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INTRODUCTION

The purpose of this report is (o evaluaie and summarize
the present status, progress and objectives achieved to dale in
police ltelecommunications activitics under the direction of the
USAID Public Safety Division, the Republic of Nicaragua,
Central Amervica,

Attention is specifically focusced upon the capabilities
developed for improved police radio and telephone services
as required by the Managua Tolice and their Traffic Division,
Purposcly excluded from consideration at this time arce the
various extensive, country-wide radio networks of the National
Guard military units as well as those systems employed by
Immigration and Customs agencies,  The functions of these
facililies arc outside the scepe of agsistance engaged in by the
USAID Public Safety Assistance Program,

‘ This report presents recent observations and findings as
derived through on-the-scene inspection of police facilitics,
rovicws of pocl ond current prograom decumeoento and activitiog,

AR
plus personal discussions with cognizant U.S, and Nicaraguan
officials.

The data is derived from an in-country review conducted
by Alfred W, Naurocki, Public Safely Telecommunications
Advisor, from May 2-8, 1974, The writer wishes {o-oxpress
hiz appreciation for the helpful assistance and information made
available by U, 5. and local officials during the course ol this
cvaluation.



I. SUAMMARY

The USAID Public Safety Assistance Program to lhe
Government of Nicaragua has visibly demonstrated its
clfectiveness and tcceomplishments since itls inception.

Among the many prejeet arcas that this has been particularly

noticeable, is the estiblishment of a functional, metropolitan-
arca communications sysiem for the Managua Police and their
associated police commnmunication:s control center.

The re-establishment of police commmunication services
following the disastrous Managua carthquake of December 23, 1972
was given carly recognition and impetus.  Prior to the carthquake,
network planning, commodity assistance and related communi-
cations aclivilies were structured {o basically adapt to the
operational arrangements of the Managua Police as they cexisted
al the time. The altermath of the carthquake essentially climi-
nated what orpganizational, operational and cquipment capabilitics
the fledging Monagua Police had at the time. The carthquuke
Program wos actively underway with the arrival in February 1971
of the first tull-time Public Safety Advisor,

The date of the carthqualie formed a new reference point for
the restructuring of the Managua Police as well as the communi-
cation scrvices it necded to diveet its forees and hetter respond o
citizens' needs, Radio equipment that was found within the ruins
of police facilities was salvaged where possible. Nevertheless,
the guantity and {ype of units needed were incutficient.  IFollowing
carcful radio system planning, coupled to a completely new
operation:? snd administrative methodology o1 the Managun Policc,
new radio cquipment was made available and installed,

Prior operational and adininistrative experiences were taken,
into nccoumt, Luatthe nowr radio networks and communicalion
procedurcs woere caaentinlly redesigned Lo satisfy modern police
communicaiion conaoepls:,



Arcas highlighted in police communication advancements
included:

a. A communication operations control and dispaich
center was formed within the headquariers facility
of the Manogua Police. The Managua Police and
their Traffic Division are now assigned independent
frequencics o cvoid message congestion.  Both
networks arce controtled from a common radio
communicaiions room for maximum coordination.
A new telephone console with swilchgear cquiipment
has also heen installed in this same facility.

b,  Within the metropolitun area a maximum of 17
precinctl siations are being equipped with base station
radios fo permit instant sitvation reports to and from
the communications center,  Patrol sedans and jeeps
are equipped with nobile radios and arce assigned
parol routes throughont Managua,  Motoreyele units
utilize hisd-held portable radios which remuain with
the officer when away ITrom his motoreycle,

c. Anoperational plan is in use o coordinate all police
radio elements into a smoothly functioning group and
to permit the most effcetive employment of the radio
system,

Since its beginning in 1'ebraary 1971, the communications
activity sepment of the Pablic Sufety Program will have provided
about §65, 000 worth of communications cquipment and anceessorics
as progranned to Junc 30, 10974,

As normal for such o relatively shoit time, police force

cornmunications adeauaey g still considered to be in the develop-

nent phaces Much of the above, from an operational sltandpoint,
PO fadie addivional tinne until

police vlements gain Tutl know todae and confidenee in their

1
isostill vador reiieg o nt,

tEsipned vesponsibilitios coovelb s m the peoficient utilization

ol theiv ovpanization's commuicnlions services.



To daie, the basic structure on which their future growth
in communication effectiveness hinges, has heen solidly laid.
The commumnications cquipment and associated operational
techniques provided by the USAID/Nicaragua Public Safely team
arce serving the desired purposes.,

The commitment md cooperation of the Government of
Nicaragua have been bolth excellent and timely and should,
with the impetus given to date, eventually bring about muzh
improved potice services to all citizens,



11, OBSERVATIONS AND CONCI1.USTONS

Through the assistance and under the direetion of the Public
Safety PProgram in Nicaragua, noticeable improvements in the
police communications capabilities of the Manapua Police are in
evidence.  The development and presentation of viable recommen-
dations to concerned Nicaraguan officials and the subscquent
cnactment of such recommendations have played a significant part
in the progress shown o date,  The elose working rclationship
and confidence developed by Public Safety Advisors with local
counterparts have also been of immeasurable value in this regard,

At the present time, the technical performance of the net-
works, radio equipment :ad communication control centel
facilitics are fully adequate to salisly the basic needs and respon-
sibilitics of the Manapun Police and its Traffje Division., Bascd
upon the quality of radio cquipment now in use and mainlenance
support it receives, the cquipment currently vsced will have an
extensive scervice lile, \With ticipated normal population growth
patterns, it is expected that additional radio cquipment will be
periodically added 1o {hot alveady inuse,  As such, the current
cquipment deploymeni plan and network frequency scheme would
continue o form (he busic structure around which futuyre expansion
would occur within the mctropolitan area of Manapgua,  Should the
future responsibilitics of the police include law enforcement
jurisdiction in the rural towns, planning for new radio communi-
cation networks would s1ill require coordination through the police
communications control center in NManagua for unified command and
control,

The Police Communications Center which formerly ‘
operated from various tents following the carthquoke, is now
in apermanent air-conditioned building,  The radio and telephone
control units ave neally wrranped, {he operators are alert and
the facility serves police needs on o 2-hour per day basice,
The Managua Police Communications Conter coordinate:: vith
the Nationel Guard Cornnunications Conmmand Cenfeg (CCUN) as
necessary through cormmon radio clianmels,  sivinienanees services
for all baze, mobile and portable units used by the police mre



normidlly performed by National Guard technicians at a centra-
lived radio repair complex. A Hmited first-cchelon radio repair
arca with one leehnician has been recently established in the
police headguarters compound.  The growth ol this fledging
fucility should be encouraged to reduce dependence on thie large
National Guiatd maintenance complex, :

Operational procedures such as main.aining records to
determine the Tacation and status of police and {raffic control
vchicies are Jimited and should recceive attention for improve-
ment. Information veceived by telephone from eitizens or
patrol car reports require considerable effort to covrcelate with
later arrest or casce disposition records.  Corrective aclions
were shown to be underway at the time. The Managua olice
Communications Center currenlly Tacks an emergency generator
plant to provide essential power o the radio cquipment in the
cvent of power failu: es throuph whatever canse,  This installa-
tion is scheduled to he completed shortly upon delivery of the
required generator plant {o ils installation site. Obscrvation
of the operator's datics al the (elephone console reveals that
it sccond covrator position would be desiiabic W aveid Taving
the public warfing a prolonged tivne in the event the first operator
is busy on another incoming call,

The peneral public does not presently have a 3=-digit
telephone monber to promptly dial for police assistance in
Managua, Consistent with the practice of utilizing suct "guick
access' numbers in many Latin American capitals, cofforis to
sceure such o serviee Tor the police and publie should he under-
taken,  Additional treining would he helpful to the Chicl of the
Manapgua Police Commmication: Center in management of police
communication facilitics,  Such a course is to he given ot the
1PA and cfforts should he made 1o send hiva ov other qualified
individuals with the maximum poiential to administer the 'olice
Communications Conirol Center,

-(-
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RECOMMENDATIONS

A,

D.

Any Tuturce anficipated expansion of police jurisdiction
in the rurel arcas should he necompanied by an affir-
mative plan to expand radio communicatlion scrvices

lo ausigned policeo units opart from the current National
Gunrd military networks now uscd,

The installation of an emergency generator plant for the
Managua P'olice Communicntions Control Center should
procced as quickly as possible,

The use of a 3-digit telephone mmnber for citizen calls
to the police should be imvauced with the telephone
authoritics and o public information proprar on its
availability chould follow its establishment,

Procedural techniques shoutd be developed to pericdi=-
cally cheelr the Joeation of patrol and traffic cary by
the radio operators,

A suitable potice candidate should he selected and
cvaluated for additional teaining in the Telecommuni-
cations Manapcement Course of the International
Police Acaderny of ATH in Washington, D, C,

The auxilinry, first-ccheton radio maintenance shop
in the Manaeoua Police compound should bhe further
developed soil can gsatistactorily repoir and {est police
radio equipment without acaistance from the main
National Guard maintenanee facility,



IV. MANAGUA POLICI ORGANIZATION

The Managua Police and its 'eadfic Division are a unit of
the National Guard and are staffed exclusively with National Guard
personncel. The National Guavd is organized along military com-
mand lines and il is the only armed foree having total responsibility
for all internal sceurity functions whether militory or civilian in
naturc.  The Managua Police and the Treaffic Police have operational
jurisdiction within the metropolitan area of Manapgua only,  Regular
National Guard Arvmy units perform civil security tasks in all other
interior towns throughout the country,

The Managua Police personnel complement is currently about
680 members with about 200 of these assigned o the Traffic
Division,

A spacicus compound scerves an the police headquarters

complex which is equipped with several one-story buildings arranged
as functional police offices,

i



V. MANAGUA POTI.ICT, COMMUNICATIONS SYSTEM

The Managua Police utilize a basic arvangement of
base-to-mobile and base-to-basce station connmunications.
This consistis of one VIH-T'R] radio base station for the
Managua Police to control approximately 25 radio-cquipped
vehicles, The Traffic Division has a radio base to confrol
24 radio -cquipped vehicles (sedans, jeeps, moloreyeles) plus
14 of a projected 17 police pr ecinet siations distributed
tln'ougl'lout various scclors of Managua. Both base stations arce
co-locaied in fic same communications control center,  Motor-
cycle policemen carry hand-held povtable radios on their person,
instead of having radio scots permanently altached to the motor-
cycle,

The Managua Police use a frequency of 162,405 Alllz and
the Traffic Division uscs 164, 050 MHz for {heir respective base
control station: to oullying units, AR vadio equipment is
desipned for feequencey-modulated, narrow-band operation,

The two police services are using independent rather than the
same {requencies, {o avoid message congestion and to permit
futire network expansion with morve radio units as may be
required by cither group,



VI. POLICIS COMMUNICATIONS CONTROL CIINTER

The communications control conter for the Alanagua
Police nnd Traific Division is located within the new head-
quarters avea ol the police compound, It is fully staffed
24-hours pev day with a minimam of three operators (2 radio
and 1 felephone),  The appearance and activity within the
center are purposceinlly structured and mecting it design
function,  The conter represents a significant prooress from
the tent which was utilized as a temporvary location pending
complction of this permanent facility.

A rudimentary form of incoming and outgoing radio
messapge records are maintained,  The traffie radio at the
center handles chout 30-40 miessages in a 24-hour peviod,
The Managua Police transmil and receive about 15 (o 20 in
a comparable period, Wecek-cnd incidents are highev with
a conscquent incrcease in radio messapes handled by bhoth
unito,

Some refincment in ihe procedure o quickly fiie, reiricve
and sinlisfically compile messape information reccived from the
public or throuph radio car reports will he necessary for more
efficient police center operations,  Aclivity to improve processes
in this arca is stated to he underway,

A two or three=dipit cmergeney (elephone line to receive
calls from the public is under congsideration for installation in
the Police Commnmications Control Center,  FFollowing ils
installation, a public education and publicity propgram would bhe
desirable to alert the public on its availability,

The currvent telephone console to receive ealls from the
public is a new 10-Tine, 50-cxtension unit purchased by the
Managua Potice. Another operator position wo uld he desirable
for the console to permit o second operator to answer incominge
calls when the Fivat telephone operator ic on the line,

-10-
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Also underway is the installation of an emergency eloctric
geacrator plant to provide cmerpeney electricity to the communi-
:ations center when needed, "The conter i curvently Lieking this
itemy, bul ity covnilabidity ond Tinad inctallation o cxpected shoelly,

The above see e centialle vomor itere:s which in no way
detract frons the coveom cffectiveness of i recentle cafablished
communications centery Their aility 1o roecoonrecd oot il s
expected that aefion 1o aehie ve these minor vefinemont ©will be
accomplished,

The Notional Conmnnications Coenlor (CON) of the Notiona:
Guard which acets as tne nuclenstor Nationa! CGhcard raelio and witve
telecormmunication - oreration:s: aleo is chonneled into (e police
and tradfic networks, This mihitey teleconmmunication: conter
can asswne control of police networks chould it be necesiary,

The police ond e radio hose cquiprnents o the Police
Communicaiion: Conteal Conter have scecondary chann 1o which
also can be used o contiet the CON on s own radio requencics,



VI, COMMUNICA'TTONS MAINTINANCIEE SUPPOR'T

Communications and eleetronic equipment maintenance and
related technical assistance are furnished {o the Manapua Police
by the National Guard., Organizationally, the Commander of the
Managun DPotice exercises Tittle control over such maintenance
arrangenients.  The service received to dale has been more than
adequate in keeping police equipment in operaiing condition,

The central maintenance facility is part of a large National
Guard TFacility known as the "Centro de Transmisiones' (Trans-
mission Center),  In addition to technical management of all
National Guard radio systems, il is charged with the repair of
all types of communicuations and clectronic equipment used by
military and police units,  All technicians are members of the
National Guard and no civilians arre employed,

The radio repair shop of the Transmission Center has
established a small first-echelon repair arca within the Managua
Police compound.  'This has permitted a faster cheek ol equip=
ment by the technicion assipned fo exelusive police equipment items.
The shop is snacious and well-Tighted, bul cquinbed wilh anly a
multimeter and several small hand-tools for very miuor repairs,
When repairs ave complex or require additional test equipment,
the police radios are sent o the ranin repair shop of the National
Guard, Idventfundly, itis intended o expand this small shop into
a better cquipp-d facitity whiclt can hopefully undertake all
repairs that may be necessary without dependency on the main
repair unit,

The main radio vepair building of the National Gumed is
spacious tnd containg sufficient benehes, tools and {est equipment
for their immediate needs, The individual technicians are skilled
to varijous deprees, bul the muajority are adeqguale to maintain the
majority of communications equipnient in pood service,

-12-



Eqguipment for the Managua Police has been provided through
their own purchases as well as AJD/Dublic Safety.  In carlier
years, the Militury Assistance Program (MAD) provided a good
portion of commervceial VIIS- IFAL cquipment as well as military-
grade mits. A good supply of spave parts has been provided by
USAID cnd MAD along with the cquipment.  These are kept in
stock by the main National Guard radio maintenance conter, T'hey
will male purchases through local dealers or directly through U, S,
supplices from time to time to replenish necessary items.  The
spare parts are listed on a stoek record and inventory system
which lucilitates localing items from storage shelves and in check-
ing conswnption rates,  Basically, when sufficient justification is
presented, the National Guard maintenance group receives the
necessary funds to keep its communications equipment in operation,



IX. TRAINING

National Guard technicians receive an eight-month theory
and practice course in Elecironies and Radio Maintenance at
their own educational facility. The more talented individuals have
been sent to radio technician courses in the Panama Canal Zone
by the U, 5, Military Group in Nicaragua, This has given the
National Guard an abundant supply of technicians for mceting
maintenance demands throughout the country.
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OFFTFICIALS CONTACTED

U.S.

Mr. Gunther O, Wagner, USAID Chief Public Safety Officer
Mr. Clyde I', Call, USAID Public Safety Advisor
Mr. Carlos Lopez, USAID Public Safety Advisor

Nicaragua

Col. Agustin Bodan H,, *Commander, Managua Police

Lt. Col. Noel Genie Amaya, Chief, Traffic Division

Major Alberto Luna Soldrzano, Director, National Radio
and Television

Major Efrain Lopez G., Commander, National Guard
National Communications Center

Lt. Eduardo Avilés, Chief, Managua Police Communications
Control Center
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