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Joint Cities-County Work Group for Regional Animal Services

Backgroundllntroduction on Agreement in Principle to Provide a
Regional System

Animal control, sheltering and licensing are discretionar local services that historically
were provided by individual jursdictions and King County. Whle discretionary, the
services address public health, safety, and anmal welfare outcomes that are important to
our residents. After being approached by leadership of the Suburban Cities Association in
the mid 1980s, King County agreed to provide anmal control, sheltering and licensing
fuctions on behalf of cities on a regional basis, in exchange for keeping all pet licensing
revenue.

Current Service Arrangements
Thirty-five cities have an anmal services contract with the County (Seattle, Renton,
Skykomish and Milton do not have contracts). Most cities contract for all three service
components: control, shelter, and licensing. Two cities contract for shelter only (Des
Moines, Normandy Park); one city contracts for shelter and field only (Newcastle). Five
cities curently purchase a higher level of animal control services (Aubur, Shoreline,
Kirkland, Tukwila, SeaTac).

The service arangement has not been revisited since its inception and, over time, the gap
between system revenue and system cost has grown to a level that is not sustainable for the
County. In recent years, the County has contributed in excess of$2 millon anually from
the County general fud to support the services. Based on direction from the County
Council to enter into new cost-recovery arangements with the cities, the County recently
issued termination letters to cities for the existing animal services contracts, effective
July 1,2010.

Joint Cities-County Work Group
In anticipation ofthe termination of contracts, a "Joint Cities-County Work Group for
Regional Animal Services" has been meeting since Januar to develop a proposed
"Agreement in Principle" for a new regional anmal control system. This "Agreement in
Principle" is intended to define a new basis for animal services contracts that could, if
adopted by a suffcient number of cities, preserve the benefits of a regional animal services
system (see Attachment 1). The alternative to a regional model is that cities will have to
either operate their own individual systems or create subregional arangements for service
delivery. Under any delivery option - local, subregional or regional - cities will have to
begin paying something for anmal services to continue.

As the Work Group reviewed data about the present system, it became clear that cities face
very different circumstances with respect to anmal services: some are very heavy users of
the shelter and control operations; others use it much less. The reasons could relate to
demographics, behavior, the geographic proximity of the County shelter or nonprofit
shelters, or some combination of factors. The licensing revenue generated by the system
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also vares dramatically among jursdictions on a per capita basis, in par based on where
the County has in the past focused marketing efforts.

Economies of scale exist in providing anmal services: the more cities that paricipate in a
regional system, the lower the costs are for everyone. Conversely, if 

the geographic

distrbution of cities paricipating in the regional system stars to look like a patchwork, the
service delivery becomes more challenging and ineffcient; at some point, the County will
not be wiling or able to effectively provide service.

Summary of the Agreement in Principle
The "Agreement in Principle" represents a depare from "business as usual" in the
delivery of anmal services by the County (see Attachment 2). The primary difference in
control services wil be having animal control officers dedicated to each of four distrcts 5-
days per week (see Attachment 3), while allowing cities individually or collectively withn
each district to contract for higher levels of service. Operations at the Kent shelter will be
improved with limited resources though closing the Crossroads shelter and concentrating
staff resources in Kent, expanding the foster and volunteer network, and instituting
practices to reduce the number of animals and their length of stay (such as fees for owner
surenders, utilizing capacity at PAWS, and seeking collaboration with other private
animal welfare partners). Licensing fuctions wil continue to include licensing

administration as well as marketing and education, with more incentive for cities to
paricipate in increasing licensing revenues.

The proposed system costs to be allocated are $5.6 millon (anualized for 2010 - see

Attachment 4). This reflects a reduction of about $800,000 
from estimates provided to

cities in early 2010, achieved through cost reductions and the County absorbing some
costs. The "Agreement in Principle" seeks to balance the different situations of cities by
proposing a cost allocation methodology based on both population and usage factors (a 50-
50 split). Licensing revenues ($3.2 milion) are credited to jurisdictions based on the
residence of the person buying a pet license. A variety of allocations were considered
before arving at this methodology. The County is proposing to provide transitional
fuding to those participating cities that have the highest per capita costs. The County is
also proposing to provide enhanced licensing marketing support for cities with the lowest
licensing revenue per capita.

The Agreement in Principle proposes a 2.5 year agreement, during which time the paries,
through a Joint Cities-County Committee, wil focus on increasing system revenue and-
reducing system costs. The Agreement in Principle identifies several of these collaborative
initiatives, including an exploration of alternative licensing systems and ways to fuher
reduce shelter operation needs. Paries would be allowed to terminate for convenience
upon six months notice. Contracts could be extended by mutual agreement for an

additional 2 years.

The Work Group concluded that to maximize system efficiency, a "menu" approach to the
purchase of services is not practicable. For example, it is not efficient for a limited number
of field offcers to drop animals at multiple shelters. Similarly, the more licensing systems
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or different field systems the County shelter must interface with, the greater the
administrative complexities, ineffciencies, and costs.

The Agreement in Principle is described in the attached tables and map, together with a
timeline and steps for adoption, and related information.

Attachments:
1. Benefits of a Regional System
2. Outline of Terms for Agreement in Principle
3. Map of Control Distrcts
4. Estimated Anualized 2010 Regional Program Cost Allocation

5. Frequently Asked Questions

6. Timeline
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"Regional Animal Se. "ices of King County"

Benefits of a Regional Animal Services System

Public Health and Safety
. Provides the ability to identify and track rabies and other public health issues related to

animals on a regional basis. Reduces public health threats through routine
vaccination of animals.

. Provides capacity to handle unusual and multi-jurisdictional events involving animals
that often require specialized staff such as: horse cruelty, animal hoarding, loose
livestock, dog-fighting and cock-fighting groups, puppy mils, ilegal reptile vendor
operations, animal necropsies and quarantine, holding of animals as evidence in
criminal cases, and retrieval of dead animals.

Animal Welfare
. Reduces pressure on non-profi shelters by maintaining capacity at regional public

shelters. Non-profit animal welfare organizations contribute significantly through their
own capacity and by accepting transfer of public-sheltered animals for care and
adoption, thereby reducing costs at public shelters.

. Provides for participation of a large corps of volunteers and foster homes.

. Provides capacity for regional response to animal cruelty cases.

. Provides regional preparedness planning and coordination during emergencies and

disasters.
. Provides additional regional capacity for seasonal events such as "kitten season".

· Avoids competition across jurisdictions for sheltering space and comparisons across
jurisdictions on outcome statistics.

Customer Service
. Provides a single access point for residents searching for a lost pet or seeking help

from animal control. Provides one single point of contact for citizen complaints.
. Maintains a uniform pet licensing program that is simpler for the public to access and

understand, with a broad range of services to encourage licensing: marketing,
partnering with third parties on points of sale for licenses, canvassing, database
management, and the ability to return animals to owners in the field.

Effective and Efficient Provision of Services
. Provides a low-cost spay and neuter program that serves the entire region, and is the

key to reducing the population of homeless animals and reducing the costs of the
system over time.

. Reduces the demand on individual jurisdictions to respond to communicatipn~ from
the media, advocacy groups and other interested parties.

. Builds economies of scale to provide a full range of services, making it less expensive
to develop operations, training, licensing, and care programs than it would be for cities
to duplicate services at the local leveL.

. Use of volunteers and partnerships with private animal welfare organizations provide

our region with the ability to promote the most humane treatment with limited public
resource.

. Provides a consistent level of service, humane animal care, and regulatory approach

countyide.
. Allows local police agencies to focus on traditional law enforcement.
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"Regional Animal Services of King County"

Frequently Asked Questions

What animal services does King County currently provide?
The goal of animal services is to protect public health and safety and provide
humane care for animals. Animal services include three primary components:
animal control, animal sheltering, and pet licensing.

King County Animal Care and Control (KCACC) has been in operation for over
38 years. KCACC currently operates two shelter locations within King County: a
main shelter in Kent and a smaller shelter in the Crossroads area of Bellevue.
KCACC has sheltered between 9,000 and 12,000 homeless animals per year in
recent years. The program provides shelter for animals who are surrendered by
owners, dropped off as strays, impounded for behavioral or other reasons, or
deemed evidence in law enforcement investigations. KCACC dispatches animal
control offcers to respond to calls about dangerous, stray, dead or injured
animals. King County sells and markets pet licenses as a means to both
increase efficiency of shelter and control operations and generate revenue to
support the system.

Who receives the service from the County now?
Currently, KCACC provides services to all residents in the unincorporated area of
the County and contracts with 35 other cities within the County (excluding
Seattle, Renton, Skykomish and Milton). KCACC provides limited contract
services to Des Moines, Newcastle and Normandy Park. Five cities purchase an
enhanced level of control service from the County (Auburn, Shoreline, Kirkland,
SeaTac, Tukwila).

What are the benefits of a regional system?
A regional system provides for better public health, safety, animal welfare and
customer service outcomes in a more cost efficient and effective manner. These
benefits accrue through significant economies of scale and, in the new regional
model, properly aligned financial incentives that support desired programmatic
outcomes and help to contain costs over time.

For cities, a regional system allows local police agencies to focus on traditional
law enforcement matters and shifts the burden of a complex and unique service
to the County and specially trained animal services staff.

For the public, a regional system is simpler to understand and to use. There is
one place to call to renew or acquire a pet license. There is one place to call to
find a lost pet. The public health system has a better ability to identify and track
issues related to animals, such as rabies.

For animals, a regional system provides for humane standards of care and the
capacity to address a broad array of unusual events involving animals including
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horse cruelty, animal hoarding, loose livestock, dog fighting and cock fighting
rings, ilegal reptile vendor operations, animal quarantines, and holding of
animals as evidence in criminal cases. A regional system also provides for
routine vaccination of animals and low-cost, high-volume spay/neuter operations
to reduce the population of homeless and unwanted animals.

How is the proposed regional service model different from what King
County is currently doing?
(1) Control operations wil be organized by district to improve accountabilty.

a. Animal control officers wil be dedicated to one of four specific
geographic districts. Coverage will be more consistent and predictable
and cities wil be able to build a relationship with their district's
dedicated officers.

b. The base level of field services wil be provided 5-days per week rather
than 7 -days per week in order to contain costs. Cities may contract
with the County for a higher level of service.

(2) New sheltering arrangements wil help ensure humane standards of care for
animals within current capacity and resource constraints.

a. Northern cities wil contract with PAWS, a private nonprofit shelter in
Lynnwood, for shelter capacity.

b. At the County's Kent shelter, new policies and practices will be put in
place to ensure that animals can be humanely cared for within limited
available resources. Expanded use of volunteers and the foster
network will support this effort.

c. The number of adoptions from the Kent shelter will be maximized by
seeking transfer and other arrangements with private animal welfare
partners.

d. The Crossroads shelter wil be closed to save costs and focus
resources.

(3) Incentives wil be aligned across the system to encourage desired behavior
and ultimately bring down costs.

a. While the current licensing structure wil remain in place, cities wil be
incentivized to increase licensing rates in order to offset their costs.
Higher licensing rates have the added benefit of improving the
efficiency of control and shelter services.

b. Costs will be allocated partially based on use in order to encourage
less use of the system and collaborative efforts to decrease the
number of homeless pets.

c. Residents will be provided with resources (such as education to

change pet behavior) and incentives (such as fees for owners who
surrender pets) to encourage cost-effective solutions that do not
burden the system.

How do the County's costs compare to other shelters?
Kinq County's averaqe shelterinq cost-per-animal is comparable to or lower than
that of other public and nonprofit shelters. Many factors impact the cost-per-
animal sheltered, such as the average length of time an animal stays at the

Document dated April 7, 2010
Prepared by King County

2



shelter and the severity of animals' medical conditions. Some private nonprofi
shelters have as part of their mission the care of animals with more severe
medical or behavioral conditions which equates to a higher cost-per-animal.
Many private nonprofit shelters seek private donations to help pay for their
operations.

Another cost comparison is per capita spending on animal services programs
(combined cost of both public animal care and control programs and large private
shelters). The national average is around $7 per capita. King County is closer to
$5 per capita. Well-respected programs, such as Boulder Valley, San Francisco
and Multnomah County, spend closer to $18 per capita.

Why doesn't a higher euthanasia rate solve the cost problem?
In recent years, the County has worked to reduce the euthanasia rate, which now
stands at around 20 percent. Many of the gains in lowering the euthanasia rate
have been achieved at minimal cost. The County has increased the volunteer
program, more effectively utilzed the foster program, and partnered with more
private animal welfare organizations. This has enabled more animals to leave
the shelter alive, with limited public resources.

The best way to lower the cost of animal services is to tackle the problem of
unwanted pets through a coordinated regional spay/neuter program that
decreases the homeless animal population. An effectively-run shelter helps to
tackle this problem through spay/neuter of all animals.

Why can't King County close its shelter and have other shelters fil the
gap?
Without King County's shelter there just isn't enough capacity in the system to
care for the number of animals in the system. King County takes in two to three
times the number of animals sheltered by other shelter organizations in the
region. Closing the Kent shelter would put an intolerable strain on the private
shelters, impeding their ability to do the good work they are doing, and lead to
significant threats to public health and safety.

Why is the Work Group proposing a 5-day per week level of animal control
service, rather than the current 7 -day per week level? What does this mean
for cities?
The reduction in base control services reflects the Work Group's proposal to-
reduce base-level costs. Cities wil have the option of purchasing enhanced field
services which could be organized to provide 7 -day per week service. King
County will continue to provide for off-hour response to critical or emergency
animal control matters that necessitate immediate action for protection of public
safety or the protection of the life of the animaL. Non-emergency calls will receive
a response on the next working day.
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How were the service district boundaries determined?
The district boundaries take into account a rough balance of the volume of calls
in each area, jurisdictional boundaries, and reasonably efficient transportation
routes within each district. Boundaries may be adjusted depending on the cities
participating in the new regional modeL.

Would privatizing licensing save money?
Private licensing vendors exist that would cost less on a per-license basis than
King County. However, these vendors typically do not provide the local
marketing services King County provides that are critical to maintaining and
increasing licensing rates that generate revenue to support the system. There
may also be complications associated with using a private licensing vendor when
it comes to sharing data with on-the-ground field officers and responding to
resident inquiries. Once marketing and other coordination-related costs are
included, it appears that costs between King County and private licensing
vendors are roughly comparable.

The proposal calls for a collaborative exploration of ways to reduce costs and
improve services, including through exploration of alternative licensing systems.

Why can't the system be self-sufficient from license fees?
Pet licensing revenue from fees and related fines currently cover about 60
percent of the proposed regional service modeL. Research on other jurisdictions'
operations shows that it is virtually unheard of for a program to fully cover its
costs from licensing or other program-specific revenues. For example, the
director of the well-respected Multnomah County program estimates that license
revenue covers only about 30 percent of program costs.

Today about 20 percent of pet owners countyide license their pets, with rates in
individual cities estimated to range from a low of roughly 5 percent to a high of 40
percent. The new regional model provides opportunities to maintain and
increase licensing revenue through the County and cities working together.
Increased licensing wil mean significant revenue credited back to cities toward
their cost of receiving services.

Targeted licensing efforts in some King County cities have recently shown a
significant ability to increase licensing. Focused, short-term canvassing and
telephone efforts in 2009 were conducted in Kirkland, Shoreline and Lake Fõrest
Park. These contributed to a net increase of 3,501 licenses issued.

How much wil my city have to pay?
There are two critical factors that wil affect the financial impact on cities: (1) the
more cities that participate, the lower the cost will be for everyone, and (2) the
higher a city's pet licensing rate and revenue, the lower will be that city's net cost.
For those cities with the highest costs per capita or the lowest licensing revenue
per capita, the County is proposing to provide transitional funding and enhanced
licensing revenue support.
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A two-step process is proposed to confirm interest in system participation and
cost prior to signing new service agreements. Once cities have indicated their
interest in participating in a regional model by April 30th, King County wil revise
the cost estimates and report back to cities.

Why are costs allocated based on both use and population?
The cost allocation formula is intended to (a) provide incentives to minimize use
of the system and decrease the homeless pet population (use component) and
(b) recognize that the system benefits everyone. 

and that animals don't respect
jurisdictional boundaries (population component). Additionally, the cost
allocation was designed to balance burdens across jurisdictions in hopes of
maximizing participation and preserving a regional system.

Why is it proposed that cities be required to purchase all services?
The Work Group concluded that to maximize system efficiency, a "menu"
approach to purchasing services is not practicable, at least not in the short-term.
For example, to be able to effectively track animals and pet owners in the
system, a single licensing system is most effcient. Field offcers can spend more
time responding to calls if they are not required to deliver animals to multiple
shelters in one geographic area. Shelters have less paperwork and data
challenges if they are dealing with fewer field operations and a single licensing
system.

What is the benefit of contracting for 2.5 years?
First, a longer-term contract provides some stability to a system that wil improve
outcomes for both residents and animals.

Second, a 2.5 year period will give participating parties enough time to work on
initiatives that improve outcomes, efficiency, and may ultimately bring down the
cost of the program. Initiatives identified by the Work Group for further
exploration include:

. Updating animal codes to increase licensing and other revenues;

. Taking actions to begin reducing the homeless animal population, such as

spay/neuter efforts;
. Working collaboratively to identify ways to improve efficiencies and control

policies;
. Considering other service options, such as working with partners to

provide some portion of licensing services; and
. Reviewing options for repair/replacement of the Kent shelter.

Third, cities who qualify for County transition funding and support are only eligible
to receive that support if they elect to contract for the full 2.5 years.
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Regional Animal Services for King County
Transmittal Outline

The transmittal for the proposed regional model for animal services wil include three proposed
ordinances as follows:

i. Ordinance authorizing interlocal agreement with cities. The interlocal agreement was

developed in collaboration with the Joint Cities-County Work Group for Regional Animal
Services and is based on the group's agreement in principle. The 2.5 year contract lays out:

. Services offered and service levels, including the creation of four animal control

districts;
. Method for allocating costs and revenues to all parties using the regional animal

services system;

. Payment and reconciliation processes and timelines;

. Credits and funding proposed to ease the transition of cities particularly affected
by the cost allocation;

. Termination and contract extension requirements;

. Ongoing collaborative initiatives among the cities and the county for reporting,
identification of cost savings and effciencies; involvement of private partners.

II. Ordinance amending King County Code. This wil include a variety of policy and code
changes to improve operations, augment revenue and improve customer service, including:

. Allowing for the use of credit cards for animal service-related transactions (such

as adoptions);
. Adjusting fees to be more aligned with similar jurisdictions and other shelter

operations and to raise revenue;
. Enabling innovative and entrepreneurial partnerships and the more expedient

use of donated funds according to specific policies and guidelines.

III. Ordinance providing for supplemental budget appropriation. This wil include:

. Appropriation authority for shelter operations from February 1, 2010 through

June 30, 2010 (backed by County General Fund and pet license revenue);
. Appropriation authority to implement the new regional model (bacKedby city

contributions, pet license and program revenue, and County General Fund,
including transition funding for some cities);

. Appropriation authority for one-time costs and other reforms associated with

developing and implementing the regional model (backed by County General
Fund);

. Appropriation authority for the animal bequest funds (backed by private

donations).



Supporting documents for the proposed legislative package wil include:

iv. Transmittal letter outlining the package.

V. Contract summary identifying in plain language the main elements of the contract, by
section.

Vi. Summary of reforms identifying reforms recently implemented as well as immediate, mid-
term, and longer-term reforms that are needed to support better service delivery and
accountabilty in the regional modeL.

Vii' Fiscal note detailng expenditure and revenue projections associated with the legislative

package.

VII. Budget Crosswalk ilustrating the connection between the supplemental appropriation

ordinance and the elements of the regional model and reforms.



REVISED TIMELINE for CONFIRMING INTEREST OF CITIES and
ADOPTING NEW INTERLOCAL AGREEMENTS

Schedule Revised as of May 13,2010

Date

Wednesday, May 5

Item
Initial non-binding statements of interest due - confirming whether
City is interested in contracting with County for regional animal
services (indicate whether City is interested in a 6 month contract or a
2.5 year contract)

Friday, May 7 List of responses to Initial Statement of Interest Circulated.

Monday, May 10 Adjusted costs circulated to all parties based on May 5 indications
of interest. If costs have increased due to some Cities declining to

paricipate, a second statement of intent will be requested from Cities
later in May.
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May 27 -June 3

June

Paries confer and determine whether/how to proceed.

All participating jurisdictions adopt legislation approving ILA by
mid-to-late- June in order for agreement to become effective July 1.
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