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City of Phoenix

Voting Centers & Voter Outreach
Synopsis

The implementation of 26 Voting Centers will replace the traditional 128 polling places in city of Phoenix elections and save Phoenix approximately $250,000 per citywide election. This innovation is a result of a successful partnership between the city, local news media and community organizations. The 26 Voting Centers will only apply to the city of Phoenix elections and will commence late August 2011 for the Mayor and City Council Election. Voting Centers will be open for three days: Saturday, Aug. 27, Monday, Aug. 29 and Tuesday, Aug. 30 (Election Day). Phoenix is the first city in the country to implement a system that offers voters the opportunity to cast their ballot over three days – including a Saturday. Any registered Phoenix voter may cast their ballot at any of the 26 Voting Centers and are no longer restricted to visiting their designated polling place. 

During the last 20 years, city of Phoenix voters have dramatically shifted their preference from casting ballots at the polls to voting early by mail. Currently, more than 90 percent of voters cast ballots by mail, with a corresponding reduction in the number of individuals voting at the polls.  The shift in voting behavior can be seen by the average number of voters visiting a polling place. In October 1993, the average number of voters visiting 364 polling places was 218 voters per site. This number was significantly reduced over the years to an average of 32 voters per polling site for 128 polling places in May 2008.  

Several factors called for improvements to the voting process, including: increasing efficiency, convenience and flexibility for voting at the polls; overcoming the issue of voters going to the incorrect polling place; increasing challenges in securing adequate polling places; and a steadily decreasing pool of available election board workers.  

In July 2008, the Voting Center concept was presented to the Phoenix City Council, which authorized staff to obtain informal community feedback and conduct further research.  During September and October 2008, 285 residents attended 14 community group meetings to provide feedback that was overwhelmingly positive for the Voting Center concept.
In January 2009, the Phoenix City Council authorized staff to present the proposal, including potential locations, to community leaders, the media and residents, and to conduct formal citywide community meetings for public feedback.  Residents were invited to attend any of nine community meetings held during March and April 2009, and the feedback was again overwhelmingly positive.

Based on the feedback, the final plan was prepared and presented to the Mayor and City Council. Mayor and the Council approved the plan in June 2009 and the necessary code changes in July 2009.  The change to Voting Centers also was approved by the U.S. Department of Justice.
Benefits

Voting Centers will greatly increase convenience and flexibility for voters wanting to cast a ballot in person.  Voters can go to any Voting Center location on any of the three days that best fits their schedule and is closest to their home, place of employment or other activities.  It is anticipated that the use of Voting Centers will increase voter participation in city elections. The centers will provide greater convenience for voters who receive a mail ballot by allowing them to drop off the ballot or get a replacement ballot, even on Election Day.  An additional benefit includes the elimination of voters going to the wrong polling place. 

The establishment of Voting Centers will eliminate or significantly reduce current issues and challenges in election administration relating to polling places.  Voting Centers reduce the number of facilities (from 128 to 26) and the number of workers required to staff polling places. This process permits improved staff support for the election boards due to the reduced number of locations.  Also, the 26 determined Voting Centers are less likely to change, which can reduce voter confusion on polling place locations.

Instituting Voting Centers also generates significant savings in total election costs.  The considerable reduction in the number of voting locations and workers required, along with a reduction in staff time required to secure the facilities, prepare and deliver supplies and secure and train election board workers, will reduce election costs.  Voting Centers are expected to save the city of Phoenix approximately $250,000 per citywide election.  The cost for a Voting Center election is substantially less than for traditional polling place elections or elections conducted entirely by mail.

An additional savings benefit of Voting Centers will be found through the ballot printing process. Prior to the August 2011 Mayor and City Council election, hundreds of thousands of ballots were pre-printed to satisfy requirements for ballots at each of the 128 polling places. Since many Phoenix voters receive early ballots by mail, and less than five percent of voters visit a polling center, thousands of pre-printed ballots were never utilized and eventually scrapped for recycling. Ballots will now be printed on-demand as needed. Once a resident visits a Voting Center, they are identified as a registered voter and a ballot is subsequently printed for that particular voter at that time. This change will reduce ballot printing costs by about $100,000 in a citywide election.
Outreach
An extensive voter outreach campaign was implemented prior to the August 2011 election. City of Phoenix staff worked diligently with community leaders to create diverse outreach methods focused on informing residents about Voting Centers. Outreach methods focused on election materials; advertising and promotion; and community and neighborhood outreach. Certain elements of the campaign utilized a “grass roots” effort, which helped keep overall outreach costs reasonable.
All election materials created were bilingual (English and Spanish). Official notices of the election were mailed to registered voters on the Permanent Early Voters List as well as the non-early voters. Staff took the opportunity to explain the change to Voting Centers on these notices and also provided a dedicated website link (phoenix.gov/election) and telephone contact numbers. Sample ballots and an instructional pamphlet on Voting Centers were also mailed to every registered voter household 35 days prior to the election as required by law. Signs, in English and Spanish, also will be posted on Election Day at the 128 former polling sites. These signs will direct voters to any of the established 26 Voting Centers.
For advertising and promotional purposes, the local government channel, PHX 11 was utilized to produce bilingual public service announcements and create special programming focused on what voters can expect at the new Voting Centers. The City Clerk and staff made appearances on PHX 11 television shows, such as On the Issues to discuss the new voting process. Staff utilized additional city resources available to reach residents and internal staff of 14,000 city workers. Examples are:

· On hold messages: Callers to city switchboard hear various messages about city programs and services. A message about Voting Centers was featured during the month of August. Approximately 170,000 calls are received each day.

· Website: A detailed webpage at phoenix.gov/election features bilingual information on Voting Centers (and other election-related materials). This information includes an explanation of Voting Centers, center locations, dates and hours of operation, the in-person voting process and contacts on how to get more information. The bilingual public service announcements and Voting Center overview also are available for viewing at phoenix.gov/11.

· Notes: Residents who receive a water bill also receive “Notes”, a bi-monthly city publication that highlights city news and events. Information about Voting Centers was featured in the May/June and July/August editions. “Notes” is the largest publication in the State – with a circulation of 450,000 households.

The city of Phoenix also partnered with the local Univision (Spanish-language) affiliate, Channel 33, to host a 12-hour telethon event solely dedicated to Voting Centers and the importance of voting in one’s community. The show provided viewers with information about the change, how to register to vote and gave viewers an opportunity to call in with questions throughout the 12 hours. Currently, Univision (Channel 33) is the highest rated television station in the Phoenix market, beating all English and other Spanish-language TV stations.
City Clerk staff hosted a meeting with members of the Arizona Broadcasters Association to provide an overview of the Voting Center concept. News directors, promotional directors and reporters/producers from local TV and radio stations attended and offered their services to help promote Voting Centers.

City Clerk staff met with the city’s Neighborhood Services Department (NSD) to once again tap into their relationships with active neighborhood associations and groups. These groups were initially involved in providing their feedback on the concept and were once again asked to help spread the message about implementation of Voting Centers for the August 2011 (and future) election(s). During a three-month period, City Clerk staff was able to attend numerous monthly meetings hosted by neighborhood associations and briefly discuss Voting Centers. This was another unique opportunity to reach engaged residents. Voting Center details also were included in several association/groups’ emails and newsletters. In addition, an article about Voting Centers was featured in the Summer edition of Neighborhood News, a quarterly NSD publication that is distributed to all neighborhood groups in Phoenix.
In addition to drafting several bilingual news releases and columns that were included in various TV, radio, newspapers and community organization newsletters, the city of Phoenix partnered with the Greater Phoenix Chamber of Commerce to display posters and informational flyers at local member businesses. Identical marketing materials were displayed at all public libraries, senior and community centers and neighborhood resource centers. 
Community and Neighborhood Outreach included the collaboration with groups such as the Arizona Hispanic Chamber of Commerce, The League of Women Voters, Mi Familia Vota, and the National Association for the Advancement of Colored People (NAACP). Several Hispanic non-profit organizations have distributed emails to their key stakeholders and utilized social media to educate residents about the new Voting Centers. City Clerk staff presented to more than 1,000 residents through Neighborhood Association meetings, City Board and Commission meetings, Block Watch meetings and Mayoral candidate debates. In addition, a letter detailing the change to Voting Centers and its benefits was mailed (and emailed, when possible) to more than 1,100 community leaders, board and commission members and local non-profits.
1. Innovation/Creativity

a. The city of Phoenix is the first city in the country to offer three days of voting – with one of those days being a Saturday. The establishment of Voting Centers improves the organization by streamlining the administration associated with polling places. A reduction of 128 polling places to 26 Voting Centers significantly reduces the number of facilities, staff, and resources needed to operate a polling site. This reduction will not only create organizational efficiencies, but it also generates substantial operational savings.
b. A new technology utilized at each of the 26 Voting Centers is the incorporation of computers and printers. Registered voters will be verified using a computer, rather than thumbing through pages of registered voter lists. Ballots will also be printed on-demand, eliminating the need to pre-print thousands of ballots that may never be used. Emergency procedures were also developed to ensure voting could continue uninterrupted if there were issues with either the computer or printer. The use of technology also allows for the addition of a second set of board workers to help handle potential long lines of voters. If a second board is dispatched, a second laptop will be utilized with both laptops plugged into a single printer through the use of a router switch, which can alternate printing ballots for both printers. Staff also created a Twitter account (@PHXElections) as another vehicle to reach voters. Messages about key deadlines (registration, early voting, etc) were also communicated via the PHX11 Facebook page.
c. Project planning and execution of the Voting Centers was done by city staff with input from the Mayor, Council and community members. No consultants were used.
2. Outcomes Achieved

a. Voting Centers meet the community’s need for added convenience of locations, dates and times of polling places. This convenience will enhance the potential for voters to get involved and engaged with their community.
b. Service delivery also is enhanced due to the reduction of voting sites from 128 to 26. Fewer polling places expedite the overall process of receiving and tabulating voter ballots. Voting results will still be tabulated by precinct to provide important information on voter turnout.
c. Voting Centers are expected to improve access to city of Phoenix government through the establishment of more strategically planned polling site locations. Input from the public and Council and factors such as proximity to pubic transit, ADA compliance, parking and ease of access to the facility were factored into identifying each of the Voting Centers.
d. Voting Centers improve the convenience and accessibility of polling places for the public. These centers also make voting in person a more viable option for individuals, such as residents in assisted living facilities, who can now be transported to any Voting Center to cast their ballot.
3. Applicable Results and Real World Practicality
a. Several other jurisdictions have already expressed interest in implementing the Voting Center concept. A few have even approached the city about the possibility of administering their elections. Voter outreach activities can be replicated for other city services.
b. The Voting Center concept can be integrated into other local governments to help streamline polling center logistics and operations. Efficiency in operations creates a greater convenience to all registered voters within the local government. 

c. Once the Aug 27-30 election timeframe is complete, results such as number of ballots printed and cast, along with the average number of voters per Voting Center will be identified and shared.
d. Performance measures will be available after the election occurs for further evaluation. Staff will be able to determine voter turnout; Voting Center site data (number of voters per hour, per location); length of voting process per type of voter/ballot utilized (provisional, accessible voting, early ballot, on-demand). These performance measures will be used to make improvements as necessary to better the process for future elections.
4. Innovation Study Presentation

a. The innovation study presentation will consist of the following elements:
· PowerPoint presentation detailing the Voting Center project process and history.

· Vote 2011 – television special produced by PHX11 that provides an overview of how the Voting Center works. The video was also created in Spanish.

· Audience members can participate in a Voting Center demonstration. Presenters will walk observers through the real process.

· Handouts including: map of Voting Center locations, letters to the community.
· Articles in city publication and sample publicity pamphlets.
