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Consult Team 

Team Shelter USA, LLC is a national consulting firm helping municipal and private animal shelters reach 
their full potential. Founder, veterinarian, and animal welfare strategist, Dr. Sara Pizano has helped more 
than 115 shelters in 24 states, including Texas, improve all systems involving effective public policy, field 
services and municipal contracts, community safety net programs, population management, and live 
outcome programs. Dr. Pizano created the consult program for Target Zero, that was used as the basis of 
the 2019 Pawsitive Outcome Plan by the San Marcos Regional Animal Shelter. She is the author of The 
Best Practice Playbook for Animal Shelters, part of the Open Door Veterinary Collective team, a courtesy 
faculty member at the University of Florida, Maddie’s Shelter Medicine Program, and part of the Maddie’s 
Million Pet Challenge team. Dr. Pizano is a sought-after consultant and speaker, both nationally and 
internationally. To learn more about Team Shelter USA, please visit: https://www.teamshelterusa.com/. 

 
In their 43 years as a firm, Animal Arts has established a national reputation for designing award-winning 
animal care facilities. Creating environments that reduce stress, promote healing, and enhance well-being 
to increase adoptions, and improve the lives of animals is the primary focus of their process. The 
importance of the human/animal bond influences all of their designs, creating spaces that also work for 
shelter staff and visitors. Their goal is to constantly learn and adapt their work to the latest knowledge in 
animal care and behavior. Their more than 1,400 successful projects include assistance dog campuses, 
daycare facilities, veterinary hospitals, and numerous animal shelters across the nation and beyond. To 
learn more about Animal Arts, please visit: https://www.animalarts.com/.  
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

https://www.teamshelterusa.com/
https://www.animalarts.com/
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1  Executive Summary 

The purpose of the RFP (2022‐P02 Consulting Services: Animal Shelter and Animal Services Feasibility 

Study) is for the consultants to propose an appropriate animal welfare system in Hays County in light 

of the potential growth the region is experiencing. Both the city of San Marcos and Hays County 

leadership have indicated thus far that they are not interested in a joint expansion of the current 

facility or another capital project, so recommendations focus on a new Hays County campus. 

Interlocal Cooperative Agreements with the cities of Kyle and Buda will depend on negotiations with 

those municipal entities. 

Hays County leadership has a unique opportunity to create a state-of-the-art social services campus 
serving both people and pets in need that can serve as a model animal welfare system in the U.S. 
Recommendations in this feasibility study are based on and in line with all reputable animal welfare 
organizations including the National Animal Control Association, Maddie’s Million Pet Challenge Team 
(Team Shelter USA, Open Door Veterinary Collective, Koret Shelter Medicine Program at the University of 
California, Davis, and Maddie’s Shelter Medicine Program at the University of Florida), Fear Free 
Sheltering, the Association of Animal Welfare Advancement, Alley Cat Allies, Best Friends Animal Society, 
the ASPCA, American Pets Alive! and the Humane Society of the United States.   

In addition, both Team Shelter USA and Animal Arts have been involved with and contributed to Human 
Animal Support Services (HASS) since its formation, which is a movement that started in the spring of 2020 
to help modernize the animal welfare industry, thereby helping both pets and people in more efficient 
and compassionate ways.  

On April 27th, 2022, Heather Lewis, and Teresa Adams of Animal Arts, along with Dr. Sara Pizano from 
Team Shelter USA hosted a Needs Assessment Workshop with leaders from Hays County and the San 
Marcos Regional Animal Shelter (SMRAS) to evaluate the existing shelter facility and operations along with 
making recommendations regarding a new facility with updated operational standards to serve Hays 
County into the future.  

The following report documents an analysis of the existing facility, recommendations for improvements 
and capital estimates for a new Hays County Pet Resource Center. Operational guidelines relating to public 
policy and programming for SMRAS and a new facility along with associated staffing and budgetary needs 
are also provided. These estimates are made with the understanding that variables such as public-private 
partnerships and services provided by other animal welfare organizations in the future can make a positive 
or negative budgetary impact. Numbers provided for the Hays County operation assume a seven-day-a-
week operation.  

Hays County leadership should decide before the design and build of a new campus if the operation will 
be outsourced. If an independent non-profit will be sought via an RFP process, it would be ideal to have 
that organization be part of the development and design of the campus and services.  

On April 28th, 2022, Dr. Pizano provided an online presentation with an overview of current industry Best 
Practice standards and general recommendations for the newly proposed Hays County Pet Resource 
Center campus (https://youtu.be/yljXuZdCI84). On June 21, 2022, both Dr. Pizano and Heather Lewis will 
present a summary of recommendations for the Hays County Court and Dr. Pizano was invited to speak 
at the Kyle city council meeting the evening of June 21, 2022 regarding ordinance revision 
recommendations. 
 

https://youtu.be/yljXuZdCI84
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Recommendations should be considered an addendum to The Best Practice Playbook for Animal Shelters 
(playbook), written by Dr. Sara Pizano that includes general design recommendations by Heather Lewis 
from Animal Arts, that was provided to all municipal leaders and shelter staff. The following principles 
should help inform all decisions: 
 

Principles for Design 
 
The traditional role of a municipality is to provide for public and animal safety but a compassionate, 

lifesaving system is non-negotiable in our society today.  

 

There are far-reaching, positive economic effects of an animal welfare system that address the needs 

of pets and people that include mental and physical health benefits for both. 

 

A shelter facility should be the last option for pets when all other alternatives for placement have been 

exhausted. 

 

Most pet owners deeply love and care for their pets, but many have access to care limitations. 

 

Research indicates that most pets entering shelters are from socioeconomically disadvantaged pet 

owners in underserved communities and proactive programs can dramatically reduce the number of 

pets entering the shelter.  

 

Proactive program design that dramatically reduces shelter intake informs the right-size, scope, and 

financial investment of a future facility and is more important than considering the population growth 

in a community. 

 

A community-foster-based animal welfare system is far preferable than the traditional shelter-centric 

system as time in a shelter yields negative consequences such as increased costs of care, overcrowding, 

increased staffing, and facility needs, higher rates of preventable infectious disease, reduced lifesaving 

potential and therefore waste of both private and public resources.  

 

Current and emerging research, trends, and examples of successful programs should replace judgment, 

bias, and antiquated opinions about pet owners that are not based on data when designing programs.  

 

Implementing an animal welfare system based in Best Practices yields the most responsible and 

effective use of all resources.  
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New Facility Estimates 

Below are relevant estimates for the new facility to serve the future of Hays County. The new Pet Resource 
Center will provide a healthy and functional environment for animals, staff, volunteers, and visitors and 
will allow Hays County to expand programs to better serve the community.  

● Recommended Square Footage 

○ 17,749 SF  Pet Resource Center Interior 

○ 5,950 SF  Pet Resource Center Exterior Covered 

○ 4,063 SF  Open Door model access to veterinary care clinic (building includes high 

volume spay/neuter) 

● Recommended Animal Holding Capacity including Adoption and Holding, but not including 

Medical Housing 

○ 58  Canines 

○ 47  Felines 

● Recommended Budget 

○ $17,901,861  Total Hard Costs 

○ $  5,460,067 Probable Soft Costs 

Total Budget of $23,361,928 in 2022 Dollars*** 

*** Note: Based on the project timeframe, 6% per year escalation should be added. Please see the full 
Budget discussion in Section 10 of this report for details on these budget numbers. 
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2  Methods 
 
Prior to the onsite visit the week of April 25, 2022, research was done that included the review of the 
Texas State Statutes pertaining to animals, local municipal ordinances, demographics and population 
density, county geography, shelter statistics from SMRAS, field statistics, general budget numbers, and 
social media. A number of fact-finding meetings were also held with municipal leadership from Hays 
County, San Marcos, Kyle and Buda, stakeholders, and other area animal welfare organizations.  
 
Key information and data about the number of service calls municipality-wide and the number of animals 
entering all shelters in Hays County were pertinent in the development of recommendations for a future 
Pet Resource Center campus. Therefore, during the week of the onsite visit, consultants met with Hays 
County leadership, city leadership, and field teams from each municipality including the Hays County 
Sheriff’s Office, toured the local non-profit shelters, and met with the SMRAS leadership and staff (groups 
and individuals in key positions). Time was spent learning about SMRAS current policies, Interlocal 
Cooperative Agreements, and the operation, as well as the challenges pertaining to the existing facility. 
This was key in understanding the potential for proactive programs, revisions in public policy and current 
policies to decrease the need for shelter intakes, and provide appropriate projections for the future.  
 
While there were many positive attributes and great lifesaving progress at SMRAS since the 2019 
Pawsitive Outcome Plan, this report will focus on recommendations for improvement in the spirit of 
ensuring there is a right-sized shelter and campus designed for unincorporated Hays County residents. 
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3  Statistical Trends 
 
When determining the needs for, and size of a new animal shelter, shelter and field data and trends must 
be analyzed. Strategies can then be developed to improve outcomes and achieve set goals.  

There has been a steady increase in intake over the past several years at SMRAS, in particular for cats. As 
shown in the next few graphs, most of the intake is made up of felines and adult dogs. This is contrary to 
industry trends that show shelter intake of both dogs and cats in the U.S. has continued to decline, even 
since 2019 and the start of the pandemic ( https://www.petpoint.com/Industry_Data). This supports the 
fact that program designs need to be adjusted at SMRAS. In addition to only utilizing shelter space for pets 
with no other options or who are part of an enforcement case, the length of stay in the shelter is the most 
crucial Key Performance Indicator to track. That is because more animals can be housed humanely when 
there is a short length of stay versus housing fewer pets with excessive lengths of stay.  

 

 

Figure 3.1: SMRAS has had an increase in feline intake of 449 cats from FY 2020 to FY 2021. 
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Figure 3.2: Compares the total dog and cat intake at the SMRAS for the fiscal year of 2021 separated by 
jurisdiction. A total intake of 54% originated from the City of San Marcos, whereas 31% originated from 
the unincorporated areas of Hays County, which has been fairly consistent year after year. 

 

 

Figure 3.3: Shows the comparison of intake with adult dogs and kittens under a year of age making up 
approximately twice the intake of puppies under a year of age and adult cats. Proactive reunification, 
safety net, and targeted spay/neuter programs can dramatically reduce the intake number for both. 

54%

3%

12%

31%

TOTAL DOG/CAT INTAKE FY 2021

COSM Buda Kyle Hays CO (unincorporated)

0

200

400

600

800

1,000

1,200

1,400

1,600

Dogs (>1 yr) Puppies (<1 yr) Cats (> 1 yr) Kittens (<1 yr)

LIVE INTAKES FY 2021



10 

 

 

Figure 3.4: Compares the intake of felines between the municipalities with the City of San Marcos 
(COSM) and unincorporated Hays County responsible for the majority.  

 

 

Figure 3.5: The return-to-owner rate of cats entering the shelter as stray at 3% is in line with the national 
average, which means a stray hold fails to achieve the intended goal 97% of the time 
(https://www.americanhumane.org/blog/every-day-is-tag-day-is-your-pet-protected/#:~:text=Each year, 
approximately 10 million,are reunited with their owners). 
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Figure 3.6: Compares the intake of canines between the municipalities with the City of San Marcos 
(COSM) and unincorporated Hays County responsible for the majority.  

 

 

Figure 3.7: The return-to-owner rate of stray dogs entering the shelter is 34%, above the national 
average of 15-22%  (https://www.americanhumane.org/blog/every-day-is-tag-day-is-your-pet-
protected/#:~:text=Each year, approximately 10 million,are reunited with their owners and 
aspcapro.org).  
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4  Demographics 
 

Population growth trends are important to analyze when considering the location of a future Pet 
Resource Center because these trends imply where services are needed and at what scale. Hays 
County has experienced a 53 percent growth in population between 2010-2020, bringing the 
population to more than 255,000 people today. This growth has occurred in three primary areas: 
the cities of Buda, Kyle, and San Marcos. Currently, the SMRAS which services all of Hays County 
is located along the I-35 in San Marcos. 
 

 
 
Figure 4.1: Outline of Hays County, Texas and the location of San Marcos Regional Animal Shelter. 
 
As Hays County reaches its forecasted growth rate of 267 percent between 2015 and 2045, the population 
is expected to cluster around the I-35 corridor in the towns of Buda, Kyle, and San Marcos. Most of the 
county’s density is located in the City of San Marcos (COSM).  
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Figure 4.2: Outlines Hays County, Texas and the cities of San Marcos, Kyle, and Buda with their respective 
population represented in relative opacity. 

 

Human Population Statistics 
 

 City of Buda City of Kyle City of San Marcos Hays County 

2010 7,295 28,016 44,894 157,107 

2020 15,108 45,697 67,553 241,067 

 % Increase 107% 63% 34% 53% 

2022 NA NA NA 347,056 

Figure 4.3: Depicts the growth rate reflected in the number of people.  

Looking at the future land use of these three towns, Kyle has the most potential for population growth as 
the majority of its land is designated for single-family residential uses, with some areas for apartments, 
manufactured housing, and multifamily residential uses. San Marcos’ future land use is planned to be 
mostly commercial with the next common land uses listed as open space, and industrial. Buda’s future 
land use concentrates commercial uses along I-35, industrial uses to the southeast, growth to the east, 
and “green” growth to the west to preserve land. 
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As the 26 miles north of San Marcos towards Austin fill in with commercial projects alongside I-35 and 
residential use to the northwest, the location of a future facility should reflect this pattern of growth to 
best serve the community. 
 

Income and Poverty Statistics 
 

 City of Buda City of Kyle City of San Marcos Hays County 

Median Household 
Income 

$84,074 $55,660 $42,030 $68,724 

Poverty Rate 4.4% 12.7% 28.9% 9.7% 

Figure 4.4: Compares the median household income and poverty rate comparisons between 
municipalities.  

Poverty rates illustrate which areas of the community potentially need more support than others, which 
informs the location of a new community-serving facility. As the above graph shows, the COSM has the 
highest rate of poverty with Kyle following, and having a higher rate than Hays County overall. This chart 
implies that the shelter should be easily accessible from San Marcos and Kyle. A heat map of intake (canine 
versus feline) from unincorporated areas of Hays County was not available during the study but will also 
be a valuable tool to identify areas of high intake which will likely be near the COSM.  
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5  Current Shelter and Animal Welfare Services in Hays County 
 

 Shelter Intake 
(2021) 

Formal 
Safety Net 

Field Services Subsidized Public 
Spay/Neuter 2021 

Subsidized Community 
Cat Spay/Neuter 

# Per Year 
(2021) 

Hays County Contract with 
COSM 

No Yes No No 0 

City of San 
Marcos 

4,059 Minimal Yes No No 0 

Kyle Contract with 
COSM 

No Yes No No 0 

Buda Contract with 
COSM 

No Yes Yes No Minimal 

PAWS Yes, 2 locations, 
Dripping Springs 
and Kyle 
combined take of 
~1,700 pets a 
year 

No No No Yes, in Dripping Springs 
since May 2021 

0 

PALS 
Prevent a 

Litter 

No No No  Yes, 5 days a 
month  

Yes, twice a month  ~2,000 
combined 

Thundering 
Paws 

~200 pets a year No No No Yes <50 

 
Figure: 5.1: Outlines several of the current services available in Hays County in calendar year 2021. 
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6  Operational Recommendations 
 

Responsible Public Policy 
 

Public policy is the framework by which all public and private non-profit animal shelters operate. These 
policies are crucial as providing for access to care, alternatives to shelter intake, and achieving a short 
length of stay in the shelter can be compromised and even crippled by outdated public policy. This leads 
to inefficient processes and an enormous waste of resources that are not in line with the goals of 
municipalities. Municipalities are tasked with providing public and animal safety but unfortunately 
community enforcement and sheltering services have evolved over the years to include many processes 
that accomplish neither. 
 

Many state statutes, including Texas, lag years behind Best Practice recommendations and industry 
standards in animal welfare and are extremely time consuming and difficult to update. Local ordinance 
revisions are much simpler. They can be more stringent but not laxer than state statutes, so all 
recommendations in this feasibility report respect that legal hierarchy and are made for local ordinances 
in Hays County and the cities of San Marcos, Kyle, and Buda.  
 

Ordinance revision recommendations have been discussed with county leaders and counsel, as well as 
city leadership from San Marcos, Kyle, and Buda and all are encouraged to move forward with revisions 
without delay as these changes are independent of decisions around a capital project. Having said that, 
responsible, appropriate public policy and effective programming must be in place or in progress as it 
directly affects the size and scope of the capital project. The delta in intake for Hays County could mean 
the difference between 1,000 or 4,000 animals entering the shelter per year. The shelter intake bias must 
be replaced with trust in and collaboration with pet owners in need, the community, and the emphasis 
on access to care and safety net services that are discussed throughout this study. As stated, the animal 
welfare industry is transitioning to a community-foster-centric model as opposed to the traditional shelter 
intake model.  
 

Basic Recommendations for Local Ordinances 
 

Recommendations to Include Reason 

Requirement for all entities utilizing shelter 
services to abide by the same ordinances in line 
with Best Practices 

Ordinances in line with Best Practices are 
universal. Variations in ordinances within a 
community create unnecessary inefficiencies. 

Anti-tethering Tethering dogs as a means of housing/restraint is 
considered inhumane. 

Sterilization if dog designated dangerous Sterilized pets are less likely to roam to find a 
mate. Testosterone is linked to aggression and 
levels lowered when neutered. Nursing mothers 
are more likely to protect their pups. 

Provision for community cats (exclude from leash 
law) 

It is a societal norm for cats to have access to the 
outdoors or live exclusively outdoors. 

Guidelines for feeding community cats and 
decreasing risk to wildlife 

Community cats should be fed at regular times, in 
containers that are removed after cats eat and in 
areas least likely to attract or interfere with 
wildlife. 
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Define community cat Any unowned, free roaming cat that may be 
cared for by one or more residents of the 
immediate area who is/are known or unknown; a 
community cat may or may not be feral. 
Community cats that are ear tipped are sterilized 
and have received at least one vaccination 
against rabies. Community cats are exempt from 
any licensing, stray, abandonment and at-large 
provisions directed towards owned animals. A 
community cat may also be defined as a cat 
‘found’ outside that is brought to an animal 
shelter and not yet sterilized/ear tipped. 

Define community cat caregiver A person who provides care, including food, 
shelter or medical care to a community cat, while 
not being considered the owner, custodian, 
harborer, controller or keeper of a community cat 
or to have care or charge of a community cat. 
Caregivers must make every effort to minimize 
the impact on local wildlife, feed the proper 
quantity of food for the number of cats in 
appropriate food containers, discard food 
containers daily and feed only on their property 
or with the permission of another landowner 
(city, state, or federal public property). 
Community cat caregivers shall not be deemed to 
own, have custody, care or control of community 
cats. Community cat caregivers may redeem 
community cats from the shelter without proof of 
ownership and are exempt from any charges 
and/or fees. 

Exclude Return-to-Field program from 
abandonment clause 

The intent of an abandonment clause is to protect 
pets from being left in an unfamiliar place. A 
Return-to-Field program involves returning 
community cats to their home location where 
they were already cared for. 

Housing bite quarantine only if owner unknown 
(pending dangerous dog investigation is at the 
discretion of the director) 

Shelter space should be reserved for stray pets 
with no other options or part of an enforcement 
case. Owners of pets in need of quarantine from a 
single incidence should be responsible for the 
quarantine arrangements. 

Three-day stray hold for dogs over five months to 
live outcome 

Most stray dogs are reclaimed by their owners 
within the first three days and LOS leads to 
negative consequences. Nationally only 20% of 
stray dogs are reclaimed through a shelter. 

No stray hold for kittens and puppies under five 
months to live outcome 

Kittens and puppies are at high risk of contracting 
an infectious disease at the shelter and are not 
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part of the reunification pool. LOS leads to 
negative consequences. 

No stray hold for cats over five months to live 
outcome 

Nationally less than 5% of stray cats are 
reclaimed through a shelter. Studies show that 
cats are seven to 13 times more likely to find their 
way home from the street or find another home 
when compared to a shelter (Ref Lord and Owen). 
Trap and euthanize is ineffective at decreasing 
community cat numbers.  LOS leads to negative 
consequences. 

Foster during stray hold Overall, most of the shelter population will not be 
reclaimed. LOS leads to negative consequences. 

Cap on adoption fees Low adoption fees correlated with lower LOS. 

Provision to waive adoption fee Fee waived adoptions correlate to LOS. Fees do 
not correlate to responsible pet ownership or 
human-animal bond. 

Financial incentive for services with reclaim 
(spay/neuter, rabies vaccination and microchip) 

Fees, fines, and citations prior to reclaim for a 
stray at large and not part of an enforcement 
case is a barrier to reclaim. Offering incentive for 
services is beneficial for pet, owner, shelter, and 
field services and provides sustainable resolution. 

Allowance for spay/neuter agreement If pre-adoption spay/neuter not possible, LOS 
leads to negative consequences. 

 

Recommendations to Exclude Reason 

Memorandum of Understanding or contracts 
with shelters not linked to number of animals 
admitted 

Shelter space should be reserved for public and 
animal safety cases and pets with no alternatives. 

Field Officers do not convenience transport 
owner surrenders or healthy community cats for 
the purpose of shelter intake 

Field Officers should focus on public and animal 
safety and proactive community programs. 

Breed Specific Legislation No evidence that physical characteristics are 
linked to aggression. 

Pet Limits Not correlated to responsible pet ownership or 
hoarding risk. 

Regulation of community cat colonies or 
caregivers 

Does not promote partnership efforts with 
caregivers and feeders, positions animal control 
entity as the enemy. Resources wasted with no 
positive outcome. 

Mandatory spay/neuter for the general 
public, AVMA and ASPCA agree 

No evidence that mandatory spay/neuter linked 
to decreasing shelter intake, creates a punitive 
action with no resolution, risk of increasing 
shelter intake.  (AVMA and ASPCApro.org) 

 
Figure: 6.1: This chart outlines key topics that should be included in a local ordinance, as well as topics 
that should not be included (Source: The Best Practice Playbook for Animal Shelters). 
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Summary of Ordinance Revision Recommendations for Hays County and Municipalities 
 

 
Recommendation 

 

 
Hays County 

 
San Marcos 

 
Kyle 

 
Buda 

Update definition of ‘shelter’ from Texas State 
Statute. 

X X X X 

Update definition of ‘tethering’ from Texas State 
Statute. 

X X X X 

Add requirement for municipalities using the SMRAS 
to abide by San Marcos ordinance pertaining to 
animals that includes discontinuing to accept healthy 
community cats unless they are part of an 
enforcement case or admitted for SNR/TNR and 
return to home location the following day. 

   
 
 
 X 

  

Define or update community cat and associated 
verbiage. 

X  X X 

Define or update community cat management and 
programming. 

X X X X 

Remove requirement to register cat colonies.  Sect. 6.017   

Exempt community cats from stray hold period. X Sect. 6.030 X  

Replace the word ‘destruction’ with ‘euthanasia.’     

Replace the word ‘destroyed’ with ‘euthanasia.’ Sect. 8.1    

Allow for foster finder program. Sect. 13.3 Sect. 6.031   

Delete requirements for foster program since no 
shelter. 

X    

Update reasons for euthanasia.  Sect. 6.031   

Eliminate pet limits that do not correlate to 
responsible pet ownership or prevent hoarding and 
animal care requirements/nuisance already 
addressed in code.  

  
 

X 

 
Sect. 5-80 

 

Add financial incentive for an owner reclaiming their 
dog to spay/neuter/rabies/vaccinate/license, and 
microchip in lieu of fees and fines. 

 
X 

 
Sect. 6.030 

 
Sect. 5-104 

 
X 

Eliminate adoption fee from ordinance and allow 
shelter leadership to set the fee or do fee waived 
adoption. 

  
Sect. 6.031 

  

Allow for spay/neuter release agreement as 
appropriate. 

 Sect. 6.031   

Eliminate requirement for an owner whose pet is in 
heat to spay/neuter and instead provide referral for 
access to surgery.  

   
Sect. 5-111 

 

 
Figure 6.2: Summary of ordinance revision recommendations for all municipalities (See Attachments 1-4 
redline documents for Hays County, COSM, Kyle, and Buda for further details).  
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Recommendations for the San Marcos Regional Animal Shelter 

- Update the COSM ordinance and require that municipalities with Interlocal Cooperative 

Agreements abide by the San Marcos ordinance as a condition of utilizing the shelter. 

- Since an estimated 33 to 50 percent of the time a dog at large is not located by an Animal 

Protection Officer (APO), consider developing the foster finder program so the dog stays in his 

own neighborhood where he is more likely to be reunited with his owner (see Impactful 

Community Programming and the Link to Social Services). 

- Assign a community cat coordinator to assist constituents and discontinue accepting healthy, 

community free roaming cats from the public or any field team unless it is for 

spay/neuter/rabies vaccination/ear tip day two and return to their original home location day 

three or part of a true enforcement case (see Community Cat Management). 

 

Comparison of Animal Control and Services 
 

There are no current benchmarks or industry standards for appropriate animal control budgets due to 
variables in state statutes, local ordinances, partnership types, services offered, lifesaving commitment, 
public-private partnerships and collaborations, use of volunteers, etc.  As per information gathered by 
Best Friends Animal Society staff, the range is $3 to $27 per capita with the average in Texas at $10.50 per 
capita. Likewise, there are currently no model public shelter budgets, but consultants met with two 
national organizations working on these recommendations, Best Friends Animal Society and the Human 
Animal Support Services (based in Texas), and they are consistent with the proposed allocations. 
Additional recommendations will be available within the next six months and shared with Hays County 
leadership when ready. 
 

The following information about other organizations is not an endorsement of the operation or budget 
but rather satisfying the RFP request to provide comparisons with other demographically similar 
communities, in Texas where possible. Texas shelters in the chart below, are underfunded by the 
municipalities in the opinion of the consultants and no non-profit organizations were found in Texas that 
provided both sheltering and field services. As per the Texas Animal Control Association, many 
municipalities request information about finding a non-profit to operate their shelter but it can be 
assumed that none are identified since the compensation for services offered does not cover the realistic 
expenses. Recommendations for staffing field services, job duties, and community-based field programs 
is discussed in Proposed Pet Resource Center, Open Door Clinic, and Field Services Table of Organization.  
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Shelter Comparison 

Name & 
Location 

Population Type Budget Total 
Staff 

Field Shelter 
intake 

per year 

Programs Medical 

City of Plano, 
Plano , 
Texas* 

*government 
run with 
additional 
contracts 

285,494 City provides 
sheltering for the 
county and cities 
who have their 

own field officer. 

$2.5 
million 

31  10,347 
calls per 
year, 8 
trucks. 

5,382  Unofficially 
does 

trap/neuter/
return (TNR), 

manages a 
foodbank, 
provides 

crisis 
boarding, 

mobile unit 
that can be 

used for 
disasters, 

spay/neuter, 
and 

adoptions 
but 

outsources 
licensing.  

Contract 
veterinarian 
two days a 
week for 
shelter 

spay/neuter 
and care. No 

public 
spay/neuter. 
Once a year 
does S/N for 

cats. 

Bell County, 
City of 
Belton, TX* 

*government 
run with 
additional 
contracts 

340,647 Run in 
partnership with 

the city and 
sheriff’s office. 

$250,000 
a year, 
relies 

heavily on 
public 

support. 

8 6,000 calls 
per year, 

five 
vehicles 

that 
include 

one 
ambulanc

e. 

3,200  No public 
programs. 
Relies on 
private 

groups in the 
community 

to offer 
public 

support. 

Contracts 
with a 

community 
veterinarian 
for shelter 

services. No 
public 

services. 

City of 
Lubbock, TX* 

*Government 
runs shelter 

258,870 Operated by the 
city, county does 
not pick up stray 
animals unless 

they are 
aggressive and 

will hold at 
community 

veterinarians. 

 
$2.8 

million 
 

Did not 
share an 

org 
chart, 

but have 
10 field 

staff.  

14,166 
calls per 
year, 11 
trucks. 

7,619  Does 
community 
microchips 

and 
vaccination 

clinics, helps 
repair fences 

in the 
community, 
manages a 
food bank 

program and 
provides 

spay/neuter 
voucher. 

 

City of 
Arlington 
Animal 
Services, 
Arlington TX* 

365,438 Operated by the 
city 

$1.3 
million 

31 (see 
org 

chart) 

No stats 
available 
for call 

volume, 9 
ACO 

trucks, 3 
SUV’s. 

8,500c  One field 
staff 

member 
dedicated to 
community 

cats vs. 
enforcement 

Staff 
veterinarian, 

some 
community 
cat surgery 

for the 
public, 
mobile 
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*Government 
runs shelter 

adoption 
unit. Only 

does S/N for 
animals that 
are adopted 
or reclaimed. 

Larimer 
Humane 
Society, Fort 
Collins, CO 

*Private 
organization 
that contracts 
with 
governments 

354,899 Private 501-c3 
that contracts 

with cities 
including the 

county and three 
JPA contracts.  

$6 million Approx. 
70  

16,000 
calls per 

year. Nine 
vehicles 
including 
transport 

vans.  

6,000  Public 
community 

cat 
programs.   

Staff 
veterinarians 
do internal 

only. Assists 
pet owners 

with medical 
needs 

through a 
grant and 

payment to 
community 

veteran-
arians. 

Provides S/N 
for RTO. 

Safety net 
grant helps 
pet owners 

with medical 
care at 
private 

veterinarian.  

Marin 
Humane 
Society, 
Marin 
County, CA 

*Private 
organization 
that contracts 
with 
governments 

258,825 Private 501-c3 
that contracts 

with 
cities/county. 

JPA with eleven 
cities and the 

county.  

$10 
million 

> 100  7,965 
Field calls, 

seven 
vehicles 
including 

one 
rescue 

truck and 
one DOA 

truck.  

2,656  Shelter staff 
is 

responsible 
for all 

programs - 
owner turn 
in diversion, 
food bank, 
behavior 
support, 

emergency 
boarding, 
humane 

education, 
and partners 
with local cat 
group to do 
TNR, robust 

humane 
education, 
volunteer 

and behavior 
department.  

Two 
veterinarians 

and per 
diem vets 

daily, mobile 
vaccination 

and 
microchip 

clinics, assist 
pet owners 

with medical 
needs 

partnership 
with local 

veterinarians  

 

Figure 6.3: Comparison of communities with similar population numbers and animal control program 

infrastructure. No non-profit shelters in Texas were found who provided both sheltering and field 

services.  
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Effective Programming Recommendations for Hays County and current San Marcos Regional 

Animal Shelter 

Impactful Community Programming and the Link to Social Services 

The animal welfare industry has experienced a welcome and dramatic shift in the last decade and in 

particular since the onset of the pandemic in 2020. The first animal control and sheltering system model 

was created around 1866 in order to capture, warehouse, and ultimately euthanize free roaming 

aggressive dogs and those inflicted with the rabies virus (https://www.aspca.org/about-us/history-of-the-

aspca). This system has historically focused on punitive actions and judgment around pet ownership and 

a shelter intake bias as the sole solution. Until the 1980s, euthanasia was commonly used as a means of 

controlling the shelter population, which is no longer acceptable in our society. 
 

Last year, 4.3 million dogs and cats entered U.S. shelters and 83 percent were saved, which represent 
enormous improvements over years past (https://network.bestfriends.org/no-kill-community-shelter-
map).  Judgment and punishment have been largely replaced in many communities across Texas and the 
country with proactive programs like prioritizing reunification, self-rehoming services, safety net and 
surrender prevention assistance, engaging and supporting willing community members to foster and 
collaborate, as well as enhancing access to veterinary care.  
 

Organizations like Open Door Veterinary Collective, Humane Animal Support Services (HASS), and the 
American Veterinary Medical Association One Health initiative are linking human social services with 
access to veterinary care services and thinking about both ends of the leash. Another national 
organization, Meals on Wheels, created Animeals after realizing clients were feeding food meant for them 
to their pets (https://humanepro.org/magazine/articles/meals-wheels-people-and-pets). All these 
initiatives have the unified goal of treating the whole family, that includes both people and pets.  
 

Benefits of intertwining human social services and animal welfare have far-reaching economic and public 
health benefits. In two studies completed by the Humane Society Institute for Science and Policy, Animal 
Studies Repository, the positive economic impact over several years was $157,452,503 and $118,566,405 
in Oklahoma City, Oklahoma and Austin, Texas, respectively (Attachments 5, 6). The Oklahoma City report 
also speaks to the potential positive consequences for people, such as ‘Increased rates of volunteering, 
increased brand equity, decreased obesity rates, decreased health care expenditures, increased 
productivity, decreased mental health expenditures, increased social capital, and improved humane 
education’. 
 

This crucial link to social services and access to veterinary care often results in decreased enforcement 
complaints and actions, showing that most punitive actions were not intentional neglect, cruelty, or 
abandonment but rather lack of access to assistance of some kind. In a 2015 study, the ASPCA found that 
most of the people surrendering to a shelter who were surveyed, did not want to surrender their pet but 
did not have access to temporary assistance (Weiss, E. , Gramann, S. , Victor Spain, C. and Slater, M. (2015) 
Goodbye to a Good Friend: An Exploration of the Re-Homing of Cats and Dogs in the U.S.. Open Journal of 
Animal Sciences, 5, 435-456. doi: 10.4236/ojas.2015.54046). 
 
The Humane Society of the United States founded The Pets for Life program and has reported the endless 
benefits of community programming and safety net services as well.  
(https://humanepro.org/sites/default/files/documents/pets-for-life-sustainability-guide.pdf, page 102).  
 

https://www.aspca.org/about-us/history-of-the-aspca
https://www.aspca.org/about-us/history-of-the-aspca
https://network.bestfriends.org/no-kill-community-shelter-map
https://network.bestfriends.org/no-kill-community-shelter-map
http://dx.doi.org/10.4236/ojas.2015.54046
https://humanepro.org/sites/default/files/documents/pets-for-life-sustainability-guide.pdf
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At Dallas Animal Services, a study showed that most free roaming dogs were very close to their homes 
and prioritized keeping them in their neighborhoods versus an animal control officer taking them to a 
shelter, where an average of only 15 to 22 percent of the ‘stray’ dogs are reunited with their families, not 
only decreased intake but increased reunification rates (A New Web-Based Tool for RTO-Focused Animal 
Shelter Data Analysis (nih.g). Similar information about free roaming dogs is emerging from Austin and 
San Antonio, Texas and Memphis Animal Services in Tennessee. Creating community-centric programs 
like these are transforming the antiquated traditional animal welfare system that has been set up for 
failure. 
 
Housing insecurity, the ongoing, deleterious economic effects of the pandemic, the escalating cost of 
providing veterinary services, and other financial challenges facing pet owners warrant a new approach 
to social services. Creating a Pet Resource Center that addresses pet owners and pets in need with a 
shelter and clinic along with a social services building and possibly a clinic for their humans would be the 
first of its kind in the country. Hays County could be the leader in this true One Health approach as the 
county is in the unique position of being able to appropriately plan and develop the infrastructure in 
preparation for the expansive growth of the community. For more information regarding equitable animal 
welfare services and the benefits of a One Health approach, 
see: https://airtable.com/shrmziLv7W8KELPQy. 
 
This is not to suggest that all pet owners should receive subsidized assistance; however, sobering 
information is documented in the 2018 Access to Care Coalition Report (https://pphe.utk.edu/wp-
content/uploads/2020/09/avcc-report.pdf). Not only are 29 million pet owners on some sort of 
government assistance, but 60 percent of all American workers live paycheck to paycheck and even a mid-
high income earner cannot pay a $2,000 emergency veterinary bill. Sadly, those numbers are likely to have 
become even more dire since the start of the pandemic. One veterinary clinic model, Open Door; 
however, enhances access to care while providing a framework for financial sustainability by designing 
the business to net profit. 
 

Open Door Veterinary Clinic Model 

Open Door is a financially profitable, and therefore sustainable, business model that enhances access to 
veterinary care. Training is provided by the national non-profit, Open Door Veterinary Collective 
(opendoorconsults.org). This model can be applied to a non-profit clinic, a for-profit clinic, or a 
government-operated clinic but the Texas state statute should be reviewed regarding laws around 
ownership and operating a community  clinic as this operation may have to be outsourced by the county 
(https://statutes.capitol.texas.gov/Docs/OC/htm/OC.801.htm). A recent blog provides an excellent 
summary about this model: https://www.humananimalsupportservices.org/blog/innovators-working-to-
make-veterinary-care-more-accessible/. 
 
Open Door Veterinary Collective is based on two main principles. One is that all pets should have 
reasonable access to veterinary care and that the veterinary team should earn a competitive salary. In the 
non-profit animal welfare sector, the general goal is to subsidize most or all services. This is not practical 
nor sustainable and leaves many in the business of philanthropy frustrated and disillusioned as there is a 
never-ending cycle of need.  
 
The costs to provide veterinary care, especially as it relates to the advanced diagnostic tools now available 
has far outpaced the rate of inflation leaving many pet owners, from the socioeconomically disadvantaged 

https://www.ncbi.nlm.nih.gov/pmc/articles/PMC8185155/
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC8185155/
https://airtable.com/shrmziLv7W8KELPQy
https://pphe.utk.edu/wp-content/uploads/2020/09/avcc-report.pdf
https://pphe.utk.edu/wp-content/uploads/2020/09/avcc-report.pdf
https://statutes.capitol.texas.gov/Docs/OC/htm/OC.801.htm
https://www.humananimalsupportservices.org/blog/innovators-working-to-make-veterinary-care-more-accessible/
https://www.humananimalsupportservices.org/blog/innovators-working-to-make-veterinary-care-more-accessible/
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to even middle and high-income earners, challenged. Private practice veterinarians have historically been 
unable to manage payment plans resulting in a pay-up-front industry which is no longer practical.  
 
For the tens of millions of credit invisible pet owners and those who do not qualify for credit, paying a 
veterinary bill in full is not always an option. With the Open Door model, in addition to business process 
efficiencies, payment support options include outsourced payment plans (vetbilling.com), partnerships 
with non-profit organizations and foundations, grant subsidies from non-profits, helping clients with cost 
efficiencies, and keen attention to incremental care. Another piece of the plan is that one dollar from each 
exam goes into a Stay Together fund so each veterinarian has a discretionary fund to help a pet in need. 
So, clients may pay all of their bill at the time of services, pay the clinic over time through Vetbilling, or 
payment to the clinic may come in part from the client and in part from another source mentioned. 
 
This sustainable access to care program is needed in Hays County and all private clinics are encouraged to 
adopt this model as well. Team Shelter USA will be educating local veterinarians about this model in the 
near future.  
 

Targeted Spay/Neuter and Correlation with Shelter Intake 

Peter Marsh’s research, documented in the books Getting to Zero and Replacing Myth with Math, showed 
that most pets entering shelters were from lower socioeconomic groups and when services, like 
spay/neuter, were subsidized, shelter intake decreased. That makes this group of pet owners a special 
focus group when expanding access to care and proactively attempting to decrease shelter intake. For 
those communities with higher poverty rates, like the COSM, 10 subsidized surgeries per 1,000 residents 
is recommended. For others with low-poverty rates like unincorporated Hays County, Kyle, and Buda the 
recommendation is closer to five per 1,000.  

 
Community cats, socialized and unsocialized, are a special target group that are not included in the 
recommendations in Figure 6.4 below, and will be discussed under Community Cat Management. 
 
Recommended Number of Subsidized Spay/Neuters 
 

 Poverty Rate Recommendation Feline Surgeries Canine Surgeries 

Unincorporated 
Hays County 

9.70% 5/1,000 600 600 

City of San 
Marcos 

28.90% 10/1,000 150 150 

 Kyle 12.70% 5/1,000 115 115 

Buda 4.40% 5/1,000 40 40 

 

Figure 6.4: This graph represents the recommendations for the number of subsidized surgeries for 

socioeconomically disadvantaged pet owners per 1,000 residents in the respective municipalities per year 

that is correlated with productively decreasing shelter intake. At the time of the writing of this report, 

data was not available for the number of subsidized surgeries done by other groups based on 

municipality so the total number is presented. 
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Intake versus Euthanasia of Dogs and Cats at the City of Waco shelter as compared to spay/neuter 

surgeries at Animal Birth Control 

 
 
Figure 6.5: This graph depicts one example of the inverse correlation between the city shelter 
intake/euthanasia and the number of targeted surgeries done at the non-profit spay/neuter clinic.  
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Intake versus Euthanasia of Dogs and Cats at Huntsville Animal Services as compared to the targeted 
spay/neuter surgeries founded by SNAP (Spay/Neuter Action Project) and Fixin’ Alabama (a City of 
Huntsville government program) 

 

 
Figure 6.6: This graph depicts the relationship between the decrease in intake and euthanasia at Huntsville 
Animal Services and targeted spay/neuters performed. Since there is no high-volume spay/neuter clinic in 
Huntsville, this progress was made through a network of private practice veterinarians proving that 
different partnerships can yield the same positive results over time.  
 
In some communities, like Huntsville, Alabama (Figure 6.6), where there is no high-volume spay/neuter 
clinic like the city of Waco, surgeries have been done through a network of private veterinarians. In the 
Northern Kentucky Area Development District and the Bluegrass Area Development District, while there 
are several high-volume, non-profit clinics, private practice veterinarians were asked what they would 
need to be involved with a community cat spay/neuter program. The veterinarians decided that if 
reimbursed monthly in a timely manner, they would do surgeries up to the cap amount of funding 
allocated for $65 for a male or female feline that included pain medication, a rabies vaccine, a vaccine 
against Feline Rhinotracheitis Calici Panleukopenia viruses (FVRCP) and ear tip with no upcharges.  
 
This Kentucky program, managed by Team Shelter USA and sponsored by the Joanie Bernard Foundation 
in partnership initially with the counties who also contributed financially, received an Innovation Award 
from the National Association of Development Organizations for this public-private partnership that 
dramatically decreased municipal shelter intake and euthanasia for cats 
(https://www.nado.org/congratulations-to-the-2017-nado-innovation-award-winners/). Those 
improvements resulted from a series of best practice implementation strategies, in addition to 
spay/neuter, that included updating local ordinances, safety net options, creating a community cat 
management program, and open adoptions but the major impact was as a result of community cat 
programming.  
 

https://www.nado.org/congratulations-to-the-2017-nado-innovation-award-winners/
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A mobile spay/neuter unit is not recommended for Hays County for several reasons. Logistically, getting 
a spay/neuter unit to the appropriate location, which sometimes requires a special driver and license, is 
cumbersome. The unit depreciates over time as opposed to a building and the unit limits the number of 
pets that can be spayed or neutered at once, not to mention canines and felines cannot be separated on 
a mobile unit unless done on separate days. Mobile units are most useful and recommended for places 
where there are vast resource deserts. A more effective solution for Hays County is to provide 
transportation assistance to a high-volume surgery program. This requires only a driver in a van who can 
pick up pets at an appointed location in the morning then deliver them back to their owners at the same 
location that evening.  
 
Unfortunately, there is a serious shortage of veterinarians in the U.S. that is forecasted to get even worse, 
in particular for animal welfare agencies (https://humanepro.org/magazine/articles/crisis-veterinary-
care). As Hays County leadership moves forward considering this capital project, this should be kept in 
mind as it does affect the size and scope of community medical and surgical services. Ideally, a community 
clinic would provide access to general veterinary care, as well as subsidized spay/neuter opportunities. 
The only other option is to engage local veterinary hospitals in programming and ensure they are 
compensated appropriately. Also, as mentioned, all local, private practice veterinary clinics are 
encouraged to explore and consider the Open Door model. This can include simply enhancing access to 
care and needed services with existing clients and/or increasing the number of clients if that is a goal for 
the clinic.  
 

Recommendations for the San Marcos Regional Animal Shelter 

- Set a goal to provide the targeted number of subsidized spay/neuter surgeries.  

- Encourage local private practices to adopt the Open Door model (opendoorconsults.org). 

- Create a formal safety net program.  

 

  

https://humanepro.org/magazine/articles/crisis-veterinary-care
https://humanepro.org/magazine/articles/crisis-veterinary-care
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Community Cat Management 

Estimated number of Free-Roaming Cats in the U.S.  

 

Figure 6.7: Represents the percentage of free-roaming cats in the U.S. as compared to the number 
entering and dying in shelters. Source (Front. Vet. Sci., 08 March 2022 | 
https://doi.org/10.3389/fvets.2022.847081). There are an estimated 64,000 free-roaming and pet cats 
with outdoor access in Hays County.  

As discussed in the Public Policy section, laws and ordinances not in line with best practice industry 
standards can greatly compromise the design of effective programming. There is no greater example of 
that than the mismanagement of free-roaming cats (socialized/friendly or unsocialized/unfriendly) by 
removing them from their home location where they were healthy and cared for and admitting them to 
a shelter. Antiquated policies have led many shelters to operate over their capacity for care and that 
means housing is compromised and often inhumane, there are higher levels of infectious disease, 
increased lengths of stay, and therefore higher costs of medical and basic care, as well as reduced 
lifesaving potential, compassion fatigue for staff and volunteers, and preventable euthanasia of cats who 
were healthy on intake. At best, this process simply wastes the resources of a private or public shelter on 
a cat who was not in need of assistance except possibly for spay/neuter and rabies 
vaccination. Community cat programs are now considered the norm in all shelter types.  

 
Municipalities should be focusing on public and animal safety and the transport of healthy community 
cats to a shelter for the purpose of intake is not in line with that goal. In fact, some experts suggest that 
removing an individual cat leads to larger litters birthed by the cats left behind (Front. Vet. Sci., 08 March 
2022 | https://doi.org/10.3389/fvets.2022.847081). When a community free-roaming cat is instead 
spayed or neutered, vaccinated against rabies, and ear tipped identifying them as sterilized, then returned 

https://doi.org/10.3389/fvets.2022.847081
https://doi.org/10.3389/fvets.2022.847081
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to their original home location, it reduces the number of future litters, shelter intake and enforcement 
calls, and most importantly provides a sustainable resolution for constituents.  

 
This process is called trap/neuter/return, shelter/neuter/return or return to field, (meaning return to their 
original home location). There are no shelters that have implemented appropriately designed community 
cat programs who have increased intake unless it was intentional. This program also dramatically impacts 
the dreaded ‘kitten season’ typically occurring each spring. Again, with the appropriate targeted 
spay/neuter numbers, kitten season is delayed or there is no spike in kitten intake. Note that adult dogs 
and kittens make up the highest categories of intake at the SMRAS and targeted programs will drive those 
numbers down. 

 
For this program to work, constituents do need a resource to help them resolve simple issues if there is 
some negative interaction with a community free-roaming cat. Non-profit organizations such as PALS and 
PAWS have been discussing a Community Cat Coalition and Team Shelter USA hosted a meeting for 
interested advocates on May 25, 2022. This coalition can serve as a crucial resource for the community 
and all municipal field teams as community free-roaming cats and constituents are helped in a way other 
than by a response from field services and/or a direct shelter intake. This is not to insinuate that the non-
profit organizations will provide all the resources, but by working together with the community, more 
efficient solutions can be found compared to a shelter intake.  

 
Constituents call a field services team about a community free-roaming cat for one of three reasons. One, 
they have been erroneously trained by the animal welfare industry to believe that a cat seen outside is 
lost and must be taken to the shelter (see #6 below). Two, the cat is injured, ill or potentially exposed to 
rabies which is a valid reason for an animal control officer to respond or 3, the constituent does not want 
the cat on their property nor returned to their neighborhood.  

 
For the third reason, there is a chance the constituent is doing something that attracts a community free-
roaming cat onto their property. That may be that they have another intact cat, are feeding their cat(s) 
outside, or there is an attractive hiding place on their property that needs to be addressed. Once simple 
measures are taken so as not to attract cats or discourage them from entering the property, a sustainable 
resolution can be achieved. In other circumstances, where there is an overabundance of intact cats, 
targeted spay/neuter is warranted.  
 
There are times, although a small percent of the time, that a cat cannot be returned to their original home 
location. The SMRAS and the future Community Cat Coalition should develop an on-deck list of 
placements for those cats, often called a working cat program.  
 

Facts About Free Roaming Cats 
 
Most free roaming cats are socialized and friendly with a small percent overall unsocialized or feral 
living in colonies. 
 

Up to 40 percent of cat owners allow their cats access to the outside 
(https://humanepro.org/sites/default/files/documents/managing-community-cats.pdf ). 
 

Spaying and neutering cats eliminates most nuisance behaviors such as yowling, fighting, roaming, 
spraying to mark territory, unintended births, and helps prevent colonies from forming. 

https://humanepro.org/sites/default/files/documents/managing-community-cats.pdf
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Preventing births and decreasing the number of community free-roaming cats lessens the negative 
impact on wildlife. 
 

About 80 percent of the cats entering shelters perceived as ‘stray’ are reunited with their families <2 
percent of the time, meaning a stray hold period during the shelter stay meant for reunification fails 
98 percent of the time, generating an enormous waste of resources (aspcapro.org). 
 

In a study from the Ohio State University by Dr. Linda Lord, et.al., cats are seven to nine times more 
likely to find their way home from the street than a shelter. 

  
(Lord, L.K., et al. (2007). “Search and identification methods that owners use to find a lost cat.” J am 

Vet Med Assoc. 230(2): 217-220) 

 

Twice as many cats vs dogs are euthanized each year in U.S. shelters 
(https://network.bestfriends.org/no-kill-community-shelter-map). 
 

In a survey by Best Friends Animal Society, <1 percent of the 300,000 community cats’ part of the 
study were too sick or injured to be returned to their original home location (Best Friends.org). 
 

A community cat management program as described means there are less cats but they are 
vaccinated against rabies. Therefore, by definition it increases community immunity against rabies.  

 

Animal welfare attorneys agree that returning cats to their original home location where they are 
already cared for, based on their healthy body weight and coat, does not constitute abandonment.  
 

 
 
These community cat management programs as described benefit all stakeholders and when designed 
correctly will dramatically and consistently reduce shelter intake. This is why they are so crucial before 
any plans to spend and waste resources on retrofitting housing areas or designing new shelter spaces. At 
the SMRAS, unsocialized cats may be held one to two months while staff searches for an alternative to 
returning the cat to their original home location. This is not only stressful for the cat, but a safety risk for 
staff that could be prevented when the appropriate processes are in place. 
 
An overwhelming amount of evidence supports the practice of keeping healthy, sterilized community cats 
in their original home location as the most effective cat management program for all stakeholders. Some 
examples can be found here:  

https://network.bestfriends.org/no-kill-community-shelter-map
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i. An article, noted above, summarizing the latest research by Dr. Kate Hurley and Dr. 
Julie Levy (Front. Vet. Sci., 08 March 2022 | 
https://doi.org/10.3389/fvets.2022.847081) 

ii.  A webinar by the Million Cat Challenge team:  https://youtu.be/9FVHcYTXrgI  
iii. Best Friends Animal Society 

(https://resources.bestfriends.org/advocacy/community-cats) 
iv. The National Animal Control Association Position Statement 

(https://www.nacanet.org/animal-control-intake-of-free-roaming-cats/) 
v. The Humane Society of the United States 

(https://www.humanesociety.org/resources/community-cat-program) 
vi. Human Animal Support Services 

(https://www.humananimalsupportservices.org/?s=community+cats) 
 
Another important aspect of the community free-roaming cat and cat intake program is educating the 
community around which neonates need help and which do not. Advocates often panic if they find a litter 
of underage kittens and since the animal welfare industry historically, yet erroneously, has trained the 
public to take any neonates, kittens or adults seen outside to a shelter. When cats give birth outside, they 
still have to leave their litter to eat. The key is to have information readily available, such as that found on 
the SMRAS website with links to kittenlady.org and alleycatallies.org, with clear directions and visuals so 
Good Samaritans can identify neonates in distress in need of intervention.  
 

  

https://doi.org/10.3389/fvets.2022.847081
https://youtu.be/9FVHcYTXrgI
https://resources.bestfriends.org/advocacy/community-cats
https://www.nacanet.org/animal-control-intake-of-free-roaming-cats/
https://www.humanesociety.org/resources/community-cat-program
https://www.humananimalsupportservices.org/?s=community+cats
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Examples of the Impact of Effective Community Cat Programming 
 
Cat Live Release versus Euthanasia at the City of El Paso Animal Services 

 

 
Figure 6.7: Shows the decrease in shelter intake and euthanasia at El Paso Animal Services in Texas, after 
the implementation of a community cat program in partnership with a local non-profit.  
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Cat Live Release versus Euthanasia at the City of Waco, Texas Animal Shelter 
 

 
Figure 6.8: This graph depicts the positive trends of decreasing shelter intake and euthanasia of cats after 
the implementation of community cat programs in FY 12/13. 
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Progress at a Kentucky Shelter after Community Cat Programs Implemented  
 

 

Figure 6.9: Shows the progress since 2018 when the Danville-Boyle County Humane Society in Kentucky 

implemented these proactive programs. Shelter intake of cats decreased from 1,230 in 2018 to 19 

(nineteen) in 2021. This shelter is an example of a public-private partnership in that the county owns the 

shelter and provides field services and the non-profit humane society is responsible for sheltering and life-

saving.  
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Cat Live Release versus Euthanasia Jacksonville, Florida Animal Care & Protective Services 

 

 
 

Figure 6.10: Shows trends in decreasing intake and euthanasia of cats after implementing community cat 

programming partnership in 2008 between the city of Jacksonville and the non-profit spay/neuter clinic, 

First Coast No More Homeless Pets. 

In 2021, approximately 700 community cats and 1,250 kittens entered the shelter. With an 

effective community cat program that includes a foster finder program for kittens, the shelter 

can realize a conservative 50 percent decrease in feline intake in the first year alone.  

 

Recommendations for the San Marcos Regional Animal Shelter 

- Collaborate with area non-profit organizations to create/support a Community Cat Coalition 
so there is one central hotline for links to assistance with any issues including spay/neuter 
and Working Cat placements.  (Note: local groups are already in discussion about this 
coalition and all municipalities have been invited to attend.) 

- When in place, refer callers regarding community cats to the coalition. 

- Update the Interlocal Cooperative Agreements with municipalities specifying the pathways 
for community cats that do not include shelter intake unless spay/neuter capacity is available. 

- Discontinue the pick-up of healthy community cats by San Marcos Animal APOs or field teams 
from unincorporated Hays County, Kyle, and Buda who are not part of an enforcement case 
(including sick or injured) or shelter/neuter/return (SNR) or trap/neuter/return (TNR) 
program.  

- Discontinue accepting healthy community cats from the public unless they are part of an 
enforcement case (including sick or injured) or SNR/TNR. 

- Discontinue renting traps to the public for the purpose of intake and only for SNR/TNR. 
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Safety Net and Supportive Self-Rehoming  
 
The process to help pet owners keep their pets may be called safety net, surrender prevention, intake 
mitigation or other terms, but essentially it is a support system to keep pets in their loving homes, reducing 
shelter intake and associated costs compared to a shelter intake. There is no Texas State Statute or local 
ordinance requiring that any shelter admit a healthy, non-enforcement, owned pet but this process has 
been common practice in the industry. Municipal leaders may question why public funds should be used 
to assist individuals but consideration should be given to the benefits to the shelter operation and budget.  
 
At Memphis Animal Services in Tennessee, the director calculated that it costs the shelter a minimum of 
$309 to accept, care for, and provide a live outcome opportunity for each pet. So, the Pet Resource Center 
staff was granted the authority to help a pet owner up to $300 as this was a cost savings. It also reduced 
the number of pets staff had to care for each day which meant the shelter could operate a Fear Free 
environment under capacity for care.  
 
Supportive self-rehoming empowers owners to find a placement for their pet by providing online 
resources and counseling to connect with interested adopters. Preventing a pet from entering the shelter 
benefits the pet, the owner, and the shelter team, not to mention the bottom-line budget. Many times, 
those surrendering were not aware of or did not have access to the temporary resources they needed, as 
mentioned (Weiss, E., Gramann, S., Victor Spain, C. and Slater, M. (2015) Goodbye to a Good Friend: An 
Exploration of the Re-Homing of Cats and Dogs in the U.S. Open Journal of Animal Sciences, 5, 435-456. 
doi: 10.4236/ojas.2015.54046). 
 

Community Services: Field Services and Discretionary Enforcement 
 
Punitive enforcement actions should be reserved for perpetrators of cruelty, neglect, and true 
abandonment. As discussed, a community-minded discretionary approach to enforcement is a more 
productive process to gaining compliance and includes access to services and providing assistance in a 
variety of ways. The Santa Clara County, California field team transitioned to this approach years ago and 
turned high-intake areas into lower-intake areas. An excellent summary blog can be found here: 
https://www.aspcapro.org/resource/involving%E2%80%90community%E2%80%90through%E2%80%90
proactive%E2%80%90animal%E2%80%90control. 
 
The field services team should be considered part of the community outreach plan. Field services 
responsible for enforcement/investigations/intake of pets with no other options should be on the road 
Monday through Friday during the day with evenings, overnights, and weekends for emergencies only.   
 
The recommended infrastructure for field services is most efficiently operated when overseen by the 
same entity as the shelter. The field services team is responsible for public and animal safety and that 
includes the requirement to be highly trained to recognize, document, and help prosecute animal cruelty 
and neglect. More detailed information regarding staffing, training, and budget considerations is 
discussed under Proposed Hays County Departments and Table of Organization.  

 
  

http://dx.doi.org/10.4236/ojas.2015.54046
https://www.aspcapro.org/resource/involving%E2%80%90community%E2%80%90through%E2%80%90proactive%E2%80%90animal%E2%80%90control
https://www.aspcapro.org/resource/involving%E2%80%90community%E2%80%90through%E2%80%90proactive%E2%80%90animal%E2%80%90control
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Triage Admission Policies, Foster Finder, and Foster Care on Deck 
 
Traditionally, ‘open’ admission shelters have not managed intake in any way. Thankfully, this has changed 
and especially since the onset of the pandemic, many shelters now require appointments for owner 
surrenders. In places like Jacksonville, Florida, the city shelter also requires appointments for stray dogs 
and no longer accepts healthy community cats as they go directly to a spay/neuter/return program 
instead of the city shelter. Requiring appointments for non-emergency cases offers the distinct advantage 
for staff to intervene and provide safety net and self-rehoming resources so all alternatives are exhausted, 
and the shelter intake utilized only as a last resort. Examples are Adopt-a-Pet Rehome (already in use by 
the SMRAS) and home-home.org. 
 
For dogs at large (community free-roaming cats should be part of a community cat management 
program), finders may be able to foster non-enforcement cases. This program, often called foster finder, 
capitalizes on the knowledge that dogs kept in their own neighborhoods are more likely to be reunited 
with their owner, as they were close to home when picked up by field services and taken to a location 
outside that neighborhood.  
 
Recent data from Dallas, San Antonio, and Austin, Texas and Memphis, Tennessee has shown that dogs 
were <0.4 miles away from their homes, suggesting they were not actually lost (see also Impactful 
Community Programming and the Link to Social Services). This is why field services teams are encouraged 
to make efforts to find the owners of a dog at large while in their neighborhood or better still, that calls 
regarding at large dogs are directed to safety net staff first, instead of field services.  
 
If the finder is unable or unwilling to foster, they can at least be asked to post information about the pet 
on the commonly used NextDoor app and ask neighbors if they are familiar with the dog to increase the 
likelihood of reunification. Nationally, dogs at large brought to shelters as stray are reunited with their 
owners only 15 to 22 percent of the time.  
 
Some shelters, like Marion County Animal Services in Florida, also work hard to network with partners 
when faced with large hoarding and/or emergency cases. In 2019, the enforcement team responded to a 
call and found more than 500 cats in one house. Working with the owner and partners, all 500 were 
managed and placed without ever entering the shelter. This case serves as an important reminder that 
there are other and better alternatives that can be explored with partners besides a shelter intake that 
when unchecked, overwhelms the system.  
 
If a pet does enter the shelter, a foster-on-deck system moving pets quickly into a foster home as their 
avenue for adoption, keeps the length of stay in the shelter short. At Pima Animal Control in Arizona, for 
the first part of the pandemic, animals entering the shelter stayed a day or less before leaving to a foster-
on-deck volunteer. This is the ultimate goal of a community-foster-centric animal welfare system.  
 
The triage system then allows for finite shelter space to be used for pets with no other options or who are 
victims of cruelty, neglect, and abandonment and allows the shelter to operate within the capacity for 
care. However, non-aggressive pets should also be placed in foster care when there is a requirement to 
hold them for extended periods of time and the legal agreement to do so created through the county 
attorney’s office.  
 
The ratio of hours available for intake by field services or from the public, and the live outcome of pets 
must also be designed to set the system up for success instead of the traditional system set up for failure. 
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Again, this means exhausting all options for intake for non-emergency cases and balanced hours of 
operation, seven days a week. Live outcome opportunities should be scheduled seven days a week, only 
emergency intakes on the weekends, and short blocks for owner surrender appointments. Consideration 
should also be given to the surgery capacity. So, for example, a community cat part of a TNR program 
should not enter the shelter on a Friday if there is no surgery scheduled until Monday.  
 
Animal welfare experts agree that triage, appointment-based intake is an effective strategy. Some 
examples are: 

• https://www.frontiersin.org/articles/10.3389/fvets.2022.809340/full 

• https://www.nacanet.org/naca-guideline-on-appointment-based-pet-intake-into-shelters/  

• https://network.bestfriends.org/education/manuals-handbooks-playbooks/managed-intake-or-
admissions-training-playbook  

 
 
  

Recommendations for the San Marcos Regional Animal Shelter 

- Require appointments for non-emergency owner surrender intakes after safety net services 

offered. 

- Although no data was provided regarding higher adoption returns by college students, it was 

a general impression. Therefore, ensure that anyone needing to rehome their pet is provided 

with self-rehoming information and links to safety net services, including college students.  

- Create foster-on-deck program. 

- Balance intake and live outcome hours.  

 

Intake Procedures 

Fear Free is a movement that began in the private veterinary practice sector to reduce fear, anxiety, and 

stress for pets going to a veterinary clinic. Fear Free Sheltering training is specific to shelters and available 

online, at no charge and self‐paced (fearfreesheltering.com). All shelter and field staff and volunteers (and 

board members of a non‐profit animal welfare organization) should be required to complete the training. 

Shelters are unnatural holding facilities and though staff and volunteers are well‐intentioned, pets are 

exposed to a myriad of unfamiliar pets, people, smells, schedules, and environments. All efforts for an 

organization holding animals in confinement must make every effort to provide a Fear Free environment 

and address the 5 Freedoms. The 5 Freedoms encompassing both the mental and physical well‐being of 

animals include freedom from hunger and thirst; freedom from discomfort; freedom from pain; injury and 

disease; freedom to express normal and natural behavior, and freedom from fear and distress 

(https://docs.google.com/document/d/1kEfqY%E2%80%90VPrm60x09fXe3YQIHTESkr%E2%80%90%20n

BrwyS9qwZqgJw/edit). 

From the point of intake, felines and canines (and all predator/prey species) should be kept on individual 
pathways and this includes the intake room. For pets with no other options that enter the shelter, an 
exam room where the pet receives their physical exam, weight, identification band and cage card, 
preventive care, necessary testing, and flattering photo should be in a quiet area in order to minimize 
fear, anxiety, stress, and frustration in the new and unfamiliar shelter environment. All canines and felines 

https://www.frontiersin.org/articles/10.3389/fvets.2022.809340/full
https://www.nacanet.org/naca-guideline-on-appointment-based-pet-intake-into-shelters/
https://network.bestfriends.org/education/manuals-handbooks-playbooks/managed-intake-or-admissions-training-playbook
https://network.bestfriends.org/education/manuals-handbooks-playbooks/managed-intake-or-admissions-training-playbook
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should receive core vaccinations at the point of intake and preferably rabies vaccinations, if old enough, 
as well as deworming and flea/tick prevention.  
 
The point of intake is when the initial plan of action for each pet is made to ensure the quickest pathway 
to the shortest length of stay in the shelter (see Population Management). 
 

Recommendations for the San Marcos Regional Animal Shelter 

- Ensure all pathways for dogs and cats are kept separate including the intake room where pets 

are provided with preventative care 

- Perform heartworm tests on intake for dogs over 6 months of age so the appropriate 

pathway plan can be made  

- Consider discontinuing screening of all felines for Feline Immunodeficiency and Leukemia 
viruses after educating all local veterinarians (The 2020 American Association of Feline 
Practitioners Guidelines can be found here:  Download - 2020 Feline Retrovirus Guidelines and 
a helpful summary webinar regarding the recommendations by Dr. Julie Levy from the Maddie’s 
Shelter Medicine Program at the University of Florida can be found here: 
https://youtu.be/KdsMiZjwdpo). 

 

Population Management 
 
Once all options to a shelter intake have been exhausted and the pet enters the shelter, a plan of action 
should be made at the point of intake. As discussed, with the goal of a community-foster-centric animal 
welfare system, moving pets into foster care quickly as another pathway to adoptions is crucial.  
 
This is because a length of stay in any shelter has only negative consequences that include overcrowding 
and exceeding capacity for care, inability to house shelter pets humanely, higher levels of preventable 
infectious disease, inability to provide enrichment in a Fear Free environment, stress for pets and people, 
decreased lifesaving potential, and ultimately a reactive waste of resources.  
 
There are two major variables affecting capacity for care and design recommendations for a new shelter 
building. One is the number of pets entering and the other is the length of stay. A length of stay over 14 
days is considered long in a shelter and this key variable is the difference between right-sizing a new 
shelter building or over-building which exponentially increases the budgetary implications.  
 
To effectively manage the shelter population, staff must create dynamic action plans for each pet with 
key or several staff responsible for daily rounds. With this system in place, the shortest length of stay to 
the best possible live outcome can be achieved or when appropriate euthanasia is needed, it can be done 
without delay when that is the ultimate outcome. This system depends on the entire team communicating 
and working together towards the most effective advocacy.  
 
Inevitably, field and shelter teams face space issues with large confiscations. The more effective a shelter 
team is at managing the population with short lengths of stay and communicating needs effectively, the 
more effectively they can deal with emergency intakes. The Human Animal Support Services toolkit 
provides step by step guidance on how to best handle these situations: 
https://heartsspeak.org/communications-kit-space-crisis/. 
 

https://journals.sagepub.com/doi/pdf/10.1177/1098612X19895940
https://youtu.be/KdsMiZjwdpo
https://heartsspeak.org/communications-kit-space-crisis/
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Recommendations for the San Marcos Regional Animal Shelter 

- Establish a Daily Rounds Team to ensure each pet has a plan of action to the best possible 

placement in the shortest length of stay.  

- Address bottlenecks of animal flow-through that include, but are not limited to, releasing pets 

as foster-to-adopt if pending spay/neuter and rabies vaccinations (with the appropriate 

agreement in place to ensure compliance), moving animals quickly to foster care as a pathway 

to adoptions, utilize foster volunteers to care for pets in Safe Keeping program. 

- Establish the goal of a 14-day length of stay and have a plan for advanced advocacy when the 

length of stay is exceeded. 

- Create an advocacy plan for dogs in the shelter between two and nine months with the help 

of the newly added behavior team member. 

- Utilize this HASS toolkit: https://heartsspeak.org/communications-kit-space-crisis/.  

 
Feline Housing, Husbandry and Enrichment 

The best practice standards for feline housing are as follows:  

- As per the Association of Shelter Veterinarians (ASV), a cage that is appropriately 4’-5’ long 
- Double compartment for safe handling and cleaning 
- Variety of enrichments items in the housing 
- Cats housed away from dogs 
- Cats housed to fast track through the shelter 

 

 
Figure 6.11: Cat Portal 
 
The above image shows a feline friend walking through a cat portal within their cat cage. This portal 
connects two stainless steel cat cages together, which transforms inadequate cat cages into fulfilling the 
four-to-five-foot size requirement and the double-compartment requirement. These requirements are 
extremely important to cats because to be happy and healthy they need at least a three-foot separation 
between their litter box and their food. Double-compartment cages allow for food to be on one side, and 
a litter box to be on the other side. Additionally, while a staff member cleans one side of the housing, the 

https://heartsspeak.org/communications-kit-space-crisis/
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cat can be on the other side which allows for a minimally stressful cleaning experience for all parties 
involved. Stress is directly related to the incidence of upper respiratory infections in cats so by providing 
appropriate housing spaces and short lengths of stay, the rate will be reduced or mitigated altogether.  
 

 
Figure 6.11: Feline Housing 
 
Another important factor for socialized felines in animal shelters is their ability to socialize with either 
staff members, volunteers, or potential adoptees. The above image shows a great example of housing 
spaces large enough for people to socialize with the cats. The lower portion is frosted glass which allows 
for privacy without promoting claustrophobia, while the upper portion is metal grating which promotes 
air flow. These rooms are large enough for people and cats to be together comfortably which can help the 
cats’ mental well-being, along with giving adopters a comfortable space to socialize and get to know 
different felines.  

 
Appropriate double-compartment cages are a requirement for cats in confinement. Ample space not only 
reduces stress for the cats and lowers rates of upper respiratory infections as a result, but compartments 
with a door between them can be closed so the staff can spot clean one side of the compartment safely. 
Spot cleaning is imperative as removing cats from their enclosure to do a deep disinfection is 
contraindicated as it is stressful for the cats, removes familiar scents, and increases risk for the staff. Full 
sanitation can be done once the cat leaves the enclosure permanently.  

 
Cats, like people, have a variety of preferences. Some cats may enjoy a free-roam room in the company 
of other cats, while others prefer their own double-compartment housing. Options to behave normally 
are crucial so perching options in a free-roam room and hiding spots in both types of housing are 
imperative. Some experts recommend only using free-roam rooms for bonded cats as it may take up to 
three weeks for the cats to assimilate to one another (and the industry standard recommendation is <14 
days in the shelter to their live outcome opportunity). 

 
All animals in confinement need appropriate enrichment in their environment where they can behave 
normally. For cats this includes scratching, interactive toys, and a soft bed. Since cats are grazers, they 
should have access to dry food at all times and the option of canned food twice daily.  
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Canine Housing, Husbandry and Enrichment 

The best practice standards for canine housing are as follows:  
 

- Most importantly, durable housing 
- Sized appropriately for the dog 
- Double compartment for easy, safe handling and cleaning 
- Access to the out of doors 
- In kennel enrichments 
- Strategies to reduce length of stay 

 

 
Figure 6.12: Canine Kennel 
 

The above photo shows the interior portion of a double-compartment canine kennel. The front of the 
kennels are metal grates, which allows the dogs to have ventilation and be aware of what is going on 
outside of their kennel. This also allows for staff members a view to the canines, potentially even from 
another room through an interior window. Another important aspect to interior housing for canines is 
cleanability, which involves flooring material, drains, and a means to clean. Ideally, a non-slip, wet-
application flooring is installed, with drains within the kennels, as well as the hallways (so that each space 
can be cleaned independently), and ceiling-mounted hoses for wash down and application of disinfectant. 
The ability to clean is especially important for canines because they are housed on the floor. 

 
Figure 6.12: Outdoor runs, canine kennel 
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Indoor/outdoor runs are beneficial to canines’ mental well-being and physical health. The outdoor 
portions of kennels should ideally be covered by an overhang to protect the canine from harsh sunlight 
and rain. There are visual barriers between each dog, but the front of the runs are metal grids which help 
the canine not feel trapped and promotes quality air flow. 

 
Figure 6.12: Canine Enrichment 
 

Enrichment can be woven in with architecture as seen here. This is an designed, interactive play yard, but 
something as simple as a kiddie pool filled with water can bring much joy into a shelter dog’s stay. 
 
Double-compartment kennels benefit both dogs and people. To easily sanitize the kennel, which should 
be done each morning, the staff can sequester the dog on one side and close the divider door. This is 
safest and most efficient for the staff. Fresh food and water can be provided after the kennel is cleaned 
then the dog moved over so the opposite side of the kennel can be sanitized. Dogs should be fed a mixture 
of consistent quality dry and canned food twice daily. Food puzzles are another excellent way to provide 
added enrichment and treats to occupy dogs while in confinement. 
 
Play groups are a non-negotiable part of the enrichment program for shelter dogs. Every dog, every day 
should have play group time with the exception of those who do not enjoy play groups. Dogs Playing for 
Life (dogsplayingforlife.com) and Shelter Playgroup Alliance (shelterdogsplay.org) are the two 
organizations offering onsite training. When designing a new shelter facility, appropriate play yard spaces 
must be included.  
 
Natural, free play and exercise is imperative for dogs in confinement. These programs have proven to 
lower stress hormones, decrease the length of stay, and increase adoptions 
(https://pubmed.ncbi.nlm.nih.gov/21862471/,https://dogsplayingforlife.com/2021-impact-report/). 
Many of these programs are run 100 percent by volunteers and they offer the added benefit of endless 
opportunities to get social media content of dogs at their best.  
 
Human and canine companionship, in and out of kennel enrichment, and a comfortable, soft bed to rest 
are key components of a Fear Free shelter environment for dogs. But focusing on preventing their intake 
and if they do enter, the shortest length of stay to the best possible placement are more beneficial for 
dogs and people.  
 

http://dogsplayingforlife.com/
http://shelterdogsplay.org/
https://pubmed.ncbi.nlm.nih.gov/21862471/
https://dogsplayingforlife.com/2021-impact-report/
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Recommendations for the San Marcos Regional Animal Shelter 

- Apply for play group training through Dogs Playing for Life (dogsplayingforlife.com) and/or 
Shelter Playgroup Alliance (shelterdogplay.org).  

- Advertise the playgroup training and enlist the help of volunteers to run playgroups.  

- Utilize the dog behavior staff person to provide in and out of kennel enrichment and assist 
with safety net services.  

 

Shelter Medicine and Surgery 
 
Basic medical care must be provided for each shelter pet and that is most easily accomplished by a staff 
veterinarian(s) so there is consistent care and protocols, training of staff, disease surveillance and 
prevention measures in place, as well as timely attention to medical issues and spay/neuter.  
 
It is becoming more common for shelters to have digital X-ray units and the ability to do bloodwork in 
house for shelter pets. While a medical area with separate spaces for canines and felines at least divided 
by a glass wall, should be available for critical cases, pets should be available for foster, adoption, and 
rescue transfer and released with medical waivers. The more the community is engaged proactively 
keeping pets out of the shelter and caring for them, the fewer pets will be housed at the shelter which is 
beneficial for all involved.  
 
Infectious diseases contagious between pets are problematic in shelters and rates of these diseases 
decrease as the number of pets housed decreases. However, viruses like parvo virus and distemper virus 
in canines and panleukopenia virus in felines may be incubating in a pet on intake from prior exposure 
and they may become clinical in the shelter. Safety net, triage intake, and foster care helps keep the 
number of pets in care to a minimum, but since there are no tests to know which pets may be incubating 
disease, isolation areas for clinical pets must also be part of the shelter design and potentially used as flex 
spaces when there are no sick pets staying at the shelter.  
 
Most pets entering shelters are from socioeconomically disadvantaged pet owners and therefore usually 
intact. At the point of intake, the surgery appointment should be made so the pet can be sterilized the 
next available surgery day when surrendered by their owner or the day after their stray hold for a dog. 
For cats, it can be assumed that an appropriate community cat management program is in place so few 
would enter the shelter unless they are part of an enforcement case. The same pathway plan to 
spay/neuter would then apply.  
 
Special surgeries like dentals or simple mass removals should also be part of the shelter surgery plan. 
Addressing these medical issues for the potential adopter and rescue partners will reduce length of stay 
and move pets into homes or rescues/transfers quicker. As a general rule, there should be two veterinary 
technicians and one technician assistant or three veterinary technicians per veterinarian. That way, the 
veterinarian can focus on doctor-only tasks and delegate care and treatment to the medical team, so their 
expertise is used most efficiently. All staff should be trained to do a basic physical exam, recognizing 
general abnormalities to be brought to the attention of the veterinarian and basic disease surveillance 
(see also Proposed Hays County Departments and Table of Organization).  
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Recommendations for the San Marcos Regional Animal Shelter 

- Increase salary for full-time veterinary position so competitive in today’s market. 

- Consider adding the option of two part-time work veterinarians due to the tight market and 
continued forecast of veterinary shortages over time. 

- Establish goal of increasing the number of surgery days to Mondays, Wednesdays, and Fridays 
in order to decrease the overall length of stay for shelter pets. 

- Create a foster-to-adopt program with a spay/neuter release so pets may leave with their 
adopter while pending spay/neuter. Utilize technology to keep track of pending surgeries.  

- When able to increase surgery capacity, consider continuing accepting healthy community 
cats only if surgery slot available that day or the next day and the cat can be returned to its 
home location the day after surgery (or to a working cat placement when appropriate). 

 
Live Outcome Options 
 
Additional Guiding Principles 

• Showcasing shelter pets at their best can only happen in a Fear Free environment when their 
physical and emotional needs are met.  

• Bios highlighting the pet’s best characteristics will attract the most attention.  

• Social media content with heartwarming pictures and videos is imperative. 

• The live outcome process, whether to reunification, foster, adoption, or transfer should be 
streamlined, barrier-free, and efficient. 

• Live outcome hours should exceed the number of potential intake hours. 

• The Pet Resource Center should be open seven days a week.  

 

Return to Owner 
 
As discussed, nationally only 15 to 22 percent of dogs and less than 2 percent of cats are reunited with 
their owners from a shelter, so the process of removing pets from their neighborhoods and admitting 
them to shelters with the goal of reunification has largely proven ineffective with a 78 percent and 98 
percent failure rate, respectively. The community cat management program should be viewed as the 
analog to the return to owner program for dogs as most cats are returned to their original home location 
through that program.  
 
In addition, we now know this is an issue of inequity as those mostly intact pets are taken from lower 
income neighborhoods and then adopted to people who typically pay an adoption fee. This leaves the 
lower-income neighborhoods and pet owners underserved and the cycle continues. Efforts to keep pets 
with their people, subsidizing spay/neuter for those high-risk groups and engaging foster finders can 
prevent that cycle from continuing.  
 
As discussed in the Triage Admission Policies, Foster Finder, and Foster Care on Deck sections, keeping 
dogs at large in their neighborhoods will increase the chances of reunification. At Memphis Animal 
Services in Tennessee, calls for a dog at large are answered by The Pet Resource Center staff, so the team 
has an opportunity to discuss the foster finder program for a non-enforcement dog. If that is not possible 
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then the call is routed to a field officer thus reserving their time to focus on more serious public and animal 
safety issues. This is a more efficient and impactful use of staff time and areas of expertise. 
 
Other strategies now commonly used are engaging the finders in posting on the NextDoor app and local 
lost and found community Facebook pages and for the sheltering organization to provide microchip 
scanners throughout the community in places like police and fire stations, so finders have more options 
to check for a microchip than just the shelter or a veterinary office. More information can be found here 
(https://www.humananimalsupportservices.org/toolkit/lost-pet-reunification/). 
 

Recommendations for the San Marcos Regional Animal Shelter 

- Consider creating a position dedicated to the foster finder program with a staff person who 
assists callers before dispatching APOs. 

- Require that all municipalities codify a financial incentive for spay/neuter, licensing, 
microchip, and rabies vaccination in lieu of fees and fines for reunification. 

- Utilize Lost and Found toolkit: (https://www.humananimalsupportservices.org/toolkit/lost-
pet-reunification/). 

 

Foster Program 

 

As discussed, the animal welfare industry has been transitioning from a shelter-centric, intake bias to a 
community-foster-centric model, similar to the transition in child welfare decades ago.  
 
If a foster-on-deck volunteer is not available and the pet is admitted, staff should still be advocating for 
them to go to foster. As per Maddie’s Fund, this results in a permanent placement, with the foster 
volunteer or one of their connections, 80 percent of the time (maddiesfund.org). Foster care should be 
viewed as the preferred pathway to adoption, in particular for pets who are not adopted directly from the 
shelter soon after they enter. Time in foster care also provides ample time for the volunteer to capture 
heartwarming pictures, videos, and stories in order to make the best possible placement. A home should 
always be the preferred place for a shelter pet.  
 
Programs with robust foster programs do not limit advocacy to existing fosters but engage Foster Finders, 
good Samaritans, and cast a wide net in the effort to partner with the community in the common goal of 
placement. At the city of Jacksonville, Florida shelter, the number of fosters increased from 456 to 3,774 
in one year when the two coordinators enlisted the help of good Samaritans. This community also has 
ample live outcome opportunities so shelter pets move through the system quickly from intake to foster 
to adoption.  
 
Barriers to foster volunteering should be removed and the mandatory in-person orientation replaced with 
a short online video orientation and online resources with frequently asked questions. The municipal 
attorney should create a legal agreement so that it is clear that the pet is still in the custody of the shelter.  
 
Providing all supplies and utilizing technology to communicate with foster volunteers regarding preventive 
care rechecks, medical checkups or spay/neuter appointments is important so the volunteer’s time is 
respected, and the foster coordinator can easily manage many pets in foster care at once.  
 

https://www.humananimalsupportservices.org/toolkit/lost-pet-reunification/
https://www.humananimalsupportservices.org/toolkit/lost-pet-reunification/
https://www.humananimalsupportservices.org/toolkit/lost-pet-reunification/
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Although neonatal kitten nurseries have been tried, these spaces tend to struggle with the same infectious 
disease issues seen in shelters where large numbers of animals are housed together and are not 
recommended. Using foster care homes, where the most vulnerable populations, neonates, kittens, or 
puppies, can be cared for individually is most effective and safe.  
 
 

Recommendations for the San Marcos Regional Animal Shelter 

- Remove barriers for foster volunteers and create a short training video and informational 
handout instead of requiring an in-person foster orientation. 

- Create a foster-on-deck system. 

- Identify pets best suited for the foster care pathway and alert foster volunteers on-deck. 

 

Adoption Programs 

 
There are now many pathways for adoption for pets in need of a new home. Shelters should require that 
owners first attempt to rehome their pet via sites like Adopt-a-Pet Rehome or Home-Home.org. The 
shelter can then market those pets for adoption along with the pets in the shelter, while they are cared 
for by their original owner until placement. This process benefits the owners, the pets, and the shelter 
not to mention reduces the cost of care for those pets who would have otherwise been cared for at the 
shelter. This also places the shelter intake as one of the last resorts instead of the first and easiest options.  
Advocacy for pets in need of a new home should be done in a positive manner, always highlighting the 
pet’s best qualities. Captivating social media posts must include flattering pictures.  
 
The adoption program should be designed in line with the Adopters Welcome guidelines by the Humane 
Society of the United States (https://humanepro.org/page/adopters-welcome-manual). These crucial 
guidelines help organizations release bias, judgment, and fear by presenting facts, data, and research to 
support that most people are good and well-intentioned who come to shelters to adopt. Sadly, as per a 
Best Friends Animal Society survey, 76 percent of those who purchased pets from a breeder reported that 
they had been to a private shelter or rescue group, but it was too cumbersome, invasive, or they were 
unjustly denied an adoption (bestfriends.org). 
 
Visitors to an adoption agency should feel welcome and engaged in a use-friendly process with minimal 
barriers. Potential adopters should be able to view all pets and walk at their own pace around the shelter 
campus. Exceptions would be community cats being returned to their home location, enforcement cases, 
and pets who are severely ill or injured. To improve the adopter experience, some shelters are using QR 
codes on the cage card for the potential adopters to find out more about the pet and the adoption process.  
 
For dogs, visiting one-on-one in a confined space, either indoors or outdoors, allows for the dog to interact 
more naturally with the potential adopter. The importance of playgroups and social media content cannot 
be over-emphasized as potential adopters see dogs at their best. Playgroups have shown to decrease the 
length of stay and increased adoptions (https://dogsplayingforlife.com/2021-impact-report/).  
 
For confined cats in enclosures; however, moving them into a visiting room where they are unaccustomed 
to the smells, sights, and sounds of a different space is stressful and should be avoided. Free-roam rooms 
with catio spaces or large runs for cats and comfortable places to sit for visitors, are an excellent way for 
potential adopters to get to know their potential cat.  

https://humanepro.org/page/adopters-welcome-manual
http://bestfriends.org/
https://dogsplayingforlife.com/2021-impact-report/
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All programs, policies and procedures should be laser-focused on the shortest lengths of stay so pets 
should leave on a first come/first serve basis whether to foster, an adopter, or a rescue partner. Each 
section in this report contributes to these goals whether it is a flattering picture on intake, spay/neuter 
quickly, effective population management to a short length of stay to minimize the spread of infectious 
disease, or providing for each pet’s emotional needs so they show their best selves.  
 

Recommendations for the San Marcos Regional Animal Shelter 

- Unless a veterinarian onsite is available to vaccinate pets against rabies, release pets pending 
a rabies vaccination with instructions to see their veterinarian or return to the shelter during 
the hours the veterinarian is onsite. 

- Require all staff and volunteers read Adopters Welcome by the humane society of the United 
States (https://humanepro.org/page/adopters-welcome-manual). 

- Consider using the program Adoptimize to capture flattering pictures of shelter pets 
(adoptimize.co). 

- Consider fee-waved adoptions that correlate with lower lengths of stay. (At the time of visit, 
the average length of stay in the shelter was 45 days, when the goal is under 14 days.) 

 

Rescue and Transfer/Transport Partnerships  
 
Historically, municipal shelters saved very few animals so non-profit rescue organizations were formed in 
an effort to reduce euthanasia. As per the Humane Society of the United States there are approximately 
10,000 rescue groups in the U.S. Some concentrate work locally, while some extend regionally and even 
nationally. These groups work through a foster volunteer network exclusively and serve as important 
safety net pathways to keep pets from entering the shelter.  
 
Transfer or transport partners can mean several different things. Transfer is usually to another shelter 
geographically close to the often overcrowded source shelter, that can save pets, period, or save them 
quicker through their placement program. Transport typically refers to longer distance transport via 
ground or air to shelters in parts of the country where there are fewer pets in shelters such as the 
northeast, northwest, and central U.S. These programs can be extremely cumbersome and expensive. 
 
As all the proactive measures outlined in this report are created and implemented in a shelter, the 
dependency on rescue groups, transfer, and transport partners diminishes. This is a welcomed transition 
as it simplifies lifesaving and takes the enormous pressure of time constraints to move pets out of the 
shelter from the shelter staff and rescue, transfer, and transport partners. But support for those local non-
profit rescue partners, in particular, is crucial as part of the public-private collaborative efforts as they 
serve as important safety net partners that decrease shelter intake. 
 
With any shelter partnership at the individual pet level, such as foster care or adoption or the 
organizational level with other municipal agencies or non-profit partners, there must be clear and 
mutually beneficial guidelines for all partners outlined in legal documents created by an attorney. 
Guidelines should include a first come/first serve system so the shortest length of stay can be achieved.  
 
 

https://humanepro.org/page/adopters-welcome-manual
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Recommendations for the San Marcos Regional Animal Shelter 

- Create streamlined system of communication with rescue partners that reduces barriers to 
outcome.  

- Post high-risk pets for rescue transfer at the point of intake or as part of the action plan 
during daily population management rounds in addition to those who are injured or neonatal. 

- Continue to build transfer partnerships with the Houston SPCA, Montgomery County Animal 

Shelter, and the Bissell Pet Foundation.  

- Once playgroups are established, capture social media content to share with the public and 

rescue partners to replace individual evaluations.  

 
Volunteer Programs  
 
Volunteer programs are an essential, non-negotiable part of achieving a Fear Free environment for shelter 
pets. A well-run, robust volunteer base with minimal barriers to volunteer, and a welcoming environment 
where volunteers feel useful and appreciated is not only beneficial for the pets but eases the workload of 
paid staff and has positive budgetary implications. 
 
Volunteers with special skill sets in marketing, community engagement, animal training, photography, and 
more can be invaluable partners advocating for pets. Jobs for volunteers should be balanced with the 
needs of the shelter operation and what the volunteer enjoys or is capable of doing. There are endless 
opportunities for people to help virtually and off site with lost and found connections, adoption and 
training counseling, transportation and more, in addition to helping at the shelter. As programs grow or 
are created, a volunteer force can mitigate the funding needed for additional paid staff.  
 
At Anne Arundel County Animal Care and Control in Maryland, a volunteer spear-headed and manages a 
lost and found Facebook page. This program is responsible for reuniting hundreds of pets a year, 
preventing them from entering the shelter. In Aiken County, South Carolina, the Friends of the Animal 
Shelter manage playgroups, adoptions, and more for the county shelter in an award-winning public-
private partnership. At Rochester Animal Services in New York, the volunteer Friends of Verona Street 
non-profit group funds two positions at the shelter. The list of opportunities to engage volunteers is 
endless and a program coordinator is a key position needed that will more than pay for itself.  
 
Some excellent references include but are not limited to:  
 

• Volunteer Management for Animal Care Organizations by the Humane Society of the United 

States 

(https://www.humanesociety.org/sites/default/files/archive/assets/pdfs/hsp/volunteer.pdf) 

• Best Friends Animal Society Volunteer Handbook  

(https://resc-files-prod.s3.us-west-1.amazonaws.com/s3fs-public/inline-files/Volunteer 

Handbook 2019.pdf?hOUHlGSN9GlaYfVhr72wuMOzDgWh6qar)  

• Leadership and Volunteer Management 

(prosocialacademy.org)  

 

 

https://www.humanesociety.org/sites/default/files/archive/assets/pdfs/hsp/volunteer.pdf
https://resc-files-prod.s3.us-west-1.amazonaws.com/s3fs-public/inline-files/Volunteer%20Handbook%202019.pdf?hOUHlGSN9GlaYfVhr72wuMOzDgWh6qar
https://resc-files-prod.s3.us-west-1.amazonaws.com/s3fs-public/inline-files/Volunteer%20Handbook%202019.pdf?hOUHlGSN9GlaYfVhr72wuMOzDgWh6qar
http://prosocialacademy.org/
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Recommendations for the San Marcos Regional Animal Shelter 

- Conduct a survey of current and previous volunteers to understand how the program can be 
improved.  

- Ensure all staff are welcoming, cordial, and appreciative of volunteers. 

- Consider removing barriers to volunteering and just like foster volunteers, create a video that 

can be viewed online and provide written guidelines with pertinent information. 
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7  Existing San Marcos Regional Animal Shelter Facility Recommendations 
 
The San Marcos regional animal shelter facility currently contains the following spaces: 

-        Public lobby 
-        Veterinary services areas (these are undersized) 
-        Dog kennels in detached buildings 
-    Cat housing areas (sometimes commingled with dogs due to overcapacity of dogs and not 

recommended) 
-        Outdoor play areas for dogs 
-        Support areas such as laundry and food prep 
-        Office and break space for staff (overutilized and undersized) 
-        Animal Control open air sallyport 

 
The general condition of the building is acceptable, although it is overcrowded in every functional area. 
Much of the overcrowding of dogs can be resolved with rigorous implementation of sheltering best 
practices, along with more robust staffing and volunteer programs. Larger facilities for animals are not 
the primary priority, compared with moving animals through the shelter more quickly. However, there 
are many other areas in the shelter that would benefit from expansions and improvements. 
 
On Tuesday April 26, 2022, Animal Arts and Team Shelter USA conducted individual interviews with most 
members of the San Marcos Regional Animal Shelter staff. Below are the top 10 items that staff would 
like to see change in the facility:  

- Fix drain clogs in stray kennel building 

- In need of a dedicated surgery suite 

- In need of more rooms for staff, volunteers, and adoptees 

- Improvements in dog kennel buildings - lighting and acoustic solutions, ventilation 

- In need of reorganization so cats and dogs are not housed together, and staff is not required to 

walk cats through dog areas 

- More storage in all areas but especially for animal food so the space is climate/vermin controlled 

- Improve play yard 

- Install cat portals 

- Bird population management 

 
  



53 

 

Here are some images of the current facility and some recommendations on how to solve some issues:  
 

     
Figure 7.1 & 7.2: Play yards at SMRAS 

 
1. SMRAS has two nicely sized dog play yards between the kennel buildings. However, there are 

drainage issues which are causing a large puddle of water in the center of the turf in one yard 

when it rains. Roof drainpipes can be rerouted, so they are not dumping into this yard. Shade 

cloth should be added over the tops of these areas to shade the hot sun, and a visual screening 

fence should be added between outdoor dog kennels and the yards. Additionally, if the staff had 

more storage to put items, then these play yards could be used to their fullest potential.  

      
 
Figure 7.2 & 7.3: Feline housing at SMRAS 

 
2. The stainless steel cat housing at SMRAS is a great start for creating a best practice standard 

housing for felines. These cages are under the ASV standard size of four to five feet, but the 

addition of cat portals can provide this standard, required minimum size. Additionally, the cat 

portals would allow for low-stress cleaning, separation of litter boxes and food, and bring SMRAS 

feline cages up to best practice standards once cats are not housed with dogs.  
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Figure 7.4, 7.5 & 7.6: Interior spaces at SMRAS 

 
3. SMRAS would benefit from extra storage space. This would allow the staff to use certain areas of 

the shelter for their intended uses, and also relieve them from the stress of clutter.  

 

       
 
Figure 7.7, 7.8 & 7.9: Veterinary spaces at SMRAS 

 
4. The veterinary area at SMRAS is not compatible with the volume of animal care that the veterinary 

technicians perform each day. The room that surgeries are performed in does not have a door, 

and circulation from staff areas to the kennels runs parallel to the surgery tables. Furthermore, 

there is no recovery room or prep room, and storage and workspace are minimal. To continue 

doing veterinary work at this facility, it is highly recommended that a new veterinary area be 

added, or the current veterinary area be re-configured, borrowing from other adjacent space. In 

other words, either more veterinary space or more staff space needs to be constructed, to relieve 

pressure overall on the building.  
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Figure 7.10: SMRAS site plan 
 
The above site plan of the SMRAS shows that there is minimal space available for additions. Therefore, 
Animal Arts recommends the construction of a free-standing, prefabricated storage structure, with HVAC. 
This would take minimal space on the site, but would give relief to staff and the facility through additional 
storage. With the extra space in the SMRAS building, staff could potentially reorganize their isolation 
wards to achieve separate isolation areas for dogs and cats. Further, the shelter has the ability to become 
handicap accessible if objects were moved out of doorways and walking paths. The crates that SMRAS is 
currently using to house over-capacity canines can also be moved into storage once SMRAS is under 
capacity again. Additional storage can allow the SMRAS to improve the quality of life for the animals, along 
with the day-to-day operations of the staff. 
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Figure 7.11: SMRAS site plan with new suggested areas 

 
The above site plan shows potential locations for the Veterinary Addition and Storage highlighted in 
orange. Please note that SMRAS will potentially have to acquire more land to provide space for these 
additions.  
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Budget for Existing Facility Renovations 

Below is the recommended budget for renovations to animal housing and the veterinary clinic at the 
SMRAS that will significantly improve the quality of life of the animals and increase the quality of care staff 
will be able to provide. Animal Arts and Team Shelter USA recommend the following sequence of 
renovations, ranking from Priority 1 to Priority 2.  

Also note that installation of portals is simple and a volunteer familiar with the use of a nibbler or other 
appropriate tool that cuts metal, would be able to install the portals. Instructions regarding installation 
can be found here: https://www.sheltermedicine.com/library/resources/?r=cat-portals-order-
information-and-%20instruction-for-installation. 

Priority 1:  

Portalization of Existing Cat Housing 

 

    
Hard Costs:             

Portals $75 per portal x 55 = $4,125 

Site Improvements:                            $300 per portal x 55 = $16,500 

Total Project Costs:   

   

$20,625 

 
Priority 1:  

Critical Stray Dog Kennel Renovations 

 

    
Hard Costs:             

Dog Kennel Scope    

Demolition 550 s.f. x $5 $2,750 

New Slab Patches 550 s.f. x $20 $11,000 

New Drains $2,500 per drain x 55 $137,500 

Patching Finishes 550 s.f. x $20 $11,000 

Lighting, Acoustics, Ventilation 3,900 s.f. x $75 $292,500 

Construction General Conditions 3,900 s.f. x $35 $136,500 

Subtotal Hard Costs  

   

$591,250 
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Soft Costs:             

Professional 10%  =  $59,125 

Equipment   =  NIC 

Contingency 15% 
 

= 
 

$88,688 

Subtotal Soft Costs  

   

$147,813 

Total Projected Costs:           $739,093 
Inflation if not built in 2022        6% per year 
 
 

Priority 1:  

Addition of Veterinary Clinic, Backfill of 

Veterinary Space to Create More Staff 

Areas 

 

    
Hard Costs:             

New Prefabricated Storage Building  

          New Construction 1,000 s.f. x $200 $200,000 

Vet Clinic Addition      

          New Construction 1,200 s.f. x $550 $660,000 

          Backfill/Renovation 300 s.f. x $100 $30,000 

          Construction General Conditions 3,900 s.f. x $35 $136,500 

Subtotal Hard Costs  

   

$591,250 

Soft Costs:              

          Professional  10%  =  $102,650 

          Equipment 20%  =  $205,300 

          Contingency 15% 
 

= 
 

$153,975 

Subtotal Hard Costs  

   

$461,925 

Total Projected Costs:          $1,488,425 
Inflation if not built in 2022        6% per year 
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8  New Facility Recommendations 

 
Over the course of the needs assessment, including before, during, and after the workshop, the following 
program of spaces was developed and revised for a new Hays County Pet Resource Center.   

 

Animal Housing Requirements – Approximate    

         

Animal 
YEARLY 
INTAKES 

DAILY 
INTAKE TARGET LOS 

BASE 
CAPACITY 

PEAK 
FACTOR 

REQUIRED 
CAPACITY   

Adult Dog 673 2 14              26  1.20 31 39 Canines 

Puppies 364 1 7                7  1.20 8   

Adult Cats 357 1 14              14  1.20 16 35 Felines 

Kittens 636 2 7              12  1.50 18   

TOTAL 2030 6       74   

 
Figure 8.1: Approximate Animal Housing Requirements for Hays County 

 

Open Door community clinic                         
Room Notes #   Size     Net Load   Gross Exterior Dogs Cats 

Stand Alone Building                           
Lobby   1 14 x 20 = 280 1.33 = 372      
Public Restrooms   1 8 x 9 = 72 1.33 = 96      
Exam Rooms   4 9 x 10 = 360 1.33 = 479       

Laboratory/Pharmacy 
includes space for 
locked drug storage 1 10 x 14 = 140 1.33 = 186      

Medical Treatment 
includes space for 
tech work stations 2 12 x 14 = 336 1.33 = 447      

Radiology   1 9 x 10 = 90 1.33 = 120      
Dental Suite one table 1 12 x 14 = 168 1.33 = 223      
Medical Ward   1 8 x 12 = 96 1.33 = 128       

Surgery Prep Tables 
includes space for a 
beach 2 12 x 12 = 288 1.33 = 383      

Pack Prep   1 9 x 13 = 117 1.33 = 156      
Surgery four tables 1 13 x 28 = 364 1.33 = 484      

Surgery Wards 
one dog, one cat, 
one TNR trap room 3 8 x 12 = 288 1.33 = 383      

Dog sx runs   4 3 x 5 = 60 1.33 = 80       

Office     1 10 x 12 = 120 1.33 = 160      
Staff Restrooms   1 8 x 9 = 72 1.33 = 96      
Med Gas   1 6 x 8 = 48 1.33 = 64      
Electrical   1 6 x 8 = 48 1.33 = 64      
Medical Storage/ Janitor   1 9 x 12 = 108 1.33 = 144       

          4,063      
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Pet Resource Center                           
Room Notes #   Size     Net Load   Gross Exterior Dogs Cats 

Shelter Public Spaces                           
Adoption Lobby + 
Customer Service   1 20 x 30 = 600 1.35 = 810      
Intake Lobby triaged intake 1 14 x 16 = 224 1.35 = 302      

Public Restrooms 
sized to work for 
training room 2 10 x 14 = 280 1.35 = 378      

Family Restroom   1 7 x 9 = 63 1.35 = 85      
Volunteer Room   1 10 x 14 = 140 1.35 = 189      
Meeting/Training   1 20 x 30 = 600 1.20 = 720      
Storage for Training   1 6 x 15 = 90 1.20 = 108      
Janitor   1 4 x 5 = 20 1.35 = 27      
Counseling   2 8 x 9 = 144 1.35 = 194      
Dog Housing                           

Medium Dog Kennels 

open selection 
concept (except 
bite hold) 18 4 x 6 = 432 3.00 = 1,296  18   

Outside Portions of Runs   18 4 x 6 = 432 2.50 =   1,080     

Large Dog Kennels 

open selection 
concept (except 
bite hold) 14 5 x 6 = 420 3.00 = 1,260  14   

Outside Portions of Runs   14 5 x 6 = 420 2.50 =   1,050     

XL Dog Kennels 

open selection 
concept (except 
bite hold) 10 6 x 6 = 360 3.00 = 1,080  10   

Outside Portions of Runs   10 6 x 6 = 360 2.50 =   900     
Puppy or Small Dog 
Kennels   6 4 x 8 = 192 2.00 = 384  8   

Meet/Greet 
other meet and 
greet outside 2 10 x 12 = 240 1.35 = 324      

Dog Janitorial 
each pod gets 
janitorial 2 8 x 12 = 192 1.35 = 259      

Kennel Supervisor Office   1 10 x 10 = 100 1.35 = 135      

Outdoor Dog Play 

covered with shade 
cloth (not included 
in "hard" roof total 3 30 x 40 = 3,600 1.00 =         

Outdoor Meet/Greet 

covered with shade 
cloth (not included 
in "hard" roof total 2 15 x 15 = 450 1.00 =         

Cat Housing                           
Cat Runs   4 5 x 6 = 120 1.65 = 198    6 
Catios   4 5 x 6 = 120 1.00 =   120     
Cat Caging most open selection 18 3 x 5 = 225 2.25 = 506    18 
Kitten Room   6 3 x 5 = 75 2.00 = 150    15 
Meet Greet   1 8 x 9 = 72 1.35 = 97      
Cat Janitorial   1 8 x 12 = 96 1.35 = 130      
Isolation Housing                           
Dog Isolation     4 5 x 6 = 120 3.00 = 360  4   
Outside Portions of Runs   4 5 x 6 = 120 2.50 =   300     
Puppy Isolation   4 3 x 5 = 50 1.50 = 75  4   
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Cat Isolation   8 3 x 5 = 100 2.00 = 200    8 
Isolation Laundry/Prep   1 10 x 12 = 120 1.35 = 162      
Staff                           
Locker Alcove   1 10 x 10 = 100 1.35 = 135      
Non-Gendered 
Restrooms   3 7 x 9 = 189 1.35 = 255      
Wellness Room   1 6 x 9 = 54 1.35 = 73      
Shower Room   1 6 x 9 = 54 1.35 = 73      
Break Room   1 14 x 16 = 224 1.35 = 302      
ACO Work Stations   6 6 x 8 = 288 1.50 = 432      
Staff Work Stations   6 6 x 8 = 288 1.50 = 432      
Offices (1 person)   6 10 x 10 = 600 1.35 = 810      
Director/Manager Offices   3 10 x  14 = 420 1.35 = 567      
Copy/Work Room   1 10 x 12 = 120 1.35 = 162      
Small 
Conference/Interview 
room   1 14 x  16 = 224 1.35 = 302      
Shelter Medicine and 
Surgery                           
Pharmacy/Lab   1 9 x 14 = 126 1.35 = 170      
Tech Station   3 5 x 6 = 90 1.35 = 122      
Medical Treatment   1 12 x 14 = 168 1.35 = 227      
Dental      1 12 x 14 = 168 1.35 = 227      

Surgery Prep 
space includes 
beach 1 12 x 14 = 168 1.35 = 227      

Pack Prep   1 8 x 14 = 112 1.35 = 151      
Surgery two table 1 13 x 18 = 234 1.35 = 316      

Surgery Wards 
visibility from sx 
into cat/dog recov. 2 8 x 20 = 320 1.35 = 432      

Dog sx runs   4 4 x 5 = 80 1.65 = 132      
Veterinary Office   1 10 x 10 = 100 1.35 = 135      
Med Gas   1 6 x 8 = 48 1.35 = 65      
Medical Storage/ Janitor   1 8 x 12 = 96 1.35 = 130      
Special Care Dog Runs   2 6 x 8 = 96 1.65 = 158      
Intake and Support 
Spaces                           
Feline Intake Exam   1 10 x 10 = 100 1.35 = 135      
Canine Intake Exam   1 10 x 14 = 140 1.35 = 189      
Central Dish Washing   1 10 x 14 = 140 1.35 = 189      
Dog Bathing Room   1 10 x 14 = 140 1.35 = 189      
Central Laundry   1 14 x 20 = 280 1.35 = 378      
Central Clean Linen 
Storage   1 12 x 14 = 168 1.35 = 227      

Inside Shelter Supply 

Note- have 
included separate 
bulk storage bldg. 1 12 x 14 = 168 1.35 = 227      

Euthanasia   1 10 x 12 = 120 1.35 = 162      
Bulk Supply Building + 
Food Bank   1 30 x 40 = 1,200 1.00 =   1,200     
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Figure 8.2: Square footage recommendations for proposed new Pet Resource Center campus 
 
 
The proposed new facility for Hays County consists of a combined Open Door community clinic that 
includes a subsidized spay/neuter program, measuring 4,063 interior square feet, a Pet Resource Center 
measuring 17,749 interior square feet, and 5,950 exterior, covered square feet. Locating these two 
buildings on one site will allow the community to access services to keep their pets safe and healthy.  
 
The combined Open Door Clinic will serve the community in two main ways. The clinic will enhance access 
to veterinary care through a financially sustainable/profitable business model that enhances access to 
care. A high-volume, subsidized spay/neuter program will help reduce shelter intake.  
 
The proposed Pet Resource Center will be constructed to provide its animal residents and human visitors 
with best practices of care, while providing the Hays County community with counseling rooms and Safety 
Net Resources. Volunteers and staff will have ample area to provide enrichment for the shelter pets which 
will be exemplified in the meet and greet areas for adopters and pets. The medical and surgery areas will 
allow for pets to be examined and vaccinated upon intake, treated for any issues during their stay, and 
finally spayed/neutered along with any other treatments necessary before leaving the shelter with their 
new owner.  
 
The Pet Resource Center campus will serve the community by providing for public and animal safety, social 
services programs providing a safety net for pet owners, care, and placement of shelter pets, euthanasia 
when appropriate, along with enhancing access to veterinary care for the public.  

  

Sallyport   1 30 x 40 = 1,200 1.00 =   1,200     
Cooler   1 10 x 10 = 100 1.00 =   100     
Mechanical   1 14 x 14 = 196 1.35 = 265      
Electrical   1 10 x 12 = 120 1.35 = 162      
IT Room   1 10 x 12 = 120 1.35 = 162       

           17,749 5,950 58 47 

          GSF GSF Dogs Cats 

           Interior 
Ext. 
Cov.     
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9  Drive Time Analysis/Future Site Recommendations 
 

 
 
Figure 9.1: Map of drive times within Hays County 

 
The map above indicates drive times from San Marcos to various points of the county at 5 PM on an 
average weekday. This analysis was used to show that San Marcos and Buda are reachable within 30 
minutes, and San Marcos and Kyle are reachable within 15 minutes. It would be ideal if the new facility 
were accessible from San Marcos and Kyle due to the statistics and demographics analyses. 
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Figure 9.2: Map of drive times within Hays County 

 
The map above illustrates drive times from Kyle at 5 PM on a weekday. Within 15 minutes, a large portion 
of I-35 can be reached spanning from Buda to San Marcos. Furthermore, the area of Dripping Springs can 
be reached in a little over 30 minutes. A new facility located in this area, somewhere west of Kyle and 
north of San Marcos, would achieve the goal of being easily accessible within 15 minutes from San Marcos, 
Buda, and Kyle.  
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Figure 9.3: Map highlighting Hays County and approximate location of potential new facility 

 
The blue circle represents a proposed location area for the new campus, west of Kyle and north of San 
Marcos, so that all members of the community have reasonable access. This location keeps in mind the 
existing population, projected population, existing land use, and demographics of Hays County. 
 
Below are some recommended qualities of a new site for the Hays County Pet Resource Center campus: 

• Ability to hold 27,762 SF of programmatic elements. 

• The usable size of the site should be five times larger than the size of the building, or around 3.2 
acres minimum. Three to five usable acres would be a good target for initial land searches. The 
larger size will allow for flexibility and the potential for future expansion. When we define usable 
acres, we mean: 

▪ Not chopped up or restricted by easements and setbacks. 
▪ Not in flood plains or zones. 

• Not used for hazardous industrial uses previously. 

• Collocated to other Hays County public-facing, social service functions. There is tremendous 
potential in providing exceptional service to the community by placing human social service 
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functions on the same site. 

• In a safe area easily accessible from San Marcos, Buda, and Kyle. 

• Proper zoning designation and/or ability to rezone or achieve special use permits. 

• City utilities are available, including water, sewer, and three-phase power.  

• In an area that allows outdoor uses for dogs (i.e., not immediately adjacent to residential use). 
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10  New Facility Budget Recommendations 
 
Enclosed in this section is the probable costs for the new Hays County Pet Resource Center campus based 
on the costs of other animal shelters nationwide, adjusted for inflation and location factor (central Texas, 
not including Austin). The hard costs of the project cover site development and the construction of 
buildings. They do not include acquisition of land or bringing utilities to a project site, or unusually difficult 
soil conditions. It is assumed the buildings will be one story.  
  
The soft cost category includes Furnishings, Fixtures, and Equipment (F,F, and E). This category 
encompasses all loose equipment and some fixed equipment such as animal caging and runs. It also 
includes furniture and computer hardware and software. It is a more significant percentage of a project 
total than it would be if we were constructing another type of building. Animal shelters, like healthcare 
facilities, are equipment intensive. 
 
New Facility Budget:  

Budget 
     

Open door + High Volume Clinic:              4,063 $465 per s.f. = $1.929,996 
 

Pet Resource Center Interior                  17,749               $550 per s.f. = $9,761,923  

Pet Resource Center Exterior Covered    5,950       $350 per s.f. = $2,082,500  

Site Improvements:                            
  

= $2,500,000 
 

    

$16,274,419 
 

Pricing Contingency 10%   = $1,627,442   

    

$17,901,861 Hard Costs 

      
Professional (A&E) 11% 

  

$1,969,205 
 

Owner’s Contingency 5% 
  

$895,093 
 

Equipment & Furnishings 14% 
  

$2,506,260 
 

Permitting/Fees 0.5%     $89,509   

    

$5,460,067 Soft Costs 

      

    

$23,361,928 

Total Recommended 

in 2022 Dollars *** 
 

      

*** Note: Based on the project timeframe, 6% per year escalation should be added.  
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Budget Considerations 

Below are some reasons why animal shelters are more expensive than other types of projects.  

Designing for Sanitation 

Shelters must provide a clean and sanitary environment for the health of animals. Unlike human hospitals 
where patients are protected by footwear, animals are in direct contact with the floors and walls of 
housing and circulation spaces. Sanitation systems are expensive because they involve skilled trades and 
significant infrastructure. A well-designed shelter has:  

• Floor drains in every animal housing enclosure, as well as in the aisles outside the enclosures 

• Thickened concrete slabs to incorporate drainage systems 

• Hoses and disinfectant mixing stations throughout housing areas 

• Waterproof floor and wall systems. This is extremely important to prevent degradation of finishes 
and to extend the lifespan of the shelter. 

• Commercial-grade dishwashers for sanitizing bowls and equipment 

• Commercial-grade washing machines for sanitizing laundry 

• Sag-resistant ceilings to withstand humid conditions during cleaning 

• Doors and interior window openings that are durable enough to be cleaned with water and 
disinfected 

Designing for Healthy Air 

Just as floors, walls, and equipment must be sanitary, the air that the animals breathe must be clean and 
free of pathogens and odors. Odors are indicative of unhealthy air quality, and so animal shelters are 
typically designed to prevent noticeable odor in the air. An odor-free environment also creates a more 
positive experience for visitors and staff. Animal shelters employ these strategies to maintain healthy and 
odor-free environments: 

• Enhanced air changes 

• Greater dilution with outside air 

• Air pressurization strategies to prevent contaminated air from flowing through the shelter from 
one space to another 

• Energy recovery strategies to recover the energy lost by moving more air 

• Greater levels of filtration to catch dust and animal hair 

Designing for Lighting and Power 

Buildings such as shelters that have larger mechanical systems also need more electrical capacity to run 
these systems. Shelters contain equipment such as commercial laundry equipment that require dedicated 
power. Shelters must be lit brightly and evenly for good cleaning, the safety of the animals and staff, and 
to promote adoptions. Given current energy codes, shelters must be designed with highly efficient lighting 
systems to afford the illumination levels that are needed. This equates to more expensive lighting 
selections.  
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Durability and Use 

The only building type that receives more daily, difficult use than an animal shelter is a correctional facility. 
Unlike schools, shelters are used 24 hours per day by the animals and unlike human hospitals, shelters are 
cleaned with a hose and water. Shelters are used daily by staff, volunteers, the public, and animals, and 
therefore they must be durable enough to withstand the unpredictable use patterns of this combined 
group. To last for years, shelters typically have: 

·         Specialized doors and hardware 
·         Wall protection to prevent damage from carts and leashes 
·         Tempered glass in interior openings to prevent breakage 
·         Flooring that holds up to cart traffic and dog claws 
·         Higher performance paints and finishes for easy cleaning 

Importance of Well-Built Pet Resource Centers 

 
Sheltering organizations do not have many opportunities to build buildings. Therefore, shelters should be 

designed to protect important investments and to maintain functional, efficient, and healthy operations 

for decades to come. Good shelter buildings may cost more money in the short term, but they reduce 

long-term operational expenses. A great shelter building supports the work that staff and volunteers do 

to provide humane and compassionate care for the pets, to control disease, and to keep the public safe. 
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Operational Budget Examples 

As per the Texas Animal Control Association, it is becoming more common for municipal Texas shelters to 
attempt to outsource operations to non-profit organizations, but many are having difficulty finding a 
willing partner. This is likely due to the fact that municipal budgets have traditionally not included 
appropriate proactive or lifesaving programs.   

Municipal procurement systems, while including important checks and balances, can be unnecessarily 
cumbersome and lead to higher operational costs.  Hays County leadership should at least attempt to 
outsource the operation and clinic to a non-profit entity.  
 
There are several avenues to drive down operational costs. Special shelter pricing is available through 
cooperatives like Shelters United for non-profit organizations. The importance of a volunteer program 
cannot be overstated as there are endless ways that a volunteer force can raise funding, subsidize staff 
and oversee programs with potential to dramatically reduce the cost to operate. 
 
The proposed budget is for the overall Pet Resource Center operation and field services for 
unincorporated Hays County only. The results of negotiations between the COSM and Kyle and Buda and 
Hays County and Kyle and Buda, will dictate if those cities are added to the geographic footprint or not 
and the cost of the Interlocal Cooperative Agreement for each. 
 

Pet Resource Center HR # Total 
without 
Benefits 

Benefits @ 
30% 

Total with 
Benefits 

Total 
without 
benefits for 
team 

Total with 
benefits amount 
of team 

Pet Resource Center $13.00 5 $27,040 $8,112 $35,152 $135,200 $175,760 

ACT's $13.00 8 $27,040 $8,112 $35,152 $216,320 $281,216 

Counselor $15.00 16 $31,200 $9,360 $40,560 $499,200 $648,960 

Animal Peace 
Officer/SafetyNet 

Officer 

$15.00 10 $31,200 $9,360 $40,560 $312,000 $405,600 

Coordinator $19.00 9 $39,520 $11,856 $51,376 $355,680 $462,384 

Administrative 
Assistant 

$13.00 1 $27,040 $8,112 $35,152 $27,040 $35,152 

Veterinary Assistant $13.00 3 $27,040 $8,112 $35,152 $81,120 $243,360.00 

Veterinary Technicians $17.00 6 $35,360 $10,608 $45,968 $212,160 $275,808 

Veterinarian $48.00 1 $99,840 $29,952 $129,792 $99,840 $129,792 

Manager of 
Administration 

$36.00 1 $74,880 $22,464 $97,344 $74,880 $97,344 

Chief Veterinarian $60.00 1 $124,800 $37,440 $162,240 $124,800 $162,240 

Manager $30.00 2 $62,400 $18,720 $81,120 $192,800 $162,240 

Finance Assistant $17.00 1 $35,360 $10,608 $45,968 $35,360 $45,968 

Facilities $15.00 1 $31,200 $9,360 $40,560 $31,200 $40,560 

Admin, IT, PP $17.00 1 $35,360 $10,608 $45,968 $35,360 $45,968 

Director, Animal 
Services 

$62.50 1 $130,000 $39,000 $169,000 $130,000 $169,000 

Total Annual Cost:  
     

$2,562,960 $3,381,352 
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Open Door Clinic*  HR # Total 
without 
Benefits 

Benefits at 
30% 

Total with 
Benefits 

Total without 
benefits for 
team 

Total with 
benefits amount 
of team 

Veterinarian $48.00 1 $99,840 $29,952 $129,792 $99,840 $129,792 

Customer Service  $15.00 2 $31,200 $9,360 $40,560 $61,400 $81,120 

Administrative 
Assistant 

$13.00 1 $27,040 $8,112 $35,152 $27,040 $35,152 

Veterinary Technicians $17.00 3 $35,360 $10,608 $45,968 $106,080 $137,904 

Veterinary Assistant $13.00 1 $27,040 $8,112 $35,152 $27,040 $35,152 

Total Annual Cost:   
      

$419,120 

 

Spay/Neuter 
Program   

HR # Total 
without 
Benefits 

Benefits at 
30% 

Total with 
Benefits 

Total without 
benefits for 
team 

Total with 
benefits amount 
of team 

Veterinarian $48.00 1 $99,840 $29,952 $129,792 $99,840 $129,792 

Customer Service  $15.00 2 $31,200 $9,360 $40,560 $62,400 $81,120 

Administrative 
Assistant 

$13.00 1 $27,040 $8,112 $35,152 $27,040 $35,152 

Veterinary Technicians $17.00 4 $35,360 $10,608 $45,968 $141,440 $183,872 

Veterinary Assistant $13.00 2 $27,040 $8,112 $35,152 $54,080 $70,304 

Total Annual Cost:  
      

$500,240 

 

Figure 10.1: HR=hourly rate, #=number of full-time equivalent staff. *The Open Door model would 

generate a net positive revenue while The Pet Resource Center and spay/neuter program will not.  
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11  Table of Organization and Staffing Recommendations 
 

Pet Resource Center Table of Organization 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 11.1: The Table of Organization for the Pet Resource Center is divided into four functional areas; 

community services, shelter operations, medical care for shelter pets, and administration. It is strongly 

recommended that the same agency responsible for field services, also be responsible for the shelter 

operation. Numbers in parenthesis are initial recommendations for staffing numbers.  

Department of Community Services (Field Services and Discretionary Enforcement) 

The Department of Community Services is responsible for external and field related programs.  They 
communicate with the public by providing support and organizational resources to assist with community-
based, responsible pet owner needs and to protect pets and people in the community.  They focus on 
animal rescue, enforcement of laws, and community outreach and education.  The following is a list of 
tasks that the department would be responsible for: 

• Animal cruelty investigation 
• Animal bite investigation and management 
• Stray-at-large education, outreach, and rescue of injured animals 
• Coordination of case animals (abandonment, cruelty, police, marshall, code, emergency) 
• Additional requirements as spelled out by ordinance/contract (noise ordinance, 

aggressive/nuisance animal ordinance, dead animal pick-up, licensing, etc.) 
• Disaster program 
• Liaison to city/county personnel in the field (police, fire, code enforcement, homeless 

advocates, etc.) 
• Code enforcement compliance and investigation (hoarders, pet stores, kennels, etc.) 

County Leadership 

Director (1) 

Manager of Community 
Services (1) 

Manager of Shelter 
Operations (1) 

Chief Veterinarian (1) Manager of 
Administration (1) 

Coordinator Marketing, PR, 
Outreach & Education (1) 

Coordinator Development 
and Community 
Partnerships (1) 

Coordinator, Finance, HR, 
and DEI (1) 

Finance Assistant (1) 

Administrative Assistant, IT, 
Stats, Training, Policies and 

Procedures (1) 

Volunteer coordinator (1) 

Veterinarian 

(1) 

Coordinator of Medical 

Programs (1) 

Vet Assistants (3) 

Administrative 
Assistant (1) 

RVT (6) Foster Care 
Counselor (1) 

Coordinator 
of Care (1) 

Coordinator of 
Programs (1) 

ACT’s (8) Rescue / Transfer 
Counselor (2) 

Enrichment 
and Training 
Counselors 

(5) 

Triage and 
Admissions 

Counselor (3) 

Facilities (1) Adoptions 
Counselor (5) 

Coordinator 
of Field 

Services (1) 

Coordinator of 
Safety Net 

Programs (1) 

Animal 
Peace 

Officers (8) 

Safety Net 
Officers (2) 

Licensing 
(outsource) 

Pet Resource 
center (5) 
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• Community education with an emphasis on lost and found in the field and safety net options in 
the community. Identify community hotspots and coordinate with the team for services and 
outreach including community cat programs 

• Assist with transports to offsite adoption locations, transfers, and public animals for services and 
TNR  

• Manage vehicle fleet 
• Manage Pet Resource Center including telephone and in-person community assistance 
• Management of community cat program 
• Licensing (recommend outsourcing task) 
• Data entry and record keeping for any pets transported while in the field 

• Note: Dealing with livestock and farm animals was outside the scope of this RFP. However, the 
field services team should be trained to handle, trap, or transport wildlife to a rehabilitation 
facility and to euthanize if critical. 

 
 
Additional considerations (not part of the operational budget calculations): 
 

• Field Services should operate Monday-Friday, 8am-5pm.  Two shifts may be considered; one shift 
from 7am-4pm and a second shift 12pm-8pm. One to two officers should be on call each night for 
emergencies as needed.  

• An after-hours call center and emergency veterinary clinic (or on-call veterinarian) would be 
needed for evenings and overnight.  

• The budget should include a minimum of 10 to 13 vehicles with allocations for purchasing, 
wrapping, insurance, repairs, gas, and a vehicle replacement plan. This includes field services 
vehicles, one to two transport/outreach vans, one pickup truck, one staff car and one 
spay/neuter/wellness transport van. A forklift for warehouse/storage items and a disaster relief 
vehicle should also be considered.  

• Every vehicle/officer should have the following equipment; 
▪ Disaster bag 
▪ Catch pole 
▪ Cat boxes 
▪ Cat net 
▪ Towels 
▪ Leashes 
▪ Snake tongs 
▪ Pet food/treats 
▪ Basic emergency medical care supplies 
▪ Community box with give aways (food, leashes, collars, education materials) 
▪ Tools 
▪ Tablet and docking station for tablet 
▪ Printer 
▪ Cell phone 
▪ Microchip scanner 
▪ Radio 
▪ Access to dog/cat traps 
▪ Access to euthanasia and tranquilizer drugs and materials 
▪ Uniforms, batons/pepper spray 
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Education/training/certification with the Texas Animal Control Association, National Animal Control 
Association, Texas Humane Legislation Network, Humane Society of the United States, etc., including but 
not limited to the following areas: 
 

• Customer Service 
• Local and state laws 
• Investigations that include report writing, documentation, preparation for court presentations 
• Safe, Fear Free animal handling 
• FEMA disaster training 
• Emergency rescue 
• Euthanasia 

 
Organization of staff in Department of Community Services 
 

Manager of Community Services (1) 
 

• Manage and oversee all administrative areas to include 
budget of Community Services section, human 
resources, policies and procedures, customer 
communications, statistics, reports, etc., and 
departmental programs 

 

Coordinator of Safety Net (1) 
 

• Oversee call center community services safety net, 
outreach, and education programs 

• Support administrative functions, review reports and 
data entry, purchasing, assist with fleet, etc. 

• Manage field related training programs 
• Oversee disaster plans and response 
• Manage community services volunteers 
• Liaison to shelter departments for pet release dates 
• Oversee community cat programs 

 

Safety Net Officers (2) 
 

• Responsible for outreach programs and assist members 
of the public, field support, and special projects as 
assigned 

 

Pet Resource Center (5) 
 

• Answer service calls, dispatch and organize Animal 
Peace Officer response, communicate with members of 
the public 

• Data entry 
• Provide education, support and referrals to pet owners 

in need in order to keep or place their pet through 
supportive self-rehoming 

 

Coordinator of Field Services (1) 
 

• Shift management.  Oversight of day-to-day officers’ 
tasks 
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• Act as field training officer, respond to field activities 
when a supervisor is needed, coordinate daily calls, 
review cases, and respond 

 

Animal Peace Officer (8) 
 

• Respond to constituent calls, animal rescues, enforce 
ordinances, community education and outreach, field 
lost and found, and transports 

 

 
Figure 11.2: Organization of staff in Department of Community Services 

Department of Operations 

The Department of Shelter Operations is responsible for caring for shelter pets in a Fear Free Shelter 
environment and customer support. Goals include the following:  

• Ensure the 5 Freedoms for all shelter pets 
• The shortest length of stay at the shelter to the best, most appropriate outcome 
• Placing pets through adoption, transfer, and foster care 

 
In summary, the operations team would be responsible for:  

• Basic care, cleaning, and feeding 
• Inventory control and movement of pets throughout the shelter process 
• Enrichment, exercise, and playgroups for dogs 
• Communicating with the public on intake diversion in partnership with the community services 

department, adoption, and foster care 
• Identifying animals for transport and facilitate their movement, liaison with transfer/rescue 

partners 
• Data entry and programmatic statistics/trends 
• Taking payments and managing intake and placement paperwork 
• Social media posts 
• Manage community-based lost and found programs and assist with reunification  
• Manage supply warehouse 
• Manage facility needs and repairs 

 
Organization of staff in Department of Operations 
 

Manager of Shelter Operations (1) 
 

• Manage and oversee all administrative tasks that 
include budget for the section, human resources, 
policies and procedures, customer communications, 
statistics, reports, and departmental programs 

 

Coordinator of Care (1) 
 

• Shift management of all animal care technicians and 
activities, act as training officer, respond to animal care 
activities when a supervisor is needed, coordinate daily 
assignments, perform animal care duties as needed 

• Oversee all animal care and enrichment team members 
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Animal Care Technician (8) 
 
 

• Responsible for animal care, feeding, handling, and 
cleaning 

• Communicate with customers regarding animal care 
programs 

 

Enrichment and Training Counselor 
(5) 
 

• Ensure animal exercise programs including walks and 
playgroups 

• Provide animal enrichment programs 
• Provide modification programs 
• Communicate with the public on animal care and 

training issues 
• Offer public support and programs. 

 

Coordinator of Programs (1) 
 

• Manage and oversee prevention and placement 
programs and staff including triage/admissions, 
transfer, and adoptions 

• Create programs and identify and manage resources for 
public needs 

 

Rescue/Transfer Team Counselor 
(1) 
 

• Communicate with adoption partner groups regarding 
animals that need to be transferred 

• Organize paperwork, database, and animals for transfer 
 

Triage/Admissions Counselor (3) 
 

• Communicate with members of the public regarding 
stray and owner surrender intake 

• Provide resources and support to encourage foster 
finder 

• Assist members for the public with intake appointment 
and process 

• Assist with lost and found program 
 

Adoption Counselor (5) • Assist members of the public with pet matches 
• Take pictures, videos, and post on social media and in 

the community to promote animals for adoption 

 
Figure 11.3: Organization of staff in Department of Operations 
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Department of Medical Programs 
 
The Department of Medical Programs is responsible for physical exams, diagnosis (or differential 
diagnosis), treatment, medical care, and surgery for shelter pets. Surgery includes high-volume 
spay/neuter, dentals and other surgeries based on the surgeon’s skill level.   
 
In summary, the medical team would be responsible for: 

• Physical exams, preventive care, microchips and treatment 
• Daily monitoring of pets in the shelter to ensure their physical and mental health and well-

being 
• Address community services department medical emergencies  
• Administer department rabies control program including release of pets after bite quarantine, 

community exemptions allowed by law  
• Animal Cruelty medical exams and court reporting 
• Perform emergency procedures when needed for shelter pets  
• Ensure accurate medical records and drug logs  
• Communicate with pet owners  
• Communicate with foster volunteers  
• Perform high-volume spay/neuter and other surgeries as needed 

 
Supplies for this team should include: 

• Medical equipment  
• Medications and veterinary supplies  
• Leashes and animal handling, and transport equipment  
• Bedding  
• Pharmaceuticals and supplies including anesthesia  
• Computers, tablets, printers, telephones  
• Radios  
• Cleaning solutions with automatic dispensers and dilution          
• Staff uniforms  
• Cat boxes and dens  
• Food and bowls for shelter animals 

 
Education/training/certification on the following: 

• Basic animal behavior and behaviors in response to stress 
• Safe and humane animal handling                                              
• Fear Free and enrichment  
• Customer service  
• Veterinary and registered veterinary technician (RVT) certifications 
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Organization of staff in Department of Medical Programs 
 

Chief Veterinarian (1) 
 

• Manage and oversee all administrative (budget, human 
resources, policies and procedures, customer 
communications, statistics, reports, etc.) and 
departmental programs and staff 

• Provide certification for shelter licensure 

• Oversee purchase of pharmaceuticals and drug logs 

• Write departmental policies and procedures 

• Oversee public records for community rabies exceptions 

• Communicate with local veterinarians and members of 
the public 

• Perform medical exams, treatments, and surgery 
 

Veterinarian 
 

• Perform medical exams, recommends diagnostics when 
necessary and prescribes treatments 

• Perform a variety of basic surgeries including high 
volume spay/neuter 

• Perform medical rounds 
 

Administrative Assistant (1) 
 
 

• Assist with all administrative functions 

• Communicate with the public 
 

Coordinator of Medical Programs 
(1) 
 

• Shift management of all RVT and technicians and 
activities, act as training officer, respond to medical 
care activities when a supervisor is needed, coordinate 
daily assignments, perform animal care duties as 
needed  

 

Registered Veterinary Technician 
(6) 
 

• Perform exams 

• Administer treatments under the permission of the 
veterinarian 

• Assist with surgery 

• Communicate to the public 

• Provide basic animal Care 
 

Vet Assistant (3) 
 

• Perform basic animal care including feeding and cleaning 
 

Foster Care Counselor (1) 
 

• Identify animals that need foster 

• Identify, train and communicate with foster volunteers 

• Assist with medical follow ups for foster animals 
 

 

Figure 11.4: Organization of staff in Department of Medical Programs 
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Department of Administration 
 
The Department of Administration is responsible for all administrative aspects of the program including 
human resources, finance, marketing and public relations, fundraising, technology, purchasing and 
volunteers. 
 
The goal is to ensure the following: 

• To ensure the fiscal, human relations, and capital health of the organization 
• To perform outreach to ensure a high volume of community engagement 

 
The following is a task list on what the department of shelter operations will be responsible for: 

• All human resource functions 
• Accounts payable and receivable 
• Purchasing 
• IT support 
• Training, statistics and coordination of policies and procedures 
• Marketing and PR 
• Outreach and education 
• Development and community partnerships 
• Volunteer recruitment, training, coordinating, and retention 

 
Supplies for the department include: 

• Office supplies, larger printer 
• Computer equipment and financial/human resources software 

 
Organization of staff in Department of Administration 
 

Manager of Administration (1) 
 

• Manage and oversee all administrative (budget, HR, 
policies and procedures, customer communications, 
statistics, reports, etc.) and departmental programs and 
staff 

 

Coordinator of PR and Marketing 
(1) 
 

• Manage and oversee all fundraising programs, including 
sponsorships, direct mail, individual and major giving, 
events, grants, and planned giving 
 

Coordinator of Development and 
Community Partnerships (1) 
 
 

• Manage and oversee all fundraising programs, including 
sponsorships, direct mail, individual and major giving, 
events, grants, and planned giving 

Coordinator of Finance, Human 
Resources and 
Diversity/Equity/Inclusion (2) 
 

• S Manage and oversee all finance and human resource 
programs including payroll, employee relations, 
insurance, hiring/firing, accounts payable and 
receivable, development of financial statements, 
budget development and purchasing 

• Develop policy and procedures for cash handling and 
other financial programs 
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Finance Assistant 
 

• Assist with accounts payable, receivable and purchasing 
 

Coordinator of Volunteers 
 

• Manage and oversee all volunteer programs including 
recruitment, training, on-boarding, management, and 
retention of volunteers 

 

Administration Assistant 
 

• Assists with all administrative functions including IT, 
training, development of policies and procedures, and 
data entry 

 

 

Figure 11.5: Organization of staff in Department of Administration 

 

Recommendations for the San Marcos Regional Animal Shelter 

- Focus on finishing and updating written standard operating procedures.  

- Develop an onboard training program for staff and volunteers that includes the requirement 
for Fear Free Sheltering certification. 

 

Open Door Clinic Table of Organization 

 

 

 

 

 

 

 
 
The Open Door model that generates a net profit, could be applied to a one, two, or three-doctor practice 
for operation Monday through Friday during the day with no overnight emergency services and could be 
operated by a non-profit or for-profit entity. For a one-doctor, Open Door model clinic a 5 to 7 percent 
net profit can be expected and for a three-doctor practice, a 15 to 20 percent net profit.  
 
This Table of Organization includes the clinic staff and a subsidized spay/neuter program for owned pets 
and community cats. Note that if the Pet Resource Center and Open Door Clinic   were managed by the 
same entity, the Pet Resource Center staff could cross over and be cross trained; however, the budgets 
for each should be tracked separately. The net profit projections above do not apply for the spay/neuter 
clinic program as that would be heavily subsidized. Cross-over surgeries could be pyometras (infections in 
the uterus), for example, that could be done by the spay/neuter team since that surgery would only 
require a spay with medical support.  
 

Clinic Manager 

Open Door Vet 

2 Customer Service 

1 Administrative Assistant 

3 Veterinary Technicians 

1 Kennel 

Surgeon (spay/neuter+) 

2 Customer Service 

1 Administrative Assistant 

4 Veterinary Technicians 

2 Kennel 
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There are endless variations in staffing recommendations depending on the services provided, the 
number of days the clinic is operational, and how many veterinarians are hired. The following example for 
a Table of Organization is a starting point for an Open Door model clinic to be open five days a week and 
the spay/neuter clinic to be open five days a week with one doctor each. Typically, three technicians (or 
two technicians and one technician assistant) are needed per veterinarian whether for the Open Door 
clinic or spay/neuter support. Again, it must be noted that the Open Door clinic will generate a net profit 
when designed correctly but the subsidized spay/neuter program will not. 
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12  Final Recommendations 
 

Hays County leadership will best serve the community by creating a campus in the Kyle/Buda area just 

north of San Marcos that includes a Pet Resource Center with the focus on a community-foster-centric 

model and proactive self-services and an Open Door access to care clinic that includes a subsidized 

spay/neuter program. Since the population served is skewed towards those who are socioeconomically 

disadvantaged, social services for people on the same campus would be advantageous. Outsourcing all 

services to a non-profit (or to a for-profit for the Open Door clinic which can be operated by either) is 

recommended. 

Advantages:  

• This type of campus, including social services for people, would be a national model and first of 

its kind. 

• One campus closest to the urban population that is most dense with the highest poverty rate. 

• One team of employees and volunteers as opposed to additional teams in a second location. 

• More efficient way to address social services. 

• Transport for services from other areas like Dripping Springs is more cost effective than building 

a second facility. 

• Would address the serious access to veterinary care issue in Hays County. 

• Would address the capacity for subsidized spay/neuter of target groups such as community cats 

that would drive intake down.   

• Outsourcing to a non-profit entity eliminates the unnecessarily cumbersome municipal processes. 

• Could stage the building of The Pet Resource Center and clinic programs by creating mutually 

beneficial partnerships with local veterinarians.   

• One building for the Open Door clinic and the spay/neuter program would save on capital costs 

for separate buildings and access to veterinary care has eclipsed the need for spay/neuter.   

Disadvantages: 

• If the operation is not funded appropriately by the municipality, Hays County will not be able to 

secure a partnership with a non-profit. 

• Local veterinarians and the veterinary industry, in general, are struggling with capacity and 

staffing, so robust programs to meet the needs through the private practice sector would be 

challenging.  

Building multiple sites in areas like Dripping Springs, is not a financially feasible option as the capital costs 

would be substantial. Services, and therefore staffing, the most significant part of the budget, would be 

increased, when a single campus with appropriate transport programs would be much more cost 

effective. 
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13  Next Steps 
 
The project outlined for Hays County is both ambitious and appropriate in scope to meet the needs for 
supporting animal services in this rapidly growing county. The San Marcos Regional Animal Shelter is 
unable to serve the scope of the Hays County area, and the advocates understand the need for a new 
facility. The new facility will marry the idea of animal care and social care, which will better serve the 
community, and will address the root causes of animal homelessness and lack of access to resources.  
 
As Hays County moves forward with the project, one concern to address is the rapid increase in costs for 
projects, and the uncertainty that the recent market has created for project costing. To mitigate these 
concerns, it is recommended that Hays County considers proceeding with initial design services for the 
new animal shelter to develop additional and more detailed cost estimates. Below are the recommended 
next steps: 

-        Gain county approval 
-        Solidify ballpark budget allocation 
-        Select a project site with the assistance of Animal Arts  
-        Proceed with schematic design 

  
Once a schematic design is developed it will be simpler to do a comprehensive cost review and potentially 
fine tune the design of the new facilities to see if the program goals outlined in this report can be improved 
upon. Our experience, based on hundreds of projects, would indicate that the budget included in this 
report is appropriate, but a schematic design will allow the county to evaluate the budget and validate it 
further prior to proceeding to construction drawings and bidding. 

14  Timeline 
 

 
 
Figure 14.1: Above is the proposed timeline for the Pet Resource Center and Open Door Clinic for Hays 
County.  

In Gratitude 
 
Team Shelter USA and Animal Arts are deeply honored to have been selected to complete this feasibility 
study and welcome all questions, concerns, and feedback to address the many variables within this 
scope of work.  
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15  Attachments 
Attachment A: Hays County Ordinance Redline Recommendation 
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Attachment B: San Marcos Ordinance Redline Recommendations:      
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C: Kyle Ordinance Redline Recommendations:  
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Attachment D: Buda Ordinance Redline Recommendations:     
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Attachment E: Oklahoma City Financial Benefits Analysis   
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Attachment F: Austin Financial Benefits Analysis   
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16  Appendix 
Appendix A: April 27th Workshop Presentation 

 



320 

 

 



321 

 

 
  



322 

 

 
  



323 

 

 
  



324 

 

 
  



325 

 

 
  



326 

 

Appendix B: April 28th Community Animal Welfare Best Practice Presentation  
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