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STAFF REPORT
SUBJECT:
A PROPOSED ORDINANCE that would appropriate $1,567,238 from Current Expense fund balance to the Division of Records, Elections and Licensing Services (REALS) of the Department of Executive Services to implement measures to improve the election process.

ISSUES SUMMARY:
· This supplemental budget request includes funding primarily for short-term fixes to problems with the County's elections system and process, with no evidence of a long-term plan
· While this supplemental budget request includes some dollars to hire a consultant to develop a needs study for a new voter registration system, there was no plan to subject this project to the County's technology governance process until this issue was raised by staff
· Staff believes replacement of the County's voter registration system is more urgent than the Executive's proposal would indicate
· Several key positions within the Elections Section of the Records, Elections, and Licensing Services Division are vacant; acting staff in key leadership positions have limited leadership experience in conducting Countywide elections; therefore, staff has little confidence that leadership and management is in place necessary to correct deficiencies in the County's elections system and process.

REASONABLENESS:

Many of the proposed expenditures discussed in the following sections of this report address elections system problems documented by both the Office of the Secretary of State and the Council's consultant.  Others are acknowledged by the consultant as being prudent investments now that will have both short and long-term benefits.
There was sufficient awareness of problems with the County's elections technology system that the technology related items in this supplemental request could have been subjected to the County's technology governance process.  This did not happen.
Key leadership and management positions within the Elections Section are currently vacant as the major elections of 2003 approach.  Acting staff have limited leadership experience in conducting Countywide elections.
The emergent nature of the elections problems calls for an expedited technology governance process that will result in the testing and implementation of a new voter registration system prior to the Presidential Election in 2004.  The importance of restoring public confidence in the County's election process argues in favor of getting experienced elections assistance from outside consultants for the 2003 primary and general elections.

Therefore, approval of this supplemental funding is a reasonable policy decision.  Furthermore, inclusion of dollars to employ expert outside help in conducting the remaining Countywide elections in 2003 is a reasonable policy decision, even though this funding was not part of the Executive's request.
However, this supplemental will not address the major issues of a fast, efficient and reliable voter registration system or permanent, effective leadership in the Elections Division.  Both of those issues need to be addressed expeditiously.

Alternatives:

Below are three alternative courses of action.

	1.  Approve supplemental request in the amount of  $1,254,737

	Pros
	Cons

	·  Provides immediate funding for many of the recommendations made by both OSOS and Council's consultant
	· Additional cost for CX in 2003 and each year thereafter

· Stop-gap measure only – does not address major issue of voter registration system

· Provides funding only to start process to replace voter registration system

	2.  Hold supplemental budget request until a business case has been developed

	Pros
	Cons

	· Saves $1. million of CX funds in 2003 and substantial amounts each year thereafter
	· Will leave many of the problems noted in past elections without solutions, risking repeat of problems experienced in November 2002 and May 2003 elections

· Time is running short to have any intermediate term solutions in place for the upcoming fall elections

	3.  Approve supplemental request with immediate funding for expert assistance for the remaining 2003 elections and take action on an accompanying motion  that urges  prompt action on development of a business case for technology enhancements, including replacement of the voter registration system

	Pros
	Cons

	· Provides immediate funding for many of the recommendations made by both OSOS and Council's consultant

· Provides notice of Council's concern with the conduct of the remaining elections in 2003

· Provides notice of Council's concern with the current technology system in Elections Division and the need to fast track development of a business case to support  replacement of the voter registration system or other technology enhancements and improvements 
	· Additional cost for CX in 2003 and each year thereafter




The Chair has directed staff to prepare the attached Striking Amendment that would implement Alternative No. 3.

BACKGROUND: 

This supplemental budget request is in response to recommendations and suggestions made by the Office of the Secretary of State (OSOS) as the result of three reviews performed by that office of the election process in King County.  The table below summarizes the amount requested.

	Permanent staff
	$10,584

	Temporary staff
	420,433

	Office supplies, printing
	65,691

	Repairs and maintenance
	8,249

	Advertising
	5,000

	Training/testing
	16,756

	Data/voice wiring
	8,304

	Rent, telephone
	38,781

	Tenant improvements
	91,480

	Professional services/consulting
	250,000

	Hardware/software
	361,240

	Equipment
	21,518

	Information Technology Services
	224,860

	Motor pool charges
	1,500

	INET construction cost
	42,842

	Total
	$1,567,238


The Office of the Secretary of State (OSOS) performed a full review of the elections process during the 2002 Primary Election, a special review during the General election recount for the 47th Legislative District, and a special review of the absentee ballot process during the 2002 General Election.  This last review, of the absentee ballot process, resulted from the late mailing of over 400,000 absentee ballots.  Ballots that by law were supposed to be mailed by October 16, 2002 were actually mailed from October 22 through October 29.

In its report dated February 2003, OSOS made fifteen recommendations and seven suggestions on ways to improve the elections process.  Subsequent to the issuance of the OSOS report, approximately 1,800 absentee ballots were mailed late for the May 20, 2003 special election for County Parks.

As the legislative body empowered with oversight of County management and operations, the Council has taken several steps to ensure the fairness, openness, accountability and accuracy of King County elections and to restore public confidence in elections.  These steps included several Council briefings, the formation of a citizens' elections oversight committee, and creation of an ordinance that requires Council confirmation of the manager of the Records, Elections, and Licensing Division and the superintendent of elections (Ordinance 14570).  In March 2003 the Council asked Ellen Hansen, a former elections office employee, to assist the Council by reviewing the election process.  On April 22, 2003, Ms. Hansen issued a report.  Staff have reviewed both the OSOS report and the Hansen report.  In addition, staff have reviewed the submittal in detail and have met with elections office officials and Ms. Hansen.
On June 6, 2003 the Executive transmitted Proposed Ordinance 2003-0285.  This proposed ordinance would increase the budget for the Elections Division from the current budget of $8.67 million to $10.24 million.  In general, the supplemental budget request seeks funding to address many of the past problems noted in the reports by the Secretary of State and Ms. Hansen.  
The request does not, however, fund the purchase of a new voter registration system, although the Executive noted that "a new system is a priority and will be the subject of a separate initiative."  At this time, replacement of the voter registration system is not included in the County's technology governance process.

ANALYSIS:

The overarching concerns of staff are:

· This supplemental request does not adequately address the need to expeditiously replace the voter registration system which has been a root cause of the ballot problems experienced in the past few elections.

· There is a lack of experienced leadership within the Elections Section of the Records, Elections and Licensing Services Division (REALS) due to the vacancies in key positions such as the Division Director, the Superintendent of Elections, and the Assistant Superintendent for Voter Registration.

The following is a section by section analysis of the supplemental budget request in the order presented by the Executive in the transmittal letter.

1.  Improve Election Process

1.1  Absentee ballot processing efficiencies - $320,662

There are currently over 460,000 permanent absentee voters in the County.  Indications are that the number will increase – to as many as 600,000 by the time of the 2004 Presidential Election.  State law requires that absentee ballots be processed and counted within three days after the election.  REALS claims they are just too understaffed and have too little equipment to comply.  There are two main processes that must be improved in order to meet the requirements under the law.

First, the signatures on the outer envelope of all incoming absentee ballots must be verified.  This is a partly electronic and partly manual process.  The OSOS report noted that the lack of sufficient staff and workstations to verify signatures was "a large bottle neck for processing absentee ballots."  The solution, according to REALS, is to purchase 22 additional signature verification workstations and related equipment/furniture at a cost of $54,000.

Second, votes are counted using Accu-Feed machines.  The OSOS report noted that "King County has difficulty counting returned absentee ballots within the intermediate deadlines required by law….The county needs to adopt a more efficient way of counting absentee ballots, either by purchasing a new system or dramatically increasing the capacity of their current system."

Elections management has proposed the purchase of 14 additional Accu-Feed machines.  The temporary staffing needed during elections to verify signatures and count ballots has been insufficient.  Accordingly, the request includes $75,754 for temporary help for ballot counting, signature verification and envelope opening for the primary and general elections that remain this year.  In addition, funding to purchase three new envelope opening machines is requested.

The other significant part of this request is for $106,360 to expand the Mail Ballot Operations Satellite (MBOS) facility.  This would include $14,880 for rent for 4,000 square feet of additional space for six months and $91,480 for tenant improvements.  The OSOS report recognized this problem with lack of space and an inefficient layout.  
Staff suggested further review of the request for 14 Accu-Feed machines, noting that they would only be necessary for a Countywide vote by mail.  The OSOS report suggests that the County "be able to efficiently conduct a Countywide election by mail within the next five years."  Thus, the request for 14 additional Accu-Feed machines is premature.  Instead, Elections management should include steps to prepare for a Countywide mail election in their plans for the next three to five years.

While the number of Accu-Feed machines already on hand are sufficient to timely count the number of absentee ballots expected in the remaining elections in 2003 and for the short-term, the existing machines are nearly six years old.  Elections has therefore modified their request to purchase only five new machines as spares in case of failure of any of the existing machines.  Additional machines can be requested in subsequent budgets.
With regard to the space requirements, since only five months remain in the year, six months of rent would not be necessary this year.  Also, Elections management has reevaluated the tenant improvements that should be made and have concluded that only $20,000 would be needed.  Rather than Elections expanding into new space, they now propose moving the Records Storage facility to new space, freeing up their area for Elections to expand into.  Because this space is adjacent to the current space used by Elections, much less needs to be done with regard to tenant improvements.  This move will be accomplished within the next two months.

In summary, the Executive has proposed reducing this request from $320,662 to $182,138 by eliminating all except 5 of the Accu-Feed devices, deleting the signature verification workstations, reducing the number of envelop opening machines to two, and reducing the warehouse rent and tenant improvements.

1.2  Elections business process documentation - $47,626

The Elections Section does not have complete documentation on systems and processes.  They do have a draft policies and procedures manual but it needs to be completed, including adding some new sections.  The OSOS report included the suggestion that Elections ensure that all procedures are contained in the manual, that it is in an easily used format, and that the procedures are followed.  It should also be kept up to date with periodic reviews.

Funding of $47,626 is being sought to address this issue.  A TLT with technical writing and process management skills would be hired to complete the manual at a cost of $36,300 for six months.  Related costs for equipment, printing and supplies would add $11,326.  Staff and the consultant agree with this request.
1.3  Business area analysis - $90,000

The OSOS report recommends that the County "acquire or build a voter registration system designed for a jurisdiction of their size."  The Elections Section management agrees with this recommendation.  The current voter registration system resides on a mainframe computer.  This system was developed in-house over the last fifteen years.  It does not interface with the candidate filing system, with the ballot preparation system, nor with the ballot tabulation system.  Also, the mainframe will not be supported by the vendor after 2004.

The database of voter registration information is very large and is in a different programming language than the ballot program.  There is an interface that allows data to be transferred between the two systems.  However, numerous errors occur during this data transfer process  In the past, data errors have been detected and corrected manually by an experienced full time computer programmer and his assistant.  These people worked directly for Elections and had extensive elections experience.  Both individuals left County employment prior to the 2002 General Election.  Over the last few elections, vendor staff has taken the unusual role of correcting data errors.  The vendor would not normally provide this service nor does the vendor want to provide this service in the future.  The ITS support staff do not yet have the experience with these particular computer systems or the background in elections operations to provide effective support.
Replacement of the voter registration system is not included in this supplemental budget request.  The Elections Division believes that a consultant should be hired to complete a needs analysis and develop a Request for Proposals (RFP).  The $90,000 cost would include identifying requirements and developing the RFP, as well as developing a "clear description of the current business functions and processes" and improvements and changes that should be made to meet short and long-term elections goals and priorities.

The development of a needs analysis and an RFP plus the bidding and award process will likely take eight to ten months.  With this timeline, a new voter registration system could not be in place in time for the primary and general elections in 2004.  The 2004 general election includes a Presidential Election.  Several years ago, the County attempted to acquire a new voter registration system.  The attempt failed because the chosen vendor could not deliver an acceptable system.

The risks associated with going into a Presidential Election in 2004 with the current voter registration system are unacceptably high.  This is a critical issue.  The importance of the voter registration system to the larger elections system is very high.  Replacement of the voter registration system is important enough to place a high priority on it such that the timeline can be truncated to the point that a new system could be acquired and put in production by June of 2004, in time to be tested before the primary and general elections.

The Council's consultant has recommended purchase of the Data Information Management System (DIMS) as a replacement for the County's legacy voter registration system.  DIMS is used by Pierce, Snohomish, Kitsap, Yakima, and Chelan counties in this State and by Los Angeles, San Diego and Oakland Alameda counties in California.  DIMS is compatible with the other King County Elections systems and could be acquired quickly through an interagency purchasing agreement.  Staff agrees with the consultant that the acquisition of a proven system such as DIMS is a prudent short-term solution that could prove to be a long-term solution as well.  Development of a business case can be paid for with the approximate $1 million remaining in the Elections System Replacement Fund.
1.4  Expedited mail ballot request processing - $285,500

This is one of the largest items where additional funding is sought.  The task of mailing absentee ballots on time, especially for a general election, is a major undertaking that must be accomplished in a short period of time.  New legislation enacted by the Legislature in 2003 has imposed new requirements with regard to newly requested absentee ballots.  Under the legislation, ballots must be mailed within 24 hours of the receipt of the request when the request is within 19 days of the election.

The delay in mailing absentee ballots for the November 2002 General Election was caused by a number of factors, as documented by the OSOS.  The primary reasons were:

1. Problems in programming the Global Election Management System (GEMS) ballot system due to inexperienced programming staff

2. Difficulty transferring candidate filing information from the mainframe voter registration computer system to GEMS

3. Numerous errors in precinct committee officer candidate information, requiring time consuming manual re-entry of information

This portion of the supplemental request does not specifically address the problems noted above.  These problems will likely only be addressed by a new Voter registration system.  Instead, this would address the new statutory requirement for a 24-hour turnaround on new absentee ballot requests in the 19 day period before an election.  The request was for seasonal labor at a cost of $220,500 plus $65,000 for additional fixed costs, such as rent and telephone, and capital costs (personal computers, printers and furniture).  The funding request was sized to meet "a reasonable yet possible worst case scenario."  The request was also based on having three Countywide elections.  Since one of the three Countywide elections has already been held, staff suggested to Elections management that this request was higher than necessary.  Elections management has revised this request downward by $78,500 to $207,000.  Staff agrees this will address the requirements of new state law but will not address the larger issue of the inadequacy of the voter registration system.
2.  Improve Technical Infrastructure

2.1  Standardize/stabilize election server environment - $32,884

Elections has two SQL servers dedicated to signature verification – one at the Mail Ballot Operations Satellite (MBOS) and one at the Elections Office in the Administration Building.  These servers have other functions.  These types of servers run more efficiently when they are dedicated to single functions.  In addition, Elections has several applications running on individual desktop computers.  Efficiency and reliability can be greatly enhanced by purchasing two new servers at a cost of $10,890.  The other costs would be for increased ITS support ($20,025) and for software/software support ($1,969).

This request was not specifically noted in the OSOS report.  However, the Council's consultant, Ellen Hansen, did review this portion of the request.  Ms. Hansen believes that the servers should be upgraded.

2.2  Upgrade network infrastructure - $76,559
Elections operates out of three main sites:  Elections Warehouse, MBOS, and the Administration Building.  The communications network infrastructure within and among these sites is inadequate.  For example, Elections staff loads information onto a compact disk and drives it by car from the MBOS to the Administration Building.
The initial proposal was to utilize the County's Institutional Network (I-Net) between MBOS and the Administration Building.  The cost of this approach and the time required to get permits to allow for construction are problematic.  A faster and cheaper approach would be to use a telephone/data network connection known as T-1, which is relatively fast.  T-1 is likely already in place so there would be no construction costs.  Additionally, occupancy by Elections in the rented space at MBOS may not extend beyond expiration of the lease in 2006, making it less desirable to spend the estimated $42,842 to provide connectivity to a site not owned by the County.
With regard to the other items in this request, the routers and associated maintenance/support are overdue upgrades for the Elections infrastructure network.  With the reductions regarding the I-Net, the Executive has modified this particular request to $30,589 and staff concurs.

2.3  Replace elections workstations - $123,687

Elections is currently working with personal computers that are well beyond their useful lives.  These PC's were purchased in May of 1998.  The hardware and software is no longer supported by the manufacturers.  The unreliability of these PC's, the delays experienced by frequent failures, the reliance on County staff to maintain them, and the incompatibility of multiple software versions and configurations severely affects productivity and efficiency.  Replacement of these workstations along with standardized software and support from ITS will substantially increase both productivity and efficiency.  This particular item was not discussed in the OSOS report.  However, replacement of these items will help to address several of the recommendations made by OSOS.  Staff agrees with Ms. Hansen that these workstations should be replaced now.

3.  Improve Information to the Public

3.1  Compliance with United States Department of Justice (DOJ) Chinese language requirement - $205,000
The DOJ has advised King County that the County must comply with the Federal Voting Rights Act, Section 203 by providing elections materials in Chinese.  According to the 2000 Census, the population of Cantonese speaking citizens in the County has reached the level where elections materials must be produced in that language.  Accordingly, Elections management has requested $205,000 for translation services, for printing, and to create a Chinese language Web page.  After subsequent analysis, Elections management has concluded that this request can be reduced from $205,000 to $160,000.

The OSOS report noted this requirement and has recommended that the County take steps necessary to comply with the federal requirements.  Staff notes that this will be an on-going requirement that will increase costs for all elections in the future.  In addition, it is possible that other minority populations may in the future reach the point where special ballots and services must be produced in other foreign languages.

3.2  Increase voter outreach efforts - $52,357

The OSOS report included a suggestion that King County "should develop a comprehensive voter outreach program."  The supplemental request includes $52,357 for the remainder of 2003 to develop this program.  The current position of Pollworker Coordinator would be increased from .8 FTE to full-time and with outreach responsibilities added.  Other costs would include $19,200 for temporary staff, $5,183 for equipment, $1,500 for transportation, $10,890 for printing, and $5,000 for advertising.

Elections management has revisited this item and have modified their request to $41,773.  They have dropped the request to increase the Pollworker Coordinator position to full time.
3.3  Increase phone bank - $102,882

Another suggestion by the Secretary of State was to greatly expand the County's elections phone bank and expand the elections website to provide individual voter information, including precincts and polling places.  The request to address this is for $68,679 for temporary staff, $21,998 for equipment, $8,304 for data/voice wiring, and $3,901 for additional telephone lines.  Currently, there is funding for 10-12 seasonal staff during the upcoming primary and general elections.  This request would enable 15 staff to be hired for the primary and 30 for the general election.  If the 53 PC's requested in Section 2.3 above are acquired, 25 of the old PC's can be used for phone bank work, eliminating the need for the $21,998 for equipment.  The Executive has accordingly reduced this request to $84,045.

3.4  Create Interactive Voice Response System - $41,822

Automating the telephones with an interactive voice response system would complement the phone bank and enhancements to the website.  The cost would include $26,952 for the hardware and software and $14,434 for support by ITS.  This item was not recommended or suggested by the OSOS report.  It would likely, however, dramatically decrease the number of telephone calls that would have to be answered by employees in the busy days before elections.  The consultant agrees that this would be a good investment.  And, Elections staff noted that this technology is in place in other County departments and works quite well.
4.  System Applications

4.1 Upgrade GEMS application (absentee tabulation) - $42,456

While Elections management believes the current Global Election Management System (GEMS) is  a good system that will adequately serve the County's need for several years, the version of the software is the same one initially acquired and installed in 1998.  Elections has had contractual disputes with the vendor that have now been resolved.  The newest version of the software, Elections management believes, should now be acquired because it provides efficiencies, such as allowing for Chinese ballots, and streamlining and automating processes, such as ballot order.  The request includes $26,136 for hardware (servers) and software plus $16,320 for training and testing.  This particular issue was not addressed by the OSOS.  However, it is reasonable to upgrade if the new version of software provides substantive changes that will improve efficiency.  Elections staff and the consultant believe that it will.

4.2  Implement mainframe work request - $75,086

The County's voter registration system runs on a mainframe.  Approximately 1,100 man hours of programming needs to be done by ITS on mainframe applications and on work processes.  These include website enhancements, automated jury notification returns to inactive voters, and bar codes on poll books and voter registration cards.  These work requests have been backlogged by ITS for some time.  Elections management believes these enhancements are critical to the 2004 Presidential Election and will provide benefit even after replacement of the voter registration system.  The consultant doubts that this work can be accomplished in a timely manner or that it will have long-term benefit when the voter registration system is replaced.  Staff therefore does not support this request.
5.  Project Management for Elections Projects

5.1  Project manager - $70,717

In addition to enhancements and improvements requested in this supplemental, there are other projects already underway – approximately 25 separate projects.  These projects, Elections management believes, should be under the direction of a single project manager.  The project manager would be an ITS employee.  Funding for six months at the current ITS rate of $68.26 would amount to $70,717.  Staff agrees that project management assistance is needed.  However, staff is concerned that effective project management skills may not be  available in ITS.  See Program Management later in this report.
Interim Outside Expert Assistance

There are two remaining elections in 2003.  At this time, the positions of Manager of REALS, superintendent of elections, and the assistant superintendent for voter registration are vacant.  The staff acting in these key positions lack management experience in conducting major elections.  While not requested by the Executive, the amendment to Proposed Ordinance 2003-0285 adds $100,000 to the supplemental budget request for the sole purpose of hiring outside, experienced experts to assist the County with these upcoming elections.  While not a guarantee, this is a prudent step to try to avoid a reoccurrence of the problems that occurred in the November 2002 and May 2003 elections.

TECHNOLOGY POLICY ANALYSIS

Following established County policy means that significant technology initiatives would be subjected to the County's technology governance process.  This section of this report is an analysis of how this supplemental appropriation is not in compliance with this policy.  The issue of compliance with County policy was beyond the scope of either the OSOS reviews or the review by the Council's consultant.

The Records, Elections and Licensing Services Division attempted previously to replace its voter registration system.  That effort was not successful.
Both the Executive and Council have made great progress in transforming the way the County governs technology.  The Executive and Council created a new technology governance structure and recruited new strategic leadership during 2001.  However, evidence of the Elections Division making use of the technology governance process  is not found in this supplemental request.  The executive’s proposed solution to problems with the elections system contained in the proposed supplemental ordinance are not consistent with the Guiding Principles for Technology Investments, as adopted by the Council last year (Motion 11482).  In addition, the supplemental request does not provide a medium to long-term solution to information technology problems within Elections.


Alignment with County Technology Policy

The elections supplemental request is not aligned with County technology policy as set-forth in the King County Strategic Technology Plan, as adopted by the Council in February 2003.  The policy framework for the Strategic Technology Plan is provided through the Guiding Principles for Technology Investments, as adopted last year by Council.  As mentioned above, the technology portion of the elections supplemental does not meet the following guiding principles for investing in technology.

1. Central Review and Coordination.  This guiding principle states that technology investments should be coordinated at a Countywide level to leverage development efforts, reduce duplicative costs and ensure compatibility of systems.  The supplemental request did not meet this principle since it was not reviewed through the County’s technology governance process.  The request was not reviewed by the Technology Management Board or the Business Management Council.  In addition, the Department of Executive Services did not submit a proposal for a new voter registration system as part of the Executive’s 2004 budget process for reviewing technology projects to be included in the proposed 2004 budget.  The Executive stated that the Chief Information Officer was recently provided a copy of the supplemental request.  However, it is unclear whether the supplemental or a new voter registration system proposal would be formally included in the County’s governance process.
2. Efficient and Effective Services.  This guiding principle outlines how technology investments should be evaluated for funding.  The supplemental does not meet this principle since no business case was provided, no alternative analysis was provided that evaluated use of off-the-shelf software, it is unclear how investments would be effectively managed or are tied to improvements in service, and investments in mainframe legacy systems should be limited.

3. 
4. 
5. Business Process Improvement.  This guiding principle states that technology solutions should be evaluated along with business processes to reduce costs and improve service.  Best practices should be used to transform the way Elections conducts its business through the use of technology.  The supplemental partially meets this principle since it does address some business process improvement.  However, the business improvements are not using best practices, are not redesigning business processes in a comprehensive manner, and are not reducing duplicate data entry and merging of data bases that contributes to cost and potential for error.
6. Privacy and Security.  This guiding principle stresses that information and systems should be kept private and secure.  It is unclear if Elections has a privacy policy and auditable security measures in order for this supplemental to meet this principle.
Vision

The supplemental request addresses many operational issues that have been raised by the Secretary of State and the Council’s elections consultant.  However, some of the technology solutions proposed in the supplemental are short-term fixes to the current legacy computer system.  It is unclear what the medium to long-term solution is for problems with the business and technology operations within the Elections Section.
Change Management

The County has learned that replacing technology cannot be approached as simply fixing or replacing outdated computer systems.  Instead these efforts require a long-term analysis of the way employees conduct business (business transformation process) that is supported by software applications.  Effective business process change will require a solid understanding of the current election processes, a vision of what the new processes should look like, and an action plan for implementing the vision.  Visible and active leadership by a business sponsor will be needed to ensure business practice changes are made and software customizations are limited to avoid unneeded and unmanageable complexity.

This supplemental request proposes to replace or fix some outdated technology.  However, it is unclear how Elections will manage significant changes to business practices that will be required.  The supplemental request proposes to change certain aspects of the elections system but changes are not being considered in a systemic manner.  

Oversight

The technology portion of the proposed supplemental is not part of the County’s governance process and, therefore, will not receive oversight beyond the Council.  It would have been useful for this supplemental request to have been reviewed through the governance process before being forwarded to Council for its review.  Adopted County technology policy recommends that technology projects receive oversight by having a business sponsor who is accountable for the project and having the project reviewed through the technology governance process that includes possible review by the Technology Management Board, Business Management Council and the Project Review Board (PRB).  Additional oversight could be conducted through periodic external management audits.    
The PRB was created by the Council through its establishment of a technology governance process.   The PRB has a crucial role in monitoring that programs are on track to meet scope, schedule and budget successfully.  The PRB also decides whether to release program funds in incremental phases dependent upon completion of certain milestones and performance measures.  The PRB also has the power to terminate a technology project that is not performing.  While this review board and the technology governance process are relatively new and untested, this is the process that the Council established
.

Program Management

Strong project management of technology projects continues to be a challenge for the County.  The 2002 Strategic Technology Plan found that “The County currently lacks extensive resources to support strong project management; specifically training, methodologies, and, most important, highly experienced managers are in short supply.  Without strong project management, the likelihood of implementation difficulties increases as does the potential for project failure.  This is especially true for very large or complex projects.  Project management should be recognized as particularly important as the County gears up to deal with new major technology initiatives.”

It does not appear that Elections has identified a strong project framework,  recruited a strong project manager or  created a governance process to assist in resolution of business process conflicts.

Technology Solution
As previously mentioned, the supplemental proposes short-term fixes to the current elections system; it does not provide a medium to long-term solution to documented system problems.

The supplemental proposes updating legacy computer applications currently, replacing desktop computers and servers.  It is unclear how these changes in computer platforms will be integrated.  For example, is there an alternative that would not require making changes to the mainframe? 
Mainframe Management
As previously mentioned, the current voter registration system resides on a mainframe computer.  This system was developed in-house over the last fifteen years.  It does not interface with the candidate filing system, with the ballot preparation system, nor with the ballot tabulation system.  Adopted County policy recommends limiting technology investments on the mainframe computer and, therefore, the supplemental may not meet this County policy.  Also, the mainframe’s operating system may not be supported by the vendor in fall 2004.  If the mainframe’s operating system was to be desupported, it is unclear if the voter registration system would still be able to operate.  Due to heavy customization of the elections software on the mainframe, it may not be possible to migrate this software from the mainframe to a new operating system within the time needed.  It does not appear that a risk mitigation plan has been developed that would examine how the voter registration system would operate without the mainframe.
Voter Registration/Election Management Systems
The emergent nature of problems with the County's elections process means that the committee likely does not have the option of now referring this supplemental request to the technology governance process.  Time until the fall elections is very short.  However, it is reasonable for  the committee to request that the Executive develop a business case for a comprehensive approach to an integrated elections system, including replacing the voter registration system.  The committee may wish to have the business case submitted to Council for approval by motion before the supplemental’s year two or year three funding is approved.

Following is an outline of the process that should be followed with regard to the replacement of the voter registration system.
1. Business Case Development.  Guiding Principle Two states that technology investments should involve development of a business case.  An elections system business case could contain the following elements:
a. The business case should have a business sponsor.

b. The business case should provide an integrated solution among all elections systems rather than replacing the voter registration system in isolation.
c. The business case should conform to requirements as stated in the county’s guiding principles for technology investments.

d. The business case should be reviewed through the technology governance process

e. The business case should evaluate at least three options for conducting business, in this case the elections process.  One option evaluated could be the current business operations model.  Another option could be to evaluate replacing the voter registration system and conducting business operations using Diebold Elections System’s Data Information Management Systems (DIMS).  And a third option could evaluate replacing the voter registration system and conducting business operations without using the mainframe. 

f. The business case should be conducted by an outside consultant hired through an RFP process.

g. The proposed consulting services (1.3 Business area analysis) should be re-scoped in the supplemental request to develop a business case.

2. Require preparation of a funding request for a new voter registration system.

a. The request should meet all County guiding principles for technology investments.

b. The funding request should be based on a sound business case and have a business sponsor.

c. The funding request should be approved through the county’s technology governance process.

d. The funding request should be reviewed through the 2004 technology budget process and, if the CIO approves the project, it should be included in the proposed 2004 budget.

3. Pursue grant funding (e.g., Help America Vote Act).
4. State policy intent that leadership should be in place for elections (REALS Division Manager and Elections Superintendent) before a business case is forwarded to Council.  New leadership should approve the business case before it is forwarded to Council.
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INVITED:

· Steve Call, Director, Office of Management and Budget

· Jim Buck, Acting Division Manager, Records, Elections and Licensing Services Division
ATTACHMENTS:


1. Amendment S1 to Proposed Ordinance 2003-0285

2. Title Amendment T1 to Proposed Ordinance 2003-0285

3. Proposed Ordinance 2003-0285

4. Transmittal Letter, dated June 16, 2003

5. Fiscal Note

6. Summary of Proposed Ordinance 2003-0285 Supplemental Budget Request
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