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A. ACTIO" IX

U;"-I(.l.&'o'. MOn

I
I

B. LIST OF AC'nONS

GOJ;S should hud~et specifically for recr-1.~'1ended number
of vehi·zlcs and equipment (see attached terminal Evalu­
ation) .

C. PROPOSED ACTION
COMPLETION DATE

Continuin~

.\ USAID sbould request GOES Officials to submit an a·mua1
status rcp~rt ~n returned participants. Continuing

Establishment of 11 research and planning unit to allow
for top level oanngement continuity, departmental wide

i planning (hud~etin~. records systems, property account­
ability. etc.), and cortinuing analysis of the crime
situnticn. \Y 75

I

.- i:-.. <
!
~RRi~lwen( J~ trained personnel in accordance with
their 8p~cialitic8• CY 75

. .,



" INPUT OR ACTION AGENT B. PERFORMA1~CE AGAINST PLAN C.IMPORTANCE FOR ACHIEVNG
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CONTRACTOR, PARTICI PA TING ,\GENCY OR VOLUNTARY FACTORV SA71SFACTORY STANDING LOW MEDIUM HIGH
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1.
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2.

3.

I ....O...CT NO.

519-11-710-030
PA.. FO" P ...,O.;, \COUNTRY

T') June 1974 E1 Salvador
II. P.RPORMAttCI! OF KI!Y INPUTS AND ACTION AGENTS

AID ,oa~I' ,,~,ot

PAGI a Pd

/

Comment on key facto,. determining rating

4. PARTICIPAN, TRAINING

---------------------
Comment on l.ey focton aetermining ~oti ng

II

x

In general employment and utilization has been appropriate and in some cases even
superior. 275 participants have been trained, 70% of ~hich are still with the Police.
However, due to the syst~ of assigning l1ilitary officers to top positions in police
sometimes these officers are not entirely receptive to trained returnees.

_5_._C_O_MII_10_0_I_T_I_F_S . O ITIII
Comment on ~ey facton determlng r~ing

Commoditio,~ were appropriate, deliveries were timely and utilization excellent.

o. PEItSONN EL
~ r.O~PERATING

COUflollT~""-

b. OTHER

~
2- 3 4 II • 7 , 2 3 4 5

X
----

.,
Comment on key factors del..rmining rotinq

'~ith regard to training and placement see co~ent 4.d. above. Top level management
lacks continuity; middle management satisfactory. Lack of top level management con­
tinuity could become a problem upon termination of project in June '74.
GOES contribution in purchase of spare parts has been generally poor, but its main­
tenance capability han shown a steady improvement.

-(Se.~, Pove for Co_n,. on O"ier Oonors}

i. diTHER DONORS N.A.
5
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III. KEY OUTPUT INDICATORS AND TARGETS
TARGETS (Percentage/Rate/Amount)

A. QUANTITATIVE INDICATORS

FOr MAJOR OUTPUTS CUMU·
LATIVE

PRIOR FY

CURRENT FY

TO DATE TO END
FY 74 FY__

END OF
PROJECT

35

41

1520

Established narcotics unit; established "Police Intel­
ligence" unit and "Bomb Squad." GOES purchase of 2
identi-kits and tw~ officers trained in their usc.

COMMENT:

ACTUAL
PERFORM­
ANCE

PLANNED

REPLANNED

PLANNED

ACTUAL
PERFORM·
ANCE

ACTUAL
PERFORM­
A'NCE

2ransceivers in service, U.P

Motorcycles in service, N.P. PLANNED

Patrol vehicles in service
~.P. in San Salvador

Participants trainad

I.
Improved investigative
procedures.

B. QUALITATIVE INDICATORS
FOR MAJOR OUTPUTS

------------------4-----,..-........::.......-;'-""!f......-oi.-~~+_---_+---__iI__---+_---

2. Improved transportation
and communications N.C. &
:r. P.

3.

Improved records and ID
~tion, :,j.P.

COMMENT: ons~ era.:; e progress was rna e: nell ve 1C es

were procured resulting in greater mobility and covera~e

and negotiations are in process at this time to purc;lase
42 additional transceivers and 5 base stations for the
;I.P. Auto maintenance shops were constructed on police-'
wned ro erty totally reorganized. Spare parts were

purchased and stocked for 35 new motorcyc es.

}IDdification of criminal records section to reduce data
retrieval time and setting up of ~1.0. file accoMplished.
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IV~ ,Contlnlledl COfIIment on key fac;tOfI determining rotlng of Oth"r Dono,.
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III. KEY OUTPUT INDICATORS AND TARGETS
TAR GETS (Percentage IRate IAmount)

END OF
PROJECT

COMMENT: recru1t tra1n1ng curr1culum ,,las re-
desir,ned to include additional civil police subject
matter and extended to a one-year program including 3
mo. O.TT. The "National Guard Scllool" 'vas officially
inaugurated by the President on February 1, 1974.
Promotion system improved - Two montl1s' "Promotion

c u se requ1red for all ranks. Each officer

CUMU- CURRENT FY
LATIVE FYPRIOR FY TO DATE TO END

PLANNED

ACTUAL
PERFORM·
ANCE

REPLANNED

PLANNED

ACTUAL
PERFORM·
ANCE

REPLANNED

PLANNED

ACTUAL
PERFORM-
ANCE

REPLANNED

PLANNED

ACTUAL
PERFORM-
ANCE

REPLANNED
...;."

A. QUANTITATIVE INDICATORS

FOP MAJOR OUTPUTS

B. QUALITATIVE INDICATORS
FOR MAJOR OUTPUTS

~. Institutionalization of
appropriate in-country
training programs.

2.

must pass all exams to bl~ promoted - the six month course
for recruits at the N.P. school was extended to 11 mos.
in January 1973.

3. COMMENT:

(
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IV. PROJECT PURPIJSE

. I. Stotement of purpOle al currently envisaged.

Lncr~a8e the or8.Diz~tional and operational effectiveness
of the civil police forces to preserve internal security
and mailltain law an.J order.

2. Some os in PROP? rlVES DNo

B. 1. Cenditlons wh:ch will e)(lst when
above purpl 5e is cchisved. 2. Evidence to dote of progress toward 'hese conditions.

1. Reduced time to respond to a
call from present one hour or
greater to minutes. Establiehed
routine for follow-up investi­
~ation of major crimes.

2. Total of 35 working autos for
radio patrol, with 15-20 on
streets at any time. Sector
assignment of vehicles. System
for control and stocking of
spare parts to support fleet
established. Established cOm­
munications equipment mainte­
nance facility.

3. Data retrieval time reduced
significantly (minutes as op­
posed to over an hour present­
ly. )

Response time to a call somewl~t reduced.
Established routine for follow-up investig­
ation not achieved.

Sector assignment achieved but all sectors not
filled due to purchase of only 32 patrol vehicles
to date. System for control and stocking of
spares accomplished - Communication maintenance
facility not reorganized.

Reorganization of data retrieval system has
resulted in significant reduction in time
required to obtain data.

(Contin ed)

V. PROGRAMMING GCAL
:--~~~.------------A. Statement of Progromming Goal

An internal security ambience which will facilitate social and economic development
in the Republic of £1 Salvador.

B. Will the achiever•.ent of the project rurpose make a &ignificont contribution to the programming gool, given the magnitude of the notion'll
problem? Cite eviden<:e.
Increased organizational and operational effectiveness of the civil police forces
to maintain law and order has contributed to the creation of an internal security
ambience which will facilitate social and economic development. There has also
been decreased dependence on the military forces to suppress civil discord (see
OPS Terminal Evaluation). Evidence of this situation can be cited: Durinr, the
~farch '71 Coup d' etat the civil police forces remained loyal to the 1eRitimate
civil authorities. In July of 1971 the civil police were able to quell university
student disorders without ·traditiona1 military interference. Recent industrial
expansion is evidence that the proper investment climate exists in El Salvador.
Part of this must be attributabln to the maintenance of effective civil order by

.c police forces.
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~; 1. Statement of purpo.e o. cur~ently envisaged. 2. Some as in PROP? 0 YES 0 NO

B. 1. Ccndltlans which will eAist when
above purp•. se Is cchleved.

4. Police training supports
activities required of police.

2. Evidence to date o' progress toward these conditions.

Achieved: Creation of a llntional Guard School,
curriculum reform, establishme~t of an cxaPI
promotion system are all new support activities
required for nropcr functioning of police forces.

5. Planning office established,
staffed, and producing budget
determinations and allocation •

Hot established.

V. PROGRAMMING GOAL
A. StoteMem"f Progromming Gool

B. will the achieven·ent 01 the proi~ct purpose mak.. a significant contribution to the programming goo I. given the magnitude of the notionol
problem? Cite evidence.

(
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UNeLASSIFIEp

I. INTRODUCTION

A. An in-house terminal evaluation of the Public. Safety

Program was conducted by incumbent Public Safety Officer.

Richard R. Martinez, between April 15 and May 24~, 1.974-. An

Audit by the Office 'of the Auditor General preceded this

evaluation in January 1971, and will be referred<to' from

time to time. This evaluation is based on reporting officer's

continuing discussions with officials of the Government· of

El Salvador (GOES) and the U.s. Government (USG), andmanage~

ment of the project since September, 1971.

B. Terms of reference:

1. To apprai.se the strenght and weaknesses of the

civil police forces and provide the GOES off~cials with

recommendations for their future actions.

2. To provide interested USG agencies with a brief

history of project accomplishments, goals and objectives' not

yet achieved by virt~e of the termination of theprograrn.

c. Persons contacted were:

1. As resident public Safety Officer, the author was

in c ontinuingcontact with all members of. the US, Mission~

country Team' as well as other members of the Mis:sion~~and

other USGAgenc ies. BEST AVAILABLE COpy

"
UNCLASSIFIED



2. The author was also in continuing contact with Host

Country officials from ministerial to working levels in ,the

"five security for~es during the period from September, 1971 to

prese41t.

II. THE PUBLIC SAFETY PROGRAM

A. DESCRIPTION

1. History

The public Safety program was initiated in 1957 fol-

lowing an AID/W survey made in November, 1956 at the request of

the GOES. From 1957 to 1963 Public safety project emphasis was

directed principally at upgrading the National Police. Beginoing

in 1963, the Public Safety project efforts were expanded to

include the National Guard. Later, assistance was extenqed to the

other civil security agencies. At it's peak, during the mid-

sixties, the program had five advisors. Since late 1970, the

program has operated with only one advisor.

2. Objectives and Goals: (as developed jointly by GOES
and USG)

a. Reorganization and modernization of tne National

Police to improve ovarall ad~inistration and operational procedures.

Level of Achievement: with the exception of problems such

as funding procedures and transfer of personnel in key positions,

'and perh~ps two miner objectives, this has been achieved.. (See
l- :



i, -3-

Par. II. B. 1. (a) )

(1) The establishment of good police and.

security records.

Level of Achievement: This has been achieved.

(2) The establishment of good immigration and

customs control.

Level of Achievement: These organizations have improved.consider-

ably and continue to do so. Recent and anticipated' budget sup-

port will bring them to a very adequate level of eff'ect:iveness by

the end~of CY 1974.

(3) Improving and modernizing crimina,l. investi-

gative procedures.

Level of Achievemect: This has been achieved.

(4) Adequate counter-insurgency and riot control

capability.

Level of Achievement: Excellent progress has been made but some

weakness exists due to bUdget deficits for equipment (tear gas)

purchases.

(5)

training programs.

The establishment of extensilveand practical

Level of Achievement: This is complete in the National,.Guard and

National Police.
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(6) Adequate communications and mobility in the

security forces.

Level of Achieve~ent: Considerable progress was made during the

life of the programc At one time during 1972, mobility at botr

the National Police and National Guard was acutely bad. Since

that time it is once again improving with GOES purchases.

(7) The establishment of good maintenance and

supply systems.

Level of Achievement: The r.aintenance side has been improved

considerably. The supply side is deficient due to budget defickcs

for vehicle and parts procurement.

(8) The development of effective patrols and

enforcement procedures.

Level of Achieve~ent: This has been accomplished to the extent

that necessary venicles and equipment has been provided.

3. Resources

a. ~echnicians

At its peak in FY 1964-65 the Public Safety ?~o~ec~

was assigned five advisors as follows: Chief Public Safety

Advisor; Immigration Advisor; Investigations Advisor; Training

Advisor; and Records Advisor. Short term consultants we~e

utilized in vehicle maintenance, communications, and traffic.

since t~~ latter part of 1979 the program has been assigned only
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one technician.

u.s. personnel costs through the life.of the

program have been $864,000. A summary of program~osts is

contained in Annex I.

b. Commodities

Disbursements for commodities over the life of

the project amounted to $776,000 or 36% of the ·totalproject

cost. Commodity procurement \Vas highest during FYs1962-63,

when more than a 11alf million dollars worth was.turned over to
,

the ~ational Police and National Guard. FromFY 1964 through

FY 1968 commodity procurement ~veraged $50,000 annually and,

from FY 1969 through FY 1973, commodity procurement averaged

about $4,000 annual:y. A complete commodity profile is contained

in Annex II.

c. participants

One of the basic operations·of the Public Safety

project included formal and specialized training at the Inter-

american Police Academy in the Canal Zone and later at the

In~ernationa1 Police Academy (IPA) in Washington, D.C.i at

specialized institution through the Office ofcpub'lic ·.Safety (Ops)

Training Division; and in third countries .··.A·c-Omplete participant

profile i~ contained in Annex III.

'"
(
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Participant training received its strongest

emphasis during the three-year period from FY 1963 to FY 1966

with an average of 40 participants annually. During the'years

prior and subsequent to that period, the average was ten

participants annually ranging from 20 participants in FY 1962

to 7 participants in FY 1974.

USAID/El Salvador records show total participant

training obligations and expenditures of $416,000, or 19% of

tne total disbursed to the project from FY 1958 through FY 1974.

Training was received by the National Police

pers8nnel with 171 participants (61%); the National Guard with

65 participants (23%); the Hacienda (Treasury) Police with 18

participants (6%); Aduana (Customs) with 12 participants (4%);

I~~~gration, Municipal Police, and Fire Department with a col­

lective total of 14 participants (6%).

d. Host Cou~try Contributions

(1) Technical Support

Auditors from the Office of the Auditor

General found in January, 1974 that, "During the life of the

project host government compliance with the provisions of the

agreements had been adequate. The GOES had made available •..

frice space at the National police headquarters and furnished

transportation ••• "

"



and salaries, h~d

(2) Commodit: A~

The GOES purchased 12 patx:01 vehic le~ in
r,.

1970, $300,000 worth of communications equipmElnt in 1970, 35

motorcycles in 1972 and 29 vehicli3s in 1973 fc>r the three

security agenc ies under the Minis~try of Defens$ and Puplic

Safety.

(3) Partie ipar.t~)sts

mitments relating to rartic ilXlnts J p:iying international travel

'b~f;n€';{~...<~·l·i ~:::t:t 0_....,.
.; '.:: -;' ~- ~

utilized their traif"iifttg a;'.dr.·d}·5se~~.ir;.Uted t-).""aini.ng~ iSnowludg'e to
..~ ....# • i~ - ~ -- -"=; ~- .--.'

'-1 \ ~._ ."

~ ".~

tribute to their ~edicat~on".

..

liThe thor q.\,1/:ih ;-.0 S S

B. OBSERV)\TIONS !,:·H) c:YrCLUsIC~S··
,,-~...---....~~,~--=

1. .-;~

a.

~Toil;.t USG and GOES efforts\ since the incept;ion

=~"--:';

progress in the National polico. Police personnel~~ere issued
~. . _ f~A'~'-:;!~7i- . -~~~

modern police uniforms 'z{1ra -equip.'1'.Emt. A complaint desk for the
to
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~

pqbli~ was provided and staffed with civilian clerks trained to

receive and forward reports to appropriate divisions for action.

?he control Of prisoners was changed to provide a more efficient
.0;'

und sa=er operation. Foot and mobile patrol zones were designed

;: O~ 0ix:ra tions . ~>1anpower wa.s reorganized to place m0re men on

~~~ro: qnd c~forccment. The investigations division was reorgan-

~zed a~~ burc2us established for e~ficient control and investi-

g~tion of cri~inal acts. Sc~entific laboratory and identification

~ S~C~i0~S were cstabllshed. ~he Police Sc~ool was reorganized

3nd ?a~~o: was organized. A driver's license record system was

(:stj,blisl-.vd. ':"1-12 nig;;t\\·atc}... :-.~e., were put under the control of

i0ec~[ically trained riot control units were

o~g~~\ZGd and eGu~PP0d. ?~ring ranges were constructed. A

A case control

~jS~~~ w~~ ~n6~i~i~c~ ~~ t~0 Investigations Division. Arrest

H-Jcilc. cS:;'T:HJ.:ll.ca<.:ions and teletype report files were

~ork shifts were established. Briefing a~d

~::-\s ~c.::::: ':'0:', of persor.ne 1 and equipment is conducted by a command

officer before each ~our of duty.

b. T~e National Guard

prior to 1963 the ?ublic safety program was
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confined principally to the National Police and only limited

equipment was given to the National Guard. Since 1963 joint

efforts were directed toward training, records, communications,

investigations, riot control, and police services. Communica­

tions were improved, a radio maintenance shop was established

and the National Guard entered the nationwide radio network of

the Nat.ional Police, on a separate channel. The same radio

operation procedures were installed- for coordinating the two

ors-anizations in emergencies ",ith the 1970 GOES purchase of

$300,000 worth of ~adio equipment. A nationwide records system

was installed with a centr~l records bureau in San Salvador.

The invest~gations section was reorganized and photo laboratory

and i~entification sections were established.

c. The Hacienda police

A limited amount of equipment was provided by

Public Safety. Assistance was mostly confined to formal train­

ing at the International Police Academy in washington, D. C. and

in-service trai~ing locally. The Public Safety Division prepared

a textbook for the Hac ienda Police whicl'. contains rules I regu­

lations, laws, and operational procedures to assist them in the

performance of their mission.
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d. The Aduana Police.
Formal training at the International Police

Academy in Washington, D.C., support in local.in-service training,

and limited amounts of commodities were furnished to the Aduana

Police. Specialized training in the area of detection and

investigation of narcotics o#fenses has been provided. This

year, a radio network, vacancies for 19 radio operators have

been approved, a~d new uniforms are being issued its personnel.

c. Immigration

Technical assistance to improve operating tech-

niques and procedures was provided by a Public Safety Immigrations

Advisor. A civilia~ records system, an alien control system,

and lamination of iCiE;;.tification cards were instituted. Basic

com~odities were furnished f~r t~ese projects. The actual

Director of Imr.ligrations was sponsered to study Immigration

Services in the United States.

III. RECOY~ENDATIONS

A. Establish a Research and Planning Office in the National

Police.

With the multitude of responsibilities of the Director

General of the National Police, which are planning, Organization,

staffincr, Training I BUdgetin~, Equip.1lent t coordination, Public
( -i
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Information, etc., there is a great need for a Research and

Planning Unit to assist him in carrying out his functions.

The Research and Planning Unit

The planning process includes research. Facts ina wide

variety of forms must be discovered; they must be compiled in

an orderly, systematic fashion; and they must be critically

analyzed to discO\oer the need and to develop the details. of the

proposal. Research inc ludes seeking princ iples that may be ap­

plied in the improvement of the police services. Research also

includes evaluation and effectivenes: of present procedures.

The planning and research unit should have primary

responsibility for the following:

1. Develop plans that are department-wide in scope, i.e.,

?lanning and bUdget procedures, review of records systems, property,

accountability, etc.

2. Overseeing the planning activities of all other units

and analyzing perioaically all department plans and procedures.

3. Discovering unusual needs for police services by

maintaining a continuing analysis of the crime situation.

f

A secondary or advisory responsibility exists with

]ard to planning done by the individual operating divisions

for t~ei~ own concern. Th~ extent of the responsibility will be
.-



-12- .

determined largely by:

1. The ability of the operating division to accomplish

its planning duties unassisted.

2. The extent to which assistance may be desired.

3. The failure of an operating division to prepare es­

sential plans, a situation which it is the Planning and R~search

Unit's responsibility to discover and report.

B. M~antime, the GOES may wish to conside.r the foJ.lowi,ng recom­

mendations to be implemented as soon as possible:

1. Assign spec ialized personnel in the ImrA.stigatiol1s

Division of the N~tional Folice to their specifi~ areas of

specialization su~h as Burglary, Theft. Robbery, Homicide, ~tc ..

and assign only those cases to the teams concerning their area

of sp~~ia1ization.

2. Budget specifically for r(~placemen,t vehicles, equip'"

ment, and spare parts for t;:1e public safety forces as follows =

a. Vehicles (National Police)

(1) Purchase of 18 new vehicles in 1974 for a

total of 30 working autos for radio patrol, 20 of which should

be assigned to San Salvador .

.. (2) Ten percent of the cost of the veh1qles in
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spare parts for same

b. Equipment (National Police)

(1) Thirty transceivers for the 1972 Harley

Davidson motorcycles.

(2) Twelve (12) transceivers for the 1973 volks­

wagon vehic les .

(3) Five base stations with a~cessories.

(4) Spare parts for the above.

Items (1), (2), (3)1 and (4) to be purchased at a cost

of $65,206.65 as estimated in pro-Forma invoice submitted to the

National Police on 29 April, 1974.

(5) Transceivers for all n,ew vehit: les acqu ired.

3. Further purchases per year to be made as recommended

by the Planning and Research Unit.

IV • I,I ST OF A~NEXES

A. Annex I, Public Safety project Costs

B. Annex II, Commodity Recap for El Salvador

C. Annex III, Partie ipant Training



ANNEX I

AID PROGRAl-l IN EL SALVADOR

TECHNICAL ASSISTANCE

PUBLIC SAFETY PROJECT COSTS

AS OF l-fARCH 31, 1974

(In U.S. Dollars)

u. s. Personnel Costs $ 864,000

Loc::tl & TeN Personnel Costs 25,000

participants 413,000

Conunodi ties 776,000

Other Costs 39,000

$ 2,117,000
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ITEM PROVIDED

t"ork Lift

,'1'iro Change:-
WPmPOlfS

aevolver .38

Pistol Pl'i..en

CarbiQCI

RUle
Shotgun
C:1!Z'ta:14qe C..e"

,lC2lchlne 911ft

KOl"tflZ'
Dill Re-pa iZ' paru
,ae10&4 Eqllianent

~ool.

,Clo~ninq SupDUe.

;'cuo.
Gan power.1"
'1'QJ:'g'ct.
Ql:lol Gun
Chomlc:.l DiapenaeJ:
'1'eG: 'G.. Grenado
'1'eal' Gal fJ,"ojectU.
,I'~ t. ChcI1l1c-al SliD
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!:Zi:lfo~y Zhi..lcS
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t';',
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81
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AJ:D. :PRoGRAM:~' INLEL•.SALvADOR ­
TECHN~CAL;AsstSfl'~Naa~.i_..~UBLJ:C SAEE'.VY·',·

'l'Y~E O~'L'RAtbl:ING,·AND ·NUMUR:·O}'\ .PAR~:tC\t.~S,.
AS,:· oF.; 'JUW~. 3-G·~" ~9~t-.

General po'lice· OOu:rse.

Police Administration'"and ·Recot'd-s.Management.

Criminal Investigations

Police Investigations

Senior Office~ COurse

Police Executive Training

Jemolition Course, Canal zone

Bomb Handling. and Disposai

police/Border patrol operations.

Laboratory Techniques

Terrorist Activities Inves~igatiQn,

~adio xaintenance and Repair'

Traffic Administration, C6ntrol .. and Regula.tion6 ..

Narcotics Management Suppo~t CGutse

police ·Operations/Riot Control

Fire Ec:iuipmentMaintenance and:Repair

Fire Fighting

Vehicle Maintenance and Re.pa'ir

Fingerprint Classifieat.ions

customs .and..Imm·igrationEnfo:tee:and.Con't~04:'

BEST AVAILABLE COpy

XC>. of
participants

135

21

22

7

6

6

9

8

6

3

5

2

10

1

2

3

6.
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FBI National Academy Training

PhotograPhY

6

2

Police 'Radio Communications 2

prevention and Investigation of Conte~~rai1:Violence 2

* Detection and Investigation of Narcotics violation 5

TOT~L 280

* Funded from Na~cotics Funds.


