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SUBJECT

A briefing on the Regional Animal Services of King County (RASKC) 2013-2014 budget proviso. 

SUMMARY

Regional Animal Services of King County (RASKC) provides animal shelter, field and licensing services in unincorporated King County and to 25 contract cities.  These services protect public health and safety and promote animal welfare.  Providing such services on a regional basis allows for regional coordination of public and animal health issues and the ability to take advantage of economies of scale.

The County's general fund provides about $1.8 million of subsidy to the regional animal services program annually, or about a quarter of the program's $6.5 million cost.  The 2013-0214 adopted biennial budget for RASKC contained a proviso requesting the Executive to develop an operational strategic plan to identify medium and long-range cost reduction and revenue increasing strategies, with the goal of developing sustainable funding resources.  

When revenues increase in a city, it offsets that city's costs for the program.  Thus, increased revenue has immediate benefit to the cities in which the revenue increase occurs.  In the long-run, the entire system has greater financial sustainability and the need for a general fund subsidy will ideally be reduced when contracts are renegotiated in 2016.

This staff report provides an overview of the proviso and its timelines.  Animal services staff have prepared a presentation on where animal services is today and the status of work on the proviso. 


BACKGROUND

RASKC Proviso

The 2013-0214 adopted biennial budget for RASKC (Ordinance 17476) contained a proviso requesting the Executive to develop an operational strategic plan to identify medium and long-range cost reduction and revenue increasing strategies, with the goal of developing sustainable funding resources.  

In order to understand the funding pressures on the regional animal services program, this staff report first presents a brief history of King County animal services and its revenue streams.  It then summarizes the contents of the proviso.  RASKC staff have prepared a presentation on the current status of that proviso.

History of King County Regional Animal Services

For many years the Council has been engaged in efforts to improve the provision of humane animal care (e.g., Ordinance 15801, Motion 12521, and Motion 12600).  In 2010, with County costs to provide animal services rising, the Council directed the Executive to study alternatives for providing animal services (Motion 13092). 

A regional model has been in place via an interlocal agreement (ILA) with contract cities since mid-2010.  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.

In July 2012, the Council authorized the Executive to enter into a new three-year ILA with services going into effect January 1, 2013 and running through December 31, 2015 (Ordinance 17374).  There are 25 participating cities plus unincorporated King County.  The cost allocation is based on 80 percent usage and 20 percent population.  The county contributes monetary credits to some jurisdictions to help offset cost impacts of the model.  The credit amounts are fixed in the ILA through December 31, 2015.




Funding for the Animal Services Model

The 2013-2014 adopted biennial budget for RASKC was $13 million.  This was a five percent reduction compared to the previous two years' budgets, and included the elimination of five FTEs.  Two of the position reductions were a result of decreased pet licensing application processing workload caused by implementing the permanent pet licensing tag program.  Three positions were eliminated in the animal adoption center, including two position reductions from adjusting for the departure of the City of Auburn from the regional model and one general position reduction due to decreased shelter intakes.  

Animal services costs are supported by licensing revenue, payment by each jurisdiction for costs not covered by their licensing revenue, a county general fund subsidy, and 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, over 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.  

Revenues

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.”  


Licensing

Pet licensing is the main source of revenue support for RASKC besides the General Fund.  Under the terms of the ILA, pet licensing revenues are credited to the jurisdiction in which they are generated as an offset against costs otherwise payable to the County for control, shelter and licensing services. Therefore, jurisdictions which have greater costs than the revenues they bring in directly benefit from any increased licensing revenues in their jurisdiction.[footnoteRef:1]  Regionally, the system would benefit indirectly through improved licensing rates and responsible pet ownership. [1:  If a City receives licensing revenues that are greater than its costs, the extra revenue is distributed amongst the system partners.  A third of that extra revenue would go to the General Fund, because the County’s unincorporated area service costs comprise a third of the system.  However, presently, only seven Cities generate excess revenue, totaling $22,000.  
] 


Increasing 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, as noted above, the amount of general fund support to those jurisdictions is fixed through the end of 2015.

Regional Marketing Campaigns

Revenues which result from regional marketing campaigns, and new foundation, grant, donation and entrepreneurial activities, are applied 50 percent to allocable program costs and 50 percent to other costs, the first priority of which is reduction of the General Fund contribution.  Regional strategies may provide creative opportunities for revenue expansion beyond seeking to increase pet licensing rates.

Cost Reduction

King County and its partners could also benefit from targeting strategies locally.  For instance, as a long-term strategy, reducing heavy users’ usage of animal services would keep costs down for the user jurisdiction, reduce RASKC operating expenses, and, when the ILA is up for extension in 2015, could result in less need for shelter credits, which are paid by the General Fund.  Strategies geared toward improving jurisdictions with heavy service levels would focus resources on areas with the greatest potential for monetary impacts on the model and the General Fund.

RASKC 2013-2014 PROVISO

The 2013-2014 adopted budget (Ordinance 17476) contains a $500,000 proviso on the biennial RASKC budget.  The full text of the proviso can be found in Attachment 1 to this staff report.

The proviso requires RASKC to produce an operational strategic plan informed by a technical report, with the plan and report due March 31, 2014.

Goal - The goal of the operational strategic plan is to develop a sustainable program for regional animal services with sustainable funding resources, while preserving the county's commitment to protection of animal and human health and safety, and preventing injury to property and cruelty to animal life.

Elements – The operational strategic plan is to include prioritized medium- to long-range goals with prioritized outcomes, performance measures and targets, and medium- to long-range cost reduction and revenue generating strategies.  The plan is expected to incorporate annual reporting to the Council on progress.

Technical Working Group – To assist with the creation of the operational strategic plan, the proviso calls for a technical working group consisting of staff from RASKC, the Executive and the Council.  The group will consider research, reports and analyses to support development of the operational strategic plan.

Technical Report – The proviso also calls for a technical report to inform the development of the operational strategic plan.  The technical report will include an analysis of factors that affect costs and revenues in the regional model, including examining the following:
· factors that affect high animal care and control costs in the South animal district and unincorporated King County,
· fiscal effects of pet euthanasia, licensing, fees and fines,
· societal and behavioral factors that may reduce shelter usage or increase pet licensing, and
· the efficacy of canvassing techniques.

RASKC staff will present a current status report on the RASKC proviso and the planned steps for meeting the March 31, 2014 deadline.  The PowerPoint for this presentation is attached as Attachment 2 to this staff report.

ATTACHMENTS

1. 2013-2014 RASKC budget proviso
2. RASKC Council Proviso PowerPoint
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