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Executive Summary – Phase I 

In the fall of 2016, the Town of Westborough lost its Animal Control Officer (ACO) and 

reached out to surrounding towns and CMRPC to explore a Regional Animal Control 

Department. Across the CMRPC region, tightening municipal budgets are coupled with a need 

to provide increasingly professional and reliable services to meet statutory obligations. 

Regionalizing animal control is a trend that may lead to even more cooperative relationships 

between municipalities. With this in mind, we began by studying the Rutland region, where 

there are regional models for Emergency Dispatch, Information Technology and Animal Control. 

Starting in 2013, Rutland partnered with Barre and Princeton to improve Animal Control 

services by streamlining the manner in which dogs are picked up and handled, centralizing 

pickup and boarding fees, enforcing each town’s dog bylaws and handling any appeals, and 

ultimately saving $6,000 in their first year of operation. 

Shrewsbury was interested because they felt a regional program would allow them to 

improve their Animal Inspection services as well as general record keeping for the department. 

They also have some excess capacity in their Animal Control Officer. Leona Pease, Shrewsbury 

full time ACO, has been consistently lauded for her dedication to providing excellent Animal 

Control service to her community. In our experience, she is also one of the few ACOs that is 

able to patrol her town while also responding to calls. Her professionalism provided every 

potential member community a much higher level of comfort when considering a regional 

program.  

Grafton joined the conversation even though their residents do not expect a high level 

of service regarding Animal Control. They have one on-call employee that responds to calls as 

they are relayed by the Westborough Police. They acknowledge, however, that a slow response 

time would expose them to risk in the event of an emergency. 

After several meetings with the Regional Animal Control Working Group, interviews 

with other regional programs, and an assessment of the facility and staffing in Shrewsbury, 

CMRPC developed job descriptions for an Animal Control Officer and Assistant Animal Control 

Officer, an Inter-Municipal Agreement, and a cost analysis for the new program. However, 



5 | P a g e  
 

 
 

when Westborough was able to hire an ACO, their need for the program dissipated. 

Additionally, with the Town Manager of Shrewsbury, Dan Morgado, retiring, the project was 

tabled.  

In August 2017, West Boylston lost their ACO and reached out to CMRPC to help fill the 

gap. We were able to facilitate a discussion with Rutland Regional Animal Control that led to a 

Memorandum of Understanding to allow for mutual aid between the towns. This satisfies West 

Boylston’s immediate need while they work with the Shrewsbury region to establish a more 

permanent solution. The town of Berlin also asked to be included in these discussions. They 

have one on-call person but are finding animal-related issues to be a burden on their police 

department. The groundwork for this collaboration was laid by Phase I and the goals for Phase 

II remain almost identical with the addition of Berlin and West Boylston. 

 

The objective of the project was to perform: 

Phase I -  

• Analyze existing models of shared Animal Control Service, including the Gardner area 

program as well as the Rutland area program; 

• Review current Animal Control operations and any available data to assess cost and 

benefit of services between towns; 

• Communicate with communities and the ACO to identify strengths and weaknesses of 

partnership arrangements and operations; 

• Draft job descriptions for Animal Control Officer (ACO) and Assistant Animal Control 

Officer (AACO); 

• Draft Inter-Municipal Agreement (IMA) between the Towns of Shrewsbury, 

Westborough, and Grafton; 

• Research and analyze the costs associated with a new regional program. 
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Phase II - The initial phase was temporarily put on hold due to transitioning roles in the towns. 

Phase II began in the fall of 2017 when West Boylston lost their ACO. The goals for phase II are: 

• Review previous analysis with the addition of Berlin and West Boylston; 

• Find West Boylston an interim solution to their loss of an Animal Control Officer; 

• Communicate with communities and the ACO to identify strengths and weaknesses of 

partnership arrangement and operations; 

• Reconfigure job descriptions for the Animal Control Officer (ACO) and Assistant Animal 

Control Officer (AACO); 

• Draft a new Inter-Municipal Agreement (IMA) between the Towns of Berlin, Grafton 

Shrewsbury, Westborough, and West Boylston; 

• Research and analyze the costs associated with a new regional program. 

Comparable example - Gardner Regional Program 

 
For over ten years, Gardner has been the host community for a Regional Animal Control 

Program that now serves the towns of Ashburnham, Hubbardston, and Westminster. They 

perform animal control services and provide an animal shelter for all four towns. While the 

Shrewsbury region would rely on the Worcester Animal Rescue League for sheltering services, 

Gardner’s call volume makes it a good comparison for sharing Animal Control services. See the 

table below for more information.  

 

Calls come in through Gardner dispatch and are logged through Gardner dispatch. 

Information from the call is then relayed to the ACOs. Every ACO uses city phones and keeps a 

written log of all calls at the facility. That log is shared with the communities quarterly.  

 

There are currently three full-time ACOs and they’re looking to hire a per diem to fill in 

for vacations and sick days. They have 7am-5pm coverage seven days a week. They always try 

to have two ACOs on duty at once. Any emergency calls after 5pm go to whoever was on duty 
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most recently and counts as an automatic two hours overtime plus any additional time spent on 

the call. All three ACOs are certified Animal Inspectors; they do fire inspections, barn 

inspections, and quarantines. They also have four part time staff in charge of maintaining the 

facility and taking care of the animals. Two are 19 hour positions and the other two are 12 

hours. They also have some volunteers that help take care of the dogs. ACOs send out all rabies 

samples through a contracted veterinarian. For vehicles, they have one outfitted van and one 

pickup truck with slide-in Animal Control Unit. They dispose of roadkill for the whole region but 

have varying standards for what they will pick up in each town. 

 

Located at 899 West Broadway in Gardner, the facility is made up of several use-

oriented rooms. A cat facility has an indoor portion and an attached outdoor enclosure where 

the cats are kept. Cats that they determine should not be integrated with others are kept in 

cages in that room. There’s a medical room where they keep quarantines, sick animals, and any 

animal that has to be isolated. The med room has a separate entry door. There’s a bathroom 

outfitted with a shower/hose down area and separate laundry room. There’s a dog kennel with 

15 runs and a fenced in outdoor area. There are also cages in the main lobby; they find guests 

enjoy seeing animals when they come in. Altogether, they can hold 30 cats and 15 dogs. 

Gardner has had the facility for 15 years and it is now used for all four towns. Funding for the 

facility came mostly through donations. Gardner’s animal control facility not only provides 

residents with a shelter service, it serves to centralize animal control operations and solidifies 

the agreement between the four towns.  

 

The assessments are based on a combination of calls volume and population.  Once they 

had the initial budget and each community’s payment, they signed a 3-year deal that increased 

the payment amount by 2.5% each year. Each community is satisfied with the current 

arrangement and the shelter has an eye on the future with ideas for facility expansion.  

 

Even though Gardner’s Regional population is less than half of Shrewsbury’s, funding for 

Animal Control is significantly higher. This not only allows Gardner to provide shelter services 
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but also allows them to utilize three ACOs. They also have a robust facility/maintenance staff 

consisting of part-time employees and volunteers. Their ability to generate support from the 

community has been crucial to their success. Their operation would not be possible without 

volunteers and donations. 

 

Comparing the Shrewsbury and Gardner Regions 

 

Population 
(Census) 

Calls 
(Most 
recent 
year)  

Animal Control 
Budget (most recent 
year) 

Per 
Capita Equipment Staff 

Shrewsbury 35,608 638 48,588 1.36 
Van, 
kennels 

1 FTE* + 
On call 

Westborough 18,272 335 35,378 1.94 
Van, 
kennels 

1 FTE + On 
call 

Grafton 17,765 ? 7,217 0.41 
 

On-call 

Current 
Region Total  71,645 973 91,183 1.27   

2 FTE, 6 
On-Call 

  
      Gardner 20,228 682 108,483 5.36 

  Ashburnham 6,160 123 33,850 5.50 
  Hubbardston 4,382 133 18,513 4.22 
  Westminster 7,277 175 39,800 5.47 
  

Region Total  38,047 1,113 200,646 5.27 

Shelter, 3 
equipped 
vehicles, 3 
cell 
phones 

3 FTE 
ACOs**, 
Shelter 
Volunteers 

 
FTE* = Full Time Equivalent 
ACO** = Animal Control Officer 
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Consolidating Animal Control in the Shrewsbury Region  

Phase I 

Representatives from Grafton, Shrewsbury and Westborough analyzed data that had been 

collected from other regional programs (Appendix A). We then conducted and interview with 

Leona Pease, Shrewsbury ACO and the only full time ACO in this region (Appendix B). From that 

interview we determined that the Worcester Regional Rescue League could fulfill the sheltering 

needs for this region. Without the need for a facility, the communities were able to focus on 

providing the best possible Animal Control and Inspection Services. 

 Based on call volume, record keeping needs, inspection requirements, the size of the 

region, budgetary considerations, resident expectations from participating communities, and 

examples from around the region, the group established staffing and equipment needs outlined 

in our Financial Memo (Appendix C). The communities agreed to split the cost based on 

population with a host discount of 5% for Shrewsbury. 

In examining the FY17 Budget, there seemed to be opportunities to make the Shrewsbury 

Animal Control Program more efficient by creating more centralized operations in the following 

ways:  

• Centralized dispatch and reporting possible (all calls could be forwarded to Shrewsbury) 

• Centralized staffing and scheduling 

• The addition of an AACO would allow for time dedicated administrative tasks and 

inspections 

• Efficiency savings in backup ACO time, some operating expenses 

Once the group outlined their vision for the department, CMRPC drafted job descriptions for a 

full time ACO (Appendix D), a part time AACO (Appendix E), and an Inter-Municipal Agreement 

(Appendix F), and brought them back to the working group for finalization. The documents 

were approved by the working group and we were preparing to meet with each town’s Board 

of Selectmen. However, when Westborough was able to hire their own ACO, their need for the 
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program evaporated. With the Town Manager of Shrewsbury, Dan Morgado, retiring, the 

project was tabled. 

Phase II 

West Boylston reached out to CMRPC when they lost their ACO in August 2017. At the 

next meeting of the Rutland Regional Animal Control group, we were able to facilitate a 

conversation that resulted in a Memorandum of Understanding (MOU) between the Rutland 

group and West Boylston (Appendix G). The MOU allows West Boylston to receive Animal 

Control Services from Rutland while they work out the details of the Shrewsbury program.  

 In meeting with stakeholders for this new, larger animal control program, we suspected 

that geography might be a concern for participants. After all, the area being covered is 

significantly expanded by the addition of two new towns. By measuring the distance between 

the host community and the centers of participating towns, we were able to show that this 

region’s average travel time, 7 miles or 13 minutes, was on par with the average for other 

regional programs. We included this in the spreadsheet we used to compare populations, call 

volume, budgets, and staff (Appendix H) and created a map to show the data visually (Appendix 

I). This eased concerns about response time. The group plans to discuss staffing needs much in 

the same way they did in Phase I. They’ve also agreed to develop an Assessment formula that 

takes call volume into consideration so communities are paying for use of the service 

proportionally. Because West Boylston is leaning on Rutland for mutual aid, the group has 

agreed that a regional program should be implemented no later than July 1, 2018.  

Conclusions 

We found that Phase I, although initially unsuccessful, opened a valuable dialogue 

between the participating communities.  Additionally, our knowledge of these Animal Control 

departments allowed us to connect West Boylston with the appropriate parties; first Rutland 

then Shrewsbury. When the timing was right, we had the groundwork in place to move quickly 
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and effectively to collect and provide interested stakeholders with the information they needed 

to make decisions. In Phase II, we were also careful to establish a timeline each participant was 

comfortable with so they would not have to make decisions that could jeopardize the regional 

effort.  

Also, in order to entice communities to join the program when their need for the service 

was low, introducing a model that is proportional to use-of-service has proven to be more 

successful than assessments based purely on population.  

Next Steps 

In order to launch the new program, the new Animal Control Working Group will review 

previous analysis with the addition of Berlin and West Boylston, communicate with Animal 

Control Officer Pease to identify strengths and weaknesses of partnership arrangement and 

operations, reconfigure job descriptions for the Animal Control Officer (ACO) and Assistant 

Animal Control Officer (AACO), research and analyze the costs associated with a new regional 

program, and finally, draft a new Inter-Municipal Agreement (IMA) between the Towns of 

Berlin, Grafton Shrewsbury, Westborough, and West Boylston. 
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