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The Honorable Paul Koretz, Chair

Personnel, Audit, and Animal Welfare Committee
Room 1050, City Hall

200 N. Spring Street

Los Angeles, CA 90012

The Honorable City Council
c/o City Clerk

Room 395, City Hall

200 N. Spring Street

Los Angeles, CA 90012

RE: WEST VALLEY ANIMAL SHELTER — LONG TERM PLAN (CF# 20-1114)

SUMMARY

The Los Angeles Department of Animal Services (DAS) submitted a draft proposal for re-opening the
temporarily closed West Valley Animal Services Center as an attachment with the mandated COVID
Reconstitution Plan. Subsequently, the DAS held ZOOM meetings with stakeholders (employees,
volunteers, New Hope rescue partners and the Public) to discuss the draft proposal and elicit new
ideas and suggestions. The Los Angeles City Council (Council) directed DAS to report back to Council
on the West Valley Animal Services Center’s long-term plan.

RECOMMENDATIONS

The City Council RECEIVE and FILE this report.

BACKGROUND

COVID Temporary Closures

At the onset of the COVID pandemic, DAS reached out to the community partners for support and
adopters, fosters, volunteers, New Hope, and Rescue Partners responded beyond our expectations,
allowing us to reduce our shelter population significantly.

"Creating a Humane LA"
AN EQUAL OPPORTUNITY EMPLOYER

Visit our website at www.LAAnimalServices.com
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In early April, the department shifted to a three-team, 12-hour shift schedule to keep our staff as safe
as possible from COVID. This three-team model enables us to keep one team in a two-week
guarantine, so we always have available staff in the event of a COVID outbreak in one or more of the
Animal Services Centers. To implement this schedule, we knew that we would need to close two
Animal Services Centers temporarily. As West Valley is in close proximity to East Valley Animal
Services Center and North Central was under construction and the temporary buildings staff had been
operating out of during the construction needed to be removed, West Valley and North Central
Services Centers were selected. East Valley has less cage space for cats and more kennels for dogs.
Currently, both the West Valley and North Central Animal Services Centers are still temporarily closed
due to COVID. Due to DAS employees’ diligence and partnerships with rescue partners, we have not
had to euthanize any animals for lack of space. Animal Control Officers continue to provide 24-hour
patrol and respond to field calls in the communities serviced by these two temporarily closed shelters.
Due to limited staffing, the current response time for addressing emergency calls in the West Valley
area is 52:06. This response time is less than that of our other districts. There is no expectation of an
increase in the response times, as the Animal Control Officers are routinely dispatched to field calls
while patrolling the assigned districts.

Budget and Staffing

During 2020 the City faced a very severely reduced budget due to the COVID pandemic predicted to
impact the City budget for several years. On September 11, 2020, the Mayor issued the Fiscal Year
2020-21 Instructions for Fiscal Restraint. These fiscal restraints include budget cuts across all
Departments and a hiring freeze. In addition to regular attrition, 22 DAS employees are retiring through
the Separation Incentive Program (SIP). As a department this is historically understaffed, these fiscal
restraints substantially impact our ability to meet our operational obligations.

Shelter Staffing Levels:

Held
Classification Allocation | Vacant | Vacant SIP Filled Positions
Animal Care Technician 160 23 2 135
Animal Care Technician Supervisor 15 1 14
Animal Control Officer 73 4 4 3 62
Senior Animal Control Officer 9 9
Administrative Clerk 26 4 22
Senior Administrative Clerk 6 1 2 3
Veterinarian Technician 31 1 4 26
Veterinarian 5 5

As a result of these vacancies and the inability to backfill them, we cannot safely staff six centers and
provide daily care and enrichment for the animals in our shelters and meet the community’s customer
service needs.
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Staffing levels necessary to safely staff six shelters:

Filled SLA/ Position
Classification Positions | EV | HAR | NOC| CFS | WLA | WV | Deficits
Animal Care Technician 117 29 | 18 | 24 | 34 | 18 | 19 -25
Animal Care Tech (Lifesaving Lia.) 1 1 0
Animal Care Tech (Volunteer Lia.) 6 1 1 1 1 1 1 0
Animal Care Tech (Case Mgr.) 1 1 1 1 1 0
Animal Care Technician Supervisor 14 3 2 3 3 2 2 -1
Animal Control Officer 62 17 6 13 | 14 8 14 -10
Senior Animal Control Officer 9 1 1 1 1 1 1 3
Administrative Clerk 22 6 4 4 4 4 4 -4
Senior Administrative Clerk 3 1 1 1 1 1 1 -3
Veterinarian Technician 26 6 4 6 6 4 5 -5
Veterinarian 6 1 1 1 1 1 1 0

Although the department identified funding to avoid layoffs in Fiscal Year 2020-21, no funding is
identified to fulfill the 3% budget reduction for Fiscal Year 2021-22. As 91% of the department’s
General Fund budget allocation is for salaries, any budget reductions may result in future staff
reductions. (Attachment # 1)

Public/Private Partnerships

Operating Animal Services Centers as a public/private partnership has proven successful. In 2010
the City had seven Animal Services Centers and a budget that barely allowed the department to staff
and operate six. Through a very public contract process, the City entered into a public/private
partnership with Best Friends Animal Society. This contract requires Best Friends to save at least
3,000 companion animals from our City shelters annually. Best Friends exceeds 3,000 annually,
provides grants, supports small nonprofits and must be given credit for the dramatic increase in the
live save rate for animals exiting the shelters with positive outcomes.

The Jefferson Park Animal Services Center was closed due to budget/staffing constraints when the
South LA/Chesterfield Square Animal Services Center opened by agreement between two South LA
Councilmembers. During FY 2016-17, special funds were available in the CAO's office to do the
necessary upgrades to make that facility operable, knowing the Department did not have funding to
operate that shelter. Again there was a very public process. Today that facility, houses a spay/neuter
clinic that provides free and low-cost spay/neuter, operates a kitten nursery and offers low-cost medical
services for rescue groups; a dog adoption group that obtains animals from our City Operated facilities,
and a cat group who obtains cats from City-operated facilities.

History of Prop F Implementation to build shelters and care facilities

On November 7, 2000, Los Angeles voters approved Proposition F (Prop F). Prop F authorized the
issuance of $532.6 million in General Obligation Bonds to finance the construction and rehabilitation
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of Fire Stations and Animal Shelters throughout the City of Los Angeles. $154.1 million of the bond
was allocated for animal services facilities to do the following:

e Replace 3 animal shelter and care facilities with 3 new expanded facilities;
e Build 2 additional animal shelter and care facilities; and,
¢ Renovate and expand 3 animal shelter and care facilities.

East and West Valley completed construction in 2007, with move-in dates occurring one after the
other, with East Valley moving first and West Valley following. East Valley relocated from their old
facility located on Sherman Way to the new facility on Vanowen in September 2007, with West Valley
occupying the newly expanded facility in November 2007.

West Valley was designed with HVAC in the kennels after conducting a 100-year environmental
analysis on temperatures in the area. “West Valley historically encountered hotter summers and colder
winters than East Valley”

Chesterfield Square was an added facility to the South Los Angeles community and is currently the
newest facility, having been completed in late 2012/early 2013.

North Central will be the newest once completed; however, the first phase (the expansion phase) was
completed in late 2006. That is the exterior kennel area, training field and behavioral assessment
room.

Because the cost of construction at the beginning of all construction projects had skyrocketed, West
Valley and North Central was broken into two phases. West Valley medical came later, just as North
Central's renovations are currently undergoing, with West Valley's medical area having been
completed in February 2017.

As funding became more available in later years, we were able to add necessary upgrades and/or
items to the facilities that were originally value-engineered out of the projects. But because funding
was still limited, we had to prioritize our list of items or upgrades accordingly and within the allotted
funding. Over the last few years at West Valley and most recently East Valley, GSD maintenance has
allocated capital improvement funding to restore the facilities and upgrade outdated equipment like old
swamp coolers and HVAC units.

Essentially all of our facilities are/were considered to be the newest and most modern facilities in the
nation, with North Central having received an award in 2006 for being the first-ever animal shelter to
receive a Leadership in Energy & Environmental Design (LEED) status Gold level, which is the second-
highest LEED status to Platinum. Chesterfield Square only received a Silver status and all other
facilities received a certified status.
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Upon completion of the Prop F renovations, the six facilities have the capacity below.

Cage Space
Cat Room
Cat Isolation
Cat Quarantine
Rabbit
Dog Isolation
Dog Quarantine

Total Cages

Kennel Space
Kennels
Dog Isolation
Dog Quarantine

Total Kennels

Other Housing

Community Cat
Rooms

Lobby Rolling
Sets

Total Others

Total Cage &
Kennel Count

East Valley
33

12

12

15

2

4

78

East Valley
122

20

20

162

East Valley

249

Harbor
28
15
12
18

76

Harbor
64
10
14
88

Harbor

166

Quarantine is for sick or injured animals.
Isolation is for LA County Bite Holds, potentially dangerous dogs or fractious cats.

North
Central

46
24
20
15

105

North
Central

162
31
30

223

North
Central

336

South LA

101

24

6

18

12

10

171

South LA
218
15
10
243

South LA

414

West LA West Valley

36 96
12 10
10 14
27 27

6 0

0 0
91 147

West LA West Valley

77 94
10 30
14 22
101 146

West LA West Valley

2 2
0 0
2 2
194 295

Each Services Center has cages for incoming animals in Receiving and in ACO Holding that are not
included in the charts above as they are not overnight cages. The West Valley Animal Services Center
has 28 cages available for temporary holding for incoming sick or injured animals until the animal can
be moved to a private veterinary clinic (after hours) or to one of the other City Animal Services Centers.
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DISCUSSIONS

Feedback from Community Meetings

Through multiple meetings with employees, volunteers, New Hope Partners and the Public, DAS
received 460 questions, comments and suggestions. 89% of the submissions were questions and
comments. The remaining 11% were suggestions, of which many did not factor in the City’s fiscal
challenges. However, through participation during the meetings or written submissions, it was
apparent there is a need for the temporary housing of livestock, equine and large animals; the ability
to take in sick and injured animals; and the dispatching of field calls from the West Valley region.

Data and Equity Analysis

As poverty forces people to surrender their pets, DAS is making efforts to create resources for
underserved communities to keep pets and families together. The City budget cuts negatively impact
critical services. It is crucial that services are geographically accessible for communities with less
equity. As part of our evaluation, we reviewed equity considerations for the communities we serve.
The Review of the 2020 report - A Great Divide: LA Equity Index by L.A. Controller Ron Galperin?,
brings a clearer perspective of the issues that most impact communities and sustains the persistent
inequities in the communities we serve. This report reveals that West L.A. and the West San Fernando
Valley have the highest scores on the Equity Index and South and East L.A. scored far lower on the
Equity Index.

Equity studies like those performed by the Controller agree that the access to critical resources is
exponentially decreased for communities with less equitable access. The data is abundantly clear on
which regions in the City has greater access to resources and which do not. This data provides a basis
for DAS to make informed decisions on the allocation of resources.

Census Data by Council District: (link to full report) https:/data.lacity.ora/Community-Economic-Development/Census-
Data-by-Council-District/ucyn-ruéw/data

) ) Median Population
Council | Population | Households . Unemployment .
o Income (City | Below Poverty . LAAS Services Center
District (2010) (2010) (City Avg. 22.9%)
Avg. $58,385) Level
245,216.22 79,014.81 $49,444 31.7% 23.9%(North Central
256,691.84 94,798.61 $50,070 18.0% 25.1%|East Valley
West Valley / West
3 257,183.29 89,478.86 $67,639 14.3% 18.3%|LA
North Central / West
244,117.22 120,999.09 $69,364 11.2% 20.2%(LA
5 252,453.38 112,607.59 $80,723 13.4% 15.9%|West LA
East Valley / West
6 262,111.74 72,676.94 $46,767 22.2% 24.0%|Valley
West Valley / East
7 256,172.52 67,871.36 $58,066 17.8% 25.3%(Valley
245,838.53 73,079.32 $32,283 30.0% 31.7%|(SLA/CFS
9 248,693.15 57,739.17 $29,561 42.0% 26.5%|SLA/CFS

1 https://lacontroller.org/data-stories-and-maps/equityindex/
6
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10 261,297.85 95,915.92 $36,506 24.3% 24.8%|SLA/CFS

11 250,726.93 113,864.22 $85,022 9.9% 17.0%(West LA

12 258,715.95 86,732.07 $81,750 9.8% 18.4%|West Valley
13 247,142.04 94,906.83 $36,342 25.6% 26.0%|North Central
14 248,489.10 79,205.66 $40,300 26.1% 27.0%|North Central
15 251,283.55 76,426.30 $49,571 24.7% 27.3%|Harbor

Note: West Valley has the highest median income and a lower percentage of unemployment and poverty level.

Proposal

Recommended Proposal:
Create a Hybrid Services Center Model for West Valley Animal Services Center

The challenge was to design a balanced solution to provide services from all six Animal Services
Centers for the anticipated need for life-saving space when evictions begin. Life-saving space will be
needed so we must reopen the two temporarily closed shelters, as soon as the COVID cases are
reduced, perhaps our staff will be vaccinated, so we can safely return to regular eight hour shifts.

We have analyzed each shelter's surrounding residents’ needs by studying Council Districts median
income, median education, and median home prices and more. The City's assets include eight
shelters and very limited funding. This recommendation is designed to deliver services to the entire
City and to make services easily available where the needs are greatest.

As previously noted, our staffing levels and the budget does not permit the safe staffing of six shelters
with 24-hour operations. To manage services within our reduced budget, we have recommended a
plan to create a hybrid public/private model to operate the West Valley Services Center when it is safe
to reopen. We intend for the City to provide:

1. City employed Animal Control officers,

2. 247 place to drop off sick or injured animals we will transfer to a private veterinarian after hours
or to another shelter during open hours, and

3. City operated and managed stalls behind the shelter.

4. Partnering with one or more rescue partners to pull animals from other City shelters and making
them available for adoption at the West Valley Animal Services Center. By doing this, LA
Animal Services will not have a reduction in life-saving space for shelter animals.

There are temporary holding cages in Receiving and ACO Receiving that are not counted in the chart
because they are for temporary holding and not for overnight. These cages will be used to temporarily
hold sick or injured animals.

Lost pets will not be impounded at the West Valley Animal Services Center. As a result of the fiscal
challenges and budget cuts, this is part of our reduction in services as a cost savings. PERHAPS
MOST IMPORTANT, it is well documented that dogs and cats who get out of the house or yard will
get home much more quickly (usually 24-30 hours) if neighbors help neighbors. When a well-
intentioned person picks up a lost pet and drives it to a shelter, it delays the owner locating the pet
and, on occasion, we adopt the pet out before the owner even finds the pet in one of our shelters.
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The six shelters are located in various areas throughout the City’s jurisdiction. Although located in a
specific Council District, the facilities are not owned or limited in use by individual Council Districts.
The shelters are LA City Assets and constituents can go to any one of the six they choose.

Our proposal is an effort to distribute resources equitably amongst our constituents. We are trying to
get the services closest to the communities where transportation challenges prohibit access to
services. We have tried to focus the services in disadvantaged and underserved areas where there
is a greater need for assistance.

In general, if approved, West Valley Services will house the services in our other shelters except for
taking in lost pets. As with all other license revenue, licenses for dogs adopted from the West Valley
Animal Services Center will come to the City. The major difference is that the care of adoptable
animals and adoptions will be handled by the vendor(s). That model works very well at Jefferson Park.

Sincerely,

/%ﬂ(ﬂ 7 ﬁfw ATy

Brenda F. Barnette
General Manager

Attachments:
DAS FY 2020-21 Budget Presentation
Master Facilities Study of Animal Care Facilities
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LA

Budget Overview SERVICES

¢ City’s FY 20-21 Budget totals over $10.5 Billion
*** Funding comes from taxes, licenses, permits, fees and fines

*** LAAS’s budget is comprised of less than % of 1% of the City’s
General Fund monies

¢ LAAS’s FY 20-21 Budget is approximately $23.2 Million
= $21.2 Million for Salaries and $1.9 Million for Expenses

= 370 Positions
- 345 Permanent Positions

- 25 Temporary Positions (reviewed annuallz in the budget process and
continued only if sufficient funding is available to maintain the services)

I ———
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FY 20-21 Changes o

SERVICES

% Over $3.9 Million cut from FY 19-20’s budget allocation
FY 19/20 - $27,156,069
FY 20/21 - $23,209,142
S 3,946,927 REDUCED for this YEAR

¢ Salary savings rate increased from 4% to 5%
=  Only 95% of funding is provided for each position

= Requires LAAS to delay hiring of staff in order to generate sufficient savings to
meet salary obligations

= This is in ADDITION to the 10% funding cut attributed to the 26 furlough days
included in the adopted budget.

*** Ten (10) Animal Control Officer Positions Deleted
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Unbudgeted FY 20-21 Expenses ANIMAL

SERVICES

‘0

» Retirement Payouts (i.e., sick, vacation etc.) — estimated at approximately
$900,000

= Upon retirement, all accumulated vacation and sick hours are paid to
employees from the Department’s salaries budget

N/

** COVID-19 Pandemic related operating expenses and supplies to date
= $380,000

** Overtime expenses
= 51,100,000 estimated end of year pay-out of overtime

= Mandatory overtime due to emergencies such as fires would increase this
amount
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Personnel e

*¢* Status of Positions

= 332 Fi(lelse()j = ADMN (34) + SUPV (44) + KENNEL (138) + CLERICAL (24) + MEDICAL (30) +
FIELD (65

= 35Vacant = ADMIN (1) + SUPV (3) + KENNEL (22) + FIELD (8) + MEDICAL (1)

*** Retirements
= 22 Employees are participating in the City’s Separation Incentive Program (SIP)
= 13 Additional employees are eligible for early retirement separate from the SIP

¢ Furloughs
= 28 furlough days were included in the FY 20-21 Adopted Budget

= Negotiations reduced the 28 furlough days down to 11 and added 2 mandatory
unpaid day-offs (November and April)

= Ongoing negotiations may result in further changes to the furlough days
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Challenges e

*** Loss of staff through the proposed Separation Incentive
Program
= |nability to backfill positions

*** Implementation of hiring moratorium
= Departments may not submit any requests to hire employees

= Departments may only submit items that are included on the list of
Technical and Administrative Automatic Unfreezes

*** Possibility of future City-wide budgetary cuts due to
pandemic related revenue shortfalls
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Reimaging LAAS ANIMAL

SERVICES

We envision an organization where volunteers, fosters, rescue
partners, staff and community stakeholders work side- by side to

Improve the lives of companion animals in the community with a
commitment to public safety.

Please bring your ideas and join us on the journey and help us
open West Valley and North Central Animal Services Centers.

I ———
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