
The Registrar-Recorder/County Clerk (RR/CC) requests approval to execute a Sole Source 
Agreement with IDEO LP (IDEO) for design and engineering consulting services.  IDEO will develop 
detailed design and engineering specifications for a ballot marking device and related voting system 
components required to initiate a competitive bid process to contract for the production/full-scale 
manufacturing of a new and modern voting system for the County of Los Angeles.  

SUBJECT

October 14, 2014

The Honorable Board of Supervisors
County of Los Angeles
383 Kenneth Hahn Hall of Administration
500 West Temple Street 
Los Angeles, California 90012
 
Dear Supervisors:

RECOMMENDATION TO APPROVE SOLE SOURCE AGREEMENT WITH IDEO LP FOR DESIGN 
AND ENGINEERING CONSULTING SERVICES

CIO RECOMMENDATION: APPROVE (X) APPROVE WITH MODIFICATION ( )
DISAPPROVE ( )

IT IS RECOMMENDED THAT THE BOARD:

1.  Authorize the RR/CC or his designee to execute a Sole Source Agreement (Agreement) 
substantially similar to Attachment I with IDEO for the provision of consulting services to develop 
design and engineering specifications effective upon Board approval with a total contract sum of 
$13,648,000 for the initial term of the Agreement through March 14, 2016. The Agreement will be 
funded through the use of Prop. 41 Voting Modernization Bond Act fund and funds coming from Net 
County Costs as matching funds.

2.  Delegate authority to RR/CC, or his designee to prepare and execute amendments to the 
Agreement to include; (I) Changes affecting the scope, term, contract sum, payments or any term or 
condition of the Agreement; and (II) Increase the total maximum agreement contract sum up to ten 
(10%) percent ($1,364,800) of the total contract sum for additional services if needed provided 
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approval from County Counsel and Chief Executive Officer is obtained, for a maximum Contract Sum 
not to exceed $15,012,800.  
 
3.  Authorize the RR/CC, or his designee to amend the Agreement to exercise the extension of six 
(6) month-to-month options if needed. 

PURPOSE/JUSTIFICATION OF RECOMMENDED ACTION

The purpose of the recommended action is to allow the Director or his designee to execute an 
Agreement substantially similar to Attachment I with IDEO for the provision of consulting services to 
develop design and engineering specifications effective upon Board Approval through 
March 14, 2016.

This is a critical needs project because the environment and demands under which the RR/CC 
administers elections have become increasingly complex, challenged by a growing and diverse 
electorate, an aging voting system, a fluid regulatory environment that has limited the development 
of voting systems, and the recent phenomenon of special vacancy elections. Many of these 
complexities are not unique to Los Angeles County but, they are compounded by two critical factors: 
1) the size and diversity of the jurisdiction; and 2) the current state of its voting system.  

Over the past year the RR/CC has worked collaboratively with IDEO and stakeholders to design a 
new Ballot Marking Device and voting experience.  Through this Agreement, the RR/CC will be able 
to continue its engagement with IDEO and stakeholders to finalize the design and develop 
engineering specifications for a new Ballot Marking Device, Tally System and other related 
components. 

In 2009, the RR/CC launched the Voting System Assessment Project (VSAP) to modernize the 
County’s aging voting system in order to ensure accessible, accurate and secure elections. As a 
result of your Board’s Motion in September 2010, the RR/CC has provided your Board with quarterly 
reports regarding the status of VSAP.  The project seeks to replace the County’s aging voting system 
infrastructure to improve the voting experience for Los Angeles County voters and enhance voting 
system security and accessibility.  

From a development perspective, our core project principles of modularity, hardware independence 
and non-proprietary source code will ensure the new voting system is flexible and adaptable to meet 
the existing and future needs and expectations of the Los Angeles County electorate. Over the past 
two years the project has made great strides.  We established stakeholder advisory bodies to ensure 
citizen participation and industry best practices in the project.  A set of General Voting System 
Principles were developed in collaboration with our advisory bodies.  In 2013, we completed a design 
process that envisioned a new voting experience centered around a new Ballot Marking Device and 
Tally System.

This process was supported through a grant/loan from the Quality and Productivity Commission and 
subsequent Net County Cost funding.  In October 2012 the Quality and Productivity Commission 
awarded $470,000 in Productivity Investment Fund (PIF) grant funding to support the launch of the 
VSAP voting system design phase to develop a series of initial draft voting device concepts.  

From March 28, 2013 to January 31, 2014, the Chief Executive Office (CEO) authorized the RR/CC 
to enter into a Delegated Authority Agreement with the human-centered innovation and design firm 
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IDEO to provide consulting services totaling $1,071,120. Through an iterative design process, IDEO 
synthesized the initial concepts into a single voting system design based on field research, user 
testing and stakeholder engagement, and produced a final proposed design for Ballot Marking 
Device and other components of the voting experience.

The next critical step in the process is to develop a detailed engineering package with 
hardware/software specifications and system architecture for the Ballot Marking Device, Tally System 
and related voting system components of this new voting experience.  The engineering package is 
necessary to be able to solicit contractors for the manufacturing of the system.  These specifications 
will also include an enterprise systems architecture that envisions other system components (e.g. 
tally, Vote-By-Mail) that will integrate with the Ballot Marking Device and are highly dependent upon 
its specifications. This engineering specifications phase will continue to be driven by a voter-centered 
approach with continuous stakeholder engagement.  

Recommended Agreement:  RR/CC, with the assistance and support from the Chief Information 
Officer (CIO), County Counsel, and outside counsel, negotiated an Agreement with IDEO to retain 
ownership of all rights to the overall voting system and deliverables, including design and 
engineering specifications for a ballot marking device and related voting system components.  
Further, all deliverables, namely all concepts, plans, drawings, specifications, designs, models, 
reports, photographs, computer software, surveys, calculations, construction and other data, 
documents, and processes produced by IDEO in connection with the design and engineering 
consulting services, including all copyright and other intellectual property therein, are and shall at all 
times remain the property of the County unless otherwise agreed in writing between the parties.  The 
completion of these engineering specifications will allow the RR/CC to initiate a competitive 
solicitation process that is aligned with the founding principles of the project and affords greater 
opportunity to control the cost and intellectual property of the product.  For the foregoing reasons, it 
is in the best interest of the County to award an Agreement with IDEO.

Implementation of Strategic Plan Goals
This request supports the County Strategic Plan as follows:

Goal No. 2, Community Support and Responsiveness:  Continue multi-year effort to modernize the 
County’s voting system through iterative and open process, maximizing stakeholder input.

FISCAL IMPACT/FINANCING

The Contract Sum for this Agreement, includes $13,648,000 for the initial term and up to 10% 
percent ($1,364,800) of the total contract sum for additional services, as needed, for a maximum 
Contract Sum not to exceed $15,012,800, funded through the use of Proposition 41 Voting 
Modernization Bond Act funds and by matching Net County Cost funding.  Funding from the 
Proposition 41 Voting Modernization Bond Act is matched at a 3:1 funding rate.  The Department’s 
Fiscal Year 2014-15 budget includes $3,700,000 in one-time funding to support design refinement 
and specifications, project staffing and preparations for a competitive bid process for manufacturing 
of the new voting system.  

The RR/CC identified $1,713,791 in previous VSAP expenditures that will be leveraged as part of the 
County’s matching funds.  The County’s share in this funding structure consists of $2,126,656 from 
Fiscal Year 2014-15 one-time funding and $1,713,791 in previous expenditures. Prop. 41 Voting 
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Modernization Board funds for the project will total $11,521,344.  

FACTS AND PROVISIONS/LEGAL REQUIREMENTS

RR/CC has completed the sole source checklist (Attachment II) as required.

IDEO met all prior contractual obligations and produced a custom design concept that is both original 
and innovative.  IDEO employed a human-centered design approach that aligns with the 
participatory and voter centered principles of the VSAP project.  Through various iterations which 
have engaged voters, academics, election workers, and other stakeholders, IDEO has acquired 
critical subject matter expertise and knowledge of the established General Voting System Principles 
adopted by the VSAP Advisory Committee, which is hard to replace and costly to reacquire.  

IDEO is an award winning global design and innovation consultancy firm.  This company creates 
positive impact through design by taking a human-centered approach to helping organizations in the 
public and private sectors innovate, grow, and bring to market new ideas.  IDEO’s expertise can help 
Los Angeles County achieve this goal in an acceptable timeframe and in accordance with the 
principles adopted by the VSAP Advisory Committee.  The processes involved in the 
conceptualization of a new voting system and the detailed design and engineering of its components 
is complex, and to ensure success, it is imperative that the philosophy and methodology of the 
project partnership are consistent from start to completion.  Such continuity allows the County to 
maximize the subject matter expertise and experience of the firm initially engaged in the design 
process.  It also ensures the retention of subject matter experts, which decreases the learning curve 
that would be required for a new engagement and, most importantly, saves time and expedites the 
replacement of an antiquated voting system long past its life cycle.  

Working closely with RR/CC, IDEO has gained substantial knowledge relating to voting systems and 
election processes and how they serve Los Angeles County voters.  It will be prohibitively costly to 
switch vendors at this midpoint, since all progress would need to be reassessed, and variances in 
design approach ironed out, possibly jeopardizing the entire project and its critical timelines.  This 
engagement will allow us the opportunity to capitalize on the success of our initial venture and to 
continue to build the momentum necessary to reach the next milestone.  In order to execute a timely, 
successful, and seamless transition from system design to system engineering and specification, it is 
imperative that we complete the remainder of the overall design phase of the project with IDEO.  

Please note that IDEO is not a voting system vendor and this is not a manufacturing agreement.  
IDEO will not solicit or compete for the manufacturing of the Ballot Marking Device or related voting 
system components that will be delivered as a result of this Agreement.  

The CIO concurs with RR/CC's recommendation and the CIO Analysis is attached as Attachment III.  
The CEO and CEO Risk Management has reviewed and approved of the Agreement. County 
Counsel has reviewed this Board letter and approved the attached Agreement as to form.  And 
outside counsel has assisted in the negotiation of the Agreement. 

CONTRACTING PROCESS

On March 28, 2013, the RR/CC entered into a Delegated Authority Agreement with IDEO for the sum 
of $377,530, to analyze the initial baseline field data generated by the VSAP and conducted 
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additional further qualitative research with LA County staff, voters, and other stakeholders in order to 
produce voting system design options based on the data. The collaboration between IDEO and the 
RR/CC (known as Phase I) produced three (3) voting system design concepts through an iterative 
design process in the form of computer generated visual renderings and foam core models. 

RR/CC further amended the DAA Agreement through Amendment Numbers 2 and 3 to expand the 
statement of work to include Phases IIA and IIB. In Phase IIA, IDEO further refined the three Phase I 
voting system design concepts and evolve them into one single design concept based on 
stakeholder feedback during the collaborative single synthesis workshop, and culminating with the 
drafting of a single, refined concept to the RR/CC VSAP Project Team. This process was an iterative 
process that was informed by data that was collected from stakeholders, field research, internal 
subject matter experts, and a set of General Voting System Principles adopted by the department.  

In Phase IIB, IDEO used an iterative and collaborative process to further evolve the single concept 
that emerged in Phase IIA where the primary goal was to develop a single Voting System concept 
(including physical, environmental, service and interactive elements) and to instantiate this concept 
in a Design Prototype/Looks-Like Model. This Phase focused on collecting feedback from end-users 
and the RR/CC Project team to refine the concept specifications, ultimately delivering a Looks-Like 
Model (inclusive of the interactive (screen-based, paper-based and/or app-based) voting experience, 
and a written Concept Description.  

In order to facilitate the contracting process, RR/CC entered into negotiations with IDEO to provide 
ownership rights to the County over the complete system and deliverables, and to limit potential 
liability from breaches of confidentiality and third party claims.  CEO Risk Management, County 
Counsel and outside counsel reviewed the revisions to the County standard provisions and 
determined that these revisions do not increase the County's risk exposure nor reduce IDEO’s 
performance obligations under this Agreement.  In fact, these revisions to the Agreement provide 
greater protection for the County in key areas of the relationship with IDEO.

In compliance with your Board’s contracting policy requirements for sole source contracts, RR/CC 
notified your Board on March 25, 2014, of the intent to enter into sole source negotiations with IDEO 
for the provision of these services (Attachment IV).

IMPACT ON CURRENT SERVICES (OR PROJECTS)

There is no impact to current services.

CONCLUSION

Upon approval by your Board, the Executive Officer is requested to return one (1) adopted copy of 
this letter to:

Department of Registrar-Recorder/County Clerk
Finance and Management Division
12400 Imperial Highway, Suite 7201, Norwalk, CA  90650
Attention: Francisco E. Perez, Assistant Division Manager
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DEAN C. LOGAN

Registrar-Recorder/County Clerk

RICHARD SANCHEZ

Chief Information Officer

Enclosures

c: Chief Executive Office
Deputy CEO
Executive Office, Board of Supervisors
RR/CC Board Deputies
County Counsel

Respectfully submitted,

DL:EE:fp
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Attachment II

SOLE SOURCE CHECKLIST

*please refer to Board Policy #5.100, Sole Source Contracts, for further reference
Check JUSTIFICATION FOR SOLE SOURCE CONTRACTS

(~~)
Identify applicable justification and provide documentation for each
checked item.
> Only one bona fide source for the service exists; performance and

XX price competition are not available.

> Quick action is required (emergency situation).

> Proposals have been solicited but no satisfactory proposals were
received.

> Additional services are needed to complete an ongoing task and it

~ would be prohibitively costly in time and money to seek a new
service provider.

> Maintenance service agreements exist on equipment which must
be serviced by the authorized manufacturer’s service
representatives.

~ It is most cost-effective to obtain services by exercising an option
under an existing contract.

> It is in the best interest of the County e.g., administrative cost
~ savings, excessive learning curve for a new service provider, etc.

> Other reason. Please explain:
XX

PLEASE SEE ATTACHED

R-~~Chief xecutive Office Date

Services contracting Manual



SOLE SOURCE JUSTIFICATION

The Registrar-Recorder/County Clerk (RRJCC) is currently in the early stages of a
Voting Systems Assessment Project (VSAP) which aims to modernize the County’s
voting systems in order to ensure accessible, accurate, and secure elections in the
County of Los Angeles. The VSAP was launched in response to growing voting system
needs and challenges faced by the County, including the obsolescence of the existing
technology, a large and diverse electorate, a limited voting systems market, and ever
changing regulations. With its emphasis on the voter experience, the needs and values
of current and future voters, the evolving technology environment, and design for
longevity, the VSAP represents a unique and comprehensive approach to voting
systems implementation.

The current voting system was first implemented during the 1968 election cycle. With
patches and upgrades to components of the system, it has been kept operational, but it
has become increasingly difficult to source replacement hardware, as well as staff
knowledgeable of its outdated technology. The design of the system and the age of the
technology do not offer the technical and functional elasticity necessary to meet the
future needs of a growing electorate, its diversity, and the innovations required to
improve the accessibility and efficiency of elections. Without the flexibility to adapt to
today’s changing regulatory environment, these systems are constantly at the risk of
non-compliance, and in effect at the end of their useful life. Furthermore, the passing of
laws and regulations, such as Proposition 14, which passed in 2010 and implemented
the Top Two Primary system, have severely challenged the system’s ability to adapt to
these new laws.

Unfortunately, the current voting systems market has failed to produce a voting system
that meets the complex needs of the County. Hence, as a part of the VSAP, the RR/CC
engaged the award-winning design and innovation firm IDEO, to synthesize research
and data that has been gathered throughout the project, and to design a voting system
concept that meets the needs of Los Angeles County voters as expressed through the
County’s voting system guiding principles.

Through a collaborative, innovative design process, IDEO developed three design
concepts for the County, and the RRJCC is now engaged with IDEO in a subsequent
phase to further refine those three concepts into one solution that best meets the needs
of Los Angeles County voters. Once that solution is identified and elaborated, the next
step in the process will be to refine the one design concept and develop a high-fidelity
model of the voting system. This sole source request is specifically aimed at facilitating
that next step.

IDEO’s expertise, innovation, and methodology led to the design of three viable design
concepts in just a few months. IDEO is expected to synthesize those three design
concepts into one final concept in just a few more weeks. Due to IDEO’s knowledge of
the project, their unique expertise in bringing innovative product designs quickly to



market, and our need to develop the best voting system for Los Angeles County voters
in a rapid manner, it is imperative that IDEO remain a partner through the development
of a system prototype. IDEO has spent the last six months learning the regulatory
environ ment under which Los Angeles County operates, as well’ as election
administration processes from administrators, pollworkers, and voters. Bringing on a
new service provider at this point in the project would subject it to an inordinate degree
of additional risk relative to any perceived benefits. Our research indicates there are no
other firms with the expertise and methodology necessary to execute the unique voter-
centered design requirements of the VSAP. Given the steep learning curve,
transitioning to a less qualified firm with no knowledge of the project would result in
major costs and delays, and to the real risk that an unsuccessful transition would lead to
project failure.

If the RRICC is to continue to run elections in a secure and accurate manner, the
RRICC needs to move forward in replacing the County’s existing voting system as soon
as it possibly can. Seamlessly continuing the Department’s collaboration with IDEO will
allow the RRICC to move forward with the design and prototyping in the most rapid yet
most viable manner possible.












