
AGENDA SUMMARY
EUREKA CITY COUNCIL 

TITLE: Eureka Operations Complex Project No. 2024-19 – Award 

DEPARTMENT: Public Works

PREPARED BY: Katie Marsolan, Project Manager

PRESENTED FOR: ⊠Action ☐Information only ☐Discussion

RECOMMENDATION

1. Receive status report from City Staff on the 50% schematic design phase and 
Construction Manager at Risk procurement for the Eureka Operations Complex;
and

2. Award Project No. 2024-19 to Swinerton Builders for Construction Manager at 
Risk Services for the Eureka Operations Complex; and

3. Authorize staff to negotiate and execute applicable contract documents; and

4. Appropriate $520,000 to account 241-4700-7024 to cover the costs of 100% 
schematic design and CMAR services. 

FISCAL IMPACT

☐No Fiscal Impact ☐Included in Budget ⊠Additional Appropriation

COUNCIL GOALS/STRATEGIC VISION

 Strategic Vision Two Year Goal: Construct Public Works Operations Complex

 2040 General Plan Goal HS-1: Protection of property, critical facilities, and 
human life from seismic and geological hazards.

 2040 General Plan Goal HS-2: Reduced risk of loss of life, injury, damage to 
property and economic and social dislocations resulting from flood hazards.

 2040 General Plan Goal HS-4: Adequate community response to effectively 
prepare for, respond to, recover from, and mitigate the effects of natural or 
technological disasters and emergencies.

 2040 General Plan Policy HS-4.6 Critical Facilities: Ensure the continued 
function of critical facilities such as hospitals, fire stations, police stations, and 



emergency command centers following a major disaster to facilitate post-disaster 
recovery. Locate such facilities outside of identified hazard areas.

BACKGROUND

In November 2023 the Eureka City Council approved the acquisition of 5.6 acres at 
Ocean View Cemetery for the development of the Eureka Operations Complex.  The 
City’s existing corporation yard (corp yard), located at 945 W. 14th Street, is 
approximately 3.9 acres and serves as the public works headquarters, including storage 
and repair of City fleet vehicles, storage for public works heavy equipment and tools, 
crew workspace, materials, supplies, safety equipment, and communications 
equipment.  All functions and operations of the City’s existing corp yard will be relocated 
to the new location with the construction of the Eureka Operations Complex.  

The City retained Scott Edwards Architecture to facilitate a conceptual planning process
and inform the CEQA analysis to quantify the development features and potential 
impacts and mitigation measures for development of the Eureka Operations Complex.  
In November 2023 the City Council received a report including the concept planning 
outcomes along with the Initial Study Mitigated Negative Declaration (IS/MND) for 
CEQA.  Council adopted the IS/MND, and authorized staff to identify project funding 
sources, advance design phase work, and facilitate procurement for a Construction 
Manager at Risk (CMAR).

Procurement
The City has traditionally used a design-bid-build, or hard-bid, approach for its capital 
improvement projects. This is a process wherein one firm is initially awarded the design 
services contract and, subsequent to the completion of the design, the City then bids 
out the construction portion of the project and awards the contract to the lowest 
responsible bidder.  However, a low bid process does not permit the City to consider the 
bidders qualifications or collect contractor input during the design process.  Often times 
a large capital project bid-effort leads to receiving bids that are higher than the project 
budget, and then the project must undergo value engineering and re-bidding.  

Alternative procurement methods such as Construction Manager at Risk (CMAR) 
provide a mechanism to evaluate a prospective contractor based upon experience and 
qualifications, and then engage in a design development process to reduce escalating 
project design and project budget.  The CMAR process includes early cost estimating 
services during the preconstruction phase and will assist the City in managing the
project budget concurrently with the design phases and preparation of construction 
documents.

Construction Manager at Risk
The CMAR method involves procurement of a construction manager (CM) to provide 
preconstruction services and construction services.  During the preconstruction phase 
the CM acts as a consultant to the City by engaging with the architect, providing input 



on the design, conducting site investigations, performing cost estimating, generating 
constructability reports, and proposing construction sequence and schedules.  Once the 
design reaches an appropriate level, the CM prices the construction work, including 
obtaining competitive bids from subcontractors, to reach a Guaranteed Maximum Price 
(GMP). The City determines whether to proceed with construction and accept the GMP. 
If the City and CM cannot agree on a GMP, then the City may terminate the 
preconstruction agreement and proceed with the construction phase through other 
means.  If the City and CM agree upon the GMP, the City would award a GMP contract 
to the CM for the construction phase services.  The CM must manage and control the 
construction costs, accepting financial liability, to deliver the completed construction 
project within the GMP.  

With a CMAR process, the design and construction of the project may be in sequential 
phases or may overlap. Although not yet authorized for use for general law cities, 
CMAR has been used by many California agencies including charter cities, and the 
legislature has specifically authorized its use by various state and local agencies, 
including laws codified at Public Contract Code § 20146 et seq. and Eureka Municipal 
Code § 39.38(H).

The CMAR project delivery process has several unique benefits to the City, including:

 Enhanced design quality due to contractor involvement in the design process
 Reduced delivery time as design and construction can overlap
 A single point of accountability, with better project understanding and continuity 

between design and construction of the facility
 Fewer change orders
 Fewer claims
 Higher-quality construction work
 Greater cost certainty
 Lower project cost

DISCUSSION

Following the concept planning phase, the City engaged Scott Edwards Architecture to 
facilitate 50% Schematic Design phase (50% SD) to include civil design for preliminary 
grading, structural design for proposed buildings, and all new utility connections include 
water, wastewater, electric, gas and storm water systems.  Design services included
schematic level mechanical, electrical, and plumbing designs, which are large cost 
items for the project and therefore needed be detailed early in project planning.  
Additionally, the 50% SD included new service application to PG&E for proposed 
electric and gas service connections and coordination toward electric capacity needs for 
future City fleet electrification.    

City staff also launched the procurement process for a Construction Manager at Risk 
with a Request for Qualifications posted on April 26, 2024.  On June 14, 2024, the City 



received Statements of Qualifications from four firms.  The evaluation committee scored 
the SOQs and short-listed two firms that demonstrated experience and capacity to 
perform as the prospective CM.  A Request for Proposals, having Project No. 2024-19,
was released on July 29, 2024.  The City received one proposal from Swinerton 
Builders on August 26, 2024 and the evaluation committee conducted an interview on 
August 28, 2024.  Swinerton Builders demonstrated robust understanding of the CMAR 
alternative delivery methods, extensive project experience and positive project 
references.  The technical proposal and proposed fee structure submitted by Swinerton 
Builders met the requirements of the RFP and the project funding targets.  Staff 
recommend Council award the contract for Project No. 2024-19 to Swinerton Builders.  

Swinerton Builders proposed $94,500 for Phase 1 pre-construction services toward site 
development design, and $283,500 for the Phase 2 pre-construction services for the 
design of finished buildings.  The proposed corresponding budget authorization for 
Swinerton to perform all pre-construction services through construction document 
development is $378,000.

Final Design & GMP Award
The next steps for the project include design phase work and the production of 
construction documents to implement a two-season construction implementation.  
Phase 1 Construction Services for site development, grading, underground utilities, and 
building foundations would occur during the dry season of 2025.  Phase 2 Construction 
Services for all finished buildings, auxiliary structures, hard-scape, fencing, security 
lighting, and landscaping would be constructed during 2026.

The OAC team, Owner-Architect-Contractor, will work together during the pre-
construction phase to produce 100% schematic design (100% SD), advance into design
development (100% DD phase), and then construction documents for Phase 1 Site 
Development (CD Phase 1).  When the OAC team reach a 90% CD Phase 1 set,
Swinerton Builders will conduct subcontractor bidding, and will then propose a 
Guaranteed Maximum Price (GMP).  The City will then award a construction contract to 
Swinerton Builders for the agreed upon GMP, or potentially terminate the services and 
pursue other methods, such as hard-bid, for a construction bid and award.  The 
recommended award of the GMP construction contract will be presented to the City 
Council for approval and authorization.   

Staff request budget authorization to retain Scott Edwards Architecture for an amount of 
$142,000 to reach the 100% SD deliverables.  In total, staff propose $520,000 budget 
authorization that represents the aggregate amount of Swinerton and Scott Edwards 
services combined.

FINANCING

In order to complete a project of this size the City will need to utilize debt financing. Staff 
believes a total financing package of approximately $27 million dollars would be fiscally 
sustainable when amortized over 30 years at today’s interest rates.



In addition, due to the long list of deferred maintenance projects as identified in the 
Facilities Master Plan, staff plans to utilize the financing to complete upgrades to City 
Hall and potentially other City facilities. To accommodate these needs staff 
recommends a budget of $21 million total all phases of the Operations Complex beyond 
schematic design. This allocation will provide all future funding for this project. The 
remaining funds will be dedicated to the other facility projects.

Staff anticipates returning to Council with action items relating to this financing package 
at a later date.

SUMMARY

Capital improvement projects require thoughtful planning and sequencing.  The early 
phases for the Eureka Operations Complex included the Initial Study Mitigated Negative 
Declaration for CEQA, concept design phase, 50% schematic design phase, project 
budgeting, and CMAR procurement.  With Council approval the next components of the 
project will include pre-construction services, final design, subcontractor procurement, 
approval of GMP construction contracts, and construction implementation.  

SUGGESTED MOTION

“I move the City Council approve the recommended action items.”

REVIEWED AND APPROVED BY: ☐City Attorney
⊠City Clerk/Information Services
☐Development Services
⊠Finance
☐Fire
☐Parks and Recreation
☐Personnel
☐Police
⊠Public Works

ATTACHMENTS

None


