RE: Preparing for a Successful Legislative District Caucus
March 13, 2008

Dear Chairs and Vice Chairs, 

You had a lot of people at your Precinct Caucuses
You are going to also have a lot of people at your Legislative District Caucus

Are You Ready?

There will be more people and more passion this year than you have ever experienced.  Do you think you are ready for this turnout?
The February 9th Caucuses were an amazing success.  We had 250,000 Democrats out to 6,600 precinct meetings held at over 600 locations.  For the most part we had rave reviews and positive press.  But we also had quite a few shortcomings – long lines, confusion over the process, bad math.  
We have a responsibility to run efficient caucuses on April 5th – to let the delegates and the press know that Washington Democrats are well-organized.
This article is about exactly what we are doing on April 5th and the reason why we have to be well organized that day.  http://seattlepi.nwsource.com/national/1131ap_democrats_once_more.html  The national delegate count can shift depending on how well the Clinton and Obama campaigns turn out their precinct caucus delegates.  We have to be well organized. 
I want to ask you to take the steps necessary to see that your caucuses run well, and are
concluded within four hours.
Here are Some Problem Spots
1). Space:  How big a space do you need?  You will need a room big enough to hold everyone; then a second space where the Clinton people can go to caucus while the Obama people stay in the larger space.  Assume you need a space that can hold twice the number of delegates elected at your precinct caucuses.  If your current space is not big enough, is there time to find a larger location?

2). Sign –in and Credentialing:  How can we conduct sign-in and credentialing in 30 minutes?  How can we conduct sign-in that will assist us in producing an effective ballot?

3). Delegate Selection:  This is the trickiest part.  How can we conduct the Delegate Selection phase within 3 Hours?  In some LD's 300 or more people will want to make a one minute speech.  Of course, this will not take 300 minutes, it will take 400 minutes, or over 6 hours.  
This won't work.  Long meetings are not democratic.  Any person making a speech in the third or fourth hour will not get equal consideration for those speaking in the first hour.  Delegates will vote by filling in their ballots and leaving after one hour or two hours or three hours.  
4). Balloting:  The Rules say "a ballot to be counted must have all positions filled with no duplications” If there are 300 candidates to be Obama delegates or to be Clinton delegates; how will you provide a meaningful, workable ballot?  
Last week I met with Jaxon and Janet Miller of the 46th district to discuss these issues.  Janet is an old-pro at these caucuses – the 46th have traditionally been the busiest in the state.
Here are Janet's thoughts on Sign-in and Balloting:
Sign-in and Credentialing

This is the part of every meeting that can either work well, or set a nasty tone for the entire day.  The more work you do in advance to make this part work smoothly, the happier everyone will be.  Start with a great team of volunteers who will not be distracted by the delegate election process and the meeting as a whole.  Ask folks who are active and interested, preferably not Delegates or Alternates, to serve as volunteers at the sign in/credentialing tables.  You want their full attention through this part.

Pre-printed precinct specific sign-in sheets with the names of the Delegates, Alternates, addresses, emails, etc. will make this go quickly and smoothly. With this kind of sign in, the only things that a Delegate or Alternate will need to do is check to make sure their data is correct, initial that they are in attendance, contribute their suggested registration fee, get their credential and move away from the table.  
If you have 200 precincts in your LD, you will want 20 -40 volunteers handling 5 – 10 precincts.  This will require 5 – 20 tables lined up along the wall(s).  The more volunteers you have at these tables, the shorter the lines and the fast this process happens.

In 2004 we set up a legal sized pre-printed sign-in sheet for each precinct that listed all of the Delegates first, then the Alternates in order of presidential preference and then in order they were elected.  (Clinton Delegate, Clinton Delegate, Obama Delegate, Obama Delegate, Obama Delegate, Clinton Alt 1, Clinton Alt 2, Obama Alt, 1 Obama Alt 2, Obama Alt 3, etc.) The only marks made on the sign in sheets are the signature or initials and any fixes to their data. That’s it.  This made it easy for a volunteer to see where a Delegate had not signed in and which could be filled by an alternate.  Then they could easily scan to see which Alts had signed in and see who would be seated first.
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If you set these up with one page for each precinct, it can also speed up your counting and credentials reports.  More volunteers and better organization at sign-in reduces the work at credentialing.  
Think through how you want to do your credentials counts.  In ’04 we pre-printed our credentials reports with all the data we would need to collect and add/divide, etc.  Similar to the Delegate Allocation worksheets used at the pct caucus level, we printed out the formulas we would use to determine the number of delegates each campaign would receive so all we would need to do is plop in the numbers, use a calculator and have watchful eyes from each campaign verifying the math.  These forms made for very efficient credentials reporting forms as well.  
Balloting

I suggest setting up a Nomination Table or Candidate sign-up table.  This will not replace your sign-in for credentialing but will be additional for folks who want to run as delegate to the CD level.   This table will require several volunteers to talk to folks as they come up to indicate they wish to run.  These volunteers will be answering questions, explaining the process and serving as the resident expert on the Delegate process
Some people may wish to run as delegate to the CD level who were not elected at the precinct level.  (yes, the Rules allow this)  For these folks "instant candidates" you could make a simple form they fill out to capture their information – name, address, etc.

You will also need one to two volunteers proficient at Excel staffing one or two laptops.  The goal here will be to prepare your ballots.  If you start with an Excel database with all your Delegate and Alternates, then you’ll only have to write in the names of the "instant candidates".  
Set up this Excel list or database in advance so you don’t have to do any real entry at the caucus.  It may be helpful to have a hard copy of a list of all delegates and alternates in alphabetical order. If you know the gender of folks, go ahead and enter that before the caucus.

Make up your draft ballots in advance, then all you’ll need to do is drop your list into them. You will not know exactly how many Delegates/Alternates or males/females you will need to elect until you get the final credentials report, but you could have all of the language ready on your report and just plop in the numbers when they have been finally calculated.  (These would be things like “You must vote for         male delegates”   “You must vote for       female delegates”, “your printed name”, “your signature and pct number”, etc).  Assume that those willing to serve as a Delegate would also be willing to serve as an Alternate
These ballots could be:

· printed on site, if you bring a fast printer

· emailed to an outside printer to be copied and picked up as soon as they are done 
· xeroxed on machines at your meeting space

· taken to a nearby Kinko's to make copies

I suggest planning for 4 ballots each in a different color and each with a column for men and a column for women.  You will eventually have a Clinton Delegates Ballot, Clinton Alternates Ballot, Obama Delegates Ballot and Obama Alternates Ballot and maybe Uncommitted Ballots.  
The more advance work you can do on these BEFORE April 5, the faster it will go on the day of the caucus.  
Delegate Selection


Different LD Caucuses around the state will face different challenges.  In rural communities organized by the County Party the turnout may be much greater than in the past, but still easy enough to absorb.  Suburban red and swing LD's may not experience the numbers of aspiring delegates seeking to move to the Congressional level.  

But in the suburban and urban blues LD's that experience huge turnout the LD Caucus organizers need to envision the problems that may arise.  

The key issues to look at are: how many people do you expect to attend; how many can you predict might want to run as delegates, particularly as Obama delegates; and how long will all those speeches take?
4th Legislative District – Suburban Red
The 4th LD had 1300 Caucus attendees, and elected 501 delegates on February 9 -- 60% for Obama and 39% for Clinton.  This LD will send 38 delegates to the Congressional District Caucus, about 23 for Obama and 15 for Clinton, and might expect a total turnout to the LD Caucus of 800 – 1000 people. The sign-in should not be that difficult.  
You can predict that maybe 70 Obama supporters will compete for the 30 slots.  If they each give a 60 second speech, with 30 seconds in between, that is 90 seconds time 70 = 105 minutes for speeches.  If the delegates can mark their ballot in 15 minutes, then the delegate selection takes two hours. 

32nd Legislative District -- Suburban Blue

The 32nd LD had 8,500 Caucus attendees, elected 1004 delegates, and reported 64% for Obama and 34% for Clinton.  This LD will send 50 delegates to the Congressional District Caucus – about 33 for Obama and 17 for Clinton.  You can expect a turnout of over 1500, which means they will need one room to hold 1500 people, and a second room where 500 Clinton supporters can conduct and observe the delegate selection process.  
Sign-in, credentialing, and the production of the ballot become much more complex, and more critical.  

The challenge will clearly be the Obama delegate selection.  Obama won 650 delegates on Feb. 9th.  If 200 of them decide to run for the 33 delegate slots to the Congressional District, there could be real problems.  At 90 seconds per speech times 200 candidates = 300 minutes = 5 hours.  

This won't work.  It is not democratic to make half of the people stay for five hours while half must make the decision to leave the hall early.  It is not democratic to give the first 50 speakers a solid shot at being elected; and the last 50 speakers virtually no chance.  

36th Legislative District – Urban Blue

The 36th LD had 18,220 Caucus attendees, elected 1370 delegates, and reported 76% for Obama and 23% for Clinton.  This LD will send 67 delegates to the Congressional District Caucus – about 51 for Obama and 16 for Clinton.  You can expect a turnout of 2000, which means they will need one room to hold 2000 people, and a second room where 500 Clinton supporters can meet.  

Sign-in, credentialing, and the production of the ballot become totally complex and critical.  

The challenge again will be the Obama delegate selection.  Obama won 1037 delegates on Feb. 9th.  It is very possible that 400 of them will decide to run for the 51 delegate slots to the Congressional District.   90 seconds per speech times 400 candidates = 600 minutes = 10 hours.  
If you cut the speeches to 30 seconds you still may have 30 seconds between speaker which is 400 minutes or over 6 hours.  Or if you talk half the people into not running, you are still looking at 3 – 5 hours of speeches.
Meantime, the Clinton people concluded their business hours earlier, but they still need to return to the main room to conclude the business of the Caucus.  

Thinking Outside the Box

We kicked around several ideas, and I encourage LD's to be creative and smart.  I reject the notion that the rules require you to conduct a ruinous five hour meeting.  Here is an example of an innovative approach that an LD worried about the logjam for Obama delegates might adopt.
Bright Idea # 1

"ALL CANDIDATES FOR DELEGATE MUST BE NOMINATED BY THEIR PEERS"

(Hypothetical Sample Notice)
Notice to all Delegates to the ___ LD Caucus on April 5th.

From the __ LD Executive Board / Credentials Committee

Dear Delegates, 

We had a great caucus on February 9th.  Over 15,000 people turned out and we elected 1150 delegates to our LD Caucus on April 5th; to be conducted at the Scoop Jackson High School on Main Street.  Barack Obama got 66% of the delegates on Feb. 9; while Hillary Clinton received 33%.  
Our LD will meet that day to elect 62 delegates to go to the 7th Congressional District Caucus on May 17th.  

Those campaigns must turn out their people to our LD Caucus on April 5th.  The number of delegates we send forward to the next level for each candidate will reflect the number of delegates who sign in on April 9th at our meeting.  If Obama produces 62% of the delegates that day, he will receive 40 delegates to the next level – 20 men and 20 women.  

Here is the potential problem.  Almost 800 Obama delegates were elected that day.  If 200 want to run for the next level, and they each get one minute for a speech, with delays before the speaking and between speeches we are looking at 300 minutes or five hours of speeches.  This does not work.  
As we stated earlier, we will meet to elect 62 delegates to go to the 7th Congressional District Caucus.  A total of 307 delegates will be elected to the 7th CD; and only nine of them will go to Denver.  This is not an easy process.  You will have to campaign hard to get there.  You will have to get other Democrats at our LD to vote for you; then campaign at the 7th CD Caucus. 
So, in order to get our delegates started campaigning now; and in order to control the length of the meeting, you will have to be nominated as a candidate by other delegates.  We will allow a minimum of twice the number of candidates for each position.  So, if Obama gets 20 men and 20 women, we will allow a minimum of 40 men and 40 women to be nominated.  This should allow us to conduct the speeches in less than two hours.  
Here are the Rules:

The list of delegates eligible to vote on April 5th, and their phone numbers, shall be made available to all delegates seeking to move to the next level.  If you wish to be elected, you are encouraged to contact the other delegates by mail or phone or other means (Pony Express?  Carrier Pigeon?  Sky Writer?) and ask for their vote.  
Each delegate checking in will receive two nominating cards – one for a male candidate and one for a female candidate.  An Obama delegate will receive a red M and a red F card; a Clinton delegate will receive a green M and a green F card.  

There will be a 60 minute period during sign in and credentialing for candidates to seek nomination cards.  Delegates you contacted before the Caucus can give you their card, and you can work the crowd with flyers, refrigerator magnets, or whatever means of persuasion you can imagine.  The 40 men and 40 women with the most cards will be nominated, and will give a one minute speech.  More than 40 will be nominated if they have an equal number of cards.  

The candidates with the most cards will speak first, until all 80 + have spoken.  Delegates will mark their ballots, which will be counted after the meeting concludes.  We will re-convene to conclude the business of the Caucus.  We expect to adjourn by X:00 pm, for a four hour meeting.  
In Conclusion:
Please think through how you are going to handle you LD and/or County conventions.  Again, we have a responsibility to run efficient caucuses on April 5th – to let the delegates and the press know that Washington Democrats are well-organized.
Thank you for all your hard work.

Dwight Pelz

