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FEASIBILITY STUDY FOR STRENGTHENING THE TRAINING OF PUBLIC SECURITY PERSONNEL IN THE REGION

(Presented by Christopher Hernández Roy, Director of the Department of Public Security
of the OAS Secretariat for Multidimensional Security)

In the run-up to the First Meeting of Ministers Responsible for Public Security in the Americas, mention was made in several formal and informal discussions in OAS bodies and in academic or civil society meetings organized by the General Secretariat of the need to professionalize and democratize public security management, tailoring it to the requirements of the rule of law and the public security challenges of the twenty-first century.  At those forums, civil society organizations, international organizations, and government officials underscored the need for additional training of the police and civilian personnel responsible for public security. The police had not only to learn new skills, they argued, but also to reinforce their values, change their attitudes, and strengthen their role in protecting and serving the community.
Those proposals were built into the “Commitment to Public Security in the Americas,” adopted by the Ministers Responsible for Public Security in the region during MISPA I, held in Mexico last year.  In one of their commitments, the ministers requested the OAS General Secretariat to “conduct a feasibility study, with inputs from member states, on the best ways to strengthen in the region the training and education of personnel with responsibility in public security matters, and to submit that study, as soon as possible, for consideration by the member states.”
To comply with that mandate, the General Secretariat spent several months surveying the supply of and demand for training in a number of countries in the region, with the help of five specialists and police professionals in police institutions in Argentina, Chile, Brazil, Uruguay, Peru, Bolivia, Colombia, Ecuador, Mexico, United States, Canada, Panama, El Salvador, Trinidad and Tobago, Barbados, and the Dominican Republic.  In all cases, the information was obtained through the official channels of the various police institutions in the aforementioned countries. Due to financial constraints, the Secretariat was unable to conduct a survey in all the countries of the region, so it opted to cover the various geographical subregions.  The information garnered in this way highlighted the need to establish a high-level training facility, or a network of existing academies, for police and civilian officers, focusing on public security management tools.
Based on those findings, the Secretariat prepared a first draft of the Feasibility Study, which stressed that, without a doubt, one of the core objectives of any national public security policy should be to endow senior officers in police institutions and civilian authorities in the ministries responsible for public security with security management skills. Moreover, the draft presented to member states at the Inter-American Specialized Conference on Public Security: Meeting of Experts to Prepare MISPA II, held in Montevideo on August 4 and 5 (MISPA/RE/doc.4/09), underscored the regional need for training and professionalization of police forces and civilian officials responsible for public security.
The purpose of the report presented in Uruguay was to provide a basis for the discussions to take place at the Second Meeting of Ministers and at subsequent meetings to analyze the subject. Accordingly, the study was submitted as a preliminary version, so that the proposal could be strengthened with recommendations arising out of the construction and consultation process with the member states.
The principal findings of the study are, in general terms, that: 
· Education has not been modernized.  Although there has been investment – and in some cases, hefty investment–in education and training, it has not been accompanied by a process of adaptation to more modern ideas and technologies in strategic areas unrelated to police operations. 
· One of the more developed areas is doctrinal training, which in many cases focuses on public security concepts associated with traditional types of problems, rather than with today’s challenges for police training and operations. 
· One element lacking in education for senior officers is an international comparative perspective.  The issues discussed are related to short-term national circumstances, a constraint that limits the ability to analyze new transnational security trends in the region and in the world. 
· Senior management courses on public security topics are few and far between, especially for civilians, and in most cases they are not offered on a permanent basis. In many cases, the training curricula lack courses on the use of management tools and techniques, or the consolidation of leadership skills.
In response to these and other shortcomings, the Secretariat put forward a proposed training agenda on security management, highlighting 12 themes in the draft feasibility study.  These thematic areas are:
· Crime and violence: new frameworks for interpreting the problem;

· Criminal policy and institutional coordination;

· Public security and citizen safety:  perspectives and changes;

· The police and the rule of law;

· Senior police management;

· Information systems for public policy formulation;

· Transparency and accountability in police operations;

· New forms of policing, such as intelligence-based policing;

· Risk management;

· Teamwork strategies;

· Leadership;

· Relations with the media.

Some of these matters were addressed by the ministers in the speeches they gave yesterday.
The Secretariat also suggested that the proposed curriculum should fit within a flexible structure to be discussed by OAS member states. While there may be many approaches to organization, the following elements are indispensable.  For instance, the need to:
· Recognize existing human and infrastructure capacities in the different countries of the region, so that different institutions can commit to working in coordination and thereby generate a flexible curriculum based on the comparative advantages of each institution.  For example, one institution could be responsible for a specific module for a specified period.
· Define mechanisms for validating credits so that the proposed course will have special value for participants’ professional careers.

· Ensure full participation by all OAS member states in the training center or system, so that it becomes a multilateral facility.

· And, define a clear strategy for civilian experts to participate either in the entire curriculum or in specific modules.

The Secretariat has a long-term vision of this project in keeping with the size and nature of the Organization and given the difficult financial situation in many countries and in the Secretariat itself.  If we manage to train some 50 to 60 executives in the ministries and in the police forces of the region, within a decade our countries will have a network of approximately 500 to 600 public security leaders, providing modern, professional, efficient, transparent, and democratic public security management.

Specific training arrangements for policemen and civilian officials will also yield other benefits, notably: more robust, effective, and efficient decision-making with respect to public security; consolidated arrangements for coordination and cooperation between the heads of police institutions and the ministries they report to; establishment of public security issues within a wider public policy framework, with all the transparency, accountability, and fairness requirements that go with them; and stronger mutual trust mechanisms for boosting the generation of government public security policies.
Implementation of the course, or courses, would be shaped by the infrastructure capacity of the various institutions in the Americas offering to receive the students and by the instructors for some of the modules offered in the senior management public security curriculum. 
Ministers: In short, the draft Feasibility Study identifies thematic areas that we regard as essential for modern and effective public security management. It proposes a curriculum designed to strengthen expertise at executive levels in our police forces and Ministries of the Interior, Justice, or Public Security, and leaves for a later discussion with member states the specifics of how to implement such advanced training in practice. 
I would like to take this opportunity, Mr. President, to put forward some ideas about the next steps we could take to continue reviewing the Study and, more generally, about how to improve training for public security officials in the region.
The delegations here today have an opportunity within the agenda of the Ministerial Meeting to make any comments they deem appropriate concerning the draft Study.  Naturally, the General Secretariat will make a very careful note of those suggestions and ensure that they receive proper follow-up.  Nevertheless, if the ministers, like the Secretariat, consider that the Study merits more in-depth consideration than there is time for here,  the General Secretariat would like to submit to the delegations, for their consideration, the option of forming a group of technical experts, given the specialized nature of the subject matter, to continue discussing, enriching, and refining the proposal, with a view to delivering a final version of the document for the Ministers Responsible for Public Security to consider at MISPA 3, to be held in Trinidad and Tobago.
Meanwhile, the General Secretariat has continued and will continue to consult specialists and professionals to enhance its ideas of how to improve both the feasibility study and training for public security officers in the region.  In that vein, it organized a meeting on October 8 and 9, in Washington, D.C., of 16 experts and professionals from nine police institutions in the region, including three directors-general from some of the most prestigious police academies in the Hemisphere, and a representative of INTERPOL, with a view to discussing the contents of the proposal.  The experts proposed a slightly different structure for the thematic areas and modules, and established some key guidelines crystallized in the establishment of three thematic areas: (1) Intelligence-based policing; (2) Accountability in public security; and (3) Public security management at the managerial level.

I would also like to underscore another, parallel, initiative being undertaken by the Secretariat, based on its experience with promoting the Inter-American Police Training Program.  As Secretary General Insulza pointed out during the inaugural session of this Meeting, as of 2010 and on a pilot basis, the General Secretariat will promote the first course in Public Security Management for senior police officers and civilian government officials in those states wishing to participate.  This course will last from three to four months and attempt to make use of the installed capacity, in terms of both human and material resources, to be found in certain police institutions in the region, as well as contributions from high-level professionals with a distinguished record in the field of public security.  The course will revolve around three main themes: (1) Public Security and the Rule of Law; (2) Public Security management; and (3) Police Systems, I would like to take this opportunity to announce that discussions are under way with INTERPOL, AMERIPOL, and ILEA, as well as with some highly renowned national academies, aimed at tapping their skills for this initiative.
South America, Central America, North America and the Caribbean have all acquired valuable experience with preventing and combating crime and violence. Neighboring countries can learn and benefit from that experience and in that way break the asymmetries among police forces in the region, as the Director General of the National Police of Colombia, General Oscar Naranjo, pointed out. We must ensure that our Governments can guarantee public security for their citizens as that is their prime responsibility toward them, so that citizens can reap the full benefits of democracy and continue along the path to economic and social development.  The establishment of a center for advanced training in public security or of a network of police academies that take advantage of the knowledge and infrastructure already in place in the region for enhancing the professionalism of senior public security personnel is an ambitious undertaking that could prove highly effective in fighting the scourge of crime so rampant in our nations.
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