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Mr, Peter Ellena, JPS JuN2d ¥
Herman L. Myers, LA/DP/ES
Uruzuay Public Safety Evaluation

Prior to leaving Montevideo on September 28, 1972, consistent with the
Buresu's policy of leaving preliminary findings and recommendations with
the Mission, I prepared & report for the Misaion's use. A copy of the
report is attached. The following supplementary findings and recommenda-
tions represent my contribution as a member of the evaluation team:

1. The Tupsmarc threat has been virtually if not completely eliminated.
There was unanimous sgreement among the officials we encountered, both Uru-
guayan and U. S,, that no orgenized threat remains. In the event of a epor- -
adic vestige of this movement cropping up within the next several years, the
military will have the responsibillity for meeting and ccntalning it. Indeed,
the fzilure of the police to cope with the Tupamarc threat, admittedly due
to the nature of the Uruzuayan civil Juridical and penal system. suzgests
that the military is the orzanirzation beat suited to this respomsibility.

2. Continued professionalism of the police force was based on prepara-
tion for rict eomtrol, presumably resulting from student and labor unrest,
and the prevention of ordipary crime. It is likely that any future con-
frontations between the State and riotera will be met by the nilitary arzgan-
ization rather than police activity. In view of the increasing Invclvement -
of the military in all phases of the Uruguayan socciety and eccnomy, and the
reletively scarce persconnel anl materlel resources available tc the police.
responsibility for the comtrol of any major riots should be left tc the
military. It would appesr reascnable, however, to expect that becauwse of the
training in riot control techniques that has beepn given to all pcliece in
their IPA and Police Academy training, the police should be able to cope with
any minor disturbances which might oeccur.

3. My September 28 report reccmmended s revised PROP be prepared for
submigaion to A.I.D./W by January 1973. I suzgested that the PEblic Safety
staff establish precise objectives, targets. indicators, and baseline data
on what they expected to accomplish during the next twc years through 197k
This would result in a determination of priorities whichk would permit the
allocation of resources on a logical basis and would provide a basis for
discussing with the Uruguayan police whether these were alsc the priorities
held by them. To my knowledge, nc such PROP has been sulmitted nor haw
priorities been established. ©Omn the basis of my observetions as a member
of the team, T recommend that the Public Saiety Team in Uruzuay be ziven
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30 days to prepere a new FROP. The etiached mmtrix is illustrative of

what could be done by the Public Bafety staff during the next two ysers. _

The highest priority ahould be givem to training in plamaing, organisatiom
and management, and procuressnat. The U. E. should terminate its assistance
in the fields of commmications and mobility as soom as pcssidle. A maxi-
mm of six mo-months should be expended in thess latter two flelds to
completas present commitwents. Ouwr discumsions with officials in these
fields reveal that thalr major lack wes their fallure to procure replace-
pent equipment and necessary spare parts. Thay do nctappear to lack a
technical wnderstanding of the use of such equipment, but rather the
budgetary resources for the purchase of such caamodity items. This is
clearly a Uruguayan responsibility and the quicker the U, 5. acts de-
eisively to limit activity in these fislds, the more likely the GOU will
take the necessary steps to aceomplish thoss pricrity ocbjectives. The
scarcity of CGOU budgst rescurces for msnpower and ccamodity elemsnts
auggests that the greatsst help the palice can be given within the bDext
two years would be to improve their efficisncy so0 as to maximixze the affect
of vhatever resources are available to them. Thus, I would giwe planning,
OMM.and procuremsnt the highest priority. The Uruguayan police already
have considerable tacimical capability in investigatioms. The Puwblic
Safety Team should spell cut in grest detail how it expects to assist in
this fleld during the mext 18 momths. This detail should imdiomte what
will be accomplished and how one can dstermine that inwstigations will
be more effective and efficlent at the end of that periocd,

4, The Team was told by the Urugusysn police that a new crgamizatiom
and responsibility for trainiag weas anticipated. The Nontevidec police
will hawe the responsibility of training the interior police. The Public
Safety Team should spell ocut how it intemds to work with the Montevidso
pclice in assisting in such trainiag. Practically ewery high lewvel officer
with vhom the Team talked during the evaluation had received U.8. training.
At present, the training cbjectiwes of the Public Bafety Staff appesar to
be unstructured and it has not been possidblas to determine who and how maay
should be traimed, because such trainimg is not tied to speecific fumcticnmal
objectives. The USAID Public Safety Team mmy actmlly be over-staffed in
the field of training, since most of the Uruguayan police appear to awe
been traimed alwveady. Most, if act all the Momtavideo middle and superior
level perscanel have already been trained at home or abroad. It is nct
clear vhy IPA training is being pianned at present lswls. It may wery
vell be that most of the funds programmed for participant traiming could
be eliminated and the budget limited to the costs of the Public Safety
Staf?, short term TDY irn the pricrity fields, and up to $10,000 in
commodities.
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5. 1 bhave sericus misgivings as to the need for morw than two Public
S8afety officars during the next twc ysars to accomplish the foregoing ob-
Jectivea. The burden of proof that more than two officars will be required ,
over the mext two years lies with the Public Safety Staff and will mequire &
extensive justification in the PROP which will De submitted. It would be
desirsble for such a submission to provide a month-by-month scheduls of
axpected activity, by functiom, for edch of the proposed advisora.

6. V¥While I did not accompany the two Public Safety msubers of the
Team to the border, I stromgly recommsnd that the U, 8. should aoct initi-
ate activity to provide technical assistance to the Urugueyan police in
the field of border patrcl. The gquestiom of contraband is & complicated
ope and could reflact the questions of established mmrkets, types of
taxation, feasibility of adequate contrcl (that is the cost versus the
benefits likely to be cbtained). and other factors, mcre in the realm of
political and ecomomic policy than in Public Safety. More important is
the pricrity given %o such activity by the Uruguayan Governmsnt and the
Uruguayan police. If ths Uruguayam police indicate this to be among the
hizhest pricrity setivities in the field of public safety, then the Pudlic
Safety Stafrf should conmsider whether it is moxe desirabls to provide
agaistance in this area than in scme other, such as investigaticms. In
any case, if the cblectives of the program canpct be accomplisbed in the
next 18 months, no efforts should be initiated,

Y -

T. At the request of the Mission Dirmctor, I comsidered the question
of the utilization of Allisnce Punds for Public Safety techniecal assistance
as ccupered with the utilizatiom of such funda for other dewelcopmsnt oObjec-
tives, 1 concluded that during that pericd vhen the Tupamaros: were a
sericusly disruptive element, the allocatica of close to 50% of the Mission's
bulget %o the Public Safety project certainly could be Justifisd. In 7Y T3,
slightly more than 19% of the total Mission Dulget was wogresmed for Public
Safety and the Public Safety group copstitutss 27% of the Missiom direct- -
hire staff. As I indicated in my prelimisary report, Public Safety sdviscrs
are more limly to become targets of irraticmml attack, U. 8. supplies used
in riot comtrol could trigger anti-U.8, feelings, and funds utilized for
Public Safety prewent the fimancing of other projects in agriculture,
education, and economic development,which are inSended to strike at the
cause of crimm and threats to internal security, rather than mmyely coping
with it. -

8. I see no Justificetion for comtimuing an wmstructured, um-targeted
program if the Public Safety Team cannot indicats what it hopes to sccol-
plish. All of the recomswmnded activities shown abowe should be subject to
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acoomplishment by the end of Calendar 197h. In my preliminary report,

I recommsnded that the Public Safety staff he reduced to s two-man team
starting in July 1973. I leawe tc the UBAID Public Safaty Staff the
Justifiestion for comtinuing the third Public Safety sdvisor through
June 197h, the absolute saxisms time a three-man team could be justified,
and thsn oply if the inwestigatiom objectives could be almcst completed
by that time. This would lsave two adviscrs for the remmiming 6-month
pericd, Jume through Decembar 19T4.

2. The major reascn for an svalimiion at the end of the remsining
two years of this program would be to detarmime whather the objectiwes Lo
have been met, and tc obtain insighta imto tha exparisnce in Urugumy ~
which could be helpful im the design of future progrems in other countries.
Evaluation is not a msans of detarmining vhethsr to justify am extemsion
of & project. As iz all other technical aveas, there is always some need for
further improvemsnt in any police organization with which we are dealing.
The question of tha pricrity of Public Safety and altarmative dewlopmnt
fields of amsigtance campot be detarminad by the technicians invalwed, either
in the Mission or in Waskhingtom. This is a policy matter vhich appears to
me %o be best left toc the Mission Director and Coumtry Tean when proposing
its overall program in the CASP axl program submissicns. In the case of
Uruguay, the expenditure of an additicnal $200,000 per yesr for Public Safety
indefinitely, as compared with possihle funding of agrioultwre, educatiom,
health.snd other alternative fislds will not be detarmined by sn evelustion _
of vhether the previous Public Safaty Tesam had dome a good job oar mot. If
an evaluktion 1s uxiertaimn in the futurxe, its terws of referenoce should be
wvhether the established objeetives in plamning, 08M and procuremsnt bave P
been accomplished. Failure to sccomplish these goals could be due to the —
low priority givwen to these flelds by the Urugmmysns or to other rTeasoms
outside the U. 8. comtrol. Adeguate monitoring of the project Wy A.I.D./W
and the USAID Director should reveal well in advance i thess objectiwes
are heing met.

10. A drsft paper cn the history asd operatiom of the Trust Fud wes
prepared by me and submitted on Seytember 20, together with my msjor fimdings
and recommendation. As I indicated in that draft, use of U.2. woouremsnt
chanhels tends to postpone the necessity for the Gowrmmemt of Uruguay %o
orgsnise and becoms self-sufficient ia procuremsmt. From amn eccmcmie stand-
point, ccamideriny that dollars mmst be deposited to the accoumt and com-
sidering that Argentima and Brazil are altermative sources of supply, there
does mot appear to be sny advantage for the Covarnment of Urwguay to uee
the Trust FPuni. The only ressca the Truat Fund was recammwaded for staml-
by through Jume of 197k was for use in emsrgenciea. I frankly cammot
imegine why the Uruuvayans would use this Pund except to relisve themselws
of the macessity of making their own contacis, agreemsnts, and hecavss
shipmmnut by pouch could circumvent their own customs formalities.

LA/DP/ES: HIMyers: 6/28/73: mkb
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T rezret that our prior attempts to reach a cummon positiom <n comclusimms
and recompendations has not reaulted in an agreed report befcre amy depar-
ture on June 2yth, 1973. Durip: the visit tc Uruguay apd subsaquentily I
found it easy to work with you und tc exprese my positiun. In the event
that you are not in full or partisl agreement with the Tore;cing, I take
it for granted that the I inal printed repert will fairly reflect my posi-
tion on each of the issues which I have addressed in this aeacrapdum. 1
have discussed these findings with Messrs Wrenm and Harriscn usnc they are
prepured to wook with you.

LA/DP/ES: HIMye ra: mkb: 6/28/73
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Project Title & Number:

PROJECT DESICN SUMMARY

LOGICAL FRAMEWGQRK

Life of Prajeser;
From FY o FY__ _

Tetal U. §. Funding
Date Prepared:

NARRATIVE SUMMARY

QBJECTIVELY VERIFIABLE INDICATORS

MEANS OF VERIFICATION

IMPORTANT ASSUMPTIONS

Pregiom or Sector Goal: The broader abjective 1s
which this project contributes:

Support Climate of Confidence in
Uruguayan Economy

Measures of Goal Achievement:

Increased revenues from
&, Tourism
b. Invesatment
{Targets not required)

Assumptions for achiaving goal targers:

Projecy Purpose:

Develop Uruguayan police capsbility and

erficlency in selected flelds during
transition to non-military situastion.

Conditions that will indicote purpose has been

achieved: End of project status.

Police elfectliveness in:

1, Communications T3/7h
4. Responding time reduced by

b, Decoding tims (scrumbling)
increased by _%.

¢, Tim for response to interier
emeryency no wore than
fur selected locations.

4. __ % of coutry covere?.mlh)
c

Assumptions for ochieving purpose:

Quiputs:
1. Commmications

 {

Magnitude of Outputs;

Specify:

a, Complete grid betweepn Montevideo
and interior

. Al) mebile units and patrols in
communication

¢, Material j: stondardized
4, Other recards

. &, Manuals of operation

f. Trained perscnnel in place.

(con't)

Assumptions far achisving oulputs:

Inputs:

implementation Target (Type and Quantity)

Assumptions for providing inputs:
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Conditions that will indicate purpose has been achileved:
End of project status. (Con't

2. Mobility :
a, Bguipment being replaced every
‘: b, Spare parts in inventory
c, % equipment standardized
d, % operational

e, Responding time,

years

2. Investirations
&. No., and % cases cleared
(arrests, convictioms, follow-up)
b. Coordinated capability of different Ministries,
intra-police departments, and with interior.

4, Crmanization and Management
a, Studies completed of personnel utilizetion, mobile
unit costs and replacement, records management,
budret and accounting systems,
b, % of recommendations followed up,
( ¢. FNo. of unsolicited requests.
d. Cther indlcators.

Procurcment

a. Time of procurement reduced %
b. Cost of ltems reduced

Q. of items standardized.

Wi

Oﬁtputs: (Con't)
2, Mobilitx

Mapniiude of Cubputs:

. % of force mobile
b. Rutlo of force to population covered
c. % in normal use daily

8. Biurce of coordination:
mobile -~ mobile
moblle - foot

.(Con't)- 7




Project Title & Number:

NARRATIVE - SUMMARY

ORJECTIVELY VERIFIABLE INDICATCRS

Cutputs: (Con't)

2,

¢

Mobility

Investigzations

Organization and Management

. Procurement

Nationwide Integrated Tralining Prcgram fully
operatlional

Magnitude of Qutputs:; (con't)

e'
T.

B

Cther records
Manual of operation
Trained perconnsl in place

Racords in place and management

Trained personnel in place

Manual of operation

Systematic and regular meetings of different agenciss.

Trained persornel in place (specify)

Office recognized and givern spuce, hudget, leadershlp, ete.
Coordination with statisties, budget, accounting, person-
nel, ete.

Reorganized central office
Trained personnel in place

. Manual. of operation

Study of relative advantage of source of ccmnodities.
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URUGUAY PUBLIC SAFETY EVALUATION

PRELIMINARY FINDINGS AND RECOMMENDATIONS - OF TEAM MEMBER MERMAN L. MYERS

1.

Previcus Public Safety Program efforts have been beneficial and

effective, especially in training and materiel procurement.

.

A very high proportion of police staff (leaders) are IPA graduates
or otherwise have U.S, Training.

A major impact on Uruguayan Police of Public Safety assistance has
been on the morale of the corps during trying times.

Selected Uruguayan officials should be made aware of the extent of
P.S5. assistance,

Use of P.S. personnel for U.S. security and intelligence was helpful

but is now marginal and should be discontinued.

The current level of three Public Safety Advisors is considered proper

if augmented by specialized short term (TDY) assistance.

a,

As a proportion of total USAID staff or USAID budget, Public Safety
is the largest office. Any future decision to add a permanent
advisor in such fields as communication, mobile equipment, border
patrol, or similar fields should occur only if cne of the precent

staff can be shifted to another post.

L4 L

b. As shown by a preliminary matrix, the fields most likely to benefit

from concentration by the P.S. advisors are: (1) completion of
communication and mobile unit_organizations. We do not foresee the
possibility of grant assistance for commodities, except for training
or exceptional surplus items; (2) develop the investigations staff

in line with the renewed attention the police are expected to give
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to crime and civil disorders; (3) initiate and develop a capability
of the police in the fields of plamning, O and M, and procurement
to assure the maximm efficient use of the scarce resources dveilable
to it,
It is recommended that up to $30,000 be shifted from the participant
training budget to short term T.A. for specialized advisors in the
foregoing fields, leaving to the P.S. team the administration,
training, and follow through necessary to the su;cess of the program.
In general, short-term TDY of 2 months at the beginning and later on
is preferred cover a longer period,
The team does not believe it possible to compare directly the cost
and benefits from Public Safety assistance as compared with other
more development-oriented assistance, The attack on established
order and institutions stems from ideological, assisted by
international ties anad eventé; economic; and personal behavioral
causes. Any success ih countering the threat to established govern-
ment and to personal liberties which has and will result from the
Public Safety Program would appear to have been more jmportant
during the recent period than the longer term efforts of the USAID
in agriculture, tourism, and other etonomic fields. It appears that
the major threat has now been contai;ed and that the next few years
should.sée a return to more normal functions of the police, keeping
in mind that tourism aﬁd foreign andrdcmestic investment depend on
the confidence of adequate law and order. On the negative side,
public safety advisors are mcre likely fto become targets of
irrational attack; U.S. supplies used against the populace in riot
control tend to fuel anti-U.S. feelings, and insofar as increases

in economis resources result from other assistance, in the long run

-
S
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this tends to diminish crime and internal insecurity.
Insofar as drug and narcotics identificaticn and control become

. -
more important in the day-to-day activities of the Uruguayan police,
it is expected that the P.S. advisor will contimue to givé maximm
encouragement to-such efforts. The Uruguayan border is vulnerable
and the control at airports does not seem to be tight. The beginning
of concern by and corresponding initial training o% the Uruguayan
police has occurred and more can be expected.'.Until such time as
evidence exists that Uruguay is an important location and after the
problem has been studied by the Inter-Departmental Committee, the
USAID, and other pertinent AID offices to determine whether to
provide operational or institution building support, no further
assistance is recommended. Insofar as training and develomment in
investigation and border patrol permits, narcotics control can be
included,
A systeﬁatic and conscious effort should be made by the P.S, staff
to analyze in dept the present status of each of the principal
objectives recommended by the evaluation, the result of which will
be a series of indicators and baseline data. Once these are
established, ;éreement should be rea;hed with the Uruguayan police
counterparts on targets to be réached by June 30, 1973 and 1974. A
revised PROP should be submitted tc AID/W with these data by
January 15, 1973.

As targets and objectives becoms definite, non-related intelligence

and reporting activities should be reduced to a minimum, if not

- M-
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campletely discontinued. In this connection, non-related requests
from the police, Embassy, and AID/W may have to be discouraged.
Reporting should be reviewed at each level to assure that new
responsibilities are not being hampered.
Present staffing calls for the presence of two senior advisors
through FY 1974 and one advisor for only one year. USAID/Director
should review progress by June 1973 in achieving the project targets.
For the last year of this proposed progrem, thg‘&hief P.S. advisor,
augmented by TDY as necessary, will oversee objectives in investi-
gation and border patrol. IPA Training is expected to be made

available to Police after FY 197hk.

3. Coordination of Police and Military

It is likely that military will continue to assist police in
meeting internal security threat.

Team sees great advantages to Police in view of extremely scarce
materiel likely to be available and possibility that over time a

cooperative specialization will free up police for normal activities.

13
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September 28, 1972
TRUST FUND

A Trust Fund Agreement was signed on July 12, 1966 and amended pn
December 30, 1968 to "assist and furnish services to the GOU for the
procurement of certain police commodities.” Commodities included guns
and ammunition, spare pa:‘rts for commnication, auto, training, traffic
and field equipment; and for administrative costs. The rate of exchange
was that in effect between AID and the 30U on the day of deposit. The
objective of the Fund was to temporarily provide a meéns of dollar con-
version to speed up procurement of commodity needs.

The Fond was continued, year by year until 1972, at which time it
was put on a stand-by basis. The USAID Director points out that the
introduction of multiple exchange rates, under which the U.S. receives
the highest rate, makes use of the Fund less atiractive to the GOU. The
Governmment appears to be shifting much of its procurement to Argentinasa

LarTA country in which local currency is acceptable.

o

Amounts deposited and commodities procured are shown in attachment
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FINDINGS AND RECOMMENDATION

The lack of coordination and organization for central procuremepnt
within the Police Department and the Ministry of Interior, coupled with
the advantage of doubling the value of peso availabilities to the Depart-
ments from receipt of the official rate of exchange of 3.70=31.00
(compare with 7.00=$1.00), provided an incentive to use of. the Fund. Use
of the Fund permitted the police to escape the inflatiod in prices which
reached 100% in some years. -

Commodities, especially mobile units and commnicetion equipment, were
procured and delivered within months of order. The benefits to police
effectiveness during the period 1967-1972 cannot be overstated, Despite
these benefits, the Team does not recommend its use in other countries
nor its unlimited extension.

1. The conversion of local currency to dollars is an internal problem
for the GOU. Priorities for use of dollars should be set by the

-~ GOU (Central Bank).

2. As a precedent, other Ministries can pressure the USAID for a
similar service.

3. Use of U.S. f;nanéial benefits and procurement services and
channels postpones the capability of the GOU aég the particular
Ministry {o organize and became self sufficient in procurement.

b, Futureravaildbility of*dollars to the Ministry are likely to be
less rather than more as the economj requires that foreign exchange

be used rigorously. Standardizing as much as possible, given the
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technical or physical availability, in commodities available from
LAFTA countries should be encouraged, providing these are no*more
costly than in the U.S.
5. Purchasing and ke:eping accounts for eighieen separate Departments
places an unnecessary burden on the USAID.
The Team recommends that the Fund be kept on a stand-by basis through
FY 197h, for use in emergencies only and for purchase _of{ commodities to
be paid for by deposits of dollars by the GOU. During the intervening
period, the Ministry should be encouraged and assisted to organize a
central purchasing office capable of coordinating its requirements with
the Ministry of Finance, the military, and the Uruguayan Embassy in

Washington.



