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Maintaining balance between 
intake and outcomes



Basic principle



In MUST = Out



Managing intake is key

https://www.nacanet.org/wp-content/uploads/2020/03/4.Essential-Animal-
Services-During-COVID-19.pdf

https://www.nacanet.org/wp-content/uploads/2020/03/4.Essential-Animal-Services-During-COVID-19.pdf


Hypothetical spread 

https://www.vox.com/future-perfect/2020/3/26/21193851/coronavirus-covid-19-staying-home-social-
distancing?fbclid=IwAR36sjbfQ5JhWQwWOM-25FNb1ET5FoQmQuJSv62SQc07I-AeQg9NWGxisoI

https://www.vox.com/future-perfect/2020/3/26/21193851/coronavirus-covid-19-staying-home-social-distancing?fbclid=IwAR36sjbfQ5JhWQwWOM-25FNb1ET5FoQmQuJSv62SQc07I-AeQg9NWGxisoI




A  series of small choices 



Go team!!! 

This person 
left a healthy 
cat in place 

This one found 
the owner of a 

stray dog

Found homes for 
their foster 

kittens Used  
home-to -

home



But even with lower intake, outcomes must 
match



Even a little adds up 

• Current goal for shelter capacity 
is < 25% of housing full 

• Allow for lower staffing, greater 
effort/care for handling and 
safety, capacity for COVID 
response if needed

• A few more animals in than out 
will quickly pass capacity

• Appropriate outcomes need to 
keep pace



Say no to a vicious cycle 

• Deferring live outcomes when 
intake continues means increased 
length of stay (LOS)

• Increased LOS → increased disease 
and behavioral risk

• Sick and stressed animals require 
higher level of care and longer 
stays

• More animals getting sicker and 
staying longer will tend to 
compromise ability to provide care 
and seek appropriate outcomes



Get out ahead and stay there instead



Maintaining live outcomes safely
And potentially improving efficiency, customer experience and 
matchmaking success in the process 



Outcomes in the time of COVID

• Appointment based process 
• Online forms and payment
• Virtual meet and greet 
• Phone counseling ahead of time
• Socially distant handoff or 

delivery
• Provide follow-up support 

instead of trying to solve 
everything up front



Outcomes in the time of COVID

• Online training available ahead of 
time

• Appointment based process 
• Online forms and payment
• Virtual meet and greet 
• Phone/video counseling 
• Socially distant handoff or delivery
• Provide follow-up support instead 

of trying to solve everything up 
front



Laying the groundwork: online 
resources for fosters, volunteers 
and adopters



Online training resources

• Fosters, volunteers, maybe even 
adopters and post adoption 
support

• Invest now for streamlined, 
more flexible process on an 
ongoing basis

• Saves staff time
• Allows more flexibility for 

potential fosters and volunteers
• Facilitates rapid deployment when 

needed

http://blog.theaawa.org/keeping-up-with-covid-19-3-17-take-foster-
volunteer-training-online/

http://blog.theaawa.org/keeping-up-with-covid-19-3-17-take-foster-volunteer-training-online/


Online training resources

• Offer a mix of video and written 
materials

• Aggregate good stuff already out 
there

• Create your own specific to your 
policies

• Can blend recorded and live 
interactions

• E.g. view material ahead of time then 
attend live Q and A if needed

• Use one on one interactions and 
follow up to solve for less common 
issues

Presenter
Presentation Notes
https://www.maddiesfund.org/assets/foster-care/dog-foster-manual-PACC.pdfhttps://catadoptionteam.org/services/fostering-4-rockstars/



Logistics of live outcomes: 
appointments, forms and 
payment



Appointment based process 

• Ideally for all non-emergency 
transactions

• Owner surrender, healthy stray cat/TNR 
intake, RTO, adoption, foster pickup…

• Encourages phone/email first
• Allows for filling out forms and 

explanation of process ahead of time
• Allows for preparation of animal to 

the extent possible (intake/outcome)
• Coordinated with shelter and clinic 

capacity
• More efficient use of staff and client  

time



Appointment systems

• Consider # of locations, 
appointment types, built in 
reminder functions, integration 
with common calendars

• Shelter/clinic software built in 
scheduling function or…

• Acuity, Waitwhile, Calendly, 
Google Calendar 

• Costs easily offset by increased 
efficiency



Online forms 

• Adopters (and fosters) still welcome 
• Focus on soliciting questions and 

facilitating matchmaking 

• Consider need for signature, ease of 
integration with animal/client record 

• Integrated with shelter software or…
• Jotform, docusign, google forms…
• Bonus – easy to store electronically, 

no need to scan or file
• Credit card or paypal, venmo, other 

online payment system
• Or waive fees/ask for donation 

Presenter
Presentation Notes
Shelter luv integration gets good reviews. Petpoint also has online form option. 



Considerations for RTO (return to 
owner)



RTO considerations

• Now more than ever, the best 
place for an animal is back in the 
home they already had

• Stop the cycle of rehoming pets 
that already have homes, only to 
have those homes obtain new pets 
from a non-shelter source

• Improve community and pet health 
and safety by increasing care of 
pets in the homes they have

• Increase our slice of the pie
• Save new homes for pets that truly 

need them
HSUS 2014 Pets for Life Report



RTO before the shelter

• By finder whenever possible
• In field next best choice

• Scan for chip and look up: 
http://www.petmicrochiplookup.org

• Call and text, start found pet alert 
if chipped, ask neighbors, take a 
quick pic and post to lost pet 
pages

• Consider neck band/door tag if 
home is known and animal can be 
safely re-confined 

• Follow up with ID tag/licensing

https://www.foundanimals.org/found-pet-poster-download/

http://www.petmicrochiplookup.org/
https://www.foundanimals.org/found-pet-poster-download/


RTO from the shelter 

• Seek owners through multiple 
channels

• Waive impound and board fees, 
grace period for license

• For first offenders if need to limit
• Recover revenue by getting more 

dogs into licensing system and out of 
shelter quickly

• Send home with ID and education –
improve the care of dogs in the 
community

• Rabies vaccination and S/N as possible

Presenter
Presentation Notes
https://www.youtube.com/watch?feature=youtu.be&v=IPbzz8t6X_I&app=desktop



Considerations for adoption



Virtual matchmaking 

• For home to home, foster to 
adoption, shelter pets 

• Allows better showcasing of 
personality

• Shy animals can be comfortable with 
known caretaker, wiggly animals can 
take time to settle down 

• Potential for more natural setting 
without a bunch of strangers parading 
through home

• Way easier to schedule and saves 
adopter time in traffic even post 
COVID

https://www.maddiesfund.org/marketing-your-foster-pet/#/

https://www.maddiesfund.org/marketing-your-foster-pet/#/


Standing out from the crowd

• Even post-COVID, especially for 
potential “slow trackers”

• Proactive versus reactive – don’t 
wait for them to linger 

• Mitigate hard-to-access shelter 
locations and housing issues 

• E.g. animals under treatment for 
mild illness

• Especially with curbside pickup 
or deliver, overcome reluctance 
or fear of shelter 



Options for promotion 

• Live meet and greets
• Online video 
• Social media, shelter 

website, third party 
websites

• Readily available technology

https://heartsspeak.org/covid-19-communications-free-tools-for-shelters-rescues/

https://heartsspeak.org/covid-19-communications-free-tools-for-shelters-rescues/


Video matchmaking

• Own the narrative 
• Tell the animal’s back story if 

there is one
• Highlight the positive 
• Add a jaunty soundtrack and fun 

font 
• Get into details in adoption 

counseling

Presenter
Presentation Notes
https://www.youtube.com/watch?v=oEMaEViycPc



Presenter
Presentation Notes
https://www.youtube.com/watch?v=mExleICd4iQ&feature=youtu.be



Studies show…

• Pets acquired as strays or with 
minimal planning are less likely to 
be relinquished to a shelter

• There is no difference in 
attachment levels or perception of 
shelter between adopters of full 
price and fee-waived cats

• There is no difference in 
subsequent care or attachment 
levels between adopters using a 
policy-based versus conversation-
based process



Support for fosters and adopters

• Focus on support in the home 
versus anticipating every 
possible concern before the 
animal is placed

• Take advantage of 
phone/web/email options for 
staff working from home 

• Remember a return is not the 
end of the world 

Presenter
Presentation Notes
Telemedicine: https://us02web.zoom.us/webinar/register/WN_UuyBfD51S7aqayUmVd23CQ (Friday)Behavior: https://www.aspcapro.org/webinar/2020-04-22-120000/behavior-helpline-toss-your-community-lifeline-covid-19-era (Wednesday)



Considerations for transport



Transport 

• Manage intake and evaluate local options 
first 

• Prioritize established partnerships
• Identify transfer candidates ahead of time 

to greatest extent possible – use video as 
for adoptions 

• Evaluate route to avoid high risk areas 
• Stock transport vehicle to limit need for 

stops along the way
• Limit number of people involved
• Maintain social distancing between 

transporters and shelter staff
• Wear masks, maintain hand sanitation, 

change after transport



The hands-free handoff
Maintaining social distancing for animal delivery



Hands free hand offs 

• Straight from foster to adopt where 
possible 

• Use crates, leashes and carriers to 
maintain distance 

• Wear masks on both sides
• Offer drive up or delivery options if 

possible to limit entry into shelter 
and uncontrolled wandering about

• Apps available to let people know 
when pet is ready for pickup 

• E.g. qless https://www.qless.com/L

Presenter
Presentation Notes
https://orphankittenclub.org/covid/

https://www.qless.com/L


What’s missing?



More supporting materials coming soon

29

• www.sheltermedicine.com
• www.uwsheltermedicine.com
• https://mailchi.mp/animalwelfa

redigest/subscribe to stay in the 
loop 

https://mailchi.mp/animalwelfaredigest/subscribe
https://mailchi.mp/animalwelfaredigest/subscribe
https://mailchi.mp/animalwelfaredigest/subscribe
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