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SUBJECT:  A briefing on the response to the 2012 Budget Proviso #1 for the Department of Elections.

BACKGROUND:

During the 2012 budget deliberations for the Department of Elections (Elections) the issue arose that Elections did not plan to allow candidates or issues to update their statements in the voters’ pamphlets between the Primary and General elections. The Council determined it was important to preserve the option to update candidate and issue statements, and so included a proviso in the final budget. 

“P1 PROVIDED THAT:


Of this appropriation, $250,000 shall not be expended or encumbered until the director of elections transmits a plan for updating the voters' pamphlets between the primary and general elections.  The plan shall include, but not be limited to:


A.  The cost of preparing, printing and distributing voters’ pamphlets for 2008, 2009 and 2010 as well as the percentage of costs that King County has recovered from other jurisdictions for the preparation, printing and distribution of voters’ pamphlets for 2008, 2009 and 2010;


B.  The analysis used to make the decision to bring the layout of the voters' pamphlets in-house as opposed to contracting for this service with a vendor;


C.  Key tasks or milestones and dates that need to be met for updating the voters' pamphlets between the primary and general elections;


D.  The cost of updating the voters' pamphlets between the primary and general elections, including an analysis of producing the voters' pamphlets in-house or through a vendor.  In addition to identifying the cost of updating the pamphlets, the analysis should identify any operational or logistical considerations for updating the pamphlet; and


E.  The pros and cons, including costs and schedule impacts, of producing a voters' pamphlet jointly with the state of Washington, particularly in even-numbered years.  The plan shall also identify the pros and cons of not producing voters' pamphlets in even numbered years and having the state voters' pamphlet include local issues.


The plan required to be transmitted by this proviso must be filed by March 15, 2012, in the form of a paper original and an electronic copy with the clerk of the council, who shall retain the original and provide an electronic copy to all councilmembers, the council chief of staff and the lead staff for the government accountability and oversight committee or its successor.  Upon receipt, the clerk shall provide a proof of receipt to the director of the office of performance, strategy and budget and the director of elections.”
ANALYSIS:

The analysis will take the elements of the response in order.
A. The cost of preparing, printing and distributing voters’ pamphlets for 2008, 2009 and 2010 as well as the percentage of costs that King County has recovered.
Table 1 – Cost of Voters’ Pamphlets and Cost Recovery
	Year
	Cost
	County Share
	Other Jurisdictions
	% Recovered

	2008
	$306,538 
	$259,736 
	$  46,802 
	15.3%

	2009
	$458,119 
	$179,772 
	$278,347 
	60.8%

	2010
	$432,762 
	$393,796 
	$  38,966 
	9.0%


Analysis: The most significant factor in the cost of producing a Primary or General voters’ pamphlet is how many jurisdictions choose to participate in the pamphlet. Participation is voluntary. The most significant factor in cost recovery for the County is whether or not the state is funding its share of costs, which it does only in odd-numbered years.

B. The analysis used to make the decision to bring the layout of the voters' pamphlets in-house as opposed to contracting for this service with a vendor. 
Elections states that they did not use vendors for layout and design of the voters’ pamphlets. Rather, they used short-term temporary employees for this task who worked offsite. The decision was made to have this work done by permanent employees working in the elections office in order to “provide efficiency to candidates and staff”. When queried by Council staff the nature of the efficiency, the Director of Elections responded that efficiency for candidates was achieved because it was more effective and much easier to communicate changes in ballot statements directly to staff working in the Elections building rather than relaying the information to staff offsite. It also resulted in better customer service for candidates in that their questions were answered more ore timely and thoroughly by knowledgeable permanent election staff.

It is especially critical for language translation staff to have immediate review capability for translation nuances related to election terminology. Efficiency for staff was achieved by simplifying communications and through direct management control of the overall process.
Analysis: Apparently there was a miscommunication during the budget process. Council staff understood that Elections used a vendor for layout and design of the pamphlet. Nevertheless, a cost comparison of the two methods of preparing voters’ pamphlets is provided in elements D of this report.
C. Key tasks or milestones and dates that need to be met for updating the voters' pamphlets between the primary and general elections.
Elections has provided a very detailed five-page schedule that shows the steps and deadlines for updating the voters’ pamphlet between the Primary and General elections. The key dates that candidates and proponents of ballot measures will want to take note of are May 30, 2012 for Primary statements and August 24, 2012 for General election statements.

Analysis: The schedule of tasks indicates that while the process to update the voters’ pamphlet adds to the complexity of elections administration, it can and will be done. 
D. The cost of updating the voters' pamphlets between the primary and general elections, including an analysis of producing the voters' pamphlets in-house or through a vendor.  In addition to identifying the cost of updating the pamphlets, the analysis should identify any operational or logistical considerations for updating the pamphlet.
As noted under response B above, Elections stated that it does not use vendors for the production of election materials. Vendors are contracted only for printing and mailing of elections materials.  In the past, short-term temporary employees were employed off-site for the production; coordination and translation was provided by staff in the office. The geographical separation of the short-term, temporary employees made it difficult to quickly implement changes mid-stream.  In an effort to improve the process and provide efficiency to candidates and staff, Elections shifted these tasks and responsibilities to existing full-time staff.
Originally the proviso response did not answer the question of the cost to update the voters’ pamphlet between the Primary and General elections. Council staff requested this cost information which was provided - $107,000.

Analysis: The cost figure of $107,000 is consistent with the figure that was hastily assembled during the 2012 budget deliberations, which was $109,000.
E. The pros and cons, including costs and schedule impacts, of producing a voters' pamphlet jointly with the state of Washington, particularly in even-numbered years.  The plan shall also identify the pros and cons of not producing voters' pamphlets in even numbered years and having the state voters' pamphlet include local issues.
The proviso response makes the following observations relating to the pros and cons of producing voters’ pamphlets with the State of Washington.

· The State does not produce a voters’ pamphlet for Primary elections, only General elections.

· In the past when King County did participate with the State in producing a single voters’ pamphlet, the King County information did not appear until about page 50, which voters complained was confusing.
· The State deadlines for the General election voters’ pamphlet are May 25 for candidate statements and mid-June to know the number of pages King County will need in the pamphlet. King County Elections does not know which junior taxing districts will have measures on the ballot until August 7.  This presents significant challenges in getting information to voters on all candidates and ballots.
· King County now has two additional language requirements besides English. The State does not allow separate mailings to targeted voters with minority language voter information. To include all three languages in the State pamphlet would require a large number of pages and be inefficient and potentially costly.  By doing its own voters’ pamphlet, King County can send minority language pamphlets to targeted voters. 

Analysis: Of all the points made above, the issue of State voters’ pamphlet deadlines not lining up with King County deadlines, and the minority language issues appear to create meaningful challenges to collaborating with the State on a General election pamphlet.
ATTACHMENTS:

1. Department of Elections Response to the 2012 Budget Proviso #1 including the transmittal letter dated March 5, 2012.

