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Project Goal:

Develop a one-day certificate course entitled “Public Administration 101 for the Government Animal Care Director” for the HSUS Expo 2009, submit the course for consideration and if selected, deliver the course at the 2009 Expo in Las Vegas, Nevada on April 6, 2009.  Course material will be divided into four categories, each focused on essential public administration tools and strategies to successfully lead a government animal care agency, obtain support and adequate funding to provide quality programs and services, and build professional relationships with executive management and elected officials.   

Project Purpose:

The purpose of this project is to provide fundamental public administration training for animal welfare industry professionals in local government. Based on my research and discussions with professionals in the field, animal welfare professionals generally do not appear to receive training in areas such as understanding politics, working with elected officials, basic public administration practices, policy development and implementation, ethics in the workplace, media relations, and effective community leadership.  

In the animal welfare industry, animal care directors have historically been promoted from line-staff positions, such as animal control officer or kennel attendant, and have received the bulk of their training from industry organizations such as HSUS, state humane associations, and Society of the Prevention of Cruelty to Animals (SPCA) with the training focused on technical topics such as adoptions, shelter management, cruelty investigations, and fundraising.  The Society for Animal Welfare Administrators has taken a leadership role in offering shelter directors/CEOs and senior assistants the opportunity to become Certified Animal Welfare Administrators. (Attachment 1) To date, only 60 animal welfare professionals are certified throughout the United States.  American Humane also offers a Leadership Certification Program that provides executive leadership courses for the Level 3 component of the program. (Attachment 2) However, the courses are more focused on non-profit organizations and leadership, rather than public administration.  Other than these two certificate programs, the animal welfare industry generally does not have access to leadership, public administration, professional development, and preparing the next generation training.
For directors and aspiring directors, the depth and breadth of responsibilities required to lead and manage a government shelter/animal care agency can be daunting.  Many are promoted to this position after many years of successfully managing animal care and control operations and can be unprepared for the leadership, political and administrative challenges that await them in their new capacity.  Understanding politics, balancing passion for the animals with professionalism, requesting and obtaining adequate funding, developing and maintaining effective media relations, benchmarking, strategic planning, ethics in the workplace, compliance with legal obligations, and meeting industry standards are all responsibilities that are commonplace in public administration, but can be new and intimidating to a animal care leader unfamiliar with public administration.
The purpose for designing this one-day certificate course for the HSUS Expo 2009 is to provide animal welfare professionals with the opportunity to learn about the key aspects of public administration.  A 90-minute workshop on this topic was conducted at the HSUS Expo 2008 and the attendee response was very positive.  Feedback from attendees was that they had never been exposed to any of the information shared in the presentation and found the material to be very pertinent to their challenges and responsibilities.
The opportunity to create this workshop will draw upon the ELDP teleseminar sessions and required readings as well as my own work experience as a public administrator and animal care agency director.  Many of the fundamental principles and issues discussed during the ELDP teleseminars will be the foundation for the course and will offer me the opportunity to share what I have learned with professionals in the animal welfare industry.
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Project Research and Background:

After nearly 15 years in local government, I accepted the position of Director of OC Animal Care with the County of Orange.  When I applied for and accepted the position, I assumed this would be a public administration leadership position that managed an animal care and control agency providing services to 2 million residents.  Within months I discovered three very interesting facts about the animal welfare industry:  1) the programs and services, legal requirements, political demands, and community relations are demanding, complex, volatile and extremely challenging; 2) the profession is underfunded, misunderstood, and not seen as a core service for many government agencies; and 3) organizations tend to function more as an operation and not as a strategic public agency.  
In 2006, I was asked to serve on the California Animal Control Directors Association Board of Directors and made a commitment to champion leadership development and next generation efforts for the Association.  Also, in 2006, I presented “Succession Planning and Mentoring” at the HSUS 2006 Expo in Anaheim, which was very well attended and received by the attendees.  
Based on my experiences, presentations, and research coupled with having served on the Cal-ICMA Preparing the Next Generation Work Group for the past five years, I recognized a lack of public administration training in the animal welfare industry.  This lack of public administration strategies seems to be a contributing factor to significant political embarrassments, lack of respect for the industry, and organizational implosions.  Many of these circumstances/problems could have been mitigated if basic public administration and sound leadership principals had been in place and followed.  

To support my theory, I conducted research on five local government animal care and control agencies that had experienced serious organizational, political and operational issues.  I found that the services had been neglected, adequate funding had not been allocated, and the shelter managers did not appear to use sound local government practices.

City of Rancho Cucamonga, California  (Attachment 3)
The City of Rancho Cucamonga, California owns an animal shelter located within their city, but for many years had contracted the shelter management and animal control services to the County of San Bernardino.  Services had been provided for years with no issues or controversy, but the condition of the shelter and quality of services had declined.  In 2005, the City Council was suddenly inundated with complaints from a group of residents regarding the conditions and levels of service at the animal shelter.  Feeling tremendous pressure from the community the City Council voted to transition the animal care and control functions back to the City within a year.  
The transition planning process served to be an extremely time consuming, costly, and stressful process for the City staff.  Several high level staff at the City were assigned the responsibility of managing both the transition planning process and the shelter until a shelter director could be hired.  The hiring of the new shelter director took more than a year and three rounds of interviews.  Funds were expended for a private consultant to assist with the transition planning process and the issuance of three reports detailing the issues, lack of services, and condition of the shelter.  The transition was implemented on schedule, but the City invested millions of dollars in shelter operations and facility enhancements.  They also diverted several key staff members for nearly a year to manage the shelter and the transition.
City of Upland, California   (Attachment 4)
City of Upland, California owns and operates a very small city animal shelter.  A new shelter was proposed in 2002 and the city spent $1.2 million on the infrastructure, property and building plans, but the project stalled due to cost concerns.  On September 11, 2006, a group of impassioned residents spoke during public comments at the City of Upland City Council Meeting and expressed their concerns about the poor conditions of the shelter, lack of staffing, and inadequate care for the animals.  The Council was surprised by the sudden negative feedback regarding the shelter, with one Council Member stating it was unfortunate that no one called him directly to discuss their concerns.  The Mayor stated, “We care about the city, about the animals, but we care more about the people,” which ignited media and political backlash from the animal welfare community.  Another Council Member stated that improvements are being made, but “I want to work as quickly as possible… We need to push this to make it a reality.”

The City of Upland hired a full-time animal shelter attendant and one part-time custodian and made improvements to the shelter as promised.  The Council Members, and most especially the Mayor, were publicly embarrassed by the neglected animal shelter and city staff were required to focus considerable time and resources to expediently make basic improvements.  
King County, Washington  (Attachment 5)
In 2007, in response to community pressure, the King County Council impaneled an Animal Control Advisory Committee to make recommendations to achieve improved animal care goals and desired reductions in euthanasia rates for the King County Animal Care and Control (KCACC).  The Council also passed Ordinance 15801 and Motion 12521 mandating that the County Executive put in place a series of programs and services at KCACC to meet target adoption rates of 85%.
Three comprehensive reports were generated regarding the conditions of the shelter:  1) the Advisory Committee report; 2) a consultant report prepared at the request and expense of the King County Council; and 3) the County Executive’s 2008 Operational Plan.  The Advisory Committee’s and consultant’s reports found the conditions at the shelter to be “deplorable” with overcrowding, inadequate facilities, paltry outreach programs and high rates of disease.  The consultant notes that “it would appear as though the King County Executive has not made KCACC a priority.”  The report continues to say that “the Executive Branch has overlooked and ignored well over a decade’s worth of neglect and poor leadership at KCACC.”  
Following the release of the reports, the County Council hosted a town hall meeting in April 2008, where people stressed the need for improvements to the county’s animal control program, but defended shelter employees who had been stung by negative publicity.  Nearly 700 residents attended the town hall meeting, the largest attendance at such a meeting in county history.  All three reports and the ensuring media and community concerns have caused the County Executive, County Council, and Shelter staff a great deal of stress and tremendous amount of negative press in addition to investing a staggering amount of time, energy and resources in this controversial matter.  

City of Long Beach  (Attachment 6)
In 2001, the Bureau of Animal Control relocated to a new state-of-the-art companion animal care and control village. With a partnership agreement between the City of Long Beach and the spcaLA (Society for the Prevention of Cruelty to Animals, Los Angeles), the two agencies jointly deliver care to the animals that enter the Village. This model has been praised for its innovative delivery of services.  Despite this highly acclaimed facility, the City experienced serious operational and staffing issues in April 2008.   
Animal Control staff, feeling they could not utilize internal resources to resolve issues, turned to the media and Internet, blogging their stories about alleged animal cruelty, violations of state law, low moral, ethical violations, and serious operational issues.  This situation became a media frenzy, surprising both the City Council and City Manager.  The City Manager responded quickly by forming a ‘strike-team” which includes a newly appointed interim director.  The team is tasked with conducting thorough investigations on all staff allegations, evaluating the policies and procedures to identify areas for improvement, and rebuilding the cultural of the organization.  
County of Sonoma  (Attachment 7)
In September 2005, the County of Sonoma under direction of the County Administrative Officer,   hired a consultant to conduct a management review of the Animal Regulation Division, to address serious, long term issues within the Division.  These issues included internal deficiencies, cultural and staffing issues, lack of training, antiquated technology, insufficient record keeping, lack of cooperation with non-profit organizations, poor customer service, poor leadership, and inadequate space for staff and animals.  
The consultant completed the report in January 2006 and it was approved by the Board of Supervisors on June 13, 2006.  The report recommended a 3-year Quick Start and Action Plan with status reports every 90 days for the first year.  The plan has been implemented, a new Director hired, and progress has been made on implementing the recommendations of the consultant’s report.
All these case studies illustrate animal care and control agencies that were neglected and underfunded.  Change resulted when community activists pressured the city councils’ and contacted the media to bring the conditions and poor quality services to the forefront.  As a result of the public pressure, tremendous resources were poured into the animal care and control agency to bring the levels of service and shelter conditions to an acceptable level.  

HSUS 2008 Expo Presentation – “Championing for the Government Shelter”

On May 15, 2008, I conducted a presentation to a group of approximately 75 participants at the HSUS 2008 Expo in Florida on how to build stronger relationships with local government leaders to increase awareness, support, funding and respect for animal care and control programs.  The presentation provided insights on how to clearly demonstrate to city and county councils the importance of quality animal care and control to residents, community groups and businesses.  The information was very well received by the participants and based on the speaker evaluation forms, 99% stated the information was extremely helpful and brand new to them.  Several suggested this should be offered again in a more detailed, longer format.  (Attachment 8)
Conclusions:  

Based on the case studies discussed above and discussions with animal welfare professionals, there is a key trend that is prevalent in these five case studies and countless similar cases across the nation.  Organizations that have not embraced animal care and control services as a core service tend to provide inadequate funding and resources.  The result is that these animal care and control agencies cannot deliver quality programs and services; cannot provide quality care to the animals; cannot maintain the animal sheltering facility in reasonably clean, adequate and sanitary conditions; and most importantly increase adoptions and decrease euthanasia.
Exacerbating this trend is that the animal welfare industry has not achieved the level of professionalism, respect and understanding that other public service industries such as parks and recreation, public libraries, and social services have achieved.  Finally, residents still view public animal care agencies as the “dog catcher” picking up stray dogs, taking them to the “dog pound” and killing them after three days.  Unfortunately, in some communities in America this is still the case.  However, the overall trend in the past 20 years has seen animal welfare evolve into a humane service providing care and refuge to lost, unwanted and abused pets and making concerted efforts to either reunite pets with their owners or offer adoption programs to find new homes for the animals in their care.  But, to effectively meet public expectations regarding basic care and life-saving standards, animal care and control agencies need to embrace the proven strategies of public administration to obtain the necessary resources, support and funding.
Based on my research, data collected, and my own experiences as director of a very large animal care and control agency, I have drawn the conclusion that the animal welfare industry lacks many of the fundamental public administration principles successfully employed by cities and counties throughout the nation.  Based on this conclusion, I believe that public administration training is extremely important for animal welfare professionals working in local government and will be more important as funding and other valuable resources become even more limited and public expectations regarding animal welfare become more demanding.  
Addendum #1

One-Day Course Description/Proposal for Submission
The animal welfare industry is a complex and challenging field that requires agency managers and directors to possess not only sound expertise in animal care and control operations but also strong leadership skills.  For local government based animal care agencies, the additional leadership challenges of being a public administrator can often be unfamiliar and daunting.   

This one-day course is intended to provide animal care professionals with the tools, insights, and knowledge to navigate the challenges of local government and be a more successful manager or director for their organization.  The course is comprised of four sessions that will include presentations, group activities, and open and honest dialog to offer the participants an interesting, productive and fun day that will stretch their thinking, challenge their status quo, and offer them unique perspectives and insights to being a public administrator.  
After completing this high-energy, information packed all-day course, participants will have learned the fundamentals of effective local government management which includes working with elected officials, management practices, policy development, and intergovernmental relations.  Participants will also be exposed to instilling ethics in the workplace, how to create organizational values, and building a vision for an organization.  Media and community relations, from a local government perspective, will be discussed as well.  This will include working positively with the media, developing a communications plan for small and large scale events and stories, and effective community leadership.  A critical component that is woven throughout all of the sessions, will be understanding politics and how to build effective, productive relationships with elected officials.  Finally, the course culminates in using public administration techniques, including the importance of benchmarking and strategic planning, to heighten awareness, gain support, build respect and obtain adequate funding to provide quality programs and services and to move animal care services towards being a core service.
Addendum #2


One-Day Course Outline:  

Session 1

Fundamentals of Effective Local Government Management
Session 2

Ethics in the Workplace

Session 3

Media and Community Relations

Session 4
Public Administration Techniques

