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We started First Coast No More Homeless Pets (FCNMHP) in Duval County 
(pop. 864,263) in 2002. At that time, 33,847 cats and dogs were entering 
the shelters and 23,104 were being put to death. That’s about a 32% save 
rate. In the current fiscal year (January 1-July 31, 2014), 14,379 pets entered 
our shelters and 13,420 have been saved so far. Using the shelter data 
calculation system endorsed by TZI (see FAQ) that’s a 93.3% save rate*. 
Here’s how we got there:

Between 2001-2002, I worked on the new Mayor’s Task Force on Animal Care & 
Control. The Task Force was a critical springboard and foundation for FCNMHP 
and Duval County because the county had historically put almost no effort 
into addressing shelter animal intake and death increases. Under the new 
Task Force, plans for a new city shelter went into effect, the possibility of No- 
Kill Animal Services was first publicly discussed, public funding for targeted 
spay/neuter was made available, FCNMHP was formed and many long- term 
relationships were started. The Task Force was also the first time true 
collaboration among the local animal welfare players was attempted, 
which has proven to be perhaps the most important ingredient in making 
the extraordinary progress we have in Duval towards No-kill. 

The SpayJax program was funded from the city’s general budget, and for the 
first four years it was funded at $250,000 per year, allowing for 4500+ low 
income targeted surgeries. Then for several years funding dropped to $150,000, 
which resulted in a 50% drop in surgery volume. Because we were collecting 
data, we saw that there was a direct correlation between drop in surgeries and 
shelter increases. So in 2008/09, FCNMHP provided $150,000 in private funding 
to match the city funding allowing surgery volume to increase back to 4500 
surgeries annually. The next year, shelter intake decreased again 7 to 10%. 

Without a doubt, and especially in the most recent years, there have 
been other activities that have impacted shelter admissions, however the 
SpayJax program has been the one constant over the last decade that has 
helped decrease shelter admissions. 

CASE STUDY 1: Duval County 
(Jacksonville, FL)
 
by Rick DuCharme



2/4

In 2005, the Jacksonville Humane Society, an open intake shelter for over a 
century, changed its intake policies to become a limited intake, no-kill shelter. 
The change was made to limit the pets entering the shelter and give guidance 
and assistance to pet owners when there was no room in the shelter. This helped 
towards becoming a no-kill community. 

Throughout the period from 2005 through 2010, other local programs such as 
Behavior Helpline, Pet Food Bank, and Low Cost Vet Care also got up and running. 
The combination of these things precipitated a drop of about 20% in countywide 
shelter admissions. 

Programs that impact the dogs and cats already in the shelters have also had huge 
impacts on our efforts to become a no-kill community. For instance, the single 
most productive program that has led to the decrease of shelter deaths 
(of animals already in the shelter) is the Feral Freedom Program, started 
in 2008. This program is a partnership between Duval County and FCNMHP, in 
collaboration with Best Friends Animal Society and Jacksonville Humane Society. 
Feral Freedom had an immediate impact on shelter deaths right away, saving the 
lives of 5,100 cats in its first year. These were cats certainly doomed to die as “feral 
cats”. This program was the first to endeavor to return-to-field all Community 
Cats that were entering the shelter. The first four years of Feral Freedom have 
decreased shelter deaths by over 18,171 felines and allowed limited available 
resources to be focused on cats that were adoptable. A Feral Freedom-like 
program truly must be a part of any comprehensive plan to become no-kill.  

An unforeseen, but important, benefit of the Feral Freedom program was 
that it reduced shelter deaths to a point that finding homes for all the 
remaining pets was a real possibility. In 2008/09, the year after the Feral 
Freedom program began, shelter deaths dropped to 12,744, which meant we had 
to find homes for fewer than 1,000 additional animals each month to save them 
all! This revelation led to a flurry of activity and cooperative efforts that are quickly 
taking us down a path to becoming a no-kill community. 

By 2012, we had decreased shelter deaths to the point where most of the animals 
still dying in the shelter needed extended efforts to make them adoptable. 
Because the three local organizations (Jacksonville Animal Care & Protective 
Services, Jacksonville Humane Society and FCNMHP) have collaborated so well, 
this has been very do’able. In fact, the groups meet regularly to study shelter 
statistics and plan joint courses of action that will continue to have the most 
impact on shelter deaths. 
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For example, in one session the stats made it obvious that neonatal kittens were 
a large percentage of felines dying in the shelter. From this KPAWS, a neonatal 
kitten nursery, was established as a joint effort by the three groups. KPAWS has 
been very successful in decreasing shelter admissions, especially when combined 
with a comprehensive plan to increase shelter adoptions countywide. Both of 
these initiatives were funded by a grant from Best Friends Animal Society and the 
collaborative adoption and rehab efforts that year resulted in a 27% decrease in 
shelter deaths, bringing shelter deaths in Duval County to 5,090 for 2011/12 FY. In 
2012/2013 it decreased further to 2,150.

We cannot stress enough the need for effective collaboration amongst local 
organizations towards becoming no-kill. 

One of the biggest obstacles for any organization to provide targeted 
neutering is the subsidy to help low income pet owners, Community Cats, breed 
specific, etc. It also requires many more resources to find homes for pets than to 
euthanize them. All of this requires getting creative around funding sources 
to supply those subsidies. 

FCNMHP has been successful in doing this in the following ways:

1. RAISING AWARENESS

Since the beginning, we have worked hard to promote our mission and message 
locally. Raising awareness in the community of our organization and mission is key 
to long-term development of the organization, and vital in creating buy-in of our 
mission from the community at large. 

2. PARTNERSHIP-BUILDING

We continuously travel to conferences, meet and seek advice from industry 
leaders and funders. Simply asking for advice, following that advice and reporting 
back goes a long way towards creating lasting relationships. These relationships 
reward us by providing the best mentors and role models in the industry. 

3. TRADITIONAL AND MORE CREATIVE FUNDRAISING

The aforementioned relationships have allowed us to be very successful in 
receiving grants. Over the last decade we have received grants from all of the 
national animal welfare funders and many lesser-known funding sources. 
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Throughout our history, we have also always accepted and understood the need 
for unconventional types of fundraising; alcohol sales at concerts and boat shows, 
providing staffing services for other events, gambling and football. We have a 
mission to fulfill and we are dogged in that pursuit. 

4. REVENUE GENERATION

In 2009, we started a high volume, high quality spay/neuter clinic that performs 
25,000+ surgeries annually, more than half of which are targeted. Funding 
for the purchase and remodeling of the building came from a combination 
of a low interest loan and grant from the City of Jacksonville to bring jobs to 
an economically depressed area, a mortgage from a local bank, a mortgage 
from a board member and large donations from board members and local 
philanthropists. It was a complicated finance package but enabled us to get one 
of the largest spay/neuter clinics in the country up and running. Again, getting 
creative and proactive around fundraising is essential. 

Even before our large clinic opened in 2009, we were offering low cost veterinary 
services as both a program and a funding source. Low cost services helps keep 
pets in their homes by providing access to those that cannot afford veterinary 
care through conventional sources, as well as provides a funding source to help 
subsidize our spay/neuter efforts. In 2012, Jacksonville Humane Society (JHS) 
followed our example and opened up a low cost veterinary clinic, increasing the 
number of non-profit organizations providing low cost veterinary care in Duval 
County - further widening the safety net for pet owners.

In 2010, we started a Pet Food Bank for low-income pet owners which serves 
about 1,000 pets approximately 16,000 pounds of pet food monthly. This further 
increases the safety net provided to pet owners in Duval County. In tough 
economic times it is normal for animal shelter admissions to increase as pet 
owners have to relinquish their pets because they cannot afford to care for them 
anymore. The Pet Food Bank and Low Cost Veterinary Care help to keep those 
pets in their homes and help their families through hard times. 

We are now in a position to help other counties save animals and JHS transfers 
shelter pets, to include cats, from surrounding areas. Our intake for the 2013/2014 
year will be higher than last year because we have now expanded our efforts.

*For the Jacksonville community combined statistics, without beginning and 
ending shelter counts included in the calculation, 90.7% or 9,385 of the 10,342 
animals were saved year to date.


