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SUBJECT

This briefing provides an overview on Regional Animal Services of King County and upcoming interlocal agreement contract negotiations, providing context for Councilmembers to anticipate milestones, decisions and other regional animal services items they will hear about in 2016 and beyond.

SUMMARY

Regional Animal Services of King County (RASKC) has provided regional animal services in partnership with more than two dozen contract cities since 2010. RASKC provides these services (including field response, sheltering and licensing) to unincorporated areas of the county and 25 contract cities via interlocal agreement (ILA). The current ILAs continue through 2017. Early discussions with partner cities regarding new ILAs are underway, and contract negotiations will continue into 2017 until a new agreement is finalized.

Collaborative review by Council staff, agency staff and Executive staff of key dynamics affecting Regional Animal Services of King County (RASKC) has resulted in the overview of RASKC services and upcoming interlocal agreement contract negotiations that this briefing will provide.

BACKGROUND 

King County has provided animal services to much of the county since 1972 when King County Animal Control (RASKC’s predecessor) was established. For years, animal services focused on animal control outcomes and yielded a high annual animal euthanasia rate. However, policy changes beginning in 2007 aimed at improving county animal services efficiency and animal welfare outcomes led to a dramatically decreased annual euthanasia rate (as shown in Chart 1) and a significant increase in the number of animals rehomed or adopted each year.

Chart 1. Shelter Euthanasia Rate (Dogs and Cats) (By Year)[footnoteRef:1] [footnoteRef:2] [footnoteRef:3] [1:  Intakes includes strays, owner surrenders, euthanasia requests, confiscations, transfers from other agencies and clinic intakes. ]  [2:  This data includes owner surrender euthanasia requests fulfilled. ]  [3:  Animals brought in for owner-request euthanasia are evaluated by RASKC first to determine if euthanasia is appropriate before euthanasia is performed.] 





It was during this period that the model for providing animal services in King County also changed. In 2010, Regional Animal Services of King County (RASKC) was formed as a partnership between King County and more than two dozen cities to improve animal welfare in the region.

The RASKC regional partnership comprises a total service area of more than 1,100 square miles with just over one million residents. RASKC’s stated mission is to provide the county with sustainable, cost-effective services that protect people and animals while providing humane animal care. Benefits of a regional animal services system as identified by the Joint Cities-County Work Group on Animal Services in 2010 (2010-B0095) include:

· Public health and safety: creates the ability to track animal public health issues regionally, like rabies, and handle multi-jurisdictional animal control cases;
· Animal welfare: reduces pressure on non-profit shelters, avoids competition between jurisdictions for shelter space, and creates regional capacity for emergency response and large volunteer groups;
· Customer service: provides a uniform pet licensing program and database management for better customer service, as well as a single point of contact for lost pets or citizen complaints; and
· Efficient services: provides economies of scale and a consistent approach to animal care and control countywide.

Regional Animal Services

RASKC provides regional animal services including animal control/field response, sheltering and pet licensing to unincorporated areas of the county and 25 contract cities via interlocal agreement (ILA). A list of RASKC partner cities is provided below in Table 1. The current ILAs continue through the end of 2017.[footnoteRef:4] [4:  The initial RASKC ILAs ran from 2010-2012, and the 2013-2015 ILAs were extended through 2017.] 


Table 1. RASKC Partner Cities
	Bellevue 
	Kent 
	SeaTac 

	Black Diamond 
	Kirkland 
	Shoreline 

	Carnation 
	Lake Forest Park 
	Snoqualmie 

	Clyde Hill 
	Maple Valley 
	Town of Beaux Arts 

	Covington 
	Mercer Island
	Tukwila 

	Duvall 
	Newcastle
	Woodinville 

	Enumclaw 
	North Bend
	Yarrow Point 

	Issaquah 
	Redmond 
	

	Kenmore 
	Sammamish 
	



Animal Control/Field Response Services

Animal control/field response services include the operation of a public call center, the dispatch of animal control officers in response to calls, and the handling of calls in the field by animal control officers, including the collection and delivery of animals to the Kent shelter (or other shelters included in the ILA). Animal control/field control services are divided into three service districts within the total regional service area, as shown in Image 1 below. Important to note, unincorporated areas of the county are represented in each of the three service districts.

Image 1. RASKC Jurisdiction and Service Districts
[image: AC District Map Option 1.jpg]

Animal control officers[footnoteRef:5] are assigned to each service area, and contracting cities may opt to enhance animal control service within their jurisdiction for an additional cost and through a separate agreement.  [5:  The current collective bargaining agreement between the County and the Animal Control Officers Guild will continue through the end of 2016. This agreement covers 26 employees in the Department of Executive Services. Covered job classifications include Animal Care Technician, Animal Control Officer, Animal Control Sergeant, Animal Control Sergeant Lead, Foster Program Coordinator, Pet Adoption Counselor and Veterinary Technician.] 

Executive staff state that RASKC utilizes best efforts to ensure call response for the more than 5,000 animal control services field requests received each year within the guidelines set for call response by the Joint City/County Collaboration Committee (JC4). Table 2 below shows the call types for 2015 by priority code[footnoteRef:6], the response goal, and the percentage of calls that met those call response goals.    [6:  High priority calls include calls that pose an emergent threat to the community including humans (priority 1) and animals (priority 2), while lower priority calls include non-emergent service requests for issues such as possible leash law violations or barking dogs.] 


Table 2. 2015 Aggregate Call Response (by Priority Code)
	Call Priority Code
	Number of Calls
	Average Response Time (HRS)
	Response Goal (HRS)
	Number of Responses Meeting Goal
	Percentage of Responses Meeting Goal

	Priority 1
	103
	1.14
	1
	78
	75.73%

	Priority 2
	570
	1.03
	2
	527
	92.46%

	Priority 3
	976
	17.81
	4
	549
	56.25%

	Priority 4
	2,124
	60.19
	24
	1,173
	55.23%

	Priority 5
	1,512
	67.11
	72
	1,258
	83.20%



Shelter Services

Shelter services include the general care, cleaning, medical care and nourishment of owner-released, lost or stray animals in preparation for returning those animals to their guardian or placing them in new homes.  Services are provided year-round at the county’s animal shelter located in Kent or at other shelter locations utilized by the county in accordance with the ILAs. It should be noted that four of the partner cities (Woodinville, Shoreline, Lake Forest Park and Kenmore) contract with Progressive Animal Welfare Society (PAWS) in Lynnwood, rather than through RASKC, for shelter services for most of their dogs and cats. In these four cities, services for animals determined to be vicious, quarantined animals, farm animals and domestic pets other than cats or dogs are provided by RASKC, as these animals are not accepted at PAWS. 

The RASKC shelter program is supported by more than 500 volunteers who contribute thousands of hours to the RASKC shelter services program each year. The shelter program also receives support from volunteer foster care providers who provide care for kittens that are too young for adoption and for sick or injured animals until those animals are ready for adoption.  In 2015, over 1,200 animals were placed with volunteer foster care providers. 

Additionally, the RASKC shelter program maintains a veterinary clinic that provides incoming animals with medical attention. For context, the RASKC clinic performs over 2,000 spay and neuter surgeries annually, in addition to caring for the day-to-day medical needs of resident shelter animals.    

Licensing Services

Licensing services include the operation and maintenance of a unified system to license pets in contracting cities. RASKC licenses over 100,000 cats and dogs each year, working with more than 450 contract sales partners including city halls, licensing agencies, pet stores, veterinary clinics, animal shelters and grocery stores.

RASKC engages in a variety of efforts to increase licensing revenue, such as providing city partners with customized marketing support, maintaining a strong presence at community events and maintaining a robust web and social media presence. Additionally, RASKC is expanding its community outreach by providing materials in additional languages (such as Spanish). In total, RASKC has an overall average license compliance rate of nearly 23 percent for 2015, which is on the higher end of compliance rates nationally. For unincorporated areas of King County, the estimated animal license compliance rate for 2015 is even higher at 29 percent.

Another example of efforts to increase licensing revenue is the RASKC neighborhood marketing program (commonly known as canvassing), where seasonal RASKC staff walk door-to-door informing residents about the benefits of pet licensing and issuing temporary licenses when appropriate.  RASKC staff states that it makes efforts to inform residents of upcoming canvassing dates, such as by providing notification through local media and municipal newsletters. Canvassers are identifiable through RASKC-labeled shirts and/or jackets, county ID cards, business cards and pet licensing documents. Canvassers do not issue a citation when an unlicensed pet is identified. Instead, the canvasser provides the pet owner with a free temporary license, affording the pet owner time to purchase a permanent license. 

RASKC staff report that, in 2015, for every $1 spent in neighborhood outreach, $2.02 (gross) was earned.[footnoteRef:7]  [7:  This rate of return is for the first year and does not include the revenue anticipated from future renewals in subsequent years.   ] 


Organization Partnerships

RASKC also maintains a number of partnerships with community organizations, animal-related businesses and nonprofit animal providers. These relationships amplify the level of regional animal services provided by the RASKC program. For instance, a partnership between RASKC and PIMA Medical Institute to host a veterinary technical training program at the Kent shelter provides RASKC animals with specialty medical care at no additional cost to the shelter, while giving students the opportunity to gain practical experience and gain exposure to animal welfare issues in the region.  

RASKC also partners with South County Cats, Puget Sound Working Cats and Feral Cat Assistance and Trapping to assist residents with addressing free-roaming and feral cat issues, and with Pasado’s Safe Haven Spay Station and Northwest Spay and Neuter Clinic to expand the availability of lower cost or free spay neuter services in south and east King County. 

RASKC staff also indicate that a partnership with Petco to locate a pet adoption center within its Kirkland store has significantly increased the number of total RASKC pet adoptions.[footnoteRef:8] [8:  This pet adoption location now accounts for nearly 25 percent of all adoptions from RASKC.] 

	
Animal Services Revenue

Animal license fees provide a major source of revenue for animal services, with payments from contract cities (for animal services not covered by their licensing revenue) and the county accounting for the other main revenue sources.[footnoteRef:9] Income from donations, enhanced services to contract cities, fines and other fees also contribute to animal services revenue. Table 3 below provides a summary of these revenue sources. [9:  Prior to RASKC, the county provided animal services to contract cities in return for licensing revenues from those jurisdictions, with the General Fund covering program costs exceeding licensing revenues and fees. Since establishment of the RASKC partnership in 2010, the county and partner cities have been sharing these costs.] 


Table 3. 2015/2016 RASKC Projected Revenue Sources
	Revenue Source
	Amount

	Pet Licensing Revenue
	$5,599,873

	Pet Licensing Late Fees
	$160,000

	Animal Adoption Fees
	$150,000

	Animal Business Licensing
	$3,000

	Civil Penalties/Pet License Fines
	$220,000

	Miscellaneous Fees
	$238,800

	City Payment for Services
	$1,589,000

	City Rebate 
	($6,000)

	Enhanced Services
	$511,222

	General Fund
	$5,262,000

	Animal Bequest Fund (Donations) 
	$280,000

	Total Revenues
	$14,007,895



King County allocated $5.26 million in General Fund support for animal services as follows in the 2015-2016 budget[footnoteRef:10]: [10:  The General Fund transfer to RASKC for 2015/2016 accounts for approximately 37 percent of total biennial revenue for animal services.] 


· $1.6 million to unincorporated King County for RASKC services[footnoteRef:11]; [11:  Unincorporated areas account for approximately one-third of total animal services provided in King County.] 

· $1.8 million to support large, high shelter-intake cities in South King County; and
· $1.8 million to enhance shelter outcomes and cover cost increases outside of the ILA cost allocation model.

Financial Sustainability

The Council has identified the financial sustainability of regional animal services as an area of interest. In 2014, the Council required RASKC to prepare an operational strategic plan per a 2013/2014 Budget proviso (Ordinance 17476, Section 99, P1).[footnoteRef:12]   [12:  Motion 14211 approved the proviso response.] 


In that Operational Strategic Plan, RASKC identified three operational strategic goals:  financial sustainability, service excellence and regional leadership.

Most recently, the 2015/2016 adopted budget ordinance (Ordinance 17941) contains a $1,900,000 proviso on RASKC’s $14.2 million total biennial appropriation. The proviso splits release of the funds subject to the proviso, authorizing $1,500,000 to be released to RASKC upon the Executive’s transmittal to Council of a financial sustainability report and a motion to accept the report. The remaining $400,000 is authorized for release to RASKC upon Council passage of the motion to accept the report. The Executive transmitted the financial sustainability report and the motion to accept the report to Council on February 22nd.  The proposed motion (2016-0138) received a Do Pass recommendation on March 22nd from the Government Accountability and Oversight committee. Proposed Motion 2016-0138 is currently scheduled for possible action by the full Council at its April 4th meeting.

ILA Contract Negotiations—Principles and Strategies

As noted earlier, the current RASKC ILAs with partner cities expire at the end of 2017. Early discussions with partner cities regarding a new ILA have begun, and the contract negotiations process will continue into 2017 until a new agreement is finalized. 

The Financial Sustainability Report, submitted in response to the 2015-2016 budget proviso, outlines principles and strategies for the interlocal agreement (ILA) contract negotiations process, and addresses ways to reduce reliance on General Fund support and bring regional animal services closer to being a full-cost recovery program. Organized in alignment with the three strategic operational goals identified in the 2014 Operational Strategic Plan, examples of negotiations principles and strategies RASKC has stated it intends to follow include:

Negotiations principles
· Reduce costs to County General Fund on an on-going basis (i.e. increase revenues and control/reduce operating costs);
· Provide Equity and Social Justice support to areas needing it while working with all partners to improve animal licensure rates;
· Maintain or improve the quality of animal outcomes currently achieved by RASKC;
· Maintain or improve service levels for public and contract partners; 
· Include additional cities, ensuring outcomes and services are maintained and cost impacts can be mitigated; and
· Utilize other facilities to enhance effectiveness, efficiency or capacity of animal care and sheltering in King County 

Negotiations strategies
· Simplify the cost allocation model[footnoteRef:13]; [13:  Per the terms of the current ILA, partner city costs for RASKC-provided animal services are determined primarily by services usage (80 percent determinant of cost allocation), with their respective populations serving as the remaining cost allocation factor (20 percent determinant).] 

· Allocate county-funded credits to mitigate impacts to changes in the allocation model, particularly for jurisdictions below the average county median income levels;
· Revenue from any jurisdiction in excess of their costs should be used to offset the County’s General Fund (outside of the model) expenses;
· Work to ensure equity of service and animal care is provided across the County;
· Work to ensure all participating cities remain in the model; and 
· Actively engage the County and all 25 partner cities in the negotiations process.
ILA Contract Negotiations—Timeline

The Financial Sustainability Report identifies the following anticipated negotiation process milestones:
· January 20, 2016 – Initiate ILA contract negotiation discussions with cities, including the approach for reaching agreement on principles and strategies and establishing an agreed timeline. 
· September 1, 2016 - Agreement in principle by all parties.
· December 31, 2016 – Contract draft for parties CEOs to review/approve.
· February 15, 2017 – Formal notification of intent to contract.
· May 1, 2017 – Confirmation of intent to contract[footnoteRef:14]. [14:  For historical reference, Ordinance 17374 (authorizing the Executive to enter into the ILA for 2013-2015) was introduced and referred to committee on May 21st of 2012, where it received a Do Pass recommendation on June 26th, followed by full Council passage on July 9th.] 


INVITED

1. Norm Alberg, Director, Records and Licensing Services Division (RALS), Department of Executive Services (DES)
2. Gene Mueller, Manager, Regional Animal Services, RALS-DES
3. Sean Bouffiou, Finance Administrator, DES
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