[image: image1.jpg]Orange County

Take Your Turn. It Counts!




Registrar of Voters Immediate Actions Report

Planning for the November 2004 Election has started.  The list below summarizes decisions that need to be addressed within the next 60 days (through June 30th) to help ensure a successful November 2004 election.  The right hand column indicates if these activities could potentially affect the current fiscal year budget.

	Category
	Required Decision
	Current FY Budget Impact (Yes/No)

	Poll Worker Recruitment


	Determination of need for Poll Worker recruitment vendor support.

Start conducting High School Student Poll Worker recruitment.

Determination of precinct configuration policy.

Determination of need to increase Poll Worker training stipend.

Modification to County Poll Worker Program.
	Yes

Yes

No

No

No



	Training Program 
	Determination of maximum class size.

Decision on cost and logistics as to whether all Poll Workers are required to attend the Polling Place operations class.

Decision on training start date.

Integrate County Poll Worker procedures and copyrighted Hart eSlate training procedures.
Develop contingency plan for late training.

Decision regarding need for Video for Poll Workers.
	No

No

No

Yes

No

Yes

	Training Schedule Enhancements
	Authorization to pursue EIMS and other software enhancements.

· Conduct system Needs Analysis

· Assess DFM availability

· Complete changes
	Possible

	Training Site Selection
	Determine minimum number of centralized training sites and approximate geographic distribution in County.

Authorize funding plan for site fees and deposits for use of public and private training sites.

· Identify and secure sites meeting requirements

· Initiate Poll Worker Training Site Scheduling
	No

No

	Other
	Decision on combined Election Day phone bank hotlines.

Decision on increasing telephone infrastructure for Election Day phone bank.

Authorization for implementation of Pitney-Bowes In-bound solution.

Determination of need to acquire demonstration eSlate units for all Polling Places.
	No

Yes

No

Yes


decision background information

This background document provides an overview of the major tasks involved and critical decisions that need to be made as the County finalizes its approach to the November Election.  Five primary categories have been identified as necessary components requiring early management decisions to help ensure a successful November Election.  These categories are:  

· Poll Worker Recruitment

· Training Program 

· Training Schedule Enhancements

· Training Site Selection

· Other

Poll Worker Recruitment

It is critical that Poll Worker recruitment begin early for this election cycle to ensure full staffing at Polling Places.  

Critical early tasks include:

· Determination of need for Poll Worker recruitment vendor support. Decisions need to be made in how involved our vendor will be in the actual recruitment of poll workers. This will impact how the scope of work is written to provide recruitment and training of poll workers for November.
· Conduct Early Student Outreach.  Student outreach should be initiated prior to the beginning of the summer recess to ensure maximum student participation in the November Election.

· Determine Precinct Configuration policy for the November Election. The decision regarding the number of precincts that will be combined at any polling place and whether more than one ballot style will be at any site is critical to the entire poll worker recruitment process. This is the foundation that establishes the number of locations and poll workers that must be recruited for the November Election. 

· Poll Worker stipend increase for class attendance.  Consideration should be given to increasing Poll Worker stipends as a means of retaining and attracting Poll Workers. By linking the increased stipend to class attendance, the importance of class attendance will be obvious to all poll workers and would help facilitate a decision for all poll workers to attend a Polling Place Operations Class.

· Modify County Poll Worker Program. The County Poll Worker program should be modified to ensure at least one County worker is assigned to each polling place for the November general election. This will provide the County the assurance of having at least one highly trained poll worker at each polling place throughout the Election Day.

Training Program 

An initial review of the first eSlate training program identified areas where training could be strengthened by addressing certain technical, organizational, and procedural issues.

Critical early decisions in this area include:

· Decision on Class Size.  Limiting class size to 20 participants (current class size is 30 participants) ensures the optimum learning experience for Poll Workers.  

· Decision on cost and logistics as to whether all Poll Workers are required to attend the Polling Place operations class. Current law only requires that the inspector receive training. In theory the inspector then trains the clerks in their duties. Providing inspector to all poll workers could improve performance at the polling place but would increase costs.  
· Decision on Training Start Date.   A decision needs to be made regarding the training start-date. The number of days prior to an election that training begins dramatically affects the timing of other activities.
· Integrate County procedures with Hart eSlate procedures documentation.  A recommendation that came out of the Primary process was the production of a single document that integrates the copyrighted Hart eSlate operations procedures with County poll procedures.   This document needs to be drafted, reviewed, and approved in sufficient time to ensure trainers have been thoroughly trained and copies have been printed.

· Contingency Plan For Late Training. Provisions need to be made to train a large number of poll workers who sign up late or reschedule. This will ensure class size remains optimized for hands on training.

· Decision on video training materials for Poll Workers.  A recommendation was made to produce a training DVD or video as part of the training curriculum Poll Workers.  Poll Workers would be instructed to use the video or DVD to review critical procedural points just prior to the election.  The lengthy timeline for producing this training material requires an early decision on whether or not to move forward with this recommendation.

Training Schedule Enhancements

Election Information Management System (EIMS) enhancements could provide improved scheduling of Poll Workers.  These enhancements would offer improvements for class rosters, class attendance reports and possibly class test results.  

Critical early decisions/tasks in this area include:

· Decision on EIMS Enhancement.  A decision must be made on whether or not to pursue the scheduling enhancements.

· Conduct Needs Analysis.  An analysis must be conducted to determine additional data elements and reports needed to support Poll Worker scheduling.

· Assess DFM Availability.  DFM must be consulted to determine their availability to implement the changes as part of their maintenance program.

· Complete Changes.   Changes must be made early to allow testing prior to the start of Poll Worker class scheduling.

Training Site Selection
Acquiring training sites for Poll Worker training is a multi-faceted and lengthy process.  Training sites must meet a number of requirements.  These requirements include having enough space to allow trainees to set up a ‘polling place’ and training sites must be available for extended periods of time.

Critical early tasks and activities in this area include:
· Determine minimum number of centralized training sites and approximate geographic distribution in County.   By minimizing the number of training locations the cost of moving equipment is minimized and the scheduling process is simplified.
· Authorize funding plan for site fees and deposits for use of public and private training sites.  Efforts to secure public facilities that meet the size and scheduling availability for Poll Worker training have proven difficult.  A budget to allow for private rentals should be considered.
· Identify and secure sites meeting requirements.   

· Initiate Poll Worker Training Site Scheduling.
Other
Several other issues require early decision for the November Election.

The critical early decisions or activities for this category include:

· Decision on combined Election Day phone bank hotlines. During the March election, two “hotlines” supported the Poll Workers.   One “hotline” provided support related to the operation of the eSlate equipment.  The other “hot line” provided support in terms of County procedures.  A consideration for future elections is whether to combine the two poll worker “hotlines” into one “hotline” and the number of lines dedicated to this process.
· Decision on increasing telephone infrastructure for Election Day phone bank.  Analyze the telephone infrastructure and obtain sufficient phone capability to support the call volume and minimize the “busy” signal experienced by some poll workers.   A six-month lead-time appears to be required for this process.  

· Pitney-Bowes Inbound Solution.  Pitney-Bowes has indicated that approximately 150 days are required to develop, test and implement the Inbound Solution.

· Determination of need to acquire eSlate Demo Units.  A decision is needed whether all Polling Place will be supplied with Demonstration Units for Voters. Cost and lead-time are factors to consider.
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