Public Safety & Transportation Committee
Police Department Budget Report

City of Newton
In City Council

Thursday, May 7, 2026
Present: Councilors Lucas (Chair), Wright, Block, Roche and Silber
Absent: Councilors Golden, Irish and Greenberg

Also Present: Councilors Albright, Farrell, Oliver and Malakie

City Staff: Chief Timothy Cohoon, Superintendent Dennis Dowling and Lisa Pearson, Executive
Assistant, Newton Police Department; Chief Gregory Gentile and Assistant Chief Michael Bianchi,
Newton Fire Department; Josh Morse, Chief Operating Officer and Mary O’Neill, Senior Human
Resources Partner

All agendas and reports, both past and present, can be found at the following link:
https://www.newtonma.gov/government/city-clerk/city-council/council-standing-
committees/public-safety-transportation-committee

For more information regarding this meeting, a video recording can be found at the following
link: https://www.youtube.com/watch?v=g56iiAln3tl

Please Note: The following information may be found in detail in the Budget materials on the
City’s website at the following link:
https://www.newtonma.qgov/government/comptroller/budget

Referred to Finance and Appropriate Committees

#1-26 Submittal of the FY2027 - FY2031 Supplemental Capital Improvement Plan
HIS HONOR THE MAYOR submitting the FY27 - FY31 Supplemental Capital
Improvement Plan.

#154-26 Submittal of the FY2027-FY2031 Supplemental Capital Improvement Plan
HIS HONOR THE MAYOR submitting in accordance with Section 5-1 of the City of
Newton Charter, the FY2027-FY2031 Supplemental Capital Improvement Plan.
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#155-26 Submittal of the FY2027 Municipal/School Operating Budget
HIS HONOR THE MAYOR submitting in accordance with Section 5-1 of the City of
Newton Charter the FY2027 Municipal/School Operating Budget, passage of
which shall be concurrent with the FY2027-FY2031 Capital Improvement
Program (#1-26). EFFECTIVE DATE OF SUBMISSION 04/21/26; LAST DATE TO
PASS THE BUDGET 06/05/26.

Police Department Budget

Note: Chief Cohoon, Superintendent Dowling, Ms. Pearson and Mr. Morse joined the
Committee to discuss the FY27 Police Department Budget.

POLICE DEPARTMENT GOALS AND VISIONS
Chief Cohoon addressed the department’s goals and visions for FY2027.

#1 Customer Service & Community Engagement
#2 Process Improvement

#3 Professional Development

#4 Deliverables

#5 Long-Term Vision

POLICE DEPARTMENT PERSONNEL AND STAFFING
The Police Department employs 209.38 full time equivalents reflecting continued efforts to
optimize our workforce while maintaining service delivery.

Chief Cohoon stated that our mission in this budget remains unchanged, and that's to provide a
safe and secure community while treating every resident, business owner, and visitor with
dignity, respect, and professionalism. This budget reflects that commitment, while also
addressing the realities of modern policing and the challenges we are currently facing.

The proposed FY27 Police Department budget is $30,022,078 representing approximately 16% of
the city's total municipal budget. This is a fiscally responsible request. It's essentially level funded
from our FY26 actual spending. It is an increase over FY26 of approximately $2.28 million, and
that's driven almost entirely by personnel costs. Salaries and benefits account for roughly 93% of
our budget, and it reinforces the reality that policing is and always will be, a people-centric and a
people-driven service. Increases shown over FY26, are largely the result of contractual step
increases, the implementation of POST stipends across all ranks, and some rising health insurance
costs. These are fixed, non-discretionary obligations and necessary to recruit, retain, and fairly
compensate our workforce. Operating expenses also increased modestly with target investments
in building maintenance, uniforms, and public safety supplies. While capital spending remains
essentially flat. Patrol services continues to represent the core of our operation, roughly half of
the total budget, that 47%, and it's the largest share of the increase, which is consistent with it
being our largest division. The most significant factor shaping this budget and every budget is
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staffing. While we're authorized for 149 sworn officers, our actual deployable staff remains lower
due to vacancies, academy assignments and long-term leave. This gap continues to place pressure
on operations, particularly patrol, where the demand for service is constant and non-negotiable.
As a result, we continue to rely on forced overtime callbacks and the reassignment of specialty
personnel to maintain minimum staffing levels. These aren't ideal solutions, but they're necessary
to ensure continuity of service and public safety. This budget is not simply reactive, it's forward-
looking. We're actively working to strengthen recruitment and retention. We have candidates in
the hiring pipeline, including officers in the academy, and additional recruits scheduled for
upcoming academy classes. We're also exploring alternative hiring pathways through Civil
Service, and enhancing recruitment strategies to remain competitive in a very challenging hiring
environment. This budget reflects a balanced and responsible approach. It acknowledges current
staffing constraints, sustains our operational responsibilities, and positions for the department to
improve in a thoughtful and sustainable way.

Questions, answers and suggestions:

When reviewing staffing numbers in 2024 there were 220 FTEs. In 2025, there were 219 FTEs. This
year and next year it is 209 FTEs. What are your thoughts on the decline? Chief Cohoon answered
that these are budgeted positions. The department is budgeted for 149 sworn officers. We've had
significant issues replacing traffic supervisors. We remained constant with the parking control
officers at 10. Superintendent Dowling added that this year, one candidate left the academy to
transfer to the Fire Department and there were 9 retirements from disabilities dropping the
number of personnel. We've had flexibility with the number of dispatchers. We’ve hired a lot of
officers from the Dispatch Center. Unfortunately, the Dispatch Center has a high turnover rate
due to personnel leaving to become firefighters or officers. Chair Lucas added that he recalls in
2026, personnel decreased from 219 to 209 due to dispatchers being sent to the Fire Department.
It was a staffing issue. Mr. Morse agreed and stated that it was when dispatcher FTEs shifted to
the Fire Department. It’s a question on which budget it's billed against. The Fire Department went
up by 8 FTE. It would be necessary to review the budgets to compare each one to ensure that all
8 FTEs were for that purpose.

What is the 2026 actual staffing level, not budgeted staffing level? Where did the 10 positions
go? Chief Cohoon answered that FY26 included 14 school traffic guards, 9 personnel, and 7 in the
Dispatch Center. Chief Cohoon added that he will provide information on actual staffing levels for
the past several years.

The Special Operation Division and Community Services Bureaus are included in the
administration support category but they do not conduct administrative tasks. Perhaps next year,
do not include these bureaus under the administration support category. Chief Cohoon noted
that there are 12 out of 16 programs in the administration support category.

How is training completed and what role does the Special Operations Division play? Chief Cohoon
answered that the Special Operations Division, a division of 6 officers handle all training including
revising training programs, train range instructors, train taser instructors, maintains certificates
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on anyone authorized to teach discipline and schedule trainings throughout the year for officers,

supervisors or command staff to keep officers up to speed on legal updates and preparing memos

which is constant and evolves almost weekly because it is necessary to keep officers aware. The

Special Operations Division interface with the Massachusetts Police Training Commission, the

governing body that trains officers, the academy, and all in-service training. In general, officers

need more in-service maintenance training than any other discipline because it is constant. It's

complex, and to have that expertise in-house is beneficial. Firearm and other types of

maintenance training is constant on a weekly basis. The Municipal Police Training Committee

(MPTC) mandates upwards of 32 hours with an 8-hour elective the agency is responsible for. CPR,
discipline, defensive tactics and firearms training are completed in-house.

Is anything different happening in the Special Operations Division or in the recruitment process?
Chief Cohoon answered that we're trying to do a lot, not just training. The Special Operations
Division is responsible for hiring, including background checks, pre-hire interviews and obtaining
the list from Civil Service. The Newton Police Department is a Civil Service Department meaning,
we have to requisite Civil Service for a list to hire from. We're setting up an alternative hiring
pathway called a local register that is offered through Civil Service that reduces timeframes on
the entry barrier for people. In the past, in this part of the country we’ve never had to advertise
and campaign to sell this profession until approximately 5-6 years ago. We're starting a process
to better reach candidates.

Do extra expenses affect your budget? Chief Cohoon answered yes, but there's opportunity to
explore funding outside of the budget. We are working with a vendor on outreach efforts to drive
recruitment levels up. Newton has residency preference and Civil Service. We anticipate more
vacancies but we have a plan to get to full staffing, but it's difficult, because you hire 5, you lose
4, etc. It can be an 18-month process by the time you hire, call for a list, timeframes you have to
hit before the academy and enough time to prepare for the physical abilities test, etc. The
academy can take 5% months followed by field training for 12 weeks, or longer. It takes 14-18
months lead time to get a body. Municipal government is unique people can reach retirement at
55 years and 32 years of service. An officer can retire between 55 to 65 years of age.

How many officers are in the Patrol Division? What is the breakdown in shifts? Chief Cohoon
answered that the Patrol Division is the largest division with approximately 100 officers. There
are four platoons; everyone in patrol is on a split shift, meaning they work a midnight shift and
an evening shift. We call them last half, first half. The first half of the night is 3:30 p.m. to 11:30
p.m. The 11:30 p.m. to 7:30 a.m. is the midnight shift. Officers on split shifts work two short days
and return at 3:30 p.m. A day shift is 10-15 officers; last shift could be as low as 8 officers.

Perhaps next year, summarize FTEs by role or department.
It's great to hear that you're interested in body cameras. What staffing and training are critical

for the pilot? Chief Cohoon answered that body cameras are a priority. It's been approximately
3-4 years to roll out. We are pushing towards a pilot program, which will be a fraction of the full



Public Safety & Transportation Committee Police Department Budget Report

Thursday, May 7, 2026

Page 5

rollout and a fraction of the budget. We haven't settled on a vendor and it will be necessary to

negotiate the cost. The bulk of the cost will hit in FY28 because the pilot is a year-long program.

The pilot calls for 12 cameras on superior officers and 12 cameras on patrol officers. We've

discussed body cameras with the patrol supervisors and unions and are discussing staffing and
training needs. It will probably be a 5-year deal.

What priorities are not reflected in the budget? Chief Cohoon answered the expansion of
additional clinicians. One clinician is assigned to the POP Unit, her schedule is 10:00 a.m. — 7:00
p.m. A second clinician is not in the budget; this salary would be covered by a grant.

Does the department’s budget reflect the number of officers you desire or is it partial because
you may not get the number of officers desired? Chief Cohoon answered that he is hopeful the
department will rise to 149 officers this year. | would like to develop a staffing plan that would go
out in 4-5 years supporting the department needs.

What are the reasons officers leave the department? Is it their age, years of service or other
reasons? Chief Cohoon answered that it is difficult to keep up with the attrition rate. Most times,
its officers who have attained the age and years of service. The majority have been
superannuation in retirement because they’ve reached age 65, others have retired on accidental
disability retirement. Currently, four people are out injured on duty. One may be leaving due to
accidental disability retirement. Vacancies are difficult to predict, unless you are age 65.

This time of year there is usually one full time and one seasonal animal control officer. What is
the reason there is only 1? Chief Cohoon answered that staffing is the issue. Being down 11
officers puts pressure on all divisions.

This year, is there a way to provide the department with supplemental coverage due to the
number of vacancies and the number of people out? Chief Cohoon answered that it is a great
thought but there's a lead-up to getting officers trained and ready for patrol, which we are doing.
Mr. Morse added that the department currently has 11 open positions, which they're actively
recruiting and training for. Having additional FTEs wouldn't necessarily solve the problem. The
key is to fill the open positions, which will help the department. When we get to the point and
have positions filled, we would begin conversations if Chief Cohoon needed flexibility for
positions that were out. Similar to what was done with the Fire Department, when we approved
several FTEs, so that they could get ahead of incoming retirements. He then stated that he looks
forward to the day when the department is fully staffed.

Many people say that drivers are driving quite fast and they’d like to lower the speed limit. People
wonder why there isn’t much traffic patrol. Chief Cohoon answered that it is always a complaint.
There is a lot of enforcement, just not always in the same place. When someone has an issue, the
complaint is received we alert the Traffic Bureau and try to figure out if it is an issue. We collect
data while simultaneously doing directed patrols. The Traffic Bureau is also down bodies; they
don't have a lot of officers doing directed patrols. We've done a good job of addressing
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complaints, while also responding to public safety issues. Traffic enforcement is a quality of life
and a safety issue. Perhaps additional FTEs, will solve some issues.

As new police chief, what do you desire to put your imprint on Newton's Police Department?
Chief Cohoon answered that he wants to leave the department in better shape. He stated that
he is meeting with everyone, which is important. We are working to be effective including hiring
and recruitment. We need bodies to make accomplishments.

Are new firearms, associated equipment, a modern weapon system and training in the budget?
Chief Cohoon answered that an item will be docketed for consideration for the replacement of
department issued firearms, associated equipment, and the necessary training to transition all
sworn personnel to modernized weapons systems.

Briefly describe POST and are all officers certified with POST? Chief Cohoon answered that police
reform came out in 2020, establishing a Peace Officer Standards and Training Commission (POST).
POST certifies all law enforcement officers in Massachusetts. You cannot work as an officer
without certification. POST works in conjunction with the Municipal Police Training Committee
(MPTC) to ensure all the requisite training is completed. POST also has a disciplinary component
where if somebody gets in trouble, it must be reported to POST within 48 hours. POST also weighs
in to ensure officers that we're certifying are suitable. Every officer in Newton is a certified officer
through POST, on a 3-year certification. Massachusetts was one of the few states that didn't have
POST, and police chiefs wanted POST.

Explain the 3 candidates coming this year, and another 4 in January 2027. Chief Cohoon explained
that 6 are coming out of the academy in June, one is coming out of the academy in July. Three
will attend the academy in June in Marlboro, four in Lynnfield in July where they’ll enter a 5%
month academy session. When they come out, they enter field training for 3-4 months before
hitting the streets. That will leave 4 open positions because we have one officer leaving at the
end of May.

If the department could have $1,000,000, what would it be used for? Chief Cohoon answered 10
more officers, staff and other initiatives. It is necessary to discuss with the Administration
additional full time employees. Minimum staffing is approximately 8-9 on the night shift. If we are
staffed appropriately, it will provide us with enough bandwidth to do other things such as directed
patrols, traffic, anti-crime, plain clothes officers, and problem-oriented policing. 4th platoon
officers are used in investigations, targeted patrols and shoplifting. The more bodies we have, the
more we can do. 93% of our budget Is personnel costs. We also need technological advancements.

The Committee took a straw vote to approve the Police Department budget of $30,022,078, the
Capital Improvement Plan and the Supplemental Capital Improvement Plan which passed 5-0.
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The Committee adjourned at 9:07 p.m.

Respectfully submitted,

Tarik Lucas, Chair



