
FY 2023 
 

 
CAPE ELIZABETH POLICE DEPARTMENT 
 
FISCAL-YEAR 2023 REQUEST  
 
 
The budget for the Police Department covers the following areas: Police Services (210), Animal Control (215), Dispatching (220) 
and Miscellaneous Protection (240).  In spite of challenging times, you will find there is a net decrease in each of these areas 
except Animal Control. The cost of those services are dictated by contracts and are scheduled for increases. 
 
One major change to this year’s budget is the addition of a few new line items. The Finance Director and I have broken out the 
costs associated with some specific line items into more detailed categories. These new line items will allow us to better track and 
account for expenditures going forward. As you read the individual line item narratives, you will see I have explained in more 
detail. 
 
The past two years have proven to be some of the most challenging times for everyone both personally and professionally. To put 
it simply, they have been stressful. COVID- 19 has disrupted everyone’s lives in such an extreme way. At the start of the 
pandemic, we were quickly adjusting our operations to ensure the safety of both the citizens of Cape Elizabeth as well as our own 
personnel. We soon began to realize that this pandemic would last some time and a cascade of byproducts began to emerge. We 
now know what chaos looks like and we have a roadmap of what we did well and what we could improve upon. If nothing else, 
these experiences will help us navigate the challenges ahead. Around the world, the pandemic has challenged the very nature of 
policing. It has tested our ability to communicate, be problem solvers, leaders, and peacekeepers. It has also tested our stamina 
because we didn’t know if changes to our operations would last a few weeks, a few months, or a few years. We changed many of 
our systems overnight and continued to adapt as conditions continued to change. Two years later, the pandemic is still impacting 
people’s daily lives. Here in the department we saw some of the largest impacts and changes in recruitment and retention, officer 
training, and officer mental health.  
 
Even before the onset of COVID- 19, police agencies across the country were struggling to recruit well qualified candidates. After 
these catastrophic series of events people are looking at their work-life balance through a different lens.  Recent life changing 
experiences have altered their values and priorities. People are putting their families, mental health, and physical/mental wellbeing 
first. They are now looking for a job that provides flexibility and alignment with family needs. All of this will make it more 
challenging to recruit and retain employees seeking a better work-life balance. Police work is a 24/7/365 operation with schedules 
that provide little to no flexibility. We don’t have snow days, weekends or holidays. Many people in today’s workforce are 
considering changing career field all together. In the last year we have lost two officers and another has expressed his intention to 
find other employment. Combine this with one officer scheduled to retire next year and three that are eligible to retire anytime and 
we could experience some severe staffing shortages that would significantly impact our overtime budget.  
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Policing is unique in that it takes anywhere from 16 to 36 weeks to get a new officer trained before he or she is certified to work 
shifts, depending on their job history. This all poses significant challenges to forecasting training and overtime costs going 
forward. Over the last year we have pulled from our specialty positions (Detective, School Resource Officer and Community 
Liaison Officer) to cover hundreds of patrol shifts that were left open by vacancies and needed to be filled. This has posed 
significant challenges for officers trying to balance patrol and their regular job functions and responsibilities. Forcing these 
specialty positions to cover open shifts also creates some challenges in terms of job satisfaction. Right now we can simply not 
afford to lose any officers financially or in terms of morale.  
 
Although we are experiencing staffing shortages like every sector of our economy, we continue to be service-minded problem 
solvers and we will adapt to our new reality and the challenges that accompany it. At its core, policing is all about people and good 
people are still out there seeking employment. As I often say, “we hire for character and train the rest.” Our department and culture 
will attract perspective applicants that understand and desire our style of policing. We will only consider applicants that 
demonstrate a consistent pattern of behavior that represents integrity, trustworthiness and ethical decision-making. We have never 
and will never drop our standards or expectations. 
 
As I have stated in the past, the department is a reflection of the community. Officers are people and face the same challenges as 
the general public. Over the course of the past two years we have seen a dramatic uptick in mental health calls. To put it plainly, 
people are stressed out. Our officers are not immune to regular life stressors as the nature of our job has us dealing with other 
people’s problems all day. It would be naïve to believe an officer can repeatedly be exposed to the worst day in other’s lives and 
go home unscathed. High stress levels in officers can lead to absenteeism, increased use of workers’ compensation, early 
retirement and even suicide. For the last three years, we have lost more officers to suicide than all other job related deaths 
combined. It is mostly attributed to the accumulation of stress and trauma. Just this last summer, we had a former officer from this 
department take his own life.  
 
In direct response to these metal health issues and concerns, I have refocused the department’s efforts in terms of the physical and 
mental well-being of our officers. My goal is to create a culture of wellness within our organization. Officer wellness has a direct 
impact on officer’s job performance, interactions with community members, and decision-making skills. It is a moral imperative 
that we do everything we can to ensure our officers leave our department as well as they were when they entered it. Due to the 
nature of law enforcement we are professional problem solvers, but often fail to address our own needs. I want to employ a series 
of strategies and procedures to help officers withstand the seemingly endless onslaught of external stressors that we cannot control.  
 
The first step in my process of creating a culture of wellness, is to provide training and articles to officers that will help them 
identify the signs and symptoms of compassion fatigue, PTSD and depression. I also recently signed a contract with a culturally 
competent mental health clinician to provide on-going trainings, annual check-ins, and post critical incident debriefings with all of 
our officers. I have also provided specific training for supervisors to help them identify and address any concerns or red flags they 
may see from officers in terms of post-traumatic stress, substance misuse, or depression. All of this is not just about wellness; it is 
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about human performance optimization. Therefore, we need a continuum of care that provides a diverse range of support services 
throughout an officer’s career.  
 
This budget year you will once again see a large focus on training. The events surrounding policing over the past two years have 
increased calls for officer performance and accountability. A major way we ensure improved performance and accountability 
beyond policy and supervision is training. Training allows us to adapt to contemporary societal needs and requests. It also assists 
with officer retention because when people are not afforded the opportunity to grow in their chosen profession, they will either 
change jobs or find another agency that will satisfy their training needs. It not only increases morale, but it adds to the service and 
expertise officers provide the community.  
 
One specific area of training that is constantly evolving is use of force. I have made a major shift in use of force training since 
taking over as Chief and that is the introduction of live scenario-based training. We need to train officers for the reality of the 
tense, dynamic, and stressful situations they will face. It’s one thing to teach officers on tactics, it is completely something else to 
teach them when and how to apply those tactics. Policy can inform us, but tactical training will guide us. We need practiced 
decision making skills. Quality training needs to include stress mitigation practice. If training has provided officers with a picture 
of what such situations look and feel like, they will be better prepared to make good decisions under stress when and if the time 
comes. 
 
In response to national calls for police reform, we will be incorporating two nationally recognized de-escalation programs into our 
training. These programs are ABLE (Active Bystandership for Law Enforcement) and ICAT (Integrated Communications, 
Assessments, and Tactics). ABLE is a program that trains and prepares officers to successfully intervene to prevent harm and 
create a law enforcement culture that supports peer intervention. This program is directly connected to the Duty to Intervene 
legislation and policy requirements you are seeing across the country. ICAT is a scenario based de-escalation training program that 
provides officers with opportunities to defuse possible deadly force encounters and use options other than lethal force. Although 
many police shootings meet the legal standard of reasonableness, they often fail the community test of what seems just and 
appropriate.  Officers must be trained to recognize the nature of crisis and to successfully and tactically communicate with the 
individual. De-escalation is about training, not just policy. Changing policy is easy, changing behavior and culture is much more 
difficult. In the last year the department was able to have two in-house de-escalation trainings and this year we saw an almost 43% 
reduction of use of force by our officers. 
 
In spite of all the challenges and restrictions created by COVID- 19, our officers were still working tirelessly to create new 
opportunities to connect with the community. This past year we introduced two new programs that focused on our community’s 
most cherished commodity, our youth. The first program was the Cape Fishing Club that had numerous members of our 
department teach kids about safety and fishing. The fishing club met five times at Fort Williams, the rod and gun club, and Great 
Pond. We received excellent feedback from parents and kids alike and it is our hope to do another session this year. The second 
program was a movie night at Fort Williams. We showed “Peter Rabbit 2” and had a great turnout. This year we hope to 
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incorporate movie night with a “safety day.” Our vison is to do an entire day of different safety demonstrations and speeches, 
culminating with movie night at Fort Williams.  
 
Although I anticipate this year will pose some significant challenges for all of us, I believe the department has positioned itself to 
meet the challenges. Our department hopes to continue our department philosophy which promotes organizational strategies that 
support the use of partnerships and problem-solving techniques. We understand that we need to constantly reform policy and 
training in order to reimagine the way we deliver our police services. The department must also build connections with the 
community and create a kind of positive synergy that builds invaluable trust between police officers and the residents who can 
work. As fellow community members, we must be willing to listen and discus the realities of policing, identifying meaningful 
solutions and understand trust is the bedrock of successful policing. 
 
As in the past, narrative sections explaining and clarifying the line items of this budget have been attached.  I again, encourage 
Councilors to contact me with questions before the budget hearings.  By doing so it may ease the pressure on the budget hearing 
process and open doors for other questions 
 
 
Respectfully submitted, 
 
 
 
Paul W. Fenton 
Chief of Police 


