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I.
CONTEXT AND BACKGROUND

The growing feeling of insecurity expressed in opinion surveys and polls about crime, which indicate that security is the chief concern of the citizens of the countries of the Americas, and the objective crime figures indicated by statistics are fueling an ever higher level of demand for law and order.
Aware of this situation, the region’s countries have been implementing a series of reforms and innovations in their police forces, criminal justice systems, and prison services, and they have been making major efforts to optimize their mechanisms and procedures for preventing, containing, and dissuading violence and for dealing with at-risk segments of the population and persons in conflict with the law.

This effort to optimize the components in the value chain of security as a public good has highlighted needs in the training and education of the specialized personnel who perform functions at different levels.

First of all, the needs related to police interventions, during the conduction of preliminary enquiries, in forensic investigations and expert reports, the investigations of the public prosecution services or district attorneys, public defenders, judicial proceedings per se, compliance with sentences, the reincorporation into society and rehabilitation de prisoners, as well as other factors, have given rise to indicators that are a cause of alarm to the authorities and to society as a whole.

At the same time, the technological innovations and new public administration procedures that have been incorporated relatively successfully into other sectors of the government have not been felt with the same impact in the security sector. Thus, the security sector must bring its doctrine into line with the innovations brought by ICTs and the procedures of the new style of public administration. 

Finally, the disconnect between the various pillars involved in security policies (regulatory, cultural, social, employment, and economic framework; preventive processes; mechanisms of dissuasion; control and repression of crime and violence; police investigations; investigations by public prosecution services; judicial proceedings; convictions; execution of sentences and the prison system; rehabilitation and reincorporation into society) hinders management effectiveness. 

The idea that whatever alternative solution is selected must be a long-term proposition is in conflict with political and social realities that demand results in the short and medium terms.

Many countries and institutions have attempted to resolve these problems, with greater or lesser levels of success. Many very good lessons have thus been learned. In addition, there are numerous cases in which those best practices have been adapted and transferred among the region’s institutions and countries, with the Plan Cuadrante offering just one example. But perhaps training, personnel education, and the acquisition of skills is the crosscutting axis that serves as the common factor in the exchange of good practices.

For that reason and at the request of its member states and for their review and analysis, the OAS General Secretariat hereby presents this document, addressing issues in addition to and to complement the “Feasibility Study on the Best Ways to Strengthen the Training and Education of Personnel Responsible for Public Security in the Region,” which was presented at the Second Meeting of Ministers Responsible for Public Security of the Americas in Santo Domingo, Dominican Republic (2009). 

II.
OBJECTIVES

To draw up a cost-efficiency analysis of various alternatives devised to optimize the training and education of the personnel responsible for public security, taking into consideration successful management models and lessons learned in the OAS member states and in other regions of the world.

Attention was paid to elements such as the need to make further progress with the specialization of “civilian” (non-police) personnel in the planning, design, administration, budgeting, execution, management, monitoring, evaluation, and even the administrative and political supervision of security policies. The proposed alternatives aim to cover a broad spectrum of possible needs, addressing not only the specific training demands of police personnel, but also those of the other players involved:  political leaders, parliamentarians (particularly members of security and intelligence committees), their advisors and civil servants, academics, experts, think-tanks, NGOs, specialized study centers, political parties, prosecutors, judges, judicial and prosecutorial officials, prison officers, customs and immigration officers, and even officials from other ministries and agencies who could make a direct or indirect contribution to the design and implementation of policies in the field of security.

In analyzing the alternatives, the need became apparent to compile and systematize cases, prepare management indicators, and construct a methodology that would enable the impact of the tactics, operations, strategies, and policies implemented by different countries to be measured, in order to socialize that empirical knowledge and enable replicability.
To achieve that goal, we propose that each activity conclude with a report prepared by the players involved (mentors, tutors, teachers, instructors, speakers, and authorities) that gathers together and systematizes accrued experiences, which can then be combined into a set of working notebooks on documented cases that reflect lessons learned and good practices in the management of public security.

In addition, and regardless of the alternative or combination of alternatives that the OAS member states decide to implement, we recommend establishing a community of international practices, accessible to all the institutions and officials involved in training and education. 

III.
PROPOSED ACTIVITIES

In order to offer alternatives for analysis that include cost-effectiveness elements, we will set out a nonexhaustive portfolio of activities intended to strengthen the training and education of personnel with public security responsibilities in the region.

These activities include traditional academic education; training and skill acquisition combined with conceptual and theoretical training; exchanges of officials using different mechanisms; and combined, joint, or simultaneous exercises for the establishment or improvement of protocols, the creation of standards, and the adoption of doctrines that are appropriate for new challenges, mechanisms, and technologies.

We have also provided for the possibility of pursuing activities at the subnational level to address needs arising from the decentralization of police work, where appropriate. In all the cases, the alternatives under analysis aim to assist in overcoming the asymmetries that exist.

While the regional approach was placed at the forefront of the analysis, it is clear that the design and execution of security policies is a matter for individual states alone, based on their specific characteristics, regulatory frameworks, bureaucratic traditions, and particular legal cultures.

It should also be noted that the alternatives assessed can be carried out at the subregional, binational, or even national levels (for instance, to address subnational training and education needs). The following paragraphs offer a summary of the alternatives reviewed:

A. Education, training, and skill acquisition

1.
Basic, tactical, or procedural training activities

These target police officers,
/ officials of the judiciary,
/ and prison personnel
/ at intermediate levels–from cadets to senior officers, with responsibilities for operational execution and command–within local, municipal, provincial, state, departmental, national, federal, subregional, and regional jurisdictions. They cover aspects of basic theoretical and conceptual education, technical training, practical skill acquisition, and training in tactics and procedures. Their main objective is to train police personnel in tactical
/ and procedural
/ actions at the basic,
/ intermediate, and advanced levels. Specialized activities are not covered by this subgroup. 

The parameters considered for the analysis of this activity include the provision of intensive theoretical/practical courses requiring a duration of no less than three months. 

The specific format, its execution at the national and international levels, its sequencing, the distribution of contents, correlations, and other curricular arrangements will be defined by the teaching team for each course.

2. Operational field training activities

This alternative involves organizing theoretical/practical courses, seminars, and workshops with the portrayal of common complex situations, and it is aimed at junior police, judicial, and prison officers, line officers, managers, and senior ranks and officials. Its objective is to strengthen training in the design, formulation, planning (setting priorities, sequencing tactics and procedures, analysis of alternatives, and budgeting), execution, evaluation, and risk analysis of standard, regular, and special operations, required for the execution of public security strategies.

Courses in tactical and operational leadership are intended to introduce mid-level police officers, judicial officials, and prison personnel to new techniques, technologies, procedures, and working methods in community and neighborhood policing and alternative conflict resolution. They deal with issues related to new trends in the prevention, control, containment, repression, and investigation of crime and violence, new trends in restorative justice, risk analysis and alternatives, procedures for the compilation, systematization, and use of information and empirical data, etc. 

The alternative entails activities with a duration determined by their nature, with a recommendation for between two and four weeks of on-site regional training, preceded by two weeks’ preparatory training (reading materials, absorption of preliminary ideas and concepts) and a week of complementary training (adaptation to national regulations) in the country of origin.

3.
Training activities on management topics (results-oriented management in the security sector)
Theoretical/practical courses, workshops, and seminars to contribute elements of New Public Management (NPM) and Results-oriented Management (RoM) to officers, officials, and staff at the mid-level and higher (uniformed and nonuniformed, career staff, trust positions) assuming managerial posts. 

Training activities in basic management address institutional needs in such areas as the compilation, processing, analysis, and systematization of information that is vital for decision-making processes; the use of indicators based on empirical evidence; the interconnection of plans and budgets and other NPM and RoM resources applied to security-related policies; objective and subjective security; resource management; accountability; management of performance and progress indicators and targets.

In light of the difficulties faced by officials at these levels in taking time away from their everyday duties, we suggest minimizing the on-site portion of activity, limiting it to only two weeks of practical exercises, theoretical-conceptual discussions, and exchanges of experiences, best practices, and lessons learned. 

The preliminary phase is of even greater importance in this case; a part-time curriculum could be established (15 hours a week, enabling the officials to remain in contact with their regular duties) through, for example, agreements with universities or other centers of learning, the hiring of university lecturers specializing in NPM and RoM to serve as tutors, in addition to a number of weekly classroom sessions or on-site lectures. 

4.
Training activities in the strategic area

Courses or seminars on strategic planning; design and management of plans, programs, and projects; setting of targets and their indicators; management agreements and contracts; outcomes; results-based budgeting (budgeting for results), strategic risk analysis and assessment; monitoring and assessment of strategy, plan, and project execution; and institutional management and interinstitutional relations.  Intended for officials with strategic responsibilities and competences at senior levels within the agencies that execute public security, justice, and prison policies. 

The alternative addresses the need for personnel with leadership and coordination responsibilities to serve as an interface between political will and the technical specifics of the executing bureaucracies, seeking to interconnect the technical information of sectoral officials and to make politically-made demands viable.

Some elements in the activity involve immersion in theoretical and conceptual matters, and in analysis and exercises, through simulations of instruments and agencies of the strategy-formulation processes used to devise the public policies defined by the executive branch of government; the empathic awareness of experiences from other countries in the region; personal contact between decision-makers and ranking officials from different countries; and the possibility of their arriving at their own (non-induced) conclusions about the state of the art in countries similar to theirs. 

We suggest it be held in an academic, hierarchy-free environment, so that the high-level officials and strategists can interact, exchange experiences and ideas, explore new solutions, and forge closer ties, while observing the perspectives, synergies, and points of view at play. 

5.
Capacity-building activities at the political level

Courses or seminars on the formulation of public security policies and their planning, budgeting, resource management, and evaluation and monitoring, intended for officials with responsibilities and competences in the decision-making process in the areas of citizen security, public security, prevention of violence, justice, and prison policies, particularly political authorities (from the executive branch as well as the legislature and judiciary), together with police and judicial officers and prison personnel involved in or close to the decision-making process in those areas. 

The aim is to offer immersion in theoretical and conceptual matters, together with analyses and exercises, through simulations of the use of instruments and agencies in the security-related decision-making process, the empathic awareness of experiences from other countries in the region, personal contact between decision-makers and ranking officials from different countries, and the possibility of their arriving at their own (non-induced) conclusions about the state of the art in countries similar to theirs. 

Since the participants will be officials from the highest levels, the preliminary phase will be restricted to the reading of documented cases, which will be used as the basis for the first discussions. The on-site phase will require fulltime attendance for no less than two weeks. We recommend that the activities in this area include visits to countries where the participants will be able to interact with their peers.

6.
Specialization activities

Consideration has been given to a wide range of specialization activities for police, judicial, and prison officials from various levels, intended to strengthen education and theoretical/practical training, including simulations and field exercises. 

Lasting for between two weeks and four months, and with mechanisms ranging from the strictly regional to intensive national on-site courses, there is the option of staggered activities (modules separated over time) and even part-time distance-learning exercises, (on-line), together with different combinations thereof. 

B. Combined, joint, or simultaneous exercises
/
The complexity and sophistication of activities of this kind makes it very difficult to establish their cost a priori, particularly since the participating countries are to provide the elements, resources, and facilities that they themselves agree on, covering the corresponding costs. 

However, the preliminary phase (planning and negotiation of the characteristics of the exercise) and the post-exercise phase (evaluation, conclusions, and systematization of lessons learned), together with the possible establishment of procedural protocols for future actions arising from the exercise, could be facilitated regionally and are measurable. 

C. International work experiences 

This alternative would provide for a mechanism to exchange experiences, shared learning, and specialization for the political leadership and operational and technical officers of the three branches of government with responsibilities in the public security arena, by means of a platform for skill development based on work practices. 

Through mentoring and internships tailored to meet the characteristics and needs of the receiving country and the capabilities and experiences of the offering country, we propose establishing a mechanism of extended visits (between one and three months) for the monitoring of institutional development processes and the adoption of methods, systems, and practices for overcoming asymmetries through practical experience. 

IV.
COST ANALYSIS 

As can be seen, the array of alternatives available is broad and varied and is intended to contribute to the OAS member states’ consideration of several options. 

In order to facilitate the cost-effectiveness analysis, this document proposes organizing the alternatives described by their execution methods, namely:  through the establishment of a regional public security academy; through the establishment of a flexible program of regional, subregional, binational, national, or subnational activities; through the creation or use of existing infrastructure with a subregional scope or through the establishment of a traveling multidisciplinary team of teachers, instructors, and experts who would visit the region’s academies.

For the international work practices and the combined, joint, or simultaneous exercises, we reiterate the importance of acting in strict compliance with the sovereignty and national interests of the parties involved; consequently, in the development of programs of this kind, emphasis would be placed on promotional efforts and the facilitation of arrangements between the offering and receiving countries in an attempt to reduce transaction costs.

The stated costs are indicative and may vary depending on the country and city where the activities are held, the time of year, and the available infrastructure.

In light of their nature, however, it is understood that the organization of activities is feasible in academic or operational facilities (i.e., lecture theaters with equipment, classrooms, practice areas, local transportation) of the corresponding institutions contributed by the offering country. 

For activities requiring attendance by large numbers of personnel up to intermediate levels, it is understood that the participants, along with the teaching staff (instructors and tutors) could be housed and fed during the activity’s working days at prison or police training/education facilities in the offering country, which would assume the costs incurred.

The costs of preparatory and complementary activities organized in the country of origin are not included, on the understanding that they would be held in the facilities offered by existing training centers.

The attached charts offer a summary of the costs of three of the alternatives suggested in this chapter: 

· The establishment of a regional security academy based on physical infrastructure offered by a host country, which would house a range of activities such as those described above, in line with standards agreed on at the regional level. 

· A flexible program of training and education activities with a regional, subregional, binational, national, or subnational scope, supported by the use of physical infrastructure offered by the host country.

· International work experience program, through exchange between two or more countries, used to share and convey knowledge for institutional strengthening through the adoption of processes, methods, and management systems. 
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�.	Police personnel are defined as officials of agencies responsible for upholding public order and for ensuring compliance with the law and with orders issued by the judiciary: local, municipal, community, neighborhood, provincial, federal, national, preventive, judicial, investigating, highway, railroad, military, civilian, port, and airport police; border guards; coastguards; park wardens; criminal intelligence; financial intelligence; customs; immigration; workplace; etc.


�	Judicial officers are defined as those who, in compliance with the applicable rules and to ensure the due process of justice or of orders issued by the country’s judicial authorities, require specialized training or education. This category includes, inter alia, officials from prosecutors’ offices, forensic experts, scientific police officers, mediators, judicial investigators, prosecutors, customs officials, financial intelligence staff, etc. 


�.	Prison staff means the personnel charged with the guarding, custody, rehabilitation, and reincorporation into society of persons imprisoned as a result of judicial proceedings. It includes officers involved in monitoring persons on conditional release, at partial freedom (electronic monitoring, under orders to report periodically to the authorities), or recently released (monitoring systems and support for former prison inmates during their re-adaptation and social reincorporation), and in monitoring compliance with alternative sentences, as well as those responsible for witness protection programs, etc. 


�.	Tactical training activities mean those that provide specific actions (including their sequential order) that an official must perform in a given place, time, and circumstances to successfully complete a task or attain a specified objective in a regular or special operation as part of a predefined strategy, in consideration of the applicable legal and regulatory framework and upholding the constitutional, civil, and human rights of the persons involved.


�.	“Procedural” means specific actions, their sequence, and the necessary measures and steps that an official must perform in accordance with existing rules and standards and ensuring strict compliance with the laws that allow the corresponding administrative and judicial due process.


�.	“Basic” refers to the training of people who do not belong to or have recently joined the institution in question. 


�.	“Combined” means an action carried out by two similar or parallel agencies from two different countries (attorney generals’ offices from two countries) or jurisdictions (health departments of two subnational entities in a federal state). “Joint” means the action is carried out by different agencies within a single state or jurisdiction (police and customs). Joint and combined actions entail a single command structure; in addition, they may simultaneously be joint and combined (immigration from one country with financial intelligence from another). “Simultaneous” means actions under different command structures but with the same objective and at the same time carried out by two agencies from different countries (operations to detect stolen vehicles). 





