
ALL PAWS ON DECK!: 
HOW TO DRASTICALLY IMPROVE ANIMAL CARE SERVICES IN LESS THAN A YEAR 

CITY OF SAN ANTONIO, TEXAS 

SHERYL SCULLEY, CITY MANAGER 

CATEGORY:  PARTNERSHIPS 

PROJECT LEADER: 

BRYAN LAYTON, INTERIM ASSISTANT DIRECTOR 

OFFICE OF MANAGEMENT & BUDGET – INNOVATION GROUP 

BRYAN.LAYTON@SANANTONIO.GOV 

114 W. COMMERCE, 3RD FLOOR 

SAN ANTONIO, TX 78205 

(210) 207‐8114 

PRESENTATION TEAM MEMBERS

Joe Angelo 

Interim Director 

Animal Care Services 

(210) 207‐6692 

Joe.Angelo@sanantonio.gov 

Robert Young 

Performance & Management Specialist 

Office of Management & Budget 

Innovation Group 

(210) 207‐7144 

Robert.Young@sanantonio.gov 

Heber Lefgren 

Assistant to the Director 

Animal Care Services 

(210) 207‐6606 

Heber.Lefgren@sanantonio.gov 

 



ALL PAWS ON DE

SYNOPSIS 

In 2011, the C

different direc

bitterly about

City was in th

Live Release R

euthanizing of

San Antonio fo

position of ne

number of ani

With significa

both issues, 

acceptable lev

some agencies

In June of 201

a strategy to a

goal of 70%, 

balanced appr

and re‐forging

from 31% to n

just a few mon

BACKGROU

In 2007, the C

Care Strategic

consortium of

that contribut

1. Lack 

Altho

the g

neith

City f

2. Lack 

Addit

the in

but t

stake

3. Lack 

San A

new 

addit

ECK! 

City of San An

ctions.  On on

t health and s

he fourth year 

Rate of 70%, an

f so many anim

ound itself gen

eeding to redu

imals euthaniz

nt negative m

staff morale 

vels.  Additiona

s refused to ac

11, the Innovat

accomplish the

and 2) decrea

roach to strays

g community p

nearly 70%, rev

nths.        

UND 

City of San Ant

c Plan.  The pla

f local non‐pro

ed to inaction:

of specific goa

ough the plan i

goals could be 

er baseline fig

from establishi

of responsibili

tionally, the pl

nitiative’s ultim

the organizatio

eholders accou

of tying resou

Antonio’s Anim

resources wer

ional output d

tonio was mir

ne hand, an es

afety concerns

of a failed fiv

nd concerned r

mals.  Like man

nerally alone in

ce the stray p

ed.     

media publicity

and perform

ally, partnersh

ccept adoptabl

tion Group (Inn

e following:  1

ase the stray 

s and enforcem

partnerships, t

vitalize staff m

tonio had emb

an was develo

fit partners.  L

: 

als and metrics

dentified seve

achieved.  Fur

gures nor desir

ng levels of se

ity and accoun

an was vague 

mate success o

on that monit

ntable. 

rces to strateg

mal Care Servic

e not tied to s

id to lead to im

P

red in animal c

stimated 153,0

s.  On the oth

ve‐year initiativ

residents worr

ny other entitie

n the seeming 

opulation and

y and public p

ance had dro

ips with local n

e animals from

novation) from

) increase the 

animal popula

ment, impleme

he Animal Car

orale and perf

barked on an 

ped in conjunc

ooking back on

s needed to me

en strategic goa

rthermore, the

red outcomes f

rvice and mea

ntability requir

regarding who

r failure.  Som

tored implem

gic priorities. 

ces departmen

strategic priorit

mproved perfo

PAGE 1 OF 4

control proble

000 stray anim

her hand, the 

ve to reach a 

ried about the 

es, the City of 

contradictory 

 reducing the 

perception on 

opped below 

non‐profit anim

m the City due t

m the Office of 

Live Release R

ation, particul

nting LEAN pro

re Services Dep

formance, and

effort to impr

ction between

n the 2007 init

easure success

als, they were 

e plan used te

for each of the

suring increme

red to impleme

o would imple

me tasks were g

entation (a no

nt saw an incr

ties.  Consequ

rmance. 

ems, and citize

mals roamed c

mal agencies h

to perceived a

Management 

Rate from a cu

arly the dang

ocess improve

partment was 

 generate sign

ove animal ca

n the City’s An

tiative, Innovat

s. 

 at high‐level a

erms such as “

e strategic goa

ental improvem

ent the plan.

ement the reco

given to the Ci

on‐profit) did 

rease in its bu

ently, the dep

C

en complaints 

ity streets, an

had become st

and real concer

& Budget was

urrent level of 

gerous packs o

ement and perf

able to increa

nificant positive

are services an

imal Care Adv

tion identified 

and lacked det

increase” or “

als.  This lack o

ments. 

ommendations

ty and others 

not have the

dget allocatio

artment began

CITY OF SAN ANTO

were coming 

d residents co

trained to the 

rns about disea

 tasked with d

f 31% to the co

of dogs.  By a

formance man

ase its Live Rel

e media public

nd developed a

isory Board as

three main de

tailed strategie

promote” and

of metrics prev

s and be respo

to community

e authority to

n after 2007, 

n doing “more

ONIO, TEXAS 

from two 

omplained 

point that 

ase.   

developing 

ommunity 

applying a 

nagement, 

ease Rate 

city—all in 

an Animal 

s well as a 

eficiencies 

es on how 

d provided 

vented the 

onsible for 

y partners, 

o keep all 

but these 

e”, but the 

Tracy Miller
Sticky Note
Interview Notes

Problem: to increase live release rate.  Benchmarking cities that have already realized a no kill rate.  Studied others.  

How did you solve it: Focused strategic plan that was three-prong strategy.

Lacking: was the not enough community partnerships.  Can't just through resources at this program, needed community partnerships to make this work.  Focus on grassroots organizations to make big gains to get from 60-70% no-kill.

Transferability: replicate practices done in other communities.  Very metrics based and it can be easily transferred.  Tie all three aspects of animal care together.  Must focus on all aspects to be successful.  Develop a balanced approach.

Results: originally called for a 4 year plan.  Hovering at 60% now which is about 3 years ahead of schedule.  Hoping to hit 70% this year which is three years ahead of schedule and have the funding to sustain the effort going forward.

Presentation: more basic and in depth conversation.  Start with three pieces of the puzzle and grow to the full puzzle once all of the tools are put on the table.
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2. Employee Buy‐In. 

Although employees were asked to see themselves supporting all strategic priorities of the department 

(enforcement, control, live release), many reverted back to their silos following plan implementation.  To combat 

this, the department is taking a balanced approach to evaluating employee performance.  For example, animal 

control officers will be evaluated not only on the amount of animals they pick up in the field, but also by the 

number of citations they write as well as the number of animals returned to their owner in the field. 

3. Establishing Trust. 

Although the facilitated session went a long way in improving relationships between the department and 

amongst animal welfare organizations, a culture of distrust still exists, especially from citizens who were not 

involved in the planning process.  The department strives to be inclusive with these individuals, but also points to 

success stories among the partners who have drastically improved San Antonio’s live release rate. 

OUTCOMES  

The speed in which results have been seen is staggering.  Since the plan was implemented, San Antonio Animal Care 

Services has seen: 

 The live release rate increase from 31% during most of 2011 to 52% by the end of the year to 66% by March 2012 

while increasing impoundments making City streets safer 

 An influx of volunteers on campus both for Animal Care Services as well as partner organizations 

 A change in the media coverage of the department from stories that focused on the positive (high number of 

adoptions and rescues), rather than the negative (high rates of euthanasia)  

 $750K grant from a highly competitive program sponsored by a national animal welfare organization program to 

focus on  cat issues (trap, neuter, and release) 

 $1M+ in donations from major pet supply corporations to fund more adoptions and spay/neuter surgeries 

Also, by the time of the presentation date, the City will have completed its bi‐annual community survey.  The department 

will then be able to measure the change in public perception of animal care and safety.   

PRESENTATION  STYLE 

A key “a‐ha” moment for the Innovation team working on this project was the fact that improving animal care services—

like many other government problems—was not about throwing more money at the problem, but rather setting up a 

strategic approach that values the input of internal and external stakeholders, gets the right people at the table, improves 

processes, and measures outcomes. 

To allow session participants to reach this “a‐ha” along with the presenters, we plan to conduct an interactive 

presentation with an activity supported by PowerPoint slides.  Session participants will be provided puzzle pieces that 

represent the core functions of animal care such animal control officers, veterinarians, kennel attendants, and adoption 

agents.  These pieces do not represent the entire puzzle – participants will then suggest ideas that are needed to 

complete the puzzle, but as they describe more resources that do not align with strategic goals or improved processes, 

they will be given more of the same pieces, representing throwing more money at the problem. 

As we describe our journey and the realizations that allowed us to understand and solve the problem, participants will be 

given opportunities to “ask” for more pieces (representing process improvement, community involvement, etc.) and by 

the end of the session, have the entire puzzle.   

The content of the presentation will follow a format similar to this case study document. 


