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F'rior t o  leavinq Montevideo CQ Sephaber 28, 1972, cosvlistent vi th the 
Bureau's policy of l e a v i q  preliminary fb i inga  and ncorenda t icm with 
the Mission, I prrpand a report for the Ninsim's we. A c q y  of tbc 
report is attached. The following supglemntazy f i o d i w  sad r e c r a d a -  
tions represent my contributim as a rmmber of the eva1aeti.s tew 

1. The Tupamarc threat has k e n  rirtually if not c c l p l t e l ~  eliminated. 
There was uasnintourr agmment ammg th off ic ia ls  we encormterec!, both Uru- 
guayan and U. S. , that  no organ1 zed m a t  -ins. In the event of a spor- - 
adic vestige of this mo-nt croppin& up within the ~ a x t  several years, tbe 
military w i l l  have thc respoasibility f s r  meting and andntaLoing it. Illdeed, 
the fai lure af the police t o  c q e  with the Tuparaaro threat, admittedly duc 
t o  the nature of the U r u p a p  c iv i l  Juridical and p n a l  system. a w 1 t s  
that the military Ls the crganizatiaa best r u i M  t.b this raapccmibilitx. 

2. Cmtinrrd professionalian of the policeforce vas baaed co pplra-  
tion for r i o t  control, pmsmbly  msUlt- frm a t d e n t  and lab- ~ ~ l t ,  
and th prevention of d i m r y  crime. I t  is likely that any future c a b  
frmtatims between the State and riotera v i l l  be s t  by tbc PLli tuy -gnu- 
izatica rather than police activity. I n  vLIv of the Increasing iavcal-nt - 
of the military i n  a l l  mses of tbe Wugmyan society and eccnw, a d  tbe - 
relatively scarce pracencl a& m t e r i e l  rwoia~ms available tc tbe police 
respmsibF1:ty for  the ccatrol of aqy major riota should be l e f t  t c  the 
military. It would a p p a r  reaIoMble. hah-r, to e x p c t  that becauc of tha 
training in r i o t  c o n t r ~ l  tecbniqus that  baa been gi- t o  a l l  police in 
their  IPA an3 Polia Academy training, t& polia should be a b h  t o  cope vith 
any minor d i s t a z r a s  which might occur. 

3. .%piamber 28 rapcat mcoanndcd a revised PROP be plrparsd f o r  
submission t o  A.I.D./W by January 1975. I a w e t a d  that  tha W l i c  Safety 
staff establish pzacisc ob;ectives, targets. indicatorr. aod band- data 
on what t k y  erpccted t o  accomplm during the ~ x t  tvo mars thro& 1974 
This w o u l d  r e ~ u l t  i n  a deterrinatioa of priori t ies  vhich wuld prrit tbe 
allocation of rwources oa a lcgical b i a  turd uould provide a baais far 
d i a c w s i ~  w i t h  the Uruguayan police whether t h s e  =re alsz the pricritica 
held by them. To ' m ~ l e d g e .  nc such WW?P hss been sukdtted nor bsm 
priori t ies  been eatablistrd. 3n tk basis sf nw deermt:mm a8 a .tpbcr 
sf the team, I mc-nd that  the Public Safety Tear i n  Urle~11.y be Gven 







10. A asaft pper m t k  &tory .d opMa af tb. Tnmt h.d sY 
pgud by m ud s u b a i t t d  on 8e-r &, tag . t l r  w i t h  q r j o r  tidm 
and h c c l r d a t i a .  A. I iadiuted ls that drrft. am at 0.8. p10f-t ' 

cb.mmL8 b d 8  to p a t p a n  the n-ity fcu #a Gor ln r r t  of to 
aog.aiw ud b c a  MU-sldfioieut in i p o c u n m t .  lba am u c r o d o  8t8d- 
point, carid.r% that d o l l u r  mat bm degolWd to ttm .oooc.rt a d  ecm- C. 
ribxlng tint Ar-tia end Braril am altrnmtim soma# cd s w ,  *F. 
d c n  not appar to be any .dv8uta@a for the GonlarrrC of Urwtgmy t o  rr 
t b  hrtt Puod. Th d L y  m u c m  Trmt Polla w n c m r d d  for s M -  
by tbrougb J ~ D  of 1974 w far rrr la emrgascies. I trrakly Qlrot 
imgin why t tm Umgmya~ vould me thi. e x a g t  to r8li.m th.rwtms 
of Wm ntmzmlty of =king ttmir oun contacts, -, .0b b.da~. 
s h i m t  by pQgEh could circ111.nt *if o m  amtm formlitlea. 



I r e ~ r e t t h a t  sur pricrr o t t e q t s  tu reach u cmunGn positim cooclasims 
and rec-n&ticxls has n ~ t  resulted i n  an agreed repcrt bef:re ;ry d e w -  
ture OIL ;une a t h ,  1973. Dur iaJ  the vfsit  t c  Urupay and suhsequcn+~y I 
f o W  it easy to v s r k  ~ l t h  you cml ti express pos1ti;o. I n  the e w n t  
that ycu are not in f u l l  ar p a r t i d  agreement with the Eae;cin&, I tsh 
it f sr crank4 that  the f iml 9r in ted  repcrt w i l l  fa i r ly  r e f l e c t  tny posi- 
tion 3a each of the issues which I hsve ~cidres6eG in this mmasslm. I 
hsve discussed these f indin@ vlth Messrs iiren an3 :ierrison knd ziry a n  
prepared t z  ws:k with you. 

M/DP/ES: HUIyers: mkb: 6/28/73 



PROJ K T  DESIGN SUMMARY 
LOGICAL FRAMEWORK 

Prolest Tit la h Number: 

NARRATIVE SUMMARY I 
Program or kctor Goal: The b,oad.r nbi.ctiw to 
which this proi.ct contribut..: 

Support Climate of Confidsnca i n  
Uruguayan Econcoly 

ef i ic i&cy i n  selected f i e lds  during 
transit icm t o  non-m5ltcuy si tuation.  

OBJECTIVELY VERIKBLE INDICATORS 
Mwsbres 01 G w i  Acno.r.mmt: 

Increased revenues fran 
a. Tourism 
b. Investmsnt 

( ~ a r g e t a  not required) 

Conditions that w11 indicot. purpose ha. b..n 
ochiewd: End ol proieo stetus. 

Police erfectiveneas in: 
1. Cammvnicatione 73/74 

a. Reopogiag time reduced by 

-. 
inoreased by 4 .  

e. T i m  f o r  moponse t o  in te r io r  
erm?Prjoncy no loore than - 
f u r  801ected locations. 

a; ~ w p l e t s  Rrid between Mcotsvideo 
and in t s r io r  

b. A l l  mbilr units and mtrol. i n  
ccanmunicntion 

c .  t4rek-in1 & standardize3 
a. Other rsc 
8 .  Manuals cb owrotion 
i. ' ha imd p n o a M l  i n  plaw. 

MEANS OF VERlFlCATlON 

From FY ---to FY __--- 
Totoi U. S. Funding 
Dot. P q o r e d :  

41rumptionr for ashi.wng purpse: 



PROJECT 1,ESIGN SU"W3Y 
LOCICN, m*,moliii 

Project  T i t l e  & Number: 

- 
Conditions t h a t  w i l l  indicate DurDose has been achieved: 
Ehd of project  s t a t w .  ( c o n t t )  - 
2. Mobility 

a. Xqu-ipment being replaced every years 
b, Spare pa r t s  i n  inventory 
C. $ equipment standardized 
d. %opvrHtional  
e. Responding time. 

3; I n v e s t i ~ ~ a t i o n s  - 
a. No. und 9 cases cleared 

( a r r e s t s ,  convictions, follow-up) 
b. Coorr':lr.rted capab.llity of d i f f e r en t  Ministrieo, 

fntra-pol ice  departments, and with inter ior .  

4. Grqnni zr.tion and Mon:li,:enlcnt 
a. Studies completed of personnel u t i l i za t ion ,  mobile 

.unit costs  and rcplncenrnt, records management, 
budisrt :ind accountirq sys tem.  

b. $ of rcco~rmndations followed up, 
c. KO. of im30licited requests. 

( d .  CLher iudlcators.  

5. Procurcm*:nt - 
a. Time 01' procurement reduced % 
h. Cost of items reduced 
C. - of i t e m  s tnndardtzed. 

tutputs:  ( ~ o n ' t )  
2. Mubilitx ti. '$ ol' iorce mobile --.-- 

b. Rirtio of' force t o  population covered 
c. $ i n  n o r w l  use doi ly  
2. G e  of' coordination: 

mobile - mobile 
mobile - foot 



Project  T i t l e  & Number: 

NARRATIVE .SUMMARY 
Outputs: (Con't) 
2. Mobility 

Q Investigations 

4. Organization and Management 

6. Nationwide Integrated Tra in i r !  Program f u l l y  
o p e m t i m a l  

O~CTIV33LY VERIFIABLE INDICATORS 
Magnitude of Outputs: (con' t )  
e. Other records 
f .  Manual of operation 
g. Trained personnel i n  place 

a .  Records i n  place and management 
b. Trained perfionnel i n  place 
c. Manual of operation 
d ,  Systematic and regular meetirgs of d i f fe ren t  a g e n c i ~ s .  

a. Trained persorael i n  place ( s p c i f y )  
b. Office recognized and giver. space, b u d ~ e t ,  leadership,  e t c .  
c. Coordination v i t h  s t a t i s t i c s ,  bud&et, accomtira ,  persor- 

nel, e t c .  

a. Reorganized cen t ra l  office 
b. Trained personnel i n  place 
c. Manual of operation 
d. Study of r e l a t i ve  advantage of source of c m o d i t i e s .  
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September 28, 1972 

URUGUAY PUBLIC SAFYY EVP.LUP.TION 

PFELDENARY FIHDINGS AND ECOMMENDATIOFS - 03' mY MEtBER X R ~ ' M  L. !mFS .. 
1. Previous Public Safety Program e f f o r t s  have been benef ic ia l  and 

effect ive,  especial ly  i n  t ra in ing  and mater ie l  procurement. 

a. A very high propo'rtion of police s t a f f  ( leaders) are  IPA graduates 

or  otherwise have U.S. Training. 

b. A major impact on Uruguayan Police of Public Saffity assistance has 

been on the morale of the  corps during t ry ing  times. 

c .  Selected Uruguayan o f f i c i a l s  should be made aware of the extent of 

P.S. assistance.  

d. Use of P.S. personnel f o r  U.S. secur i ty  and inte l l igence was helpful 

bu t  i s  now marginal and should be discontinued. 

. 2. The current l eve l  of three Public Safety Advisors is considered proper 

if augmented by specialized short  term (TDY) assistance. 

a. A s  a proportion of t o t a l  USAID s ta f f  o r  USAID budget, Public Safety 

_ is the la rges t  office.  Any future  decision t o  add a pernanent 

x advisor i n  such f i e l d s  as  communication, mobile equipnent, border 

patrol ,  or  similar f i e l d s  should occur only i f  one of the  present 

staff can be sh i f ted  t o  another post. , . 
b. As shown by a preliminary matrix, the f i e ld s  m;st l i ke ly  t o  benef i t  

from concentration by the P.S. advisors are: (1) c m p l e t i m  of 

ccmmmication and mobile un i t  organizations. We do not foresee the 

poss ib i l i t y  of grant ass is tance for  comnodities, except f ~ r  t ra in ing  

or  exceptional surplus items; (2) develop the investigations s t a f f  

i n  l i n e  with the renewed a t ten t ion  the police a r e  expected t o  give 



w 
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t o  crime and c i v i l  disorders; (3) i n i t i a t e  and develop a capabi l i ty  

of the  police i n  the  f i e ld s  of planning, 0 and I4, and procurement 

t o  assure the =innun e f f ic ien t  use of the scarce resources thrailable 

t o  it. 

c. It is reconmiended t h a t  up t o  $30,000 be sh i f ted  from the par t ic ipant  

t ra in ing  budget t o  short  term T.A. f o r  specialized advisors in the  

foregoing f i e ld s ,  leaving t o  the  P.S. team the admhistra t ion,  
/ 

t ra ining,  and follow through necessary t o  t he  success of the  program. 

I n  general, short-term TDY of 2 months a t  the  beginning and l a t e r  on 

is preferred over a longer period. 

d. The team does not believe it possible t o  conpare d i r e c t l y  t he  cos t  

and benef i t s  from Public Safety assistance as compared with other 

more development-oriented assistance. The at tack on established 

order and inb t i tu t ions  stems from ideological, ass i s ted  by 

in te rna t iona l  t i e s  and events; economic; and personal behavioral 

causes. Any success i n  countering the th rea t  t o  established gwern- 
- 

ment and t o  personal l i b e r t i e s  which has and w i l l  r e su l t  frm the 

Public Safety Program would appear t o  have been more important 

during the recent period than the  longer term ef for t s  of t he  USAID 

i n  agriculturt!, tourism, and other b o n m i c  fieJds. It appears t h a t  . 
t he  major t h rea t  has now been contained and t h a t  the next few years 

should see a re turn  t o  more normal functions of the  police, keeping 
- 

i n  mind t h a t  tourism and foreign and d m e s t i c  investment depend on 

the  confidence of adequate law and order. On the negative side,  

public sa fe ty  advisors w e  more l i ke ly  t o  become ta rge ts  of 

i r r a t i o n a l  a t tack;  U.S. s=pplies used against t he  populace i n  r i o t  

control  tend t o  f u e l  mti-U.S. feelings,  and insofar a s  increases 

i n  economic resources r e s u l t  from other assistan?e,  i n  the  long run 



this tends to diminish crime and icternal insecurity. 

e. Insofar as drug anc? narcotics identificaticn and contrgl becme 
a. 

more brportant in the day-to-day activities of the Uruguayan police, 

it is expected that the P.S. advisor will continue to give maximum 

encouragement to.such efforts. The Urygayan border is ralnerable 

and the control at airports does not seem to be tight. The beginning 

of concern by and corresponding initial trainin$ of the Uruguayan 

police has occurred and more can be expected. Until such time as 

evidence exists that Uruguay is an important location a?d after the 

problem has been studied by the Inter-Departrcental Conanittee, the 

USAID, and other pertinent AID offices to determine whether to 

provide operational or institution building support, no further 

assistance is recmended. Insofar as training and developnent in 

investigation and border patrol permits, narcotics control can be 

included. 

f. A systematic 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 vill 

be a series of indicators and baseline data. Once these are 
, . 

established, agreement should be reached with the Uruguayan police 

counterparts on targets to be reached by June 30, 1973 and 1974. ' A  

revised PROP should be submitted t c   AID^^ with these dzta by 

g. As targets and objectives become definite, non-related intelligence 

and reporting activities should be red~xed to a minimum, if not 



campletely discontinued. In this connection, non-related requests 

frm the police, Embassy, and  AID^ may have to be discouraged. 

Reporting should be reviewed at each level to essure that new 

responsibilities are not being hampered. 

h. Present staffing calls for the presence of two senior advisws 

through FY 1974 and one advisor for only one year. ~SAID/~irector 

should review progress by June 1973 in achieving the project targets. 
/ 

For the last year of this proposed program, the Chief P.S. advisor, 

augmented by TDY as necessary, will wersee objectives in investi- 

gation and border patrol. IPA Training is expected to be.made 

available to Police after FY 1974. 

3. Coordination ~f Police and Military 

a. It is likely that military will continue to assist police in 

meeting internal security threat, 

b. 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. 



September 28, 1972 
TRUST FUND 

A Trust Fund Agreement was signed on July 12, 1966 and amended /)n 

December 30, 1968 to "assist and furnish services to the GOU for the 

procurement of certain police commodities." Comuodities included guns 

and ammunition, spare parts for ccmunication, auto, training, traffic 

and field equipment; and for administrative costs. The rate of exchange 

was that in effect between AID and the 3 U  on the day of deposit. The 

objective of the Fund was to temporarily provide a means of dollar con- 

version to speed up procurement of camnodity needs. 

The Fund was continued, year by year until 1972, at which time it 

w3.s put on a stand-by basis. The USAID Director points out that the 

introduction of multiple exchange rates, under which the US. receives 

the highest rzte, makes use of the Fwd less attractfie to the 3;. The 

Cavernment appears to be shifting much of its procurement to Argentina,a 

LAFTA comtry in which local currency is acceptable. 

- 
Amounts deposited and cmodities procured are shown in attachment-. 



September 28, lw 
FINDINGS AID RECOMMENDATION 

The lack of coordination and organization for c e n t p l  p rmemep t  

within the Police Department and the Ministry of Interior, coupled with 

the advantage of doubling the value of peso availabil i t ies t o  the Depart- 

ments f m m  receipt of the official  rate of exchange of 3.70=$1.00 

(compare with 7.@$1.00), provided an incentive t o  use of: the Fund. Use 

of the Fund permitted the police t o  escape the inflat iod i n  prices which 

reached 100$ i n  some years. 

Commodities, especially mobile units and cammmication equipment, were 

jrocured and delivered within months of order. The benefits t o  police 

effectiveness during the period 1967-1972 cannot be werstated. Despite 

these benefits, the Team does not rec-end i t s  use i n  other countries 

nor i t s  u n l k i t t d  exteasian. 

1. The conversion of local currency t o  dollars i s  an internal pr~blem 

for the GOU. Priori t ies for use of dollars should be se t  by the 

- GOU (Central Bank). 

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

similar service. 

-, 3. Use of U.S. fjnancial benefits and ~rocurement services- and 
d 

channels postpones the capability 04 the GOU and the particular 

Ministry t o  organize and became self  sufficient i n  procurement. 

4. Future availability oPdollars t o  the Ministry are likely t o  be 

less rather than more as the economy requires that foreign exchange 

be used rigorously. Standardizing a s  much a s  possible, given the 



technical or physical availability, in commodities aveilable from 

LAFTA countries should be encouraged, providing these are no'more 

costly than in the U.S. 

5. Purchasing and keeping accomts for eighteen separate Departments 

places an unnecessary burden on the USAID. 

The Team recommends that the Fund be kept on a stand-by basis through 
/ 

FY 1974, 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 Xnistry 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. . 


