




































































CHECKLIST

High 
Priority?  Date Task Assigned to: Status

1.1  Initial Spring Cleaning all out door areas

1.1  Create outdoor cleaning check list and SOP

1.1  Organize and schedule 2 semi-annual cleanings per year

1.2  Create internal signage template so everything hung inside the shelter                     
is appropriately branded and consistent

1.2  Request branded, county approved, directional signage

1.3  Assign properly designating parking for fire and emergencies as per 
local ordinances in SM and SB

1.5  Create Fire & Safety SOP and evacuation plan

1.5  Restrict after hours access to all buildings

1.6  Create hand-made sign template 

1.7  Implement cleaning and closing check list for front desk and lobby area

1.7  Install wall mounted information racks and stock with relevant, branded, 
education material

1.9  Draft and implement a cleaning schedule for break rooms and fridges

1.9  Discontinue the use of the break room sinks for animal related purposes

1.9  Remove all toxic chemical storage from food preparation surfaces

1.10  Create Inventory management system

1.11  Create daily cleaning check list for all areas of each shelter, assign duty 
and accountability. 

1.13  Clearly designate areas for Adoptions, Holding, Iso, Quarantine

1.13  Create SOPs and decision matrix on where animals are housed at 
intake.  

1.13  Establish cleaning work stations in each kennel area



CHECKLIST

High 
Priority Date Task Assigned To Status

2.2  Create Intake SOPs and Intake Check List

2.2  Using Chameleon, track reasons for owner surrender

2.2  Establish training program for owner surrender counseling.  Specific 
goal of reducing intakes by 15% 

2.2  Implement Intake by Appointment

2.3  Conduct Care and Evaluation Rounds on a daily basis

2.3  Re-establish guidelines for Care and Evaluation Committee

2.3  Remove volunteers from Care and Evaluation Committee

2.3  Hire Certified Professional Dog Trainer

2.3  Make immediate decision on all long term residents and implement 
plan for their appropriate outcome.  

2.3  Use Chameleon to document animal behavior producing an electronic 
record

2.4  Establish and train Certified Adoption Counsellors

2.4  Research Meet your Match

2.5  Implement Post Adoption follow-up policy

2.6  Establish Policy and notification system to alert Adoption Partners of 
available animals

2.7  Use Chameleon to track lost and found

2.8  Establish Foster Care Panel to develop standard operating procedure.  
Include all internal partners to participate to get best practices

2.8  Create Foster on Deck program to actively manage the shelter 
population

2.8  Ensure proper Chameleon utilization for foster records

2.9  Form Community Cat Committee to reduce Feral Intakes
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2.   Shelter Operations 

General Overview 

Santa Barbara County Animal Services has an in-depth policy and procedures manual that covers many areas 

of general shelter operations.  However, the employees and volunteers seem unclear on many of the 

procedures and there is conflict and difference of opinion as to what are best practices.  In addition, there are 

two internal partners providing animal care on the Goleta property that have their own standard operating 

procedures.   

2.1  AFTER-HOURS SURRENDERS 

Observations: 

SBCAS discontinued the use of night surrender drop boxes a few years ago at each location. The team was 

informed that after the change, once in a while, citizens left animals on the property after hours, but that 

practice has been minimal. The AHA team commends SBCAS for discontinuing the use of night surrender 

drop boxes. 

The animal welfare community is moving in the direction of encouraging shelters to provide services that 

correspond to regular working hours and an organization’s resources that also have the best interest of 

citizens and their pets in mind. Many animal shelters are implementing intake by appointment programs in 

order to better counsel owners who may be seeking to relinquish their pets, obtain quality background 

history on pets, and ensure a manageable flow of incoming animals. See section “Animal Intake” for more 

information on intakes by appointment. 

Recommendations:  None 

Discussion:  None 

 

2.2  INTAKE - ANIMAL IDENTIFICATION AND PROCEDURES  

Observations: 

SBCAS Policy and Procedures Manual included Chapter 4, 4.01 “Animal Impounds at the Shelter.” Few animal 

intakes were observed by the AHA team during the site visit; therefore, each step of the process was not 

evaluated. Animals were able to be accepted during business hours which were posted on the front of each 

facility. All animal intakes took place in the main lobbies of each of the facilities. The team spoke with 

employees at each location to determine what steps were taken at intake; the steps were consistent at each 

facility with the exception of facility-related differences, namely animal housing. SBCAS had a “Pet 

Relinquishment Form” that was used for all intakes (stray, owner relinquish, or euthanasia request). Other 

intake forms included dog, cat and rabbit background information forms, a protective custody intake form, 

and an equine identification form. The cat background form (“Cat Owner Turn-In Information Sheet”) was 

basic and could have gone into more depth. Only two of the forms were translated into Spanish. A large sign 

in each of the facility lobbies indicated the fees associated with several services including relinquishment, 

which was $49 for dogs and cats. Animals were not fitted with identification of any kind after being taken in. 
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As previously mentioned, two cage cards were printed and one was placed on the animal’s enclosure and one 

was kept at the front office. These cards were generated in Chameleon and an identification number was 

generated for the animal and a photo was taken and included in the record. The team did not observe an 

owner relinquishment during the site visit; however, they were told that employee communication to the 

former owner regarding disposition was not consistent each time an animal was relinquished between 

facilities and among employees at the same facility. Each facility Supervisor expressed interest in employees 

being able to spend more time counseling owners who visit the facilities to relinquish their pets. They each 

felt that if they were able to spend more time counseling, they may be more successful with helping keep the 

animals in their loving homes. 

SBCAS Policy and Procedure Manual, Chapter 4, Kennel Operations, 4.01 “Animal Impounds at the Shelter,” 

thoroughly described the intake procedures. Section D, number 6, stated “Housing the animal in the 

appropriate location in the shelter. Do not kennel animals that appear similar in appearance in the same 

kennel.” Section P, “Housing” stated “Animals should be housed in the appropriate area of the kennel and 

with compatible animals, if not housed singly.” Number 1 stated, “Healthy puppies 4 months and younger 

should be housed with puppies of compatible size and temperament in the main kennel.” Number 4 stated, 

“Healthy male dogs should be housed alone or with other compatible male dogs in the main kennel in the 

Stray section.” There were not separate SOPs that apply to each location for the intake process. During the 

site visit all dog runs were occupied in each of the facilities. Many small dogs were paired up and large dogs 

were housed singly. 

Santa Barbara 

The team did not observe any animal intakes during the site visit at the Santa Barbara facility. The SOP 

applied to all of the facilities; however, it referred to “the Stray section,” which Santa Barbara did not have. 

The SOP also referred to handling and housing cats, which is the under the care of ASAP at the Santa Barbara 

facility. The team was told that when a dog is relinquished at the front desk, the Kennel Attendants are 

summoned by a ringing that broadcasts over the property and they then go retrieve the dog to be placed in 

the kennel. The team did not observe or gain a verbal account of the steps that were taken between moving 

the animals from the front desk to their respective housing. 

Santa Maria 

The team observed one intake during the site visit. A stray dog was being dropped off after closing time. The 

team and employees were in the lobby in the process of leaving the facility and one of the employees who 

had just left came back in and got a form and a clipboard and went back to the parking lot. A few minutes 

later, he came back in with a small dog and the paperwork indicating where the dog was found. The team 

observed the dog’s intake exam, vaccinations and dewormer being administered, as well as him being placed 

in a kennel. Because there were no available runs, the dog was placed in a run with another small dog. The 

Santa Maria facility had an entryway that was separate from the main lobby that said “Animal Drop Off.” That 

doorway was blocked off, not in use for its intended purpose, and the team was told that the room beyond 

the door was utilized sometimes for conversations with owners who were surrendering their pet and also for 

dog behavior evaluations. The team was told that when an animal is relinquished at the front desk, the 

Kennel Attendants are summoned on their hand radios and they then go retrieve the animal to be placed in 
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their respective area. 

 

Lompoc 

The team did not observe any animal intakes during the site visit, but they were informed that once an 

animal is taken in, the employee takes the animal to the Exam Room and completes a cursory exam and 

administers vaccines and anti-parasitics. The animal would then be placed in the appropriate housing for the 

species and size. 

Recommendations: 

• Create intake SOPs for each facility so that they are consistent and relevant to each. The majority of 

the procedures will be exactly the same, but when there is information that is not relevant to one 

location or another it may result in employees not following procedures effectively due to there 

being too much or irrelevant information. 

• Standardize all intake forms, and include as much background information on the animals behavior 

and medical conditions.  This information assists in the delegation of fast track or slow track animals, 

determines where the animal should be housed after intake, and helps establish an adopter profile.   

• Train employees on surrender counseling.  Ensure that all employees at all locations are delivering 

consistent messaging to relinquished pet owners. Transparent, consistent messaging will give 

citizens confidence in the process, or will allow them to make other plans for their pets if they 

choose not to relinquish at SBCAS. This can reduce intakes if these counsellors can solve problems 

for the pet owner.   

• Track and regularly assess the reasons owners provide for surrendering or returning their pets. 

Knowing why people relinquish their pets can help SBCAS determine what type of community 

outreach is needed. For example, if a large number of owners are relinquishing pets due to behavior 

issues, SBCAS may consider developing an educational training program to help guardians resolve 

basic behavior problems that can interfere with the human/animal bond. Such information can be 

highly publicized within the community and can provide pet guardians the information they need 

before they become frustrated and turn over their pets to the shelter. Understanding the reasons 

for pet relinquishments can help SBCAS create intervention programs or refer them to other 

organizations or businesses in order to help keep people and their pets together.  

• Translate all intake and background forms into Spanish. 2013 census data states that 44.1% of Santa 

Barbara County residents are Hispanic or Latino.1 

• Place identification bands on all animals upon intake and include the identification number on the 

band. There are several types of collars available and SBCAS should decide which will work best. The 

most commonly used can be purchased from ACES.2 Cage cards are not a reliable method of 

                                                 
1
 quickfacts.census.gov/qfd/states/06/06083.html  

2
 www.animal-care.com/index.cfm/id/10/?keywords=bands&category=&search=Go  
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identification when housing large numbers of animals. Paperwork can easily be lost, switched, or 

become damaged or faded and animals of the same breed and color, such as black cats or black labs, 

can look alike. It is imperative that animals be properly identified. Identification is invaluable if an 

animal is moved without a cage card or if he or she were to escape, and it also prevents errors such 

as accidental euthanasia. 

• Consider using Martingale collars for dogs to prevent them from backing out of them. The benefits 

are that dogs will not tear off the collars and that volunteers will not have to put a collar on a dog  

each time they take him or her out (risking a poor fit and a dog escaping). When the dog leaves the 

shelter, the collar can be removed, washed and reused for another dog. 

• Discontinue placing newly arrived animals into kennels with other animals without performing an 

introduction in a neutral area and conducting a thorough medical exam. This practice is unsafe both 

for behavior and medical reasons. See section, “Animal Handling and Care” for more information. 

• Consider developing a program for relinquishments by appointment. Many humane societies, 

including those with government contracts, are developing and instituting such programs as a way 

to manage the intake flow of owned animals.3 

 

Discussion:  

Ideally, animal intakes should be separate from adoptions. Many clients are under emotional stress when 

admitting their animals to a shelter; therefore, they are best served in a more private area. Also, new sights, 

sounds, and smells at animal facilities stress arriving animals, which may cause them to react abnormally out 

of fear. Admissions staff must counsel owners upon intake, ask questions about the animal’s behavior, and 

any special needs that their pet may have. This information is invaluable in re-homing pets and requires 

focused attention. 

Adopters also benefit from a separate space where adoption staff can give the new owners their undivided 

attention. Adoption personnel act as counselors as well, taking the opportunity to educate new owners on 

pet ownership, providing details on the adoption process, and offering additional information such as 

behavior training programs. The focus here is on giving new owners everything available to help keep the pet 

in the new home. The more separate intakes are from adoptions the better, so it is in the best interests of 

SBCAS to attempt to work with what they have currently to do this and consider this change in any future 

remodeling. 

Intake by appointment programs require such resources that dedicated employees are managing them and 

animals would receive behavior assessments and intake exams while the owner is still present (but not in the 

same room). By allowing owners to be present at the time of the animal’s evaluation for placement, it means 

they can take a more active role in the future of their pet. They know their pet better than anyone, and by 

providing as much information as possible about them the owner will: 1) Have a clear understanding of how a 

shelter can assist them and their pet; 2) Ensure that the shelter can provide the best possible care for their 

                                                 
3
 http://www.animalhumanesociety.org/admissions/surrender-your-pet  

http://www.animalhumanesociety.org/admissions/surrender-your-pet
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pet; 3) Allow SBCAS to move their pet more quickly through the shelter and into a new home. Without these 

programs, shelters have no control over the number of animals coming into their care each day. This can lead 

to a flood of animals into facilities on individual days, which causes increased stress and illness and reduced 

ability to find new homes for animals. The appointment process allows shelters to have a space ready for pets 

when they arrive.  

 

Appendix 2.A  Establishing a Re-homing Service 

Appendix 2.B  Surrender Counseling 

Appendix 2.C  Sample Re-homing packet 

Appendix 2.I  Intake Check List 

Good webinar on how to counsel owner surrenders:   

http://www.petsmartcharities.org/pro/webinars/1-800-my-cat-is-nutz 

 

2.3  ADOPTION SELECTION CRITERIA AND BEHAVIORAL ASSESSMENTS 

Observations: 

The Policy and Procedures Manual Chapter 4, Kennel Operations, 4.13 “Care and Evaluation Committee 

Procedures,” included the following sections: background information, care and evaluation. SBCAS also had 

policy 4.21 “Feral Cat Temperament Testing and Assessment.” Procedure 4.21 provided instructions for 

assessing “fearful” cats to determine if they were feral or lost or abandoned pets. A Feral Cat Temperament 

Assessment form was to be filled out for each fearful cat. Behavior evaluations did not take place during the 

site visit therefore the team did not have the opportunity to observe. 

Procedure 4.13 “The Care and Evaluation Committee Procedures” was a detailed document that included 

what the committee’s purpose and functions were as well as definitions of key terms such as adoptable, 

treatable and unadoptable. The concept of this committee appeared to be an effort of SBCAS toward 

managing the shelter population alongside volunteers, giving volunteers equal input in decisions made about 

individual animals and population management in general. While this appeared to be an admirable effort on 

behalf of the shelter, the team recognized that the endeavors of the committee did not appear to result in 

the stated goals, especially at the Santa Barbara location. While this is addressed in another section of the 

report in more detail, the team perceived that volunteers obtained far more influence and authority at SBCAS 

than similar animal services counterparts that the team’s breadth of experience in animal welfare had 

experience with. The team noted the following sections of procedure 4.13 that require reassessment with 

regard to compliance and implementation: 

“Animal Services has a responsibility not to place potentially dangerous animals into new homes or to 

compromise the health and wellbeing of adoptable animals by holding animals with identified health 

or behavior issues for prolonged holding periods.” 

“The group will discuss animals in the kennel that are of concern in regard to their adoptability. This 
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includes evaluation of recent arrivals and the ongoing evaluation of animals that are kenneled long 

term and are of concern.” 

“The goal is for a consensus decision for recommended treatment, behavioral evaluation, observation 

of kennel stress or lethargy, release to adoption partners, or euthanasia.” 

“Dominant dog breeds shall have a temperament evaluation and will not be placed up for adoption 

unless the following criteria are met: Kennel well with no cage aggression; no repetitive spinning, tail 

chasing or other neurotic behaviors, Friendly towards all people, including children, Get along well 

with other dogs of both genders, Have a low prey drive, Enjoy physical touch and handling.” 

“Animal euthanasia is authorized by the Supervising Animal Control Officer or designee, based on 

input from the Care and Evaluation Committee and the judgment of the Supervising Animal Control 

Officer or designee.” 

The AHA team was told that dog behavior evaluations were completed by volunteers at each of the locations. 

SBCAS facilities utilized four different Dog Behavior Evaluation forms. A Feline Behavioral Assessment form 

existed; however, the team did not observe these forms with the paperwork that went along with the cat 

records at the front offices at Santa Maria or Lompoc and was unsure if they were utilized—though the team 

was told that they were used when deciding on which cats to move to the adoption floor—at the Santa Maria 

location. The team did not observe the Feral Cat Temperament Assessment forms with the feral cat records. 

The Dog Behavior Evaluation form that was sent to the team prior to the site visit was labeled in the footnote 

“Santa Maria Animal Shelter Feb. 2011.” The team observed a similar, but slightly edited version of that form 

being utilized at the Santa Barbara location labeled “SBCAS Goleta Dog Eval Form1 06032013.” And two 

completely different dog forms were utilized at the Lompoc facility (Dog Behavior Evaluation and Power 

Breed and Power Breed Mix Behavior Evaluation) were labeled “CAPA Sept, 22 2011” and “CAPA/Lompoc 

Animal Shelter 12/14/10,” respectively. There were also forms in use at the Santa Barbara facility that 

appeared to be utilized for documenting behavior issues that included a space for the dog name and 

identification number, kennel number, dog handler name and the behavior issue. The term “power breed” 

was utilized in each of the facilities; however, when the team asked which breeds were included in that the 

answers somewhat differed. One staff member told the team with regard to SBCAS behavior evaluations and 

forms “we are all in different worlds.” The team reviewed the various Dog Behavior Evaluation forms and 

noted that the forms utilized at the Santa Barbara and Santa Maria facilities were more comprehensive and 

would provide a good point-in-time evaluation. The forms utilized at the Lompoc facility were a mixed 

combination of assessment and recommendations for a future home. 

Santa Barbara 

As mentioned previously, the AHA team was concerned with the welfare of some of the dogs that were being 

housed long term at the Santa Barbara facility. The behavior evaluations that the team reviewed had taken 

place a few days after their arrivals, which in some cases had been a year to two years previous. The team 

was informed that behavior evaluations were performed in a small room off of the staff room. Volunteers 

were given authority to perform dog behavior evaluations and make recommendations on disposition. Prior 

to the site visit the team received information from a community stakeholder survey and several of the 
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comments included feedback that there was concern about the competency and experience of those who 

SBCAS had given authority to conduct behavior evaluations. 

Santa Maria 

Behavior evaluations were performed down the hall from the Supervisor’s office that had originally been an 

intake room that could be entered from the front of the building. Volunteers were given authority to perform 

dog behavior evaluations and make recommendations on disposition at the Santa Maria facility as well. The 

team was told that the volunteers were well trained and the team was not concerned with any behaviors 

dogs in the adoption areas exhibited. The team was told that the care and evaluation meeting focuses on 

questionable dogs and that the volunteers who attended the meeting tended not to spend too much time 

volunteering at the shelter. The Supervisor at the Santa Maria location expressed satisfaction with the weekly 

meetings and stated that they ended them only when there was agreement, however long that took. 

Lompoc 

The team was told that behavior evaluations were performed usually after hours by volunteers who were 

well trained to perform behavior evaluations. The team was not concerned with any behaviors that dogs 

exhibited at the facility. The team was told that volunteers never went to the care and evaluation meetings at 

the Lompoc location, but that they generally tend to give accurate, helpful feedback on their dog behavior 

observations. The Supervisor at the Lompoc location articulated concerns about placing aggressive or 

dangerous animals in the community and strongly believed it was SBCAS’ responsibility to ensure that 

aggressive animals are not rehomed. The team was told that staff and volunteers supported and concurred 

with this and preferred that all animals who are adopted are safe. The team was told that “power breeds” 

were given additional scrutiny; the evaluation form noted: 

“Must go home with breed experience, or dog savvy owner unless otherwise noted. All Power breeds 

and power breed mixes must be thoroughly tested with cats, small dogs and medium or large dogs. 

All potential power breed/power breed mix owners must agree to supply dog with plenty of daily 

exercise, except in special circumstances, i.e. geriatrics is a factor, handicap or hospice dog.” 

The regular evaluation and the breed specific evaluation were very similar except that the “power breed” 

evaluation included: barrier aggression-cage fighting, excitability in kennel, noise level of tolerance; and the 

other evaluation included: housing, new adopter’s level of dog experience, mental/physical daily exercise 

needs, escape oriented and additional training/socialization needs. The portions of the evaluation that were 

more suited as recommendations (for a new home/experience of adopter) included: housing, new adopter’s 

level of dog experience, mental/physical daily exercise needs, and additional training/socialization needs.  

Recommendations: 

•  Hire a Certified Professional Dog Trainer (CPDT) experienced in shelter animals.  Or,  

• Ensure that trained staff members conduct behavior evaluations. Ensure that those conducting 

behavior evaluations have received training specific to evaluating animals in the shelter 

environment. Organizations that develop their own evaluation should do so in consultation with a 

veterinarian or behaviorist familiar with the science and theory of behavior assessments. 
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• Provide animals with treatable behavior conditions the opportunity to improve by creating and 

ensuring behavior plans are carried out consistently and within the prescribed timeline. The dogs 

that the team were told were “project dogs” at the Santa Barbara location did not have 

information about a “plan” or “timeframe for expected results” recorded in their paperwork. 

• Review each Dog Behavior Evaluation form and create one form, for all breeds to be utilized at 

each of the SBCAS facilities so that there is a unified strategy and consistency throughout the 

county. Assess resource materials from other organizations and entities to create a SBCAS 

approved evaluation and process.4 

• Review ASPCA’s Meet Your Match program and consider assigning animals a Canine-ality and 

Feline-ality color code.  This will help match potential adopters as well as assign volunteers to 

handle these animals.   

• Make actionable decisions on all long term residents.  (More information in Population 

Management section)  

o Assess and determine next steps for improvement of the following items at the Santa 

Barbara location: who is conducting behavior evaluations and if the results are 

effective, how and why dogs are being kenneled for prolonged periods of time, how 

and who determines and approves euthanasia decisions (see more in section of the 

report covering this topic), and how the care and evaluation committee meeting 

procedures may or may not be leading to productive and effective population 

management.  

• Consider modifying the goals and procedures of the care and evaluation committee meetings. It is 

uncommon that all staff members come to a consensus and absolute agreement about the 

disposition of animals in the care of shelters. Volunteers may not have valuable and necessary 

information that is required when making such decisions. Insights and knowledge of the 

organization’s resources including staffing (time and experience), foster parent availability and 

finances are such resources that are considered and those vary from shelter to shelter and in some 

cases day to day depending on the animal population at a given time. It is the county’s 

responsibility to provide staffing and resources to care for the animals in its charge. Volunteers 

must commit to support the county and SBCAS employees who are charged with this responsibility 

and the county must provide the resources required to manage and operate progressive and 

effective animal services facilities. 

• Review and edit the care and evaluation committee meeting procedures and define such items as 

“potentially dangerous” as noted in section H. 3. of the document. 

• Discontinue using language such as “dominant dog breeds” and “power breeds.” Any breed of dog 

can exhibit dominance and using terminology to describe specific breeds amounts to breed 

discrimination. It is important to primarily focus on the behaviors of dogs in tandem with their sizes 

to determine whether or not they would be safe pets in the community. Most adopters would like 

                                                 
4
 http://www.animalsheltering.org/resources/magazine/nov_dec_2003/behavior_evaluation_resources.html  

http://www.animalsheltering.org/resources/magazine/nov_dec_2003/behavior_evaluation_resources.html
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a dog without the following qualities, despite their breed or size: “Kennel well with no cage 

aggression; no repetitive spinning, tail chasing or other neurotic behaviors, Friendly towards all 

people, including children, Get along well with other dogs of both genders, Have a low prey drive, 

Enjoy physical touch and handling.” 

• Enlist an experienced staff member or volunteer to conduct temperament evaluations of “fearful” 

cats, to help distinguish the fearful from the truly feral. Utilize the Feral Cat Temperament 

Assessment form and ensure the form is kept with the cat’s paperwork. 

• Ensure that relevant staff members and volunteers watch the webinar “Friendly vs Frightened Pet”5 

and read about the research project “Is That Cat Feral?”6 

 

 

Discussion:  

Behavior evaluations may help supervisors make euthanasia decisions, but the evaluations alone should not 

be the only input considered. Owner surrender surveys, experience the staff had during intake, veterinary 

reports and information from volunteers and fosters should be considered for making adoption and 

euthanasia decisions. 

Behavior evaluations should only be carried out by trained staff, and conducted in a consistent manner to 

provide the most accurate information.  Documentation of these evaluations should be kept electronically 

using shelter software.  Behavior evaluations should occur routinely on all animals with increasing length of 

stays.   

Daily Care and Evaluation Rounds with a committee that is properly appointed will help ensure that each 

animal receive a “decision memo” and resources are committed to moving that animal expediently to it’s 

final outcome.   

 

Additional Resources:   

Meet your Match    http://www.aspcapro.org/meet-your-match-resources 

 

 

2.4  ADOPTION PROCESS AND POLICIES 

Observations: 

SBCAS Policy and Procedures Manual, Chapter 3, Office Procedures included the following procedures 

regarding adoptions process and policies: 3.15 “Pet Adoption Procedures,” 3.16 “Adoption of Animals with 

                                                 
5
 http://aspcapro.org/webinar/2010-09-15-000000/feral-vs-frightened-pet  

6
 http://aspcapro.org/node/72247  

http://www.aspcapro.org/meet-your-match-resources
http://aspcapro.org/webinar/2010-09-15-000000/feral-vs-frightened-pet
http://aspcapro.org/node/72247


Program Assessment – Santa Barbara County, CA 

43 

Medical Conditions,” 3.17 “Adoption of Animals with a History of Bite or Aggression,” and 3.18 “Placing a 

Hold (Wanted) on an Animal.” Chapter 1, 1.36 “Animal Adoptions by Staff Members” detailed the parameters 

for SBCAS employees adopting to ensure that the same policies and procedures are followed as they are for 

non-employee adoptions. 

Procedure 3.15, “Pet Adoption Procedures” included the adoption procedures, requirements and restrictions. 

Animals could be adopted with a bite history or medical issues and a waiver was required to be signed. 

Adoption applications were to be filled out, approved and then appropriate fees collected. Staff members 

and trained volunteers conducted adoptions. There did not appear to be a dedicated adoption staff for 

handing adoptions at any of the facilities. Applications were taken on a first come, first served basis for 

“qualified adopters,” though “qualified” was not specifically defined in the procedure. The procedure noted 

that landlord approval, meeting all family members and other dogs already in the home were required. Yard 

checks were required for “power breeds” or at the discretion of the adoption counselor or Supervisor. All 

animals were required to be spayed or neutered prior to going to their new homes. 

Animals were allowed to have holds placed on them (first, second and third hold). Finders had the option to 

place the first hold for adoption unless they were a staff member on duty or a volunteer. Exceptions were if 

the animal was being fostered. 

Animals who were approved for adoption and who were “ready to go” were able to go home on the same 

day. Others who, for example, had not yet been spayed or neutered were added to the surgery schedule for 

the next possible date and were able to leave for their new home within 2-3 days. The team did not observe 

adoptions taking place during the site visit with the exception of the scenarios mentioned below. 

The team reviewed the adoption applications for rabbits, cats, dogs and birds. The Santa Maria location had a 

small form “Adoption Wish List” which was a pet request form. The team did not determine if many 

adoptions resulted from the form or if the form was utilized often. 

Santa Maria 

The team observed a customer place a first hold on a puppy who would become available in a few days on 

January 17th, 2015. The customer provided an adoption application and the employees began processing the 

application. The landlord was called and a message was left. 

Lompoc 

The team observed customers who were interested in a dog in kennel number 9. The staff member working 

at the front desk pulled the kennel card and told them that they could fill out an application. The customer 

asked how much it would cost and the staff member replied “$122 including the license.” The staff member 

explained that the dog hadn’t been evaluated yet. The staff member answered the customer’s questions, but 

did not add any more information such as when the evaluation would take place or when the dog might be 

available. After the customer asked more questions such as how old the dog was and if she was healthy, the 

staff member explained that she would be spayed and vaccinated and that would also be covered in the 

adoption fee. The customers left without filling out an application. 
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Recommendations: 

• Read the article in Animal Sheltering Magazine’s “Who Let the Dogs Out?” The article discusses 

how you can skip rigid adoption criteria and focus instead on a conversation to determine how a 

potential match might work. According to the 2014 PetSmart Charities U.S. Shelter Pet Report, 12 

percent of people who chose not to adopt in 2014 said the reason was because the adoption 

process was too difficult. Take some time to re-evaluate your organization’s policies and recognize 

who you could be turning away. See what changes you can make to let more adopters in and get 

more cats and dogs out of the shelter and into a happy home.7 

• Read articles about and watch webinars and attend conferences on “open adoptions.”8 

• After evaluating “open adoptions” and if the decision is made to update adoption policies and 

procedures, revise the adoption applications to coincide with changes. 

• Implement a consistent adoption program and counseling process with a full time staff person in 

charge at the Santa Maria location. This staff member could liaise with Supervisors at the other 

facilities and train staff to embody excellent client service skills and have a genuine desire to help 

people. This program would include helping adopters select the right pet for their lifestyle, 

approving the adoption paperwork, and providing follow-up after adoption to ensure a smooth 

transition into the new home. Volunteers could also be trained to participate. 

• Implement a process whereby staff and volunteers work with the public to match individual 

animals in the shelter that are known to have the characteristics that a potential adopter is seeking. 

For example, a customer who is active and enjoys running can be directed towards dogs who have 

a lot of energy and also enjoy running. Cats with special needs, such as a shyness or fearfulness, 

can be placed with an experienced owner in an environment that will provide socialization 

necessary to develop the cat’s full potential. 

• Promote animals who generally get overlooked. Read how other shelters around the country have 

highlighted these animals in the articles, “Highlighting the Wallflowers” and “Overlooked No More” 

in Animal Sheltering magazine.9 

Discussion:  

A progressive adoption program does not put obstacles in place for potential adopters to overcome. While it 

is important to have guidelines to protect animals and ensure that each adopted animal is placed in a 

responsible home, it is also important to consider that strict adoption regulations means fewer adoptions. 

Although certain adoption criteria (such as whether or not a landlord will allow pets) are absolute, most are 

meant to serve as guidelines, enabling adoption counselors to work within each set of circumstances 

                                                 
7
 http://www.animalsheltering.org/resources/magazine/jan-feb-2015/who-let-the-dogs-out.html  

8
 http://www.animalsheltering.org/resources/magazine/mar_apr_2008/opening_up.pdf  

9
 http://www.animalsheltering.org/resources/magazine/mar_apr_2007/101_highlighting_the_wallflowers.pdf, 

http://www.animalsheltering.org/resources/magazine/jan-feb-2014/Overlooked-No-More.pdf  

http://www.animalsheltering.org/resources/magazine/jan-feb-2015/who-let-the-dogs-out.html
http://www.animalsheltering.org/resources/magazine/mar_apr_2008/opening_up.pdf
http://www.animalsheltering.org/resources/magazine/mar_apr_2007/101_highlighting_the_wallflowers.pdf
http://www.animalsheltering.org/resources/magazine/jan-feb-2014/Overlooked-No-More.pdf
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individually. Exceptions to policies can be made by consulting with a supervisor. A consistent approach to 

exceptions is required in order to avoid any false allegations that the agency is either arbitrary or 

discriminatory. Evaluation of potential adopters can be based on three basic criteria: commitment to the life 

and needs of the pet; a desire for pet companionship; and understanding of providing the essentials for a 

healthy, happy pet. 

With progressive programs, like ASPCA’s Meet your Match, (reference resource in 2.3)  shelters are 

proactively assisting potential adopters to find a pet that aligns with their lifestyle reducing the number of 

animals returned to the shelter.   

 

Appendix 2.D  Report on Adoption Forum 

Appendix 2.E  Adoption Counselling 

 

2.5  ADOPTION FOLLOW-UP AND COMPLIANCE 

Observations: 

SBCAS did not have an adoption follow-up program. The Supervisors at each of the facilities expressed 

interest in implementing such a program if time permitted, as they understood the merit of such a program. 

The team observed and understood that the resources did not exist during the time of the site visit for a 

program such as this to succeed. Even if managed by volunteers, there were no staff members that the team 

observed had the bandwidth to take on oversight of another program. 

 

Recommendations: 

• Develop an adoption follow up program. Place follow up calls on all adopted animals at one week 

and one month post adoption. Follow up calls will ensure that the placement has been successful 

and can proactively address behavioral problems or medical issues.  Alternatively follow-ups could 

be conducted via online applications10 or through email 

o Create standard list of questions to ask new owner.  Log answers in permanent record.   

o Assign staff or volunteer responsible for making calls 

o Establish call calendar 

o Create action plan if a problem or behavior is noted during these calls.   

 Take advantage pet behavior tip sheets from national organizations, which can 

be used to help counsel adopters on particular behavior issues they may be 

having with their new pet. SBCAS can put their own contact information on the 

back of these sheets, which can be emailed or mailed to adopters. 

 Maintain a list of area dog trainers and behaviorists that can be given as a 

                                                 
10

 www.surveymonkey.com, www.questionpro.com, www.zoomerang.com 

http://www.surveymonkey.com/
http://www.questionpro.com/
http://www.zoomerang.com/
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reference if an adopter is having a behavior issue with a newly adopted pet. 

This list can also be used for those who call the shelter and are thinking about 

relinquishing a pet due to behavior issues. The Association of Pet Dog Trainers 

(APDT) website allows one to search for members by zip code. 

• During the adoption process inform the adopter that a follow-up call will be placed in a set 

timeframe and that if before then they have any questions they can call. 

• Ask adopters to provide a photo of their new pet in his or her new home for SBCAS’s “adoption 

successes bulletin board,” which can be placed in the lobbies. Success stories show potential 

adopters that SBCAS is determined to providing good pets to homes and good homes to pets. 

 

Discussion:  

Adopters and community members are looking to SBCAS for direction and leadership. A simple adoption 

follow up program to address any behavior concerns or offer training advice, can move SBCAS toward that 

goal. Building relationships with adopters will lead them to feeling supported and to understanding that 

SBCAS cares about the animals and the community. Successful adoptions often lead to longtime supporters 

and donors. Adopters can become strong supporters of the shelter both financially and verbally, and if you 

develop a relationship early, you can keep them engaged and interested in your programs. 

 

Link to adoption follow up questionnaire:  

 http://www.animalsheltering.org/resources/magazine/nov_dec_1999/adoption_followup.html 

http://www.paws.org/cats-and-dogs/after-you-adopt/follow-up-survey/ 

 

2.6  RELEASING AGENCY AND COMMUNITY ADOPTION PARTNERS  

Observations: 

SBCAS Policy and Procedures Manual, Chapter 3, 3.52 “Adoption Partners,” included information on the 

policies and procedures for how SBCAS worked with adoption partners. During the site visit the procedure 

was in the process of being re-finalized after going through a thorough editing process which included 

feedback from adoption partners within the county. Adoption partners were required to apply and become 

approved prior to being authorized to have animals released to them. A form was to be filled out and copies 

of their 501c3 paperwork, mission statement and a reference were required. Fees were charged per animal 

and spay/neuter requirements were in place. Animals eligible for the adoption partner program were to be 

approved by the RVT or Shelter Supervisor prior to the groups being contacted. Animals with severe 

behavioral issues were not authorized to be offered to adoption partners. The Community Outreach 

Coordinator was listed in the procedure document as the one who was “often the point of contact” for 

adoption partners. Transportation to the adoption partners was carried out by the adoption partners, by 

SBCAS if the group was out of the county or by volunteers. 

 

http://www.animalsheltering.org/resources/magazine/nov_dec_1999/adoption_followup.html
http://www.paws.org/cats-and-dogs/after-you-adopt/follow-up-survey/
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The team reviewed the draft “Adoption Partner Program” procedure 3.52. The document was updated and 

was far more comprehensive than the first version. Qualifications for approved adoption partners were 

enhanced to include the following: be organized and operated for the purpose of animal adoptions, have no 

criminal or administrative violations regarding animals, be in compliance with all laws related to animals, be 

in good standing with the local animal control agency. In addition, SBCAS would keep the following additional 

items on file: IRS determination letter, organization’s Articles of Incorporation, By-Laws and online status 

report from the Secretary of State, copy of current adoption agreement, list of individuals authorized to 

transport animals on behalf of the adoption partner (full name, address, phone number), a list of authorized 

foster homes used by the agency (full name, address, phone number and number of animals house at the 

location), a list of current board of directors, references from one veterinarian and one animal care and 

control agency or open admission humane society/SPCA, and a statement of financial viability. In addition to 

the aforementioned additional inclusions that approved adoption partners must meet, the following were 

also required: dogs placed in foster homes within Santa Barbara County for over 30 days must be licensed to 

the adoption partner, dog licenses for adopted animals must be obtained within 30 days of when the new 

owner takes possession of the dog, owner information including name, address, phone number and 

microchip number were to be provided to SBCAS within 30 days of the animal being placed, adoption 

partners would remain liable for animals until the new owner information is submitted to SBCAS and 

adoption partners must renew their paperwork and agreement every two years or as requested by SBCAS. 

Revisions to the original procedure with regard to approved animals for the adoption partner program 

included that 1) the Shelter Supervisor must approve animals before the adoption partner is contacted, 2) 

animals with a bite history were not permitted to be offered as well as the following: those irremediably 

suffering, those surrendered as owner request euthanasia, and dogs with a history of aggression or who were 

determined to be potentially dangerous or vicious by a judicial or hearing office pursuant to county code, 3) 

animals must be picked up by adoption partners within 3 days of notification of the animal, and 4) un-

weaned animals required pick up on the same business day. 

In addition to newly defined office procedures, the updated document included a section on adoption 

partner relations that required staff to interact courteously and professionally with the adoption partners 

and noted that disruptions by adoption partners would be referred to the Shelter Supervisor. The team was 

told that there were approximately 100 groups that SBCAS has worked with over time, many of them breed 

specific groups. The transfer fees were as follows: 

Recommendations: 

• The team commends SBCAS for working with community adoption partners and for revising the 

policy and procedures so that practices can be more proactive and relationships improved. It is 

important for SBCAS to hold adoption partners accountable to agreements, laws and routine 

procedures so that strong and effective partnerships can be maintained. 

• Establish an immediate notification system by which Adoption Partners are notified when animals 

with emergent needs are brought in. 

• Establish a notification system with Adoption Partners to given access to animals with profiles that 

would be considered less adoptable, or animals that are at high risk for shelter breakdown.   
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• Once the final copy of the new procedure 3.52 is officially approved by the county, all policies, 

procedures and forms should be presented to all interested parties and consistently followed. 

• Continue to endeavor toward improving relationships with adoption partners. Maintaining 

community relationships requires acts and assumptions of good will on all sides as well as open 

communication and transparency. “A strong alliance of animal welfare groups can help improve the 

lives of animals and people in numerous ways.”11 

• Consider classifying the partnerships/relationships that SBCAS has with certain groups as adoption 

partners or contract services to the groups such as with BUNS, ASAP, K9-Pals and DAWG. See 

section “Governance, Management and Leadership” for more information and recommendations. 

 

Discussion: 

Animal shelters have established formal working relationships with adoption partners in many communities 

across the country. In order for these relationships to work acceptably, clearly stated expectations and a 

written formal agreement executed between all parties are necessary. Prior to the release of an animal to an 

adoption partner, shelters must be assured that the transfer is in the best interest of the animal and 

community. Differences of opinion, philosophical disagreements, mission-based differences, and high 

emotions may stand in the way of complete harmony, but it is considered necessary for placement partners 

and shelters to work well together. 

Adoption partners can be strategically utilized to manage the shelter population.  A proactive approach to 

moving animals out of the shelter, will reduce shelter census and length of stay.   

 

 

2.7  LOST AND FOUND PROCEDURES 

Observations: 

Santa Barbara County’s website devoted one page to lost and found pets and included information and 

contact information for each facility. The webpage included information on how to connect with the shelters 

and search for and fill out lost reports and also offered some pet recovery tips. 

The SBCAS Policy and Procedures Manual included Chapter 2, Field Operations, 2.06 “Impounded Identified 

Animals,” Chapter 3, 3.06 “Lost and Found Animal Reports,” 3.07 “Lost and Found Hotline (Santa Barbara 

Shelter Only),” 3.11 “Identified Animals,” 3.13 “Reclaim of Animals (Redemption)”, 3.14 “Waiving or 

Reduction Fees on Redemptions – Balance Due,” 3.32 “Reclaim of Animal After Regular Business Hours,” and 

Chapter 4, 4.10 “Release of Owner Animals.” The team did not observe lost or found reports being taken 

during the site visit; the team reviewed the binders where lost and found reports were maintained. 

The team observed the lost and found procedures to be overall consistent between facilities, including that 

                                                 
11

 http://www.animalsheltering.org/resources/magazine/may_jun_2009/101_strength_in_numbers.pdf  

http://www.animalsheltering.org/resources/magazine/may_jun_2009/101_strength_in_numbers.pdf
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match making between lost reports and animal inventory was done “when there is time.” Procedure 2.06 

clarified the role of ACOs upon picking up an animal with traceable identification including steps to return the 

animal to the home rather than taking them directly to the facilities. Animals with identification were 

required to be held for 10 days; animals without identification were held for 5 days. A red star is to be placed 

on the kennel card to identify animals who arrived with identification. Procedure 3.06 explained how lost 

reports, found reports and matches made were to be managed. The procedure stated that a “daily list” was 

maintained for lost and found reports and that the lost and found report forms are maintained in a binder. 

During the site visit the team observed the binders, but did not observe a separate list. Owners seeking a lost 

pet were to be encouraged to visit the facilities to seek their pet. By county code, citizens who find animals 

are required to turn them in within 24 hours. This procedure noted that “staff and volunteers shall assist in 

trying to match sheltered stray animals to lost and found reports, whenever time permits.” 

Procedure 3.11 was the procedure to follow after 2.06. The procedure stated that if a match is made owners 

were to be notified immediately by phone, in person, door hanger or U.S. mail. Owner information and 

attempts made at contacting the owner was then to be recorded in the animal record in the comment or 

memo section in Chameleon. This procedure stated, “Kennel staff is responsible for alerting the office staff of 

an animal wearing a tag so they can be traced and following up on the animals that have not been reclaimed 

in a timely manner. They should communicate with the customer care staff to check on the status of the 

animal.” Procedure 3.07 pertained to the Santa Barbara location only. A lost and found hotline was in place 

to assist the public during non-business hours, which was paid for by the Santa Barbara Humane Society. An 

answering service took calls and faxed the information to SBCAS each day at 8:00 a.m. That fax was then 

faxed to Santa Barbara Humane Society. SBCAS staff were then required to manually create reports for the 

lost and found binder. Lost and found for cats at the Santa Barbara location was managed by ASAP. 

The team was told that at the Santa Barbara and Lompoc locations there was no daily system in place for 

cross referencing the lost and found binders with the animals in care. The team was told that a certain 

employee at the Santa Maria location organized and maintained the lost and found binder and conducted 

daily cross checks. The team was not able to observe cross checking on the day of the site visit. 

The statistical reports provided to the team included information on numbers of dogs and cats redeemed, 

adopted, euthanized and other outcome types. 

For FY13-14 SBCAS received 1,343 owner relinquished animals and 5,525 stray animals. 66.6% of the animals 

SBCAS received in FY 13-14 were stray. 

Recommendations: 

• The AHA team commends SBCAS on its return to owner rates, which are higher than the national 

average.12 

• SBCAS is also commended for prioritizing returning animals to their owners before resorting to 

bringing them in to the shelter. This protocol helps reduce the number of animals entering the 

                                                 
12

 https://www.aspca.org/about-us/faq/pet-statistics  

https://www.aspca.org/about-us/faq/pet-statistics
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shelter and also eliminates the need for owners to come to the shelter to search for their pet. 

• Prioritize the lost and found program and rather than noting “whenever there is time,” in the Policy 

and Procedures Manual, require lost and found matches to be scanned on a daily basis, without 

fail. 

• Require one staff member to be responsible for the daily checking of lost reports against the 

animals in the facilities. This process can be added to the daily rounds that should be conducted. 

See section, “Animal Handling and Care” for more on daily population rounds. 

• Ensure that an employee scans all active lost reports for every stray animal entering the facility 

upon intake for possible matches. 

• Utilize Chameleon to track lost and found reports. Electronically managing lost and found provides 

for a much more efficient process than utilizing manual papers and binders. Any animal 

management software should have the ability to perform functions that are required of managing a 

lost and found program. If more software knowledge is required, reach out to Chameleon for 

instructions and/or training on using that part of the software. 

• Consider developing a program that focuses on working with pet owners who have lost their pet. 

Many animal services agencies have had overwhelming success with such programs, resulting in 

greatly increased return to owner rates. Staff and well-trained volunteers can do the following 

toward this effort: 

o Greet and assist visitors in completing lost reports 

o Escort pet owners through the shelter 

o Ensure that visitors review the DOA and “found pet” reports 

o Provide advice and counseling on how best to look for their pets 

o Maintain and update both the lost and found files 

o Perform daily lost and found checks on stray animals in the facility 

• Gather and assess articles and suggestions from groups around the country on best practices for 

lost and found programs. Develop processes around SBCAS’ capabilities and continue to build onto 

them on and ongoing basis.13 

o The Center for Lost Pets (thecenterforlostpets.com) provides a central location where 

people who have lost or found pets can connect. Pet owners can post lost pets and 

search for postings of found pets. Shelters can upload photos of stray animals arriving 

at the shelter. The site also provides advice and resources for how to find a lost pet. All 

services on the site are free. 

o Missing Pet Partnership (missingpetpartnership.org) is a national nonprofit devoted to 

reuniting lost pets with their families. The website includes recovery tips and a guide to 

finding pet detectives. 

o Create and utilize a Facebook page as a community Lost and Found resource.14 

                                                 
13

 http://www.animalsheltering.org/resources/magazine/sep_oct_2009/many_happy_returns_to_owners.pdf  

14
 https://www.facebook.com/LostFoundDogs.VA  

http://www.animalsheltering.org/resources/magazine/sep_oct_2009/many_happy_returns_to_owners.pdf
https://www.facebook.com/LostFoundDogs.VA
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Discussion:  

Most municipal animal services facilities have high rates of stray animal intakes, in some cases close to 80% 

of animals are stray. For this reason, having a proactive lost and found program is essential to increase return 

to owner rates and decrease the shelter population. Animal shelters are moving toward taking a proactive 

role by assisting owners to find their lost pets.  

Reuniting pets with their owners is a vital shelter service. The lost and found program must be taken seriously 

and time must be committed to its development. A successful lost and found program is crucial. Increasing 

the reclaim rate improves staff morale, helps to reduce the pressures on holding requirements, reduces 

animal care workloads, and helps relieve the pressures for space in the shelter. 

 

2.8  FOSTER PROGRAM 

Observations: 

The Policy and Procedures Manual included, Chapter 4, Kennel Operations, 4.14 “Foster Care Program.” The 

procedure stated that foster parents were screened and approved and that fostered animals remained the 

property of Santa Barbara County Animal Services. The procedure further stated that Supervising Animal 

Control Officer or RVT approved animals for the foster program. Reasons for foster included: too young for 

adoption, pregnant, injured or sick, if shelter is at capacity, and socialization/behavior modification. 

Responsibility of the program was the Supervising Animal Control Officer, RVT and Community Outreach 

Coordinator. Foster parents were responsible for ensuring proper medical treatment and maintaining 

accurate records and all health concerns were to be brought to the attention of the RVT and Supervising 

Animal Control Officer. After hours urgent medical issues would be facilitated by the foster but approval is 

required for payment to be rendered by SBCAS.  While this appeared to be the policy for the entire 

organization it is only applicable to Santa Maria.   

 

Ninety five percent of animals in foster are kittens.  In SB Love at Home provides foster services for dog and 

ASAP provides foster services for cats.  In Lompoc, CAPA provides foster homes for dogs and VIVA for cats.  

These groups abide by their own standard operating, recruitment and training procedures for foster care, 

despite the foster animal being under the legal jurisdiction of the county.  It should be mentioned that while 

these standards are not those of SBCAS, they are in fact exemplary, as in the case of ASAP.    

 

It is the primary job of the SM Community Outreach Coordinator to find and train foster parents in SM.  

When foster families can not be found in SM, the COC will reach out to SB groups for assistance.  This has 

come with severe criticism by the SB groups that this program is not growing sufficiently to meet the 

demands.   

 

A second COC, was hired in SB but left hastily citing reasons indicating a perceived toxic environment 

cultivated and fostered by the dysfunctional dynamic between the volunteers, external influencers and 

County Leaders and the bullying of staff by volunteers that was not able to be addressed by shelter 
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management.  That position is open and currently being recruited for.   

 

Recruitment for SM foster parents is an ongoing process assigned to the Community Outreach Coordinator.  

Regular orientations are held, two per month, but turn out is low, with two being the maximum number 

participating.  Sometimes no one shows up.  Engagement in the community has been challenging as the 

demographics suggest that this is a working class population with the inability to commit to fostering 

nursing/orphaned kittens which is what is in the highest demand.  And, when identified foster parents are 

needed to pick up animals, they are often unavailable or unreachable, thus preventing rapid transport of 

animals out of the shelter.  

 

The team reviewed the foster parent application, the foster parent contract, foster manual and equine foster 

care agreement. The materials were sufficiently detailed and comprehensive and provided a strong 

foundation for a burgeoning foster program. The team was told that there was some training for fosters, such 

as for kitten foster parents. 

 

The team was told that during the summer sometimes there are as many as 100 animals in foster homes.   

 

Record keeping for foster care animals was difficult to assess due to the differences of program 

administration between all the various groups.  It was not clear that all foster records were kept in 

Chameleon and available for the adopters.  When running the Chameleon foster care inventory report it was 

not consistent with a paper log provided to the team in January.   

 

Recommendations: 

 

• Create an organization wide Foster Care Manual and Policy by collaborating with all internal 

partners to establish best practices for recruitment, training, identifying foster candidates, animal 

care, record keeping and medical management. This program should be standardized across all 

three sites no matter who is implementing it.   

• Provide appropriate, standardized training to foster volunteers 

• Accurately track foster animal inventory in Chameleon.  

• Establish a coordinated plan and tracking system to ensure all foster animals receive the medical 

care they require to be immediately placed on the adoption floor once they become available.   

• Engage in active marketing for foster recruitment in Santa Maria.   

• Create “Foster On Deck” program (see appendix) 

 

Discussion:   

 

Animals who are candidates for foster care are those that are not ready for adoption due to age, medical 

condition or behavior quirks.  These animals also would be at risk if placed into the shelter system as the 

resources available are not adequate to meet their special needs.  Unweaned kittens/puppies present the 

largest challenge in terms or resource requirements and they are the most susceptible population in terms of 
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infectious diseases.  Maintaining an active foster program saves lives and decreases the burden of animal 

care on the shelter.   

 

Not only does a robust foster care program increase adoption rates and decreases the number of animals 

euthanized it can boost employee morale and enhance public relations within the community.  Foster 

parents become adopters and supporters of the shelter.   

 

A shelter’s foster program is a tool to actively manage the shelter population and census.  However, it entails 

an actively engaged foster community who can respond at a moments notices as every minute this 

susceptible population remains in the shelter it is an opportunity for them to get sick.  Animals placed directly 

into foster care leaves cage space open which increases the capacity for care, decreases the infectious 

disease rate, allows more time for enrichment of sheltered animals and decreased staff burden.   

 

Appendix 2.H  Foster on Deck Program - Animal Rescue League of Boston.   

 

 

2.9  FERAL CATS/TNR/COMMUNITY CATS 

Observations: 

SBCAS did not have a written procedure for how they handled community cats or worked with local feral 

cat/trap-neuter-return groups. The county rented traps to citizens, but it was unclear if citizens were 

educated to the extent that they understood the limitation that the county had on live outcome possibilities 

for feral cats. The California Food and Agriculture Code established mandates for assessing cat behavior and 

specific holding requirements for feral cats in shelters. In a shelter environment it can be quite difficult to 

determine whether a cat is truly feral or simply a terrified house pet. The team observed that all efforts were 

made to provide a quiet environment with minimum stimuli at the Santa Maria facility, but that the housing 

became long term and without a solid plan for those cats. 

Please refer to sections “Cat Housing,” “Dog and Cat Care” and “Adoption Selection Criteria and Behavioral 

Assessments” for more information on feral cats. 

Santa Barbara 

The team was told that community cats are less of an issue in the south part of the county. ASAP took on the 

responsibility of performing TNR in the Santa Barbara area; fewer than 100 cats were TNR’d in 2014. The 

criteria that must be met for a cat to qualify for TNR is the following: single cats only when there is one 

caretaker and a yard, there must be an indoor area for the cat to go at night to protect them from Coyotes, a 

site visit must be performed, and if the cat is being relocated she must stay in an enclosure in the area for 2 

weeks before being released. 

Santa Maria 

The team determined during the site visit that while SBCAS was intent on finding placements for feral cats, 

the resources were not readily available. Volunteers assisted SBCAS in providing ideals for outlets as well as 
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providing assistance on researching wineries and ranches in the county and reaching out to them to 

determine if they would be willing to take in feral cats to their barns. SBCAS had a charming flyer that said 

“Got Mice? Feral cats will work for food!!!” The flyer stated that SBCAS was looking for citizens who could 

provide safe ranch, barn or warehouse homes for these cats. It further explained that they were spayed or 

neutered, up to date on vaccinations, healthy and would only need caretakers willing to feed them and 

provide their basic needs. In addition, training and support was offered. 

The team inquired as to why cats were held long term and were told that it was a combination of the idea 

that housing long term was not problematic and that some volunteers did not want the feral cats euthanized. 

When the team asked if it was reasonable to think that volunteers would understand if it was explained that 

there were no live outcome options and that housing feral cats long term is inhumane, the response was that 

they would understand. 

The team was told that they had been fairly effective with releasing cats back to the area where they were 

trapped and that many citizens were interested once they learned more about community cats and how their 

presence can benefit communities. 

Lompoc 

Feral cats were not trapped, neutered and returned by ACOs or any SBCAS employees directly from the 

Lompoc facility. The team was told that they were fortunate to have the group “Viva” locally and that they 

provided the area with the much needed pathway for feral cats. 

Recommendations: 

• Obtain a copy of “Managing Community Cats: A Guide for Municipal Leaders.” The PDF version is 

free.15 

• Strengthen relationships with community cat groups in the county and provide community 

education concerning the problem of feral cats and solutions.16,17 Build off of the clever flyer “Got 

Mice?” and create a campaign around the effort of placing these cats in ranches, barns and 

warehouses in the county. Most citizens are not interested in trapping cats and kittens so that they 

are euthanized. Citizens who take responsibility can make a huge difference by monitoring colonies 

or a cat or two and providing daily care for them. It is important that neighbors are consulted and 

given an explanation of this process and the benefits. 

• Consider contracting for TNR services in the cities that have TNR ordinances.  

• Maintain accurate records of feral cats and kittens handled by SBCAS, including their disposition. 

Over time, this data will help determine where resources are currently going and where they might 

be more useful. 

• Elicit open dialogue with staff and volunteers regarding state code, humane housing of feral cats in 

                                                 
15

 http://www.animalsheltering.org/resources/all-topics/cats/managing-community-cats.html  

16
 http://www.humanesociety.org/issues/feral_cats/  

17
 http://www.humanesociety.org/issues/feral_cats/tips/help_outdoor_cats_individuals.html?credit=web_id212453451  

http://www.animalsheltering.org/resources/all-topics/cats/managing-community-cats.html
http://www.humanesociety.org/issues/feral_cats/
http://www.humanesociety.org/issues/feral_cats/tips/help_outdoor_cats_individuals.html?credit=web_id212453451
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shelters and the resources available within the community. Recall that the code states “If the cat is 

determined to be truly feral, the cat may be euthanized or relinquished to a nonprofit, as defined in 

Section 501.” 

Discussion:  

Feral cats should not be housed long term in a shelter, as this is considered to be an inhumane practice 

unless there is a mechanism for socialization and behavior modification.  SBCAS would be best served by 

providing trap, neuter, release programs and hosting seminars on the care and feeding of community cats.  

This will reduce shelter intake numbers, feline euthanasia, census and length of stay statistics. 

Appendix 2.G - Feral Freedom, Creating a Community Cat Program 

 

2.10  GIFT SHOP/SHELTER STORE 

Observations: 

SBCAS did not have gift shops in their facilities, nor did they maintain displayed items for sale for adopters 

such as leashes and collars. 

Recommendations: 

• At this time, the sale of pet supplies is not a priority. No action is recommended. 

• At some point, consider setting up a portion of the lobby as a store front for pet merchandise. 

Discussion: 

Providing a store front of even a few items may bring the shelter to another level of client service. Not only 

would this provide clients with an adopted pet, it would also increase the new owner’s education of animals 

by having a selection of merchandise that would provide comfort for each pet—a martingale or gentle leader 

for a dog that pulls, crates for puppies that need to be house-trained, or litter boxes and items for cats such 

as toys and beds. The merchandise would be available to new adopters as well as the general public who may 

then see the shelter as a resource for pet supplies. If managed effectively, a retail store could generate some 

revenue to be utilized for SBCAS animal programs. 

Appendix 2.F:  Getting the edge in retail 

2.11  STANDARD OPERATING PROCEDURES (SOPs)  

Observations: 

Santa Barbara County Animal Services Policy and Procedures Manual included six sections: Chapter 1 – 

General Administrative Procedures, Chapter 2 – Field Operations, Chapter 3 – Office Operations, Chapter 4 – 

Kennel Operations, Chapter 5 – Volunteer Services, Chapter 6 – Veterinary Procedures. The table of contents 

for each chapter noted that they were created from 2008-2011. The team was informed that the manual was 

currently under review and that SBCAS had held off on making changes to some procedures in anticipation of 

the AHA consultation so that recommendations could be utilized to edit the manual. 

The manual was written in Microsoft Word and the layout was clear and easy to follow. The policies and 



Program Assessment – Santa Barbara County, CA 

56 

procedures were detailed, uniform, professional and sufficiently comprehensive. The content of some of the 

procedures required updating and those recommendations are included below or in the sections of the 

report where applicable. Each facility had multiple copies of the manual and all of the employees that the 

team spoke with were aware of the manual and where to find it. 

While Standard Operating Procedures existed for some processes, they were not developed for all process, as 

this report identifies several areas where they are lacking.   

There was no identified method of ensuring the SOP’s were communicated to staff and volunteers.   

Recommendations: 

• The AHA team commends SBCAS for developing and maintaining a comprehensive Policy and 

Procedures Manual. Standard operating procedures are always a work in progress take a serious 

commitment from management and staff to develop, train and keep them up to date. 

• Continue to develop new SOPs and update current SOPs, as required. All current procedures and 

practices must be turned into written SOPs. 

• Consider developing diagrams to supplement some of the procedure documents. Many people 

learn visually and for some complex processes a flow chart or diagram would be beneficial. 18 

• Develop and SOP on how SOP’s are communicated to staff and volunteers so that all are trained to 

the same level.  Provided training if needed to ensure all staff and volunteers are trained to the 

standard required in the procedure.   

• Consider the following definitions while when revising the SBCAS manual: 

o Policy. A high level statement; a formal, brief statement that embraces an 

organization’s general beliefs, goals, objectives and acceptable procedures for a 

specified subject area 

o Procedure. Describes a process that supports a “policy directive;” designed to describe 

who, what, where, when and why, by means of establishing organizational 

accountability in support of the implementation of a policy 

o Work instruction. Describes how to perform a process; process descriptions include 

details about the inputs, the outputs, and the feedback necessary to ensure consistent 

results 

o Checklist. A “to do” list19 

o Guideline. Aims to streamline particular processes; is not binding and is not enforced; 

allows for individual and subjective discretion; can be used to create a new procedure 

if there is an absence of one 

o Workflow. An orchestrated and repeatable pattern of activity enabled by the 

systematic organization of resources into processes that transform materials, provide 

services or process information 

 

                                                 
19www.lucidchart.com  

19 
http://atulgawande.com/book/the-checklist-manifesto  

http://www.lucidchart.com/
http://atulgawande.com/book/the-checklist-manifesto
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Discussion: 

A Standard Operating Procedures manual is one of the most useful documents that assist in streamlining 

responsibilities and ushering organizations toward operational excellence. SOP manuals list all of the tasks 

that are essential for success, how to do the tasks, and who is responsible for the tasks. SOPs are supportive 

toward: training new employees, ensuring continuity, and ensuring staff, volunteers and customers are 

getting the best possible experience. 

The communication plan to effectively train the staff on a SOP is just as important as the document itself.   
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3.0  Animal Care and Capacity 
 

General Overview 
 
The cage capacity for all three facilities are as follows (assume one animal per cage and appropriately double-

sized cat cages.)   

 

Location Dogs Cats 

Santa Barbara 48 162 

Santa Maria 76 75 

Lompoc 30 20 

 
 
It is common practice during peak seasons to house more than one dog to a kennel and to decrease the cage 

space for cats by inserting the dividers which allow for less than optimal room to lay down, stretch, and have 

sufficient distance between food, sleeping areas and litter box.   

 

SBCAS and it’s internal partners should be commended on their relatively low incidence of disease that often 

results from over-population. 

 

3.1 DOGS/CATS  

Observations: 

The Policy and Procedures Manual Chapter 4, Kennel Operations, 4.06 “Kennel Duty Assignments,” included a 

list of general duties and assignments as it pertained to animal care. The assignments ranged from an early 

morning walk through to check on animals to sanitizing and cleaning and feeding. Many of the assignments 

had separate, lengthy work instruction documents themselves, such as “E. Sanitize dog kennels” and “Clean 

and feed the miscellaneous animals.” Information and recommendations on those assignments will be 

covered in other sections of the report. 

Santa Barbara 

During the site visit the animal inventory indicated that there were 55 dogs in care (1 

was in foster care) and 70 cats (7 were in foster care). The average length of stay for 

dogs was 200 days and for cats was 79 days. As previously mentioned, cat care was 

provided by ASAP. 

Dogs were provided oval, plastic beds with blankets. The team did not see many 

enrichment items in the dog runs during the site visit because the kennel was 

observed during the cleaning process, but noticed that there were Kongs, balls and 

other stuff toys in the area at the back of the main kennel. Stainless steel buckets 

supplied water for the dogs and stainless steel bowls for food. Dogs were walked and 

taken to the play yards throughout the day by staff and volunteers. 



Program Assessment – Santa Barbara County, CA 

59 

Codes were utilized to classify the dogs so that staff and volunteers were aware of who was permitted to 

handle certain dogs: “E” for Easy, “I” for Intermediate, “A” for Advanced and “I+” for Intermediate +. The 

team observed a few dogs who were exhibiting concerning behavior. A few appeared to be barrier 

aggressive, another (Tyson) was scared and shut down, hanging his head over, crouched in the back of his 

kennel, avoiding eye contact and avoiding attention when it was given. Tyson A357333 (categorized as “I+”) 

resided in the main dog kennel in run 001. He arrived at SBCAS March 22nd, 2013. The noises of the other 

dogs barking and noises in the kennel in general appeared to overstimulate him. Upon approach he softened 

and appeared to be a sweet dog who just happened to be overwhelmed in his surroundings to the point that 

his comfort level was minimal. Tyson’s paperwork from the main office included hand written notes from 

April 4, 2013 to October 7, 2014. His formal behavior evaluation had been conducted on April 1, 2013. The 

hand written notes consisted of information from volunteers about jaunts he was taken on alone and in large 

groups of dogs to events and to the beach. In February 2014 he was taken by a volunteer overnight. The 

notes in his record suggested that he is a high energy dog who got along well with people and other dogs and 

who required an experienced handler who would be assertive with him. 

Marlena A368524 in run 013 appeared to exhibit severe kennel stress and barrier frustration; she arrived at 

SBCAS on November 22, 2013 and had the classification “I.” Marlena’s behavior evaluation was completed on 

December 2, 2013 and there were three handwritten notes in her record with the dates January 27, 2014, 

May 24, 2014 and June 1, 2014. The note from January 27 described a hike at the beach that noted, “Liked 

every person and dog that she met. Even walked with [person name] (her nemesis) for half the time.” The 

note from June 1, stated the following: “Walked one mile up State Street and reacted badly (bark-lunge) at 

every new dog. Likely wanted to meet them but too amped to do correctly. Did well with group of dogs at top 

of State Street. No bad reactions. Ran down State Street with no bad reactions. Did really well in crowd of 

people – dogs and finish line. Good in car.” During the site visit the team was told that Marlena is a “project 

dog” and that she presents aggressively at the kennel, but is okay with most people outside of the kennel. 

The team was told that the volunteer who she is not comfortable with is able to walk her if someone else 

hands them the leash once she is out of the kennel. 

Santa Maria 

During the site visit the animal inventory indicated that there were 89 dogs in care (9 were in foster care) and 

58 cats (3 were in foster care and 4 were at PetSmart). The average length of stay for dogs was 89 days and 

for cats was 58 days. 

Dogs were provided short, plastic platform beds with blankets. The team did not see enrichment items in the 

dog runs during the site visit. Stainless steel buckets and bowls supplied water for the dogs and flat, wide 

metal trays that were built with the T-Kennels were utilized for feeding. Only one dog was observed being 

taken out of his run during cleaning and placed in one of the four play yards in the courtyard. 

Due to the low number of cats in care at the time of the site visit, most cats were provided two or three cages 

by way of the open portals. This allowed the cats to have separate areas for their food dishes, litterbox and 

bed. The cats appeared comfortable and were provided enrichment items such as small toys and Stretch and 

Scratch cage scratchers. Cats in the colony rooms were provided scratching posts as well as all of the items 

offered to the cats in cages. The team was impressed with the quality of care and enrichment provided to the 

cats in the adoption areas. 
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The team observed that several cats were being housed in the two cat holding rooms with the cage banks 

C201-210 and C301-310. As previously mentioned, these cats were feral (or were categorized as feral when 

they arrived) and were housed in these rooms because the feral cat room was noisy. According to the animal 

inventory there were 10 cats in these two rooms. These cats were given “hide boxes” or feral cat dens to hide 

in. Procedure 4.21 “Feral Cat Temperament Testing and Assessment” will be discussed in the section 

“Adoption Selection Criteria and Behavioral Assessments.” 

The team reviewed the kennel cards of these 10 cats who were all FIV/FeLV snap tested, fully vaccinated, and 

altered (except for an already ear-tipped cat and a new arrival). The records did not include a completed 

Feral Cat Temperament Assessment form, which was noted in Procedure 4.21 to be required with each 

fearful, potentially feral cat record. 

 

Name, Identification Intake Date Notes on the records 

No name, A378151 7/29/14 “Mother cat feral, kittens feral” 

Demona, A380249 9/16/14 None 

Spookerella, A381408 10/14/14 None 

Nora, A382426 11/11/14 Went to CARE for head trauma injury and received 

radiographs and bloodwork. Medication record card 

notes “*Caution*” and “very fractious striking and 

hissing” on the first full date of a course of medications 

11/13/14. 

Tonic, A382805 11/22/14 Note on Cat Veterinary Form “feral”  

Gin, A382806 11/22/14 Note on Cat Veterinary Form “feral” and “nervous but 

able to scruff and pet” 

Meowster, A383171 12/5/14 Box for feral checked off, comments: “no TNR” 

Lily, A383259 12/9/14 Came from same location as “Meowster” and box for 

feral checked off and “(NTR)” written on 

relinquishment form 

No name, A383921 12/29/14 Box for “feral” checked off on relinquishment form 
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Name, Identification Intake Date Notes on the records 

Nightlife, A384353 1/12/15 Box for “injured” checked off on relinquishment form 

and box checked off “feral” with a question mark next 

to it. Comments: “Has been roaming neighborhood;” 

note on Cat Veterinary Form “nice cat” 

 

 

Lompoc 

During the site visit the animal inventory indicated that there were 40 dogs in care (3 were in foster care) and 

17 cats (1 was in foster care). The average length of stay for dogs was 40 days and for cats was 91 days. 

Dogs were provided PVC or aluminum Kuranda beds with blankets. The team did not see many enrichment 

items in the dog runs during the site visit because the kennel was observed during the cleaning process, but 

noticed that there were Kongs and balls in “the hub.” Stainless steel bowls supplied water and food for the 

dogs. 

The team was told that cat intakes declined since the renovation took place; during the renovation cats were 

taken to the Santa Maria facility. Like the Santa Maria facility, due to the low number of cats in care at the 

time of the site visit, most cats were provided two or three cages by way of the open portals. The cats 

appeared comfortable and some were provided enrichment items such as small toys and some were given 

“hide boxes.” The cats in the adoption and stray hold room who had been there for a while were allowed to 

roam the room during the cleaning process (for more see the section “Cleaning and Disinfecting”). The team 

was impressed with the quality of care and enrichment provided to the cats. 

Three of the cats were listed as being located in receiving, three were listed in the adoption room and 10 

were listed in the stray room. The team observed 4 cats in the stray room and the remainder in the adoption 

room (and one in the hallway cage and one loose in the conference room, “Desi” A374322). This indicated to 

the team that the locations of the cats needed to be updated in Chameleon. 

Recommendations: 

 Develop and implement SOPs for all aspects of dog and cat care, designed to increase staff 

awareness and requirement beyond routine, cleaning and feeding. Utilize the Five Freedoms to 

start the process of educating each other and the community on basic animal welfare tenets.1, 2 

• Allow all cats adequate space, with proper population management there should be no need to 

insert the cage dividers.   

                                                 
1
 http://aspcapro.org/resource/shelter-health-animal-care/five-freedoms  

2
 http://www.maddiesfund.org/behavior-problems-and-long-term-housing.htm  

http://aspcapro.org/resource/shelter-health-animal-care/five-freedoms
http://www.maddiesfund.org/behavior-problems-and-long-term-housing.htm
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• Consider contracting with the partner groups who have full care responsibility of SBCAS animals. 

SBCAS must either assume full responsibility of the animals in their care, or outsource to another 

entity rather than retaining custody and thereby creating a perplexing environment for visitors and 

a struggling relationship with the groups. 

• Immediately develop a plan for re-evaluating all long term animals who have been in the care of 

SBCAS for more than 90 days at each facility. Develop solutions for each animal which may include 

any of the following options: 

o Behavior plan including who, how and when it will be implemented; a clear goal must 

be decided and if that goal is not achieved, other arrangements must be made within a 

specified timeframe. 

o Foster home to further determine “home-ability”3 and provide more information for 

the shelters or potential adopters (Dr. Emily Weiss suggests that shelter animals could 

be potentially labeled as “unadoptable,” but are often dogs and cats who may just be 

“un-shelterable” (or shelter challenged) and are quite home-able). 

o House dogs with barrier aggression only in foster homes; they do not present well in a 

shelter setting, create a stressful environment for other animals around them and are 

unlikely to attract adopters. 

o Transfer to an adoption partner who has resources and ability to provide the behavior 

or other type of care required. 

o Adoption specials for particular animals; develop an “overlooked animals” tracking 

system and push for live outcomes of those pets who are overlooked, but who are 

home-able. See section “Adoption Process and Policies” for more. 

o Perform euthanasia in cases where the animal is not treatable/manageable 

behaviorally or medically based on care equivalent to the care typically provided to 

pets by reasonable and caring pet owners/guardians in your community. 

• Utilize materials from the UC Davis Koret Shelter Medicine Program to calculate humane capacity 

and target length of stay for fast and slow tracking for each facility.4 

• Provide training for all staff and volunteers on recognizing, reducing, and preventing stress in dogs 

which can cause a decline in health and adoptability.5, 6,  7Document animals who are exhibiting 

signs of stress and what the signs are and develop behavior plans to improve their quality of life. If 

                                                 
3
 http://www.aspcapro.org/blog/2015/01/28/home-able  

4
 http://www.sheltermedicine.com/node/37  

5
 http://www.animalsforadoption.org/rvaa/sites/default/files/files/sforms/something.pdf, “When Something Must Be 

Done,” Rondout Valley Kennels 

6
 http://www.animalsforadoption.org/rvaa/sites/default/files/files/sforms/stress.pdf, “Stress Signals Checklist,” Rondout 

Valley Kennels 

7
 http://www.animalsforadoption.org/rvaa/sites/default/files/files/sforms/shelter.pdf, “How Can Learning About Dog 

Behavior and Training Benefit Your Shelter?”, Rondout Valley Kennels 

http://www.aspcapro.org/blog/2015/01/28/home-able
http://www.sheltermedicine.com/node/37
http://www.animalsforadoption.org/rvaa/sites/default/files/files/sforms/something.pdf
http://www.animalsforadoption.org/rvaa/sites/default/files/files/sforms/stress.pdf
http://www.animalsforadoption.org/rvaa/sites/default/files/files/sforms/shelter.pdf
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housing in a shelter setting is not possible for some of the animals, prioritize moving them into 

foster homes with trained foster parents who have the ability to work with and rehabilitate them. 

• Discontinue long term housing of feral cats at the Santa Maria location. Progressive community cat 

programs provide basic medical care and spay and neuter cats and release them within 24 hours of 

surgery. If the SBCAS does not currently have immediate outlets for feral cats, consider euthanasia 

after the stray holding period rather than utilizing resources for these cats and holding them long 

term. Housing feral cats in a shelter environment long term is not humane and ensuring staff safety 

handling fractious animals is challenging. Safely caring for a feral cat in a typical shelter cage is also 

terribly stressful for the cat. 

o Determine the dispositions of the cats housed in the two cat holding rooms with the 

cage banks C201-210 and C301-310. Consider reaching out to local TNR groups for 

assistance placing the cats currently in care, if not adoption candidates. 

o Maintain a list of willing recipients of feral cats and as soon as a feral cat enters the 

system contact the recipient to prepare for transport after surgery. If the SBCAS is not 

able to proactively plan placements for feral cats, the alternative cannot be to 

institutionally house them and wait indefinitely for an opportunity to arise. 

o When housing feral cats, for example, during the stray holding period, utilize feral cat 

dens.8,9 

• Rotate dogs in the play yards in the courtyard at the Santa Maria facility. Do this by creating a 

formal outdoor activity chart. Dog rotations will be helpful for those dogs who are house-trained 

because they will stay on a schedule, which will attract potential adopters. Do not allow puppies to 

enter the play yard until they have been fully vaccinated. 

• Create enrichment programs for all animals for each location.10,11 Give all dogs a Kong or other 

washable toys every day. Toys provide vital enrichment for the dogs, and those who have a toy and 

a blanket in their run are more appealing to potential adopters. If toys are given to dogs who are 

sharing a run, those who guard their resources should be housed separate from other dogs.  This 

will be discussed, in depth, in the Behavior and Enrichment Section 

• Add a towel or pillow case to the doors of the stainless steel Shor-line cages for small dogs in the 

center walkway in the main kennel at the Santa Barbara location. This way, these small dogs can 

have an area to avoid visual contact with other animals. 

 

Discussion: 

In general, SBCAS meets the basic physical needs of the animals in their care.  The animals are provided with 

                                                 
8
 http://www.aspcapro.org/node/73310 

9
 http://aspcapro.org/segregating-populations-5-tips-for-housing-feral-cats 

10
 www.aspcapro.org (search “enrichment”) 

11
 www.openpaw.org 

http://www.aspcapro.org/node/73310
http://aspcapro.org/segregating-populations-5-tips-for-housing-feral-cats
http://www.aspcapro.org/
http://www.openpaw.org/
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food, water, shelter, a clean environment and a cadre of staff and volunteers that are dedicated to their well-

being.   

During the site visit in January 2015, all three shelters were operating at or above their cage capacity for 

dogs, and well below their cage capacity for cats.   

In today’s progressive sheltering movement, we need to set objectives to exceed the basic physical needs 

and incorporate emotional and behavior needs as part of the standards of care.  In order for the animals to 

maintain their sociability in the shelter environment they must be provided not only with quality care, but 

also quality enrichment and exercise. It is here, SBCAS, has work to be done and this will be addressed in 

detail in the Behavior and Enrichment section of the report.  This is especially true when average length of 

stay for dogs begins to exceed 2 to 3 months as is the case at SBCAS.   

Dogs at the Santa Barbara facility and feral cats at the Santa Maria facility were of concern to the AHA team. 

A flyer written by Rondout Valley Kennels says the following, “With long term kenneling, it becomes 

unacceptable to merely provide for the physical health and needs of dogs in shelters. It is not enough to just 

hope for more adoptions, as the days pass by and the dogs deteriorate mentally. The behavioral and 

emotional wellbeing of the dogs in your care must be addressed daily, and their status at least maintained—

but as the animal shelter’s goal—improved. Without intervention, the dog will become less and less 

adoptable and its chances for a longer and longer shelter life will increase.” UC Davis Koret Shelter Medicine 

Program also states that long-term confinement of any animal, including feral or aggressive animals, who 

cannot be provided with basic care, daily enrichment and exercise without inducing stress, is unacceptable.  

Decisions must be made on these animals.   

A shelter’s capacity is not measured by the number of open cages, nor by square footage.  It is calculated 

based on the resources available and the number of staff and volunteers assigned to animal care.  Humane 

Society of the United States estimates an average of 15 minutes per animal to clean, feed and water.  This 

does not include the essential time needed to address emotional and behavioral well-being.   

Focusing on population wellness and humane capacity and developing processes and systems in order to 

maintain a steady flow of animals through the facilities is of utmost importance. Population Management will 

be addressed in another section. These enhancements signal to the community that SBCAS ensures that all 

animals’ needs are being met and they will be more desirable pets as a result. 

 
More Information: 
Know your Capacity for Humane Care 
http://www.maddiesfund.org/know-your-capacity-for-humane-care.htm 
 
Maddies Fund Webinar - Fixing the Feline Housing Crisis http://www.maddiesfund.org/fixing-the-feline-
housing-crisis.htm 
 
Appendix 3.A:  Calculating Shelter Capacity 
Appendix 3.B:  ASV Facility & Environment PPT 
 
3.2  SMALL ANIMALS AND EXOTICS 

Observations: 

http://www.maddiesfund.org/know-your-capacity-for-humane-care.htm
http://www.maddiesfund.org/fixing-the-feline-housing-crisis.htm
http://www.maddiesfund.org/fixing-the-feline-housing-crisis.htm
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Rabbits were plentiful at each of the SBCAS facilities. As previously mentioned, cages were clean, water 

bottles and food dishes were full, and the team observed that the rabbits received appropriate care at each 

of the facilities. 

Each of the facilities housed and handled exotic animals under the same set of practices. The team was 

informed that basically they “make do with what they have” and go purchase specialty food or other items if 

they did not have it on hand. Each of the facilities appeared to have storage of many types of specialty cages 

and tanks; however, with the exception of a few rats available at the Santa Maria and Lompoc locations, none 

were in use during the site visit. At the Santa Barbara facility, the exotic animals were housed in the staff 

room, at the Santa Maria facility, either in the medical suite, the grooming room, or if available for adoption, 

in the lobby. At the Lompoc facility, the exotic animals were housed in the euthanasia room or if available for 

adoption, in the lobby. Exotic animals were either adopted from each of the facilities or transferred to 

adoption partner groups. 

The team received feedback from stakeholders prior to the site visit that included concern for SBCAS’ ability 

to provide appropriate housing and care for exotic animals such as reptiles. The team would agree that the 

facilities were lacking in their resources to provide appropriate housing and care, most especially the Santa 

Barbara location whereby housing in the staff room was required due to space constraints. 

The longest lengths of stay for a species at each facility were the rabbits. The rabbits’ length of stay was more 

consistent with a sanctuary rather than a robust rabbit adoption program. The team wondered if the sheer 

number of rabbits made adoptions challenging. 

Santa Barbara 

It appeared to the team that the care and operations provided for the rabbits and guinea pigs by BUNS was 

appropriate. During the site visit the animal inventory indicated that there were 63 rabbits in care (3 were in 

foster care). Twelve of those had been in care for more than a year and three of the twelve had been in care 

for more than two years (one for nearly five years, “Petunia” A308214). There were 4 guinea pigs on the 

animal inventory from January 14th, 2015. The average length of stay for rabbits was 231 days.  

 

Santa Maria 

During the site visit the animal inventory indicated that there were 31 rabbits in care (4 were in foster care). 

Their lengths of stay ranged from 1 day to 786 days (at 786 days “Hothot” A354419). The team was informed 

that a volunteer cleaned and cared for the rabbits on a daily basis. When the team asked what happened if 

that volunteer was unable to make it in, they were told that the rabbits were assigned to one of the Kennel 

Attendants. During the site visit the volunteer cleaned and cared for the rabbits; however, the team was 

unable to observe or meet with the volunteer. The average length of stay for rabbits was 239 days. 

Lompoc 

During the site visit the animal inventory indicated that there were 15 rabbits in care (3 were in foster). Their 

lengths of stay ranged from 34 days to 656 days (at 656 days, “Charlie” and “Sally” A359315 and A359316 

were in foster care, and “Purisima” A372878 was onsite for 306 days). The average length of stay for rabbits 

was 229 days. 
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Recommendations: 

• Limit the number of rabbits shown in the facilities as available for adoption at a given time. 

Interestingly, limiting the number of animals shown on the adoption floor often increases the 

number of adoptions.12 

• Implement a robust adoption program for rabbits.  Investigate adoption partners to inquire about 

placement of some of the long-term bunnies.  

• Consider contracting rabbit and guinea pig care and sheltering to a private organization located in a 

centralized area within the county.   

• Train all staff in proper safe handling techniques for small and exotic animals to minimize potential 

injury to staff and the animals. 

• Dedicate a space that has some flexibility so SBCAS can accommodate the needs of the various 

animals they may find in their care. House small animals and exotics in a low traffic area that is as 

quiet as possible. Most small animals and exotics are easily stressed, and any holding or adoption 

space should be located out of high traffic and noisy areas of the shelter. Staff access should be 

restricted to those who are trained to care for small and exotic animals. Housing, care and 

enrichment for small mammals and exotics is just as important as for dogs, cats and other pets.13 

 

Discussion: 

These exotic animals are typically prey species and have unique needs within the sheltering environment.  A 

dedicated housing area needs to be identified.   

Rabbit adoptions seem to be stagnant and the base census of rabbits with long length of stays is high.  

Aggressive marketing and promotion of these animals and other exotics that are difficult to adopt should be 

investigated as well as the option of transferring them to partners that specialize in these species.   

For additional information: 

http://rabbit.org/working-with-pet-stores-to-promote-rabbit-adoptions-over-rabbit-sales/ 

 

3.3  WILDLIFE 

Observations: 

SBCAS Policy and Procedures Manual, Chapter 3, 3.48 “Activities Involving Injured, Sick or Dead Marine 

Animals,” included the reporting and handling procedures for marine animals. Marine mammals were never 

housed or cared for at the SBCAS facilities. 

At the time of the site visit there was no wildlife on the premises. Non-mammal wildlife cases were 

                                                 
12

 http://www.aspcapro.org/resource/saving-lives-adoption-marketing-research-data/aspca-research-less-more-adoption-

floor  

13
 https://www.petfinder.com/pet-adoption/other-pet-adoption/facts-small-mammals-pets/  

http://www.aspcapro.org/resource/saving-lives-adoption-marketing-research-data/aspca-research-less-more-adoption-floor
http://www.aspcapro.org/resource/saving-lives-adoption-marketing-research-data/aspca-research-less-more-adoption-floor
https://www.petfinder.com/pet-adoption/other-pet-adoption/facts-small-mammals-pets/
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transferred to California Fish and Game. They utilize educational resources from the Santa Barbara Wildlife 

Care Network, a local organization that rescues, rehabilitates and returns birds and small mammals that are 

native to Santa Barbara county to the wild. This group also was able to transfer in animals from SBCAS. The 

team was told that if wildlife is brought to one of the facilities by a member of the community or an ACO and 

it is too late in the day for a transport to a wildlife facility, the animal would be kept in a transport cage and 

transported first thing the next morning. 

Recommendations: 

• Create SOPs for handling wildlife to ensure the safety of the ACO’s.  Prohibit volunteers from 

handling wildlife.   

• Provide annual training to those individuals that will be called to handle wildlife, including zoonotic 

potential 

• Ensure all those employees handling wildlife have rabies vaccines or current titers.   

 

Discussion: 

It is inevitable that animal control will be called to handle wildlife.  Keeping employees safe and reducing risk 

of bites and infectious disease transmission is imperative and likely an OSHA requirement.   

 
3.4  LIVESTOCK AND EQUINE  

Observations: 

There was no SOP available for livestock or equine care. There were no livestock or equine being housed at 

any of the SBCAS locations during the site visit, with the exception of some chickens.  The chickens at the 

Santa Barbara facility were provided a make shift area behind the main, administrative building which was 

not ideal. During the site visit there were two birds and one of them did not have access to water for part of 

the day. Both the structures and care provided to the chickens at the other two facilities were more ideal for 

longer term confinement of these birds. Each bird, or birds if housed together, were provided with a “dog 

house” or igloo, hay, dirt, water and food. 

As mentioned in the section “Livestock/Equine Housing,” horses were cared for at either boarding facilities or 

in foster homes. SBCAS had an information sheet “Large Animal Resources” which included information on 

large animal veterinarians in the county, emergency housing, transporting and remains disposal (for owners 

of deceased animals). SBCAS also had on hand the following forms: large animal initial investigation checklist, 

equine veterinary form, equine identification form and equine foster care agreement. 

Recommendations: 

• Develop an SOP for the care and handling of livestock and equine and adopt it for each facility, with 

the exception of Santa Barbara where they should not be housed. 

• Animals housed at boarding facilities should have periodic in-home checks to determine that they 

are being treated at the standard of care set by SBCAS.  If MOU’s are not in place with these 

facilities, draft and implement.   
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Discussion: 

It is important to ensure that these animals, while not directly under the care and supervision of employees, 

are being given appropriate care.  If these animals remain in the custody of SBCAS, measures need to be in 

place to ensure limiting legal liability in the event that they cause harm to humans or property.   

 
3.5  HUMANE CAPACITY 

As part of the review of animal handling and care the team examined humane capacity by reviewing length of 

stay and population management practices. Observations and recommendations related to these concepts 

can be found throughout this report.  

The animal population was observed to be managed passively rather than proactively, most notably at the 

Santa Barbara and Santa Maria locations. Passive animal population management was most obvious with 

dogs and rabbits whose lengths of stay for some individuals exceeded a year and many several years. Noted 

in the respective sections above is the average length of stay for dogs, cats and rabbits based on the animals 

who were active and in care on the animal inventory dated January 14th, 2015. 

Dog and rabbit capacity appeared to be the most challenging at each of the facilities. As previously 

mentioned, there were no empty dog runs during the site visit. The team observed that when an open run 

was needed, dogs were doubled or tripled up to accommodate a new intake. Either dogs who had been in 

residence were paired up, or a new intake was placed in a run with another dog.  Anecdotal reports from 

volunteers and staff indicated that at one time, as many as 115 dogs have been housed in Santa Barbara.   

By observation and through interviews, SBCAS operates on average above humane capacity, and this practice 

has become an acceptable culture.  Partly due to the complex relationship between staff and volunteer 

organizations, animals are being allowed to remain sheltered for periods of time exceeding humane 

standards.  In some instances, these animals are exhibiting behaviors indicating emotional distress and 

breakdown.   

Appendix 3.C  Behavior Problems with Long Term Housing 

Recommendations: 

• Calculate the humane capacity for each of the facilities. Utilize resources provided by the UC Davis 

Koret Shelter Medicine Program to determine humane capacity.14,15 Operating beyond an 

organization’s capacity for care is an unacceptable practice.  This will need to factor in employee 

and volunteer hours.   

• Using Chameleon Software calculate and review the length of stay for each species monthly and 

annually. Length of stay by room should also be reviewed to determine if certain areas of the 

facilities have lower or higher lengths of stay than others. Determine target length of stay for dogs 

and cats and include the information in the humane capacity spreadsheet provided by UC Davis 

                                                 
14

 http://www.sheltermedicine.com  

15
 http://www.aspcapro.org/resource/shelter-health-animal-care/calculating-your-humane-capacity  

http://www.sheltermedicine.com/
http://www.aspcapro.org/resource/shelter-health-animal-care/calculating-your-humane-capacity
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Koret Shelter Medicine Program.16 

• Institute daily population wellness rounds as a way to begin a proactive animal management 

program.17,,1819 Create pathways for each animal upon intake.20 

• Institute fast tracking in order to maximize life-saving capacity.21  

• Develop an Intake and Adoption Decision Making Criteria matrix.22 Dr. Kate Hurley at the UC Davis 

Koret Shelter Medicine Program provides the context for creating a decision criteria matrix: 

Every year, hundreds or even thousands of animals enter the typical shelter. For each animal, 

multiple decisions are required: where to house the animal; whether rescue contact should be 

initiated; whether additional investment in the animal, such as medical treatment, is needed and 

affordable; whether the animal is a safe candidate for adoption or poses a risk to the public; etc. 

This easily amounts to dozens of decisions required each day. The most important and difficult 

decision that sometimes has to be made is the one to euthanize an animal. For shelters that limit 

intake, a similar dilemma is faced with the choice to admit an animal or not. We owe it to the 

animals and ourselves to ensure that these critical choices are made based on a well-thought-

out set of criteria; developed in a rational manner with input from appropriate stakeholders; and 

designed to maximize the number of animals released alive while minimizing the holding time 

and suffering of animals that will ultimately be euthanized. 

 

 

Discussion: 

Dr. Kate Hurley explains the importance of humane capacity in the following way: “Understanding and 

maintaining shelter capacity is fundamental to provide humane standards of care, maintain animal health 

and maximize live release. Given the great number of homeless pets in need of care, it can be difficult to 

imagine defining, let alone providing, “sufficient” capacity for this seemingly infinite population. However, 

the problem of homeless animals is not really one of holding capacity, but one of flow through capacity. Of 

course we know this already: if a shelter simply admitted all animals that came through the door and never 

released them, virtually all facilities would soon be impossibly overcrowded. We know that ultimately the 

problem must be largely solved by reducing the number of animals in need of shelter through preventive 

programs, and by ensuring that the remaining homeless animals pass through shelters successfully to a 

                                                 
16

 http://www.aspcapro.org/stay  

17
 http://www.aspcapro.org/node/78728 

18
 http://www.aspcapro.org/resource/shelter-health-animal-care-intake/population-wellness-rounds 

19
 http://www.aspcapro.org/sites/default/files/aspca_asv_population_managment_assessment_checksheet_0.pdf 

20
 http://www.sheltermedicine.com/node/48  

21
 http://www.aspcapro.org/node/78849  

22
 http://www.sheltermedicine.com/shelter-health-portal/information-sheets/developing-intake-and-adoption-decision-

making-criteria  

http://www.aspcapro.org/stay
http://www.aspcapro.org/node/78728
http://www.aspcapro.org/resource/shelter-health-animal-care-intake/population-wellness-rounds
http://www.aspcapro.org/sites/default/files/aspca_asv_population_managment_assessment_checksheet_0.pdf
http://www.sheltermedicine.com/node/48
http://www.aspcapro.org/node/78849
http://www.sheltermedicine.com/shelter-health-portal/information-sheets/developing-intake-and-adoption-decision-making-criteria
http://www.sheltermedicine.com/shelter-health-portal/information-sheets/developing-intake-and-adoption-decision-making-criteria
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positive outcome. Fortunately, sufficient capacity is a much more attainable goal once we realize that we do 

not need to “house our way out of overpopulation” but simply provide humane conditions for a finite 

number of animals as they pass through our care.” 

We have added a section on Population Management to address this in depth.   

 
3.6  ANIMAL HANDLING 

Observations: 

The SBCAS Policy and Procedures Manual included Chapter 4, 4.02 “Animal Handling and Restraint,” 4.03 

“Use of Restraint Equipment,” and 4.11 “Moving Impounded Animals.” Chapter 4, 4.22 “Moving Animals to 

the Adoption Areas (Santa Maria Animal Center),” included instructions on flow of animals from holding 

areas to adoption areas. Basic animal handling and restraint was included on the list of trainings in the 

“training academy” curriculum. The Care and Evaluation Committee will be discussed in the section of the 

report on Adoptions. 

The team did not have the opportunity to observe employees or volunteers handling aggressive or fractious 

animals during the site visit. Each facility appeared to have some handling equipment, though where the 

equipment was kept was not consistent between the facilities and it was not clear if all employees were 

aware of where they would find the equipment if it was needed. Procedure 4.02 noted that the facilities 

should have the following equipment on hand: leash, trap, rolling cages, carrier, catch pole. Welborne or 

Freeman net, Snake hook or tongs, Cat grasper, Nets of various sizes, Muzzles, Gloves, Towels and blankets, 

Snappy snare. Procedure 4.03 detailed in what circumstances to use and how to use: leash, control stick, 

Welborne or Freeman Net Pole, Muzzle, Gloves, Blankets and towels, Assess-a-Hand, Easy Nabber. The team 

did not observe all of these items at the facilities. If they were present at the facilities, they were stored in 

various locations. 

“A. Reasons to move animals include,” in Procedure 4.11, listed, “1. Creating space for incoming strays (this 

may be done by the impounding Officer).” 

Santa Barbara 

The animal handling observed was appropriate, gentle and humane. The team observed employees and 

volunteers handling dogs, cats and rabbits during the site visit. The team observed a drawer filled with prong 

collars at the back of the main dog kennel, but did not observe them being utilized. During the site visit there 

was some concern that prong collars would be utilized at SBCAS. There were no written procedures on the 

use of prong collars. 

Santa Maria 

The animal handling observed was appropriate, gentle and humane. The team observed employees handling 

dogs, cats and birds during the site visit. It was reported to the team that one employee is not appropriately 

trained to handle or care for cats and despite this is assigned to cats. The team was told that one staff 

member utilizes a syringe pole to encourage cats to move from one side of the cage to the other so that the 

divider can be added prior to cleaning. The team observed a drawer filled with prong collars in the stainless 

steel storage cabinet area off of the hallway near the stray dog kennel, but did not observe them being 

utilized. The team observed feral cat boxes in a couple of the feral cat cages. See section “Cleaning and 
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Disinfecting” for more on dog handling. 

Lompoc 

The animal handling observed was appropriate, gentle and humane. The team observed employees and 

volunteers handling dogs, cats and rats. The animals were handled properly and with utmost care and 

concern for their wellbeing. A safe handling guideline for volunteers was posted on the wall in the dog 

kennel. 

Recommendations: 

• Develop a written SOP for animal handling.   

• Implement comprehensive training program for staff and volunteers on animal handling and 

restraint prior to deploying them to work with the animals and institute a yearly review.  Training 

will reduce liability and work place injuries.  The American Humane Association (AHA), the National 

Animal Control Association (NACA), the ASPCA, the HSUS and other national and local groups offer 

animal handling and restraint webinars, books, cds and videos online. 

• Determine whether or not SBCAS will utilize prong collars and if so develop a procedure and 

training for their use. If not, remove all prong collars from the premises. Most progressive animal 

shelters prohibit the use of aversive training techniques or tools such as prong collars, pinch/choke 

chain collars, electronic collars, spray bottles and physical reprimands including alpha rolls. 

Consider applying the methods taught by Karen Pryor who provides online the “Shelter Training 

and Enrichment Course.”23,24 

• Provide trained staff with safety equipment and place the equipment in one or two designated 

areas in the shelter in case of an emergency. Ensure that all staff members know where to find the 

equipment. 

• Place all animal handling equipment on a weekly maintenance program that includes the 

immediate repair or removal of any faulty equipment. 

• Utilize the double-cage system that is in place to secure cats during cleaning or utilize feral cat 

dens. Humanely direct cats from one side to the other or clean the cage with the cat secured in the 

den. 

• The AHA team commends SBCAS for utilizing the most essential animal handling equipment. Ensure 

staff safety and humane care of animals by providing access to the following additional animal 

handling equipment and ensure that staff receives instruction on the proper use of the equipment: 

o Crates, Cages and Cardboard Carriers: Many sizes and types of cages and crates should 

be available at all times for a variety of situations. Cardboard carriers can be used for a 

variety of purposes, including the transportation of diseased or deceased animals or 

providing a quiet environment for animals undergoing the euthanasia process. 

o Caging and Transfer Systems for Unsocialized Cats: Trap transfer cages, squeeze cages, 

                                                 
23

 https://www.karenpryoracademy.com/shelter-training-and-enrichment 

24
 http://www.animalsheltering.org/training-events/expo/expo-2014/expo-2014-handouts/Enrichment-pryor.pdf 

https://www.karenpryoracademy.com/shelter-training-and-enrichment
http://www.animalsheltering.org/training-events/expo/expo-2014/expo-2014-handouts/Enrichment-pryor.pdf
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and feral cat handling systems are crucial equipment for animal care and control. These 

caging systems provide for the anesthesia, euthanasia, or transfer of feral and 

unsocialized cats without the need for human handling or intervention whatsoever. 

o Feral Cat Den: Designed to provide an alluring safe place for feral and unsocialized cats 

to hide, these versatile cages allow for daily care, cage cleaning, monitoring, treatment, 

transfer, anesthesia, or euthanasia of feral or unsocialized cats with no handling 

necessary.25 

o Stretchers: Most animal stretchers have plastic or vinyl covers designed to help carry 

injured, anesthetized, or sedated animals safely and comfortably during transport. 

Many come with a cover that fits over the prone animal, attaching to the stretcher with 

a securing material, such as Velcro. 

                                                 
25

 http://www.alleycat.org/page.aspx?pid=455  

http://www.alleycat.org/page.aspx?pid=455


CHECKLIST

High 
Priority Date Task Assigned to: Status

3.0  The issue of animal custody needs to be addressed.  

3.1  Care and Evaluation committee must convene to discuss all long term 
residents and create action plans for each

3.1  View Maddies Fund Webinar on Calculating Humane Capacity

3.1  Calculate Humane capacity and devise tactics to meet objective

3.2  Devise a robust adoption program for Rabbits.  Decrease rabbit census 
by 40% though networking and partnering

3.2  Ensure exotic animals have designated housing that meets their 
physical and emotional needs.  

3.4  Equine and Lifestock Standard of Care SOP

3.4  MOU’s with local barns that house/foster livestock on behalf of SBCAS

3.5  Use Chameleon to track Length of Stay

3.5  Staff and Volunteer training on Length of Stay, Humane Capacity.  Need 
to shift culture.  

3.6  Develop mandatory training program for staff and volunteers on safe 
animal handling and restraint.  
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