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This evaluation was conducted by a team of four, including a lawyerlinternational 
development generalist as team leader, and three career police professionals. Of the latter 
three, one was a p lming chief for a large metropolitan polico force, another was an 
experienced criminal investigator currently serving with the counter-narcotics unit of a large 
state, and the third was a senior police official with extended international development 
experience in Latin America as an AID Public Safety Adviser. All were fluent in Spanish. 

The findings are based on study of available program documentation in both Washington and 
in the field, and fsrce-to-face and telephone interviews with-available project participana in 
the US. Agency for International Development, U.S. State Department in Washington and the, 
U.S. Embassy in Panama, ICITAP Headquarters in Washington and ICITAP field ofice in 
Panama, Panammians of the National Police, tho Technical Police, Department of 
Corrections, Public Ministry and general public. Also intenriawed were American 
businessmen and private citizens resident in Pmama, and consultants advising on the 
AID/Panama Administration of Jolstice Program. A partial list of persons intenriewd is 
attached hereto as Annex 2, and a partial bibliography of documentation reviewed at Annex 3. 

For interviews and document analysis the t a m  spent one week in Washington and two weeks 
in the field during the month of May, 1994. 



EXECUllllVE SUMMARY 

Backrsround 
The December 1989 U.S. militmy invasion of Panama, called "Operation Just Cause", 
effectively destroyed the Panamanian police dong with the Panamanian Defense Form 
("PIX") of which it was a part. The underlying cause of that military action and tho tragic 
loss of life and property resulting therefrom, was the corruption of, and abuse ~f power by, 
the Banma Defense Force. It had evolved from a civilian police form serving the public to a 
bloated military dictatorship d i n g  the country and facilitating international narcotics tmffic. 

The first few days of chaotic looting and lawlessness follo\lving,the invasion mads 
hnamanians (and the U.S. planners of the invasion) realize the importance of the police 
hc t ion  in maintaining order. That disorder, combined with U.S. reluctance to continue its 
military presence any longer than absolutely necessary, lent critical urgency to the 
establishment of an effective Panamanian police force to fill the vacuum. This context of 
crisis led to two initial. hisions: 1) to rehabilitate police components of the Panama Defense 
Force rather than start completely from scratch, and 2) to use the readily accessible U.S. 
International Criminal Investigative Training Assistance Program ("ICITAP") for the nmssary 
police trxhnical assistance. 

The PDP police cornpone& was rehabilitated by sorting out known participants iin corruption 
and human rights abuse, including virtually all of the senior ofXwrs and many of the junior 
officers. The remaining fraction of the officers combined with most of the enlisted b b  
were incorporated into two new organizations, the uniformed police into the new Policia 
Nacional de Panad  (PNP) and the investigative police, formerly the Departamento Nacional 
de Investigaciones ("DENI"), into the new Policla Tdcnica Judicial or Judicial Technical 
Police (" PTJ"). 

XITAP had been formed during the 1980's under the U.S. Department of Justice to provide 
criminal investigative training to strengthen Latin American investigation of human rights 
abuse cases. While ICITAP had El Salvador experience in providing some technical 
assistance through resident advisors, most of its experience had b m  in the provision of short 
term training .courses, either in the field or in the United States. The Panama task of helping 
to build a complete senrice police institution and the management systems for planning and 
implementing such project were completely new to ICITAP. 

* - 
e P r w  

From the very beginning the goal of the project has been to. create a civilian police force of 
high professional standing that will respect human rights and contribute to the 
institutionalization of democracy. Toward that end there has been a continuous effort to 
provide training and other technical and commodity assistance to strengthen the PNP, the PTJ, 
and subsequently the Panama Department of Corrections ("DNC") in the performance of their 
respective functions. 



Ev- 
The principal purposes of this cvduration are: 1) to detarmine how far the Panamaninn police 
have come in building the necessary competence and the capacity to sustain that competence, 
without outside assistance, 2) to review the XCITAP experience as provider of technical 
assistance and determine what lessons have been learned for simiPlv situations in the future, 
and 3) to make recommendations for completion of tho project in Panama 

xkm! 
Because the PNP is the largest of the police forces by a factor of noarly ten to one, and 
because the function of the uniformed pcdice is the more visiblq and has more impact on 
public order and security of person and property, the PNP bas received the most attention 
from the start. For that reason, among other factors, the PNP *pears to have come farthest 
in its development. The PNP has made impressive progress with its vitally important training 
DCBdemy, now facing the major cl~allerage of replacing most of the officer corps which is 
retiring within the next few yam. The PNP Office of Professional Responsibility also seams 
to be taken seriously with significant impact on profwional attitudes and performance. The 
PWs quality of service, and tho attitudes with which it is provided, have earned relatively 
high and s t d l y  rising approval ratings from the public. 

There remains still, however, ca large number of Panamanians who are apprehensive of "the 
same PDF people in different PNP uniforms", and even the Government's willingness to 
provide nocassuy funding has been afftcted by rrcoll~&on of the PDF antecedents. ' 
Accustomed to the old military's first call on GOP revenues, the PNP and other police 
agencies have yet to build the planning and budgeting capacity to make their strongest case in 
competition with other GOP agencies within the GOP bureaucracy. Accustomed as militaw 
to driving vehicles until they stopped, without difficulty in replacing them, the police have 
been slow to build essential maintenance. capability and discipline. 

x&l?n 
Neither in fact nor in public perception Tras the PTJ progressed as far as the PNP. With 
ICITAP hdp a relatively good PTJ forensic laboratory has been established, and ICITAP 
training has emphasized the use of evidence other than the confessions which had been the 
staple of criminal investigation under past practice; but the forensic laboratory is still not 
being d properly. This reflects continuing weakness in the training program for the 
organization, most of whose personnel are much in need thereof. The PTJ Academy, widely 
reputed to be a dumping grounb, has not been given priority. 

On the plus side, the PTJ Ofllce of Professional Responsibility appears to be functioning 
reasonably well, indeed, PTJ professional attitudes appear to have improved over the old 
DEM more than is credited by the public. One particularly bright spot has been the 
"Integration Project" between prosecutors and investigative police, supported by AID and 
ICITAP respectively, to improve working relationships through on the job technical assistance 
in the field. 
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al D-t of Correctim 
The prison component started relatively late in dealing with a bad situation including 
inhumane overcrowding of a prison population vastly exceeding the capacity of the facilities. 
Such human rights abuse was compounded by the fact that over 80% of the occupants had not 
been convicted of crime, but rather were awaiting trial. A major factor in improving prison 
conditions will be reduction of the prison population through mare efficient crimind 
prosecution to reduce the large backlog of defendants awaiting trial. The DNC is now 
completing a large new facility at La Joya; and, with the help of well planned and 
implemented technical assistance, is addressing prison management and policy concerns as 
well as training new professional prison guard forces to take the place of the present PNP 
details. 

Apart fram the planning processes discussed below, ICITAP should be commended for its 
efforts to grow with the job. Good people have worked hard, both in Washington and in the 
field. Although still tending to rely too much on FBI personnel and federal models, ICITAP 
is increasing its use of state and local professionals and systems in its technical assistance to 
the PNP as a Wl  service uniformed police force. There is lack of adequate follow up in tho 
field on the ICITAP provided training and advisory services. Some such follow up should 
include bringing back the same trainers and consultants that provided the services oiiginally; 
but also ICITAP prof&otlals in the field should make more of ,m effort to get away from 
the office and work with the Panamanians on their own premises. Panamanians have 
criticized ICITAP's initial training programs especially for lack of adaptation to the ' 
Panamanian legal system and working conditions in Panama As ICITAP has developed 
experience in Panama and succeeded in assigning professionds with appropriate axpcrience 
and expertise, the situation is improving but still needs to be watched. 

Planning for the project has been saverely criticized from various quarten for lack of 
systematic analysis of needs and priorities, loose definition of objectives, md lack of 
verifiable indicators of project accomplishment. Planning has focussed on ICITAP inputs 
rather than project outputs with resulting dificulty in ascertaining whether and to what extent 
project purpos~ have been accomplished. These are vadid criticisms and, although ICITAP is 
improving in its project planning, it is notably weak in certain critically important aspects. 

There is still no overall project plan as distinct fiom an annual plan. ICITAP planning has 
been directed at the expenditurg of funds for the current yew after they have been alloc&*ed 
rather than preparing a plan in advance to provide a basis for allocation of necesuy h d s  for 
completion of the project. While annual plans have their p l l q  they should fit into an overdl 
plan for achievement of specific, verifiable objectives as distinct from unquantified progress 
toward those objectives. 

The most critical omission has been the lack of a real project agreement between the USG 
and the W P  incorporating an agreed definition of the project and the specific commitments 



of thu plartias toward achievement of the project objectives. The December 1990 agreement 
may have been a useful preliminary document for recording agreement in principle in 
response to a compelling urgency to get a program underway as rapidly as possible. But all 
concerned now agree that the December 1990 "arrangement" is not sufficient for its purpose 
at this stage. 

m n s  Loamed 
While fast track, simplified planning may be justified over a short term in emergencies, a long 
term institution building project should be subjected to more rigorous project planning design 
and implementation discipline as soon as reasonably feasible. A principal cost of not doing 
so is fhlura to define host country participation in project financing. This in turn risks 
diminished proprietorship and continued dependence with pot&tial severe detriment to the 
project goal of iristitutional sustainability. 

Princi~d R e c o r n n e w  
We mcommend .g highest p~ox& that a md pmjcct agnement be negotiated and executed 
between the USG and GOP. Such agreement should be based on thorough current analysis of 
the needs and priorities of the Pantuna police system, and should define project objectives and 
outputs in relation to the level of resources realistically to be anticipated. In so doing it 
should describe the total project as distinct from annual installments and record commitments 
of both the GOP and the USG in specific terms as to nature, timing and amount. 

This proms will determine the commitment of the new GOP administration to policb reform 
in general and the purposes of this project in particular. If there is such commitment, the 
process will help build the essential GOP sense of project proprietorship so that it is 
perceived as a project of this Panamanian government, not of some previous Panamanian 
government, or as something passively accepted to keep the Americans happy. Further, a 
project financial plan which provides for increasing GOP assumption of police costs, as the 
U.S. contribution is declining, and an implementation plan which builds adequate institutional 
capacity to sustain essential functions without external support, are of critical importance to 
lasting achievement of the project goal and objectives. 

We strongly endone current plans for extension of the Integration Project to the Panama 
City/Colon metropolitan areas. 

Other principal recom'mendations include the following: 

That, in view of the vital i m p o h c e  cf civilian profsssionalism in the Panama police, 
ICITAP and PNP continue to watch for means to build PNP professionalism and pride in their 
civilian police career. On the GOP side this should compensation for the Panamanian police 
which reflects the importance given to the profession and to the organization as a key 
institution of a democratic society. 



That management training be provided to all officer personnel of the PNP to inculcate modem 
civil police management practices and principles. 

That the PTJ and ICITAP place more emphasis on strengthening the management and 
administration of the PTJ Academy. 

That ICITAP work with the appropriate authorities to help reenergize CONADEC. 

That ICITAP dedicate more resources and time to monitoring and evaluating the impact of 
U.S. assistance in the various activities. Especially needed is more follow-up on PNP and 
PTJ training activities to evalmte their impact on performape. 

That ICPTAP consider more extended periods for consultants to provide for more follow up 
and oversight of practical application. 

That ICITAP staff adopt a more proactive outreach approach and interface more directly with 
their Panamanian counterparts to establish more productive relationships and obtain more 
accurate feedback on the project situation. 

That the USG examine alternatives to ICITAP for technical assistance to general police 
services and institution/system building as distinct from criminal investigative training. 



L BACKGROUND 

A. BEFORE "JUST CAUSE" 

1. The Panama Police 

Over the decades prior to December 1989, the role of the Panamanian police had changed 
from a small force concerned with traditional police functions to a paramilitary force ruling 
the country in what was essentially a militaq dictatorship. 

The function of the original "Guardia Nacional" established after independence from 
Colombia, was primarily police. Costa Rica to the northwest was not of a size or disposition 
to be a significant military threat. The primary external military threat was perceived as 
Colombia, the much larger neighboring coungy rightfully resentful of U.S. sponsored 
Panamanian secession. And relative to Colombia the United States was seen as providing the 
only military force that could defend Panamanian independence from Colombia 

Over the y m  weak and corrupt political regimes motivated the Guardia Nacional into the all 
too common Latin American military tradition of perceiving itself as a political arbiter. Small 
and weak as the k d i a  Nacional might be relative to the military of other, much larger 
counties, within Panama the Guardia Nacional had ths organization and armed force to take 
power if it wanted to. Civilian dissatisfaction with the weakness and corruption of political 
parties and their leaders fostered acceptance, if not widespread popular support, of Guardia 
Nacional political intervention. 

The militarization of the Guardis Nacional began to accelerate following the 1968 golpe by 
Guardia Nacl~iid leaders Omar Tomjos and Boris Martinez who preempted incoming 
President Amulfo Arias, upon leanaing that he planned to replace them. Torrijos then 
prevailed over Martinez and ruled 
the country behind a facade of civilian presidents until Tonijos himself was killed in 1980 

and was succeeded by Manuel Noriega. 

During the Torrijos years the new Panama Canal treaty was negotiated providing for transfer 
of the canal to Panama in the year 2008. This tended to accelerate mili9aaimtion of the 
Guardia Nacional which started seeing itself as the militmy defender of the canal, and 
changed its name to "Panama Def snse Force". The U.S. government seemed to go along with 
such militarization of the Panamanian Defense Force through the cooperation of the U.S. 



Army's Southern Command based irr the Canal Zone. The Panama Defense Force looked to 
the Southern Command as military role model. 

The Tomjos regime had a strongly populist program of government benefits for the people, 
particularly the poor, from whom Omar Torrijos and most of the Guardia Nacional had come; 
but the Guardia Nacional succumbed at an accelerating pace to the corruption of power. 
Under the Noriega regime, the corruption, particdarly involvement with the drug trade, 
steadily worsened. Perversion of the political process became even more blatant as Noriega 
manipulated the 1986 election results to place in power hiq own candidate, Nicholas Ardeto 
Buletta. Noricga then summarily deposed Barletta when ~ar l i t t a  sought investigation of tho 
murder of a principal political opposition leader, which murder Noriega himself was suspected 
of having ordered. When Noriega's candidate obviously lost the 1988 e l d o n  to the Endara 
slate, Noriega had the election voided. 

The cormption and repression of the Noriega military dictatorship with increasingSy adverse 
impact on U.S. interests in drug interdiction and Panama Canal security, ultimately led tu the 
US. invasion on December 20, 1989, with consequent substantial destruction of property and 
loss of life, particularly for the Panamanians. 

2. ICITAP 

As indicated by its name, ICITAP was originally created to provide training in criminal 
investigation, for which its FBI derivcd staff was well suited Its creation responded initially 
to a need for assistance to El Salvador, and eventually other Latin Americirn governments, to 
strengthen their capability for investigation and prosecution of human rights abuse. 

In El Salvador, ICITAP had gained some experience in institutional development through its 
work with the Special Investigation Unit ("SIIJ") of the Salvadoran police. That unit had 
been created as an elite investigation unit to deal with serious crimes in El Salvador, 
particularly those involving serious human rights abuse. Thus ICITAP's El Salvador 
experience did not include the development of all police functions, but rather only the 
criminal investigation function for a Salvadoran institution whose purpose and function are 
similar to those of the FBI. 

B. POST "JUST CAUSE" 

1. Chaos m d  Crisis 

The U.S. invasion under the code name "Just Cause" led to complete elimination of the 
Panama Defense Force. A few hundred were killed and the remainder either deserted or were 



put in prison camps. Eliminated along with ths PDF was the police function included therein, 
the street cops and the traffic directors as well as the infantry and h e  armored cars. 
Unfortunately, the U.S. planners of the invasion had not properly anticipated the resulting 
police vacuum. FOP a few days cl~aos reigned, with pmperty loss through looting and arson 
substantially comparable to, if not exceeding, the destruction wrought by the invasion itself. 

Thus, of necessity, the U.S. military assumed the police functions to restore and maintain 
public order. For various reasons, however, U.S. policy favored withdrawal of U.S. milimy 
presence as rapidly as possible. Apart from the distasteful image of U.S. military conquest, 
tho highly visible, uniformed U.S. military presence tended to undermine tho credibility of the 
new Endara government. 

In order to avoid repetition of Panamanian military dictatorships in the future, and other 
costly "Just Ctuuse" type operations to rectify such situations, U.S. policy strongly favored 
creation of a professional civilian police force, motivated to serve rather than rule, which 
would not abuse its power for economic gain or for political intervention. 

The tension between these two policies forced a compromise whereby new Panamanian police 
forces would be formed immediately, but constituted largely from personnel of the PDF. The 
new Panamanian government, with some assistance from U.S. government personnel, both 
civilian and military, who knew the PDF personnel, screened the former PDF people. 
Weeded out were PDF p e r s o ~ e l  known to have been corrupt or abusive of human rights, 
including most senior oficcrs and many of lower ranks; the remainder were incorporated into 
the new police forces. P e r s o ~ e l  of the old Departamento Nacional de Investigaciones, 
"DENI", were incorporated into the new Polida T b i c a  Judicial, "PTJ", and the personnel of 
the old PDF were incorporated into the new PolicIa Naciond de Panam& "PNP". 

This process proved problematical; the first PNP chief quickly had to be replaced following 
revelations of past improprieties, and there was substantial additional personnel turnover in 
the course of an extended shakeout period. The resulting organization largely constituted of 
"old faces in new uniforms" faced a substantial challenge in its efforts to gain credibility with 
the Panamanian public. 

At the beginning, the U.S. military continued to play a substantial role. Since most of the old 
PDF vehicles had either been destroyed or otherwise disappeared, the Panamanian police 
would go out on joint patrols with American Military Police in American military vehicles. 
Further to help fill the vacuum, the U.S. military provided some training and substantial 
amounts of equipment. Nevertheless, U.S. policy strongly favored minimizing U.S. military 
involvement with the Paiamanian police and eliminating such involvement as quickly as 



.I possible. It was important the new police, in developing their police functions, be tRking their 
Id from civilieurs rather than the military. Everything possible should be done to inculcate 
civil police attitudes as well as appearance for the new PNP and PTJ. 

An AID role was precluded by statutory prohibition, a prohibition with which AL ) was quite 
comfortable. AID tended to see its past involvement with police assistance as a source of 
controversy in critical relationships with Congress, and tending to distract AID from its 
"more important" economic development role. 

Hence the opening for ICITAP. XITAP was an organization of civilian rather than military 
police. Created as a U.S. government agency, its resources, such as they were, could readily 
be mobilized in support 0% U.S. foreign policy. Furthar, its leadership was much interested in, 
and aggressively sought, the Isad role in USG provision of technical and commodity 
assistance to the Panamanian police. 

ICITAPs strengths and weaknesses, as well as its experience, are detailed at Chapter IV fi 
Rightly or wrongly, ICITAP got the job because it was available ruid quickly so, and the need 
was as urgent as it was important. 

ICITAP has not been done in the provision of assistance to the Panamanian police. The US, 
military, with its large presence at the US. bases in the Canal Zone, continued to be not only 
available but &so very much interested in working with the Panamanian police. It fell upon 
the U.S. ambassador, in implementing US. foreign policy, to make the decisions and take the 
d o n s  on a day to day basis necessary to enforce the civilian ICITAP role and keep the US. 
military involvement in the Panamanian police at a minimum. 

The Drug Bnforcement Agency, and the State Department's Narcotics Assistance SeNice also 
have provided, and continue to provide, substantial assistance to the counter-narcotics units 
and operations of the Panamanian police. The Legal Attache office in the U.S. Embassy also 
represents the Federal Bureau of Investigation in working with Panamanian police on cases of 
particular interest to the Unitad States, but does not provide assistance as such. 

Also, while AID does not assist the police directly, it does support an Administration of 
Justice program in Panama, which oxtends to support of prosecuting attorneys in the 
Ministerio Piiblico or Public Ministry. Under the Panamanian civil law system, the 
prosecution and the police work together more closely than in the U.S. system. AID-finand 
training for prosecutors often in~ludes police, and ICITAP-financed training for investigators 
often includes prosecutors and even judges, Thus their common interest in the criminal 
investigation area necessitates close coordination between AID and ICITAP, just as for their 
Public Ministry and PTJ counterparts. 



C PRIOR EVALUATION 

FBUOPEA 1992 

In January 1991, after about a year of project impletnentation, the Embassy and ICITAP 
aareed that the project should be evaluated. The purpose was to determine whether the 
project goals of developing professional and civilianized Panamanian police organizations and 
developing offices of professional responsibility therein were being accomplished in an 
effective and efficient manner. 

The FBI Office of Planning and Evaluation ("OPEA") was seleqted to cany out the 
evaluation. The evaluation was somewhat lung in process. Work in the field extended from 
April of 1991 through August, and the finished prcbduct was not delivered until March 1992. 
The evaluation was conducted in a thorough manner, however, with special attention given to 
surveys of Panamanian and ICITAP participants in the program. 

The evaluation included praise for ICITAP on various counts including the following: "that 
ICITAP had made effective progress on all of its Panama Project Plan sectom except for the 
Model Precinct". ICITAP was given credit for discontinuance of that model component "as 
an example of ICITAP's flexibility in adjusting to changing priorities as experience is gained". 

Further ICITAP was credited for the amount and quality of its training in the establishment of 
an operational training academy for the National Police and establishment of functional 
offices of professional responsibility in both the National Police and the Technical Police. 
Also good progress was reported in procaring equipment and training staff of the Technical 
Police Forensic laboratory. Most important, considerable impact was noted in changing the 
attitude of police towards service to the Panamanian people and respect to*ards the laws and 
constitution of the country. 

The evaluation did, however, note certain areas in which ICITAP should improve its 
performance. The evaluators found that: "ICITAP project staff is fully occupied in 
coordinating and implementing operational matters with minimal activity been devoted to tho 
following: long term strategic planning; preparation of quality administrative reports; internal 
quality control initiatives; adequate assessment of a training and resource needs of police 
personal in Panams; and establishing an outreach program to enhance personal contact with 
National Police and Technical Police training coordinators." The evaluators suggested that 
these shortcomings might be ad&essed by reconsidering staff requirement relative to 
workload, resulting either in increase in staff or narrower focus of activities. 

The evaluators further noted that the "project plan contains significant shortcomings which 
diminished its overall value as a planning document as follows: stated goals and objectives 
were not prioritized; no time frame5 were estnblishcd as to when objectives should be 
accomplished; ICITAP did not explain its methodology in determining Panamanian law 
enforcement needs; there was no explanation of how the quantity of projected training courses 



i - would satisfy Panamanian user need; the plan contained no quality control features which 
specified how ICITAP planned to measure and evaluate the effectiveness of its training 

I courses and instructiunal staff., and the project administrative reporting procedures were very 
vague in terms of data content and analysis". The evaluators highlighted the need for 
accurate assessment of training needs as the basis for planning a training program to achieve 

I the objective of Panamanian law enforcement self-sufficiency. 



As discussed infLla at IV.A, because of the manner in which tho project was developed in a 
crisis situation, there is no initial clearly defined statement of goals, objectives and outputs, no 
detailed description of activities with time-phased implementatkin. plan, no financial plan 
detailing USG and GOP resource commitments, no detailing of other specific USG and GOP 
commitments to the project. 

Nevertheless, the one project document executed by representatives of both the USG and 
GOP entitled, "Arrangement Between the Government of the United States of America and 
the Government of the Republic of Panama Concerning Assistapce in the Development of 
Civilian Law Enforcement Institutions", executed in December 1990, does include in its 
preamble a statement of "objective of the Government of Panama", which might fairly be 
described as the goal of the project: "To create a civilian police force ~f high professional 
standing that will respect human rights and contribute to the institutionalization of 
democracy". In addition, the preamble refers to "the need to integrate the police into an 
effective criminal justice system, particularly in the area of investigation." Subsequently, in 
its FY92 project description for the.Panarna project, ICITAP defmed ICITAP's long term 
goals as follaws: 

"To assist the GOP in the development of: 

* A professional, civilian national police fully integrated into society, fully capable of 
insuring the protection and security of the public, and dedicated to the support of the 
Constitution and laws of Panama, as well as internationally recognized standards of 
human rights; 

e A Judicial Technical Police, capable of investigating violations of the law and 
performing a full range of law enforcement services while respecting the rights of 
citizens to due process under the law, and providing the courts with fully documented 
physical and testimonial evidence; and 

* A Panama Department of Corrections, capable of managing an effective and eficient 
penal system which meets legislative mandates, observes prisoner human rights, and 
complies with the United Nations and other relevant international stsndards." 

* .. 
The document then proceeds to specie FY92 ICITAP objectives, as follows: 

* "Support the continued development of training resources of the National Police and 
Judicial Technical Police through the provision of technical assistance, training 
courses, and limited equipment and materials donations aimed at strengthening their 
training academies and programs; 



Enhance the capacity of Panama's civilian law enforcement institutions to engage in 
the planning necessary to meet public snfety responsibilities with a commitment to the 
community and its needs; 

Enhance the capacity of the PNP and PTJ to deliver law enforcement senrice to the 
community through procurement of motor vehicles and development of resources 
designed to manage and maintain a motor vehicle fleet; 

Support the continued development of PNP and PTJ entities charged with addressing 
issues of individual and institutional integriw; 

.. 
Support the continued development of specific law rmf&cement resources, such as 
hostage negotiation and special weapons and tactics teams (S.W.A.T.) designed to 
,meet the responsibilities of the law enforcement mission with relevance to Panama's 
public ~ l f e G  priorities; 

Enhance PTJ management and investigative capabilities for effectively carrying out the 
organiztuion's criminal investigative function; 

Initiate activities to help develop Panama's National Department of Corrections 
organizational, managerial, operational, and training capabilities, thereby providing 
fundamental improvements to Panama's correctional system and establishing a basis for 
continued progress in this area" 

Project planning is critiqued in detail in Section 1V.A Suffice it to note at this point 
that despite lack of specificity as to outputs, this statement of ICITAP objectives does 
emphasize building Panamanian police capacity for 1) training 2) planning 3) delivery of 
services, and 4) enforcement of professional responsibilities. Otherwise the latter three of the 
seven objectives are broadly stated relative to the PTJ and the Department of Corrections and 
the "continued development of specific law enforcement resources". 



ILL CURRENT STATUS QF POLICE ORGANIZATIONS AND FUNCIIONS 

1. Function 

As mentioned previously, "Operation just Cause" brought an end to the oxisting Panama 
police establishment, leaving a total law enforcement void. The GOP, assisted by ICITAP, 
set about the development of a completely civilian professional police force to provide law 
enforcement services and to maintain order in support of the ne\y Panamanian democracy. 

The Policla Nacional de Panama (PNP),'is the principal law enforcement agency in Panama 
The PNP is a uniformed police agency and is responsible for daily law enforcement functions, 
such as maintenance of order, community patrol, movement of trac and initial response to 
crimes. There are more than 12,000 commissioned and non-commissioned police o ~ c e s ,  a 
large organintion by any measwe. 1 

Typical of Latin America, there are many police stations scattered throughout the pro~nces. 
Most of those stations are small, one-floor affairs situated along principal highways; they 
normally house a small. contingent of police whose mobility is limited by lack of 
transportation. They commonly walk or take public transportation to areas where a police 
presence is requested or becomes necessary. 

Although most police are on foot patrol there appears to be a fundamental change from the 
posting of police to a specific location to allowing foot patrol and random movement in an 

, area This concept is somewhat foreign to Latin American law enforcement but appears to be . 

taking hold. L 

Traffic enforcement continues in the Latin American model. Most traffic enforcement is 
conducted by foot patro!men who flG motorists to the roadside and check paperwork, 
sometimes resulting in citations. There is virtually no motor patrol to expedite traffic flow 
and to stop violators by using emergency lights or siren. 

The personnel organization hierarchy is that commonly found in Central and South 
American police agencies, as well as the US military services. Officers are police at the ranks 
of second lieutenant and above, while sub-officials or NCOs are sergeants and below. There 
is a clear class distinction between officers and NCOs, , 



Unlike many North and Latin American counterparts the PNP is not a full-service agency, in 
that it performs no criminal investigation. OtheNviso, the PNP is considered the first lin,, of 
defense against criminality in Panama In under four years of operation the PNP is a 
functioning police force. Although not operating at modem U.S. or European standards the 
PNS has developed to the point where its institutionalization is not in doubt. When a citizen 
calls for help the police will, in most instances, actually respond, albeit somewhat slowly 
because of lack of police vehicles, especially outside the metropolitan areas. PNP officers 
maintain a professional appearance. Although PNP personnel receive no explicit uniform and 
equipment general orders, the uniforms are usr~ally worn in an appropriate manner. 
Police on the bed have benefited from an adequate civil police academy. The Office of 
Professional Responsibility (OPR) function has been adequately, publicized and the citizenry 
interacts more favorably with the police, knowing there is a working apparatus in p l m  to 
investigate acts of misconduct. 
Citizens view the oficers as more polite, humane and competent than PDF officers were. 

anwment and A d m i n i m  2. 

The goal of establishing a new civil police force in Panama represented an enormous 
challenge in organization, administration and logistics. Weaknesses in these areas continue to 
be manifest in the infrastructure and operations of the PNP. Problems are apparent in the 
centralization of recruitment and selection of personnel, effective civil police training, a just 
and equitable civil police disciplinary system, procurement, planning, maintenance of vehicles 
and equipment, standardization of civil police policies and procedures, establishing functional 
decentralized officus, information systems, and the design of programs to accomplish the 
purposes for which the PNP was created, i.e. to provide eficient civil services to the 
public at large in a humane and professional manner and to enforce the laws with equity and 
integrity. 

The PNP organizationd structure has a defined chain of command respected by its personnel, 
and an administration becorning perhaps too bureaucratic, with abundance of paperwork and 
d s  of approval. There is a clear cut division of labor and officers in charge of specific 
oflices enjoy more than the average power for managers, but the concept of delegation of 
authority has not yet taken h0l4 with most PNP officers and managers. In most cases, the 
man in charge still approves the most menial of tasks or actions. The organizational structure 
does not clearly define the concept of line and staff or patrol functions as practiced in U.S. 

A technical exception would be allegations of criminal wrongdoing by PNP employees. 
These are investigated by the PNP Office of Professional Responsibility. Otherwise, criminal 
investigation is the responsibility of the PTJ as described in 111 B below. 
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and European police agencies. 

Examination of the organizntional charts and conversations -with command personnel in Ancon 
roved a PNP administraticn that is s ~ ~ c i e n t ,  if a bit top-l~eavy. Sub-commissioners 
command provincial police regions, a system that seems to work adequately. Sob- 
commissioners also command the other discrete staff components. For oxample, there is a 
sub-commissioner heading the field training officer program. 

Many of the duties are still executed in the military way. For example, the office of the 
Inspector General writes the Department "general ordersw, a duty normally carried out by the 
planning function in civilian organizations. 

Recommendation: lhat an memmcnt be d of dhc basic (line) operations of the PNP and 
tfreir dative effective- focusing on tbo mmices pmvidcd Q the public; pedonnance of 
the police; organidon and administdon; deployment; and mmtgement and supervision. 
Such assessment should include idtntificadion of pmblems and mcommendation of solutions. 
It is suggested that Spanish crpoddng US. experb in police dmicistration, management and 
opedons work wittr appmpdrtc Pauamanirms on such an assessment Planning for 
emeaencies should be included. 

Although evaluation of performance is an important factor motivating quality performance in 
any organization, and ICITAP has provided technical a s s i ~ c e  for personnel evaluation 
systems, there does not appear to have been adequate follow up to produce any imp&. We 
are aware that a draft personnel evaluation system was draftad and passed to ICITAP for 
distribution to the PNP for its consideration. It included a simple boilerplate evaluation form, 
a personnel counselling form and draft general orders providing instruction for forms 
completion. This workproduct could have been used to begin a basic promotional system, but 
there is no record that the information was ever acted upon by the Panamanians. 

Recom&ndation: Thnt IClTAP and PNP leadelship follow up on cstaMishment of a 
pelsonnel e v d d o n  systtm. 

The BNP d e r s  from an inadequate directives system. Further, PNP leadership in general 
seems unaware of the need and utility hereof. PNP personnel are provided little information 
in writing. Even on initial secryitment, personnel receive no written materials other than 
training handouts at the Police Academy. 

The PNP organization does have some written policies and directives but they are not 
compiled in a systematized manner. The directives manuals consist of four blue binders with 
the PNP insignia, numbered Volumes I-IV, available only to the top officials. The large 
binders are capable of holding 700 pages, but it appears that the volume most full contains 
approximately 30 pages. There are said to be 200 of the "manuals" nationwide; however, 
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sub-oficiales do not have daily access to them. That means that the majority of the poliw are 
unable to access written information telling them how to do their jobs. 

The directives are mostly administrative, and define the organizational hierarchy of the 
agency. The general orders contain diagrams of organizational elements and some uniform 
regulations. There is a directive that has photographs of the uniform and related 
accoutrements. There are virtually no directives dealing with actual police operations, e.g., 
how to handle an animal bite incident, or protecting the public at the scene of a hazardous 
materials leak, etc. 

Also, even those directives which do exist are not well o r g p i d .  An integrated directives 
system serves agencies which have more than one facility or ard otherwise decentralized. A 
unified numbering system permits agencies of the relatively large size of the PNP to keep 
track of directives. An examination of previous ICITAP Panama work shows different 
directives, with different numeration systems, for at least the following: Use of Force Policy, 
Reaction Team Procedures, Police Academy Instruction, and Personnel Evaluation System. A 
proliferation of written directives without central control and uniform numeration tends to 
create more confusion than control. 

Recom~nendntion: 'IW 1CITA.P belp PNP and PTJ eatablisb cenbal contrrol poinb for writfen 
dinctives systems. In tbe PNP a logical choice would be the Dinccion de Planificacioner or 
P l d n g  Ofiice. 

Current PNP planning leadership seems concerned that no written directives manuals are in 
general circulation and is considering the use of small handbooks of a type carried by 
Colombian and Venezuelan officers as a practical approach. 

The bedrock foundation for any organization is its codified rules and regulations. ICITAP . 
consultants, working with a National Police policy development team, drafted proposed rules 
and regulations as a PNP General Orders Manual in December 1990. We found no record of 
GOP f d b a c k  and no mention of a general order manual in quarterly ICITaP reports. The 
compiled work.of the former policy group was found seemingly forgotten on a bookshelf in 
the office of the Inspector General. The process appears to have involved too much work by 
the consultants, with not enough input by the Panamanians to build proprietorship in the 
results. This, combined with lack of ICITAP follow up has left a significant void which 
should be filled. 

~scommc~~drtron: L vim' of L usef~aerr of wdtlca tiimctivea, and since I ~ A P  
comdbnb a d  the PNPI own policy giiup have dmdy done consi&mble w o k  on &em, 
that ICXAP and PNP follow t h u g b  on efforts in this ma, including PNP commitment to 
mrrkc use of (fit wulb. 



Communications pose a logistical and budget problem for the PNP. While detailed , 

exmination of communications is outside the scope of this evaluaiion, we note that radio 
communications do exist at a basic level. Examination of the P W  commu~ications room 
reveals a nationwide radio link, apparently a 2009 mhz non-trunked simplex frequency, able 
to handle basic communications nationwide. 
Por telephone conrmunication, the lack of national digital transmission capability prevents the 
PNP from benofitting from certain computerized communications applications, such as 
computer-aided dispatch or mobile information terminals. 
A more basic problem is that some police facilities don't even have telephone 
communications. Because of vulnerability to theft of cop~er telephone lines in sparsely 
settled mom, the Police Academy at Gamboa, an important police component headed by a 
subcommissioner, has had telephone senrice for several months. 

Internal communications functions appear to be adequate. Hadquarters Anwn has a 
telephone/intercom system. PNP also uses written memoranda in a reasonably effective 
manner, although we noticed that many memoranda were not serialized or otherwise tracked 
for lator accountability. 

There is a budget office at PNP headquarters in Ancon, which appears to be the link between 
the Ministry and the PNP. The budget preparation process is uncertain, but local offices do a 
fair job of watching the figures for the particular components. For example, at the Police 
Acadqmy the budget officer was able to state that there were no funds this fiscal year for 
routine maintenance or upgrading of the Academy roadways, although this had been sought. 
The Panamanians have experience in operating budgets; they appear less capableh strategic 
budgeting. 

Although the planriing fbnction should be a vital part of police administration, it is still weal: 
in the PNP. The newly arrived head of the Planning Department in PNP headquarters, 
Ancon, stated that there is relatively little work done in this Department. 

Recommenddon: 'bat budget, pmcunment and planning be considend as an urea of 
coneenbation for ImAP training and rdvisoy wxvices. 

Training is the single most important management tool for development of the proper 
attitudes and the basic and specialized skills to function as civil law enforcement officers. 
Following "Operation Just Cause" and the organization of a new Panama National Police, the 



urgent need for training of police personnel was recognized and the establishment of a civil 
police training academy in Panama became a top priority.for the PNP and ICITAP. 

The PNP Academy waq founded in September 1990 within a dynamic political environment 
and a difficult public safety situation. The urgency of the need demanded training police 
personnel and getting them out on the streets of Panama City and other urban areas as soon as 
possible. The first director of the PNP Academy, now PNP inspector General, Sub- 
Commissioner Francisco Alvarez describes the situation as one of "confusion and intensive 
work." Initially, there was nothing to work with accordingdo qlvarez. He believes this was 
ICITAP's most important period of collaboration and praised the assistance provided by 
ICITAP. He senses that ICITAP personnel have since them distanced themselves from 
assistance to the Academy and other areas. 

The PNB Acadomy is located h a former Canal Zone compound in Gamboa The facility has 
about twenty buildings of different sizes. The facility includes large fields and areas used for 
outdoor training and as a parade ground. The surrounding terrain is heavy tropical vegetation 
and the ample area permits the operation of an open air firearms range. In the development 
stages, the atablishment of the Academy required an urgent build-up including the design 
and modification of existing structures into dassroomq living quarters for students and mess 
facilities. The preparation of training programs, curricul&as, training materials and the 
acquisition of visual aids and training equipment such as transparency projectors, flip charts, 
video projectors, and firarms training simulators was largely assisted by ICITAP. Ths 
selection of administrative staff and instructors was also accomplished with ICITAP 
assistance. 

The capacity of the PNP Academy has steadily increesed to accommodate from 200 to 500 
students. However, beyond 300 to 400 studen& the facility becomes overcrowded, especially 
in the dormitories where bunks are spaced inches apart in an open warehouse configuration. 
Poor ventilation and a shortage of latrines and showers is also a serious problem. The 
academy mess hall is in need of expansion to accommodate more students for me& 
especially during the noon meal. 

According to Academy personnel, the firearms training simulator (FATS) is inoperative. 
Thus, this training is in limbo with no help in sight because the PNP continues to depend on 
ICITAP to assist with the uost of repairs. 

Recomtnendaiion: lhrt IClTAP mala clear to their Panamanian counterprub that futm 
maintenance md npair of tbt equipment pmvidtd by ICII'AP must be tfse nspoasfbility of 
tbc Parrrunanisns. 

The PNP Academy appears to need assistance in organization, budgeting and programming. 
Administration is hampered by a lack of telephone service, transportation, data processing, 



" 
and record keeping. The f i r e m s  range could have a better design but the range is 
functional. The absence of overhead cover significantly limits any firearms training 
the rainy season in Panama 

during 

Despite the dynamics of the political situution in the wake of "Operation Just Cause," the 
urgent need to create a police training academy was satisfied and served the purpose of 
training police personnel as quickly as possible to get them operational. Whether the police 
personnel initially trained have performed as well as should be expected has not been 
formally assessed. Some shortfalls in performance have been reported, but some level of error 
by the new police force is understandable. 

- 
Despite three changes in directors of the PNP academy in three ;can, the institution has 
enjoyed excellent progress, developing its facilities, expanding training programs, and 
increasing the staf'f and quality of instructors as well as administrative personnel. Still, the 
PNP Academy requires further development as a civil police training institution. There is 
definite need to upgrade the qwlity of training especially in such key subject matter as civil 
police aperations, tho proper use of force, human relations, law, management and supervision. 
Military idiosyncracies continue to pervade the training programs and environment of the PNP 
Academy, and military posturing creates a negative image for the PNP. For this reason a 
forceful effort is needed at all levels to minimize the traditional military customs and practices 
of the PNP through training. 

New civil police concepts and practices must, however, fit into the Panama criminal justice 
work culture and environment or they will not be acceptable. The PNP academy is 
considered the best channel to promote civil police techniques and to inculcate new recruits 
with public service concepts. The key is that PNP personnel accept their civil police role, 
albeit that U.S. notion of civil police administration may never catch on due to strong cultural 
differences. Several top PNP oficials suggested that U.S. police concepts not be imposed on 
a Panama culture because they may not work. 

Among them was Sub-commissioner Josd Antonio G6meq the second director of the 
Academy. Wmez, who is currently assigned as chief of the Panama Canal Detachment 
(Policfa Canalera), says ICITAP very cmpably met the need for resources and assistance, but 
its representatives did not integrate as fully into the work environment as U.S. military 
personnel working with the PNP. 

Cidrnez expressed concern that @e PNP Academy is still not producing quality police officers 
because of training program deficiencies. Strong public reaction to a training death incident 
has forced some softening of the regimen and G6meq like many other PDF veterans, sees a 
relationship between the toughness of the training and the quality of discipline instilled. He 
also believes that the Academy should include more management training for all personnel in 
supervisory positions, and especially for senior officers. 

The cwrent training priority for the PNP Academy is the development and implementation of 



an officers training course called "Curso de Oficiales" ( Referred to as "Officer Formation 
Course" by ICITAP). This course is designed to provide new officers at the grader of Second 
Lieutenant for the National Police. About 75% of mid-level managers and line oflFicers will 
be eligible for retirement by 1995. As a consequence, approximately 100 new PNP ofltiwrs, 
or more will be needed to replace officers that retire. According to PNP Academy officials, 
the first "Curso de Oficiales" for 40 candidates is scheduled from July to December of 1994. 

The criteria for the selection of cadet officers are 8s follows: 
rank of sergeant in the PNP, high school graduate, age forty or younger, and recommended by 
his or her superior officer. Tha educational requirement cnn be waived by specific requel~f'of 
the candidate's commanding oflticer, but not the requirement to,be a sergeant in the PNP. 

A proposal to include college graduates desiring to pursue a police career as officers in the 
PNP was rejected by the PNP Director. Most police departments in the United States exercise 
a similar policy; supervisors must come up through the ranks. In Panama 
however, entry into th PNP omF 7r corps of college graduates without military background 

might help strengthen the civil police orientation of the institution. For "civilianizinga the 
PNP this may be a missed opportunity. Under the present criteriq only veterans of the 
former PDF would have the fifteen yaars of experience necessary to qualifj for the OfEcer 
Formation Course. 

In addition to the Officer Formation Course the Academy has developed three other, principal 
types of course: 

designed with ICITM assistance to prepare recruits as police. 
Initially, a brief transition course of 120 hours was provided to PNP policemen 
transferred from the old PDF. The present 16 week course includes basic topics on 
police fundamentals and techniques. Drill in military formation and goose step are 
part of this training. . . ce Trcuamg, designed to provide continuing education in police skills. 
This includes firearms training, communications, traffic control, crowd control, etc. 
Prof- Dove- designed to provide supervisory and management training. 

The records of the PNP Atademy reveal that a total of 125 courses have been conducted at 
the Academy since 1990 and a total of 5518 individuals have completed the training provided. 
The highest number of training courses is nine for basic recruit training, followed by security 
training with eight. The Academy also provided special training programs for private security 
guards at a nominal fw. * . 
The Academy does not maintain records on ICITAP sponsored seminars or specialized 
training. This data should be included in PNP training records and the personnel records of 
PNP personnel. According to ICITAP records, from January 1990 to March 1994; 2,187 
participants from the PNP have received training in (1) ICITAP sponsored courses 
(unidentified subject areas, (2) law enforcement conferences, scholarships and seminars, and 
(3) forensic training, scholarships and internships. 



The FTO Program is the sole ongoing effort to evaluate the perfarmance of PNP personnel in 
the field and to identi& weaknesses in the existing basic training program of the Academy. 
The FIT0 Program also provides in-service training to personnel id the provinces. The PTO 
program concept is recognized as valid and important for training personnel and evaluating 
the effect of training upon performance. 

The central office of the FI'O Program is located in the PNP Headquarters building and 
information on activities is effectively posted on data boards. In chargo of the program is 
Major Tomas Garcia, an FBI National Academy graduate, who appears to be a very 
competent and professional officer intent on doing a good job. 

In his view the FTO concept is not working, primarily because of lack of institutional support. 
Further he explained &at, although the ICITAP-financed help from the Houston police 
Department in setting up the FTO program inspired hope, the program execution was not 
adjusted to tit Panama's needs and limited resources. 

Major Garcia cited a serious problem with the bureaucracy and the need for assistanca in 
resolving budget problems. His budget is so inadequate there is no funding even to procure 
necessary forms for FIO activities and paper for reports. Per diem for FTO personnel 
traveling to the provinces is grossly inadequate. Personnel have to use their own mopey for 
program expenses. Further, although the per diem allowable is reimbursed after travel is 
completed, the processing is so slow as to impose significant hardship on personnel who have 
advanced their own funds. 

Since personnel assigned to .the FTO Program lack vehicles and funding to travel in 
connection with their PTO duties, scheduling of follow-up activities is substantially hindered. 
Hundreds of recruits who have completed their basic training and been wigned to the field 
have never had their performance evaluated. 

FTO instructors are obliged to work long hours as a result of the lack of resources and 
support. Although enthusiasm remains high, hard work goes unrecognized. For example, 
distinctive pins for PTO Program graduates have been a source of pride for police pemmel, 
but these are no longer available. Apparently the pins were originally provided by ICITlbP, 
but the FTO Program has no alternative way of obtainiag the pins. . . 

ICITAP documentation indicates the assistance planned for the police academy and training 
programs contributes toward the broad goal of the "Development of the Panama National 
Police." Several training activities are identified in draft program documents developed by 
ICITAP for 1994f95: 



a 

Four weeks of technical assistance for tho PNP Academy to review the present recmit 
training cumculum in order to make improvements or unodifications, Xkes of 
implementation, changes desired or rss&roo~ needed are not idmtified. 
a 

I C ! ! f i r e a r m s  training md its e~tctivenesr &IOU& the I[CITAP/panatn~a 
Liaison 0fhor.  Additional instiuctors in firearms to be provided as needed. It is rrot 
indicated whether the use of force policy will be includad in the firearms portion of! 
the training. 
0 

Training to develop additional instructors, as well as instruction in police survival 
tactics and patrol techniquas. Included are an unspkifidti number of weeks on 
physicai training, defensive tactics, ~ m s t  procedures and stress management. Four 
internships planned, dates and foc&ons not specified. 
0 

(1) Dew-- (Officer Formation Cow* A working group 
will develop a six month curricdum for the new "Curso de Officids" (Officer 
Formation Come), b d  on materials horn the Federal Law Edorcement 
Training Center, Northwestern TtafAo Institute, the Salvadoran Police Academy 
and others. Resource parsons for this purpose will be identified by ICITAS! 
Sixteen weeks of US. technical assistance is programmed for curriculum 
development, to select instructon and generate training materials. I C W  will 
also provide equipment and materials for the Officer Formation Course to 
include course manuals, and desks, chairs, blackboards and other materials :for 
new classrooms constructed by the GOP. After completion of tho first course, . 
working group members, instructon and consuPtantJI will review perfonname to 
identifj. possible improvements in quality and effectiveness. 

(2) c . . 
For a two week c o w  in supervisory training tit the level of sergeant to be 
given tbur times, ICITAP will provide six weeks of' technical assistance to 
design the course and eight we& of technical assistance for the preparatiolr of 
instructors. 

(3) - 
ICITAP will offer a two week "Command Omcer Coursea for Captains and 
First ~ieut&ants% police muugement for oficers "requiring additional 
management skills to. handle increased responsibility." Also, three PNP officers 
will have 12 week internships in the Cornm.md and Staff Course ~t the 
Northwestern University Trac Institute. 

e al Devel- 
ICITAP proposes training for personnel responsible for administration, logistics, and 



accounting to improve skills such as computer use, organizational methods and 
techniques and time management: twelve weeks for administrative and technical 
personnel, in planning, administration, budgeting and procurement; and six to eight 
sponsorships to attend law enforcement neetines and conferences such as the 
Committee for the Accreditation of Law Enforcement Ageilcies (CALEA) and the 
International Association of Chiefs of Police (IACP) Conference. Participation in 
accreditation has been questioned elsewhere in this evaluation. In any event, Be 
description of all this training is non-specific, and does not roved what the training is 
intended to accomplish, Why the U.S. should provide this type of training and why the 
training is needed is not clear. 

" . . 
a of 0- 

Twelve weeks of technical assistance will be provided for four week "decentralized 
training" courses in administrative and technical skills, IClTAP will provide desks, 
chairs, blackbo~ds and air conditioners for a new training site away from the PNP 
Academy to conduct i n - s e ~ c e  training that can not be accommodated at the FNP 
Academy. The distance from the PNP Headquators to the PNP Academy has b m  a 
distinct logistical disadvmtage for h-service training. 

*- 
To expand training capabilities, construction materials and equipment will be provided 
to expand the dininglmess facility and administrative offices, and to prepare an 
additienal unspecified number of classrooms at the PNP Academy. 

The PNP Academy is currently a viable organization, generally capable of sustaining a 
satisfactory level of basic training required for a civil police organization. However, the 
quality of training has not been measured in depth, and should be. Further, in any event, 
there is still need for snlective U.S. material and technical assistance to refine training 
program and improve the quality of training, the training environment and management of 
the institution and to improve the capabilities of the Academy to impart civil police 
competence and attitudes at d l  levels of the 2mamanian police. To withdraw at this point 
might jeopardize U.S. efforts to develop a civil police force in Panama capable of supporting 
a democracy. 

With continuad US. assistance for training, the ne~ative military influences of former PDF 
members in the PNP should diminish as new ofthen and personnel are recruited for the 
police. In addition, the basic strength of the Panamanian police is found in the uniformed 
services, its orientation, and ability to deal with increasing crime effectively and to serve the 
civil police needs of the Panamanian populace. This must be primarily addressed through 
training at the PNP Academy. 

ICITAP provided crucial impetus and vital assistance to establish the PNP Academy. In the 



aftermath of "Operation Just Causen the urgency to establish a training institution for the new 
PNP led to deficiencies in planning and in defining the commitments of the GOP. A master 
plan that defines the neads, organization, resources needed and key objectives of the PNP 
Academy in regard to training programs and specific commitments of the USO and GOP is 
lacking. 

Recommtndaiion: lbat tbe PNP, msisted by ICITAP conuultanb, conduct an assessment of 
fbe PNP 'I'raining Academy in oder  to detedw cunent net& md priorities and how US. 
assistance can best be utilized. 

Reeommondation: 'Ihat specific planning for US. assislance to the Police Academy be 
accomplished in coqjmction wiO appmpirb PNP oltlcial; with an uodentanding of 
expecbtious; what L fo be accomplished; and total I m A B  md COP inputr w d t d  to 
accomplish objcctivek 

Recommendrtion: lhrt an expedenrecd, pmforrrionrl staff member of Icfl'AP be rwigaed to 
pmvide oversight and bchnierl rrsrirbnce needed for M f n g  pmjecb. This person must 
have the expertise to interfa dffectively with PNP staff members to provide expert advice, 
obtain feedback, review progress and ensure that commodities provided support defmed 
objectives. Input from the ICITAP advisor can ensure th3 instructors trained by ICITAP are 
properly used as instructors, that curriculums am continuously developed in line with civil 
police needs, i.e. the proper use of force, operating within the law, etc., that commitments are 
met, and that development of infrastructure, systems and human resources advances as 
planned. 

Recommenddon: Thrt d l  PNP pemonntl nceive the standad basic hining come  or  a 
modified vemion for thonetbat have ncdved only the 120 hour bansitionnl come. Figures 
provided indicate that over 40 percent of .PNP personnel have not received the standard police 
course at Ole PNP Academy. Priorities for training should be established based on a yearly 
p m p m  schedule and training capacity. According to PNP Academy officials, more 
instructors and training equipment are needed if more students are scheduled 

Recommendrdion: 'Ibrt ICITAP h u g h  appmpriate channels, encoumge Ib rscepbnee of 
qualified college gruluabn into the PNP officer bnining pmgmm. This program could be 
initiated as a pilot program with practical police training in the field ss part of the training 
requirements. Under the prosent criteria, the requirement that only those PNP members with 
fifteen years of service caq qualie for the ofllcer course limits the candidates to fonner 
members of the PDF. Mixing h highly qualified individuals from outside tho PNP may help 
make the officer corps more adaptable to civil police service. Thw civil police 
institutiondimtion would be strengthened. 

Recommendation: l b a t  management baifng be pmvidtd to dl ofCicer penonntl of the PNP 
to inculcafe modern civil police ~ e m t n t  pnrticer and principles. Management training 
is intended to educate supervisors, managers and commanders in the principles of modem 



a 
police administration, public and human relations, motivation, resource management, planning, 
budgeting and increasing productivity through effective leadership. Without standardized 
police management training, the PNP will function in the incongruent shadow of the PDF, 
eventually weakeming further the morale and strength of the organization. 

The PNP Office of Professional Responsibility (OPR) is one of the most crucial organizations 
to instill professionalism in the new Panama civil police. The OPR mission is to ensure the 
integrity of the PNP and its operations by investigating allegatiohs of corruption, human rights 
abuses, crime, complaints against the police and violations of policies and procedures by its 
members. The OPR was established with the assistance of ICITAP in November of 1991 and 
presently has twenty-five employees assirnod, of which twenty-two are investigatoa. The 
Chief of the OPR reports directly to the D i r e r  of the National Mice. At this timq the unit 
appears to operate with satisfactory effectiveness and independence within the PNP 
organization. 

Since its inception, Mr. h Colwell, ICITAP consultant and former Deputy Director of the 
FBI, provided technical assistance to design an operational framework and to organize and 
train personnel assigned to the unit. Mr. Don Leighton, ICITAP staff member, also 
maintained limited contact with the organization. The chief of the unit, Licenciada Marisela 
Osorio J., expressed high praise for the ICITAP assihce. 

Licencjada Osorio appears to be a capable administrator who understands the critical aspects 
of OPR investigations and the environment in which the unit operates. There is a general 
consensus that the OPR has helped root out some abuses and cormption within the PNP that 
could have become serious issues. Data indicates that the PNP OPR has investigated about 
1000 cases since its inception. The majority involve abuse, corruption or misbehavior. Many 
cases investigated by the OPR have resulted in terminations or criminal action against 
policemen involved. Eighwtwo people have been terminated as a result of OPR 
investigations since 1991. According to the OPR Chief, their case load is increasing. . 

The OPR hss gained a favorable reputation within the police and P W  persome1 appear to . 
understand and accept the unit's mission. The OPR and its activities have helped improve the 
public perception and ima4e of the PNP. - 
The OPR operates similar to an Offrce of Internal Affairs in a U.S. law enforcement agency. 
Cases are initiated as a result of information or complaints received from several sources: 
citizen complaints, anonymous phone calls, field training officer personnel, anonymous FAX 
reports, fellow officers or supervisors, news media, and OPR leads. In criminal cases where 
police personnel are found to be connected, OPR officers have the authority to effect an arrest 
andfor relieve the officer involved of his weapon and badge. 
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Policies have been developed that require the cooperation of police personnel with the OPR 
during investigations. In addition, excellent cooperation appears to exist between the Ofices 
of Professional Responsibility of the PTJ and the PNP. Some cases are handled jointly. 
Resources for the investigation of important cases are often shared by the two offices with the 
required confidentialit); apparently preserved. It swms the three C's of an investigation 
(cooperation, coordination and communication) are commonly practiced by both organizations 
to a high degree. 

The OPR appears to have achieved good success as an effective and independent of%ico 
capable of investigating corruption, police brutality and ab&, iad in helping to maintain 
integrity in the PNP organization. However, it is doubtfhl that the unit in its present form and 
capabilities can successfully investigate complex cases of high lave1 cormption, drug 
conspiracies or money laundering. For such cases the organization would require 
strengthening and special training. Depending on US. objectives in Panama, 6rfning in tbe 
development and we of infomanb and in un&rrover olpetations might be considend for 
rome memben of tbe OPR and special investigation equipment pnovidcd. Drug t d n g  for 
memben of Ibis uuit ahould be encowaged This is presently not done according to the Chief 
of the OPR 

Training in investigations was requested by the Chief of OPR for about thirty people to 
improve the overall capacity of the unit to handle complex and sensitive cases such as high 
level corruption. Security within the unit is considered lax such as to risk compromising such 
investigations. Assistance in improving the security of the office and its activities is needed. 
Becauge of the importance of the OPR to the prevention of human rights violations, police 
brutality and abuse, we ncommend that IClTAP consider continuing technical and commodity 
usirtance Q upgnde tbe investigdve crpabilitiea of tbc OPR and its abilify otkmise to 
function mom effectively in its mle. 

Currently, there is no organic law establkbing the PNP. The PNP operates on the basis of 
Presidential Decree 20. Even without the organic law in place it appears that public law 
enforcement is working at p satisfactory level. The lack of such set legal foundations does, 
however, seem to frustrate the PNP's internal efforts to institutionalize policies and 
procedures. They rationalize that it would be futile to invest resources in work that could be 
invalidated by the new law when it comes. 

Further, PNP officials indicate that it is difficult to administer certain operations without such 
a law, e.g., the establishment of career ladder components and disciplinary regimen. Also, 
absence of such law can affect the standing of PNP personnel relative to third parties, 8.8. 



.- 
situations of damage or injury resulting from use of force. 

For example, in Mmch 1993, the Supreme Court ruled that whenever Panamanian law 
enforcement officers are involved in a shooting resulting in injury or death they should be 
placed on no-pay status until the internal investigation is completo. The ramifications of such 
a policy are significant. The policeman, already underpaid, receives no income pending the 
outcome of the investigation and legal proceedings, which may take ar year or more. With 
this possibility looming, police will understandably be more reluctant in confronting situations 
where the we of deadly force might be required. Furthermore, undue hesitation on the part of 
a police oEficer in a lethal force situation could give the criminal the advantage to harm the 
officer. The PNP hw already lost over ten policemen in ths line of duty since its inception 
and crime is on the increase. 

. 
Reccmmndalion: lbat  tbe Organic Lrw for the PNP be pusbed at the higbcrt levels Q 
enaum that tbe PDF Ir hirtoy and the PNP can develop within a Ilegd fnmcwork complete 
wifh a cameer ladder and its own civil police discipliaruy code. 

The state of PNP morale, perceived principally through informal conversations with officials 
and sub-officials, is marginal, Most see a need for higher pay and more benefits. Although 
pay has risen at least three times in four years, there is still much room for improvement. 
Indexing to cost of living should be considered 

The issue of appropriate pay for PNP personnel is part of a complex GOP-wide compensation 
problem and boyond the scope of this evaluation. However, morale is also d b t e d  by 
working conditions. Improved management and relationships, better fleet administration, and 
improvement of police facilities as recommended elsewhere in this report for operational 
reasons, should also be pursued for their impact on morale. 

ICITAP is investing substantial resources toward accreditation of the PNP by the Commission 
of Accreditation for Law Enforcement Agencies, ("CALEA"). Accreditation requires a 
commitment of rwurcas at lwds not practicable for the GOP, to achiwe objectives which, 
at the margins at least, ue probably not realistic nor worth the &ort in the Panamanian 
context. - 
Rccommen~on: lht ,  because of tbe sbringent nquinaaents and the expense, tbe 
aecmdilation eflort be considand for tednafion at this p i n t  

Rccommenda4ion: 'Ihrd ICII'AP stop rrponsodng attendance at C A W  quutctiy meetings. 
These meetings are not worthwhile for Spanish-speaking PNP officials who will not be 
involved in an accreditation effort. Even most American police agencies attend only one 



meeting per yoar. 

Lastly, ICITAP Panma spent more than $18,000 to translate the entire CALEA Standards 
Manual. That Manual changed entirely April 1, 1994. If ICITAP considers accreditation to 
be a legitimate organizational development tool for other Spanish-speaking police agencies, 
the cost should be shared more equitably. 

d. U e  of Force P o k  

The PNP policy development group developed a draft use of force policy that covered a 
number of pages, and goes into substantial detail on a force costinuum and prohibited strike 
areas on the human body. The 2nd quarter CY 91 ICITAP report mentions that the use of 
force policy developed by the PNP policy development group had been approved by. the 
Attornay General and PNP Director. A check of a number of officers at PNP Headquarters in 
Ancon rwba1d that none were aware of the existemp of such policies. . 

lR6co~ndation: Tbrt beccrusc of the impolCance of use of fome policy, I m A P  follow up 
on ita drrdting, adoption and diwmirrPbioa. 

The team has detected tension in this project between the traditional Latin American* use of 
many small roadside polica stations and U.S. and European models which tend to reduce the 
number of police stations and use modern means of air and surface transpotaation to provide 
necessary coverage. 

Obviously, in order to work, the traditional Latin American model requires more people and 
facilities and the modem US-European model requires more investment in transportation. We 
should not assume that models developed in the relatively high labor cost, low capital cost 
industrial nation economies are necessarily appropriate to lower labor cost, higher capital cost 
economies of less developed countries such as Panama On the other hand, what was 
appropriate in P k a  one hundred years or'even ten years ago may not be appropriate now. 

RccomnmcMlrtton: 'Ilut ICITAP and PNP eontnct for appmpdrbs coat benefit Pulyair to 
defsdw tbb extent to which, if at dl, Panama might implove covenge and nrponse 
capability by cutting bQEk on penomel and fdlities in fwor of mom vehides and 
communicationr equipment: Such d y s h  rhould be rdl'iciently sophislieated to ePlce into 
account social, cultunl and political rs well as economic values. 

Recommendation: 'Ibrt such d y r i s  be pdonntd rrs part of m ovt~all long term capital 
budget plan befon my rubstmtial further investment in vehicltr or police rtab'ons, This sort 
of analytical capability may or may not be worth developing within the PNP Planning Office 
over the long term. The alternative is to hire it done by expert consultants, Over the short 
term in any event, this task is probably best done by consultants and is probably within the 



competence of Panamanian consulting firms. 

. . .  . . 
f. vs. h&&uy Attihub 

A primary objective of the project is to institutionalize in the Panamanian police professional 
civilian attitudes and procedures us distinct from the military attitudes and posturing which 
prevailed under the Panama Defense Force. The Team was impressed that the younger and 
newer entries to the PNY indicate strong commitment to the civilian police role, while older 
officers especially still tend to look back with nostalgia for the "good old days" when the 
PDF was running the country with commensurate pay and privileges for their officers and 
ready access to funds for facilities and equipment. - .  
Also, in the coursa of its work the Evaluation Tam heard various criticisms of the PNP 
concerning the swmiag continuance or resurgence of indicia of militarism. Such references 
included the khaki calor of the standard uniform, the military fatigue type uniform worn 
around PNP headquarters, the shoulder weapons worn around PNP headquarters, the close 
order drill and particularly the gooso stepping for graduation ceremonies at the Police 
Academy. 

During our inte~ewing PNP leademhip defended the fatigues and shoulder weapons around 
PNP headquarters as desirable in order to provide dofaso against attack upon the facility and 
the high PNP officials there. The strenuous nature of training at the Police Academy 
including the emphasis on close order drill, goose stepping and sharp appearace t h e  justify 
as measures to enhance discipline in the organization. They claim that the more laid back 
Panamanian culture, combined with the low level of education of many applicants, tends to 
require a higher level of emphasis on discipline and means to achieve discipline ,than might 
be necessary with civilian police f o r k  in the United States. And, in fairness, the members 
of the Evaluation Team are aware of substantial emphasis on good marching and shsrg 
appearance in recruit training for U.S. civilian polic~ as well. 

During our intemewing PNP leaders tended to say, without 'prompting, the right things 
concerning their pride in being civilian police. One of the strengths of the ICITAP program 
has besn that the association with prestigious and highly profmiond U.S. civilian police 
orgmhtioas, such as the FBI and leading stado and local police forces, bas helped develop 
PNP belief and pride in the importance of the civilian police function. .And of come, criticlrl 
to sustainin8 pride in performance will be continued strong support for PNP efforts to build 
and sustain their professiod empetace following the departure sf ICITAP and U.S. 
financial support for the police fiurction. 

Recommendation: ' h t  in dew of tbe vitd impadsnee of civilian pnoferrlodism ia the 
pmject god, ICITAP and PNP eontinus to wrtch for means and apporCuniticr to help build 
PNP pd& and pmfcssionrlism in tbtir civilian police c m r .  On the COP side this rhould 
include exbr emort 6, see taat the o v e d l  cornpensadon pmvidcd to the Panamanian police 
mflecb tbe impottance given Q their profession and sqllnization as a key institution of a 



democratic society. 

The most critical priority for ICITAP continues to be the development of the PNP based an a 
civilian police foundation. ICITAP's 1990 Program Description refers to "certain [ICITAP] 
recommendations to the Government of Panama on organizational structure, function, 
description and general police policies." However, the documentation on the assistance 
proposed by ICITAP relative to organizational structure and other items mentioned does not 
sMm to be available. Rather the plamnin~ document describes general activities and 
emphasizes training for the PNP. .. . 
A model precinct was also proposed in the same program description to "transform one of the 
most difficult precincts (Police Area A) into a model police operation with the e x p W o n  
that successfhl practices will expand to other precincts. This task will include training, 
equipment, and full-time technical assistance." This objedve was apparently abandoned 
because of Panamanian concerns for seeming favoritism and disagreement betwoen U.S. and 
Panamanian officials as to how those concerns should ba addressed. 

ICITAPk 1992 Panama Program document describes the following assistance to the PNP. 
Training and Training Resources Development S 900,000 
Management and Administration Development S2,000,000 

S 1,000,000 Vehicle Procurement 

This evaluation Team was not able to determine the extent to which project goals and 
objectives were accomplished withethe funds invested in tho PNP. As in other areas, there 
was no clear articulation of quantifiable objectives to help define what was to be done, the 
resources needed, and what was to be achieved in terms of end impact. 

Recommendation: lhrt m IQlrAP Program Adysie  Gmup be formed to wodc with 
rppmpdrdb P d m  npn#entrtiva to rssers specific goals and objeciivea within the 
ovenll context of the program Pliorifits should be atablisbed and m e a s d e  objectives 
developed in line with sucb selected pdodties. IClTAP cao not cover tbe b m d  nmge of 
nab for tbt PNP and should concenbrrte on civil police infrarsbuctun &velopmcnt, 
impvement of management md civil police training. 

AIso ICkTAP rhould nrrb lout paon for US. expeltr in orpanizalion and ahinisbatton of 
civil police oqanhtions that can assist in infmsbuctum &vdopment ICITAP appears to 
have relied excessively on local individuals with no development experience and only a basic 
knowledge and understanding of civil police management and operations. Further, since the 
inception of the pfiogram, local individuals do not appear to have reported their activities in 
writing, and their work has not been evaluated. Some hiring appears to have been based on 
friendships more than qualifications. 



l m  B. JUDICIAL TECHNICAL POLICE 

The Judicial Technical Police of Panama, known as the PTJ (Policla TCcnica Judicial), has 

I primary criminal investigative responsibilities in the country and is the FBI equivalent in 
terms of national investigations, mission and jurisdiction. The predecessor agency to the PTJ, 
the Panama Departamento Nacional de Investigaciones (DENI), was dissolved following the 

I U.S. invasion of Panama in December 1989. The PTJ was structured to function under the 
Public Ministry as a new agency. Its organization and mandate is governed by an organic 
law enacted in July, 1991. Several hundred members of the former DEM and PDF were 

1- incorporated into the new PTJ organization with an initial strength of about 575. The current 
personnel strength of the PTJ is about 1200. The DEFJI had a sinister and nefarious image as 
a political investigative strong arm for the PDF. The PTJ has a somewhat better reputation; 

I public distrust remains, however. 

Since the start of this police project the overall technical and commodity assistance provided 

I t  to the PTJ has beon less than for the PNP, and justifiably so, since the PNP is a much larger 
o r e o n  whose fwnction is considered of higher priority. The PNP is the uniformed 

_I 
police service in Panama while the PTJ conducts criminal investigations. In essence, the PTJ, 
under the supervision of the Public Ministry and its prosecutors (fiscales), is primarily 
responsible for the preliminary investigation of d l  major crimes. This includes raspopsibility 

I 
for investigating complaints and effecting arrests. By law, any criminal investigation 
undertaken by the PTJ must be submitted to the Fiscalla (Public Ministry) within eight days? 

I 
Although specific statistics involving crime in Panama were not provided to the evaluation 
teatn, everyone in te~ewed  and in a position to understand the situation, expressed concern 
for a high crime rate and a significant increase in robberies and violent crime, especially in 

'7 urban areas. 
J 

Inve- . . . . 2. 

3 The Director of the PTJ was candid in assessing the investigative capabilities of the PTJ. On 
a s d e  of 1 to 10, the Director rates the PTJ at a level of 4 in competence to conduct 

J criminal hvostigations. Tbe investigation of complex cases of corruption, money laundering 
or major drug cases is considered beyond the existing capability of the PTJ. The FBI legal 
attache in Panama City also expressed the opinion that the PTJ investigative capabilities are 
very limited except for its Special Anti-Drug Force or Puerza Especial Anti-Narcbticos 
("FEAN"). This unit is supported by the Drug Enforcement Administration PEA) in 

1 
'According to knowledgeable individuals in Panama, this is rarely accomplished and often 

I results in investigators of the PTJ sending investigation reports to the Fiscalia in eight days to 
get rid of the case. 



Panama, the U.S. Customs attache, and the State Department Narcotics Assistance Section 
(NAS). At present, the FEAN is considered to have strorrger leadership and capabilities than 
other PTJ units. Budget projections and planning appear to be performed at a much higher 
level in the FEAN than in other PTJ units. 

The crime laboratory that existed under the DEN1 was destroyed during the 1989 U.S, 
invasion of Panama Since then, with ICITAP assistance the PTJ forensics laboratory has 
been rebuilt into one of the finest and most complete in the region. The use of the PTJ 
forensics lab to compile and analyze physical evidence is common and important to major 
criminal investigations. Standards used by PTJ forensics technicians are believed in line with 
U.S. standards. The laboratory presently has capabilities irrdocument examination, hair and 
fiber examination, serology, toxicology, analysis of controlled substances, and ballistics. The 
ability of the IYTJ laboratory to analyxe and present evidence is accepted by local prosecutors 
and judges in the majority of cases and Panamanian forensics technicians are presently 
braining forensics officers from othor countries, eg. El Salvador. 

ICITAP gets high credit fkom PTJ forensics professionals for the assistance provided in 
training, technical assistance and in acquiring the equipment needed. All section chiefs 
visited rquested further assistance from ICITAP to solidifjr their expertise and capabilities. 
The laboratory is still weak in some areas of analysis and procedures. For example, a simple 
m a t h  of ventilation where controlled substances are stord is a major problem since 
contamination of people is possible. $ecutity is also a problem as well as training md 
procedures for handling the seizure of a clandestine laboratory. The PTJ forensics laboratory 
at presant has but limited expertise in the examination and analysis of rifles, etc. Recently 
the PTJ ballistics section was unable to match a bullet fouad in a victim's body with a suspect 
weapon available because of insufficient expertise ~a the part of R J  technicims. An FBI 
forensics laboratory eventually conf~rmcd that the suspect weapon was used in the killing. 

PNP personnel as well as PTJ investigators require training across the board in crime scene . 
protection procedures, and in understanding the value of forensics. This will improve the 

. acquisition and usi of physical evidence found at crime scenes. 

The PTJ has a typical Latin American organizational structure based on the division of key 
functions and establishment of management positions that satisftlctorily permit effective 
investigation of criminal cabs. -The structure is similar to the orgunization of the Technical 
Judicial Police (PTJ) of Costa R i a 4  

- - - 

Since 1990 the former Director of the Costa Rican PTJ has been one of the principal 
full-time ICITAP advisors. However, despite the importance of this position and the high 
cost involved, the quality of his work apparently has never been assessed by ICITAP. 



The PTJ is organized with distinct branches or divisions, i.e, Homicide Division, Narcotics 
Division. Managers and supervisors assigned to each division carry a part of the investigation 
workload due to shortage of qualified investigators, lack of training andlor because of 
autocratic management styles. As a result of the above and poor procedures, case 
management md the full uso of investigative personnel is weak. 

The PTJ Director and his senior office chiefs consider training in management and 
supervision a priority. The present PTJ management system is seen ss autocratic, overly 
centralized, and inundated with paperwork. The coordination, communications, and 
cooperation necessary for efficient investigations, are considered woofully inadequate. The 
Director credits the FBI Academy's Law Enforcement Exequtive Development course for 
wakening him to the importance of delegation in management. 'we endorse the view of PTJ 
leadership that improvement of the management infrastructure and management training is 
essential to a capable and professional PTJ organization. 

The PTJ operates in four (4) Judicial Districts within Panama generally working closely on 
investigations with tho prosecutors (fiscales) depending on circumstances. Unfortunately there 
is a history of conflict betwaen the PTJ and fiscales of the Public Ministry that has hampered 
cooperation, coordination and communication between the two agencies in conducting 
criminal investigations. The pilot "Integration Project" developed in Veraguas has helped 
resolve some of the problems between the PTJ and fiscales and significantly improved the 
process and quality of criminal investigation there. Integration efforts are planned for all 
provinces and for Psnarna City. We strongly endorse the inclusion of the Intogratioxi Project 
in USAJD and ICITAP program planning for the future. 

Reconmendation: 'Ibat USA03 rind PCITAP continue tbelr w o k  with tBe PTJ to extend ar 
soon rn fersible to Colon and Panama CJlW the Indeglation Pmject of coogemtion with tho 
Public Mids4ay psecuton. 

There is no doubt that tho Idorship of the PTJ will make a difference in the future 
development of the organization. Turnover of leadership already affected adversely the 
development of Panamanian police institutions, Politicization of the PTJ as well as the PNP 
remains a potential problem for the prof~ionalizatisn of the police. There are three key 
positions in the PTJ that require approval of the Supreme Court of Panama after nomination 
by the Attorney General (Procurador General). The positions include the Director, the Deputy 
Director and the Secretary General of the PTJ. The recent election of a new GOP 
administration may producq changes in the key managers of the PTJ. 

The Director of the PTJ praised ICITAP assistance and the good relationships that exist at all 
levels with ICITAP staff. He expressed concern, however, that there is not moro 
management/supervisory training and case management training for supervisors and managers 
included within ICITAP planning. To operate beyond a basic level of competence in 
investigation, the PTJ needs further development in infrastructure and administration. In 
addition, improvements in management and the development of qualified investigators and 



I - instructors should be considered as priorities by ICITAP. 

The PTJ Director describes the situation of the PTJ as starting essentially from zero. 

I Although many former DEN1 investigators remained in the new organization, most ware not 
strong professionals, they oAon had problems working within the new system and became 
subject to disciplinary action. The new situation creatod a cbticd need for training PTJ 

1 personnel is professional civil law enforodmmt investigators. such training was initiated by 
ICITAP at a temporary training site near the PTJ Headquarters, then later moved to a new 
PTJ academy at a permanent site. 

I b* - 
I (1) - 

On October 1, 1991, the PTJ established its academy at a former U.S. Navy facility near 

J Summit Gardens in Garnboa. . A  three story building wss remodeled to provide three 
classrooms, administrative oflices, quarters for approximately 30 students, a kitchen and a 
dining facility. 

I 
J Inspector Ray W n ,  a former DEN1 officer, was appointed as the first Director of the PTJ 

I 
Academy. Approximately 20 individuals were subsequently assigned to staff the institution. 
As personnel designated for the PTJ Academy were assessed by ICITAP consultants, they 
were found to have no previous experience in law enforcement or a5 instructors. As conflicts 

'I 
developed between the PTJ Director and the new Director of the PTJ Academy, the PTJ 
Academy acquired a reputation as a "dumping groundu. Despite internal difficulties, with 
ICITAP assistance a basic course of 420 hours was developed to train detectives and began 

.I 
on June 15, 1992 with 102 students. The course apparently included extremely tough exercise 
sessions and harassment by instructors that continued after normal training hours. Twenty- 
three candidates either withdrew or were eliminated from the first course. 

I Six months later, a second basic course was initiated with 100 students selected for training. 
Training was then apparently m~dified to include instructors from the University of Panama, 
the Forensic Medical Institute, the Supreme Court and others. ICITAP assistance with ' 

training continued and instruction was provided by ICITAP instructors on the important topics 
of report writing, interviews, crime scene search, and firearms training. Of the 100 students 
that began the training 85 graduated and were apparently hired as investigators. 

In May 1993 a third course was held at the PTJ Academy. Instruction on narcotics 

1 investigations, law and the limited use of force was added to the program. A total of 128 



450 investigators have not been trained in a basic investigation course, He believes tho YTJ 
Academy should expand its training capacity because adequate buildings and space are 
available. Lack of data and computers needed for programming was noted as a serious 
constraint. 

Although the present situation at the PTJ Academy does not indicate strong support from the 
Director of the PTJ, he says that he considers training a priority. Ha is aware that many 
investigators have not received basic training. He explained that initial planning for the PTJ 
Academy was too rushed without sufficient thought to programs or resources nbded, and 
instructors did the best they could under the circumstances. He explained that PTJ training is 
now playing catch-up in training while attempting to reorganira. Ha believes there is more 
timo to plan now, to organize and to develop a competent corps of instructors and programs. 
This sesms true but none of the above seems to be moving. , .. .. 

According to the PTJ Director, the first training courses given by ICITAP consultants were 
oriented toward U.S. practices and not Panamanian needs, and the training materials contained 
mostly American methodologgt. In fairness, however, one of the training manuals was 
developed by ICITAP consultant Lic. Minor Calvo, the fornet Director of the Technical 
Judicial Police in Costa R i a  At present a Panamanian magistrate and an nttornay from the 
Public Ministry are providing technical assistance on the devdopment of training programs. 

ce Prmsed for 199A 

The Director of the FTJ believes that ICITAP lass been atremoly helpful and good 
relationships exist. The PTJ Director of Training counts on ICITAP assistance to help her 
resolve management problems at the Academy and to assisi in the future development of the 
institution. However, a meeting of the minds between ICITAP md PTJ leadership is 
necessary to carry out future programming. The 1992 objectives of ICITAP concentrated on 
cuniculum development and development of l e  ougr;limzp.tiaan needed to accomplish training 
needed. However, evaluations by ICITAP or the PTE to determine the effectiveness of the 
courses provided, in particular the basic course, was apparently not documented. What 
appears essential is a coherent plan to determine future needs of the PTJ Academy and 
programming for the next tws years. 

Tbe current draft ICITAP planning document for FY94 defines its goal as follows: " A 
Judicial Technical Police capable of producing, through training, professional civilian law 
anforcement personnel prepared to meet organizational requirements for providing law 
enforcement investigative sew& to the community M a component of the Panamanian 
criminal justice system." 

1 The same document continues to use the FY 92 objectives for the PTJ Training Division and 
Academy: 

Continue development of Training Department abilities to develop and support 

1 training programs. 



Strongthen basic recruit training programs. 
Enhance basic and special investigrrtive skills of PTJ detectives through ICITAP 

training courses. 
Provide for professional development of PTJ parmnnel through conferences, 

seminam and management courses. 
Support improved working relations among PTJ, Public Ministry, and Judiciary, 

According to HCITAP documentation, with PX 9Cl91 h d s ,  ICITAP training reached 467 FTJ 
oaten, 284 in basic investigative skills, 139 in special skills courses, md 44 in management 
com81~. ICITAP also helped dovelop the current 12 week basic investigator courso, and tho 
budget requiremends for tine bssio training program, mong gthera. 

A November 1993 ICXTAP intemnl documant concerning tedwical assistance identifies 
several sum of assistance for the PTJ in 1994. The principal ar&is' identified in tho 
dwunaent include: 

. . o f 0  
Two instructor davolopment and two instructor 
certification courscw. $45.000 
Expenses for Academy Ct dinator for t h m  months 20.000 
Total $65,000 

Dwelopment of an operational and procedural manual, 
technical assistance for Vorqpaas Project. 
January - March-c0nsultant to develop manual $1 2,000 
Jantoary - March-expenses for m~rsdtant, 

Verugulus $30,000 
Materids for raand - 

$47,000 - 
. .  . 

Pevelo- %Wm . . 
A driving course for PTJ personnel, to protect the U.S. investment in PTJ automobiles. 
The Panama Canal Commission is providing training free of charge in the area of fleet 
maintenance. 

A . . Cost $30,080 

There is no p r o s p p o r t  the PTJ Office of Profdssional Responsibility (OPR). 

m-e Dm, lamm 
There is no prevision to supprt the PTJ forensics laboratory except for basic 
supplies. 



* This item concerns vehicle theft and criminal index computerization program, and 
includes development of a manual. Narcotics enforcement assistance is diminatad until 
additional funds are received. 
Consultant to completa production of manual $1 5,000 
Consultant f a  f ~ r  12 months $20,000 
Equipmen8 and Supplies mL!X!Q 

$55,000 

The Total Proposed is $197,000 

It is not clear to the Evaluation Team why consultant' fees yary so widely from $1,600 to 
$10,000 per month. The latter seems high. 

, , . .  . . . . . . . ,  , . . . 
t . .  .. . , , - . -  .. . . . ..' , . . . . : : . a .  

d. . . - . - . . , . , , . .. . . ,  . . .. a. 
- ,  

., . .... ..  . 

The Zvaluation Teanm does not concur with. the programming described above. 

RacommAaA.eon: 'Lhat ICRlAP and PTJ nruer Qaidng phi t ier  along tbe lincr ideated 
blow. 

Training of investigators and perso~el  is the Q& way Oo improve the ability of the PTJ to 
conduct &active and complex investigations. It appears the PTJ Academy is presently 
saering from mute management problems and is in disarray. By her own admission, the 
Director of Training for the PTJ is .not in control, needed resources have been denied, and 
lTaining overall is at a near standstill. One ICRAP sponsored come on auto theft was 
u n d a .  at the Admy when the Evaluation Team visited the facility. 

Recommenddon: 'Ihrt to upgndc tbe PTJ Acrdcmyb capability to plovide for effective and 
wprnded thing, the PTJ and ICRAP place mom empbaris on stnngthening the 
mamgemmt and adminiatdon of tbe PTJ Academy and iQ inf'tructun. l h i n  should 
include tsclmical raaisbaee to a q h  pmpedy so that planaing, prognmmlng, -dulhg 
and opelrbtom can be effectively developed. 

Rccommeadrtion: 'Ihrt ICfTAP assist lbe PTJ Academy to evaluate tbe h i e  inveatigdonr 
come a d  p m o b  bnalc bndning for JI invc~btgdon, 

Training is needed to imprqve the quality of investigations by supporting the integration of 
the investigative work of the PTJ with that of the Fiscales (Prosecutors) of the Public 
Ministry. The Piscales prepare the complaint, prepare cases and prosecute cases. 
investigations are of?m controlled by the Fiscales and canflicts o h  result that can 
jeopardize a case. There is already an ongoing effort through the "Integration Project" to 
improve the working relationships between the PTJ and Qe Public Ministry and thereby 
improve the quality of investigations. 



0 
Rscornmendrrtlon: That tbe badc traidng p m g m  for W J  invcstigaton clarify mlcr and 
&fine the pmccsw for cflective inbgmtion and coopemtion wilh the Public Ministry on 
criminal investiglltlom. 

Planning appears lacking in terms of the strategic importance and operations of the PTJ 
Academy. Much has been invested in the PTJ and its Academy, but the Academy appears to 
be dead in the water and the capability of the PTJ to investigate mnjor crime is assessed as 
low. Major crime has become a serious problem in Banma Special training is required for 
personnel of tha PTJ to investigate homicide cases, corruption and white collar crime, 
kidnapping, auto theft md narcotics cases. 

Rccommendrrtion: 'Ibat ICITAP emphasize further &velopmcnt o f  tbe PTJAcademy, tbe 
Impmvement o f  tbe o q d d o n  d management, tbs acquisition o f  rupport reru3cw Q 
pmglrm instnretion, M g e t  for a n g  c o m a  rchedulad, and to plan tbe expamion o f  th, 
frri l l iy to accommodate mom rtudmhr. . .  . . . . . . . .- 

Recommendrrtion; 'Ihrt ICnrAP work with tbe PI'J and tbe Public Minithy to debdm 
m& d priodttcs, &fine objectives c l d y  and o w n  GOP and USG agreement on what i s  
to be done and 4k mounccr to 16s obligrrdcd in conwetion with defined ob~cl ivt l .  Ihe ll'J 
should budget for tbs exp&nrer of crrh trrriidng come witb d l r b l e  IClTAP funding 
dincbd t o w 4  infmttuctm development; i.e. e x e o n  o f  facilititr, procmment o f  
6aining equipment, establi8hmcnt o f  a libmy, additional bmspott, t e c ~ c d  msirtanb and 
tnidng by PClT.AIP consultants. 

The PTJ Office of Professional Responsibility (OPR) has the same mission as the PNP OPR 
and was established for the same pwpose in 1990191 with ICITAP assistance. Technical 
dstance to develop the OPR was provided primarily by ICITAP through Lee Colwell. Don 
Leighton and David Wattley have also provided technical assistance oversight. 

The Chief of the OPR is Licsaciada Ana Bouche who appears to be a capable administrator. 
Fourteen omployow we assigned to the OPR but only seven appear to be investigators. The 
OPR Ofllice has limited sequrity procedures and precautions that could easily compromise the 
conduct of sensitive investigaticins. 

Statistics provided by the Chief, of the PTJIOPR indicate the unit has been busy since 
inception. Six hundred eleven complaints were investigated by the PT'JIOPR from 1990 to 
1993. The majority of complaints are initiated by PTJ staff. Eightyseven cases of 
corruption, 34 cases of escapes of suspects and 26 cases of poliw brutality were investigated 
during the three year period. In the last two year period, the Chief of the OPR has closed 



two cases administratively. Sixty-two cases have been investigated by the PTJIOPR thus far 
from January through May af 1994. 

The Chief of the OPR decides what cases are to be investigated and how the investigation 
will be conducted. We were informed that in many cases the OPR Chief personally directs 
the investigation depending on the circumstances of the case. Sources of information or 
complaints are similar to the PNPtOPR: citizen complaints (telephonic, written or personal), 
anonymous phone calls, fellow officers or supervisors, news media, and requests from the PTJ 
Director. 

The PT,J/OPR does not provide opinions or racommendations on disciplinary action that 
should be taken on a case and provides only the facts u d&eloped by the investigation. 

The OPR Director said that excellent cooperation and coordination exists between the OPR of 
the PNP and her unit. Ofiicedmvesti~ators ah o&'on'lo&~ or work jointly to investigate a 
case. A recent example of such a joint investigation involved a PNP captain caught 
smuggling large amounts of merchandise f i m  the Colon Free Zone. Other cases undertaken 
jointly are pendhg. 

According to the PTJJOPR Chief, the Unit works closely with the prosecutors of the Public 
Ministry to conduct investigations. As a result, they have improved procedures for 
preparation of ceses, such as the requirement that a witness or suspect sign their statements as 
well as the investigator involved in the case. 

The PTJJOPR appears to have good credibility. PTJ personnel appear to understand that the 
unit ~qonitors behavior of employees, performance, and possible violations of the policies of 
the PTJ andlor the laws of the nation. 

Recruitment of OPR personnel is based on background chocks, and the completion of basic 
training at the PTJ Academy. Personnel selected are generally new employees with legal 
trainin8 if pssible. New employees undergo psychological and drug testing prior to 
assignment. 

PTJJOPR appreciates its ICI'Ii4,P assistance and indicated additional needs for special training 
in internal affin investigations, and commodity assistance in the form of word processors, 
photographic equipment, radios, and night vision devices. 

. 
b. and 

1. The PTJJOPR is an important factor in maintaining integrity in the PTJ, and helps address 
violations of human rights by PTJ employees, many of whom are former DENI personnel. 

The organization is generally effective in what it does, but it is substantially limited to 
uncomplicated cases. There may well be other less simple c a w  which go undetected or are 



beyond the OPR capability to investigate successfully. This can not be determined without a 
more detailed evaluation. 

The PTJIOPR contributes in a practical sense toward L a  inteaty of the organization through 
investigations of allegations and irregularities, It also influences employee bohavior and 
public opinion. The assistan& by ICITAP has lent credibility, improved eflectiveness and 
helped provide tho staturd needed by the unit to maintain its independence and obtain the 
respect and support of the Director. 

Recommendation: Thrrt I m A P  continue limited assistance Q QPR by pmviding special 
brrining d limited commoditieti, such t~ a computer, a few p o m e  radios and other 
lrclected equipment 

U.S. assistance to the PTJ under ICITAP is difficult to t rw because of the numerous 
activities hvolved and vague program docments that do not clearly specie what was to be 
accomplished. The 1990 ICITAP Prom Description for Panama was an initial effort to 
define US. assistance. That document refers to an ICITAP assessment team that apparently 
reviewed the PTJ organizational charts and statiing requirements provided by the PTJ 
Director. Reportedly, after some further r d  and analysis, the ICITAP toam p~vided  
recommendations, which were not available to the wduation team. The planning document 
included a brief assessment of the forensic laboratory and the facilities left after the invasion, 

' 

with emphasis on its lack of capabilities. The document then proposed focus on forensic 
science development and training, but did not specify what ICITAP planned to accomplish. 

The 1990 ICITAP program document also identifies these other areas of activity for U.S. 
assistance: 

c Tr- An ICITAP specialist to "study the feasibility of 
implementing a scrreening program for recruits, basic courses ,for instructors and 
follow-up field training". (See discussion of r d t s  at III.B.4 ) 
D e v e p  the ICITAP responded to a request fiom the 
Attorney General of Panama to assist in forming a Task Force to draft an appropriate 
law for the Legislature "to legally place the PTJ within the Department of Justice". 
(ICITAP participated "q advisors to the groups" to ensure the needs of the police 
services are reflected in the law. An Organic Law on the PTJ was passed, by the 
Panama Legislature.) 

us Dove-: To meet changing needs, the PTJ was 
determined in need of restructuring as follows: 

Creating an internal affairs ofice (OPR). (This was accomplished. See 
discussion at III.B.5) 

Developing a stolen vehicle section. (This is underway.) 



Reassigning personnel to areas once crime trends are developed. (Not 
accomplished. See discussion of CONADEC at m.D) 

Developing automated procedures for case management, evidence and 
national level indices. (This has not been acwmpli Jd,) 

Improving coordination botwaen field units in Panama, the region and 
Headquarters in crime investigation. (The "Integration Project" helps.) 

Training in crime scene evidence and protection. (Included in training but 
with unsatisfactory results.) 

Development of guidelines and training for a new narcotics unit. (The FEAN 
is effective and viable, but with assistance of U.S. agencies other than 
ICITAP.) . 

Creation of a section for handling juvenile c r i n k  (This operation is 
incomplete.) - , .  

Development of a policy on liaison between the PTJ and Institute of Legal 
Medicine. Coronerxports are not directly available to the PTJ. (Thir ir 
uncertain. The issue of  perati at ion and coordination between the laboratory at 
the Public Ministry and the PTJ laboratory should also be addressed.). 

I@ITAP hmding programmed to a d s t  the PTJ in FY 92 was as follows (in millions of 
dollars): 

Training and Training Resource Development 1.3 
Management and Administrative Development .7 
Vehicle Procurement .S . 
Forensic Science Development A 

Total 3.0 
1 

The investments made are unknown. Funding levels for FY 94 are not available 

b. Conclusions and R e c o m  

IClTAP assistance to the PTJ has enabled the organimtion to develop an infiastnrcture with 
important components that enabIe the organization to accomplish its mission. The 
achievement of any defmed objectives is difficult for the Evaluation Team to determine. 
Improvements are discemable, however, in infisstNcture development. 

R e c o ~ o n :  lbrt IQTAP continue assirtrace for the PT4 to assist in impmvement of 
management idomdon syriems, fonnsicr capabilitier, o v e d  tnidng and to extend l&rs 
covenage of the Inlegdon ~n , j tc t  It ir 8uggwted that pdoli(kr be esbblished via dw 
planning mute and agmmenQ on objectives and commitmenb bc obtained in wdtfng fmm 
tbe COP. ICITAP staff could focus on specific activities that can be identified md memuxed 
in tcnm of end impact 

Rccommtndalion: 'Ihat ICITAP dedicate mom nsourres and time to monitoring and 
evaluating the impact of U.S. assistance in the vdow activities. Mom follow-up on the 



0. 

baining rc?ivihs of tha PTJ is needed to evaluaQ impact of trnining on prConnanca 

Recommendation: Thrt USC influence be exetfed on tbe COP to obtain an incmm in tbe 
budget allocation for the lYTJ to expand (he WJ Academy, rtnngthen h e  OPR and continue 
infnaebuchurr &velopment. 

Coordination and communication between U.S. agencies in Panma involved in drug matters 
is necessary to prevent conflicts and duplication of effort. This is aspecially true in regard to 
training and enforcement efforts. 

IRacommendation: 'Ihrrt ICIITAP and npmsentablvea of DEA, Cytomr and NAS continue 
tbeir clore coodination to enbrnce the effectiveness of ongoing rasrirlance 60 tbs PEAN and 
o h r  dmg enfommcnt e f foa  in Paoama Q attack tbe problem, 

, - 
Recommendation: 'lliat, dtllrough tbe modes M i c k h g  pmblem in Q~lnarinr ir redom md 
A . m # i ~ Q t b s U n i Q d S t r d u , f o r ~ ~ o n 4 b s ~ . l b r r r c e c u Q o t b e r m p p r f , d . .  . 

.ICETAP should tocw on the overall ability of b PTJ c twerligdm crlma. 

C DEPARTMENT OF CORRECIlONS 

Corrections is an area for assistance that can become bogged down in a quagmire of 
economic and political issues. Nevertheless, it is considered a critical area in the overall 
system. of criminal justice and important to, and supportive of, U.S. democratic inioiaoivwi in 
Panama Corrections in Panama is a serious problem, and in a democracy the system is 
linked inexorably to law enforcemant efforts and the processes of the judicial establishment. 

The corrections facilities in Panama are greatly overcrowded and the prison population is 
i n c r d n g  at the rate of 1,000 new inmates per year. Attendant to the overcrowding ,are 
inhumane conditions of incarceration, brutal treatment of inmates, a wus disregard for inmate 
programs, sanitation problems, and the entire spectrum of organization, administration and 
staff~ng problems. A principal part and cause of the problem is the backlog of people 
incarcerated that have not been tried for their alleged crimes or not been sentenced aftor their 
trial. In some institutions, over 80?? of the inmates have not received due pracess. These 
conditions in turn create a high potential for violence in correction facilities. Disturbances 
and riots occurred at La Modelo and David in the past twr, years. 

Historically, the causes of these bad conditions have been lack of funds appropriated for 
corrections and apparently a general disregard for the plight of the inmates by GOP legislators 
in the budgeting process. Cmel prisons also served the punitive interests of the fti;mer 
military dictatorships. Many former National Guard officers and others that were involved in 
or were suspect of subversion and coup attempts against Generals Torrijos and Noriega 



wound up in Coiba, an infamous island prison located approximately 200 miles from Paname 
City. 

The need for help in Oha corrsctions area is extensive. For this reason, priorities must be 
established with emphasis on specific objectives. Tile existing correcoions system has a 
nebulous chain of command and organizational structure at best. The funds available to the 
National Corrections Department (nDNCW) to improve conditions in prisons are not adequate. 
The expenditure per inmate per year is lass than $100. The prison system and its facilities 
are described in more detail at Annex 1. 

The situation presents an opportunity to help the GOP initiate q d  sustain improvement and 
reform in corrections such as to produce msjor chmges in the treatment of inmates. 

*Jnited States assistance in the corrections area was initiated approximately a year afte3 
"Operation Just Cause." Such assistance k corrections is based on Section SSl(a) of the 
,Foreign Service Appropriations Act (P.L.108-87) which provides ftnding to improve p a d  
4nstitrQons and rehabilitation of offaders in Panama 

?I Febnuy of 1991, a team of four corrections prof~sionals from the National Institute of 
.ondons (NIC) and the U.S. Federal Bureau of Prisons traveled to Panama to stuvay 
'vmemanian Corrections Institutions. The assistance was requested by the ~anamanib 
Gbvernment and supported by ICITAP. The team's survey report emphasized the deplorable 
state of Panamanian correction institutions and made various recolamendations for U.S. 
assi!#ance. Subsequently, four top officials of the Pmama corrections system, including the 
DNC Director, Lic. Nilka de Saenq visited the United States to study operations at US. 
corrections institutions and to obmwe U.S. methodology and corrections administration. 

Raponding to the perceived need for continued corrections assistance to support US. 
administration of justice objectives in Panama, a U.S. corrections expert, Mr. Robert 
DeChenq was assigned on permanent status to assist in corrections matters under ICITAP on 
October 1, 1993. 

A visit to Panama in February 1994, by hrlIr. Lany Craven, an Associate Warden at the 
Federal Correctional Institution in Balstrop, Texas, centerad on a review of conditions at five 
major Panamanian prisons and qn developing recommendations on security issues, operational 
policies, and procedures. The conclusions reached by Craven confirm critical problems of 
overcrowding, a backlog of pretrial detention and sentencing and the severity of conditions 
that prevail in Pmamanian corrections fdlities. 

In April 1994 ICITAP sponsored a strategic planning seminar including top officials of the 
Panama Department of Corrections, which covered mission statement, organization and key 
policies for corrections. 



A Project Description for this portion of the ICITAP program and funding in the amount of 
$126,000 was included in ICITAP program documents for 1993. Program documentation for 
PY 1994 cites several broad areas of assistance defining proposed input and desired outcome. 
However, major objectives and timo frames for accomplishing maljor objectives need, to be 
more clearly defined. Funding for this project in 1994 is estimated at $250,000 to accomplish 
institutional devalopmcant goals, and reforms in facility operations and procedures. This 
included technical assistance, training and commodity support. 

The present GOP budget for corrections covers prisoner m$ntenanca, employee salaries and 
overhd, Funds for training or institutional development are ehremely limited or non - 

existent. . . 
- .  

dtwtion in the panam ~onectionr ~op&ent will require an ursssmat by prison 
experts, with Panamanian participation to address proper organization, inadequate 
overcrowdng of inmutes, a need for additional facilities, training for DNC papsomel, security 
risks at dl facilities and chronic problems in administration and tracking systems. 

Corrections facilities are desperately needed to increase prison capacity by at laast 1,000 beds. 
The locations must be studied and nseds assessed on what can be planned realistically based 
on a forecast of inmato population, Crime in Panama City, Colon, and David is reportedly 
increasing and more arrests are severely overcrowding prison populations in Panama 

Because of the broad range of problem arw, ICITAP assistance should focus on identified 
priorities and definition of measurable objectives that integrate with firm GOP commitments. 

Corrections officids believe professiond development of the vstem and training of 
corrections officers will improve treatment of inmates, prison conditions and the overall 
management of frrcilitieer. 

The system is presently corrupted sornewhat by politics with appointment of political hacks. 
With a new government recently elected in Panama, replacement of key corrections officials 
trained by ICITAP is very possible. 

. 
Program documentation prwedy available for the ICiTAPIPanma corrections program for 
1994 represents a planning document designed for the "Development of the Panamanian 
Department of Corrections (DNC)." Within this broad goal two mqjor objectives are 
identified. 



The outcome sought by ICITAP is, " a national Departmont of Corrections with a clearly 
defined mission capable of developing sound goals and policies to mvage its penal system in 
accordance with internationally rexxqpimd standards." 

ICITAP has provided technical assistance in planning and organizational development to 
support the infrastructure development of La Joya Prison, This institution is intended to serve 
as a model for the development of corrections facilities thqoughout Panama La Joya is a 
new facility located at a former PDP military base known as ~ 6 r t  Cimarron about SO miles 
from Panama City. The recant bauguration,,of the pris~n.has pro+ded, morq space ,for 
inmates. Security pqlicios,and procedures being implemanted,st La Joya are axpected to be 
expanded to other Panamanian prisons. Two key corrections officers assigned to La Joya 
have completed training through ICITAP at a U.S. federal prison and will assist in this 
endeavor. 

Ten key correctional officials have participated in a workshop conducted by the chief of 
strate& management for the U.S. Burmu of Prisons and durin~ the workshop identified 
msjor goals for the DNC, including the creation of a new Penitentiary Law and the need for 
construction of new prisons. During the past year, the ICITAP corrections consultant 
reviewed inmate human rights issues and recommendations were provided to the DNC that 
meet United Nations and other internationally accepted standards. 

For 199.4, ICITAP strategy to achieve objective A includes technical assistance, training and 
commodity support for the following program elements: 

-: ICITAP will provide assistance in the development of the 
DNC mission statement, goals, objectives, strategic planning, development of policies 
and procedures and organizational development. . . .. of PNP a DNC ci- to 
The 1995 GOP budget to fund DNC positions to replace PNP at La Modelo Prison, 
and two women's prisons in Panama and Chiriqui, and the 1996 budget to replace PNP 
with DNC officers in the prisons at Renacer and David 

In order to, decrease the inmate population, ICITAP will pursue with the 
DNC a review of appro$riate inmate cases for release on parole at two-thirds of 
sentence completion. 
-: ICITAP will provide technical assistance in security by a , 

US. Bureau of Prisons expert, and several internships for Panamanian DNC officials 
in U.S. corrc::tional institutions. 



The outcome proposed is "a National D~psatmont of Corrections with correctiond personnel 
well-trtiinad in the basic correctional techniques, along with a core of instructors capable of 
maintaining training proficiency for 'all' custodial personnel." 

An un~ecified number of entry level officers received training and familiarization with 
contemporary corrections concepts and procedures under tho auspices of ICITAP. One 
hundred and forty o@cers were trained in basic conrectionstecMques. Ten employees ware 
selected to function as instructors and to provide training to all DNC personnel. These 
instructors will form the cadre for a proposed DNC training academy. With PCITAP 
assistance, the DNC has developed and impleinented a code of conduct for corrections 
penonnd, disciplinmy gmdures, post orders and emergency plans at La Joya, a major 
project in the plan for institutional development. 

The ICITAP planning document identifies technical assistance and training for the M e r  
preparation of corrdctions instructors. Also, ICITAP, through the U.S. corrections advisor, 
will monitor and help provide quality control for the.training conducted by those inspuctors. 

In addition, technical assistance will be provided for the development of a modern secure 
records system and a management program for faciliti* and maintenance. 

5. 

1 Several assessments of the prison situation by ICITAP consultants provide a grim picture 
of conditions in Panama's corrections facilities. We concur that the improvement of the 
generally deplorable conditions of prisons in Panama is a human rights opportunity as 
perceived by Panamanian officials. The assessments substantiate the need for a major GOP 
effort requiring external assistance. Without firm commitments from the GOP, U.S. 
assistance will be ineffective in the achievement of substantial reform, especially at the 
strategic level. 

Recommendation: flut GOP cgmmitmtnfs be rpecific in nlation to defined objectives, 
documented md signed by approprirbe GOP oflicidr within rm ovedl pmject agmment 

2. This project impacts significantly on human rights issues and the crime problem in 
Panama The program appears to be off to a very good start with strong collaboration 
between ICITAP advisers and Panamanian officials. GOP officials perceive that IClTAP 
assistance is critical to sustain efforts of reform in Panama corrections. The current Director 
of Corrections in Panama praises the work of ICITAP, particularly that of Mr. Robert 



DeChene, the U.S. Corrections expert assignad to the project. In a visit to La Joya prison, we 
observed that Mr. DeChene is greatly respected by his counterparts and his assistance is 
counted on. He speaks Spanish fluently and is considered very effective in working with 
Panamanian counterparts. U.S. objectives, however, in the corrections area must be 
realit~tically and precisely defined. 

Rccommendablonz ICITAP should suppolt continuity in mmgement personnel, especially 
Qose bained with U.S. msistance. 

3. Due to current limitations on funding, the principal priorities for U.S. assistance must be 
determined and efforts concentrated on the achievement ocdefmed measurable objectives and 
subsbjectives. 

Recommendation: IClT,AP should select pdodtier for US. mristance in conectioly define 
specific objectives clearly and establish ctlbda for m e m d l i t y .  

4. The fundine planned for corrections at the level of $250,800 for FY 94 will permit fM1 
time services sf a corrections dvisrsr to assist in (a) institutional improvement, improvement 
in adminiartration and treatment of inmates, and @) development of the La Pbya fwility to 
improve prison conditions and to provide additional space for 1,000 inmates. The funding 
level proposed will provide corrections training (internships) at W.S. prisons and other 
institutions. 

Recommendation: 'Iltat US. assistauce to Panama for tbe impmvemnt and n f o m  of 
comctiona be continued for PY 94 and FY 95 3 a masonable level as justified by the 
IclT"* An inclrase in funding is not ncommen&d at this lime tmlcarr other exigenctea 
develop 

Recommendation: ll'bat iate1mhipa be sougbt by ICllTAP at appmpdads 8- pdfions orcity 
detention fwilities that am closer in size! to Panunr prisons and wben Spanish fluency is 
 waila able. 

Recommendlrrtion: Thrrt commodities support specific objectives and be atalistic for Panama 
prisons Critical commodities are vehiclos appropriate to transport prisoners, communications, 
security equipment (i.e. metal detectors) and equipment needed to start up prison industry 
program!% 

., 

D. COMMlTIlEE FOR THE ANALYSIS OF CRIMINAL STA'PZSTICS 

The National Committee for the Analysis of Criminal Statistics (Spanish acronym 
"CONADEC") was formed to better capture crime analysis data and model this data capture 
after the U.S. National Crime Information Center ("NCIC"). . . 



The original Field Incident Report Form ("PIRF"), a simple one-page flair  shaped like a 
citation book, wrs used in the model precinct, but was lator abandoned in favor of the newer 
incident report developed by CONADBC. The newer Incident Report is intended to provide 
tho basis for data capture for a uniform crime-reporting system. 

The CONAUEC function of gatharing c;rirninal statistics is essential for effective planning of 
police progrnms and evaluation of perfe~mance. During ow interviews, however, we leanred 
that CONAIIEC has become moribund because of malferasanco and/or other failure of 
pedormancs by key Panamanian personmel. 

Recommandationt l[krt ICPIAP work vwitb the appmpriate mthpdtica to belp meneqiza 
WNADEC 

For democratic institutions such as the court system and the police, public perception of 
peffomance and attitudes can be as important as the fact thereof. The facts of good 
performance and attitudes are, of course, a major factor determining public perception. But, 
no matter how good the performance or the attitudes, for the courts or for the police, if those 
institutions are not gonerally perceived as competent and credible, their effectiveness, and the 
effectiveness of the government under which thoy serve, is substantially weakand 

To gain a sense of external perceptions of the police, the evaluation t a m  included among its 
interviews cr broad spectrum of people outside the police and government of Panama, 
including academics, journalists, human rights activists, business people, lawyers, and other 
private citizens, both Panamanian and American residents in Panama We inquired 
concerning their perception of the police in various aspects, including police respect for 
citizens and their rights, police vulnerability to corruption, and public confidence in police 
competence. 

Without exception, there was general perception of improvement in both the PNP and the PTJ 
over the situation before December 1989 and a notably favorable dynamic of continuous 
improvement over the per iodhm January 1990 to the present. Equally consistent was a 
distinction between the PNP and the PTJ, the PNP being given substantially higher marks 
than the PTJ. 

- 
As to the PNP treatment of the public, one observer drew a comparison thus; whereas before 
perhaps one of fifty of the Panama Defense Force police wodd treat a civilian with civility, 
now the situation has so reversed that perhaps one in twenty five of the PNP would llqt treat 
a civilian with civility. 

There still persists a perception of corruptibility for both the PNP and the PTJ, but of a 
substantially lesser magnitude than existed before. For the PNP, for example, there is a 



yorception that, in general, people can buy their way out of minor motor vehicle violations, 
but there is nowhere near the amount of extortion through spurious Elllogations that existed 
previowly. The perception of the PTJ, on the other hand, is of more serious and widespread 
corruptibility, A few interviewees volunteered that the police should be better compensated in 
order to reduce their vulnerability to such corruption. 

Among human rights activists in particular there is still considorable apprehension that the 
police consist of virtually tho same peaple as before. They may wear different uniforms, they 
may be operating in a different style, but underneath there is the capability for the same sort 
of abuso which prevailed before under the Panama Defense Force. Among these few, there is 
substantial lack of confidence in the commitment of the palice the principles of civilian 
control and nonintervention in politics. 

As to politics, however, the police seem to have convinced many people of thdr apolitical- 
attitudes though their conduct in the recent election. No one accuses them of taking sides, 
and several people commented on the prevailing maintenance of public security and lwk of 
disorder during an election period in which most people anticipated there might be severe 
problems. 

As to public security in gekeral, there is a virtually unanimous perception that during the 
period between January 1990 and the present there Incrsr btm vast improvement in security of 
person and property, that street crime has been brought substantially under control w i l  very 
steady improvement since the bad times during the first year or so following the evdnts of 
December 1989. 

The PTJ, on the other hand, was not perceived as favorably as the PNP. To some degree this 
can be attributed to the fact that as investigative police without uniforms, neither the PTJ nor 
its work is as visible as for the PNP. Therefore whatever improvement has taken place is not 
as visible as for the PNP. Virtually everyone comes in contact with the PNP with some 
frequency in the course of every day life, whereas most people do not have firsthand 
experience with the PTJ. The public perception of the PTJ is, therefore, more dependent on 
the media coverage of criminal investigations. The PTJ has suffered some bad press for their 
handling of some highly publicized incidents, some deriving fiom invdgative incompetence 
and some deriving from excessive use of force, and other abuse of human rights. 
Nwerthelw, the PTJ is generally perceived as having achieved some improvement over the 
old D m .  . 
Apart fmm our interviews, pubiic perception of the police and their performance bas bwn 
measured by the Gallup and other polling services in Panama for the 1 s t  four years. Such 
polling evidences a substantial upward trend in favorable ratings for the police, particularly 
for the PNP. 



A, PROJNT PLANNING AND DESIGN 

Raviewing the project files and interviewing project participants with respect to project design 
and implementation, we find no indication of a projoct design process that analyzed the 
situation in detail, datemined the mods and priorities, and rationalid a strategy to rospond 
thereto, We find no clear definition of concrete objectivas with readily verifiable indicators 
of project achievement, no identification of specific projectdnpytrr and outputt and and of 
project conditions, or estimatm of wpt for the U.S. Cbvemmmt and the Government of 
Panama for their respective contributions to the project. . '.The closest Iing to a project 
awaement ir ths December 1990 agreement between ICITAP and the Miniatryl of' Government 
md Justice which refers to objectives of tibe project and the aOP8 contributions only in broad 
terns. 

The planning document cloosrt to a "project paper" of the sort usad in project design by AID 
and other intmational development agencies is the ICITAP annual program kription. This 
ICXT'AP document is prepared after fLrrds rre dlocated to describe how the fun& will be used 
duing the ensuing year, rather than to justifjr, prior to allocation, the expenditure for project 
purposes of a specified amount of b d s .  For example, the current p r o m  description is  still 
characterid as the "PY93 Program Descriptionn even thou* it was being prapared'in mid 
FY94, the reason tieing that the b d s ,  the use of which is described therein, are FY93 funds. 

Thw, the ICITAP program in Panama appears. to be, designed to mmmmodrte the h d s  
available on a year to yoar basir rather than to the requirements of a particular project which 
has been preplamed from start to finish. For A D  and most other international dwdopmant 
agencies, on the other had, the proferred practice in project desiv is to first conduct fairly 
detailed analysis of the project cantext, and the applicable constraints., The naxt.deps are to 
defme the project goal and objectives, describe the expected d cf project Wus, and 
deternine the inputs and outputs necassary to achilsve those end of project conditions. 
Objectively verifiable indicators of such achimment am used to the extent feasible, so chat 
subsequent evaluation may determine the extent to which project objectives have been 
achieved. . 
Further, the preferred practice i; to maximize the host counhy's participation in the pmject 
design process, hcluding copremtatives of both the government and private sectors. The end 
product of sucb project design process is a project agreement between the fitvanicing agency 
and the host country gavemmant or other participating e~tity. Such project agreement should 
include, in as specific t e n s  as feasible, the de~criptioil of the project and the undertakings sf 
She parties for provision of the various inputs to the project. Further detail as to project 
implementation and budgeting of project inputs are theh determined by implementation letters 



and by annual or oaher periodic implementation plans. 

In fairness to ICITAP, as noted above at I.A,2, it had no experience in design and 
development of an institution building project, let alone an institution building project of the 
mamitude and complexity cf this one. IClITAP had participated in implementation of the 
project to build a opecia1 investigation unit within the Salvadorm police. That project wns 
planned and designed by AID, however, within the standard AID project design format 
including preliminary sector analysis, project paper, project agreement, and follow on 
implementation letters and annual implementation plans. Moreover, for sevoral years at the 
outset, the implementation of the project was supervised by AID. - .  
The Pmama project, on tho other hand, w u  initiated &thin a situation and atmosphere of the 
most swore crisis, Tho exibting organization for prbsorvation of yyblic order and srsfety in 
h a m a  had bssn effectively destroyed by the US. military armed forces during the 
Decemhw 1989 invasion. Up to that time most Panamanian police fbnctions bad been 
incorpor(~'~ted within the military organization originally known us the "Guardin Ndond"~md 
eubsequatiy recharacterized as the Panama Defense Form ("PDY"). Following the invasion, 
the runriving memban of those Panamanian armed forces were in prison camps while the 
police functions were performed by the U.S. military as an army of occupation. 

U.S. policy called for the U.S. military presenco to be reduced cas rapidly as possiblq 
particularly to the extent that it was performing highly visible civilian police functioqs. 
Therefor4 there was an urgent need to create a Panamaninn police force to take the place of 
the American soldiers. This, understandably, lead to a period of crisis management. 

ICITAT? sought, and was assigned, the role of providing assistance for the building of a 
profdond,  civilian police force to take the place of the fornor PDF police Auiction. 
Without much analysis the cost thereof was estimated at a total of $50 million to be spent at 
an estimated rate or apprcximately $10 million a year. For certcrin initial planning and . 
irnplenlantation measures, ICITAP drew on funds allocated generally to police training for the 
Latin American region. Within six months of inception of activity, $13 million had bcca 
allocated to ICITAP to reimburse the funds &awn from the regional account and to p r o d  
with the implementation of the project. 

This early assistance and its funding were authorized without the customary AID project 
development and design analysis and documentation. There was considerable tension in 
Wwhhgtor~ batween those in ICIJAP and the Department of State who felt that the situedion 
required moving ahead as rapidly as possible with minimum "bureaucratic" analyses and 
planning documentation, and others in the State Department and AID who felt M e r  analysis 
and clearer definition of the project was &led for. When the project description was 
reviewed in the field, the AID mission was given about one day to comment thereon and 
suggested various ways on which the project development could conform more to the 
conventional project planning and design process. These AID suggestions were rejected 
by the Ambasscdor ss inappropriate in view of the urgency of the situation. 



The lack of u firm project plan at the outset sf implementation had two advantages: 1) it 
saved somo time - initially, at least (dthough, as suggested below, time saving over the longer 
term is quostionable); 2) It provided greater. flexibility to hit "targets of opportunityn during 
the course of project implementation, 

But, that greater flexibility came at a wst --the lack of a preagreod project implementation 
plan lee project implemec~3~;: zcllrjlect to continuing and time consuming negotintion 
involving all parties to the decision making. The constcint involvement of the U.S. 
Ambassador and the highest level8 of the OOP bureaucracies in the PNP, PTJ, MOOJ, and 
Public Ministry, all with many other csmpeting priorities on their tirno, tended to impede the 
day to day implementtition of the project. Further, it was fRlStr4tingV even demoralizing, %r 
project implementers at subordinate levels of XCITAP, PTJ and PNP to feel that thgr v s m  
mere pawno in a micromansgad qs@m of project implementation. .. 

In fairness to the p~cipals ,  however, some degree of micromanagement was unavoidable. 
Sound delegation of authority must be based on confidence in the competence and judgment . . 
of the delegee. In this situation all Panamanian implementing %enderr were new institutions 
and as noted above, ICITAF lacked axperience in ovodl institutional development 

Whatever the history, there now seems to be general consamus among all parties concerned, 
ICITAP, State Department, ~NYashingtoa, and tho ICITAP and AID representative in the 
field, and most importantly the Panamanian police leadership in Panama, that, whatever tho 
justification for "hurry up" project design and development at the outset, there has 
subsequently developed a clear need for collaborative U.S. and Panamanian analysis of the 
needs of the situation and collaborative determination of priorities. This is considered 
essential in order to make b a t  possible we  of limited U.S. resources within the remaining 
time in which they will be available, which.is not likely to excued two or three years at most 

Recortlmonddon: 'IbsO wsubmer may be lbe I m A P  sbbf mquimmenb for ib n o d  
county pmgranrr of Mning in criminal invesUgdon, it rhould pmvide for uupplemental 
rector d y a i r  and p m k t  duign rupport if it ir Q take on bmul rpcsbum police m d c e  
inrUtution building gmjecb of tbe Panama type. 

This cur be done either by incorporating such competence into its own permanent staff or, if 
such workload is likely to be vcyiable ovor timq such competence may be obtained, as 
needed, by contract. Indeed, even for AID, with its continuous demand for such analysis and 
design capability for institution and system building projects all over the world, it has become 
the practice rather than the exception to contr- for such services. 

Contracting for such services on a case by case basis may be satisfactory for the usud case. 
In anticipation of Panama type crisis situations, quicker response may be gained through the 
indefinite quantity contract "IQC" alternative providing for contractor availability on short 



notice over a set period of years. 

In reviewing the documentation for thin project wa observe that it tends to be overly ICITAP 
centered. There is a tendency to define project goals and objectives in terms of ICITAP goals 
and objectives for ICITAP assistance rather than gods and objectives for a collaborativs, 
project to improve Panamaninn institutions. This is more than a matter of semantics. The 
language reflacts a way of thinking, and the planning documents represent ICITAP planning 
for ICITAP inputs rather than joint planning of PCWAP and the Government of Panama 
("GOP*) for their raspoctivo inputs to the project. As a consequence insufficient attention has 
been given to what the Panammianre must do in order forthe project to achieve its objectives 
in terms of building self-sustaining Panamanian institutionz Critically needed is jointly 
derived project planning docunnmtation. - .  

R m o m m o ~ o n :  lhlt p l d n g  ford* lormlnder of ths p m b t  la indsgrmlsd ink r pmJec6 
agncment dong Uw liner ef an AID pmjeet agnau~ent executed by rppmpdate 
rnpnwcntativu af bo!h tbe USG aud tbe COP. In onkrr to be moat efftcdlve, nuch COP 
axecution of the agmmbllt IrCQUIm tb C O H C ~  of fhb Mhbby sf Fimnw ra tbe 
financial maqement entity of the P d a n  govemmcnk Such doc~mnt  would &dim 
jointly agmed pmject goals, objtctivcr, inpolto, and outpub and end of gmject condidonr. 
l ' be  dcrcdption of inprmlrr aud end of pnoject conditions would identify in arpecific 1&m tb 
BMWB, iimtng md t~tilnatcd tad coat GOP inpub to p~~ject .  

It is not enough to plan for ICITAP. Just as important, evem more importtmt, over this find 
phrm of the project to achieve GOP df-sufficiency by and of project, are the GOP inputs. 
To W e v e  such self-d~ciency, the dependency on US. Government ("IPSGn) md PCITAP 
support that has built up over the past severel years most be eliminated The principal means 
of doing so will be developing the Pmmaniau police planning cornpotence through joint 
planning for the projacf and phasing in constantly increasing GOP assumption of costs of 
sustaining the institutiws as ICITAP and othIm USG contributions are phasing out, 

1. Psrsonnol 

The quality of personnel r&&d by ICITAP, both staff and ~rmsultants, has bcm generally 
good. During the initial period of project development, the ICITAP Director and Washington 
staff witla a few key consultants spent much of their time in Panama Then a senior officer 
was recruited and assigned full time to head up the ICITAP office in Panama, including 
several resident technical advisers along with necessary support staff. 

The first ofice chief in Panama was well selected for fluency in the languaee and knowledge 
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of the territory gained tllrough extensive service in Latin Amarica as an embassy legal - attache. He WM inexp~riencod in international development, as have been most people 

. I assignad to the project; there haa not been much international devalspment work in police 
ssrviccps since the AID Public Safety Program was teminated in the early 1970s. 

The second person assived ay office chief in Panama did not fit well with the requirements 
of the position and waa promptly replued. His replacement, promoted from within the 
Panama ICITAP ofltIce, is relatively inexperienced, but intelligent and ageressive. Relatively 
new on the job, he has yet to prove himsolf as a mana$er. Otherwise ICITAP has a strong 
staff on the ground in Panama, with good technical skills md fluency in Spanish; but in the 
field, crw irr i~ Washington oflice, ICITAP has yet to demonstrate adequate strength in the 
planning and evaluation functions. 

In staffing for ths Panama program, .as in its operations generally, ICITAP baa tended to rely 
heavily on FBI aglwts. As a result, ICITAP shows more technical sbrongth on the 
investigation side of the program than on the police service side. This does not provide a 
good kit for a program where tho general police aarvice component, the PNP, is substantially 
more impartant &an the PTJ investigative component. In fairness to ICITAP, however, we 
&odd note that where i t . h  gone outside the FBI, to find a resident advisor for the 
c~meotions component of the program, ICITAP has recruited and assigned an outstanding 
career professional fiom tho Federal Bureau of Prisons. 

For short term wnsulting suppa also, IClTAP initially relied heavily on active or firmer 
FBI personnel; but relatively early on ICITAP recognilmd that for this project the necessary 
experience in police servicas could more readily be found in people who had servd with state 
and city golice forces. Of n d t y  it has taken some time to find the appropriate people for 
a wide variety of such rsPiments, an4 as might be expected, there have been some misfires 
along the way. In general, however, we are impressed that ICITAP has performed reasonably 
we1 in its s o h i o n  of condtanta 

We have to note with dismay that there is substantial turnover in the ranks of ICITAP, both 
in the ficld and in Washington; ICITAP does not seem to be building a corps of international 
dmloprnent profwionals. It may be that ICITN is relying excessively on pemnnel from 
the Federal Bureau of Investigation who loam international dwelopment on the job with . 

ICITAP, but don't we a carear in service with ICITAP. Although they gain some self 
fulfillment in interesting and challenging overseas assignments, they tend to see their ICITAP 
assignments as intemptions in their FBI career rather than progress in an intemational 
development career. 



Overall, to the extent that the bulk of ICITAP'a efforts have been ,concentrated on building 
institutions and systems such as the PNP and PPJ training academies and OPR functions, the 
forensic lab and the investigative capability of the PTJ, the inputs have been both relovant and 
significant toward accomplishment of the overall project goal of developing a professional 
civilian W P  police hct ion.  Otherwise, however, at the margins, becauso of the aforenoted 
lack in project plmning, there has been some tendency for dissipation of resources on random 
targets of opportunity of varying significance to the basic purpose of tho program. Previously 
in thie. report wo have noted examples of inputs of limited or marginal significance such as 
the accreditation effort and U.S. based driving instruction under conditions unlikely '10 be' , . ' . *  - .  .. 
oncounterd in Panma p or foreign oonfemcos and seminars we note a tendency toward . . , , . . .  

relatively unproductive woe unless they are prograunmed tightly for specific project objectives. 
, -  . ..., 

b. 

We have heard much praise and little criticism of the quality of training end technical 
assistance provided directly by ICITAP p e m ~ e l .  The principal criticism is thart, initidly at 
least, there was some notable lack of adaptation of course content to Panamaninn context. 
There was a tendency to rely on seemingty "canned" couroas, either of a generic nature or 
tailored more to circumstances of other countries, Even those who voiced this criticism, 
however, noted that there has beon substantial improvement in this respect over the course of 
the project. . 
Relative to language proficiency, the use of interpreters is recognized as an obstacle, 
especially in communicating fine points of any subject, and more generally in sustaining 
desirable rapport between trainer and trainow during the course of instruction. Other factors 
being anything close to equal, Spanish fluency of the trainer or adviser is definitely 
preferable. Indeed, one of ICITAP's strengths has been its ability to staff its field ofice in 
Panama with people who, regardless of their inexperience in international development, are 
entirely fluent in Spanish and are able to work comfortably and effectively within a Latin 
culhue. 

. . 
c. . 

We heard little criticism of the timing of ICITAP interventions, but heard considerable 
concern expressed about their limited duration. We sense that the effectiveness of training 
and advisory services has been vitiated significantly by lack of follow through in overseeing 
the application in practice of the principles learned. 

Recommendrrtfon: 'Ihat ICR'AB consider man extended pen'ods for consultants to pmvide 
for mom follow up and oversight of pracfical applkafion. 



As the availability of ICITAP funds for Panama declines, ICITAP and the GOP can save on 
acquisition costs by making more use of surplushurvayed law enforcement resources, 
ICITAP has heretofore seemed reluctant do provide usod equipment under the program. We 
are aware of a declined opportunity to acquire surplus equipment such as bulletproof vests 
and police equipment ("Sam Brownen) belts without cost. On another occasion ICITAP 
decided to equip PNP patrol vehicles with expensive "Streethawk" multilight integrated 
"action bars', when it appears that surplus single turret incandescent rotating emergency lamps 
and three toned electronic sirens were available at a maximum cost of $40 each. - 
Recommenfion: w I ( ~ I N  and its ~ m m m i a n  colmteqmis ostwoa witb locd inn 
enfomement router in No& America to iocafe surplw imv enfomment eqdpment at 
rlubCantially educed or no coat A good way to perform such. networking i# by accessing 
law dorcament dedicatad sofhvure bulletin boards, such as those maintained by the Police 
Executives Reoecucb Forum and International Association of Chiefs of Police. 

Another resource that could become particularly useftl as ICITAP mistance phases out is the 
"Mano a Meno" Program to establish sister relationships between enforcement and corrections 
agnncies in Latin and North America Such a program would bring targeted expertise to 
Panama at minimal cost. ICITAP could facilihte start-up of such relationships by offering 
per diem and travel f h d q  salaries would not be nscessary. Many police fo rm see ~uch  
exchanges as providing career enhancement to their pe r so~e l  as well ay positive publicity for 
their own agency. 

Rccommsnbtion: 'lht ICITAP and its P d a n  cotmterporb examhe tbm Wano a Mano 
Progsam" aa r mesas to dablisb w f u l  li-er with local Im enforrement agencies in the 
United stndu. 

ICITAP has employed a variety of procurement procedures including direct U.S. Government 
procurement and procurement by private contractors. While we heard some criticism of 
ICITAP's ability to arrange timely delivery of project commodities, it was no more than might 
reasonably be expected considering the factors beyond ICITAP's control. Further, we have 
heard substantial praise for ICITAP's logistical support for consultants. For much of the 
project implementation period thjs was contracted to Miranda Corporation which apparently 
perfonad both timely and effectively. 

Relations With Panamaniwg 4. 

As noted above, thanks to ICITAP's ability to field both staff and consultants who are fluent 
in Spanish and comfortable in Latin culture, there have been generally good working 



retationships between ICITAP and Panamanian counterparts. Working relationships wore 
especially close during the initial period of project development and start-up when ICITAP 
personnel md their Panamanian counterguts were working shoulder to shoulder nights and 
weekends in response to Ule urgent needs of the crisis situation. Such sense of m a r a d a r i s  
may have wmed somewhat as the crisis has abated und project implementation has proceeded 
at a more normal paco for the, long pull. 

Indead, it seems that ICITAP may have gone too far in the other direction by distancing itself 
from Panamanian counterparts. The ICITAP offices are located within a block of the U.S. 
Embassy, but are relatively distant from the headquarters of the PTJ and PNP. While the 
distances are not great in milea, they are lengthened substantially in effec4 by the diffidtios 
of Panama City street trmc at all hours of the day. 

During our stay in Panama we noted with concern that evm the chiefs of counterpart ~ e n c i e s  
were expected to come to tho ICITAP offices to transact their business. On the other hand, 
we noted that the most effective ralationships seemed to be those between Panamanians and 
the PCITAP staff members who spent more time away from the office, especially the 
corrections adviser who spends virtually all of his working hours with his DNC counteqarb 
at their facilities. 

Recommendation: lhat in gursuing obfectivea a p e d  upon with tbe Panamda,  ElTAP 
staf'f should inferface as often as pssiMe with their Panamanian c o r m t e ~  to disc~lar 
prognu and to obtain fadback on tbe ovedl slhrrrOioa W r  includes adoption of a mom 
proactive oubtach effort to help motivate the Banammi- to cmy out objecttvea. ICR'AP 
sCaFT rhould be highly md penodly visible to their counferpards,, 

Rccommndaiion: flut IClTAP coasirkr assigning h i r  PTJ and PNP M s o n  full time to 
tbe hcadquartcn of h i r  mspectivc countergart agencies; or, if that wen not consi&md 
feasible, thrrt they at least spend tbe d o r  portion of their time with their counteqmts, 

As noted above at 1.B, ICITAP has not been the only agency concerned with provision of 
assistance to the Panamaoian police. Other interested agencies include the US. Drug 
Enforcement Agency, the State Department's Narcotics Assistance S~MCO, Southern 
Command of the U.S. Army, U.S. Agency for International Development, and US. Embassy 
in Panama I . 
From the very beginning the US. Embassy has taken a strong leadership role in coordinating 
the assistance of the various U.S. government agencies to the Panama police. The original 
December 1990 bilateral agreement governing ICITAP provision of assistance provided 
specifically for an inter-governmental committee entitled the "Law Enforcement Committee", 
to include the U.S. Ambassador to Panama and his designee or designees, and the Minister of 
Government and Justice, Attorney General and Controlller General of Panama or their 



dasignoes. The agreement provided that such con~mittea would meet at least four times a 
year, but in practice it has met monthly, and either the Ambassador or tho Deputy Chief of 
Mission has taken an active role dong with the ICITAP represent~tive in addressing program 
implementation issues with the Panamanian representatives as they arise. This active roh of 
the Ambassador and/or DCM helps to insure that the interest and concerns of all U.S. 
agencies and constituencies are taken into account in decision malting, 

Beyond this, for day to day coordination, the KITAP representative, dong with other U.S. 
government agency heads in Panama, is included as a member of the Country Team which 
meets regularly. More specific consideration of polica and other criminal justice systom 
issues was included in regular weekly meetings of the "Democratic Initiatives Committeew 
which included AID because of its substantial program with the courts arid the criminal 
prosecution function, including the prosecutors or "fiscales" .who worked d i r d y  with the PTJ 
on investigation of criminal caws, Also meeting on a weekly basis was the Embassy 
Narcotics Committee, which included ICITAP as we11 as the Embassy Political Section, the 
D N ~  Enforcement Agency, Numtics Assistance Service, the Legal Attache a d  the Defsnse 
Attache, but did not include AID. 

The Democratic Initiatives meetings have now been put on a monthly schedule, but under 
Embassy leadership the ICITAP program does continue to be the subject of a weekly meting 
chaired by the Ambassador or DCM. 

While the working relationship between the AID Mission md the ICITAP office in hnama 
City fs not close, this is cornpansated to some degree by close and strong working 
relationships between their respective representatives in the field, particularly in the 
implementation of the "Integration Project" described elsewhere in this report. 

bsue: Should ImAP be tBe sole some for police n f o m  technical asrbtancet 

ICI3'AP was selected for technical assistance for police reform in Panama without competitive 
contracting process. As explained above, the justification was ICITAP's international police 
training experierwe together with the urgency of addressing the complete vacuum in police 
sexvices I& by dds-ction of the Panama Defense Force and its palice fiwction. For 
technical assistance to the Panama Justice Smtar reform, on the other hand, circumstances 
were darned to permit competitive contracting process for services now being provided by a 
consortium Isd by Development Associates, Inc., a private consulting finn. 

On the basis of this wduation, we conclude that ICITAP continues to be unique in the 
strength of its qualifications for provision of international training in criminal investigation. 
That,is what ICITAP was created for and it has built up special expertise and experience 
which would be difficult, if not impossible, to match elsewhere. 



For technicd assistance in general police services, however, ICITAP did not have special 
competence, nor has it developad spacial competence through its Panama experience. The 
most relevant awy~rtim in general police services is with the state and local police, not with 
the federal government, ICITAP has built up a list of good contacts and resources in the 
course of its Panama experience, but these sources are availabk to ottler public agencies and 
private firms as well. Also, unfortunately, to the extent that ICITAP hw gained international 
development expertise and exporience through its work in Parama, it tends to disappear as the 
people who gained it move back to the FBI or on to other employment or retirement. 
ICITAP has yet to develop its own international development foreign service. 

In some other ways too, ICITAP's ties to the FBI and other federal agencies can be 
disadv~ta~eous. There has been an understandable tendency to go to the FBI for personnel 
and to the federal system for models, when state and local sources would have bean more 
appropriate, 

Although the police function ie clearly a governmanta1 function, that does not mean that 
government agencies are the only or beat source of technical assistance. For example, 
administration of justice is clearly a governmental function, but AID has had good experience 
in using privato fim to provide technical assistance h administration of justice. Private 
firms can be more free to look for the best available people for the most appropriate types of 
services. 

L 

The principal problem with the privato firm alternative is that the competitive bidding process 
takes time, and the Panama type police reform requirement can be most urgent. This need 
might be addressed by an IQC type process whereby firms and agencies submitted their 
proposals in resgonse to a hypothetical Panama type requirement now, in anticipation of 
future needs so that the firm selected would be prepared to move in relatively short order 
when the n d  arose. To be fair, the process would probably have to include a grant to 
finance establishment and maintenance of a standby system for the firm or agency awarded 
the c 0 n t . e  but that sort of expense would bo incurred by ICITAP or any other federal 
agency performing such role. 

Recomrossldatlont Thrt tha USG conrider ra IQC competitive bidding pmccu for tapping 
rltemrtive capacity to mpond to went  nquinmcntr for police n f o m  kchnicrrl msirtsnce. 



ksommendatiop; lhrrt au asrcarment be mndQ of tha basic (linra) ope ratio^^ of the PNP and 
tbeir mldvcs eflectivencu, focusing on tbe #twice8 pmvidtd to the publie; perdbnnancd of 
the police; oryanization and dminirtnation; deployment; and management and ruptwiaioa 
Such asrcument rbould include i&ntification of pmMems and racommendatfon of rolutlons. 
It Pa ruggated that Spanish rpealdtrg US. expeds in police dmtairhtlon, rrmagement and 
optation, wolk wltb app&iata P d u u  on much m mstsrmtnt. Planding for 
emerpencia rbould be included, (IIEA.2.b) 

Bscommadatiool n$r cbr Oq@c Ia for the PNP be pusbed at the b i g h t  lwelr to 
e n a m  tht tbs PDF ir &by aud tbe BNP can develop wltb;a r Iegd fiumcworlr complete 
wiab a mwr Ddder rod ib own civil police'dtscPpliny c o b  (IIW.5.a) 

Rsc~mmAnAPtIon: became of the rbQngenQ mqufmmmtm Idad the espclllre, Ibe 
rcmdi tdon efforl be considend for ttrrmlndon at M a  point. 
(rn.§*c) 

Recommendaiion: 'Iht In dew of the vital imporlurce of civilian pmfersiolulism in tha 
pmjtct god, ICITAP and PNP continue Q watch for mcurs and opportrniiff cr to belp build 
PAJP pride and pmfessiodirm in tbeic civilian police cmtr .  On tlw W P  I& this shsolld 
Indubesbrr effort to sea thrj the overall compensation plovidtd fa tbs P d a n  police 
nflecb tbe lmpoPtsrncs given to their pmfwion and o r g a d d o n  m a key institution of a 
democratic rociety. (IIW5.C) 

Rtcolermendrtlon: In dew ~f the usefulntia of written dmctives, and dnce IClTAP 
consulhnb and tbt FNl% own policy gmup bave JIIudy done considenble walk on tbem, 
that ICITAP and PNP follow through on ef fod  in thin a m ,  including PNP commitment to 
mab we of (bc mdh (IlLA.2.c) 

Recommendation: Tbrt ICEAPmd PNP ledenhip follow up on establishment of a 
penonncl evduntion ryabm, (IIW3.b) 

kcommcaddion: Tbrt ICITAP help PNP and QTJ erdrbsirb central point8 for written 
dinctive systems. In tb& PNP a logical choice would be Um Planning OfI'ice. (IIEA.2.c) 

Recornmtndation: ' h t ,  because of tbc importance of olse of force policy, ICWAP follow up 
on ita dddng,  adoption and dissemination (QLA5.d) 



RacornnwndaUont '.Hut ICITAIP and PNP eonlrrrct for appmpliata cost benefit analysir to 
&Qnnim tbe extent to which, if at all, Pamum might impmvcd covemge and n r p o w  
crlpabSliQ by cuttiag back ~tm penonnel and facilities in favor of mom vehicles and 
commolnicalions equipment. Sueb d y r i r  rhould be ruMcienUy rophisticatcd to t a k ~  inta 
account social, cultwrrl and politllcd rs well dconemic v d w ,  (U.5.e)  

Recommetrdadon: 'IW such analymir be pedonncd as pa14 of run overall long . tern crpital 
budget plan befom my rubetnntid further invertmint in vehicler o r  police atadom (U[LAS.e) 

Recommcndadoa: lEat budget, pmcmment d planning be considand m mar of 
concenbration for I m A P  W d n g  and adviroy rervices. (HLA.24 

Rec~mmsPxlrtionz llrat tbe PNP, rrsiredd by ICITAP sornsulbnts, eondawt m assessment of 
ib, PNP TPrinlng Academy in ~ l d e r  to a l e f c d a ~ ~  c m n t  nreeda and pdo~itier-and bow US. 
muistame cao best be udltzed, (IIW3.d) 

RecornweMiation: That all PNP pensom1 nscive tbe rtaadrud k i c  Claintng come  or  a 
modified vcmien for tbose that have nceived only the 120 hour trrursitions) come. 
0543.d) 

Recomnucndrdlon: Tbrt mmgemcrnt b%ining be pmvP&d to d l  omcer penonnel of ?be PNP 
to inculcats modem civil police ljrwwement pnrticm and pdacfpler. (IILA3.d) 

Rccommtndation: Tbat ICITAP Umugb qprropdrbb chnnnclr, encoumge the acceptance of 
qualiflcd college gndurtra into the PNP oZllDcer tdning pmgrrme (IIW3.d) 

Recomtncndaiion: Tbnt, depending on US. objectives in Panma, baining in tbs &velopment 
d use of informmb and in m k n o v e r  0penll0nn be csnsidend for some memben of tbe 
QPR and rpcdd investigation equipment provided, Drug Oerting for members of this unit 
should be eaeouqed  ( W e b )  

Recommcmdrdim: TbPt ICfiAlP consider continlug technical and commodity msisbnce to 
upgmde tbQ investigative capabilities of the OPR and i b  ability otherwise to fuaction mon 
effectively in ibr mle. (IILAA-b) 



Pbcommsndrti~e: l h t  I m A P  wodt with the in'J and the Public Mlldrby to & Q d m  
nee& md pdoddsa, &fim objeclvcr cleuly rod obtain GOP wnd USC ngmernent on whd ir 
do be done urd tbe mroucer to be obligated in connection with defined objcctiveu. llhe PTJ 
should budget for lba sxpsnror of each 6rr4ning c o w  with available ICltTAP fomdlng 
dimbsd towad inCmshuclhan, &velopmaQ i.t, exprrnrion of fr~cllitics, p m c m m n t  of tmidng 
equipment, ertaMIsbmalnt of r libmy, d d l t i o d  t m ~ p o ~ &  Qchnicd rsslr4aPlce urd b.ainiag by 
ICETAP conarslbnb. (IILBAsa) . g 

Recommcnddoa. llut I m A P  md PTJ masses bdnfing prforiler dong Ohe l i m  indicated 
Wow. l E e  Evaluation Team docs not concrnr with the pmgrammtng pnerendy pmlporcd Iby 
IC1IIE'AP. @aBA.c) 

Rscsmmc~ldation: 'Ibrt, Q upgrPde tbo WTJ Academy9 crprsllib Q pmvide for effectiva and 
expanded brtndng, tbs PTJ md PCITAP place man cmpbPstr on strengthening the 
mmmgement md administdon of the Pl'J Academy and its irnfwhuctun. (XIEB.4.e) 

R c e o ~ o n :  llut tha * b i g  tdning pmgnun for P'EJ inveadgrrdon clmiPy l o l a  and 
&fim the pmeeuea far effective inteadon and coopemtion witb abe Public Ministy on 
cdmid  inveslgatiom. (lILB.5.b) 

Recommendation: lbrt IClTAP continue limited rusisbncc to PTJ OPR by providing special 
tnining and limited com&odiiies, such u a computer, a few p o W e  tadios and other 



Rtcommendrrtlon: That ICIRI'AP rupport conbtnarlty in gdron mumgemant penomel, 
srpecirlly (bow trained with US,  rssistance. (D.LC3) 

Itbcommendadont 'Ihrrt infsmebipe be rougbt by ICITAP at appmpdrbb #?ate pdronr or city 
detention frillitis8 that rrrs closer in S&J fo Pwnunrr pdoaeu and w k m  Spanirb fluency b 
wailaMe, (IILU) - . 
Recomm4raddonr TIbat commodibtes support rpecific objectlver and be d i s t i c  for Plrnuma 
prjl008. (IILCJ) . . . . . . 

Recommaadation: That ICITAP work with the appropriate authorities to help reenergize 
CONADEC. (xII.0) 

1. 

Recommendation: That planning for the remainder of tihe project be integrated into a project 
agreement dong the lines of an AID project agreement executed by appropriate 
representatives of both the USG and the GOP. In order to be most effective, such GOP 
execution of the agreement requires the concurrence of the Ministry of Finance as the 
financial management entity of the Panamanian government. Such document would define 
jointly agreed project goals, objectives, inputs, and outputs and end of project waditions. 
The description of inputs and end of project conditions would identi& in specific terms the 
nature, timing and estimated total cost GOP inputs to the project. (N.A.3) 

Recommenddon: That, wbrtever be the rtrZT nquinmenta for ICRlAgL n o d  countrg 
pmgtamn of trrdning in c r imid  invcsfigation, it should pmvi& for supplemental sector 
d y r b  and pmject &sign support if i t  in to trlrr, on bmd rpectnun police relvice insfiiuUon 
building pmjecQ of tk Panama type. (IV.A.2) 

Recornmendation: 'Ihat an lCrrAP Pmgnun Analysis Gmup be f o m d  to wo& witb 
appropdate P d a n  mpnscnCntives to assess specific gods and objectives for the PNP 
within the overall context of tbe p m g m  Pdorities should be established and measumble 
objectivca developed in line with such sekcted priorities. ICXI'AP can not cover the bmrd 



* rinse o f  naa& fo r  the PNP and rbuld eoncentmb on civil police infmbucturn &velogmnt, 
Omprovemsnt o f  nmmgecllbrot m d  civil police tnfnlug. (mA.6) 

Recommendrbloar 'Ilut USG i~~ be exer&d on the COP ta obbin m inctlarre in the 
budget dloccrdfon for tbe PTJ to expand the PTJ Acdamy, rtmngtken the OPR md continw 
infmbuetam development (IUB.6.b) 

R c c o l l ~ ~ ~ ~ d a t i o n :  TBlrO ICZPAP wlect pdodtiea for  US. aaahace in comcUions, define 
rpeciflc obJeebtver d d y  and mQb3irh cdbda for  measdli ly.  (Ill.- 

Recommendation: lbrct US. rwbtance to P~nunr for the improvsment and n fonn  o f  
comctionr be continued for  IW 94 a d  PY 95 at a masonrble level rr justified by tbe 
I431TAP. An ibcmase in fuadiw & not nconweaded at ibis time vdesr other dgencitr 
develop (IILCS) . . 

Recommeabdon: lbrt ICTI'M make clear to lbeir Puumrnfan caunWtpadi~ that futm 
m a i n f e w  ad rnpdr o f  equipmnf pmvided by ICITAP m u t  be tbe nerrpoasibility o f  the 
Panamanians. (mW3.a(1)) 

' . 
Recommendation: 'IM ICITAP consider mom extta&d pcdocb f o r  conrdtmtr to provide 
for mom follow up and ovenlgbt of pmcticd rpp lh l ion.  (W"B.2.c) 

&commeadPLion: Thnt an experienced pmfesrionrl sbnr member o f  ICR'AP be migned to 
provide ovcnigbt and t e c M c d  rwfstancs needed far  haining pmjecQ. (IIW3.d) 

Recommendation: 'Ibt in pwruing objectives a g m d  upon with fbe Panamanians, ICITAP 



.( 

r W  rhould inbflnce as often an possible with W i r  P d m  ccb~lmfiatpatia do discuao 
progmrr and to obtain hedback on tba o v a d l  r i t d o n .  Phir iaclludea adoption of a mom 
proactive outnsach effort to help motivrrQ the P a n a d a a r  to cury out objcctiverr. I m A P  
rtdf rbould be highly md p n o d l y  visible to their coungbrprutr, (IV.B.4) 

Recommsndrtion: 'fhat ICITAP coari&r migoing their Yf'J md PNP &iron full time to 
the beadqwu&n OF their nrpective cownblpsrf agencies; or, if that w e a  not considend 
feasible, that thy  at leaat rpend the mrojor podon of tbcir time with heir  counferparb, 
(W.B.4) 

Raommendution: 'Ibt ICWAP m r h  out mom for US. clpatts in oryanization and 
dminirtraQlon of civil police orpanlzatiotur that can nrsist in Infmbucfm development 
(m4 . . 

Rscommeudrdon: ahrt ICR'AP and ib Patumadan counteqm& neWork with Ibcd Im 
snlonament ageacicr in N o d  A m d c a  to locab rurplur law enforrement equipment at 
nduccd cost (IV.B.2.d) 

RecommnBafion: Tbrb I m A P  md Pb P a d a n  counfeapar& consider f h r  use of the 
Wane n Mana h g m "  a a mcau to establish wefilll linkrgm with Eaw entollcement 
agencies in the United Strter. (IV.B.2.d) 

Recemmendablole: 'that ICITAP and nprrtscnCntrvtr of DEA, CusQmr and NAS continue 
ahcir clom c o o d d o n  Q enhance the effectivcncm of ongobg msirtance to tbc FEAN and 
0 t h  drug; cnfoncemcna efforlr in Panama to attack th! drug-M~cking pmblem. (IILB.6.b) 

Recommendation: Thrt tbe USG consider ao IQC competitive bidding p o c w  for tapping 
dtclrnntive US. capaciiy to mapond to w e n t  nydnmenb  for police mfom technical 
assisbnce. (N.C) 



ANNEX I THE PANAMA PRISON SYSTEM 

As of February 7, 1994, the prison population in Panama consisted of 4,783 males and 410 
females (total of 5,201) in six prison facilities and over thirty poliw jails. The majority of 
facilities are soriowly overcrowded with the exception of one woman's prison in the Province of 
Chiriqui that houses 53 female inmates. 

At present, there are no uniform standards, policies or procedures to govern operations at penal 
institutions or jails. All of the facilities operate rut hoc with a large degree of independence and 
autonomy forced By a lack of central direction and disorganization. It has been estimated by 
wnsultants that conections'in Panama faces overcrowding frolh 300 to 1100 perccrllt over tho 
design capacity of existing institutions. Overcrowding in prisons and jail facilities anywhere in 
the world are known to be thn causo of maljor riots, violence' and destruction. Inhumane 
conditions that exist in prisons generally go hand in hand with overciowding. 

The corrections system in Panama is under tha Minister or' Government and Jlrstice and oficids 
appear to struggle in defrning a specific mission for corrections and their authorities. In most 
cases, the custody of inmates is under control of the National Police. Little or no training is 
provided to personnel performing custodial functions at corrections facilities. The prosent 
Director of the Corrections System Panama, Licenciada Nilka de Sacnz, is a strong willed person 
with genuine understanding of corrections problems and a desire to work with ICITAP to resolve 
the major problems in corrections in Panama However, with the election of a new government, 
her tenure may be in doubt. 

The following chart (1A) illustrates major facilities, lack of due process, and population. The 
facilities listed represent major institutions as well as  jails or lock-ups located at police stations 
in a province. For example, there are seven jails located within the province of Cocle. 

Among the most notorious prisons in Panama are La Modelo, Coiba and Colon. 
C 

Located in Panama City, La Modelo houses 1,753 inmates. The sanitation and physical 
characteristics are grossly inadequate and can only be described as inhumane. Approximately 
9.8 percent of the inmates at La Modelo have f tried and sentenced. This leaves 90.2 percent 
awaiting trial. The Correctiops Department , r to transfer 1,000 of the inmates at this 
institution to the new corrections facility at La Joya within the next six months. On May 28 the 
Panama n e w  media announced the transfer of 400 inmates from La Modelo to La Joya This 
move represents a significant improvement for the living conditions and treatment of inmates. 

This infamous island prison was used by the senior oficers of the Panama Defense Force (PDF) 
to incarcerate "subversives" or political dissidents. The population at this institution now 
fluctuates between 700 and 800. inmates depending on escapes arid the ability of corrections 



l. oflicars to account for inmatee incarcerated in the institution. Reportedly, thore were 750 escapes 
attamptad fiom Coiba during the past year. We heard reports that many prisoners mnt to Coiba 
are never seen or h a d  from again. 

According to most recent data provided to ICITAP, 24.7 percent of tho inmates at Coiba hava 
been tried and sentenced, That leaves 75.3 percent of the inmates waiting for due process. 

This facility is located on uhe Atlantic side of Panama and constructed to h o w  175 inmates. 
The present population is about 850 inmates. The conditions in the facility can be described as 
tragic with horrendous sanitation conditions. This facility ismone 'of the worst in the hemisphere 
and a powder keg of potential violence. . Corrections procedures include keepirn~~the inmates 
inside the facility like animals as N a t i d  Poliw pemnnal surround the 'stru&e. carrying 
shotguns and automatic weapons. Inmates are inside the facility and colstodiarus remain outside 
the premises. 



NAMA PIUSON FACIILITIE3 AND mPULATI[Qw 

FACILITY TOTAL SEX SENTENCED I M PROCESS 
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COLON 
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Chart-lA: Description of Panamanian Corrections Facilities. (Several of the facilities include 
the incarceration of at least, 50 iuvenilss). 



ANNEX 2 PARTIAL WST OF PERSONS IWTERVIEWED 

US. Agency for Ltedonal  Development 
MclParland, Debra 
Yochalson, Roger 
Otto, Karen 
Kelly, Kevin 

Federal Bmrw of Inveedgation 
Hart, William B., Ofice of Planning, Evaluation & Audit 
Burton, Gayle, Office of Planning, Evaluation & Audit 
bighton, Donovan, former program training manager, ICITAP' Panama 

De-nt of Stab 
Kirkpatrick, Ronald K, Dir.,Ofice of Panamanian Affairs 
Armstrong, Fay, Office, of Policy and Planning, ARA 
Kozak, Michael, Deputy Assistant Secretary of State, ARA 

US. Embawy, Panama 
Garza, O.P., Charge d'Affaires 
Weshe, Stephen, Political Section 
Deshazo, Peter, Public Affsirs Oflicer 
Hinton, Deane, immediate past US. Ambassador to Panama 

Dmg Womenlent Adndnistration 
Ldpaz, Raleigh 

US. DeparQsent of htice 
Richard, Mark, Deputy Assistant Attorney General, Criminal Division, Office of International 

Affairs 
Corcoran, William, Senior Prosecutor, Criminal Division 

Department of Defense 
Vega, Col. Benjamin Jr., USA, Defense Representative, American Embassy, Panama 
Silvero, Major, Defense Representative, American Embassy, Panama 

ICITAP Washington . 
Mann, Raquel 
Kriscsvich, David, Director 
Borrero, Nelson 
Brooks, Holly 
Twcellito, Joseph 
Fera, Richard 

ICI'I'AP Panama 
Caner4 Joseph Q. 



DeChcne, Robert E., corrections adviser 
Boynton, Stanley, consultant to PTJ planning component 
Wattley, David, PTJ adviser 
Cdvo, Minor, F T J  adviser 
Rico, Braulio, police adviser 
Duguim, Robert, Chief of Party 

Panamrr Pdson System 
Gondez do Saenz, Nilka, Directors Nacimal de Correcci6n 

Panrunr hdicimy . . 
Emerita de Avillalaz Aura, Supreme Court Justice 

Panrrma Public Ministry 
Correcs, Julia, AOJ Coordinator 

Panama National Police 
Osorio J., Lic. Marisela, Director, Dept. of Professional Rapnsibility 
G6msz Ortagrr, Sub-Comisionado Jose Antonio, Jefe, Policia Canalera 
Garcia Toban, Major Tomb R, Chief PTO Office 
Pinzbn, Sub-Comisionado Gemh Antonio, Chief, Community Affairs Division 
Soto, Mario, Social Services Oflice 
Alvarez C., Sub-Comisionado Francisco S., Inspector General 
Arrosemena, Capt. Roberto 
Femhdez, Oswaldo, Director 
Nieto,' Sub-Cornisionado Miguel, Director, PNP Academy 

Policia TCcdca hdicial 
Abad, Jaime , Director 
Mayorga, Daphne, Director, PTJ Academy 
Jarvis, Ramiro, Chief, FEAN 
Bouche, ha, Chief, Office of Professional Responsibility 
Valencia V., Lnspector Jesfis, Jefe de la Secci6n de Identificacidn 
de la Pefla, Etelvina, Planning component 
Millam, Julissa, Planning component 

DevelopmenO Associafes, Iac. - 
Cornish, Timothy, Criminal prosecution adviser 
Griscom, Richard, Chief of Party 

Other interviewew 
Asvat, Ebrahim, Civilian lawyer, First PNP Director 
Pierce, Michael, American lawyer resident in Panama 
Wenzel, Howard, American businessman resident in Panama 
Koster, Richard, Author, Professor, Florida State University 
Koster, Otilia, Panama Representative of America's Watch 



ANNEX 3 PAR'IIAL BIBWIOCPAPHX OF IDOCUMEP(m REVIEWED 

. . &Idto General Accounting OMice Report to 
Foreign Operations Committee on Appropriations, U.S. Senate, May 1992. 

General Accounting Office Report 
to Senate Foreign Rslations Committue, Jslnuary 1993. 

P p  . . General Accounting Ofice Report to Senate 
Foreign Relations Committee, March 1992. 

U.S. Department of State, Bureau of 
Pntcrnational Narcotics Matters, April 1994. 

1994. U.S. State Department 

P p  Federal Bureau of Investigation, Office of 
Planning Evaluation and Audit, March 1992. 

Gov- 
the aapublic of P a n a m a -  Dev- 

. .. . . December 1990. 

ICITAP11390 hlLumlwect l'r- D- 
. . 

C " r;t. 

undated, but staid to refer to 1990-1991. 
t 

Draft P r p  FY94 . . together with draft 
implementation plans, d l  dated May 27, 1994. 

Pga~ms P r u o s s  of P-ton Dollar S U D S  
. . July 8, 1991. 

Memorandum from Thomas Stuckel, Director USA1DPanaml~ to David Bed, Deputy Chief of 
Mission, dated March 6, 1991, concerning "ICITAP Program Review". 

Evaluation of Integration Project of the Judicial Technical Police conducted in the Second 
Judicial District dwing calendar year 1993, under auspices of USAID Panama Improved 
Administration of Justice Project. 


