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AUDIT REPORT

The Haitian National Police development programme in MINUSTAH

I. BACKGROUND

1. The Office of Internal Oversight Services (OIOS) conducted an audit of Haitian National Police
(HNP) development programme in the United Nations Stabilization Mission in Haiti (MINUSTAH).

2. In accordance with its mandate, OIOS provides assurance and advice on the adequacy and
effectiveness of the United Nations internal control system, the primary objectives of which are to ensure
(a) efficient and effective operations; (b) accurate financial and operational reporting; (c) safeguarding of
assets; and (d) compliance with mandates, regulations, and rules.

3. Pursuant to Security Council resolution 1608 of 22 June 2005, the Government of Haiti (GoH)
adopted the HNP reform plan on 8 August 2006, which was developed in coordination with MINUSTAH.
The HNP reform was being undertaken in close cooperation with MINUSTAH and the international
community.

4. The reform plan envisaged that policing functions in Haiti would be carried out by 14,000 well-
trained and equipped officers. The targeted figure of 14,000 was to be achieved in five years without
prejudice to quality, at a rate of 1,500 new officers per year (9,000 by 2008 and 14,000 by 2011). The
estimated wage cost, based on the strength of 14,000 officers for financial year 2010/11, was $133
million. In 2006, the aggregate estimated cost of the HNP reform, including training, transportation,
infrastructure, non-lethal police equipment, weapons and ammunition and communications, was $700
million. During the 2010/11 financial year, the Bretton Woods institutions, United Nations agencies and
other parties to the Interim Cooperation Framework 2004-2006 contributed in-kind training, ammunition,
food items, construction of training facilities, and dormitories.

5. The United Nations Police (UNPOL) of MINUSTAH and HNP are partners responsible for
implementing the HNP reform plan. UNPOL included 1,261 civilian police officers and 15 Formed
Police Units of 2,337 officers. The budget for 2010/11 was $156 million.

6. Comments provided by MINUSTAH are incorporated in italics.

II. OBJECTIVE AND SCOPE

7. The audit of Haitian National Police development programme in MINUSTAH was conducted to
assess the adequacy and effectiveness of MINUSTAH’s governance, risk management and control
processes in providing reasonable assurance regarding the effective implementation of the HNP reform
plan, capacity building and rule of law institutions.

8. The audit was included in the OIOS 2011 risk-based work plan because of the criticality of
developing the capacity of the HNP in achieving the Mission’s mandate.

9. The key controls tested for the audit were: (a) risk management and strategic planning; (b)
performance monitoring; and (c) project management. For the purpose of this audit, OIOS defined these
key controls as follows:



(a) Risk management and strategic planning - controls that provide reasonable assurance
that risks relating to the implementation of the HNP reform plan and capacity building are
identified and assessed, and those actions are taken to mitigate or anticipate risks.

(b) Performance monitoring - controls that provide reasonable assurance that UNPOL in
MINUSTAH has established metrics on when and how HNP development activities are
performed and whether those development activities are carried out in accordance with the
metrics.

(©) Project management - controls that provide reasonable assurance that there is sufficient
project management capacity to achieve HNP reform plan implementation goals.

10. The key controls were assessed for the control objectives shown in Table 1. Certain control
objectives shown in Table 1 as “Not assessed” were not relevant to the scope defined for this audit.

11. OIOS conducted this audit from 16 June 2011 to 31 October 2011. The audit covered the period
from 8 August 2006 to 30 June 2011.

12. OIOS conducted an activity-level risk assessment to identify and evaluate specific risk exposures,
and to confirm the relevance of the selected key controls in mitigating associated risks. Through
interviews, analytical reviews and tests of controls, OIOS assessed the existence and adequacy of internal
controls and conducted necessary tests to determine their effectiveness.

III. AUDIT RESULTS

13. MINUSTAH governance, risk management and control processes examined were partially
satisfactory in providing reasonable assurance regarding the effective implementation of the HNP
reform plan, capacity building and rule of law institutions. OIOS made seven recommendations to
address issues identified in the audit. MINUSTAH provided training to HNP officers in advanced and
specialized courses to improve skills and professionalism as required by the HNP reform plan. To better
assist in building the capacity and integrity of HNP, the organizational structure of UNPOL mirrored that
of HNP. MINUSTAH was taking action to: foster shared ownership, coordination and smooth working
relationship between UNPOL and HNP; enhance the capacity of the Police Academy; and complete and
finalize the vetting and certification of HNP officers.

14. The initial overall rating of partially satisfactory was based on the assessment of key controls
presented in Table 1 below. The final overall rating is partially satisfactory as implementation of seven
important recommendations was in progress.



Table 1: Assessment of key controls

Key controls Control objectives
Efficient and | Accurate Safeguarding | Compliance
effective financial and | of assets with
operations operational mandates,
reporting regulations
and rules
Effective (a) Risk Partially Not assessed Not assessed Partially
achievement of management and satisfactory satisfactory
the HNP reform strategic planning
plan, capacity (b) Performance Partially Partially Partially Partially
building and rule | monitoring satisfactory satisfactory satisfactory satisfactory
of law institutions | (¢) Project Partially Partially Partially Partially
management satisfactory satisfactory satisfactory satisfactory

A. Risk management and strategic planning

Roles and responsibilities of HNP in implementing the reform plan

15. MINUSTAH had prepared a detailed implementation plan with established target dates for
completion, but had not ensured that the roles and responsibilities of the HNP toward the implementation
of the reform plan were clearly defined. This affected UNPOL’s progress on action items such as HNP’s
career development plan and HNP recognition and reward procedures for outstanding officers, as HNP
did not provide its feedback on the related suggested policies and procedures.

16. To ensure close cooperation with HNP, UNPOL established its structure to mirror that of HNP.
However, UNPOL had not been able to establish an effective working relationship with HNP as adequate
delegation of authority had not been designated to HNP managers. Information flow within HNP was not
efficient as most issues had to be unnecessarily escalated to the HNP Director General, and this resulted
in delays in implementing projects.

17. In the next iteration of the HNP reform plan, there was a need to clearly define the roles and
responsibilities of both parties in a memorandum of understanding to ensure effective implementation.
While a final draft was not available, MINSTAH informed OIOS that the roles and responsibilities in the
following areas: (a) to professionalize the human resources of the HNP; (b) to increase operational
capacity; (c¢) to develop institutional capacity of HNP; (d) to improve the mechanism of donor
coordination; and (e) to improve the relationships among HNP and national & international partners,
would be included in the memorandum of understanding.

(1) MINUSTAH should ensure that a memorandum of understanding that clearly defines
the roles and responsibilities of MINUSTAH UNPOL and the Haitian National Police is
finalized and implemented.

MINUSTAH accepted recommendation 1 and stated that the Special Representative of the
Secretary-General and a representative from the GoH would sign the memorandum of
understanding after the approval of the new "HNP Development Plan 2012-2016".
Recommendation 1 remains open pending receipt of a copy of the signed memorandum of
understanding between MINUSTAH and HNP.




B. Performance monitoring

Recruitment of HNP candidates to the Police Academy

18. Tests and interviews of HNP candidates were conducted by HNP and UNPOL officers. As at 30
June 2011, 1,824 of 8,018 applicants had passed the tests. Also, in May 2011, an examination was
administered to 565 female candidates to increase the number of female cadets. A database of applicants
had been developed. Nonetheless, the recruitment process needed to improve, as follows:

e Background checks were not conducted on HNP applicants prior to entry into the Police
Academy due to a lack of organizational capacity.

e There was significant time lag between medical exams and admission of candidates into the
Police Academy. For example, candidates for the 22" promotion took their medical tests in
November 2009 but successful candidates were admitted to the Police Academy in
September 2010.

e The Police Academy in Port-au-Prince only accommodated about 700 cadets; however, due
to the shortage of police officers in Haiti, 936 cadets were admitted as part of the 22™
promotion which graduated in May 2011. This resulted in overcrowded classrooms and did
not allow cadets to interact with instructors, thus reducing their learning opportunities.

) MINUSTAH should improve the recruitment process for the Haitian National Police
(HNP) by: (i) conducting background checks of HNP applicants prior to entry into the Police
Academy; (ii) administering medical exams close to the time of admissions into the Police
Academy; and (iii) ensuring that the number of police recruits is within the capacity of the
Police Academy in order to provide adequate police training to the cadets.

MINUSTAH accepted recommendation 2 and stated that the recruitment process would be
improved. Also, background checks of applicants for the 23" promotion were in progress, but it
may not be finalized prior to entry of cadets into the Police Academy. Medical exams would be
administered as the final recruitment step, and action had been taken to ensure that the number of
police recruits was within the capacity of the Police Academy. Recommendation 2 remains open
pending receipt of evidence that the recruitment process had improved, including the completion of
background checks and medical examinations prior to admission into the Police Academy, as well
as evidence showing that the number of police recruits admitted to the Police Academy was within
its capacity.

Police Academy training

19. UNPOL provided training to serving HNP officers in advanced and specialized courses as
required by the HNP reform plan. Over 2,000 HNP officers were trained in commissariat management, as
police inspectors, and in operational and administrative supervision, basic investigations, instructor
development and general management. About 5,691 HNP officers had been trained in crowd control,
shooting, technical interventions, searches, close protection and self defense. In addition, UNPOL
conducted field training and field coaching for 5,137 HNP officers.

20. The HNP reform plan required the establishment of a joint HNP-MINUSTAH Board to review
and approve all training programmes and materials, and the preparation of training curricula to ensure
professional standards were met. The Board had not been formally established as the HNP reform plan



did not clarify its composition and terms of reference. An informal arrangement was used by HNP and
UNPOL instructors in preparing and reviewing training materials, which were submitted to the HNP
Curriculum Unit for approval by the Director of the Police Academy.

A3) MINUSTAH should liaise with the management of the Haitian National Police (HNP)
to establish the joint HNP-MINUSTAH Board to review and approve all training
programmes and materials to ensure that they met professional standards.

MINUSTAH accepted recommendation 3 and stated that the establishment of a joint HNP-
MINUSTAH Board would be formalized after the approval of the new Development Plan.
Recommendation 3 remains open pending receipt of evidence of the establishment of the joint
HNP-MINUSTAH Board.

An accurate and up-to-date list of HNP officers was not available

21. UNPOL had compiled a list of 12,678 HNP staff in its database consisting of 1,681 civilian staff,
and 10,997 police officers. However, there were 11,023 employees in the HNP payroll list provided to the
Ministry of Finance. A joint process was not in place to systematically up-date HNP’s records and to
reconcile and correct discrepancies. UNPOL agreed that its database may include HNP who are no longer
in service as a result of the 12 January 2010 earthquake. On the other hand, the HNP payroll records did
not include some newly graduated police cadets. There was a need to ensure that there was an accurate
list of HNP officers and that all current HNP personnel were vetted as required by the HNP reform plan.

“ MINUSTAH should liaise with the management of the Haitian National Police (HNP)
to ensure that an accurate and up-to-date list of police officers is maintained at all times. Also,
necessary steps should be taken to validate the number of staff in the HNP payroll to avoid
payment of salaries to non-existing employees.

MINUSTAH accepted recommendation 4 and stated that action was being taken to establish an
accurate and up-to-date list of HNP officers. Improvements would be made to the payment system
to avoid payment of salaries to non-existing employees. Recommendation 4 remains open pending
receipt of an accurate and up-to-date list of HNP officers and the establishment of a process to
validate the number of staff in the HNP payroll to avoid payment of salaries to non-existing
employees.

The vetting and certification of HNP officers

22. The vetting and certification of HNP officers scheduled for completion by the second quarter of
2007 was not completed partly due to the lack of or difficulties in obtaining public records on officers,
and the 12 January 2010 earthquake which led to the suspension of the process and loss of records of
3,500 police officers. The vetting process included physical verification, background checks, and review
of training records. As of the end of 2011, 35 per cent or 4,462 of the 12,678 registered HNP personnel in
the database had been vetted.

23. Of the vetted number, 139 officers were found unsuitable for police services due to allegations
against them relating to false academic documents, inciting violence, illegal arrest and detention of
people, involvement in drugs and other illegal acts. The results and recommendations of the vetting
process were submitted as required to the Superior National Police Council (CSPN). However, the CSPN
was yet to take action on the recommendations.




Q) MINUSTAH should ensure that the vetting and certification of all Haitian National
Police officers are completed as required in the reform plan.

MINUSTAH accepted recommendation 5 and stated that the vetting process had restarted and
finalization was dependent on decisions by the CSPN. Recommendation 5 remains open pending
receipt of evidence of completion of the vetting and certification of HNP officers.

C. Project management

The Police Academy lacked basic infrastructure

24. The Police Academy lacked adequate facilities and other essentials for police training mainly due
to lack of funds. An average class size was about 60 cadets instead of the classroom capacity of 32
students, making interaction with cadets to address individual needs difficult. Other logistical and
facilities challenges included: (i) the eight-male dormitories for 512 cadets housed 640 cadets; (ii)
shortage of ammunition and weapons for training purposes; and (iii) the Police Academy had a firing
range of 25 meters which is only suitable for pistols instead of a firing range of 100 meters which is
needed to train cadets on the use of both pistols and shot guns.

25. The annual recruitment target of 1,500 cadets had not been achieved due to capacity constraints at
the Police Academy and delays in the construction of a new Police Academy in Ganthier. Also, due to the
shortfall in the number of newly enrolled police officers, the established target of 14,000 HNP officers by
the end of 2011 was not met, with a short fall of about 4,000. This impacted on the ability of HNP to
provide the required level of policing services needed, impeding on the Mission’s ability to achieve its
mandate.

(6) MINUSTAH should liaise with the Government of Haiti and international partners to
enhance the training capacity of the Police Academy and address the need for additional
resources to provide the required training to the cadets.

MINUSTAH accepted recommendation 6 and stated that additional classrooms had been
constructed and the HNP was recruiting additional trainers. Meetings were being held with donor
countries to seek financial contributions for training programmes and construction work in the
Police Academy. The construction of the new Police Academy would enhance the training capacity
of the HNP. Recommendation 6 remains open pending receipt of evidence of action taken to
enhance the training capacity of the Police Academy.

Administrative capacity of the HNP

26. The procurement capacity of HNP had not been developed, and UNPOL had not conducted a
review and assessment of current procurement processes of the HNP. The training of HNP on
procurement had not taken place partially due to setbacks experienced by the Mission after the 12 January
2010 earthquake. In June 2011, UNPOL drafted and submitted a Procurement Manual to the HNP for
comments; however, it was awaiting for feedback from HNP.

27. The reform plan required budget and finance systems to be integrated with the new personnel and
procurement systems to provide effective and sound accounting and payments. The system of linkage
between personnel records and salary payments was to be auditable and be operational by 2008.
MINUSTAH, the United Nations Development Programme and the United Nations Office of Projects
Services were responsible for implementing the project. These entities had selected the software, but due



to a lack of adequate coordination and locally available expertise, it had not been implemented before the
earthquake of 12 January 2010 which destroyed the software and hardware (except the server).

@) MINUSTAH should liaise with the Government of Haiti and international partners
including the United Nations Development Programme and the United Nations Office of
Projects Services to enhance the capacity of the Haitian National Police (HNP) in finance,
budgeting, payroll and procurement as required in the HNP reform plan.

MINUSTAH accepted recommendation 7 and stated that regular meetings were being held with
donors and international organizations. Enhancement of the capacity of HNP in finance, budgeting,
payroll and procurement was pending the approval of the Development Plan and the finalization
and approval of the financial plan. Recommendation 7 remains open pending receipt of evidence of
action taken to enhance the capacity of the HNP in finance, budgeting, payroll and procurement.

IV. ACKNOWLEDGEMENT

28. OIOS wishes to express its appreciation to the Management and staff of MINUSTAH for the
assistance and cooperation extended to the auditors during this assignment.
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Ms. Fatoumata Ndiaye, Director
Internal Audit Division, OIOS
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