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What Does National Data Tell Us

There has NOT been a wave of pandemic puppy surrenders

Shelter intake is NOT at “unprecedented” levels

Shelters are FULL because pets are staying longer

Cats are winning and dogs are losing

Shelters can’t meet the demand of pets entering U.S. 
households annually



Pet Ownership



Know Your Market + Your 
Competition

AVMA
(2017-18)

APPA
(2019-20)

HABRI 
(2021)

ASPCA
 (2021)

AWO 28% 36% 19% 22%

Peer to 
Peer 37% 36% 28% 24%

Breeder 22% 19% 30% 36%

Store 6% 9% 17% 14%

SOURCES OF 
DOG ACQUISITION

PET OWNERSHIP
BY GENERATION



What We’re Up Against

● Concierge Service 
● Puppy Delivery Packages
● Guaranteed “Approval” 
● Fully online (+ Meet & Greet) 
● Fast and Convenient  

Over 3,330 available puppies! (June 2024)



Zooming in on Dogs

65M 
Estimated owned 

dogs in U.S. homes

3.2M 
Estimated dogs 

entering shelters

8M 
Estimated dogs 

entering U.S. 
households 

annually





Shelter is open for 
adoptions Tues-Thurs 

from 11am-3pm

We’re located 30 
miles off the 

interstate—follow 
signs for the jail 

(first left after the
recycling center)

Must be 21 or older 
(under 65) with valid 

photo ID

We are short-staffed, 
so please look 

around—we have 
hundreds of 

adoptable dogs & cats

No history of ordinance 
violations, losing, 

giving away, selling, or 
having animals injured 

or killed by moving 
vehicles

Found the pet you 
want? Give us 2-3 

weeks for vaccines 
and spay/neuter

Required visits 
from every 

human & animal 
family member

Do you live in a 
mobile home or

 on a farm?

$350.00 adoption fee 
(cash only)

We do NOT adopt to 
students



Competitive Pet Placement 
(CPP)

CPP’s goal is to increase placement 
outcomes by eliminating internal barriers 
& creating an experience that potential 
adopters expect and enjoy!



Participating 
Organizations

Charlotte- 
Mecklenburg 
Animal Care & 

Control

Cincinnati 
Animal CARE 

Shelter & 
Resource Center

LifeLine Animal  
Project: 

DeKalb County 
Animal Services

Riverside County 
Department of 

Animal Services 
(Western 
Riverside)

Wisconsin Humane 
Society

(Milwaukee 
Campus)

State North Carolina Ohio Georgia California Wisconsin

Organization 
Type

Government/ 
Municipal 

Shelter

Non-Profit with 
Government 

Contract

Non-Profit with 
Government 

Contract

Government/ 
Municipal Shelter

Non-Profit

Admission 
Type

Strays: Open
O/S: Managed, 
some walk-ins

Strays: Open
O/S: Managed, 
some walk-ins

Strays: Open
O/S: Managed, 
some walk-ins

Strays: Open
O/S: Managed, 
some walk-ins

Strays: N/A**
O/S: Managed, some 

walk-ins

Annual 
Intake (2022)*

9,969 7,268 6,402 22,899 5,820



Breaking Down Barriers



Onsite Initiatives

● “Adoption Matchmaker” volunteer role

● Strategic in-person adoption event based on heatmap analysis

● Virtual adoption meet and greets for foster pets

● Matchmaking process improvements

● Streamlining adopter interest forms

● Evaluation of adoption field trip processes

● Matchmaking training

Customized 
Implementation!

Foot traffic data 
tracking + 

adoption process 
improvement 

initiative

How to Improve the Adoption Process



Volunteer Matchmaker 
Role

● Volunteers welcome and support visitors

○  Greeting visitors

○ Setting up adopters to visit with pets

○ Supporting the adoption process. 

● Volunteer recruitment strategy and a volunteer 

support package of materials.

Over the course of 6 months, volunteers filled 464 hours as a volunteer 
matchmaker. That equates to having one part time position over the 
course of the 6 month period, covered solely by volunteers.

“Although the shelter was extremely busy, the 

volunteers were excellent with providing information 

and explaining wait time..” -Visitor on Feb. 4, 2024



Matchmaking Process 
Improvements
What we’re seeing so far..

● Interventions:

○ Positive pet observations

○ Adoption session flow

○ Improving adopter matchmaking

● Positive Observation memos = pet’s 

positive characteristics/endearing qualities

● “Matchmaking data/strategies were hugely helpful for 

creating pet bios, reducing barriers, and building 

relationships with adopters and pets” - Adoption Staff



Matchmaking Process 
Improvements: Asana 
● One centralized tool for ALL staff and 

volunteers 

● Filter by characteristics of the pet for 

easier adoption counseling

● 37% of the animals with observations in 

Asana were adopted compared to 18% 

of pets without observations

● Learn how to use Asana here 

https://youtu.be/obnFnFfVrsg?si=VwdIXZ_vuJ6fLjsT


Streamline Interest Form 
Process

● Examined and analyzed the existing process for receiving 

adoption interest with emphasis on identifying 

opportunities to streamline client communication and 

align processes.

● Counselors have a dedicated shift where a team member 

is assigned to follow up on web interest forms. 

Shelter leadership 
shared that the 
Interest Form 
Process Initiative 
has been a great 
way of moving 
animals through 
the shelter!



Foster Field Trip: Fur-st Date
● Intervention: Evaluated the existing “Foster Field 

Trip” program to determine ways to modify, 

streamline, and improve the program as an avenue 

for adoption outcomes. 

● Fur-st date uses foot traffic data, by allowing 

unaltered pets to leave the shelter prior to surgery, 

as the largest reason visitors did not leave with a pet 

was that the animal was not ready (still waiting for 

surgery) and was placed on hold

● Data shows 1551 placements into the Fur-st Date 

program from 1/1/24 - 6/30/24 



Virtual Foster Meets For 
Adoption

● Intervention:  virtual adoption meets and 

processing for pets in foster care 

● Supportive elements, such as virtual Q&A 

sessions, tip sheet (pictured) and FAQ 

documents, were created  to set fosters up 

for success to carry out this process

● Data shows that adoptions from foster 

increased 103% in 2024 compared to the 

same period in 2023



Strategic In-Person Adoption 
Events

● Intervention: Targeted marketing and offsite 

adoption events in area with less adoptions 

happening

● 3 tiered marketing strategy for adoption 

events

● 60% of adoptions that occurred at the event 

were to people who lived in the targeted area.



Strategic In-Person Adoption 
Events

The following is suggested 
criteria to follow when 
developing a plan for an 
off-site event. These 
considerations can help with 
strategic decision making 
such as budget, staff and 
volunteer delegation for all 
shelter events throughout 
the year. 

See how to host successful 
and strategic off-site 
adoption events here. 

https://resources.humananimalsupportservices.org/hubfs/Strategic%20Offsite%20Adoption%20Events%20Using%20Heat%20Maps.pdf?hsLang=en


Foot Traffic Data Tracking

-Goals-
Question 1: How often are people coming 
to shelters to adopt and not adopting?

Question 2: If someone came in 
intending to adopt and did not, why not?



What is Adoption Conversion Rate
Adoption conversion rate is the rate that 
potential adopters coming into the 
organization are leaving with an adopted 
pet

WHY IS IT IMPORTANT?

In-person adoption conversion rate focuses 
on our success at adopting out pets to 
people who are already physically showing 
up at the shelter. 

Note: does not include adoptions from 
foster, offsite events, etc.



Foot Traffic 
Implementation

● QR code client check-in process

● Queue for staff

● Staff answered questions at the end 

of client visit

● Client experience follow-up survey

● Dashboard to monitor adoption 

conversion rate



Sample Dashboard



Foot Traffic Key Findings



What percentage of potential 
adopters entering shelters 

are leaving with a pet?

What do you think



Adoption Conversion Rates 

Shelter with lowest 
adoption conversion rate: 

8%

Shelter with highest 
adoption conversion rate: 

51%

Average: 31%

ADOPTERS

ADOPTION
!

BARRIERS

1 in 3 potential adopters 
took a pet home same day!



Missed Opportunity

How many pets would have 
left these organizations if 
every potential adopter who 
visited the shelter and did not 
adopt, had left with ONE pet?

including holds

excluding holds

X



Top reasons why people are 
not leaving with a pet when 

they come in to adopt?

What do you think



Top Reasons for Not Leaving with a Pet

1. Pet isn’t ready to leave

2. Still making a decision

3. Didn’t have the type of pet available (size, age, breed)

4. “Other”

5. Compatibility (unknown history, behavior/medical needs)

6. “Just browsing”

7. Adoption fees were too high

STAFF REPORTED (n=4379):



#1 The Pet Isn’t Ready to 
Leave

The pet is unavailable for adoption 
or placed on a hold 

ACTION! Assess your holds. Can 
these pets be placed as foster to 
adopt and go home with the 
interested adopter that day?



#2 Still Making a Decision

ACTION! Offer trial adoptions, 
foster to adopt, day trips/ 
sleepovers. 

Follow up the next day see if 
they’re still interested.



#3 Didn’t Have What They Wanted
● Species
● Breed
● Size
● Age

ACTION! Capturing a list of people who 
are looking for a specific type of pet 
creates an adopter-on-deck list to follow 
up with when that type of pet comes in!

https://resources.humananimalsupportservices.org/hubfs/Playbook%20PDFs/HASS%20%20-%20ITP%20-%20Collecting%20Interest%20Forms%20and%20Adopter-on-Deck.pdf


#4 What is “other”
● Wait times were too long
● Process to adopt was too long
● The pet the person was interested in 

was already adopted or sent to foster
● The person was not at the right location 

for the pet they were interested in
● The person left without being spoken to

Average wait time: 
approximately 1 hour

ACTION! Better client support, 
communication, and operations efficiency



#5 Compatibility

● Seeking a pet that fits their lifestyle
● Seeking a pet compatible with other pets
● Seeking a pet compatible with children
● Seeking a pet with compatible behavior or training needs
● Seeking a pet with compatible medical or health needs
● Seeking a pet with a known history

ACTION! Assess your matchmaking process. Are staff and 
volunteers able to collect and access the information they need 
to make recommendations for placement?



#6 “Just browsing”

Visitors who are coming in “just browsing” 
are still potential adopters!

ACTION! Treat them like potential adopters. 
Browsers should be informed that someone 
is available to them if they are interested in a 
pet and where to find all adoptable pets 
(online, in person, foster board, rehoming 
sites, etc.)



#7 Adoption fees were too 
high

ACTION! 

Reduce or waive adoption fees



Does staff-reported reasons 
match client-reported 

reasons?

What do you think



Top Reasons for Not Leaving with a Pet
CLIENT REPORTED:

Pet isn’t ready to leave Still making a decision

Still making a decision Pet isn’t ready to leave

Didn’t have the type of pet 
available (size, age, breed)

“Other”

“Other” Didn’t have the type of pet 
available (size, age, breed)

Compatibility (unknown history, 
behavior/medical needs)

Compatibility (unknown history, 
behavior/medical needs)

“Just browsing” Customer Service Experience

Adoption fees were too high “Just Browsing”

STAFF REPORTED:



Staff vs Visitor 
Reasons for Leaving Without a Pet

● 43% had the same reason selected by staff 
and the client 

● The most common misalignment was staff 
inserting "still deciding" while the client 
was seeking a specific kind of pet 
(compatibility, size, breed, etc.) 



Get Started Today!



Where to start

OFFER
Same day 
adoption 
and foster

ALLOW
Staff and 

volunteers to 
highlight 
the good

INTEGRATE
Gen Z eyes 
into your 
process



Assess Barriers 
to Adoption



Ask for Feedback

● Find trends in operational barriers to adoption

● Build a list of interested adopters 

● Highlight star staff interactions

● Highlight success stories

● Follow-up on negative experiences

Average Customer 
Experience Rating 

(1-5 rating by guests)

4.7

“How knowledgeable
 are staff?”

(1-5 rating by guests)

4.5



Make the Most of the First 
Visit
• Non-adopters returned at a later date 

only 17% of the time

• Of those, 29% adopted 



Resources

● Barrier Busting Checklist: Low 
Hanging Fruit

● Assess Foot Traffic: Getting 
Started

● Barrier Busting: Advanced

 Learn more about each shelter that 
collaborated with HASS for CPP & 

their high-level results 
by scanning this QR code! -  



Shelter Takeaways

Better external communication about what locations had what types of pets available

Foot traffic data used get approval for a new full time position focused on client 
services

Queue system for foot traffic increased lobby efficiency and flow, allowing for better 
customer service

Community data was used to strategize offsite adoption event locations

Foot traffic data used to strategize team/volunteer scheduling and inspired new 
counseling role opportunities to meet demand/reduce wait times

Client experience survey provides opportunities for staff feedback and to connect 
directly with clients

Matchmaking data/strategies “hugely helpful” for creating pet bios, reducing barriers, 
and building relationships with adopters and pets



Thank You to Our 
Participating Pilot 

Shelters!



Q&A Session
Want to know more? Get in touch with us at 
hass-project@americanpetsalive.org


