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Hitchcock Road Animal Services  
160 Hitchcock Road, Salinas, CA93908 
Phone: (831) 769-8850 * www.hitchcockroadanimals.org 

 

Hitchcock Road Animal Services Agency  
Advisory Committee SPECIAL Meeting 

Announcement and Agenda 
Thursday, February 13th, 2025, 1:00-3:00p.m. 

Join via Zoom at https://montereycty.zoom.us/j/93421138960  
or in Person at 160 Hitchcock Road, Salinas, CA 93908 

 
I. Call to Order and Roll Call  
II. Considerations of Late Agendas or Changes to the Agenda 
III. Public Comment – Any member of the public may address the Advisory 
Committee for a period not to exceed three minutes on any issue within the Advisory 
Committee’s jurisdiction that is not on the Advisory Committee’s agenda; any member 
of the public may address the Advisory Committee on agenda items as they are 
considered.  The HRAS Advisory Committee will listen to all communications regarding 
items not on the agenda but may not take any action, except to clarify, briefly 
respond, or to direct staff to report back on the item at a future meeting or place the 
item on a future agenda.  Information for members of the public requiring disability-
related modification or accommodation is set forth at the end of this agenda. 
IV. Correspondence 
V. Regular Agenda 

A. Receive Strategic Planning presentation from Kym Dorman, Raimi and 
Associates (Discussion) 

B. Receive proposed HRAS budget update and staffing recommendations as 
previously presented to HRAS Board of Directors and consider a motion 
regarding Advisory Committee recommendations for proposed budget and 
staffing recommendations. (Action Item) 

VI.  ANNOUNCEMENTS AND ADJOURNMENT  
A. Announcements 
B. Next Regular Meeting: March 13th, 2025 @ 3:30pm 
C. Adjournment 

 
Documents related to agenda items that are distributed to the HRAS Advisory Committee 
less than 72 hours prior to the meeting shall be available for public inspection at 160 
Hitchcock Road, Salinas, California.  Documents distributed to the HRAS Advisory Committee 
at the meeting by County staff will be available to the public at the meeting; documents 

http://www.hitchcockroadanimals.org/
https://montereycty.zoom.us/j/93421138960
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distributed to the HRAS Advisory Committee by members of the public shall be made 
available after the meeting. 

 
ALTERNATE AGENDA FORMATS: If requested, the agenda shall be made available in 
appropriate alternative formats to persons with a disability, as required by Section 202 of the 
Americans with Disabilities Act of 1990 (42 USC Sec. 12132), and the federal rules and 
regulations adopted in implementation thereof. Individuals with a disability requiring a 
modification or accommodation, including auxiliary aids or services, in order to participate in 
the public meeting may make these requests to the Hitchcock Road Animal Services 
Administrator: 
 
 

 
Cindy Burnham, Administrator-Animal Services 

Hitchcock Road Animal Services 
160 Hitchcock Road Salinas, CA  93908 (831) 769-8796 

Burnhamc1@countyofmonterey.gov  
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

mailto:Burnhamc1@countyofmonterey.gov


 

Prepared by Raimi + Associates  3 

 
Regular Agenda Item VI.A 

 
 

TO: Hitchcock Road Animal Services Advisory Committee 
 
FROM: Cindy Burnham, Animal Services Administrator 
 
DATE: February 13th, 2025 
 
SUBJECT: Receive Strategic Planning presentation from Kym Dorman, Raimi and Associates 
(Discussion) 
 
Recommendation: 
It is recommended to Receive Strategic Planning presentation from Kym Dorman, Raimi and 
Associates (Discussion) 
 
Background Discussion: 
At the August 15, 2024, JPA meeting, the Board directed staff to contract with a facilitator of 
choice to facilitate the strategic planning process as early as October 2024.  Staff determined 
that Raimi and Associates was able to provide the needed strategic planning needs in the time 
frame requested at no additional impact to the HRAS approved budget.  The initial strategic 
planning meeting with the HRAS Board took place on 11/21/24.  Board feedback allowed an 
opportunity to revise the initial scope, which now includes:  

1. Project Kickoff mtg and ongoing project management.  
 

2. Conduct rapid environmental scan (a. document review; b. conduct up to 6 virtual 
stakeholder interviews and up to 2 virtual focus groups; identify key takeaways. 
 

3. Plan and facilitate 4 in person Strategic Planning Team Meetings (with HRAS Board of 
Directors) 
 

4. Finalize Animal Services' Strategic Plan. 
 

Today’s Advisory Committee special meeting is one of the 6 virtual stakeholder interviews.  Staff 
was interviewed on 2/12/25 and other stakeholder interviews and focus groups are still in 
planning for this spring. These other interviews and focus groups will include representatives of 
various stakeholders such as HRAS volunteers, animal welfare partners and the community (the 
public). 

Kym Dorman, of Raimi and Associates has prepared an Environmental Scan for today’s 
discussion and interview.  This document was created by information provided by Raimi’s 
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research, information staff provided and initial input from the HRAS Board of Directors meeting 
in November.  This meeting is one of several stakeholder meetings to gather input.  

The following items will be reviewed and discussed with the hopes of receiving input from the 
HRAS Advisory Committee members.  

• SWOT 

• Priorities 

• Draft Goals 

Any feedback received by staff from any Committee members that are not able to be present 
will be shared for added input.  

 

Attached:  
Rapid Environmental Scan document prepared by Raimi and Associates 
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Rapid Environmental Scan 

 

Introduction 
As part of the development of the Hitchcock Road Animal Services (HRAS) Strategic Plan, the Raimi + 
Associates team reviewed and analyzed relevant documents identified by the HRAS team to understand the 
current landscape. This summary presents highlights from a review of key documents and presents 
information relevant to the priorities identified by the Strategic Planning Team (SPT) during the first 
strategic planning meeting in November 2024. This document is organized in the following sections: 

• Key Components of Relevant Strategic Plans  
• Comparison of Strategic Plans 
• Analysis of Animal Services Best Practices 
• Summary of HRAS Strengths, Weaknesses, Opportunities, and Threats 
• Identification of Draft Priorities for the HRAS Strategic Plan 

1. Key Components of Relevant Strategic Plans  
The following four strategic plans were chosen because of their similarities to Hitchcock Road Area Services 
in operations and strategies, and can be referenced as HRAS’s strategic plan is being developed. Each plan 
includes the agency’s mission, vision (if available), goals, strategies, and methods for tracking progress and 
implementing the goals.  

Contra Costa Animal Services (CCAS) Strategic Plan   
Mission Statement: Contra Costa Animal Services Department is committed to protecting the health, 
safety and well–being of the people and animals in our community through enforcement of state and 
local laws, providing compassionate care regardless of temperament or condition, and increasing the 
number of animals that stay in their homes instead of entering our County shelters.  
 
We will prioritize life saving. We will shelter homeless, abandoned and lost animals, work to keep and 
place animals in safe, caring homes, and provide education and services to enhance the lives of people, 
their animal companions, and to strengthen the human-animal bond. 

Areas of Focus: Each of the strategic priorities were placed into the three key areas of focus. 

a) Act. Take action to help residents and improve and manage the lives of animals in Contra Costa 
County while operating a fiscally responsible organization. 

b) Care. Provide quality care for the animals that come into our shelters and prepare them for new 
homes while operating the shelter with high quality (Five Freedoms) standards and efficiency.  

c) Collaborate. Working with partners, increase adoptions by improving public perception 
regarding the adoption of homeless animals. 

Strategic Priorities: Each of the strategic priorities contains the associated goals and nested activities 
identified to be completed in the short term (FY 2018-19) and long term (future activities) 

a) Ensure public health and safety. Enforce state/local laws while educating owners to best 
practices. 
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▪ Goal: Review and update current policies, define measurable results, identify areas of 
improvement, and begin implementing changes.  

b) Prevent unwanted pet births by developing medical partnerships to increase spay/neuter 
services. 

▪ Goal: Increase the availability of low-cost and/or no-cost spay/ neuter services in the 
shelter and for the public. Provide spay/neuter options in partnership with Contra Costa 
partners and other Bay Area partners (including some Alameda County Partners.) 

▪ Goal: In conjunction with the spay/neuter program, provide targeted programs to 
Contra Costa communities where overpopulation of pit bull and Chihuahua mixes exist. 

▪ Goal: Expand and improve the Community Cat Trap, Spay/Neuter and Return To Field 
program in tight collaboration with partners. 

c) Through educational efforts and discussions with pet owners, keep pets in their homes and 
provide resources to improve pet care. 

▪ Goal: Implement a broad range of services to reduce shelter intake from the public by 
intervening and helping before owners decide to surrender their pet(s).  

▪ Goal: Build a robust retention program to allow owners to keep their pet(s). Expand 
upon the current pilot effort and integrate the services available through partner 
organizations. 

d) Shelter, treat, and rehabilitate abandoned pets to prepare them for their forever homes. 

▪ Goal: Review existing standards of care and programs to provide high quality sheltering 
of animals at CCAS and determine where to improve efforts and/or add new initiatives. 

▪ Goal: After evaluating needs and facilities, seek capital funding from the County to 
make one-time major improvements at the Martinez and Pinole shelters and any other 
facilities deemed needed (i.e. Adoption Centers in South County). 

e) Build and maintain CCAS operational excellence and ensure that is is fiscally responsible. 
Improve shelter management policies, procedures, and efficiency. 

▪ Goal: Review and address safety concerns for employees and volunteers as well as the 
public who have business with CCAS. Identify current and potential future safety 
concerns. Establish and implement a plan to address concerns now and prevent or 
mitigate those in the future. 

▪ Goal: Ensure CCAS operational excellence by improving shelter management policies, 
procedures and efficiency using the Five Freedoms and ASV Guidelines as the critical 
criteria for success. Review all aspects of shelter operations with animal quality of life 
(capacity for care) and customer service as primary considerations. 

▪ Goal: Improve Customer Service in all areas where Contra Costa residents and partners 
(transfer partners, municipal police, Fish and Wildlife, etc.) interact with CCAS. 
Interactions will be measured with areas of improvement addressed. Training and 
support to be provided to CCAS staff and volunteers as needed to implement 
improvements. 

▪ Goal: Improve overall shelter-wide metrics tracking. Develop a routine metrics system 
that tracks the right key measures and can be used to report them out (built on the 
Chameleon® Shelter Case Management System currently in use). 

▪ Goal: Strengthen core financial activities through improved forecasting, budgeting, and 
licensing procedures. Increase employee hiring and retention through improved 
recruiting, training, and education on policies and procedures. 
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f) Increase community engagement and humane education to influence the Contra Costa public 
to treat animals more humanely and to adopt more pets. 

▪ Goal: Increase Communication and Humane Education efforts to the Contra Costa 
public. 

g) Build and expand relationships and programs with transfer partners to find homes for 
rehabilitated animals and improve their ongoing quality of life. 

▪ Goal: Increase county-wide adoptions through a strengthened Contra Costa-wide 
collaborative partnership that may include Alameda County partners since they transfer 
animals from CCAS. Plan and implement ambitious countywide goals consistent with 
these strategic priorities. 

▪ Goal: Continually work to increase the overall Live Release Rate while maintaining high 
quality standards of care based on the Five Freedoms and ASV Guidelines.  

Marin Humane (MH) Strategic Plan (2019-2024) 
Mission: We transform lives through exceptional animal care, humane education, and advocacy. Every 
day, we inspire compassion and positive relationships between people and animals. 

Vision: A humane world for every animal 

Core Values: Dedication to Animals; Collaborative Spirit; Courage with Compassion; Pursuit of Learning; 
Celebrating Differences 

Initiatives: Marin Humane divides into three clear themes. 

a) Partner with Impact in the Community 

▪ Invest resources in community programs 

▪ Expand the Pet Care Assistance program to include all community members in 
need. 

▪ Identify and address the needs of underserved communities. 

▪ Expand humane education for children, to inform and inspire the next generation of 
animal advocates. 

▪ Regularly assess community needs and stakeholder priorities. 

▪ Be a major player in disaster relief where needed 

▪ Promote disaster preparedness at all levels (individual, organizational, 
community). 

▪ Provide a robust animal disaster response 

▪ Engage in advocacy focused on pet homelessness through legislation, marketing, and 
education 

▪ Engage with local policy makers, housing agencies, and landlords to develop 
solutions for the housing challenges that separate pets from their families. 

▪ Conduct a public campaign promoting shelter and rescue adoptions and educating 
prospective guardians on how to identify disreputable pet sources. 

b) Exemplify Sheltering Best Practices 

▪  Implement sheltering best practices at Marin Humane 

▪ Create a discipline of data collection and analysis as paramount to decision making 
and program evaluation. 
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▪ Reduce the average amount of time that an animal spends in the shelter (length of 
stay) by expanding veterinary services and restructuring the behavioral assessment 
and modification program, thereby accelerating transition to the adoption floor. 

▪ Reduce surrender intake through surrender mitigation programs, community 
outreach, and marketing campaigns. 

▪ Ensure that 90% or more of the animals entering Marin Humane leave through 
adoption, return to guardian, or transfer to another organization for adoption (Live 
Release Rate > 90%). 

▪ Promote sheltering best practices across the SF Bay Area 

▪ Collect data and assess the status of pet homelessness and shelter needs in the Bay 
Area. 

▪ Form or join coalitions of Bay Area shelters and rescues. 

▪ Organize and streamline animal transfer programs across all shelters. 

▪ Share programs and resources among Bay Area shelters and rescues. 

c) Drive Organizational Growth 

▪ Secure funding to drive organizational growth 

▪ Expand our major donor base. 

▪ Identify and establish relationships with foundations and corporate funders. 

▪ Develop and implement financial strategies to modernize our facilities 

▪ Create our campus of the future 

▪ Align our Master Plan so Marin Humane serves as an animal resource center to 
address the changing needs of our shelter population and community. 

▪ Leverage technology to improve workplace effectiveness. 

Metrics of Success:  

a) Through the development of regional partnerships and systemic solutions, ensure that 
Bay Area shelters and rescues each achieve a live release rate >90%. 

b) All pets in the Bay Area enjoy the Five Freedoms whether they are in a home, shelter, rescue, or 
sanctuary. 

c) For animals coming into shelters, 90% or more are transfers in and less than 10% are 
unredeemed strays and relinquished pets. 

d) Shelter animals without health or behavior issues (fast track) and homes within 10 days. 

e) Shelter animals with health or behavior issues (slow track) and homes within 10 days once they 
are rehabilitated (deemed adoptable) 

Mesquite Animal Services Strategic Plan (2019-2024) 
Mission: Mesquite Animal Services serves the residents of Mesquite, both animal and human, with 
professional and compassionate animal care including education, compliance, adoptions, and disease 
prevention.  

Vision: Mesquite Animal Services will be a regional leader achieving exemplary animal welfare through 
humane treatment, adoption, spay/neuter, 90% live release, outreach and education.  

Key Areas: Shelter, Veterinary Care, Enforcement 

Goals: 
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a) Achieve and sustain a 95% or greater Save Rate 

▪ Acquire a Mobile Adoption Vehicle (MAV)  

▪ Create and Implement an Off-Site Adoption Program  

▪ Create and Implement an Intake/Diversion Management System  

▪ Create and Implement a Foster Program  

▪ Evaluate and Expand the Rescue Program  

b) Expand the animal shelter to increase capacity for impounded animals 

▪ Select an Architect to Perform a Shelter Expansion Feasibility Study (including 
feasibility of constructing veterinary operatory for use by City Veterinarian or Contract 
Veterinarian)  

▪ Complete the Shelter Expansion  

▪ Evaluate Long-Term Facility Needs  

c) Develop and implement a community education program 

▪ Hire a Community Outreach Coordinator  

▪ Create and Implement a Marketing and Communication Plan  

▪ Increase Citizen Awareness Through Regular Animal Services Staff Presence at  

▪ Community Events  

▪ Create and Implement a Responsible Pet Ownership Program  

d) Modernize the animal services ordinances, regulations, and policies 

▪ Evaluate Current and Potential Regulations Related to Animal Adoptions, Reclamations, 
Rescues, and Euthanasia  

▪ Evaluate and Consider Licensing with Mandatory Microchipping Requirement  

▪ Evaluate and Consider Feasibility of a Mandatory Spay/Neuter Ordinance Provision  

▪ Align Animal Services Departmental Policies with Strategic Plan Objectives  

▪ Evaluate and Consider Potential Changes to Current Domestic Pet Limits  

▪ Evaluate and Consider Potential Changes to Current Dangerous Dog Ordinance 
Provisions  

e) Evaluate and align staffing based on demonstrated need 

▪ Perform a Staffing Benchmark Analysis Against 1) A List of Benchmarked Cities and 2) 
Relevant National Standards and Recommendations  

▪ Evaluate Level of Staffing Sufficient to Optimize Animal Shelter Hours of Operation  

▪ Evaluate Level of Staffing Sufficient to Optimize Effectiveness of Field Operations  

▪ Identify Available Technologies Which Are Capable of Enhancing Effectiveness in Shelter 
Operations and Field Operations  

Joint Animal Services (JAS) Strategic Plan for Thurston County (2022-2026) 
Mission: To foster an environment of respect, responsibility, and compassion for all animals through 
learning, legislation, and leadership. 

Vision: Our vision is to build a safe and humane community for humans and animals. 

a) Become a sustainable organization with the capacity to meet the needs of our community. 

▪ Strategies 
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▪ Conduct a feasibility study to assess the current building’s capacity and provide the 
best care for Thurston County animals.  

▪ Conduct a Governance study to assess the IGA and current governance structure.  

▪ Conduct a study to assess funding sources, revenue, and the community’s capacity 
for giving.  

▪ Perform a marketing and branding analysis, implementing recommendations. 

▪ Key Benchmarks 

▪ Present findings and recommendations from feasibility study to JASCOM, 2022-23  

▪ Present findings and recommendations from governance study to JASCOM, 2022-23  

▪ Present findings and recommendations from marketing and brand analysis to 
JASCOM, 2023-24  

▪ Present findings and recommendations revenue and fundraising study to JASCOM, 
2024-25 

b) Expand and improve animal care and programming to support our community’s pets and 
people.  

▪ Strategies 

▪ Continue to implement and increase medical care for shelter animals.  

▪ Review, identify, and recommend changes to local ordinances that impede or limit 
live-saving programs and services within Thurston County.  

▪ Create training and development opportunities for staff, focusing on our vulnerable 
animal populations both within the shelter and in the community.  

▪ Evaluate current and future staffing needs. 

▪ Key Benchmarks 

▪ Perform 10% of spay and neuter surgeries on-site in 2022, increasing over the next 5 
years by 5-10% year over year.  

▪ Provide 15-20% of medical treatment and procedures on-site by 2025.  

▪ Increase save rate by 5-10% for vulnerable populations such as feral cats by 2023. 

▪ Establish baselines for behavioral outcomes in 2022. Increase in positive outcomes 
for animals with behavioral needs in ensuing years.  

▪ Implement training for staff by the end of 2022. 

c) Increase accessibility, inclusivity, and enhance community involvement.  

▪ Strategies 

▪ Develop more collaborations by leveraging our reputation and working with 
Thurston County entities, stakeholders, nonprofit organizations and businesses. 

▪ Evaluate language/DEI access of all materials including, brochures, handouts, 
website, forms (online), etc.  

▪ Partner with Thurston County entities to promote Joint Animal Services through 
the marketing and communications teams.  

▪ Key Benchmarks 

▪ Reintroduce humane educational opportunities and outreach events in 2022.  

▪ Increase language access to website by the end of 2022.  

▪ Increase language and DEI access to other materials by the end of 2023.  
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▪ Perform annual meeting with each jurisdiction to provide updates on Joint Animal 
Services. 

▪ Partner with jurisdiction to increase access to information out to Thurston County 
constituents 
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2. Comparison of Relevant Animal Services Strategic Plans  
R+A also conducted an analysis of relevant animal services strategic plans and compared them with key topics identified by the HRAS Strategic 
Planning Team. Green indicates the strategic plan includes and addresses the key topic and orange indicates that the strategic plan does not 
sufficiently address the key topics. “DNA” indicates that the strategic plan does not address the topic at all. 

Key Topics 
identified by 
HRAS 
Strategic 
Planning 
Team 

CCAS Strategic Plan JAS Strategic Plan MH Strategic Plan MAS Strategic Plan 

Service 
Expansion and 
Accessibility 

Expand services, public 
engagement, shelter 
operational days, and 
geographical coverage 

Expand services, increase  
spay/neuter and medical 
capacity, and improve language 
and DEI access to materials and 
website  

Expand accessible care to 
community members, identify 
needs of unserved communities, 
and increase services in disaster 
and emergency preparedness 

Create offsite adoption and foster 
programs, expand shelter 
capacity, acquire mobile adoption 
vehicle, evaluate staffing for 
operational efficiency and 
expansion 

Community 
Education and 
Outreach 

Expand humane education, 
providing care resources, and 
sharing best practices 

Increase humane education, 
community outreach, and 
collaboration with jurisdictions to 
increase information accessibility 

Expand education to children, 
increase disaster preparedness and 
adoption campaigns, develop 
advocacy on pet homelessness 

Develop community education 
program, hire a Community 
Outreach Coordinator, create a 
marketing plan, and increase 
community presence to champion 
responsible pet ownership. 

Animal Care 
Standards and 
Outcomes 

Improve shelter care, 
spay/neuter programs, and 
live release rates 

Increase medical care for shelter 
animals, improve save rates for 
vulnerable animal populations, 
establish baselines for behavioral 
outcomes for animals, and hold 
staff training on vulnerable 
animal populations 

Reduce shelter length of stay, 
maintain a high live release rate, 
and promote Five Freedoms best 
practices 

Achieve and sustain a high save 
rate, create intake/diversion 
management systems, expand 
rescue programs, and evaluate 
shelter policies to optimize animal 
outcomes 
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Partnerships 
and 
Collaboration 

Collaboration with Contra 
Costa and Alameda County 
partners, and developing 
transfer partnerships  

Develop collaborations with 
Thurston County entities, 
nonprofits, and businesses to 
better enhance programming 
and increase community 
involvement 

Strong local and regional 
collaboration initiatives 

DNA: Development of  
partnerships or collaborations 
with other organizations or 
stakeholders 

Operational 
Excellence 

Strengthen shelter operations, 
safety, and performance 
metrics 

Perform feasibility, governance, 
funding, and marketing studies to 
improve operational 
effectiveness and capacity. 

Prioritize best practices, data 
collection, and technological 
improvements. 

Evaluate animal services 
ordinances, regulations, and 
policies; align policies with 
strategic objectives; and perform a 
staffing benchmark analysis to 
optimize operations. 

Fiscal 
Responsibility 
and 
Sustainability 

Identify fiscal improvement 
needs.  
DNA: Generating sustainable 
revenue streams, such as 
capital campaigns or 
expanding funding source 

Conduct a study to assess 
funding sources, revenue, and 
community capacity for giving. 
Present findings and 
recommendations for long-term 
sustainability. 

Address sustainable revenue 
generation and long-term fiscal 
initiatives. 

DNA: Sustainable funding 
mechanisms or long-term fiscal 
strategies. 

Staffing and 
Volunteering 
Capacity 

Staffing and training 
improvements such as training 
and education 

Staffing and training 
improvements such as training 
and education, particularly for 
vulnerable animal populations. 

DNA: Staffing or volunteer growth 
and capacity building 

Evaluate staffing levels to optimize 
operations, perform 
benchmarking, and assess 
technology solutions for effective 
shelter and field operations. 

Facility 
Improvements 

Shelter improvements 

DNA: Broader expansion plans 
to meet growing community 
needs. 

Conduct a feasibility study to 
assess the current building’s 
capacity and make 
recommendations for providing 
the exemplary animal care. 

Facility modernization and 
strategic infrastructure growth. 

Conduct a shelter expansion 
feasibility study, evaluate long-
term facility needs, and complete 
shelter expansion to increase 
capacity for impounded animals. 
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Technology 
and 
Innovation 

Metrics tracking through new 
software 

DNA: Technology for public 
engagement and operational 
efficiency. 

DNA: Leveraging technology for 
operational improvements or 
public engagement. 

Leverage technology to increase 
operation efficiency. 

Identify and implement 
technologies to enhance 
effectiveness in shelter and field 
operations. 

Policy 
Alignment and 
Advocacy 

Internal policy updates and 
shelter alignment with ASV 
guidelines best practices 

DNA: Advocacy efforts for 
greater policy reform in the 
region 

Review and recommend changes 
to local ordinances that limit life-
saving programs and services 
within Thurston County. 

Advocate for pet homelessness and 
promote sheltering best practices. 

Update ordinances and policies, 
including potential changes to 
licensing, microchipping, 
spay/neuter requirements, pet 
limits, and dangerous dog 
provisions. 

Community 
Retention and 
Support 

Prevention of shelter returns 
though support for pet owners 
with resources. 

DNA: Approaches to reducing 
surrender intake or addressing 
housing challenges that separate 
pets from families. 

Reduce surrender intake through 
mitigation and collaborate with 
stakeholders to address housing 
challenges that separate pets from 
families. 

DNA: Approaches to reduce 
shelter returns, mitigate pet 
surrenders, or address housing 
challenges separating pets from 
families. 
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3. Analysis of Animal Services Best Practices 
Raimi + Associates identified best practices from a review of the following documents: ASPCA’s Position Statement on 
Responsibility of Animal Shelters, Best Practices in Local Animal Control Ordinances research paper, GovPilot Animal 
Control Strategies, Clearly Loved Pets’ Top 6 Trends for Animal Rescues in 2025, and the Association of Shelter 
Veterinarians Checklist. A green box in the column “currently part of HRAS operations”, indicates that the best 
practice is happening at least some of the time. An orange box indicates that HRAS does not currently implement this 
practice in the way described in the best practice. 

Best Practices Currently Part of HRAS Operations 

Operational Excellence 

Operate at the capacity level suitable for the shelter to avoid 
overburdening staff and compromising animal welfare (ASV 
Guidelines Checklist; ASV Guidelines For Standards of Care in 
Animal Shelters). 

HRAS does this most of the time.  

Establish staff resources and spaces for staff breaks to 
prioritize mental health and well-being (ASV Guidelines For 
Standards of Care in Animal Shelters) 

County EAP program and management is 
supportive when needed.  

Maintain appropriate housing and handling equipment for the 
various types of animal species in the shelter to promote 
sanitation, space, and stress reduction practices and 
protocols (ASV Guidelines Checklist; ASV Guidelines For 
Standards of Care in Animal Shelters). 

 

Invest in staff training on topics such as animal handling, bite 
prevention, euthanasia, and recognition of diseases, for 
safety, stress reduction, and efficiency (ASV Guidelines 
Checklist; ASV Guidelines For Standards of Care in Animal 
Shelters). 

 

Streamline processes of identifying and removing dead, 
dangerous, and/or decaying animals for the protection of 
community members and animals (GovPilot Animal Control 
Strategies) 

HRAS picks up dead animals in the city and  
Public Works does in the county.  HRAS 
responds to dangerous dog calls as staffing 
allows.  

Conduct population rounds to evaluate and adjust accordingly 
the animal and population level plans (ASV Guidelines For 
Standards of Care in Animal Shelters) 

HRAS conducts medical rounds but not for 
populations specifically. The population 
rounds would be part of medical rounds.  

Consider and identify essential vaccination needs for the 
community and processes to achieve a high vaccination rate 
for house and stray animals (GovPilot Animal Control 
Strategies) 

HRAS vaccinates every animal we can 
handle on intake.  HRAS offers community 
vaccination clinics—but the clinic is not 
public facing. 

Establish pathway planning when evaluating an animals 
intake by considering housing, personnel, resources, and the 

The HRAS process includes determining 
which path an animal can take: return 
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likelihood of achieving the outcome while maintaining good 
welfare to reduce length of stay and prioritize adoption. 

home, adoption, rescue transfer or 
euthanasia (in that order). 

Track and observe animal identification (e.g. microchips, 
tattoos, etc.) behaviors at time of intake to better address 
animal needs and efficiently return animals to owners (ASV 
Guidelines For Standards of Care in Animal Shelters; ASPCA’s 
Position Statement on Responsibility of Animal Shelters) 

HRAS enters animal identification 
information into the Chameleon database. 

Provide accessible, timely, and transparent processes for 
notifying owners, matching lost pets with reports, and 
facilitating the return-to-owner process, including clear public 
communication on shelter policies, hours, and fees. (ASPCA’s 
Position Statement on Responsibility of Animal Shelters). 

HRAS scans every animal they can for a 
chip and tries to contact owners within 24 
hours. The HRAS website updates hourly so 
visitors can see the inventory in almost real 
time. HRAS also posts daily animal intakes 
on social media. HRAS maintains its hours 
and fees as up-to-date as possible online 
and on social media.  

Place owner-surrendered animals immediately eligible for 
adoption (ASPCA’s Position Statement on Responsibility of 
Animal Shelters) 

HRAS places animals up for adoption 
depending on medical/behavior. 

Establish strict protocols for cleaning and disinfecting 
enclosures before new occupancy and spot cleaning for 
occupied enclosures (ASV Guidelines For Standards of Care in 
Animal Shelters) 

The HRAS protocol is that a kennel cannot 
be used until it has been cleaned and 
disinfected. If an animal with a specific 
disease was held in the kennel, there is a 
separate protocol that involved further 
cleaning. 

Ensure animal transport and relocation programs and vehicle 
configurations abide by federal regulations, best practices, 
and animal welfare before, during, and at the end of transport 
responsibilities (ASV Guidelines For Standards of Care in 
Animal Shelters) 

HRAS’s collaborative partners provide 
these services.  

Policy and Governance 

Adopt a clear mission that reflects the needs of the 
community through regular community assessments (ASV 
Guidelines For Standards if Care in Animal Shelters) 

In process 

Craft clear, comprehensive policies, processes, and outcomes 
that are consistent across jurisdictions the shelter operates in 
while also aligning community needs and best practices for 
public accessibility (Best Practices in Local Animal Control 
Ordinances; ASPCA’s Position Statement on Responsibility of 
Animal Shelters). 

HRAS is working internally on SOPs   

Establish and update protocols for daily operations that are 
aligned with regulatory standards, especially for emergency 
situations such as outbreak situations that include quarantine 

HRAS is working internally on SOPs   
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practices. (ASV Guidelines For Standards if Care in Animal 
Shelters) 

Maintain cycles to review and update ordinances to address 
gaps in animal welfare protections, such as mandatory 
microchipping, spay/neuter requirements, and dangerous 
animal classifications (Best Practices in Local Animal Control 
Ordinances). 

HRAS does not do this consistently. The 
advisory committee is currently reviewing.  

Use data and research to advocate at the government level for 
ordinance updates to align with animal welfare best practices, 
decrease health risks, and reduce animal suffering (Best 
Practices in Local Animal Control Ordinances). 

HRAS does not do this consistently. 

Community Engagement and Retention 

Build out humane education programs, targeting schools and 
underserved communities, to promote responsible pet 
ownership and welfare values (ASPCA Position Statement). 

HRAS attends events as invited but does 
not have a dedicated team for this practice. 
HRAS is currently trying to develop these 
programs.  

Simplify adoption and return-to-owner processes, offering fee 
waivers or reductions to increase community participation 
and exploring GIS mapping technology when possible for lost 
pet management (ASPCA Position Statement; GovPilot Animal 
Control Strategies) 

HRAS is not using GIS yet. Posting stray 
intakes has helped on social media. HRAS 
will waive fees as needed to help owners 
get animals, we also waive adoption fees 
throughout the year. 

Offer free- to low-cost behavioral training programs to 
address one of the main causes for pet surrenders. Attendees 
can bond with their pets and correct negative behaviors such 
as barking, chewing, or litterbox problems. (Clearly Loved 
Pets Animal Rescue Trends) 

HRAS does not offer a training program as 
does not have behavior staff. However, we 
do partner with GoodPup to offer a 1 on 1 
web- based training option. It is provided 
with adoption, but anyone can use it. 

Partner with companies to establish workplace fostering 
programs. Employees who foster provide short-term care 
which helps to reduce shelter overcrowding, promote 
adoption, and provide stress-relief atmospheres. (Clearly 
Loved Pets Animal Rescue Trends) 

HRAS has not implemented this yet.  We are 
waiting to fill a second Vol. Coordinator 
position that will focus on enhancing our 
foster program.  

Create flexible fostering options, such as weekend or vacation 
fostering, to build a stronger volunteer network, provide 
opportunities for pets to experience life outside of the shelter, 
and reduce crowding. (Clearly Loved Pets Animal Rescue 
Trends) 

HRAS currently allows volunteers to take 
shelter dogs out for a day or weekend.  We 
want to expand but need additional 
staffing to manage an expanded program.  

Use local public meetings, government social media 
platforms, and other social media platforms to share and 
educate community members on pet licensing, vaccination, 
local policies about pets, as well as insight into wildlife like 
local invasive species for knowledge sharing (GovPilot Animal 
Control Strategies) 

HRAS is continuously adding topics.  
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Animal Welfare and Outcomes 

Prioritize spay/neuter programs and robust medical and 
behavioral care to increase live-release rates and decrease the 
length of an animal’s shelter stay (ASV Guidelines Checklist; 
ASPCA Position Statement; GovPilot Animal Control 
Strategies). 

HRAS funds over $300k in spay/neuter 
opportunities for the community. HRAS is 
also working to increase its own capacity 
internally with additional staffing 

Establish continuous collaboration pathways with rescue 
organizations and community partners to improve placement 
rates for harder-to-adopt animals (ASPCA Position Statement)
. 

HRAS has a dedicated 0.5 staff person to 
run this program and sends over 900 
animals per year to rescue partners 

Prioritize play and enrichment for animals through spaces 
such as structured playgroups and interactive activities that 
can also be used for visitor engagement (ASV Guidelines For 
Standards of Care in Animal Shelters). 

HRAS is currently growing this approach. 
HRAS doesn’t have playgroups yet but does 
incorporate enrichment. 

Evaluate the design of housing rooms, lighting, drop boxes, 
intake rooms, heating, ventilation, air quality, noise, surfaces 
and drainage to ensure adequate animal welfare and housing 
(ASV Guidelines For Standards of Care in Animal Shelters) 

In progress and also working with Shelter 
Planners Architect to review existing 
spaces to see if any room for capacity. 

Prioritize pet guardian retention over shelter intake to ensure 
the appropriate outcomes are provided, the length of stay is 
minimized, and the shelter remains at the capacity for care. 
(ASV Guidelines For Standards of Care in Animal Shelters) 

HRAS practices this when possible. If 
people call before dumping or bringing in, 
HRAS will try to help so the owner can keep 
animal with them. Same in the field with 
officers. 

Establish a robust medical assessment, including vaccinations 
and preventative care planning, before admission to offer 
medical services that can prevent intake such as spay/neuter, 
outpatient care, or referral to other programs and services 
(ASV Guidelines For Standards of Care in Animal Shelters) 

HRAS provides resources and education to 
help when possible. HRAS is working to 
expand our clinic to provide more medical 
support.  

Consider the placement of animals being considered for 
euthanasia to be placed with partner 501c3 animal rescue 
organizations (ASPCA’s Position Statement on Responsibility 
of Animal Shelters) 

Yes. Over 900 placements a year. 

Evaluate the intake of animals with severe behavior and 
medical issues to consider if their placement in the shelter is 
dangerous (ASPCA’s Position Statement on Responsibility of 
Animal Shelters) 

HRAS already practices this. 

Data-Driven Decision Making 
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Regularly track and analyze key performance indicators—
including intake, outcomes, adoptions, and length of stay—for 
resource allocation and identify “bottleneck” areas in shelter 
stay  (ASV Guidelines Checklist; ASV Guidelines For Standards 
of Care in Animal Shelters; Clearly Loved Pets Animal Rescue 
Trends). 

HRAS conducts an informal review if issues 
are uncovered. HRAS also completes a 
status report to the JPA. 

Utilize technology to improve operations such as record-
keeping for individual and population-level data and 
transparent data sharing with the public, when relevant and 
feasible (Best Practices in Local Animal Control Ordinances; 
ASV Guidelines For Standards of Care in Animal Shelters) 

HRAS uses the Chameleon Database to 
complete this. 

Maintain detailed animal records that include overall health, 
animal behavior, and pet outcomes. Ensure adequate 
maintenance of animal records. (ASV Guidelines For Standards 
of Care in Animal Shelters) 

HRAS already has this in practice. 

4. Summary of HRAS SWOT (Strengths, Weaknesses, Opportunities, Threats) Discussion 
R+A led a group discussion during the strategic planning meeting about the strengths, weaknesses, opportunities, and 
threats and asked: What are the strengths, weaknesses, opportunities and threats that HRAS should consider as HRAS 
develops a strategic plan for the next 3 years? The leftmost column contains the groups’ input captured during HRAS 
SPT’s first meeting, the middle column categorizes the overall themes (in bold) and includes more detailed and 
related bullet points, and the rightmost column contains draft goals, strategies and outcomes that were drafted based 
on the overall themes. 

Strengths 

Group input Overall Themes 
Draft HRAS Strategic Planning 

Components 
• Collaboration with the 

City of Salinas, as well 
other cities, allows 
broader considerations 
to address the needs of 
animals and the 
community. 

• Established, relatively 
central location. 

• Effective social media 
platform. 

• Community outreach 
events that increase 
animal adoption and 
establish a public 
presence. 

• Setting up the JPA and 
merging the service 

• Collaboration and strategic 
partnerships with key 
stakeholders to improve 
services, and positive impact 
on operations and animal 
services 

o Collaboration with 
the City of Salinas 
and other cities 
allows for broad 
range of to address 
the needs of 
animals and the 
community. 

o Rescue partners 
(both national and 
local) help support 
overall operations. 

• Draft Goals 

o Commitment to quality 
services and overall 
improvement to meet 
community needs. 

• Draft Strategies 

o Collaboration and 
strategic partnerships 
with key stakeholders to 
improve services and 
positively impact 
operations and animal 
services. 

o Effective and intentional 
community engagement 
increases adoption rates 
and public presence. 
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Strengths 
between the City and 
County. 

• Improvement of services 
through the JPA 

• Care and familiarity; 
dedication; staff’s 
mindfulness and 
familiarity of community 
served. 

• Targeted services, 
evolving. 

• Number of animals 
placed, spay/neuter, 
education, regional. 

• Rescue partners 
(national and local) help 
with overall operations 

• Clinic services 

• Community support 

• Dedicated staff 

• Dedication to care from 
community members 

• Information and 
knowledge sharing 
between adopting family 
and volunteers who care 
for the adopted animal 
before being adopted 

• At a county-level they 
recognize that the JPA is 
a priority 

 

o Setting up the JPA 
and merging 
services between 
the City and County 
improve service 
delivery. 

o At a county level, 
the JPA is 
recognized as a 
priority. 

• Commitment to quality 
services and overall 
improvement to meet 
community needs 

o Targeted services, 
evolving. 

o Information and 
knowledge sharing 
between adopting 
family and 
volunteers who care 
for the adopted 
animal before being 
adopted 

o Improvement of 
services through the 
JPA 

• Dedicated and 
knowledgeable team that 
has attention to care, 
creating a positive impact 

o Care and 
familiarity; 
dedication; staff’s 
mindfulness and 
familiarity of 
community served. 

o Dedication to care 
from community 
members 

• Strong operational 
infrastructure ensures high-
quality care 

o Established, 
relatively central 
location 

o Clinic services 

o Strong operational 
infrastructure ensures 
high-quality care. 

• Draft Outcomes 

o Notable achievements 
of animal welfare. 

o Dedicated and 
knowledgeable team 
that has attention to 
care, creating a positive 
impact. 

o Effective and intentional 
community engagement 
increases adoption rates 
and public presence 
(dual role as a 
measurable outcome). 
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Strengths 
• Notable achievements of 

animal welfare 

o Number of animals 
placed, 
spay/neuter, 
education, regional. 

• Effective and intentional 
community engagement 
increases adoption rates 
and public presence 

o Community 
outreach events 
boost animal 
adoptions and 
establish a public 
presence. 

o Effective social 
media platforms 
amplify outreach 
efforts. 

o Dedication to care 
is evident among 
community 
members. 

 

 

 

Weaknesses 

Group input Overall Themes 
Draft HRAS Strategic Planning 

Components 
• A lack of Animal Control 

Officers for weekends or 
after hours. 

• Lack of satellite 
locations, especially in 
South County. 

• Too small of a shelter. 
Overcrowding is too 
often an issue. 

• Too much turnover for a 
small Board. 

• Limited adoption hours. 

• Funding and political support 
affects operational capabilities 

• Lack of grant funding 

• Challenges regarding 
payments that are not 
sufficient to cover the cost 
of operations and services  

• Limited political will to 
prioritize the funding of 
the JPA 

• Staffing limitations impact 
services to meet demand  

• Draft Goals 

o Strengthen HRAS and 
partnerships through 
strategic direction. 

o Stabilize operational 
costs for sustainable 
growth and service 
delivery. 

• Draft Strategies  

o Improve facilities and 
accessibility to meet 
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Weaknesses 
• Need to find a way to 

bring jurisdictions that 
are not part of the JPA, 
but served by JPA, into 
becoming active 
members of the JPA. 

• Clearly define the 
relationship between the 
City and County. 

• Don’t have a clear 
direction and set of 
expectations among the 
City and County. 

• A lack of understanding 
of what it truly means to 
run an animal shelter 
and program. 

• Lack of clear direction 
and focus. 

• Challenges in doing best 
work: finding the best 
balance for hours of 
service, addressing 
needs of areas in county, 
attracting partners. 

• Doing things internally: 
Find workable and 
responsive approaches 
to deliver services to 
current and expanding 
customer base 

• Indirect competition 
with other animal rescue 
agencies (SPCA) 

• Lack of grant funding 

• Implication that the city 
is not paying their fair 
share based on the 
services requires, rather 
than looking at it as the 
relationship building—
the dialogue of 
partnership 

• Don’t have a clear 
strategy for how to 

• A lack of ACOs for 
weekends or after hours 
reduces service 
availability. 

• Need for more ACOs 

• Turnover on a small Board 

• Inadequate facilities and 
accessibility to meet 
community needs and animal 
welfare needs 

• Lack of satellite locations, 
especially in South 
County. 

• Too small of a shelter. 
Overcrowding is too often 
an issue. 

• Limited adoption hours. 
• Lack of a strategic direction to 

strengthen HRAS and 
partnerships 

• Need to find a way to bring 
jurisdictions that are not 
part of the JPA, but served 
by JPA, into becoming 
active members of the 
JPA. 

• Need to clearly define the 
relationship between the 
City and County. 

• Lack of clear direction and 
focus. 

• Lack of understanding as to 
why the JPA was formed 

• Lack of publicizing services  
• Don’t have the experience 

or strategy on how to 
showcase the services of 
the HRAS’s work  

• Unstable operational costs 
challenges hinder 
organizational growth and 
service delivery 

• Challenges in doing best 
work: finding the balance 
to provide needed hours 
of service, addressing 

community and animal 
welfare needs. 

o Secure funding and 
political support to 
enhance operational 
capabilities and services. 

o Identify staffing needs to 
better meet demand for 
services. 

o Close knowledge and 
capacity gaps through 
building a common 
understanding of animal 
shelter operations. 

o Increase visibility and 
community awareness 
by publicizing services 
effectively through 
marketing campaigns. 

• Draft Outcomes 

o Increase staffing levels 
to meet service demands 
and growing demands. 

o Enhance facilities and 
accessibility to align 
with community and 
animal welfare needs. 

o Stabilize operational 
costs that support 
sustainable growth. 

o Increase community 
awareness and usage of 
services due to better 
public outreach. 
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Weaknesses 
showcase the services of 
the JPA’s work  

• Impacts partnerships, 
understanding of 
communities, and 
operations 

• Doesn’t have direction 
on what their actual 
services are 

• Not a common 
understanding as to why 
this JPA was formed 

• Lack of understanding of 
what’s happening in the 
other building and the 
true costs behind the 
second building (staffing, 
materials, etc.) 

• Lack of political will to 
prioritize the funding of 
the JPA 

• Need more ACOs  

needs of areas in county, 
attracting partners. 

• Doing things internally: 
Find workable and 
responsive approaches to 
deliver services to current 
and expanding customer 
base 

• Lack of understanding 
among community 
members of what’s 
happening in the other 
building and the true costs 
behind renovating the 
second building (staffing, 
materials, etc.) 

• Knowledge and capacity gaps 
in programming limits efficient 
growth 

• Don’t have a clear 
direction and set of 
expectations among the 
City and County. 

• A lack of understanding of 
the costs to run an animal 
shelter and program. 
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Opportunities 
Group input Overall Themes 

• More coordination with
cities that we do not
currently work with.

• Develop an intentional 
and clear strategy to
court partners and
stakeholders.

• Develop more extensive
workshops on
responsible pet
ownership, animal
welfare and the
importance of spaying
and neutering. This could
include an expanded
outreach to schools.

• Work more closely with
local groups that trap,
neuter and return cats.

• Exploring and developing
the relationship with the
SPCA.

• Creating a more
interactive and unique
website.

• Leverage technology for
apps and social media on 
real-time updates.

• First this effort is needed,
to develop a strategic 
plan and direction for the
JPA.

• External opportunities to
support ability to be
effective: build a service
delivery to address the
economic challenges for
those customers wanting
to be responsible pet
owners but lacking the
means

• Ways to grow and build
on strengths: proactive
pet education; find and
educate in hot spots

• Enhance collaboration and
partnerships provides
opportunities for expansion and
expanded services to address
needs

• Increased coordination
with cities that we do not
currently work with.

• Develop an intentional 
and clear strategy to
court partners and
stakeholders.

• Work more closely with
local groups that trap,
neuter and return cats.

• Explore and develop a
relationship with the
SPCA.

• Monterey County Mayors
Association (Meet once a
month)

• Expand education and outreach
initiatives to shift
communitywide animal care
approaches

• Shift norms through
education on backyard
breeding, responsible pet
ownership, etc.

• Develop more extensive
workshops on
responsible pet
ownership, animal
welfare and the
importance of spaying
and neutering. This could
include an expanded
outreach to schools.

• Ways to grow and build
on strengths: proactive
pet education; find and
educate in hot spots

• Expand services and
infrastructure for communities

• Draft Goals

o Strengthen
collaboration and
partnerships to expand
services and address
community needs.

• Draft Strategies

o Increase community
awareness and
engagement through
education and outreach
initiatives to better
animal welfare.

o Generate support for
funding to maintain 
infrastructure and
service expansion.

o Expand education and
outreach initiatives to
promote a
communitywide shift in
animal care approaches.

o Utilize technology and
social media to increase
organizational impact,
improve operations, and 
engage the community
effectively.

o Develop and formalize
targeted outreach
efforts and relationships
to better address unmet
needs.

o Create and implement
pathways for job and
volunteer opportunities
to strengthen
organizational capacity.

• Draft Outcomes

o Increase broad reach
and improved service
delivery through
expanded partnerships
and collaborations. 
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Opportunities 
• Change the name of the 

shelter 

• Second building serves 
as an opportunity 

• Reaching out to city 
councils 

• Developing a drop off 
place in south county to 
save time --also potential 
for Pacific Grove and 
Carmel 

• Potential to create an 
MOU and have certain 
people (outreach/mobile 
team) to go around and 
target and clean up 
certain areas-- organize 
around need of cities 

• Monterey County Mayors 
Association (Meet once a 
month) 

• Spay and neuter increase 
helps to reduce overall 
population of unwanted 
animals 

• Education 

• Shift norms through 
education on backyard 
breeding, responsible 
pet ownership, etc. 

• Sales tax increase to 
better the animal 
services could increase 
funding and service 
opportunities 

• Job pathways created 
through HRAS 

• Memorandum of 
understanding 
developed 

• Couple of people were 
selected for each agency 

• They went around and 
cleaned up target areas 

• Sales tax increase to 
better the animal 

• Develop a drop off place 
in south county to save 
time  

• Also potential for 
expansion of services to 
Pacific Grove and Carmel 

• Use second building as an 
opportunity for greater 
(public/private 
partnership) (best 
practices) 

• Expand use of technology/social 
media to increase impact and 
improve operations and 
engagement 

• Create a more interactive 
and unique website. 

• Leverage technology for 
apps and social media on 
real-time updates. 

• Build support for funding for 
expansion opportunities 

• Advocate for sales tax 
funding to come to the 
HRAS 

• External opportunities to 
support ability to be 
effective: build service 
delivery to address the 
economic challenges for 
those customers wanting 
to be responsible pet 
owners but lack the 
means 

• Expand job and volunteer 
pathways 

• Job pathways created 
through HRAS 

• Engage more volunteers 
to expand reach and 
effectiveness 

• Formalize relationships and 
targeted outreach to address 
needs 

• Potential to create an 
MOU to coordinate an 

o Increase in community 
awareness and 
behavioral changes to 
animal care and 
treatment 

o Improve operational 
efficiency and 
community engagement 
through harnessing 
technology and social 
media. 

o Expand volunteer and 
staff capacity supporting 
enhanced service 
delivery. 

o Increase sustainable 
funding for 
infrastructure and 
service expansion 
initiatives. 
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Opportunities 
services could increase 
funding and service 
opportunities 

• Use second building as 
an opportunity for 
greater (public/private 
partnership) (best 
practices) 

• Volunteers 

outreach/mobile team 
which targets and clean 
up certain areas 

 

Threats 

Group input Overall Themes 
Draft HRAS Strategic Planning 

Components 
• Rising costs of veterinary 

services and pet care will 
lead to more 
abandonments. 

• Finding stable resources 
to support lower income 
clients, including 
transportation or mobile 
services 

• HRAS is not the highest 
county priority 

• SPCA’s priority of south 
county may limit the 
JPAs expansion 

• Licensing is a hurdle 

• Overpopulation of 
unwanted animals 

• Rising costs of vet services 
impact pet ownership (i.e. costs 
of mobile services and other 
operational costs increase costs, 
leading to higher likelihood of 
abandonments due to financial 
burden) 

• Rising costs of veterinary 
services and pet care will 
lead to more 
abandonments. 

• Finding stable resources 
to support lower income 
clients, including 
transportation or mobile 
services 

• Limited political will and HRAS 
funding prioritization impacts 
expansion 

• HRAS is not in the top ten 
for political priorities 

• Other organizational 
competition impacts growth 
and reach 

• SPCA’s priority of south 
county may limit the 
JPAs expansion 

• Regulatory and licensing 
barriers may discourage 
compliance and engagement 
from pet owners 

• Licensing is a hurdle 

• Draft Strategies 

o Mitigate the impact of 
rising veterinary and 
operational costs on pet 
ownership and 
abandonment rates. 

o Advocate for increased 
funding prioritization 
and political support for 
HRAS. 

o Address overpopulation 
issues to reduce 
crowding and resource 
strain in shelters. 

o Develop programs to 
provide affordable or 
subsidized veterinary 
and mobile services to 
reduce financial barriers 
for pet owners. 

o Engage in targeted 
advocacy through 
political forums to 
increase funding 
prioritization for HRAS 
initiatives. 

o Address and simplify 
regulatory and licensing 
barriers, making 
compliance more 
accessible and engaging 
for pet owners. 
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Threats 
• Overpopulation of unwanted 

animals impacts crowding and 
resources 

• Overpopulation of 
unwanted animals 

o Support spay/neuter and 
population control 
programs to address 
animal overpopulation 

• Draft Outcomes 

o Reduce abandonment 
rates due to improved 
access to affordable 
veterinary care. 

o Increase political and 
financial support for 
HRAS initiatives for 
service expansion 

o Improve pet owner 
compliance due to 
simplified regulatory 
processes and 
comprehension. 

o Decrease unwanted and 
unhoused pets with the 
implementation of 
successful spay/neuter 
initiatives. 

5. Identification of Draft Priorities for the HRAS Strategic Plan 
Below is a high-level summary of draft priorities identified during the first SPT meeting based on an analysis of the 
SPT SWOT discussion. The column to the right indicates alignment with best practices. 

 

DRAFT HRAS Strategic Plan Component 

Aligns 
with 
Best 

Practices 
DRAFT GOAL 1: Deliver the Highest Quality Animal Care Services 
Define and provide a high caliber of animal welfare services through various strategies—such 
as education and partnerships—that will address overpopulation while expanding service 
delivery that ensures compassion and excellence. 

  

Draft Strategies 
Define HRAS’s animal services to deliver quality animal and community services that meet 
the needs of the community and animal welfare. 

  

Strengthen current and expand strategic partnerships and collaborations to enhance 
community services. 

  

Address animal overpopulation and resource challenges for the shelter.   
Increase spay/neuter operations and education to combat overpopulation.    
Expand education and outreach to communities   
Draft Outcomes 
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Maintain a high caliber of animal welfare services and treatment   
Expand reach and service delivery by harnessing partnerships and collaborations   
Increase adoption rates and community knowledge of animal services   
Decrease overpopulation and shelter crowding   
DRAFT GOAL 2: Align Policies to Advance Animal Welfare  
Refine the HRAS’ policies to streamline animal welfare efforts and reduce regulatory conflicts 
between city and county jurisdictions for efficiency and consistency. 
 
 

  

Draft Strategies  
Create and bundle sound policies across entities to advance animal welfare goals   
Collaborate with city and county entities to identify and address regulatory conflicts   
Draft Outcomes 
Improve consistencies in policies across county to reduce inefficiencies and 
establish a standard to animal welfare  

  

Increase in collaboration between jurisdictions for effective animal care   
DRAFT GOAL 3: Generate Sustainable Revenue 
Stabilize operation costs to strategically expand facilities and generate political 
visibility and support for funding. 

  

Draft Strategies 
Develop a capital campaign to engage community members and interested 
stakeholders 

 

Expand operations to other cities to increase revenue  
Secure political support and sales tax revenue funding  
Develop affordable veterinary and mobile services to reduce financial barriers to 
animal care for low-income pet owners 

  

Publicize services effectively to increase visibility    
Draft Outcomes  
Stable operational costs for sustainable shelter growth   
Expand service area for increased revenue  
Establish large-scale fundraising effort for expansion of resource avenues  
Reduce pet abandonment rates and other animal services costs through 
accessible and affordable veterinary care 

  

Shift in community awareness and treatment in animal care practices   
DRAFT GOAL 4: Enhance HRAS Operations 
Strengthen HRAS operations and partnerships for improved animal services, 
growth, and advocacy. 

  

Draft Strategies 
Expand service availability to seven days a week, with better weekend coverage.  
Expand operations into South County to increase accessibility.  
Increase adoption days to improve community engagement and outcomes.   
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Address staffing limitations to increase staffing levels to ten ACOs and build 
pathways for volunteer opportunities 

  

Develop additional space to accommodate growing animal care needs.   
Utilize technology and social media for operational efficiency and community 
outreach 

  

Develop a targeted outreach effort and relationships to address unmet needs.   
 
Draft Outcomes 
Improve facilities and staffing needs to meet the community and animal welfare 
needs. 

  

Enhance community awareness for better animal treatment and approaches   
Increase in staff and volunteer capacity for animal delivery service growth   
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Regular Agenda Item VI.B 
 
 

TO: Hitchcock Road Animal Services Advisory Committee 
 
FROM: Cindy Burnham, Animal Services Administrator 
 
DATE: February 13th, 2025 
 
SUBJECT: Receive proposed HRAS budget update and staffing recommendations as previously presented to 
HRAS Board of Directors and consider a motion regarding Advisory Committee recommendations for 
proposed budget and staffing recommendations. (Action Item) 
 
Recommendation: Receive proposed HRAS budget update and staffing recommendations as previously 
presented to HRAS Board of Directors and consider a motion regarding Advisory Committee 
recommendations for proposed budget and staffing recommendations. (Action Item) 
 
Discussion:  
The information below was presented to the JPA Board of Directors on January 30th, 2025 for direction 
regarding providing a final draft budget for approval on February 27th, 2025. Staff was directed to prepare a 
draft budget with staffing recommendations and mobile clinics as presented in the current year budget.  Staff 
is currently preparing that budget.    
 
The Advisory Committee will review and discuss this information and consider a motion regarding 
recommendations to present to the HRAS Board of Directors on February 27th, 2025.  
 
Please note that the current JPA Budget Allocation formula is not due for review this year so current cost 
allocations percentages in place will remain.  It is due for review for the 2026-2027 fiscal year.  
 
Baseline budget: 
In preparation for the February 27th approval of the HRAS budget, staff is presenting a draft baseline budget 
as well as staffing requests and is requesting feedback and direction from the JPA Board.  With direction 
staff will prepare a final budget to be brought back to the Board on February 27th for approval. The baseline 
budget for 25-26 does include the negotiated salary increases that have been implemented. County budget 
deadlines require budget submission the first week of March. 
 
The estimated baseline budget allocation is estimated to be $6,009,467 will require additional funds at this 
time, per estimates and before any additional augmentations. It is estimated that the additional funds for 
baseline would be as follows: 
 County: $177,950 
 City of Salinas: 281,250 

(The City’s portion is higher as previously noted the max limit was $2.67M and the budget could not 
exceed that).  
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Staffing Augmentations:  
At the November JPA meeting, staff was asked to review needed staffing to operate 7 days a week with 
current services and for ACO coverage after 5pm. This request was to encompass full operations including 
field services, adoptions, owner reclamations, licensing, etc. Staff took that direction and looked at all areas 
within Animal Services: Field Services, Animal Care, Customer Service, Veterinary Services and 
Education/Volunteer Programs to develop a plan that allows for the increase in services evenly throughout 
the department. It is not recommended nor realistic to only increase staffing in one area as there is a lot of 
crossovers within Animal Services.  For example, increasing ACOs in the field will cause more animals to 
need animal care and veterinary services, increase customer traffic and response as well as a need for more 
response from volunteer support.  
 
Attached is the worksheet prepared outlining current needs and getting to where HRAS can operate with 
current service 7 days a week, with ACOs after 5pm.  It is a very large increase that is needed and that is 
because current staffing levels are such that there is no capacity to absorb vacancies and leaves with 
current service levels. Simply put, HRAS needs more to do more. Staff’s review indicates there would be 33 
additional staffing positions in order to operate 7 days a week, with ACOs after 5pm with current services 
hours and service levels. It is estimated to cost about $4,055,870 for these additional positions alone. 
  
Given the significant increase and being realistic on internal processes ability to even hire that number of 
staffing, phases were added to slowly implement this plan. There is no timeline for any of these phases or 
this plan at this point and the phases can even be broken up further upon direction from the JPA Board. 
 

• Phase 1 (Yellow) - Adds 11 new positions and hold basic service levels and operations at 
status quo with the exception of adding ACO On-Call emergency hours Mon-Thursday nights 
and increasing Administrative support. These positions were submitted at the end of 
December in order to meet the submission guidelines of the County and are the staffing 
augmentations presented for this 25-26 budget. These augmentations can be updated with 
direction from the JPA Board.  
 

• Phase 2 (Green) - Adds 10.5 new positions and would increase Field Services up to Mon-
Saturday with on call Mon-Friday nights.  This allows the front office to be open Monday – 
Saturday from 10am-6pm and provides additional Veterinary Services and Community 
Outreach support.  
 

• Phase 3 (Blue) – Adds 11.5 positions and gets us to 7 days a week operation with ACOs 7 days 
a week from 8am – 8apm with on call for nights and holidays.  It also allows for customer 
service hours to be expanded to 7 days from 10am-6pm and provides additional Animal Care 
support for increased field services. Additionally, it provides the extra veterinary clinic and 
community engagement support.  

To note, this plan does not cost out the need for additional space for vehicles, supplies and staffing. Staff 
has suggested some ideas that were not able to be costed out to alleviate this need on a moderately short-
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term basis, that includes utilizing the Salinas City Shelter location and/or other offsite County spaces for 
non-animal or customer related services like Administration and Field Services. A larger plan to increase 
overall space would be needed for a long-term plan. 

For this discussion, staff requests direction on the additional staffing of phase 1 of 11 positions.   

Mobile Spay/Neuter Clinic Augmentations:  

For the last several years, both the City and County has provided additional funding for mobile spay/neuter 
clinics through the vendor, the SNIPbus. The current agreement for FY24-25 funds 48 clinics in the County 
($180k) and 24 in the City ($90k) for a total of 72 mobile spay/neuter clinics at $270k. Additionally, staff is in 
the process of adding 30 more clinics, as it fits into the current budget, between 3 partners by end of June: 
SNIP (Salinas ferals and large dogs, no vaccines included), SPCA (south county domestics and ferals, includes 
vaccines) and AFRP (ferals anywhere in MC, includes vaccines).  Agreements are in progress to begin adding 
these clinics in February. The goal is to provide additional affordable s/n opportunities around and within 
the County for about 1000 more animals.   

The need to provide consistent, affordable and accessible spay/neuter opportunities for the community is 
critical right now. With a current Veterinarian shortage and increasing veterinary costs continuing to rise, 
pet owners and caretakers in our communities need us to help provide these opportunities if we are to see 
a reduction in pet overpopulation again.  It needs to remain consistent and affordable. As there are now 
additional partners available within Monterey County to provide affordable spay/neuter opportunities 
within Monterey County, both mobile and stationary, there is an opportunity to continue and possibly 
expand the opportunities for the community.  

The baseline budget does not include any funds for mobile spay/neuter opportunities at this time. Direction 
is needed from the Board about funding spay/neuter opportunities within our communities for the 25-26 
fiscal year.  

 
Attached: 
HRAS Additional Staffing Phases 
JPA FY 26 Baseline Summary 
JPA FY 26 Baseline Details 
JPA Staffing Augmentations 
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HRAS Additional Staffing Phases: Current FTE and Phase 1(11 augmentations) 
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HRAS Additional Staffing:  Phases 2 and 3 
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HRAS Total Staffing increases for 7 day/week operations with Phases 
 



 

 

 
JPA Baseline Summary 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 



 

 

 
JPA Baseline Details – Part 1 

 

 
 



 

 

JPA Baseline Details – Part 2 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 



 

 

 
Staffing Augmentations – Phase 1 
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