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Government Accountability & Oversight Committee


REVISED STAFF REPORT
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	5
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	Date:
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On August 26, the Committee amended the motion to replace the RASKC 2014 Operational Strategic Plan dated March 2014 with a revised plan dated August 2014 that changes financial strategies to voluntary alternatives. The Committee approved the motion with a do-pass substitute recommendation.

SUBJECT

A MOTION accepting the Regional Animal Services 2014 Operational Strategic Plan and Technical Report in response to the 2013/2014 Biennial Budget Ordinance, Ordinance 17476, Section 99, Proviso P1; and authorizing the release of $500,000 currently held in reserve.

SUMMARY

The 2013-2014 adopted biennial budget (Ordinance 17476) contained a proviso directing the Executive to develop an operational strategic plan for Regional Animal Services of King County (RASKC) with medium and long-range strategies for achieving financial sustainability, and to submit a technical report. 

The proviso response, Proposed Motion 2014-0147, was transmitted in March 2014. One fiscal sustainability strategy RASKC identified in its proposed operational strategic plan was a mandatory rabies vaccination reporting concept. The proposal generated a negative reaction from members of the community, including veterinarians.  RASKC subsequently submitted a revised proviso response in August 2014 that changes the focus to alternative voluntary strategies.

The proviso response and technical report meet the requirements of the 2013-2014 budget proviso. The proposed amendment, which would replace the original operational plan with the revised operational plan that was prepared in August 2014, responds to concerns expressed to Councilmembers during the July 22, 2014, briefing on this issue to this committee.



BACKGROUND

Regional Animal Services

RASKC provides regional animal services (sheltering, control/field services and licensing services) for unincorporated King County and 25 contract cities via an interlocal agreement (ILA).  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 – ability to track animal public health issues regionally (like rabies) and handle multi-jurisdictional animal control cases;
· Animal welfare – reduce pressure on non-profit shelters, create regional capacity for emergency response and large volunteer groups, and avoid competition between jurisdictions for shelter space;
· Customer service – single point of contact for lost pets or citizen complaints, uniform pet licensing program that is easier to understand, and database management for better customer service, such as returning animals to owners; and
· Efficient services – regional spay-neuter program, economies of scale, and a consistent approach to animal care and control countywide.

Animal services costs are supported primarily by licensing revenue, payment by each jurisdiction for costs not covered by their licensing revenue, and a county general fund subsidy. There is also other income from enhanced services, donations, fees and fines.  These revenue sources are identified in Table 1 below.

Table 1.  Projected RASKC Revenue Sources for 2014
	City
	$2.5 million
	38%

	City pet licensing revenue
	$1.7 million
	

	City payment for services
	$814,000
	

	Unincorporated
	$1.6 million
	25%

	Unincorporated pet licensing revenue
	$825,000
	

	Unincorporated payment for services (General fund)
	$775,000
	

	General Fund Subsidy
	$1.8 million
	28%

	General fund direct contribution
	$869,000
	

	General fund monetary credits
	$987,000
	

	Other
	$584,000
	9%

	Enhanced services, donations, fees, fines
	$584,000
	

	Total
	$6.5 million
	100%




As can be seen in Table 1, more than a quarter of the program (28%) is subsidized by the County's general fund.  This subsidy is in addition to the amount the County pays for services in unincorporated King County. Table 1 also shows that the revenue generated by city pet licenses pays for two thirds of the animal services costs for the cities. 

Financial Sustainability

Financial sustainability has been a priority in the regional provision of animal services for some time. Presently, three-fourths of the participating jurisdictions must subsidize their costs of animal services because costs exceed program revenues. For King County, the costs are greatest because it also provides a general fund subsidy to support the program as a whole. Reducing reliance on the general fund is a priority for the County because the general fund supports critical county services, many of which are mandated. This leaves little money for programs which need to rely on the discretionary general fund because they lack dedicated funding sources.

The ILA states that “The Parties intend that the provision of Animal Services becomes significantly more financially sustainable over the initial three year term of this Agreement through the development of New Regional Revenue and the generation of additional Licensing Revenue.” 

Under the terms of the ILA, pet licensing revenues are credited to the jurisdiction in which they are generated as an offset against costs of animal services to that jurisdiction. Therefore, jurisdictions that have greater costs than the revenues they bring in directly benefit from any increased licensing revenues in their jurisdiction. Regionally, the system benefits indirectly through improved licensing rates and responsible pet ownership.

Increasing licensing revenues in the unincorporated area would directly benefit the general fund, as the general fund pays for the costs of the unincorporated area.  In addition, increasing revenues in the jurisdictions that are supported by general fund monetary credits would also decrease the need of those jurisdictions to rely on general fund support.  However, the amount of general fund support to those jurisdictions is fixed through the end of current ILA which is in 2015.

RASKC 2013-2014 Proviso Requirements

The 2013-2014 adopted budget (Ordinance 17476) contained a $500,000 proviso on RASKC’s $13 million biennial budget.  In essence, the proviso required RASKC to produce by March 31, 2014:

1) an operational strategic plan for fiscal sustainability, containing prioritized medium to long-range goals, performance targets, cost reduction strategies, revenue strategies, and annual reporting; and
2) a technical report analyzing factors affecting animal care and control costs and canvassing strategies.



The proviso states:

	Of this appropriation, $500,000 shall not be expended or encumbered until the executive transmits an operational strategic plan for regional animal services of King County ("RASKC") and a motion that accepts the operational strategic plan and the motion is passed by the council.  The motion shall reference the proviso's ordinance, ordinance section, proviso number and subject matter in both the title and body of the motion.
	The executive must file the operational strategic plan, including a technical report and motion required by this proviso by March 31, 2014, in the form of a paper original and an electronic copy with the clerk of the council, who shall retain the original and provide an electronic copy to all councilmembers, the council chief of staff and the lead staff for the government accountability, oversight and financial performance committee or its successor.
	The operational strategic plan shall further the goal of developing a sustainable program for regional animal services with sustainable funding resources, while preserving the county's commitment to maintain levels of animal care and control that will protect animal and human health and safety and, to the greatest degree practicable, prevent injury to property and cruelty to animal life.
	The operational strategic plan shall include, but not be limited to:  prioritized medium to long-range goals with priority outcomes, key performance measures, measurement targets and target dates for each goal; identification of medium and long-range cost reduction and revenue increasing strategies; and annual reporting to the council.
	The operational strategic plan shall be informed by:
	A.  The 2012 budget proviso responses;
	B. The report on nonparticipating jurisdiction animal services costs required by Ordinance 17374;
	C.  Recommendations of the joint city-county committee established by the animal services interlocal agreement authorized by Ordinance 17374;
	D.  A technical working group consisting of RASKC, executive and council staff.  The purpose of the technical work group shall be to consider research, reports and analyses to support development of the operational strategic plan; and
	E.  A technical report to be transmitted to the council by March 31, 2014, on at least the following issues:
	  1.  Analysis of the factors driving high animal care and control costs in the South animal district and unincorporated King County, including but not limited to societal, behavioral, geographic and demographic influences;
	  2.  Identification of the direct and indirect fiscal impacts of euthanasia, licensing, fees and fines on the regional system, including analysis of how these factors affect pet owner behavior;
	  3.  An analysis of societal and behavioral factors that reduce shelter usage and that increase pet licensing; and
	  4.  An analysis of efficiencies that could be or have been achieved in canvassing techniques and identification of alternative canvassing approaches that strategically enhance licensing rates in partner jurisdictions experiencing low licensing rates.
	The scope of the technical report is intended to be limited to the use of research tools and readily available demographic and socio-economic studies that may already be available in the public domain and that do not require RASKC to contract for or otherwise procure research tools, data, and consulting services.

ANALYSIS

Timeliness
The proviso response, including operational strategic plan and technical report, was due March 31, 2014.  The response was submitted in a timely manner on March 31. An updated report that was revised based on stakeholder feedback was submitted in August, 2014. 

Informed by Other Reports

The proviso required that the operational strategic plan be informed by the following: 
· 2012 budget proviso responses, including pet license violation revenue report and a report with a revised financial plan and cost recovery strategies (Ordinance 17232);
· A report on animal service costs of jurisdictions that do not participate in the regional animal services program (Ordinance 17374); 
· Recommendations of the joint city-county collaboration committee (Ordinance 17374, 2013 Revenue Work Plan); and
· The technical report required by 2013-2014 budget proviso.

RASKC’s proviso response included a statement that the above reports were considered in the development of the proviso response. Collectively, these reports highlight the fact that, for some time, RASKC has been struggling with the question of how to achieve financial sustainability. 

The 2013 revenue work plan of the joint city-county collaboration committee includes near-term, medium-term, and long-range revenue strategies. Because the current proviso response has common elements building on those strategies, the 2013 revenue work plan is attached to this staff report. 

Technical Report

The 2013-2014 proviso required a technical report examining four areas:

	  1.  Factors driving high animal care and control costs in the South animal district and unincorporated King County, including but not limited to societal, behavioral, geographic and demographic influences;

	  2.  Fiscal impacts of euthanasia, licensing, fees and fines on the regional system, including how these factors affect pet owner behavior;

	  3.  Societal and behavioral factors that reduce shelter usage and that increase pet licensing; and

	  4.  Efficiencies in canvassing techniques and identification of alternative canvassing approaches that can strategically enhance licensing rates in partner jurisdictions experiencing low licensing rates.

RASKC produced a 26-page technical report that presents a detailed consideration of each of the four areas. 

The cost allocation model allocates costs based on usage, weighted at 80% usage and 20% population. As a result, higher south end shelter usage results in higher south end costs. The report then analyzes what factors may contribute to the higher south end usage of the shelter.

Geography - One of the most obvious influences on shelter usage is the southern geographic location of the RASKC shelter, which is located in Kent. The County’s regional program benefits from the existence of private/non-profit animal sheltering programs in north and east King County accepting strays and relinquished animals.

Societal and Behavioral - The technical report also examines factors that contribute to shelter usage or pet surrender. Research indicates that communities with relatively high poverty rates tend to have higher shelter intake rates. Pet owners who consider their pets to be part of the family, and/or who regularly visit their veterinarian, are less likely to surrender their pet.  The report identifies the top reasons for surrendering pets, which includes factors such as moving, cost of pet care, inadequate facilities, or personal problems. 

Overall, there has been a decline in shelter intakes both locally and nationally. RASKC’s analysis notes that the decline is seen in both strays and owner-surrendered animals. RASKC speculates that increase in spay and neuter services and feral cat trap-neuter-return (TNR) efforts have contributed to the declining shelter population.  RASKC has also placed a greater emphasis in recent years on encouraging pet owners to consider alternatives to surrendering pets to the shelter. Another factor contributing to the decline in intakes is a decrease in the number of field officers, who pick up strays in the field.

Fees and Fines - The technical report also examines the contributions of non-pet licensing revenue – fees and fines. Fines account for only $70,000 to $100,000 in revenue out of $3 million in revenues collected for the program. RASKC observes that a significant percentage of monetary fines are never paid.

Alternative Revenue Strategies - Finally, the technical report reviews other revenue strategies, including successful online sales of pet licenses (which have almost tripled since 2008), pet license sales partners, canvassing refinements, direct mailings and amnesty promotion.

Understanding factors that affect shelter usage and exploring alternative revenue strategies can allow RASKC to attack financial sustainability from both ends – reducing costs as well as increasing revenues.  

Operational Strategic Plan Elements

The Operational Strategic Plan is organized around three primary goals:  1) financial sustainability, 2) service excellence and 3) regional leadership. The inter-relationship of these three concepts in achieving sustainability is depicted in the diagram below (p.7 of the Plan).  Specifically:
1) Financial sustainability – is achieved via increasing program revenues and controlling program costs.
2) Service excellence – is achieved by having reduced shelter days while maintaining low euthanasia rates.
3) Regional leadership – promotes sustainability by leveraging partnerships.


[image: ]


The financial sustainability component was the subject of a great deal of stakeholder commentary and public discussion, particularly from the veterinary community, due to a possible strategy of requiring rabies vaccination reporting as a means of identifying the population of pet owners who should be licensing their pets (and thereby providing pet licensing revenue to support countywide animal-related services). 

RASKC developed a revised Operational Strategic Plan in August 2014 that responded to negative feedback about this reporting requirement. The revised plan states that, “RASKC plans on proposing additional market driven (voluntary) mechanisms in the Fall of 2014.” RASKC further states that it would turn to discussion of alternative approaches if the results of a voluntary program do not show improvement in the incidence of pet licensing. In communications with Council staff, RASKC confirmed its intention to pursue only voluntary-based strategies, and that mandatory rabies vaccination reporting is no longer being considered.

The other two prongs of the sustainability strategy, service excellence and regional leadership, are also addressed in the Operational Strategic Plan. In terms of service excellence, the Plan states, “Prevention, demonstrated by program efforts to educate, train, and otherwise enable current and prospective pet owners to employ tools and techniques that facilitate pet retention, are essential to achieving Service Excellence over the long term.” 

In regards to regional leadership, the Plan provides examples where it has expanded partnerships with public and private animal service organizations to increase adoptions, increase animal retention, and facilitate access to spay and neuter services.

Medium and Long-Range Goals, Measures, Targets, Strategies and Annual Reporting

The proviso requires that the Operational Strategic Plan include:

prioritized medium to long-range goals with priority outcomes, key performance measures, measurement targets and target dates for each goal; identification of medium and long-range cost reduction and revenue increasing strategies; and annual reporting to the council.

The Plan meets these requirements by identifying specific targets for certain activities. For example, web-based enhancements has a target goal of increasing web-based donations by 10 percent by the end of 2014, updating accessibility and developing a web improvement plan by 2015, and implementing the web improvement plan in 2016-2020. Of note, as this example shows, some targets involve the development of a target, as opposed to having a specific target identified. While the stated targets meet the requirements of the proviso, the Plan would be better served in some cases by having more specific measures, ideally tied to lessons learned from the Technical Report.

It is also important for RASKC to keep an eye on the three primary goals driving its sustainability plan. Toward this end, RASKC has effectively organized its targets around the three goal areas. RASKC could take better advantage of that excellent framework by tying the narrative discussion of each goal more closely to the proposed targets and measures identified within each of the three sections of the Plan.

Annual Report - RASKC states that it will provide an annual narrative update to the progress achieved in its Operational Strategic Plan. This meets the required element of the proviso, although the details of how that annual update will occur are yet to be determined.
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RASKC has and will continue to focus its efforts on increasing revenues, controlling costs, providing excellent
services and building regional partnerships - as key to moving towards sustainability. As such, RASKC has
organized the 2014 Operational Strategic Plan around three primary goals;

> Financial Sustainability;
> Service Excellence;
> Regional Leadership.

INANCIAL SUSTAINABILITY

Increase program revenues:
Increase pet licensing sales
Cost effective marketing program;
Optimize mailing program

Continuous

Improvement SERVICE EXCELLENCE

Enhanced

High Success Shelter
web services

Maintain live release rate
Maintain low euthanasia rate
Reduced shelter days

Control program costs
Market competition

SUSTAINABIKITY
NGO Partnering

Field response time

Volunteers Program

igh quality care

REGIONAL LEADERSHIP

City partnerships

Expand regional partnerships

As the Venn diagram above depicts, there are logical and interdependent overlaps of the objectives which
support the three goals.

To minimize duplicating objectives across the three strategic goals, we have organized each objective and actions
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