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Presidential Commission on Election Admin (PCEA)
The Report
The Work Continues (Technology, USPS, & Data Collection)
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Report, videos and transcripts of 
hearings, resources, & extensive 

appendix available online at:
www.supportthevoter.gov

http://www.supportthevoter.gov/


Audiences:

Legislature

State Election 
Official

Local 
Administrator

Ballot length & usability
Funding for voting equipment 

& EPBs
OVR & Data sharing

Schools as PPs

Administrative 
efficiencies

Data collection 
Resource allocations

EPB best practices

Training 
Resource allocations

Data collection
EPB & Vote Center 

best practices
Technology
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Contact Made With Election Administrators
This includes personal conversations with state &/or local administrators explaining the recommendations of the PCEA 
Report and the BPC supporting efforts as well as presentations to: NASS, NASED, IACREOT, & Election Center.
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This includes presentations to: NCSL, CSG, NASS, NASED, IACREOT, ES&S Advisory Board, NACo, Election Center, State 
Legislatures/Assemblies and State Associations.

Presentations Given on PCEA Report & BPC Efforts  



Federal Voting Assistance Program (FVAP) &
Council of State Governments (CSG)

FVAP & CSG established technology & policy working groups to consider  
PCEA recommendations relating to UOCAVA voters



Federal Voting Assistance Program (FVAP) &
Council of State Governments (CSG)

Sharing the work of the group with CSG members (legislators, executive branch 
elected officials  and their staff) via webinars & presentations.
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States with Online Voter Registration 
(Either implemented or in process of implementation) 

Dark color is 
Post-PCEA 

report

Very active 
legislation 

states
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 Standards: What we heard in 2013 

Stifle innovation

Too prescriptive

Too voluminous

Difficult to understand

Out dated

Lack of EAC Commissioners hinder advances
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Standard Related Recommendations

Reform of the standard-setting and 
certification of voting equipment.

Minimum, quorum of EAC 
Commissioners not necessary for 
standard setting. 

Let the Boards continue their work. 
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New path for the VVSG:
Re-evaluation of scope
Re-envisioning creation process
Re-inventing format & application
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Re-evaluation 

 New working group format lends itself to the re-
evaluation of what the current voting environment is.

 We now have 

 electronic ballot delivery

growing EPB & BOD usage

 smart technology & COTS being used in the field



Anyone can join the working groups by signing up at: 

www.eac.gov
There are various working groups:
1) Pre-Election Day
2) Election Day
3) Post-Election Day
4) Interoperability
5) Usability
6) Security

http://www.eac.gov/


PCEA Recommendations & USPS

•Expansion of Voting 
Opportunities
•USPS Communication
•USPS Ballot Tracking

•Data Collection

A voter who requests a ballot by mail & successfully casts it  should be 
one less voter at the polls 



Communication
•USPS:
•Local Post Master
•Mail Design Analyst: MDA Support Center (855) 593-6093 or 
mda@usps.gov
•Regional Election Mail representatives found online: 
about.usps.com/gov-services/election-mail/welcome.htm 

mailto:mda@usps.gov


Changes in design 
guidelines due to some 
being used that are too 
large infringing on 
cancellation and 
barcoding areas of the 
envelope.

Official Election Material Mail Logo Use



Consider also the design of the back of your 
envelope.

Formatting so that the voter’s address and any 
barcodes you use internally are in the general where 
a delivery address would be can cause problems 
with the USPS orientation software (& send the 
ballot back to the voter…)

Envelope Design Considerations



Envelope Design Considerations

This is right where a 
delivery address would 

be located…



Communication: With USPS

•What to advise them:
•Mailing dates & prospective volumes
•Election Dates
•Any changes you’ve had (or are considering) regarding design, 
size, content, etc.
•Coordinate election night ballot pickup & facility sweep advise 
if you have colored envelopes or other visual indicators to look 
for (are you using Business Reply Mail?)



Remember that BRM can add time to the return of the 
ballots for the attribution to your account—remember to 
put that into your voter instructions!

If you sweep the processing plant/offices on Election Day, 
remember to ask about BRM!

Business Reply Mail

Even if the BRM is not fully processed, 
USPS directive is that they are to do a 

quick tally of the volume and 
turnover ballots to election officials.



Communication: Mail House/Vendor

•Ask about ballot tracking—you may be mailing out 
with an IMB, but not getting the benefit.

•If you are still keying all the yellow move tags, ask 
about Address Change Service (ACS) & get that 
information electronically



Insufficient 
addresses can be 

partially eliminated 
if you have OVR & a 
system prompt for 
unit # for known 

addresses 



Incorporating these known common failures in 
trainings can also reduce issues later in the process.
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Every election has a story, and no one wants that story to be that 
ballots didn’t get delivered and counted. 

Parallels between USPS & Elections abound:
Large, disparate work force & challenges with continuity, 
Desire to modernize and automate,
Economic/resource considerations

Result:

Plant rationalization

Delivery standard changes

New Reality



Step 2:  Class of Mail

First-Class Mail:  DMM 333.2.0

 Personal, handwritten, or typed information

 2-5 day delivery (Contiguous 48 United States)

 Free forwarding and return

 Sealed against inspection

Standard Mail: DMM 243.2.0

 No personal, handwritten, or typed information

 3-10 day delivery (Contiguous 48 United States)

 Forwarding/return require endorsement and a fee

 May be opened for postal inspection

27



Ballot Delivery to the Voter

28



If you mail out your ballots at a standard mail rate, which 
is subject to inspection, be certain to include an “example 
mailing” for review.

If you do not provide an example then an official 
balloting packet could be opened and a voter impacted.

Mailing Ballots at Standard Rate

ALWAYS 
Use tag 191!!



SERVICE TYPE ID FOR BALLOTS? 30



Unless you pay for the return of the ballot or you have an 
overage account your voter instructions need to advise the 
voter of the cost to mail back the ballot.

Ballot Return: What to tell voters?

An insert with the 
information is ok.

REMEMBER:
Rates DROPPED

April 10th



Ballot Return

32



Many return deadlines do not take into consideration 
the new delivery standards.

Be certain your materials clearly advise the voter of 
mailing dates.

USPS advises:

IN HAND Mail 5 days prior

POSTMARK Mail 2 days prior

DEADLINES & Options!!



Voters need to be 
mindful when 
dropping ballots into 
blue boxes of pick-
up/collection times…

Do your voter 
instructions clearly 
explain return options?

DEADLINES & Options!!



Voters can go into any 
USPS counter and ask 
that their ballot 
envelope be hand-
cancelled (also referred 
to as a “round-stamp”).

DEADLINES & Options!!



Postmarking/cancellation does not occur on Sundays so 
this may be the cause of the increased delivery on 
Wednesdays 

States that allow for ballot delivery after Election Day:

–Use of the date the voter used in signing the affidavit?

–Use of IMb data or other data from USPS

Ballot Return Considerations 
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Iowa Legislation



Don’t wait until ED+1 
(Wednesday) to discover if 
there are issues!

Train staff to look for dates 
out of the delivery range as 
they process the incoming 
ballot envelopes.

Data Collection



Data Collection: Chicago, IL Study



Resources

40
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Join the Postal Task Force so that you get pertinent 
information on election mail, delivery, and best practices

Simply let Tim Mattice know that you are interested.

Election Center Postal Task Force
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Check the Election 
Center website 
periodically for the 
posting of 
important 
information from 
USPS:

Election Center Web Page



I would also recommend that you sign up for the 
Industry Alerts that will send you updates in the 
event of service outages. 

Contingency Planning



The PCC is an opportunity to get to know regional USPS 
management (which can come in handy).

If you have staff dedicated to postal responsibilities this 
would be a good channel of communication for them. 

Postal Customer Council (PCC) 



Data Collection

With a generous funding by the Democracy Fund, 

the Bipartisan Policy Center has partnered with 

Democracy Works to host an online repository of 

election mail issues and best practices.

www.electionmail.org

http://www.electionmail.org/


Will capture basic information regarding the 
postal issue that you are experiencing and report 
it directly to USPS

ELECTIONMAIL.ORG



Issues will be categorized so 
that we can isolate trends in 
problems and find solutions.

Solutions will be posted.

Individual reports will not.

ELECTIONMAIL.ORG



UAA & Addressing:

They are doing a study to the 
carrier level of CASS certified 
addresses being labeled as 
UAA by carriers.  If you have 
examples please enter them in 
to flag those routes!

ELECTIONMAIL.ORG



STATES WHICH HAVE USED ELECTIONMAIL.ORG 49



WWW.VOTEBYMAIL.GOV 50



Election Day Strategies



Getting correct room dimensions, verifying electrical outlets 
work, surveying the path voters will travel to the polls are all 
critical.

Subsequent elections it is important to find out from the facility if 
there have been any structural changes.

Polling Place 
Evaluations & 

Diagrams



•A call from a voter on 
Election Day is the 
worst possible way 
(and time) to find out 
that a polling place is 
inaccessible.

• Surveying facilities in 
advance and 
maintaining current 
information can 
inform where 
temporary 
accommodations can 
be made to ensure all 
voters have access.

PP ADA Evaluation 

DOJ website has 
comprehensive 

checklist

It can be condensed to 
a couple page 

evaluation 



CITY OF MINNEAPOLIS

Applying Presidential 
Commission on Election 
Administration (PCEA) 
Recommendations

Grace Wachlarowicz , CERA

Assistant City Clerk,

Director of Elections & Voter Services

This presentation was prepared for The Elections Center 2016 Special Workshop, February 26, 2016



PCEA Recommendations
Accessibility and Voter Experience
“A well-managed polling place can be the most important 
factor contributing to the quality of the voter experience.”

Communication to Policymakers
“The country’s election officials find themselves second-
guessed & heavily criticized when elections run into problems, 
and praise is not forthcoming in comparable volume-or at all-
when the process runs smoothly. At the same time, these 
officials are all too often given inadequate resources with 
which to carry out this critical function.”

Note: Adapted from Presidential Commission on Election Administration” (2014), (PDF document), Retrieved 
from https://www.supportthevoter.gov/files/2014/01/Amer-Voting-Exper-final-draft-01-09-14-508.pdf



Polling place layout plan

Minneapolis uses free 
software available 

online to map out their 
polling locations to scale 

for optimal efficiency.



Resource Allocation & Data Collection
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What you need to know:
Estimated turnout
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What you need to know:
Estimated # check-in stations
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What you need to know:
Estimated time to check in voter
(& print ballot if using BOD)
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What you need to know:
Number of Voting Stations
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What you need to know:
Estimated time to vote/mark ballot



Resource Allocation Tools 



The # of Check-in & Voting Stations and # of 
expected voters 

Critical to know the average 
time it takes to check-in and 
to vote the ballot as well as 

historical turnout trends



Example

•Estimated 800 voters

•Polls open from 6 AM to 7 PM

•Standard 2 check-in points

•Standard voting stations of 8

•Time to check in takes 90 seconds

•Time to vote ballot averages 10 minutes

•What is the wait time going to be?



The addition of a single 
check-in station negates 
the hour long wait at the 

end of the day.

90 sec
2 stations
7 min wait

120 sec
2 stations
1 hr wait

120 sec
3 stations
5 min wait



8 9

10 11



Jurisdictions collect wait times in different ways, some are real-time 
(preferable) while others are after the fact.

REAL TIME:
Via pollworkers handing out a card with time on it to voters in line, write 

down time when they get to the check-in, communicate that information 
to election central.
Others use ePollbooks to prompt worker to input time, then it is conveyed 

electronically.
Field rovers/trouble shooters gather the average wait and call it in.
Voters and observers notify the elections office.
Monitoring social media for notification is also done.

POST ELECTION:
Pollworker and voter surveys 

Wait Time Collection
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2014-2016 Data Gathering & Election Day/EV/AB Observations



VT

HI

NH

MA

RI

CT

NJ

DE

MD

DC

MEWA

MT ND

SD

MN
OR

ID

WY

CO
UT

NV

CA

AZ NM

NE

KS

OK

TX

AK

LA

AR

MO

IA

WI

MI

IL IN
OH

PA

NY

WV
VA

KY

TN

MS AL GA

SC

NC

FL

Data Gathering & Election Day/EV/AB Observations

Partnership with 
Charles Stewart, MIT 

for 2016 data 
gathering efforts



Election Day Data Collection 
Program

Charles Stewart III

May 23, 2016

Florida State Association of Supervisors of Elections



Little’s Law

𝐿 = 𝜆𝑊

(Long term average) Length of queue (Long term) Average wait time

(Long term) Arrival rate



Little’s Law, rearranged

𝑊 =
𝐿

𝜆

(Long term average) Length of queue
(Long term) Average wait time

(Long term) Arrival rate



10 2
22 2

12
0
0
10
8
2
0
4
6
18
45
30

7:10
N/A

Franconia

Avg. line length = 11.9 If 1,450 people arrived 
during the (13 hour) voting 
day…

𝑊 = 6.41 𝑚𝑖𝑛.



Counties who are participating in the data collection 
program are:
Using the information to inform where they need 
resources & to tell their story 
Assigning the once-an-hour-count to a specific worker—
the Marshall, line walker/greeter, the lead, the student 
worker, the sticker-hander-outer (the most important job 
at the polls!)
Providing the data collection sheet to all the polling 
locations and briefing during training

Data Gathering



Knowing your numbers can 
be the “antidote to the 
anecdotes”, help in resource 
allocations, and aid in 
telling your story to 
legislatures, media, and 
appropriators. 

Is there data that you have 
collected to help inform 
your preparations for 2016?

What does your 2012, 
2014 data show you?

Data Gathering



Other data points to think about for the fall:
Historical volume of provisionals cast in a given precinct
Closing times of the polls (either from EPBs or transactional 
data from voting equipment) as possible identification of 
where there were issues
Where polling locations have changed 
Veteran boardworkers or a lot of newbies?

Data Gathering



Being able to quantify success is as important as 
identifying concerns

In Colorado they have seen a HUGE drop in provisionals & 
considerable cost savings with mail ballot delivery and vote 
centers for in-person voting

Data Gathering



EPBs offer a wealth of data—if you have EPBs, 
are you capitalizing on this additional 
information?

Orange County, FL created an ePollbook solution 
that feeds data to their website about the wait 
time at their early voting/in-person absentee 
sites.  

ePollbooks
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User error? System issue?

Training as potential 
mitigation Architecture & capacity

Contingency 
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Good contingency plans include:

Protocols about how to service voters 
during delays,

Communication networks to 
disseminate updates to pollworkers in 
the field

82



*

Identified leaders in each polling place tasked 
with maintaining order,  

The availability back-up equipment (additional 
laptops, PCs, phones, etc.)

Easy guides for workers such as checklists and 
troubleshooting portions of manuals.

83
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Command Center Case Studies
Orange County, CA Chicago, IL
Maricopa County, AZ Cook County, IL
Denver, CO Kansas City, MO
Minneapolis, MN
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Maricopa County, AZ

Polls open?
Pollworkers showed 

up?
Equipment 

functioning?
Ballot supplies?

Correct materials?
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Montgomery County, MD



Richland Co, SC

87

Text: Precinct Number

“Open” or “Issue”



Triage Strategies

88



Cook County, IL

89



Cook County, IL
“How” do I do it? Line:

90



Cook County, IL
“I can’t” do it! Line

91



Entry Data & 
System Profiles

92



In-house Reporting System

93



Denver, CO 
WebEOC

94



Kansas City, MO
--Google Forms & Coordinate
--Hello Tracks
--Breadcrumbs

95



Chicago, IL
Vendor solution

96



Communication 
Strategies

97



Many election departments utilize their 
county 311 phone system to divert calls from 
the public and allow them to focus on the 
administration of the election.



Weber Co, UT
Google Voice (as featured by CTCL)
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Cook homepage reflects important 
numbers

100
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Cook County, IL



Chicago, IL
Voters who left the polls: 
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Pollworkers
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Orange Co, CA

104



Orange Co, CA
Rapid Deployment Teams (RDTs)
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Consider: 

Many places have a hard time filling quotas, so they first 

hire the initial workers and then reserves are staffed. 

Some do parallel recruitments when individuals inquire in 

areas that are already full.

Data on previous no-shows is critical.
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Tammy Patrick
Democracy Project Fellow
Bipartisan Policy Center

tpatrick@bipartisanpolicy.org

602.471.7878
@aztammyp
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