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	5
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	May 22, 2006
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	2006-0190
	
	Prepared By:
	Polly St. John


STAFF REPORT
SUBJECT:
AN ORDINANCE making a supplemental appropriation of $1.8 million to King County elections to begin a transition to an all mail ballot voting system.
SUMMARY:
Proposed Ordinance 2006-0190, if approved, would provide supplemental expenditure authority to begin a transition to an all mail ballot voting system.  The funding would provide for (1) a project team to oversee the project, (2) outreach and education, (3) planning for tenant improvements to the temporary elections annex, and (4) technology and organizational support through a consultant.  The proposed transition is projected to take 18 months, with additional 2007 costs (estimated at $1 million) to be included in the Executive’s 2007 budget proposal.
It should be noted that this supplemental request does not include funding for equipment needs.  The Executive plans to transmit additional legislation for those costs, which are estimated to be $4 - 5 million.  It is anticipated that most of the equipment costs will be supported by federal grants from Help American Vote Act (HAVA) grants, which are distributed by the state.
This staff report discusses only the requests made by the Executive.  Council staff is currently working with Executive staff to gain further details regarding the request.  Further analysis is needed and will be provided at a later date.
BACKGROUND
The county currently provides voters with a “dual” option voting system.  Voters may (1) vote by mail using absentee ballots or (2) vote at one of 528 polling locations throughout the county.  Per the Executive’s transmittal letter, more than 60 percent of county voters choose to vote by mail by requesting permanent absentee ballot status.  In addition, fewer than 30 percent of all ballots in any given election are cast in person at polling places.
In response to these statistics, the Executive asked the Records, Elections and Licensing Services Division (REALS) to prepare a report, which was completed in January 2006.  The report examines the steps and options needed to move from the county’s current ballot system to a comprehensive vote by mail (VBM) system.  The report is entitled “King County Elections – Moving to Vote by Mail” and was prepared by REALS core and administrative staff along with selected experts from other jurisdictions.  The plan examines the elections section organizational structure, project management, communications, process management, facilities, budget, technology, policy and legislative change, supplier and contract services, staffing, recruitment and training.  The report includes a set of recommendations and suggested schedule designed to move King County to VBM, with a goal of final completion by August 2007.  Based on this report, the Executive has transmitted a supplemental request to begin a transition to VBM.
County Policy Themes:

The VBM proposal is consistent with suggestions and recommendations included in other key county reports, including the recent management audit.  The following reports have been discussed extensively in COW and are addressed in the staff report for Proposed Ordinance 2006-0191:

1. Citizens’ Election Oversight Committee (CEOC ) Report  (May 2004)
2. King County Independent Task Force on Elections, Report and Recommendations to the King County Executive  (July 27, 2005)

3. The Election Center Operations Audit  (October 25, 2005)

4. Waldron and Company Initial Assessment Report  (January 25, 2006)

Elections staff have also developed and adopted Guiding Principles in May 2004.
In addition, the Committee of the Whole is currently considering Proposed Motion 2006-0230 that would establish county policy on certain elections issues.  This policy motion requests that the executive perform specific actions related to elections processes and facilities and also establishes timelines for actions.
REQUESTED FUNDING:
Proposed Ordinance 2002-0190 requests $1.8 million for four areas involved in moving to vote-by-mail.  These components were recommended in the January report: 

· Vote By Mail Project Team,
· Voter Outreach and Education,
· Facilities and Space needs, and

· Consulting needs.
Vote By Mail (VBM) Project Team & supplies
$391,206  (9.00 TLTs)
The Executive is asking for staffing to plan, evaluate and implement the transition to VBM.  This project team will oversee the conversion to VBM including equipment and services.  Per the Executive, involvement of existing staff is essential for the planning process.  The request is for 9.00 term limited temporary (TLT) positions that will either be assigned to a specific task or will backfill for regular staff.  The Executive believes that this staffing plan is necessary for a successful process and to continue to administer upcoming elections.
According to the Executive, there are seven likely elections between April 2006 and August 2007, two of which are countywide
.  The transmittal letter stresses that the existing voting process and the Elections Section staff must remain stable to ensure administration of those elections.  Consequently, funding for the following term-limited project positions is requested for the project team to simultaneously focus on the transition to VBM:  
	Position


	2006 Request

	Purpose



	Project Management  
(1.0 TLT)
Duration:  18 months
	$      56,202
	Overall project management, planning, scheduling, coordinating

	Special Projects Manager II 
 (0.5 TLT)

Duration:  18 months
	$      29,316
	Oversight of IT projects

	Communications Specialist  
(1.0 TLT)
Duration:  18 months
	$      38,070
	Project documentation, stakeholder communications, staff communications, procedures support

	Technical Writer/Communications Spec. II  

(1.0 TLT)
Duration:  12 months
	$      22,824
	Analyze and develop procedures for new systems and/or new production methods.

	Geographic Information Specialist  
(1.0 TLT)
Duration:  12 months
	$      38,070
	Assist GIS unit in precinct consolidation analysis

	Function Analyst  
(2.0 TLT)
Duration:  18 months
	2 @ 44,724

$      89,448
	New systems analysis, selection, and implementation support

	Administrative Specialist III  
(1.0 TLT)
Duration:  18 months
	$      29,622
	Administrative support for the project team

	Administrative Specialist III  
(1.0 TLT)

      (minority language support) 
Duration:  18 months
	$      29,622
	Minority language support, translation, coalition outreach and education

	Fiscal Specialist  
(0.5 TLT) 
Duration:  18 months
	$      19,032
	Project accounting and grant reimbursement support

	TOTAL
	$    352,206
	


The appropriation request also includes $39,000 for supplies, equipment and hardware to support the requested positions, totaling $391,206 for all associated project team costs.  This total comprises funding for six months in 2006.  The fiscal note estimates that additional funding to complete the project in 2007 will amount to $1,083,935.  The transmittal letter states that the 2007 funding for the positions will be included in the 2007 proposed budget.
Follow-up:  Staff has requested complete job descriptions for each of the proposed positions.  Analysis will continue to determine the viability of the request.
Outreach and Education
$784,240
The January report emphasized that successful implementation of a mail ballot system is dependent upon voter outreach and education.  King County successfully implemented the state’s new pick-a-party primary system in 2004 by implementing a multi-faceted information campaign designed to ease frustration over a new system, enhance voter understanding, and increase voter participation.  The planning and coordination used in that campaign will serve as a basic approach to informing voters about VBM.
The Executive plans to use focus groups, messaging, and advertising strategies to target voters through conventional broadcast and print media, as well as implementing web-cast and pod-cast mediums.  In addition, REALS plans to use this opportunity to update poll voter signatures in preparation for the transition.  Many of these signatures have not been updated since initial registration and must be valid when VBM is implemented.
According to the Executive this process will need time and additional resources.  The following components for education and outreach are requested:

	Requested Activity
	 Amount 

	Bus ad printing
	$      40,000 

	Bus advertising space
	$    150,000 

	Broadcast Ad design/development
	$      50,000 

	Broadcast Ad time
	$    120,000 

	Outreach campaign development and consulting, focus group analysis, materials design, and printing outreach materials.
	$    150,000 

	Mailing for Voter Signature updates:
	 

	Printing mailers
	$      45,000 

	Postage
	$    175,000 

	Mailing services
	$      12,000 

	Extra phone/data entry help
	$      42,240 

	TOTAL
	$    784,240 


The fiscal note does not include funding estimates for outreach and education in 2007.  The Executive has submitted a grant application to support 2007 costs for this purpose.  Consequently, a final estimate for 2007 costs has not yet been prepared.
Follow-up:  Staff has requested a work plan for the outreach and education campaign, as well as the timelines envisioned.  
Tenant Improvements for Facilities
$50,000
The current temporary facility in the Airport Office Center Building at the King County International Airport is planned for use as the initial ballot processing center, as it is unlikely that a consolidated elections facility will be finalized prior to VBM implementation.  The Executive anticipates that additional space on the second floor (adjacent to the existing ballot processing space) will become available in early 2007, in time to prepare the space prior to implementing the mail ballot system.  
This 2006 appropriation request includes $50,000 to plan for tenant improvements in the proposed expansion space for ballot processing.  REALS will work with the Facilities Management Division (FMD) to plan any needed build-out of the expansion space and any changes needed to the current space.  The fiscal note estimates that an additional $330,000 will be needed in 2007.  ($150,000 is estimated for actual tenant improvements and $180,000 for additional annual lease expenses.)  
Follow-up:  Staff to staff discussions will detail the amount needed for the proposed planning of tenant improvements.  

Organizational Changes/Consultant
$610,000
In their 2006 Report to the King County Council, the CEOC recommended that the REALS Director contract with a consultant to help “shape the organization into a cohesive, high performance unit” and that the Director should also use the consultant “to help implement best practices”.  The CEOC further stated that this course of action “will be very important if the county moves to all-mail elections”.  

Because a transition to VBM will impact roles and responsibilities within the Elections Section, the transmittal letter emphasizes the importance of Elections staff as the transition occurs.  Training and mentoring, organizational planning, and directional support will be a key element for all Elections staff, including managers, supervisors, leads and line staff.  The letter states that a work plan has been developed that is designed around three key areas:  
· vote-by-mail project planning support, 
· management and leadership coaching and mentoring, and 
· organizational effectiveness planning and resources 
Per the Executive, the work plan was prepared with input from senior department and division leadership, as well as through discussions with the consultant community.  It is pre-supposed that a consultant will be used to help implement the plan.  
The fiscal note details the costs for the organizational support in three areas:

	Requested Activity
	Amount 

	VBM management support, work session facilitation, documentation support
	$    300,000 

	Organizational Effectiveness (Elections structure and culture)
	$    170,000 

	Leadership training and mentoring program
	$    140,000 

	TOTAL
	$    610,000 


Follow-up:  Staff has requested details about the anticipated processes for hiring the proposed consultant.  In addition, staff has requested work plan descriptions of each of the proposed areas, as well as identification of the best practices goals that will be implemented through the process.  
NEXT STEPS:

Council staff will continue to analyze the request and will work with Executive staff to further identify the items detailed for discussion in the follow-up sections of the report.  
INVITED:

1. Dean Logan, Director, REALS
2. Sean Bouffiou, REALS
3. Bob Cowan, Director, Office of Management and Budget (OBM)

4. Helene Ellickson, OMB

5. Greg Shiring, OMB

ATTACHMENTS:
1. Proposed Ordinance 2006-0190

2. Transmittal letter, dated April 20, 2006

3. Fiscal note
� During that period of time, there is only one month where King County will not be administering an election.
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