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Executive Summary 
 
In 2009, the Port of Richmond obtained a grant for $3,787,889 to construct an Operations and Security 
Center, described as follows: 
 

Operations and Security Center ($2,537,889): The Operations and Security Center would provide 
a location in which to monitor and respond to any type of incident in the Port Area and not only 
would serve as the Port EOC, but could be used as part of the region wide resiliency plan. It also 
will provide the location to bring in all the data feeds being developed as part of the Port of 
Richmond security build out. This project mitigates some of the gap in MDA situational 
awareness.1  

 
The Port’s plan was to implement the Operations and Security Center project by designing and 
constructing alterations and additions to the existing 3,370 square foot former control tower built in 
1978 as part of the now obsolete container port facility.  
 
The project suffered from program equivocation, a questionable concept and poor management. Bids 
were received twice, once in December 2011 and again in February 2012. Both low bids were over 

                                                            
1 Fiscal Year 2008 California Port and Maritime Security Grant Program (CPMSGP) Investment Justifications and Allocation 
Amounts (Total Allocation $57 Million) 

The proposed Port Security and Operations Center would involve removing the canopies from this 
building and rehabilitating the remaining 3-story tower 
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budget. 
 
 
The current plan of Port administration is to enter into a contract with the most recent low bidder, 
redesign the project by removing all of the additions, and negotiate cost reductions of $800,000 to be 
implemented by change order. Even with the projected reduced price, the construction cost will be 
nearly $1,000 per square foot, an astronomical amount for such a modest building. The reason is that 
the existing control tower is poorly suited for any kind of use. It has a small and inefficient footprint and 
is three stories high. It will require new pile foundations, seismic strengthening, a three-story elevator 
tower, a new three-story stairway, and all new electrical, mechanical and plumbing systems. It would be 
cheaper to tear it down and build a new building. 
 
An attractive alternative would be to move the Operations and Security Center to the Riggers Loft 
building across the Santa Fe Channel in the Point Potrero Marine Terminal ((PPMT). Plans for 
rehabilitation of the Riggers Loft have recently been completed and are ready to go to bid. The building 
has 26,000 square feet but needs only a fraction of that for the Operations and Security Center. The rest 
of the space can be leased out to create revenue for the Port, possibly as much as $250,000 a year. 
 

 

The Riggers Loft, when rehabilitated, could accommodate the Port Security and Operations Center and 
have 20,000 square feet left to lease out to other users 
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Although the Riggers Loft rehabilitation design meets current building codes, the design may have to be 
upgraded slightly seismically to qualify as an essential services facility. Some geotechnical work may also 
have to be performed on the south side to mitigate a possible potential failure of the PPMT north 
seawall. This analytical work should be performed as soon as possible to confirm that the Riggers Loft 
can function as an essential services facility.  
 
If the analysis is positive, the Operations and Security Center project should be moved to the Riggers 
Loft. 
 
The port established the following goals for the project: 2 
 

Project purpose: To construct a facility where law enforcement and emergency services 
personnel from various local, state, and federal agencies can meet and respond to incidents 
occurring in the Inner Richmond Harbor. 
 
In developing the project, the following goals were established and used as a guideline: 
 
1. The structure shall be designed to essential facility standards to resist seismic events 
2. The site shall be accessible to personnel using both vehicles and vessels 
3. The site shall have a generator to remain functional in the event of an electrical outage 
4. The site shall have a view of Port’s facilities as well as the Inner Richmond Harbor 
5. In addition to the security function, the site shall also serve as the Port’s administrative 
office providing both a modern and professional image to perspective tenants 

 
Following is a comparison of the two sites based on the Port’s goals as well as other criteria: 
 
Objective Riggers Loft Terminal 3 

(1411 Harbour Way) 

Essential Facility Standards If this location is chosen, it will be 
designed to meet essential services 
facility standards 

Completed design meets essential 
facility standards, but downsizing 
facility to reduce cost may cause re-
design 

Vehicle Accessibility Located within 5 minutes of I-580 
interchange at Canal Boulevard.  Car 
trains sometimes block Canal 
Boulevard at Cutting for less than 10 
minutes. 
 
Also accessible from I-580 at 
Richmond parkway interchange. 

Located within 2 minutes of I-580 
interchange at Harbour Way. Long 
trains sometimes block Harbour 
Way for 10-30 minutes at Wright 
Avenue. 
 
Also accessible from I-580 at Marina 
Way Parkway  

Vessel Accessibility Located adjacent to piers at PPMT Located adjacent to pier at Terminal 
3 

Generator The site will have an emergency 
generator 

The site will have an emergency 
generator 

View of Port Facilities and the 
Richmond Inner Harbor 

Has a view looking east across Santa 
Fe Channel to Terminal 3. 
 

Has a view looking west across 
Santa Fe Channel to PPMT. 
 

                                                            
2 Attachment 4 to Agenda Package for April 3, 2012. 
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Objective Riggers Loft Terminal 3 

(1411 Harbour Way) 

Extensive video surveillance system 
provides views of entire Port area. 

Extensive video surveillance system 
provides views of entire Port area. 

Administrative Office Function Located adjacent to Port’s most 
active area and source of Port’s 
main sources of revenue. 
 
Over 20,000 SF available for Port 
Office expansion. 

Located adjacent to an unused area 
of Port. 
 
No area available for Port Office 
expansion. 

Grant Requirements If essential services facility 
requirements are met, site will meet 
grant requirements. 

The grantor has approved this site. 

Communications  Wired and wireless communications 
at the site will be upgraded as part 
of the project. 

Wired and wireless communications 
at the site are adequate. 

Schedule The shell of this building has 
completed Design Review and is 
ready to go to bid. Some minor 
interior changes may be required to 
meet the seismic requirements for 
an essential services facility. The 
tenant improvements for the 
security center and Port Office 
would have to be designed. 
 
The project would have to be 
completed by July of 2013. 

This project must be downsized to 
meet budget, go through Design 
Review again and be re-bid or re-
negotiated. 
 
The project would have to be 
completed by July of 2013. 

Cost The estimated shell rehabilitation 
cost, designed to current codes, is 
about $2,000,000. With the addition 
of essential services seismic  
upgrades and tenant improvements 
for the Security and Operations 
Center, there will probably be 
adequate funds for the project. 

The project, as bid, is over budget. If 
it is downsized as proposed, the 
cost would be nearly $1,000 per 
square foot. 

Permits The current plan has received 
Design Review approval and Section 
106 approval, including SHPO 
review. It will have to be plan 
checked by the City of Richmond. 

The current design is permitted, but 
downsizing will require  new plan 
check and new Design Review. 

Jobs, Port Revenue and Economic 
Development 

The Riggers Loft will provide over 
20,000 additional square feet that 
could be leased for other uses 
resulting in $250,000 a year of 
additional Port Revenue and 
creating jobs and economic activity. 

No additional lease space would be 
created, resulting in no new Port 
revenue and no new jobs. 

Other City Objectives Fulfills objectives of Resolution 16-
11 of On March 1, 2011. Adds to 
functional infrastructure of Rosie 
the Riveter WWII Home Front 

None 



Port of Richmond Security and Operations Center 

 
Page 7 of 15 
 

  
 
Objective Riggers Loft Terminal 3 

(1411 Harbour Way) 

National Historical Park. 

 
The question before the City Council is: 

 
1.  Should the Port of Richmond proceed to build a Port Security and Operations Center within the 

shell of an existing building at Terminal 3, originally constructed as a control tower for a defunct 
container operation? or, 

2. Should the Port of Richmond consider building Port Security and Operations Center within a 
rehabilitated Riggers Loft? 
 

This project is grant funded and could be constructed at either location without placing the grant funds 
at risk.  

Views from the Riggers Loft include the 5 
graving basins to the west, past the Red Oak 
Victory to Brooks Island and the Port Entry 

Channel to the South and the Santa F Channel 
and Terminal 3 to the east. 
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The Port of Richmond staff is heavily invested in the Terminal 3 location and is very defensive about 
their previous decisions that have, unfortunately, resulted in a poorly conceived project that will cost 
nearly $1,000 per square foot and will cost more than the grant funds available to pay for it. 
 
In the most recent discussion of the project at the April 3 City Council meeting, a successful motion to 
continue the agenda item was both confused and complicated by numerous public speakers advocating 
award of the contract in order to create much needed jobs. There was no discussion of the merits of the 
project, consideration of an alternate location or any of the other technical policy issues germane to the 
project.  Construction jobs will result at either location, but the Riggers Loft has the advantage of 
providing substantial space to create permanent jobs. 
 
I recommend that the City Council authorize the additional evaluation to be completed ASAP before 
making a final decision, including awarding a contract for construction of the Port Security and 
Operations Center at the Terminal 3 location. 

History of the Port Security and Operations Center Project Proposed for 
Terminal 3 

 

The Operations and Security Center Grant 
 
In 1978, the Port of Richmond constructed a container loading and unloading facility at Terminal 3. It 
was obsolete by the time it was constructed and used only for a short time. The infrastructure consists 
of obsolete and inoperable cranes and a 3,370 SF three-story operations building constructed of wood 
frame with metal siding. The building has been used for several years as an office for the Port but is 
severely constrained because of the small footprint with three levels of roughly 1,000 square feet each 
and the lack of an elevator. The building is not being used at this time. 
 
In the post-9-11 frenzy to make America safe, the Bush administration engaged in a massive grant 
program to first responders and transportation agencies, pushing money out the door faster than 
recipients could spend it. Part of this program was for port security projects, and the Port of Richmond 
applied for and received nearly $14 million to pay for video surveillance systems, fiber optic networks, 
lighting and a security and operations center.  
 
Much of the funding distributed for port security grants was, according to the American Enterprise 
Institute’s report “What Does Homeland Security Spending Buy?” declared by the inspector general of 
DHS “to be for a purpose other than security against an act of terrorism.” With Richmond’s port activity 
limited to cars and vegetable oils, the money was probably wasted on Richmond, but nevertheless the 
faucet opened and Richmond drank.  
 
In 2008, the Port of Richmond obtained a grant from the 2008 California Port and Maritime Security 
Grant Program to create a Security and Operations Center, and the Port proposed to add 6,321 SF to the 
existing former container port control tower building, including a three-stop elevator and an additional 
stair tower. 
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Most of the Port’s projects have been completed except for the security center and some of the 
electrical and communications systems. The entire surveillance system, however, is non-functional. 
 
The Port’s problems started with the grant application. The Port had asked Liftech Consultants, Inc., to 
provide some assistance in preparing the grant. When the grant was awarded, the Port continued to use 
Liftech’s services to proceed with building design, in violation of Richmond Municipal Code Chapter 2.52, 
which governs procurement. Specifically, the Port violated 252.320 - Contracting for designated 
professional services, which describes the competitive process required for contracting for architecture 
and engineering services. 

Authorization for Design Contract 
 
On July 27, 2010, the Port moved to clean up its illegal procurement by bringing to the City Council an 
authorization to retain Lifttech to complete the project design for a fee of $548,240, with the sole 
source justified as follows: 
 

The accompanying Sole Source Justification seeks to demonstrate that since Liftech provided all 
the preliminary design and engineering services, cost estimates, and assisted with the grant 
application; no other consultant would have full access to their plans and site specific knowledge 
at this particular point in time. As a result, any new consultant would have to start the design and 
engineering process all over which would result in a large expenditure of funds and loss of 
forward progress for the project. Therefore, it would not be possible for a company other than 
Liftech to provide the next work product that this contract represents without performing the 
previous states of work that Liftech has already performed. Other companies would require 
significantly more compensation for this new contract. 

 
Long before the July 27, 2011, city Council meeting, I met with Port staff and the city manager with a lot 
of questions about the project. Both the city manager and the Port staff acknowledged that the project 
had been mismanaged but blamed it on Norman Chan and Tom Wilson, both of whom had retired.  
 
Jim Matzorkis wrote: 

 
I agree this project needs very close monitoring and supervision in order for it to come in under 
budget and to be finished before the deadline. That is why I am taking the lead on the project as 
of today. 
 
I will work with Sugi Loni and Liftech on every phase until successful completion. He and I had a 
long meeting yesterday to go over the budget. The gap is not as large as you suggest and I’m 
confident if managed well we will meet our goals. 
 
I will be “100% hands on” from this point forward and will bring the project to completion.3 

 
Because the Port cited time constraints and promised to bring it in below budget, I expressed a number 
of serious concerns but agreed not to make an issue of it. It passed on the consent calendar. 
 

                                                            
3 Email, Matzorkis to Butt, Jnauary 25, 2011. 

http://www.liftech.net/
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I warned the Port and Liftech that their previous cost estimates were incomplete and probably low. I 
recommended that the contract with Liftech place the burden on Lifttech to redesign the project at no 
additional cost to the Port to meet budget if the bids came in high. Apparently, the Port ignored my 
advice. 

Cost of the Project 
 
In June of 2011, Liftech prepared their final cost estimate for the project, which projected a cost of $3.3 
million, including contingency.  
 
In December 2011, the Port received three bids for the Security and Operations Center. The base bids 
ranged from $4,279,000 to $4,800,809. Alten was the high bidder, and Cal Pacific was the low bidder. In 
addition to the base bid, Cal Pacific listed another $819,000 for five alternates, and there were unit 
prices for potential additional site work and pilings. 
 
The results of the December 2011 bid were not disclosed to the City Council or to the public. Typically, it 
is the City Council that decides to rebid a project, but in this case, it was the Port. Apparently because 
the bids were nearly 50% over budget when you factor in alternates and contingencies, the Port decided 
to rebid the project. 
 
The second set of bids came in February 23, 2012, with five bidders offering base bids ranging from 
$3,970,000 to $4,293,115. This time, Westbay was the low bidder, but Alten, with a bid of $3,970,000, 
became the actual low bidder with a 5% discount awarded as a local firm bidding as a prime contractor 
(RMC 2.50.70.a) With 16% Richmond Business Enterprise subcontractors and 16% Richmond Small 
Business Enterprise subcontractors, Alten did not qualify for discounts under RMC 2.50.70.b and RMC 
2.50.70.c, which require 25% Richmond Business Enterprise subcontractors and Richmond Small 
Business Enterprise subcontractors.  Alten also proposed $110,000 in alternates and unit prices for 
potential additional site work and pilings.  
 
If you compare the total low bid of February 23, 2012, with the final cost estimate provided by the 
project architect-engineer, it exceeded the estimate by 29%.4 
 
In the Agenda report of April 4, 2012, the Port stated: 
 

The Port of Richmond was awarded a State Homeland Security grant in the amount of 
$4,300,000.00 for the building improvements of the Operations and Security Center 
(OSC) at Terminal 3 located at 1411 Harbour Way South. Staff is requesting approval 
of a contract with Alten Construction, Inc. (Alten), of Richmond for labor and materials 
as per the plans and specifications for completion of the project in an amount not-to exceed 
$3,976,921.00. Please note that this proposed contract has not been reviewed 
by the Finance Committee, but this project is time sensitive as it involves grant funding 
with time restrictions. 

 

                                                            
4 Alten’s base bid was $3,970,385, and Alternates added $110,000, for a total of $4,080,385. The engineer’s 
estimate was $3,321,768 and included alternates and a 5% contingency. If a 5% contingency is added to Alten’s 
total bid, it rises to $4,284,404. 
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That statement included two significant errors. First, the grant for the Operations and Security Center 
was only $3,787,889. On April 5 in an email, Jim Matzorkis wrote, “The $4.3 million is an error in the 
staff report.  The grant is $3,787,889, however, funds from the light, camera, and fiber projects could be 
used to subsidize relevant portions of the building project.”  
 
According to the April 3 Agenda report, the Port had already spent $470,175.00 on design, leaving only 
$3,317,714 to build a project with a low bid of $3,970,385. Soft costs will add at least another 
$380,065,5 which will raise the project cost to at least $4,350,450, not including contingencies. And 
change orders are a given for a project of this type. 
 
The second error in the Agenda report of April 3, is, “this project is time sensitive as it involves grant 
funding with time restrictions.” Long before the City Council meeting of April 3, the Port knew that 
previously assumed time restrictions had been loosened. 
 
So what did the Port do? In an exercise of financial ju-jitsu, they assumed that after the contract was 
signed with Alten, they could reduce the scope by 20% and achieve a $795,384 reduction in project cost 
to $3,181,537.  At the same time, they would transfer $512,111 of grant funds from other Port projects 
to the Operations and Security Building project to increase the remaining grant fund to $4,300,000.6 
 
What is the matter with this picture?  First of all, the scope reductions are radical. According to an email 
from Jim Matzorkis dated April 5, 2012, the scope reduction would eliminate the 6,321 SF of additional 
floor area and simply renovate the existing 3,370 SF building and add an elevator. Even with the 
resulting lower cost, the cost per square foot is a staggering $942/SF!  
 
The redesign would take more time and cost additional money, and there is no guarantee that it would 
achieve the desired results. The redesign would also have to go back through Design Review, taking even 
more time. Finally, negotiating a substantial reduction in cost with a contractor that already has a signed 
contract leaves the City with no negotiating leveraging, and is a really bad idea, and one that will not 
result in maximizing the City’s value. 

The Riggers Loft as an Alternate Location 

What is the Riggers Loft and Why is it Important? 
 
Point Potrero Marine Terminal, historically known as Shipyard 3, is a unique economic and cultural asset 
of the City of Richmond that includes state of the art infrastructure designed and constructed as a port 
of entry and rail transshipment facility for imported automobiles, a spur of the San Francisco Bay Trail, 
six historic buildings and five historic graving basins that are listed in the National Register of Historic 

                                                            
5 The total A/E fee is $548,240, so with $470,176 spent, $78,065 is remaining. According to Roberet Stevens in an 
email of April 5, 2012, other soft include an estimated $250,000 for testing, inspection and management, and the 
permit fee is $52,000. 
6 On April 4, 2012, Jim Matzorkis wrote in an email, “funds from the light, camera, and fiber projects could be used 
to subsidize relevant portions of the building project.” 
 



Port of Richmond Security and Operations Center 

 
Page 12 of 15 
 

  
 
Places, are a California Historic Landmark and part of Rosie the Riveter WW II Home Front National 
Historical Park by an Act of Congress (Public Law 106-352). 
 
The Riggers Loft is one of the the six buildings listed below that constitute 258,518 square feet of usable 
space, 203,388 of which is vacant or underutilized (the Machine Shop and Forge are used by Auto 
Warehousing Company for vehicle preparation). Now known as “Building 6,” and identified variously as 
the “Sheet Metal Shop” (National Register Nomination), “Riggers Loft – Paint Shop – Sheet Metal Shop” 
(NPS Plan) and “Electrical Shop, ” the Riggers Loft is located immediately north of the large concrete 
General Warehouse Building and adjacent to where the Red Oak Victory is currently berthed. 
 

 
Building Area (SF) 

Cafeteria 14,268 

First Aid Station 4,500 

Machine Shop 49,750 

General Warehouse 157,600 

Riggers Loft, Paint Shop,  27,000 

Forge Shop 5,400 

TOTAL 258,518 
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Inexplicably, the Port has never taken a proactive interest in the preservation or rehabilitation of these 
resources. In fact, over at least the last decade, the Port has been both suspicious and resistant to the 
prospect of adaptive reuse of these assets.  
 
The Riggers Loft, roughly rectangular with a notch in the northeast corner, is 140 feet wide by 260 feet 
long, consisting of approximately 36,400 square feet. The northeast corner, where the paint shop was 
located, has walls constructed of concrete, while the remainder of the building is wood frame. The roof 
is supported by wood trusses. While the building is considered generally to be in salvageable condition 
and was being used for storage as recently as three years ago, it is endangered and suffers from 
progressive damage. Several years ago, a roof drain became stopped up, and the roof on the northeast 
corner gave way, breaking the trusses. The damage remains unrepaired. The remainder of the building is 
relatively intact. There are several structural failures, including several trusses that are broken and have 
been shored. Several other trusses exhibit deflections that could indicate incipient failure. There are 
serious roof leaks in several places and localized wood decay in the roof deck as well as some vertical 
columns and framing with active leaks. 
 
The City of Richmond is committed to preservation of the Riggers Loft. City of Richmond City Council 
Resolution 8‐09 stated: “Therefore Be It Further Resolved, that the stewardship and profitability of these 

Original plan of the Riggers Loft, 1942 
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[Shipyard 3 historic] resources be given as high a priority as any other project at Shipyard 3, with 
particular attention to immediate stabilization of the Riggers Loft/Paint Shop.” 
 
As part of the Federal Save America's Treasures initiative to preserve significant historic properties and 
collections, Rosie the Riveter Trust was awarded a $150,000 grant for the preservation of the Riggers 
loft. This project was chosen by Congress and identified in the Fiscal Year 2009 Appropriations Act. 
The City of Richmond has matched the grant with $150,000, bringing the total expenditure to date on 
the Riggers Loft to $300,000, almost as much as the Security and Operations Center. 
 
On March 1, 2011, the City Council unanimously passes Resolution 16-11, supporting design of 
rehabilitation for the Riggers Loft and restating for the third time City Council direction to pursue 
rehabilitation and adaptive reuse of all the historic buildings at PPMT (former Shipyard 3). This was the 
third iteration of this direction which had originally been provided by Resolution 100-07 of September 
11, 2007. The resolution includes the following: 
 

NOW THEREFORE, BE IT RESOLVED, that the Richmond City Council authorizes 
the execution of sole-source contract not to exceed $200,000 with Wiss, Janney, Elstner 
Associates to complete construction documents and provide construction administration services 
for rehabilitation of the Riggers Loft. 
 
THEREFORE BE IT FURTHER RESOLVED, that the City Council directs the city 
manager to prepare and implement a plan for the rehabilitation and adaptive reuse of all vacant 
or underutilized historical buildings and the five dry dock basins that will result in meeting the 
following long-term objectives: 
1. Preservation of the assets for the use, enjoyment and education of future generations. 
2. Beneficial occupancy by paying tenants. 
3. Positive cash flows that exceed existing cash flows when possible. 
4. Opportunities for new jobs, particularly for Richmond residents. 
5. Uses consistent with Resolution 129-99, Resolution 46a-00, Goal OSC-E of the General 
Plan and Policies LU-A.5, CF-K.2, ED-C.3 and OSC-E.2 of the General Plan and the 
adopted General Management Plan for Rosie the Riveter WW II Home Front National 
Historical Park and the updated Richmond General Plan. 
 
THEREFORE BE IT FURTHER RESOLVED, that the City Council directs that such 
plans to include consideration of public-private partnerships, public-public partnerships, grants, 
tax benefits and other creative incentives to achieve these objectives, and 
 
THEREFORE BE IT FURTHER RESOLVED, that the stewardship and profitability of 
these resources be given as high a priority as any other project of the Port of Richmond, with 
particular attention to immediate stabilization of the Riggers Loft/Paint Shop, which is in danger 
of collapse. 

 
The design work authorized by Resolution 16-11, which was paid for 50% by a Save America’s Treasures 
grant secured by Rosie the Riveter Trust has now been completed, and the project is ready to go to bid. 
The estimated cost of rehabilitation for the building shell is $2 million, but no funding source has been 
identified. 
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Conclusion 
 
The Port of Richmond obstinately continues to pursue its ill-conceived and mismanaged plan to turn the 
poorly configured and obsolete Terminal 3 Control Tower into a Security and Operations Center at a cost 
of nearly $1,000 per square foot. 
 
At this time, all we are asking is for the Port to temporarily suspend its headlong plunge to award an 
over budget contract and to support the small amount of additional structural evaluation required to 
confirm the suitability of the Riggers Loft as an essential services structure.  
 
If the suitability is verified, the Security and Operations Center should be moved to the Riggers Loft 
because it is a more effective use of funds and it will result in achieving multiple objectives. 
 
 
 


