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What we’ve always known…



What we started to understand…
Managed Intake and/or 
alternatives to intake for 

animals that exceed 
capacity for care and 

live release

Remove barriers to 
adoption & RTO and SNR 

healthy cats



Capacity for Care (C4C)

• Insist on conditions that are kind to 
animals

• Know how many animals to 
manage at any one time within 
those kind conditions, and develop 
strategies to stay within this limit 

• Maximize efficiency to serve as 
many animals as possible over time

• Ultimately serve more animals AND 
provide better care for each one



Predicted monthly average total in 
shelter population



Predicted monthly average isolation 
population



Probability of Adoption

Probability of Euthanasia



Wrong tools



Capacity for Care (C4C)

• Insist on conditions that are kind to 
animals and people

• Know which animals and how 
many animals to manage at any 
one time within those kind 
conditions, and develop strategies 
to stay within this limit 

• Maximize efficiency to help as 
many of the right animals as 
possible over time

• Ultimately help more people and 
animals AND provide better care 
for each one…and for ourselves



The Right Tools

• Why are we where we are?

• What problems exist in terms of cats that are leading us here?

• Of those problems, which ones can we effectively address to have the 
impact that we want?

• What do we need in order to do that?

• What will success look like? 
• Vision/destination postcard



The Vision

 Decrease overall intake of animals by 30% over the next year

 Work within the Animal Care Center (ACC) Capacity for optimal animal housing

 Less animals in the ACC allows for staff to practice social distancing/be safe

 Fewer animals means better individualized care for each animal

 Have the best possible outcome for each animal taken into the entire ACC system

 Enable staff to take time needed to safely attend to each animal

 Create a safer space for staff and our customers

 Increase staff availability for improved customer service

 This will lead to better placement of animals 

 Create a less stressful and more fulfilling environment for staff



The three R’s: 



The 3 R’s plus 1: Every animal in need gets…

The Right Care In the Right Place At the Right Time To the Right Outcome



The Right Place

• *Managed admission* 

• Pet safety net

• Home to Home

• Foster finder

• Kitten non-kidnapper

• Leave cats be/Trap Neuter Return diversion 

• Space in shelter freely available to animals 
in need e.g. displaced by disaster, 
sick/injured/at immediate risk, owners truly 
can’t keep



Focus on what you do, not what you don’t

• We help cats and people who need help

• We are here for you when you need us

• We have time to discuss the issue and work with you on a resolution 
that works for everyone

• We do this by allocating trained staff to the roles where they are 
needed at the level they are needed

• We use experience, data and knowledge to focus our resources 



What The Right Place is not…

• An attempt to do less work or put people out of work

• All or nothing

• An attempt to not help animals (or people)

It will take time, we are in this together and will do it as a team.



The Right Time

To come into the shelter & to be in the 
shelter:
• Appointment based sheltering (intake and outcomes, 

intermediate steps coordinated with capacity)

• Intake to outcome pathway planning

• Daily population rounds

• Methods to reduce Length of Stay

• Methods to reduce human waiting time (e.g. 
Whatwhile)



Benefits of Scheduling

Sets everyone up for the best result
• Animal

• Client

• Staff

Improved Communications

Convenience
• Added value

Predictability

Safety



FAQ’s

Why do I need to make an appointment to bring in a pet?

In order to ensure resources and staff are ready and available when a 
pet arrives, Animal Care of Davis County utilizes scheduled 
appointments to best serve you and your pet. Though we will help 
every animal that comes to us, without an appointment process, we 
would not have control of wait times or the number of pets that come 
into our care each day, thus hindering our ability to provide the best 
possible care for each animal.  At most, there is a 3-4 business day 
waiting period until an appointment is available.



Feedback

…I'm planning for a certain number of locked-in appointments that have been 
screened through our customer service or website (Found dog? Try NextDoor, hold 

dog for a few days, can we help you post, etc). The resulting intakes are those 
animals that truly need to come in. In addition, I'm leaving two appointments 

unassigned, one early and one late, for urgent walk ins. These are those who just 
want to leave the animal with us and those who walk in with an injured without 

calling, that sort of thing. We have time blocked off when and if we need it. I was 
the office manager of a doctor's office and the doctor scheduled herself an open 

appointment or two so she was available to take care of someone who showed up 
without an appointment. It was a small town and, not wanting to turn people away, 

she would see them that same day.

…



…

…My vision is that if we are helping someone and the unscheduled person can wait 
(non-life threatening emergency still gets priority), they can take that open 

appointment. We could even text them when we have staff available if necessary. 
Kind of like showing up to a restaurant without a reservation and you just have to 

wait until they have the resources to help you (seat you at a table) . They could 
also be scheduled the next day, thereby allowing for another day for the owner to 
locate the dog while still in the neighborhood, possibly making the appointment 

unnecessary. I'm optimistic we will have the time to help the person post or go 
through lost reports to help expedite the dog's reunification and provide 

meaningful support. We are all becoming accustomed to making an appointment 
or finding a way to get services without crowding into a building. While it may be a 

learning curve for some citizens, they'll learn and we'll do our best to support 
them. 

…



…

…We aren't saying "No" we are just managing the when so we have people to 
help them. Will there be people upset? Sure. We've had people upset because we 
aren't at the shelter at 2 in the morning to take their owner surrender animal, too. 

But this is what we are doing to better use our resources. Just taking in every 
animal without some conversation, just encourages warehousing, crowding, 

excessive overtime, and animal caregiver burn out. This may change; ask us in a 
couple of months how this is working but it's a start!

- Front Street Animal Shelter



I believe that the silver lining in COVID may be an opportunity to 
educate our communities, to engage them as partners and to let them 
help with kittens, strays, neighborhood watches and more. We get to 

set boundaries and explain our staffing numbers, our budget 
constraints and how municipal budgets work and to define what we 
can do to keep people and animals safe. Municipal shelter systems 

around the country are becoming more professional, more respected 
and doing better work. Maybe the COVID induced boundaries will give 

us all a boost as we go forward. 

- City of LA Animal Services



How?

• Reallocate staff
• less in care = more time (can be done from anywhere)

• Training in communication and problem solving
• Social services/case management model

• Provide Resources to help in the meantime
• Medical
• Behavior
• Food
• Re-homing
• Boarding

• Use an online scheduling tool







http://blog.millioncatchallenge.org/make-appointments-that-doesnt-sound-like-open-admission-to-me/

http://blog.millioncatchallenge.org/make-appointments-that-doesnt-sound-like-open-admission-to-me/


The Right Time in Shelter

• Pathway planning

• Daily Rounds

• Avoiding waiting/wasted time
• Enough staff at each flow through point

• Intake

• Surgery

• Outcome

• Size of population in shelter impacts length of stay (LOS)



Effect of Daily Population

Average Daily 

Outcome

Average Daily 

Population

Inevitable LOS

10 50 5



Effect of Daily Population

Average Daily 

Outcome

Average Daily 

Population

Inevitable LOS

10 50 5

10 100 10



Effect of Daily Population

Average Daily 

Outcome

Average Daily 

Population

Inevitable LOS

10 50 5

10 100 10

10 200 20



The Right Care
• Capacity for Care within the shelter 

• Five freedoms/domains of animal 
welfare/ASV Guidelines

• Housing, staffing, outcome capacity

• Care within the community 
• Access to care

• Flow charts, scripts, communication to 
ensure that animals aren’t being left to 
suffer



Our care matters too





The Right Care - Economics

• It costs between $150 to $400 for an animal management officer to 
trap one cat, and additional costs for it to be held in a pound or at a 
service provider’s shelter (animal welfare agency) until it is claimed, 
rehomed or euthanased

• Costs for councils and animal welfare agencies to manage cats in their 
shelters range from $500 to $1,000/cat, with an average hold time of 
30 days

• Low end would be $500 and high end would be $1,400/cat

• Intake of 5000 cats/year – if ½ the cats get to a positive outcome 
$1.25 mil - $3.5 mil



The Right Outcome
• Preference for return to origin for healthy 

animals
• Stabilizes families, communities and 

ecosystem
• Return to home/owner/”field”

• Remove barriers to appropriate 
outcomes
• Adoptions from foster
• Fee waived returns as well as adoptions

• Preference for local adoption
• Support successful pet ownership within 

marginalized communities

• Transfer where resources are better aligned 

• Euthanasia to relieve irremediable suffering 
or address significant threat/risk



Preference for return to origin for healthy animals

• Stabilizes families, communities and ecosystem
• Return to home/owner/”field”
• The impact on people

• Improve the mental health and job satisfaction of pound staff, 
shelter staff and volunteer animal carers

• Maintain the bond with the caregiver (health impacts)
• Decrease the intake and euthanasia rates of cats and 

kittens in council pounds and animal welfare organisation
shelters
• Intake, not adoption rates, drives euthanasia



Shape the path The Right Outcome

• Remove barriers
• Including those that come with our assumptions

• Make the desired outcome the easiest one to achieve
• Communication

• Fees

• Accessibility





Great news!

• Cats acquired as strays or with minimal planning are less likely to be 
relinquished to a shelter

• There is no difference in attachment levels between adopters of full 
price and fee-waived cats

• There is no difference in subsequent care or attachment levels 
between adopters using a policy-based versus conversation-based 
process

• Spay/neuter/vaccination/identification reduces the most important 
risks for cats



Where it matters most?  Strategic adoptions

HSUS Pets for Life Report 2014









Evaluate the Process

• Convenient hours

• More conversation, less interrogation

• Set reasonable expectations of the pet

• Adopter driven

• Shorter duration
• Add focus and time to follow up

• Incredible customer service

• Hire/train the right people

• It’s the start of the relationship



If We Help People Get a Pet From Us…
They:

• Adopt a pet that is already spay/neutered, current on vaccines, microchipped

• Receive guidance on selecting a good match

• Are given information on how to introduce their new pet to their home

• Are provided a medical history and behavior care/training tips

• Have access to a resource if they need help, to avoid the pet ending up back in 
the shelter 

We:

• Get back a healthy, adoption-ready animal if for any reason the adoption does 
not work out



Shape our path too

• A helping hand instead of a firm voice

• Cultural change

—Service not citation

—There is more to life than food, water and shelter
• We can help people enrich their animal’s lives

• Get creative with solutions
• Build enclosures

• Provide low cost/free grooming



Shape our path too

• Seek commonalities 
—Helps understand where others are coming from

• Be mindful of our language

• Listen more than we speak

• Shift our perspective

• Allow yourself to be vulnerable
—We have all done things…



Change is possible

“Policy can be changed if you get the right people in 
place who have the right amount of courage and 

determination.  I believe that change is possible. You 
have to believe change is possible in order to bring it 

about.”

- Ibram X. Kendi



Questions?

clkarsten@ucdavis.edu

mailto:clkarsten@ucdavis.edu

