
STAFF REPORT
SAUSALITO CITY COUNCIL

MEETING DATE: February 25, 2020

AGENDA TITLE: Sausalito Ferry Landside Improvements 

LEAD DEPARTMENT: Public Works

RECOMMENDED ACTION:
Adopt a resolution approving and authorizing the City Manager to execute the 
professional services contract with BKF Engineers for the Ferry Landside Improvement 
Project based on the Option 1 process noted in the staff report.

SUMMARY
In the summer of 2019 the City of Sausalito issued a request for proposals to acquire 
professional services to design the Ferry Landside Improvement project.  In the fall of 
2019 Professional Services interviews were held with three firms and a preferred 
consultant was selected.  

Staff followed the federal procedures for reviewing and opening the cost proposal for 
the preferred consultant.  The cost proposal for the preferred consultant was in excess 
of the available grant funding for the design portion of the project and staff proceeded to 
open the second preferred consultant cost proposal.  Staff has negotiated with the 
second preferred consultant and on January 28, 2020 forward a recommendation to the 
City Council to award a professional service contract.  The Council directed staff to 
return at a future date with additional information.   

BACKGROUND
Golden Gate Bridge Highway and Transportation District (GGBHTD or District) leases
the Sausalito Ferry Landing from the City of Sausalito pursuant to a Lease dated 
December 1, 1995 (the “Lease”).  The District wants to replace the existing ferry dock 
system with a new ferry terminal.  The City and the District disagreed about their 
respective rights and obligations under the Lease which resulted in litigation.  The City 



and the District entered into a Memorandum of Understanding dated July 28, 2017 and 
thereby settlement the litigation (Attachment No. 1).

On October 10, 2017 the City Council adopted Resolution Number 5670 granting 
conditional consent and approval for the major alteration and improvements to the Ferry 
Landing.  GGBHTD has procured grants from the Federal Transit Administration (FTA)
to reconstruct their facility.  One of the Conditions of Approval adopted by the City 
(Attachment No. 2 – Exhibit B) requires that:

Prior to commencement of construction, the District shall execute the Pass 
Through Agreement materially consistent with the form provided to the 
City in March, 2016, as revised by the City and attached hereto as Exhibit 
A, providing for the pass through to the City of two million dollars 
($2,000,000) of a Federal Transit Administration grant to the District, as 
well as the District’s contribution of four hundred thousand dollars 
($400,000) towards the required local match for use of these funds.

Attached is a copy of the executed Pass Through Agreement (Attachment No. 2 –
Exhibit E).  As set forth in Exhibit B to the Agreement the following is the description of 
the Scope of the Sausalito Landside Improvements Project:

This project supports the enhancement of the shoreside ferry plaza promenade, 
including the existing ferry passenger staging area, as well as improve and 
enhance pedestrian and bicycle access routes to the shoreside ferry plaza 
promenade. The promenade links the ferry terminal, ferry commuter parking lots 
and downtown businesses and parks. Specifically, this project will modify an 
existing City-owned vehicle parking lot to better delineate the areas for vehicle, 
pedestrian and bicyclist uses and to improve circulation in this highly congested 
area. By modifying the parking lot, the project will be able to increase the area 
available to stage and process ferry passengers and bicycles, and will provide 
space to allow for rearranging the existing facilities in the promenade to optimize 
vehicle, pedestrian and bicycle flow. The project will also widen ancl/or expand 
pedestrian and bicycle access routes and improve wayfinding to and from the 
area. Land acquisition is not required. Rather, reconfiguration, re-design and 
construction in the existing areas will be performed. In addition, the project will 
relocate and add ticket vending machines. The improvements will result in a 
larger and enhanced shoreside ferry plaza promenade area for residents and 
visitors including an enhanced passenger staging area for processing 
passengers and bicycles. The project will result in a safer and more efficient ferry 
passenger and visitor experience. 



Additional enhancements may include, signage; passenger information systems 
(visual and audio ); other passenger amenities including seating and information 
kiosks.

On June 7, 2019, the City of Sausalito issued a Request for Proposals (RFP) for 
Planning and Design Services for the Sausalito Ferry Landside Improvements Project
(Attachment No. 3).  The RFP invites qualified proposers to submit a response to the 
request for one or both scopes of services:  (1) Package A, which includes visioning,
and schematic design (30%) for the Project (“Package A”) and/or (2) Package B, which 
includes visioning, and full (100%) design for the Project.  The Project area is depicted 
as:

  



.  

Because the funding source for this project is from the Federal Transit Administration 
(FTA) the City is required to follow federal procurement procedures for the award of this 
contract.  Per the Federal Transmit Administration's (FTA’s) Best Practices and 
Procurement Manual, procurements for architectural and engineering services 
associated with construction, alteration, or repair of real property are subject to the 
federal Brooks Act (40 USC section 1101-1104) that requires a qualifications-based 
selection ("QBS") process. However, with regard to state laws, section 3.4.9 of the 
FTA's Best Practices and Procurement Manual, provides as follows:

"Effect of State Laws – To the extent that a State has, before August 10, 
2005, adopted by law an equivalent State qualifications-based 
procurement requirement for acquiring architectural, engineering, and 
design services, State procedures, rather than Federal Brooks Act 
procedures (40 U.S.C. §§ 1101 through 1104), may be used." 

The State of California had adopted an equivalent QBS procedure as set forth in 
Government Code section 4525, known as the "little Brooks Act," that requires state 
agencies and permits local agencies to procure such architectural and engineering
services "on the basis of demonstrated competence and qualifications for the types of 
services to be performed and at fair and reasonable prices." (Govt. Code section 4526.) 
Under these provisions the City is required to conduct negotiations with the first most 
qualified offeror and only after failing to agree on a fair and reasonable price, may 
negotiations be conducted with the next most qualified offeror.  

On July 18, 2019 the City received a total of three proposals to provide services for the 
Sausalito Ferry Landside Improvement Project.  On September 11, 2019 interviews City 
and GGBHTD staff, and members public, interviewed three professional firms to assist 
the City with the Ferry Landside Improvement project.  In accordance with the federal 
procedure the proposals were ranked follows:

First Preferred Proposal Harris and Associates
Second Preferred Proposal BKF
Third Preferred Proposal SWA

Staff also reviewed the available budget for the project and based on standard practices 
extrapolated that approximately $230,000 is available for the visioning and design of the 
project.

Staff initially opened the original cost proposal from Harris and Associates, the company 
ranked highest by the reviewing panel.  Their cost for visioning plus a 30% design 



planset was $672,113 and $1,428,900 for visioning plus 100% planset.  Staff proceeded 
to negotiate with Harris and Associates to reduce their costs to be more in line with the 
project budget as specified above.  Unfortunately, Harris could not reduce their cost to a 
range that met the budget of approximately $230,000 for visioning plus 100% planset.  

Staff proceeded to open the second cost proposal from BKF Engineers which equated 
to $498,256 for visioning plus the development of a 30% planset.  BKF Engineers 
submitted a proposal of $324,565 which they have stated is for the remaining design 
services to finalize the bid documents.    BKF’s cost for the 100% planset is $822,821 
($498,256+$324,565).  Staff proceeded to open communication with BKF Engineers 
who reduced their proposal cost to $246,450 through schematic design; however, this 
reduction in cost has a significant impact on the scope of services. BKF proposed a 
modified scope of services which included the following:

 Initial visioning will include two public meetings to gather information for future 
work with a presentation to Council on the parking areas and access west of Lot 
#1.

 Construction is limited to the improvements associated with the original scope of 
stated in the grant application.  .

 Minimal Traffic analysis.
 Categorical exemption is anticipated for this option.

On January 28, 2020 staff recommended authorizing the City manager to execute a 
professional services contract with BKF Engineers for the reduced scope noted above.  
The City council rejected that recommendation and instructed staff to return to the 
council with the available options for this project.  The cost proposal from the third 
bidder cannot be opened unless agreement cannot be reached with the second most 
qualified bidder.

ANALYSIS
Currently there are several transit oriented problems at the Ferry terminal here in 
Sausalito.  On occasion, the area is overrun by ferry patrons, bicycle patrons, vehicle 
circulation and drop off as well as wayfinding for patrons seeking transit on the Golden 
Gate Ferry System.  The use of this area in the last several years has shown that 
improvements are needed in this area to address these issues and as a consequence 
of this a grant was secured through the Federal Transit Administration to address these 
issues.

The ultimate purpose of this specific project is stated in the first sentence of the grant 
language:

This project supports the enhancement of the shoreside ferry plaza 
promenade including the existing ferry passenger staging area as well as 
improve and enhance pedestrian and bicycle access to the shoreside ferry 
plaza promenade.



The exact details of these improvements will be developed with the design; however we 
can be assured that the intent of the grant is to provide improvements adjacent to the 
ferry landing that address immediate problems such ferry patron queuing, bicycle 
loading on the ferry, wayfinding for passengers of the ferry as well as some circulation 
elements within lot 1.  The exact modification can include expanding the promenade 
area where patrons gather to access the ferry or even adding drop off areas and 
connection pathways within Lot 1.  

The intent of the grant is not to fully examine and all circulation connectivity elements 
that culminate at Lot 1 but rather to address a specific area located next to the ferry 
landing.  If, as the project analysis develops, there is a need to make improvements 
outside of lot 1 the city may address these concerns as a separate phased project.  
Meeting with design professionals and the public will help define the improvements 
within Lot 1 that are in conformance with future long range plans for the area and 
incorporating these as much as possible at this time is the intent of this project.

Staff has reached out to the GGBHTD regarding whether negotiations with the contract 
can include reducing the scope.  GGBHTD’s grant administrator commented that the 
consultant scope can be modified as long as the original grant language is maintained.  
The grant language which is noted above, includes basic requirements to improve 
access for the ferry for pedestrians, cyclists and include circulation and improvements to 
signage in the area.  Parking delineation and the installation of a ticket kiosk is also 
noted.  Based on the definitions noted in the grant descriptions, reduction of the scope 
to meet the budget does appear to be reasonable.  However, on January 28, 2020 
Council noted concerns that developing a vision for the future usage of this area of town 
will be important to the development of Parking Lot 1 which is adjacent to the Ferry 
Terminal.  It is important to note that the broader visioning process will be undertaken 
as part of the Strategic Plan that is underway and will be reviewed by the Council on 
March 5th as well as through the Circulation Element of the General Plan which is 
currently being updated.

ALTERNATIVES:
There are several alternatives available to the city related to this project as follows:

Option 1. Award the Contract to BKF Engineers.

There are several steps associated with this option.
a. BKF to meet with design professionals  to develop initial concepts for 

visioning of the collective areas around the parking and the downtown 
area.  The intent is to incorporate these ideas into the design of Lot 1 to 
the extent possible and to ensure that BKF understands the broader vision 
for the downtown area so that work that is done as part of this Project 
doesn’t preclude future implementation of those plans.  (March 2020)



b. Utilizing the preliminary ideas gathered from the meeting with local 
architects and professionals, BKF will administer two public meetings to 
solicit input from the public. This meeting will include ideas brought up by 
the architectural group with the intent to gather consensus for any 
improvements proposed for Lot1 that need to be installed at this time.  
(April/May 2020)

c. BKF will develop a preliminary conceptual design for the Ferry Landside 
Improvements incorporating the ideas of the public and the architectural 
working group and make a presentation to the City Council on these ideas
seeking approval to move forward with the design of the Ferry Landside 
Improvements.  A cost estimate is required at this stage to determine if 
additional funding is needed to supplement the grant funds for 
improvements in this area to account for visioning improvements that are 
not within the scope of the grant.  (July 2020)

d. Pending approval of City Council, BKF to develop the plans specification 
and estimate for the work.  (February 2021)

If the preliminary Visioning requires substantial modifications to the design of Lot 
1, there is a potential that additional funds will be needed to complete the design 
phase of the work.  If this occurs, staff will seek approval from the City Council 
prior to proceeding with the additional work.

Option 2. Do not award the contract to BKF and open the third cost proposal.

Option 2 would require the City to reject the second bid from BKF Engineers 
even though they have submitted a revised proposal that is within the grant 
budget.  The determination of whether the third proposal is compliant should be 
based on a similar determination of whether the bid for Visioning and Design is 
approximately $230,000.

a. If the third proposal is close to the budget for the design project, estimated 
at $230,000, staff would return to City Council recommending award of the 
professional services contract.  (March 2020)

b. If the proposal is greater than the grant budget, Council may direct staff to 
re-advertise the Visioning piece as a separate project, with a short 
turnaround period and not utilizing federal funds for this piece.  We 
anticipate that this Visioning will take upwards of four to six months.
(October 2020)

Following the development of a Visioning Plan, the City may re-advertise and 
proceed with the design of Lot 1. (April 2021) 



There is a concern that not utilizing the grant funds may provide more of an 
opportunity for the federal government to withdraw the funds.  Federal agencies 
tend to want to make sure that the allocation of funds are utilized in a timely 
manner.  There is a potential for the City to utilize grant funds for the visioning 
phase of the work and then supplement the construction with City funds in order 
to complete the project.  If Council chooses this approach staff does not 
recommend opening the third proposal since BKF Engineers has provided a 
proposal for Visioning and Design. 

Option 3. Authorize additional funds to address the Visioning portion of the project.

Both professional services proposals opened to date for Visioning and Design 
are as follows:

Firm Visioning plus 100% Design
Harris and Associates $1,428,900

BKF Engineers $822,821

Council may choose to award the Contract to BFK Engineers in an amount of 
$822,821 which can be charged against the grant amount.  However, staff 
anticipates that additional funding will be needed to construct the project.  At a 
minimum an additional $600,000 ($822,821-$230,000) may be needed.

Option 4. Reject all Proposals.

Rejecting all the proposal at this time may level the playing field and allow the 
City to re-advertise the Visioning as a separate project using local funds.  This 
would allow for a faster turnaround of a Visioning Plan.  At the same time, the 
City could re-advertise the design project and have the design consultant initiate 
the work for gathering topography and developing a plan for the minimal 
improvements required by the grant.  As the Vision Plan is finalized, 
improvements to Lot 1 and connectivity elements can be incorporated into the 
design.

a. Reject all proposals
b. Issue a new RFP for Visioning supported by local funds.  (Visioning 

Completed October 2020)
c. Issue a new RFP for Design. (Design Completed May 2021)

At this time, the City has not sought reimbursement from the grant funds for this project. 
While some Federal Highway Administration grants have deadlines for utilization of 
funds, this Federal Transportation Grant has no such deadline.  Nevertheless, grant 
administrators want to make sure that there is progress in utilizing the funds for their 
intended use.  



GGBHTD anticipates awarding the construction of the Sausalito Ferry Terminal 
Improvements in October 2020 with construction starting in January of 2021.  There are 
several restrictions associated with GGBHTD’s project however they are anticipating 
that the construction will be completed by the end of 2022.  If the City’s project is to 
dovetail into the Bridge District’s project, Staff anticipates that construction on the Ferry 
Landside project will need to start in the fall of 2022 and be completed by the summer of 
2023.  There may be other ways to expedite this schedule but that will require 
coordination with the District contractor once we know how they propose to perform 
their work and utilize portions of the landside.

FISCAL IMPACT
At its meeting on Tuesday, April 3, 2018, the City Council approved a supplemental 
appropriation of $100,000 toward the Sausalito Ferry Landside Improvements project.  
This appropriation makes the City of Sausalito eligible for $2,000,000 in Federal Transit 
Administration funds and $400,000 from the Golden Gate Bridge, Highway and
Transportation District.  The City has expended approximately $50,000 to date on this 
project which is not refundable through the grant.  

Staff anticipates that approximately $230,000 is available for Visioning and Design of 
the Ferry Landside Improvement Project simply based on the total project cost of 
$2,500,000.  This amount can vary slightly; however, other portions of the project such 
as construction and construction management may need to be reduced in order to not 
exceed the budget allocated.  Additional construction costs may influence the project 
scope as the project develops.  

STAFF RECOMMENDATIONS
Adopt a resolution of the City of Sausalito approving and authorizing the City Manager to 
execute the professional services contract with BKF Engineers to of the Ferry Landside 
Improvement Project based on the Option 1 process noted in the staff report.
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Exhibit B - Conditions of Approval
Exhibit E - Pass Through Agreement

3. Request for Proposals
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Exhibit B – Fee Proposal from BKF Engineers

5. Draft Reso
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