

• Identify workforce housing solutions to support employees

Brings New Vision, Experience and Enthusiasm

• Dedicated to community input

• Plan to reimagine district facilities 

• Experienced in workforce housing initiatives 

Built a Solid Foundation for Future Success

• Successfully led the passage of $205M Measure O Facilities Bond

• Implemented and strengthened districtwide academic support that 

contributed to measurable academic growth across all grade levels

• Defined a vision and goals to support teachers and improve student 

outcomes

CLEAR GOALS TO ACHIEVE HIGH-QUALITY EDUCATIONAL OUTCOMES

NUSD BOARD

SUPT. VACKAR

SUPT. EGER



Before We Begin
“A WORD FROM OUR SPONSORS”

To be clear:

• No decisions have been made

• No decisions are being made - we are strictly gathering data 

• This is not the first step towards school closures or consolidations

• It will take 4+ years before ground is broken

• Any reference to a potential use does not mean the school is going to be 

developed for that use



Gather Information
Gather information, review the 

data, meet with City officials, 

determine highest and best use 

and potential value of District 

assets to determine the viability of 

the use of some District assets to 

achieve District goals and 

priorities

Workforce Housing
Explore the viability of 

providing affordable housing 

options for teachers and staff; 

to support recruitment, 

retention and ensuring positive 

educational outcomes.

Generate Revenue

Identify potential opportunities 

to generate revenue from 

underutilized sites to support 

critical needs, such as 

providing health care benefits 

to staff.

Phase I: Scope, Deliverables and Goals
COMPLETE BY JUNE 17, 2026: EVALUATING THE REAL ESTATE PORTFOLIO

6



PORTFOLIO OVERVIEW
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NUSD Portfolio Overview - 12 Sites
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• 193 total acres

• 4,200+ 

students

• 9,400 capacity

• 3 Secondary

• 6 Primary

• 1 Closed 

(Snow ES)

• 1 District 

Office/Musick

• 1 M&O Yard



School Name Grades Enrollment Capacity Available Seats

Newark Memorial HS 9 - 12 1,281 2,500 1,219

Bridgepoint Continuation HS 11 - 12 46 621 575

Newark MS 6 - 8 953 1,512 559

Birch Grove Intermediate 3 - 5 293 925 632

Birch Grove Primary TK - 2 389 625 236

August Shilling ES TK - 5 279 925 646

Coyote Hills ES TK - 5 411 975 564

Kennedy ES TK - 5 366 725 359

Lincoln ES TK - 5 233 600 367

Snow ES Closed - - -

District Office / Musick - - - -

District M&O Yard - - - -

Crossroads - 12 - -

TOTALS 4,263 9.408 5,157

Portfolio Overview
GRADES, ENROLLMENT, AND CAPACITY*

9*Includes existing portables on sites



Portfolio Overview
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School Acres Zoning Residential Mixed-Use

Newark Memorial HS 44 PF

Bridgepoint HS 19 PF

Newark MS 43 PF

Birch Grove Intermediate 10 PF

Birch Grove Primary 8 PF

August Shilling ES 11 PF

Coyote Hills ES 10 PF

Kennedy ES 9 PF

Lincoln ES 11 PF

Snow ES 10 PF

District Office / Musick 11 PF

District M&O Yard 7 PF

Total 193

POTENTIAL HIGHEST AND BEST USES*

*References to a potential use does not mean the site is going to be developed for that use



School Name Acres 8 10 15 20 40

Newark Memorial HS 44 354 442 663 884 1,768

Bridgepoint HS 19 154 193 289 385 771

Newark MS 43 346 432 648 864 1,728

Birch Grove Intermediate 10 76 95 142 189 379

Birch Grove Primary 8 65 81 121 162 323

August Shilling ES 11 85 107 160 213 426

Coyote Hills ES 10 79 99 149 199 379

Kennedy ES 9 71 88 132 177 323

Lincoln ES 11 85 106 160 213 426

Snow ES 10 81 101 151 201 403

District Office / Musick 11 89 111 167 223 446

District M&O Yard 7 58 73 110 146 292

TOTALS 193 1,542 1,928 2,892 3,856 7,711

Snow ES + Dist. Office / Musick 21 170 212 318 424 848

Portfolio Overview
RANGE OF POTENTIAL RESIDENTIAL UNITS*

11*Acres have been rounded up.  Units based on actual acres.



• Identified multiple sites with strong potential, primarily for residential development and a few 

sites may have the ability to accommodate mixed uses (commercial / service related). 

• New state legislation supporting educator housing and anticipated City changes regarding 

Public Facility (PF) zoning present favorable conditions for development. 

• Furthermore, the City has indicated strong support for NUSD residential development 

initiatives as it will help the City meet its Regional Housing Needs Allocation (RHNA).

• Initially focus on Snow and District Office sites to address workforce housing needs

Key Takeaways from Portfolio Overview
STRATEGIC OPPORTUNITIES AND FAVORABLE TAILWINDS
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Residential Potential

Both sites exhibit strong fundamentals for 

residential and possible limited mixed-use 

development (on District/Musick site). Our 

preliminary models suggest substantial potential 

for multi-unit workforce housing configurations.

This approach maximizes the land's utility while 

directly addressing the district's strategic goals for 

staff support.

Financial Returns

Ground lease revenues will be dependent on a 

host of factors including percentage of affordable 

vs. market rate units, AMI levels, infrastructure, 

construction and financing costs, development 

fees and density. A land residual analysis will be 

needed to determine the potential revenue which 

can be done after the project fundamentals are 

established.

Snow & District/Musick Sites
SITES FOR FURTHER EVALUATION IN NEXT PHASE
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HIGH LEVEL MARKET STUDY

3
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Newark has an Affordability and Availability Issue
RENTAL MARKET FINDINGS
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• Rental market is very tight; limited new 

developments to provide any price or vacancy 

relief

• 1.8% vacancy is below the target range of 3% 

to 5% which allows for healthy turnover in the 

rental market

• Need an annual household income of $65,000 

to $111,000 to secure “affordable” units 

based on local market rates



Newark has an Affordability and Availability Issue
FOR SALE MARKET FINDINGS
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• Similarly constrained, with high 

purchases prices and down payments

• Median Sale Price: $1,374,417 

• Assuming a 20% deposit, a household 

income of $282,000 is needed to 

secure an “affordable” home

• 5.5% decrease in asking prices over 

the past 12 months, but inventory turns 

quickly, on market for an average of 17 

days, selling at 10% over list price



Multi-Family Snapshot

Unit Type
Number 

of Units**

Weighted 

Average 

Vacancy**

Avg SF/Unit

Average 

Rental 

Rate/Unit

Household 

Income to be 

HUD 

“Affordable”

Studio 279 2.2% 500 No Data No Data

1-BR 696 2.6% 650 $1,770 $65,000

2-BR 1,447 0.8% 834 $1,950 $71,000

3-BR 121 1.8% 1,257 $3,044 $111,000

4-BR 90 No Data 2,191 No Data No Data

Total / 

Avg.
2,633 1.5% 816 $1,953

Per CoStar Q2 2026. Excludes affordable-rate and specialty housing.

**Some properties do not provide explicit detail on individual unit breakdowns or vacancies but do 

provide information on overall unit count and vacancy rate.

Multi-Family 

Property Radius

OVERALL VACANCY RATE UNDER 2%
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Historic Delivery of Rental Properties and Units
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VERY FEW PROPERTIES AND UNITS BROUGHT ON THE MARKET SINCE 2000
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“Affordable” Rents not Attainable in the Market
HOUSING INCREASINGLY UNAFFORDABLE IN MANY CITIES (NEWARK, CA)
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$1,770/mo. 1 Br.  650 sf

$1,950/mo. 2 Br. 834sf

$3,044/mo. 3 Br. 1,257sf

CoStar Q2 2026

$73,000/year
Salary

$1,825/mo.
Affordable Rent*

*30% of Gross Income Affordability Metric

$36,000/year
Hourly Full-Time

$900/mo.
Affordable Rent*

STARTING TEACHER CUSTODIAN
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EVEN STUDIOS AVERAGE RENT IS OVER $2,000 MO.
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Historic Rental Unit Trends and Future Projections
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2026 YTD assumes average annual vacancy rate (3.6%) which varies from the current weighted average vacancy rate (1.5%)

THE MARKET IS ONLY PROJECTED TO GET TIGHTER, LESS AFFORDABLE
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RANGE OF REVENUE PROJECTIONS
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Revenue Projections
GROUND LEASE REVENUE

• Potential revenue from ground leases determined 

more by land residual than land value

• Many factors affect potential ground lease 

payments

• Construction, interest and financing costs

• Unit rental rates and AMI levels

• Percentage of affordable units in the 

development

• Investor returns

• Timing of payments

• Term of the ground lease

• Appraisals will be needed to support future 

development



Revenue Projections
WIDE RANGE OF COMPARABLE LAND VALUES

• Ranging from $1 - $4 million per acre

• $193 - $772 million for entire NUSD sites

• Local real estate Broker Opinion of Value 

(BOV) ~$2.8 million per acre = $540 million

NOTE: Land value comparables provided for 

information, but not directly relevant as 

District is not intending to sell any assets



Revenue Projections

• Annual ground lease payment, with 

increases at intervals

• Present value of future payments vs. no 

money for a period of years

• Gound lease payment vs. participation 

in future revenue/profits

• The key is to find the balance between 

meeting the Districts needs and 

ensuring the project remains viable

GROUND LEASE PAYMENTS TAKE MANY FORMS
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PHASE II  

WORKFORCE HOUSING INITIATIVE

5
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Workforce Housing Initiative Fundamentals
GETTING STARTED

• Identify a Champion!  

• Adopt a housing resolution(s)

• Retain a team of expert advisors 

• Conduct a strategic visioning session 

with leadership

• Engage the Community and 

stakeholders; early and often

• Become familiar with current State and 

local legislation

• Form an Advisory Committee

• Identify your market segment(s) and 
income ranges

• Gather Data – entry and exit Interviews

• Conduct an Employee market study, gap 
and demand analysis and survey

• Decide on control of tenancy

• Understand impact of the Surplus Land 
Act and options for development 

• Identify potential sites for conversion / 
use and conduct feasibility analysis

• Implement plans that align with your 
priorities, values and mission



Benefits of Workforce Housing for Teachers and Staff
REWARDS THAT BENEFIT THE SCHOOL AND THE COMMUNITY

Attract & Retain 

Qualified Employees

Make Districts More 

Competitive – Become an 

“Employer of Choice”

Reduce 

Commute Times

Positive Impacts on 

the Environment

Provide Better Quality of Life, 

Reduce Stressors, Improve 

Mental & Physical Health

Employees Can Live In, 

and Become a Part of, the 

Communities They Serve

Proper Stewardship 

of Assets

Promote Positive 

Educational Outcomes



Community Engagement is Key

29

• Communicate the why, what, and how of your 
real estate strategy

• Start engagement early and often

• Educate the community to potential outcomes and 
use of properties

• Link use of sites to positive educational outcomes

• Anticipate concerns about expedited entitlement 
process

• Post information and updates on NUSD website



Phase 1: Due Diligence

Identify a champion, document 

data, SAV visioning session, 

community engagement 

planning and employee survey.

Phase 2: Feasibility
Conduct rigorous feasibility analysis, 

test fits and massing models, market 

outreach / sounding, and detailed 

financial analysis.

Phase 3: Selection

Engage the community, issue 

RFQ/RFP documents, complete 

the developer selection process 

and negotiate development 

agreements.

Phase 4: Implementation

Finalize the implementation plan, 

secure entitlements, design, 

finance and permit the project, 

complete construction.

Workforce Housing Implementation Process
THE B&D TEAM HAS THE EXPERTISE TO SUPPORT THE DISTRICT IN ALL PHASES

30

5 – 7 Years



SUMMARY AND Q&A
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Summary & Key Takeaways
• No decisions have been made, This is an essential step to evaluate the portfolio

• NUSD possess valuable assets that can directly address the District's core mission

• The market will remain unaffordable with very low vacancy in the foreseeable future

• Workforce housing is needed, achievable and supported by the City and State legislation 

• There are two sites which should be evaluated for development in the next phase

• The development timeline is 5 – 7 years

• The community will have multiple opportunities for input
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Future of Education Depends on Dedicated Staff 
STRATEGIC REAL ESTATE SOLUTIONS FOSTER POSITIVE STUDENT OUTCOMES
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It’s all about the kids!
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Questions?
Thank you for your time and dedication to our schools.

Al Grazioli, Vice President

(626) 688-7718

agrazioli@bdconnect.com

Ty Taylor, Director

(415) 480-4086

ttaylor@bdconnect.com
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