
To the Los Alamos County Council: 

 

After much research and deliberation, the members of the ASAC have approved the following 

report to the Council. This report completes the initial tasks for the Committee outlined in the 

ASAC Charter, Section II, Subsection A. The initial tasks are listed in the report with the 

Committee’s responses incorporated. 

 

Respectfully submitted, 

 

Wendee Brunish, Chair 

Linda Zwick, Vice Chair 

Melissa Bartlett 

Wendy Marcus 

Mary Timmers 

Sally Wilkins 

Jennifer Young 

 

June 11, 2019 
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Animal Shelter Ad Hoc Advisory Committee Members 

 

Wendee Brunish, Chair 

Linda Zwick, Vice Chair 

Melissa Bartlett 

Wendy Marcus 

Mary Timmers 

Sally Wilkins 

Jennifer Young 

 

The members brought  extensive and varied experience to the Committee and have a combined 

48,000 hours of volunteer experience. Their experience includes, but is not limited to: 

 Behavioral evaluation 

 Training, from basic obedience to search and rescue 

 Program coordination with other shelters and rescue organizations 

 Mobile adoptions 

 Foster programs 

 Fund-raising 

 Examination of legal issues 
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REPORT OF THE ANIMAL SHELTER AD HOC ADVISORY COMMITTEE  
TO THE LOS ALAMOS COUNTY COUNCIL 

 

EXECUTIVE SUMMARY 

The Animal Shelter Ad Hoc Advisory Committee was formed from applicants from the 

community at large. Committee members were appointed by the County Council to (1) describe 

the current operational structure of the Animal Shelter, (2) consider other alternative structures 

and related costs for an Animal Shelter, and (3) make a recommendation on shelter operations to 

the Council. In this report, the Committee presents the Animal Shelter’s current organizational 

structure and level of function, difficulties that need to be addressed, and a recommendation for 

overcoming these difficulties and improving this community resource. 

The Committee found several issues with the current organizational structure. They are as 

follows. 

Issue 1. The Los Alamos County Police Department (LAPD) is in charge of the Shelter 

operations. It is staffed by Animal Control Officers who have been trained in animal control 

responsibilities but not Shelter operations. Shelter operation training includes animal welfare best 

practices, shelter animal behavioral evaluation (for both public safety and adoption matching), 

enrichment and behavioral modification, adoption counseling, surrender prevention, and public 

education and outreach, whereas Animal Control training focuses heavily on law enforcement 

areas, such as cruelty and bite investigations, nuisance complaints, and disaster preparedness. 

Depending on available staff, training, and conflict with AC duties, the ability of the LAPD to 

keep up with the demands of these Shelter operations varies considerably; often they are done 

poorly or not done at all. 

In this operational model, the Shelter has been chronically under-staffed. This is causing multiple 

problems that impact both the quality of citizen experiences at the Shelter and the ongoing care 

of the animals resident there. The animals at the Shelter are legally owned by Los Alamos 

County, and it is the duty of the County to provide the highest standard of humane care for the 

animals while they are under the ownership of the County. 

Issue 2. The Animal Shelter’s funding is part of the LAPD budget. This results in a situation 

where law enforcement priorities may cause a shift in funding away from Shelter animal welfare 

needs.  

The funding issues not only affect the staffing level, they also affect the Shelter’s ability  to 

provide medical care for its resident animals. There is not enough funding to support anything 

more than limited medical care. 

Issue 3: Animal Control priorities sometimes directly conflict with Shelter operational priorities. 

For example, when the LAPD Animal Control Officers must go out on a call, the Shelter may be 

left with no staff onsite and must be closed. This results in irregular hours at the Shelter and 

diminishes the ability of (1) the public to adopt animals and (2) the volunteers to do their work. 

Surveys indicate that this is greatly frustrating to both the public and the volunteers. 
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Issue 4: A robust volunteer program existed before 2017 when the LAPD took over the program. 

The LAPD has limited experience in developing and running a volunteer program, which has 

raised some concern with Committee members. Currently, the LAPD’s volunteer training 

consists of an orientation and a short video followed by a multiple-choice quiz; this is not an 

adequate training program for volunteer knowledge or safety. The previous training program, 

which evolved over the years to include a set of three classes, supervised hands-on interactions 

with animals, and mentoring, resulted in a high level of skill among volunteers.  

Issue 5: Under LAPD, the Shelter suffers chronic staffing and funding shortages. The current 

LAPD staffing plan provides one Shelter Manager and three Public Service Aide Animal Control 

Officers, who are required to split their time between Police duties and Shelter duties. The 

Shelter is currently only open to the public 6 days a week for 6 hours a day, and often there is 

only one person on duty. This person also must respond to animal control calls, and therefore, 

the shelter is often closed during regular operating hours. The limited staff and limited hours 

open to the public do not allow adequate time to both properly care for the resident animals and 

provide consistent, high-quality customer service.   

On average, there are 10 dogs and 12 cats at the Shelter. This number of resident animals 

requires approximately 3 hours every morning to perform just basic cleaning and feeding and 

does not include other tasks such as administrative record keeping. Normal shelter operations 

(not animal control) tasks include, but are not limited to, the following. 

Daily Shelter Operations 

Cleaning: Perform daily cleaning of dog kennels, indoor and outdoor runs, cat room, litter 

boxes, and food and water bowls; laundering animal bedding; and washing toys. Also, 

clean work areas and public areas, like the public bathroom, lobby, kitchen, etc..   

Feeding/Watering: Provide resident animals with food and water, sometimes multiple 

times a day. 

Medicating: Administer medications and other needed treatments. 

Providing Enrichment: Provide animals with enrichment activities to alleviate the stress 

of living in a shelter environment. 

Evaluating and Tracking Daily Behavior: Note and communicate changes in animal 

behavior, especially changes that affect adoptability or indicate signs of stress. 

Interacting with the Public: Provide customer service both in person and on the phone. 

Maintaining Records: Update official records and informational white boards of the 

status of each animal in the shelter in terms of animal care, exercise, medications 

provided, adoptions, and surrenders. 

Managing the Volunteer Program: Train, supervise, schedule, and manage shelter 

volunteers to make best use of their time and skills. 

Additional Tasks 

Evaluating: Assess animals for adoptability. 

Deep Cleaning: Sanitize to prevent the spread of disease  
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Arranging Appointments and Transport: Get animals to veterinarian and grooming 

appointments. 

Training: Use standard, accepted methods to train animals as needed (including behavior 

modification). 

Performing Animal Welfare Outreach: Interact with Shelter customers, including 

adopters and those surrendering animals, and the general public in a variety of animal 

welfare situations, such as surrender prevention, companion animal care, and human 

education activities. 

Performing Other Activities as Needed: Setting up adoption events; maintaining an 

internet, press, and social media presence; creating and updating procedures and 

checklists; and training new staff. 

Conclusions 

The Committee looked at a number of operations models and has developed a recommended 

solution for changes to the current structure. The Committee’s recommended solution is to move 

Shelter operations to the Los Alamos County Community Services Department. Animal Control, 

i.e., law enforcement functions, would remain under the auspices of the LAPD.  

The Community Services Department is a customer-service organization that is designed to 

provide a wide range of social services to the citizens of Los Alamos County. This department 

also has extensive experience developing and running volunteer programs. Moving the Shelter 

operations to the Community Services Department (1) removes the threat of a budget that is 

reduced or limited as a result of differing police priorities, (2) allows additional training in 

Shelter operations and animal welfare that does not involve law enforcement priorities, and 

(3) allows Shelter operations staff to focus on animal care instead of law enforcement.  

Under the Community Services Department, the Shelter will need three full-time operations 

personnel and a full-time Shelter Manager (a total of four personnel) to ensure that the Shelter 

can maintain regular open hours and the level of care that should be provided to County-owned 

Shelter animals are entitled.  

Therefore, the Committee's recommendation is that Shelter operations be moved from LAPD and 

put under Community Services and that funding be provided for three full-time operations 

personnel and one Shelter manager.  The current budget for the Shelter is $372,540.00. The 

budget for the model recommended above is $380,540.00. There would also be a net increase to 

the County for the salaries of the Animal Control Officers who would still fall under the LAPD 

budget. Detailed budget figures are provided in the full report.  
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REPORT OF THE ANIMAL SHELTER AD HOC ADVISORY COMMITTEE  
TO THE LOS ALAMOS COUNTY COUNCIL 

 

1. INTRODUCTION 

In September 2018, the Los Alamos County Council appointed a seven-member Animal Shelter 

Ad Hoc Advisory Committee (“ASAC” or “Committee”) to “serve as an advisory body to the 

County Council . . . on the organizational structure of the Los Alamos County Animal Shelter 

(“Shelter”), policies and procedures appropriate for the Shelter, and other issues that the 

Committee and County staff determine are material  to the organization and operation of the 

Shelter.” (Animal Shelter Ad Hoc Advisory Committee Charter, Section I, Purpose.) 

To complete the Committee’s assigned scope of work, Committee members created several 

three-person working groups with overlapping membership to investigate areas of interest, 

including budgets, volunteer and staff interviews, and public input. This material is presented in 

the appendices at the end of the report. 

The following initial tasks were assigned to the Committee; the Committee’s findings and 

recommendations are detailed in this report.  

1. Describe the current operational structure of the shelter. 

2. Consider other potential operational structures for the shelter. 

3. Provide high-level estimates of costs to the County for the potential operational 

structures, and compare those cost estimates to the costs of the current operational 

structure of the Shelter.  

4. Provide a recommendation to the Council as to what type of organizational structure best 

meets high standards for the humane treatment of animals while providing a high-level of 

service to the citizens of the County. 

5. Provide a report to Council on the above within six (6) months of the appointment of the 

Committee members.  

6. The above report shall also contain suggestions as to other Shelter issues the Committee 

believes should be addressed after completion of the Committee’s initial task.  

2. MISSION 

ASAC’s stated mission is to provide a recommendation to the Los Alamos County Council, with 

high-level cost estimates, as to what type of organization structure best meets high standards for 

the humane treatment of animals while providing a high level of service to the citizens of the 

County. This recommendation should be aligned with the needs and expectations of our citizens 

and the local animal rescue community 

3. VISION 

ASAC’s vision is that the County will (1) adopt best practices for shelter animal welfare; 

(2) provide excellent service for surrender, reclaiming, and adoption of pets; and (3) be a good 
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partner to other shelters, rescues, and humane organizations in our community to maximize our 

impact on animal homelessness. 

4. SCOPE OF WORK 

This section discusses the Council’s assigned tasks in detail. 

1. The Current Operational Structure of the Shelter 

The Los Alamos County Animal Shelter is operated and funded by the Los Alamos Police 

Department (LAPD) under its Animal Control unit. The funding and the full-time-equivalent 

staff positions (FTEs) are derived from and controlled by the LAPD’s budget and FTE cap.  

The Animal Control unit has a total of four staff, three of whom are Public Service Aides 

(PSAs) whose primary duties are animal control. Animal Control’s primary functions include  

 addressing citizen complaints (barking dogs, etc.),  

 picking up roaming dogs,  

 investigating bite cases, and  

 investigating cruelty cases.  

In cases of bites or other dangerous dog cases, these activities take precedence over animal 

shelter functions. The three Animal Control PSAs also have duties at the animal shelter, 

including feeding and cleaning and handling surrenders, reclaims, and adoptions with 

members of the public. In addition, Animal Control officers must document investigations 

and serve as court witnesses for custody, cruelty, and dangerous dog cases.  

The fourth staff member is the Shelter Manager, who is primarily responsible for shelter 

operations. This position was only added 3 years ago; the first Shelter Manager left the 

position, and a second Shelter Manager was hired recently. Both individuals holding the 

position had some animal control experience, but the first had most of their experience at a 

high-kill shelter where time and funding did not allow for the development of high-quality 

public service programs and animal welfare protocols. The second individual has some prior 

shelter experience but again has no recent experience and no experience with the 

development of programs and animal care protocols based on current best practices. 

This shelter structure has been in place since Los Alamos County was incorporated. 

2. Other Potential Operational Structures for the Shelter 

Based on research, animal shelters fall into three funding models and two operational 

models. The funding models are  

1. publicly owned and operated (by a city or county),  

2. privately owned and operated (by a non-profit organization), and  

3. a combined structure using both public and private resources.  

ATTACHMENT B



 

ASAC Report to Council  6 

The operational models are  

1. a traditional shelter (catching and holding stray animals, accepting surrenders of 

unwanted and homeless animals, adopting out animals, etc.) and  

2. a transfer-only shelter (surrendered and stray animals are held for a specified length 

of time till they become shelter property and then are transferred to a traditional 

shelter for adoption).  

The most common operational/funding model is the traditional shelter that is publicly owned 

and operated by a city or county. This is followed by a traditional shelter that is run as a joint 

operation between a public entity and a private humane society, with the resources provided 

by each entity varying with the situation. Publicly owned and operated transfer-only shelters 

can be found but do not appear to be as common.  

Publicly Owned and Operated Traditional Animal Shelters  

Traditional publicly owned and operated animal shelters generally combine two functions: 

shelter and animal welfare operations and law enforcement of animal-related ordinances and 

laws. In this model, all funding for the shelter and animal control is budgeted and controlled 

by the public operating entity. Both operations are often combined into a single facility and 

organizational structure. The functions and activities are not necessarily contradictory, but 

there will be a constant tension between them as their goals and emphasis differ and the two 

sides ultimately are competing for funding out of the same organization.  

Combined Publicly-Privately Operated Traditional Shelters  

“Combined shelters” use the combined resources of privately operated, non-profit humane 

societies to run and manage shelter operations through cost-sharing contracts with public 

entities that provide animal control and law enforcement functions. Thus, law enforcement/ 

animal control and animal sheltering functions are split and are supported by separate and 

different funding streams. The resources provided by each organization are divided in 

various ways.  

For example, the public entity can support shelter operations by providing a physical facility 

and infrastructure as part of the cost-sharing contract. All other costs are provided by the 

humane society running the shelter through active fund-raising. Both the Espanola and Santa 

Fe Humane Societies operate their shelters in this way.  

In the past few years, the County issued requests for input (RFI) to solicit interest from non-

profit animal welfare organizations in running the Los Alamos Animal Shelter. No responses 

were received. 

Privately Owned and Operated Animal Shelters  

Privately owned and operated shelters are run by humane societies and dedicated rescue 

organizations and obtain all of their operating funds through a wide range of fund-raising 

activities, such as donations, benefit events, grants, endowments, etc. Their only function is 

to shelter homeless and stray animals and find them adoptive homes. There is no animal 

control or law enforcement function associated with these.  

Transfer-Only Animal Shelters  

Transfer-only animal shelters are animal control/law enforcement facilities that are not 

designed for long-term physical and behavioral care and eventual adoption of homeless and 
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stray animals. They are owned and operated by public entities such as cities or counties, and 

there are contracts in place for other traditional shelters to receive animals from the transfer-

only facility. Animals are kept only long enough to become public property and then are 

transferred to a receiving traditional shelter. These shelters are found in areas, such as small 

towns, that do not have the resources to sufficiently fund or staff a traditional animal shelter.  

3. High-Level Cost Estimates for Potential Operational Structures and a 
Comparison of Those Cost Estimates with the Costs of the Current 
Operational Structure of the Shelter 

As part of the Animal Shelter Ad Hoc Advisory Committee tasking, the Budget 

Subcommittee prepared budget estimates for a number of operational models for the Los 

Alamos Animal Shelter.  

Maintain Current Structure 

The current Animal Shelter budget under the Police Department is $372,540, including 

salaries and benefits for three Animal Control Officers. Their primary duty is to respond to 

animal control issues such as picking up stray animals, responding to nuisance animal calls 

and dog bites, etc. When they are not responding to animal control calls, the officers work at 

the Animal Shelter and execute normal shelter operational duties such as feeding animals, 

cleaning cages and dog pens, transporting animals to veterinary appointments, and 

interacting with the members of the public who are seeking animals to adopt or surrendering 

animals. Table 1 provides a breakdown of the current costs. 

Given the random nature of Animal Control calls, the current model of operation can leave 

the Shelter unattended during normal business hours, leading to missed opportunities for the 

public to visit and perhaps adopt animals. There also are reports of volunteers who have been 

walking dogs s being locked out of the Shelter upon their return from an outing, which has a 

negative impact on both the dog and the human.  

A relatively simple option to improve the operation of the shelter and its level of customer 

service would be to add additional staff in the category of Shelter employees that are not 

Animal Control Officers to more fully cover the operational hours of the Shelter. It is 

estimated that the cost of salary, benefits, and training for a single shelter employee is on the 

order of $70,000, and two additional shelter employees would be required to cover the 

operational hours; this would be a total additional cost of about $140,000. Table 2 provides a 

breakdown of the costs of this enhancement to the Shelter operations. 
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Table 1.Current Shelter Costs ($). 

 Salary Benefits Total 

Shelter Manager 62,000 19,840 81,840 

Public Service Aide #1 50,000 16,000 66,000 

Public Service Aide #2 50,000 16,000 66,000 

Public Service Aide #3 50,000 16,000 66,000 

Professional Services (Animal Medical Care)   60,000 

Communications/Freight-Other   100 

Advertising   1,000 

Membership and Dues   400 

Printing and Binding   200 

Travel and Training Costs   7,000 

Other Services/Expenses   200 

Supplies-Fuels-Gasoline    

Supplies-Automotive    

Supplies-Office   500 

Supplies-Uniforms/Badges/Access   1,600 

Supplies-Other Operational   8,000 

Warehouse Withdrawal-Inventory   5,000 

Equipment <$5,000    

Furniture <$5,000   4,200 

Computer Equipment <$5,000    

Other Tools/Furn/Equip <$5,000    

Computer Software   4,500 

I/F-Cont-Svcs-Other    

IDC-Vehicles    

IDC-General Insurance    

Bank/Fiscal Charges    

Total   372,540 
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Table 2. Enhanced Staffing Shelter Costs ($). 

 Salary Benefits Total 

Shelter Manager 62,000 19,840 81,840 

Public Service Aide #1 50,000 16,000 66,000 

Public Service Aide #2 50,000 16,000 66,000 

Public Service Aide #3 50,000 16,000 66,000 

Shelter Employee #1 40,200 12,864 53,064 

Shelter Employee #2 40,200 12,864 53,064 

Professional Services (Animal Medical Care)   60,000 

Communications/Freight-Other   100 

Advertising   1,000 

Membership and Dues?   400 

Printing and Binding   200 

Travel and Training Costs   9,000 

Other Services/Expenses   200 

Supplies-Fuels-Gasoline    

Supplies-Automotive    

Supplies-Office   500 

Supplies-Uniforms/Badges/Access   2,200 

Supplies-Other Operational   8,000 

Warehouse Withdrawal-Inventory   5,000 

Equipment<$5,000    

Furniture <$5,000   4,200 

Computer Equipment <$5,000    

Other Tools/Furn/Equip <$5,000    

Computer Software   4,500 

I/F-Cont-Svcs-Other    

IDC-Vehicles    

IDC-General Insurance    

Bank/Fiscal Charges    

Total   481,268 
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Move Shelter Operations to a Civilian Department 

Another option that the Committee has been considering is moving Animal Shelter 

management from the LAPD to the Community Services Department. The drivers for 

considering this option are described in detail later in this report. The Shelter budget would 

remain largely the same as it was under the Police Department. The three original Animal 

Control Officer positions would remain the same but be organizationally and physically 

moved to direct LAPD operations. Three new positions would become three shelter workers 

who are specifically not responsible for animal control and whose sole focus would be on the 

care and well being of the animals at the Shelter. There would be additional costs to the 

County in that the three Animal Control Officer positions would remain on the payroll and 

there would be three additional staff positions. The cost of the Animal Control Officer salary, 

benefits, and training is roughly $230,000. The three additional PSA positions are estimated 

to cost roughly the same amount. However, it should be noted that the Animal Control 

Officers that would be fully dedicated to law enforcement functions under this model could 

be temporarily reassigned to other duties as needed as they would no longer be performing 

Shelter duties. In addition, the Shelter would have to purchase its own vehicle, adding a one-

time cost of $40,000 plus annual maintenance and replacement costs of $8,000. Thus, this 

option would cost the County roughly $238,000 more per year. The cost breakdown is 

detailed in Table 3. 
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Table 3. Shelter Costs under Community Services ($). 

 Salary Benefits Total 

Shelter Manager 62,000 19,840 81,840 

Shelter Employee #1 50,000 16,000 66,000 

Shelter Employee #2 50,000 16,000 66,000 

Shelter Employee #3 50,000 16,000 66,000 

Professional Services (Animal Medical Care)   60,000 

Communications/Freight-Other   100 

Advertising   1,000 

Membership and Dues?   400 

Printing and Binding   200 

Travel and Training Costs   7,000 

Other Services/Expenses   200 

Supplies-Fuels-Gasoline    

Supplies-Automotive    

Supplies-Office   500 

Supplies-Uniforms/Badges/Access   1,600 

Supplies-Other Operational   8,000 

Warehouse Withdrawal-Inventory   5,000 

Equipment <$5,000    

Furniture <$5,000   4,200 

Computer Equipment <$5,000    

Other Tools/Furn/Equip <$5,000    

Computer Software   4,500 

I/F-Cont-Svcs-Other    

IDC-Vehicles   8,000 

IDC-General Insurance    

Bank/Fiscal Charges    

Facility Maintenance    

Utilities    

Total   *380,540 

 

*Overall County budget would have to increase by $230,000 to cover Animal Control Officers in 

the Police Department. 
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Make the Shelter a Transfer-Only Station 

The Committee also studied the option of operating the Shelter as a transfer-only shelter. In 

this option, stray animals would be housed for the requisite time for owners to reclaim their 

roaming pets from the Animal Shelter. If an animal is not reclaimed in the time allotted, the 

animal would be transferred to another shelter that would provide appropriate care and 

enrichment until such time as the animal is adopted. Members of the public would not be 

able to adopt animals at this type of shelter but would be able to surrender animals. 

Presumably, this model would reduce the number of staff required to operate the Shelter as it 

would not generally be open to the public. Shelter operations staff would be needed only for 

cleaning and feeding the temporary residents and walking dogs. Strays presumably would not 

be spayed or neutered before transfer, and therefore, there would not be significant medical 

expenses if other medical care is not provided to intakes.  

The Shelter budget would decrease by about $66,000 per staff position eliminated and about 

$60,000 for reductions in medical expenses. However, there would be costs involved with 

transferring animals to other shelters at either a fixed price per year or on a per-animal basis. 

The Santa Fe Animal Shelter provided an estimate of $120 per animal transferred. An 

estimate of $200 per animal was used in the Committee’s budget analysis to be conservative. 

The net Shelter budget reduction would be on the order of $150,000 if two staff positions 

were eliminated. Table 4 summarizes the costs for a transfer-only option. 
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Table 4. Transfer-Only Shelter Costs($). 

 Salary Benefits Total 

Shelter Manager 62,000 19,840 81,840 

Public Service Aide #1 50,000 16,000 66,000 

Public Service Aide #2  0 0 

Public Service Aide #3  0 0 

Professional Services (Animal Medical Care)   5,000 

Communications/Freight-Other   100 

Advertising   1,000 

Membership and Dues?    

Printing and Binding    

Travel and Training Costs   1,500 

Other Services/Expenses   200 

Supplies-Fuels-Gasoline    

Supplies-Automotive    

Supplies-Office   500 

Supplies-Uniforms/Badges/Access    

Supplies-Other Operational   8,000 

Warehouse Withdrawal-Inventory   5,000 

Equipment <$5,000    

Furniture <$5,000   4,200 

Computer Equipment <$5,000    

Other Tools/Furn/Equip <$5,000    

Computer Software   4,500 

I/F-Cont-Svcs-Other    

IDC-Vehicles    

IDC-General Insurance    

Bank/Fiscal Charges    

Facility Maintenance    

Utilities    

Contract Cost to Transfer to Another Shelter   50,000 

Total   227,840 
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4. Recommend the Organizational Structure that Best Meets High Standards 
for the Humane Treatment of Animals While Providing a High Level of 
Service to the Citizens of Los Alamos County 

The Committee narrowed organizational structure options down to three and recommends 

one option. For a shelter organizational/operational structure, the Committee recommends 

moving the shelter operations to a civilian department, likely Community Services, while 

leaving Animal Control functions with the LAPD (Option A below).  

We considered, but did not accept, two other options  in addition to our recommended option 

in order to be thorough in executing our tasking. 

 Option B, “Maintain the current operational structure but increase the shelter budget 

(as separate from Animal Control budget) to fund a full-time shelter manager and 

three full-time animal shelter staff with no animal control or other law enforcement 

responsibilities.”  

 Option C, “If the citizens of Los Alamos County and their elected representatives do 

not wish to authorize the funding, operational changes, revised priorities required to 

establish and maintain an outstanding animal shelter, the County should establish 

contracts to transfer all potentially adoptable pets to other shelters in New Mexico 

and nearby states as soon as any mandatory hold period has been observed so that the 

animals may be held in humane conditions and be quickly matched with appropriate 

adopters.” 

Even though these two options were not accepted, we discuss them below for 

completeness. 

Option A: Move the shelter operations to a civilian department, likely Community 

Services, while leaving Animal Control functions with the LAPD.  

Increase the Shelter operational budget (as separate from the Animal Control budget) to fund 

a full-time shelter manager and three full-time animal shelter staff. As noted earlier, the 

Shelter requires two personnel to staff the shelter from 8 a.m. to 6 p.m. Monday through 

Friday and 8 a.m. to 4 p.m. Saturday and Sunday (at least 64 hours/week) to fulfill minimum 

animal welfare and customer service requirements. The increased budget will also cover 

increased animal welfare activities, community outreach, and behavioral evaluations and 

modification. This enhancement will ensure that (1) Shelter animals are humanely housed 

and treated; and (2) the public receives outstanding customer service; and (3) the pets 

adopted from our shelter are safe, healthy, loving family pets. 

Pros: Moving Shelter operations (NOT animal control functions) to another County 

department would provide a clear separation of priorities, staff, training, and budgets. This 

also would ensure that fluctuating LAPD needs would not negatively impact shelter animal 

care and services to the public. Shelter staff responsibilities would be clear, and training 

would support and enhance their abilities to carry out their operations tasks. Staff satisfaction 

would be greater without frequent conflicting priorities and daily disruptions. An added 

benefit would be that these “shelter operations only” positions would attract a larger, better-

qualified pool of applicants for these more rewarding jobs.  
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The public would receive service from dedicated, trained animal-welfare professionals. Staff 

would have both the training and the time to ensure the welfare of the Shelter’s resident 

animals, to implement appropriate goals and metrics, and to use data to develop new 

programs to both decrease length of stay and better serve the public. This move to a 

department with extensive experience in developing and running volunteer programs would 

allow the development of a fully realized volunteer program with a dedicated coordinator 

who could implement continuing training, clear communication about the status of every 

animal every day, and enhanced enrichment opportunities for the animal, which would 

provide a rewarding experience for volunteers.  

Cons: Increased budget to pay for increased staff. One-time costs such as new vehicles and 

new equipment may be incurred. There is a potential increase in yearly costs to pay for 

facility improvements to facilitate enrichment and increase adoption rates.  

Option B: Maintain the current operational structure but increase the shelter budget 

(as separate from Animal Control budget) to fund a full-time shelter manager and three 

full-time animal shelter staff with no animal control or other law enforcement 

responsibilities.  

The Shelter requires two personnel to staff the shelter from 8:00 a.m. to 6:00 p.m. on 

Monday through Friday and 8:00 a.m. to 4:00 p.m. on Saturday and Sunday (i.e., at least 

64 hours/week) to fulfill minimum animal welfare and customer service requirements. The 

increased budget will also cover increased animal welfare activities, community outreach, 

and behavioral evaluation and modification to ensure that Shelter animals are humanely 

housed and treated; that the public receives outstanding customer service in all their 

interactions with the Shelter; and that animals adopted from the Shelter are safe, healthy, 

loving family pets. 

Pros: Increased staff and resources. Minimal disruption to current operations.  

Cons: Having the shelter under the auspices of the LAPD leads to several intrinsic issues that 

are difficult to overcome. These include the fact that the operational and financial priorities 

of the LAPD understandably emphasize law enforcement. Shelter staff are encouraged to 

spend more time on cruelty cases, public safety (citations for barking or roaming dogs and 

dog bites) than on the welfare of the adoptable dogs and cats at the Shelter. These priorities 

will likely continue without new perspectives that emphasize modern shelter metrics, 

enhanced enrichment, and reduced-length-of-stay programs.  

Training currently provided to shelter staff also focuses heavily on law enforcement areas, 

such as cruelty and bite investigations, nuisance complaints, and disaster preparedness, with 

little or no training provided in the equally crucial areas of shelter management, animal 

welfare best practices, shelter animal behavioral evaluation (for public safety and adoption 

matching), enrichment and behavioral modification, adoption counseling, surrender 

prevention, public education and outreach, and many other things that are essential elements 

of a high-quality shelter.  

The lack of written policies and procedures specific to animal care and welfare makes it hard 

to ensure that the dogs and cats will receive excellent care, or even consistent basic care, 

from day to day. This is exacerbated by the lack of communication between the supervisor, 

the employees, and the volunteers, as well as the lack of one-on-one training for volunteers to 
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work with animals with specific complex needs. In addition, keeping the Shelter budget as 

part of the Police Department budget enables the threat that law enforcement priorities will 

cause a shift in funding away from the Shelter and its needs. This option perpetuates the need 

to use volunteers to help provide basic care instead of using them for enrichment activities 

that improve animal welfare and decrease stress. (As an example, for the past 20 years, cat 

room cleaning, feeding, and care have been done almost solely by volunteers.)   

Option C: If the citizens of Los Alamos County and their elected representatives do not 

wish to authorize the funding, operational changes, revised priorities required to 

establish and maintain an outstanding animal shelter, the County should establish 

contracts to transfer all potentially adoptable pets to other shelters in New Mexico and 

nearby states as soon as any mandatory hold period has been observed so that the 

animals may be held in humane conditions and be quickly matched with appropriate 

adopters. 

The Los Alamos County Animal Shelter will be a holding facility, not an adoption facility. 

Citizens may surrender or reclaim their animals, but no pets will be available for adoption.  

Pros: Decreased budget and staff needed. Adoptable animals will be transferred to shelters 

with trained shelter management professionals, animal training and behavioral staff, on-site 

veterinary care, robust volunteer programs, adoption matching and adoption counseling 

programs, and quality daily enrichment protocols.  

Cons: Los Alamos County citizens would no longer be able to adopt pets in the County, and 

volunteer opportunities at the shelter would be minimal. The facility will be underutilized 

relative to its original purpose and design. There also appears to be little, if any, public 

support for this type of shelter based on comments received in various venues. 

5. Report to Council (to Be Provided within 6 Months of the Appointment of 
the Committee Members)  

This is the tasked report. The Committee requested and received extensions of the 6-month 

window in order to more completely respond to each of the initial tasks listed in the Charter. 

6. Suggestions on Other Shelter Issues the Committee Believes Should Be 
Addressed after Completion of the Committee’s Initial Task 

During the course of its work, the Committee encountered several other issues and concerns. 

We discuss these below and either offer suggestions for mitigation or are preparing 

suggestions at this time.  

Establish a Permanent Oversight Board for the Animal Shelter 

Regardless of which option is chosen, a permanent oversight board to review Los Alamos 

County Animal Shelter policies and procedures should be established to ensure that public 

input is heard and acted on and that high standards of animal care and customer service are 

maintained. The oversight board should also review and analyze shelter data to identify 

positive and negative trends, help set goals, and recommend changes that will make efficient 

use of resources while maintaining high standards and meeting goals.  
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Review the Los Alamos County Animal Control Ordinance 

Although the Animal Shelter Ad Hoc Advisory Committee was not tasked with evaluating 

the County ordinances related to animals (Chapter 6), the committee recommends a review of 

Los Alamos County’s ordinance regarding animals. The Committee feels that this is an 

important task because literature regarding governmental control and management of animals 

describes two varying approaches to management of animals in governmental entities. In 

Best Practices in Local Animal Control Ordinances, Reese and Remer, State and Local 

Government Review 2017, Vol. 49(2), pages 117-126, it is stated:  

A variety of approaches can be taken regarding the structure of animal control 

programs and how the function is defined in local ordinances. And, the 

various options speak to how animal control is seen and what types of values 

are emphasized in local policy. Animal control can be viewed as a law 

enforcement responsibility, a community service, a public health program, or 

as an animal welfare function… Depending on which concept is emphasized, 

animal control responsibilities might be the purview of the police department, 

public works, health department, or a separate animal welfare unit, 

respectively. Cities that emphasize public health or police functions might 

have ordinances that stress nuisance abatement and the control of dangerous 

dogs while those that see animal control as primarily about animal welfare 

will likely stress animal cruelty regulations and the responsibilities of owners 

to ensure that their pets are safe, healthy, and well cared for.  

[We can provide a copy of this article and related articles to the Council if 

desired. This article also references a book that we believe is a very useful 

resource: Stephen Aronson, Animal Control Management: A New Look at a 

Public Responsibility, 2010.] 

A reading of the Los Alamos County Ordinance indicates a strong leaning toward animal 

control and oversight solely by the Police Department, with few provisions speaking to 

animal welfare. In addition, many of the provisions of the ordinance appear to be outdated 

even though some amendments to the ordinance have been made over time. 

Based on the values evident in both the Committee members and the general public of Los 

Alamos County, we recommend a review and rewrite of Chapter 6 of the Los Alamos County 

Ordinances. The City of Albuquerque’s HEART (Humane and Ethical Animal Rules and 

Treatment) Ordinance is a good example of an animal welfare-focused ordinance 

(https://www.cabq.gov/pets/education-resources/heart-ordinance/heart-ordinance-text). 

A Lack of Written Animal Care and Welfare Policies 

The lack of written policies and procedures specifically related to the care of the animals in 

the Shelter makes it difficult to ensure that the dogs and cats receive excellent care, or even 

consistent, care from day to day. This is exacerbated by a lack of documentation for 

communications between the supervisor and the employees on a variety of animal-welfare-

related subjects and activities and the lack of one-on-one training for volunteers to address 

specific, complex situations.  
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Care of Animals in Specific Legal Circumstances 

There are two other categories of animals that might be in the shelter: bite quarantines and 

“courtesy holds” for pending court cases. In the past, these animals have been considered 

“evidence” and were sometimes severely restricted in their ability to have human 

interactions, to interact with other dogs, or to leave their kennels. We have been told that 

humane policies for these cases have been developed. Training staff and volunteers and 

enforcing clearly written policies and procedures for the humane care of these animals is an 

important step in ensuring that these animals will not suffer from isolation. 

Facility Infrastructure Issues 

There are several issues with Shelter facility itself that should be addressed. 

1. The air handling system was not designed to exchange air efficiently, nor was it 

designed to isolate quarantine rooms to prevent the spread of contagious diseases 

among the animals. 

2. There are temperature control problems with the heating and cooling systems that 

should be addressed. 

3. There is a lack of outdoor play areas for the dogs. 

4. Facility security improvements are needed to ensure animal safety. 

Animal Care Issues 

There is a chronic inconsistency in the level, availability, and quality of animal care, 

including lack of basic care, lack of disease risk mitigation, and emotional suffering resulting 

from social isolation. This appears to result from the chronic shortage in staff with a resulting 

dependence on volunteers to perform animal welfare and cleaning to ensure they get done. 

The Inherent Conflict between Law Enforcement and Animal Welfare Activities 

The inherent conflict in priorities between law enforcement and animal welfare needs often 

results in lapses in animal care and poor service to the public, especially when staffing and 

budget shortages are added to the equation. Frequent unannounced closures during normal 

shelter hours lead to public frustration and lost adoptions. They have also placed volunteers 

in potentially unsafe situations when they are walking a shelter dog and get locked out of the 

shelter. The 24/7 coverage requirement for animal control ensures that these lapses will 

continue as long as the shelter is operated by the LAPD. 

The current level of staffing contributes to all of these issues; however, we want to caution 

that the addition of extra staff and additional resources alone will not address all aspects of 

these problems. Clear priorities with regard to animal welfare and public service need to be 

established. The lack of knowledge and ongoing training about modern animal welfare 

practices implementing behavior modification, surrender prevention, educational outreach, 

and adoption counseling also need to be addressed. The development of shelter goals, 

effective metrics, trends analyses, and a strategic improvement process are also essential in 

moving toward the shelter that our community deserves and can be proud of. 

Finally, we are concerned about the lack of highly trained and experienced behavioral 

assessors at the shelter. We are concerned that if the only metric at the shelter is “live release 

rate” and if that is not coupled with a deep understanding of animal behavior, dangerous dogs 

could be, and probably are being, adopted out into our community and surrounding 

communities.  
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Appendix 1: Shelter Tour Notes and Observations 

 

Wendee Brunish, Melissa Bartlett, Jennifer Young 

Tour date: November 1, 2018 

 

Cat Care 

1. Cats free in cat room engaging in normal behaviors 

2. No solution to inadequate ventilation in cat room yet which causes rapid spread of disease 

3. However, cats with upper respiratory infections (URIs) or other diseases are kept in back 

until asymptomatic for several days 

4. Cat meet and greet room has been cleaned and decluttered and furnished for its original 

intended use 

5. Cat toys are rotated to keep interest 

6. Cat room did have some smell of wet kitty litter 

7. Daily logs for enrichment although there was no sign of visual, aural, or olfactory 

stimulation—maybe we missed it 

8. New cat kennels which provide easier cleaning are on a ‘wish list’ 

9. White board with list of cats and their status 

 

Dog Care 

1. Did not hear any calming music or book narration 

2. Kennels were clean 

3. Kennels were marked with dog assessment info—it is not clear to us that the assessors are 

fully trained and certified by SAFER 

4. Assessment information was color-coded, but we did not see status written in black on tags, 

kennels, etc., as people with color blindness may have trouble differentiating the status by 

color. 

5. White board with list of dogs and their status and their play groups 

6. Another white board for daily information about walks 

7. Instant pots used to prepare broth for dog food 

8. Dog kennels had beds and blankets, if appropriate.  

9. Daily logs to ensure enrichment 

10. Note: One dog was locked in the outdoor part of the kennel in the cold without any water. 

11. Outdoor dog kennels are clean and ready for occupancy 

12. Outdoor kennels had visual barriers to reduce barking and frustration 
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13. Solar shades are old and frayed, new ones needed  

 

Rest of Shelter 

1. Meet and greet room in front lobby enhances safety and staff interaction—some concerns 

expressed about unplanned dog-to-dog reaction or encounters in lobby 

2. Medical room now in old food room, equipped with scale, dishwasher, and other equipment 

3. Food storage in old medical room—food is stored appropriately and it looks like the serious 

vermin problem has been addressed. We recommend snap traps as being more humane than 

glue traps. 

4. White board with feeding instructions seems clear and up to date 

5. Rearrangement of toys, blankets, etc., seems neat and logical 

6. Consider use of surveillance to ensure animal welfare and safety as the shelter is closed and 

unstaffed about 14 hours per day 

 

Vet Care/Sterilization 

1. Vet provides vet check and vaccinations at the shelter  

2. Emergency care and sterilization still require transport 

3. We are concerned about the practice of adopting out unsterilized animals with only a $25 

deposit to ensure sterilization compliance 

 

Volunteer program 

1. Training by video followed by short quiz 

2. Not clear how volunteers are trained for more advanced activities 

3. We are concerned about legal issues related to staff augmentation when volunteers clean 

cages and kennels and feed animals 

4. No clear signage for emergency evacuation in an emergency 

5. Volunteer sign-in log available—not clear if volunteer time is being logged by shelter or if 

volunteer observations are noted by staff 

6. Volunteer ID badges and lanyards will soon be available again—not clear how volunteers 

and their training level are currently identified by staff 

 

Programs/Records 

1. ASPCA Checklist to measure progress—we think an outside evaluation by APNM or the 

NM Animal Sheltering board would carry more weight 

2. Checklists for daily care not seen on kennels or in logs 

3. Daily logs for each cat and each dog to record all enrichment activities—see attached 
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4. Animals are transferred in to meet citizen demand—we are concerned about the health 

checks and sterilization status of transferred animals as this has historically been a major 

issue 

5. Animals not adopted or with behavioral issues or transferred to other shelter with behavioral 

programs or rescue programs—we are concerned that dangerous animals are being 

transferred and/or that animals are being transferred to trainers with questionable credentials 

and training methods 

6. Dog behavior assessments and other evaluations should be videotaped and available for 

viewing by experts. 
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Appendix 2: Questions for Sergeant Roberts 

 

1. Could we get copies of written procedures, daily checklists, kennel cards that are used to 

guide and monitor animal care on a daily basis? 

2. Do you have procedures for collecting a complete health and behavioral history for 

surrendered animals? 

3. Please describe the adoption follow-up procedures to help prevent problems and returns. 

4. Could we get a copy of the behavioral assessment that you are using, details on how it is 

administered, how many certified assessors you have, and a copy of some of the results of the 

assessment? 

5. Please describe how volunteers access the shelter, schedule their visits, and determine what 

activities are needed in working with staff. 

6. What are the current vet care protocols that deal with vaccinations and spay/neuter 

appointments as well as sickness and injury. 

7. Please describe how you deal with social isolation issues for quarantined and untested dogs, 

sick animals or young litters, or animals slated for euthanasia. 

8. How do you recruit, certify, and support foster homes? 

 

Sgt. Roberts responded to these questions through emails that we have included in this appendix. 
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Appendix 3: Shelter Staff Interview Summary  

 

Sally Wilkins and Melissa Bartlett  

 All interviewees agreed that the biggest need at the shelter is more staff than the current two 

filled positions. The type of staffing needs are seen a little differently depending on the 

perspective of the person interviewed, but all felt that four full-time staff employees is a 

minimum.  

 The current staff and supervisor appear to get along well. One would hope that new staff will 

fit compatibly into this working group.  

 The staff members felt more public outreach through adoption follow-ups, home visits, 

public education, and neighborhood patrols is beneficial. Higher visibility of the Animal 

Control staff through positive interactions with the public in the field promotes positive 

community awareness.  

 A vigorous volunteer program is appreciated by the staff. A volunteer coordinator is seen as 

necessary. Coordination requires staff time or a paid part time position or a county 

concession to permit a volunteer to coordinate the program.  

 In addition, there were some requests for upgrades or physical changes such as a large 

securely fenced area for dog exercise and interaction with potential adopters; an area for 

birds, reptiles, and small pets that could double as a second large dog quarantine; on-site 

medical attention; and safer doors on the dog kennels.  

 This all translates into a bigger budget for the shelter.  
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Appendix 4: Volunteer Interview Summary 

 

Melissa Bartlett 

 Volunteers do feel appreciated, and they like working with the animals. 

 Volunteers do a lot of the essential cleaning and busy work because of low staffing. This 

time could be better spent with the animals. 

 Volunteers are not allowed in the shelter if staff are not there, which is frustrating for them. 

Also, shelter hours are inconvenient and irregular due to lack of staff. There are cases of 

volunteers getting locked out while walking a dog. 

 More hands-on volunteer training would be useful. Types of training include animal 

behavior, how to do tasks like put a harness on a dog, enrichment for cats, and interacting 

with potential adoptees. 

 Better daily communication about the animals’ status/background and what tasks need to be 

done.  There were some complaints of walking dogs that have already been walked. 

 More staff would solve many of the above issues. 

 It seems like volunteers are underutilized. Could they do laundry, answer phones, update 

record book, give baths, stuff Kongs? 
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Appendix 5: Summary of Public Survey Comments 

The survey started on January 23, 2019. The deadline for participation was 5:00 PM on 

February 13, 2019. 

This topic has 327 visitors and 259 responses: 94 registered responses and 165 unregistered 

responses. That's 13.0 hours of public comment @ 3 minutes per response. There were 98 

comments. The survey started on January 23, 2019. The deadline for participation was 5:00 PM 

on February 13, 2019. 

 

 Comments that were generally positive towards the shelter out-numbered the negative ones 

by roughly two to one. Most were positive toward the shelter and felt it was a community 

asset. Several stated they had positive experiences in adopting animals.  

 There were several complaints about the inconvenient hours of the shelter or it being closed 

at times when they were listed as open. 

 How staff interacts with the public is critical in the perception of the shelter. Reactions to 

staff members were about equally divided between positive and negative, but all of them 

were memorable. 

 There were some complaints about ill-behaved dogs and their owners, such as barking dogs, 

off-leash dogs, and dog waste that is not picked up. 

 The need for better communication was listed several times. This included not only between 

staff, volunteers, and the public but also in better community access via Facebook, websites, 

newspapers, online forms, etc. 

 A few mentioned they felt that Animal Shelter should be separate from the Police 

Department and Animal Control. 

 A handful mentioned Friends of the Shelter (FOS) and wished they were still in charge of 

instructing and managing volunteer operations  

 A small number of comments were directed toward the policy of taking in dogs from outside 

Los Alamos County. 

 Two people complained that Shelter fees were too high compared with the Espanola Shelter. 

 

The results are presented graphically on the next page. 
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Appendix 6: “Every Nose Counts—Using Metrics in Animal Shelters. A Maddie’s 
Guide” by J. M. Scarlett, M. Greenberg, and T. Hoshizaki 

 

“Shelters invest many resources toward collecting and storing information and this investment 

should maximally benefit each shelter. Therefore, we strongly encourage shelters to use their 

data to assist in setting goals and evaluating progress towards their achievement.” 

 

Intake 

 Reasons for surrender 

 Be sure and record multiple reasons for surrender 

 Calculate intake rate per 1000 people in your intake area 

 Track intake rate per 1000 people in your intake area over time 

Outcomes 

 Outcomes include return to owner, adoption, transfer out, and lost/died/euthanasia 

 Live Release Rate (LRR) is commonly used but need to use alternative metrics such as 

“Save Rate” (intake-euthanasia/intake) 

 When calculating LRR or other metric, be sure and accurately calculate “still-in-shelter 

number” 

 Analyze outcomes by species, age, source, etc. to better understand your processes 

Flow and Capacity 

 Length of stay = # of outcomes - # of intakes +1 

 Average Length of Stay = Sum of LOS for each animal/total number of animals 

 Goal is to minimize Average Length of Stay (ALOS) 

Reasons to minimize ALOS include: 1) Reducing stress/risk/suffering, 2) reducing spread 

of disease, 3) minimizing behavioral deterioration, 4) reducing cost and increasing 

efficiency, and 5) reducing need for co-housing, which contributes to 1-3 above 

 Increased ALOS caused by  

1. insufficient staffing—delays in intake, medical care, behavioral assessment, 

spay/neuter 

2. illness—inefficient cleaning, more exposure 

3. overcrowding —poor intake management, ineffective marketing, too many choices 

for adopters 

4. no animal movement planning, no systematic monitoring 

 Dynamic Housing Capacity 

 humane capacity 

 depends on staff capacity profile 

 depends on species, age, size, etc. of animals 
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 other factors like weather 

 Adoption-driven capacity 

 decrease in ALOS leads to increased DHC on adoption floor 

 fewer animals on adoption floor can lead to reduced ALOS 

 calculate care-day ALOS 

Medical Data 

1. History plus Intake exam plus Diagnosis/treatment plus Daily checks 

2. Take preventative steps 

3. Analyze Incidence trends 

4. Establish New protocols 

5. Reduce Calculated risk 

 

Attachments 

Attachment 1. Still in shelter 

Attachment 2. ALOS 

Attachment 3. Care-Day ALOS 

Attachment 4. Dynamic Housing Capacity 

Attachment 5. Staff capacity 

Attachment 6. Medical at-risk calculation 

Attachment 7. Suggested Frequency for Monitoring Various Metrics in Your Shelter  
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Appendix 7: Los Alamos County Ordinances, Chapter 6 
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Appendix 8: Animal Shelter Policies 
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Appendix 9: Animal Shelter Ad Hoc Advisory Committee Resource List  

 

1. Best Friends Humane Animal Control Manual, https://bestfriends.org/resources/humane-

animal-control-manual 

2. “Guidelines for Standards of Care in Animal Shelters,” The Association of Shelter 

Veterinarians, 2010, https://www.sheltervet.org/assets/docs/shelter-standards-oct2011-

wforward.pdf 

3. “Every Nose Counts—Using Metrics in Animal Shelters,” 

https://www.vet.cornell.edu/hospitals/maddies-shelter-medicine-program/shelter-

resources/every-nose-counts-using-metrics-animal-shelters 
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