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AUDIT REPORT

The United Nations Police operations in MINUSTAH
l. BACKGROUND

1. The Office of Internal Oversight Services (OlIOS) conducted an audit of United Nations Police
operations (UNPOL) 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. MINUSTAH was established by Security Council resolution 1542 of 30 April 2004 to support the
Transitional Government of Haiti. In subsequent years, the mandate of MINUSTAH, its concept of
operations and police strength were adjusted by the Security Council to adapt to the changing
circumstances on the ground and to the evolving requirements as dictated by the political, security and
socio-economic situation prevailing in Haiti. In recognition that the overall security situation, while
fragile, had improved since the adoption of its resolutions 1908, 1927 and 1944 (2010), the Security
Council in resolution 2012 of 14 October 2011 allowed a partial drawdown of MINUSTAH’s military
and police capabilities as the first step to ending the temporary surge capacities decided by the Security
Council after the 12 January 2010 earthquake.

4. The UNPOL was a key component for the implementation of the mandate of MINUSTAH, and
critical to the achievement of MINUSTAH’s mandate, which had evolved but had consistently included:
(i) ensuring a secure and stable environment; (ii) assisting in monitoring, restructuring and reforming the
Haitian National Police (HNP); and (iii) assisting with the restoration and maintenance of the rule of law,
public safety and public order in Haiti.

5. UNPOL was headed by a Police Commissioner who was assisted by the Deputy Police
Commissioner of Operations and the Deputy Police Commissioner of HNP development. As at 30 June
2012, UNPOL had 1,170 civilian police officers and 12 Formed Police Units (FPUs) of 1,684 officers.
The budget for 2011/12 was $143 million.

6. Comments provided by MINUSTAH are incorporated in italics.

II. OBJECTIVE AND SCOPE

7. The audit was conducted to assess the adequacy and effectiveness of MINUSTAH’s governance,
risk management and control processes in providing reasonable assurance regarding the effective
management of United Nations Police operations.

8. The audit was included in the OIOS 2011 risk-based work plan because of increased safety and
security risks in Haiti after the 2010 earthquake together with the very limited capacity of the HNP.

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, OlOS defined these
key controls as follows:



@) Risk management and strategic planning - controls that provide reasonable assurance
that risks relating to UNPOL operations are identified and assessed, and action is taken to
mitigate or anticipate risks.

(b) Performance monitoring - controls that provide reasonable assurance that UNPOL in
MINUSTAH’s metrics are: (i) established and appropriate to enable measurement of the
efficiency and effectiveness of operations; (ii) prepared in compliance with rules and are properly
reported on; and (iii) used to manage operations appropriately.

(c) Project management - controls that provide reasonable assurance that there is sufficient
project management capacity to achieve MINUSTAH’s mandate implementation goals of
strengthening HNP operational capacity, which included the co-location programme.

10. The key controls were assessed for the control objectives shown in Table 1.

11. OIO0S conducted this audit from November 2011 to February 2012. The audit covered the period
from 1 January 2010 to 31 December 2011. The audit focused on the Operations Pillar of UNPOL
including UNPOL’s mandated responsibilities in securing Haiti’s urban areas and Internally Displaced
Persons’ (IDP) camps and the strengthening of rule of law institutions.

12. OIOS conducted an activity-level risk assessment to identify and assess 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, OlIOS assessed the existence and adequacy of internal
controls and conducted necessary tests to determine their effectiveness. Site visits to Jean Marie Vincent
and Carradeux IDP camps were made to observe the safety and security measures put in place, as well as
visits to three police stations where HNP were co-located with UNPOL in the West Department and in
Port-au-Prince.

13. This audit did not include a review of UNPOL human resources administration and management,
HNP training and development activities. The audit of HNP development programme in MINUSTAH
was covered under a separate assignment (AP2011/683/10).

I11.  AUDIT RESULTS

14. MINUSTAH’s governance, risk management and control processes were initially assessed as
partially satisfactory in providing reasonable assurance regarding the effective management of the
United Nations Police operations. MINUSTAH had developed pertinent strategic goals and a detailed
implementation plan to provide capacity building to HNP. It had also played a key role in securing Haiti’s
urban areas and IDP camps, and enhanced the HNP/UNPOL co-location programme. Despite these
results, MINUSTAH’s mandate to be implemented through UNPOL was far from being achieved. HNP
did not have the capacity to conduct criminal investigations: only 80 of 908 (or 9 per cent) murder cases
were investigated in 2011. Updated statistics for 2012 showed a decline with 42 of 617 (or 7 per cent)
new cases investigated. Implementation of OlIOS’ recommendations to intensify efforts to develop the
capacity of the HNP remains in progress. In particular, funding for capacity building and the co-location
programme is still incomplete. In view of the urgent need to remedy the situation satisfactorily, the final
overall results of the audit are assessed as unsatisfactory.



Table 1: Assessment of key controls

Control objectives
Compliance
. Accurate -
Key controls Eff|<:|en_t and financial and | Safeguarding with
effective . mandates,
. operational of assets .
operations - regulations
reporting
and rules
Effective (a) Risk Partially Partially Partially Partially
management of management and satisfactory satisfactory satisfactory satisfactory
UNPOL strategic planning
operations (b) Performance Partially Partially Partially
monitoring satisfactory satisfactory satisfactory
(c) Project Partially Partially Partially
management satisfactory satisfactory satisfactory
FINAL OVERALL RATING: UNSATISFACTORY

A. Risk management and strategic planning

Strateqgic goals and a detailed mandate implementation plan were established

15.  UNPOL had developed strategic goals and established a detailed implementation plan to ensure the
execution of mandated tasks, including provision of security for the distribution of humanitarian
assistance in the wake of the 2010 earthquake, securing of polling stations and other electoral premises
and provision of logistical support during the presidential and parliamentary elections. MINUSTAH
continued to play a key role in securing Haiti’s urban areas and IDP camps.

Achievement of strategic goals was not measurable

16. For each of the strategic goals identified, MINUSTAH had developed specific projects to
facilitate their implementation. However, the goals of projects were not sufficiently defined in measurable
terms, mainly because there was no agreement with HNP leadership and international partners on how to
measure success. For example, UNPOL had established a project to construct new police stations as part
of its strategic goal of strengthening the HNP operational capacities, but the expected number of police
stations and the required levels of stakeholder involvement were not clarified. Therefore, while UNPOL
prepared periodic progress reports on the status of each project, the lack of defined targets meant that the
success or level of progress was difficult to monitor.

17. The revised Development Plan for HNP for 2012-2016 had been with the HNP awaiting review
and approval since 1 March 2012, and MINUSTAH continued to make efforts to obtain a general
agreement with HNP. With regard to project implementation, several meetings were held with HNP and
bilateral partners on key outcomes of identified projects. OIOS was satisfied with the interactions made
by MINUSTAH with relevant parties to obtain agreement on expected outcomes on project
implementation, but it was of the view that MINUSTAH should develop activities and performance
metrics in support of strategic goals to allow proper management of the programme as a whole.



B.  Performance monitoring

MINUSTAH UNPOL supported the HNP in policing activities

18. UNPOL had supported the HNP in policing activities since 2006. Nonetheless from 2007 to 2011,
Haiti continued to experience a constant increase in crime rates except for kidnapping as shown in Table
2 below. The factors that contributed to this included among others an ill-equipped and poorly funded
HNP force. UNPOL had contributed to combat criminality. For example in 2011, 30 special, 8 flash and
28 sweep operations were conducted resulting in 454 persons being arrested, and seizures of various items
improving the security situation for Haitians.

Table 2: Crime evolution in Haiti over the period 2007 to 2011

Increase % over Increase % over
Type of crime Jan - Dec 2007 Jan - Dec 2008 Jan-Dec2009 lJan-Dec2010 Jan-Dec2011 over 2010 2010 over 2007 2007
Rape 149 284 271 310 487 177 57% 338 227%
Murder 490 498 598 677 908 231 34% 418 85%
Kidnapping 237 266 77 127 171 44 35% (66) -28%
Theft 62 820 1,409 1,021 1,592 571 56% 1,530 2468%
Robberies 98 232 598 264 354 90 34% 256 261%
Assaults 243 724 1,528 1,853 2,985 1,132 61% 2,742 1128%
Source ----Joint Mission Analysis Center (JMAC) briefing to Security Management Team dated 25 Nov 2011 and JMAC security situation dated 25 January 2012.

19. The serious crime of rape had increased since 2007. To address this, UNPOL and HNP increased
patrols at vulnerable sites such as in IDP camps. MINUSTAH organized training programmes for
UNPOL and HNP officers to promote awareness and to better identify threats, as well as the proper
handling of victims and suspects. Effective July 2011, a sexual and gender based violence training was
added to the curriculum of the HNP Police Academy. Also, while previously the role of UNPOL in sexual
and gender based violence was limited to ensuring that cases were passed to the HNP for investigation,
since 23 November 2011, a directive from the MINUSTAH Police Commissioner required UNPOL
officers to follow-up on all cases of sexual and gender based violence until they have resulted in an
investigation. A new UNPOL gender statistics/reporting position was created to ensure more effective
follow up of investigations. At the time of the audit, 306 cases were under investigation and 218 arrests in
connection with these cases had been made.

20. Standard operating procedures were being developed to guide HNP officers on how to
investigate a kidnapping, based on international standards and Haitian legislation. The MINUSTAH Head
of the Anti-kidnapping Unit was working with the HNP in order to finalize them. In the meantime,
lessons learned had been produced to instruct HNP officers on kidnapping related investigations.

Insufficient capacity to conduct criminal investigations

21. The HNP had a significant backlog of unsolved criminal cases, as there were only seven police
officers conducting criminal investigations in Port-au-Prince and inadequate logistical support.
Considering the crime rate in the Port-au-Prince area, the Chief of UNPOL Judicial Police Unit was of the
view that to adequately investigate all cases, at least 20 investigators/detectives with the necessary
qualifications were required. In 2011, 828 of 908 murders had not been investigated. In addition to the
obvious lack of qualified staff, this was due to poor coordination between the HNP and the Justice of
Peace who had vested authority on criminal investigations under the Haitian penal code. For example, the
Justice of Peace would visit crime scenes in the absence of HNP investigators and provide directives to
HNP only several days later negatively impacting the protection of crime scene evidence. In an attempt to
address this, MINUSTAH had meetings with those involved in the criminal justice system on crime scene



management and protection of evidence; however, for the issue to be resolved there was a need to reform
the Haitian penal code.

22. The situation had not significantly improved in 2012, with only 42 of the 617 murders that had
occurred from January to August 2012 being investigated. Also, the HNP continued to have insufficient
resources to conduct investigations, as no additional officers were assigned in 2012. The capacity of HNP
investigators remained a concern, and had resulted in a significant backlog of unsolved criminal cases.

23. At the time of the audit, the HNP did not have the required infrastructure to adequately conduct
criminal investigations. For example, the forensics laboratory did not have qualified personnel, and basic
equipment such as laser trajectory finder kit and ballistic comparative microscope was not available. Also,
although required by the HNP reform plan, the training of forensic and fingerprints technicians had not
been completed, and no work had been done on toxicology or the development of a searchable database
system.

24. In 2012, the HNP continued to have inadequate equipment and logistical support to conduct
criminal investigations. Nonetheless, the automated fingerprint identification system is fully operational.
The searchable criminal database system is also in place but its full implementation is pending the
acquisition of a license from the manufacturer. MINUSTAH had provided training on investigation
techniques and crime scene management, as well as fingerprint identification and searchable criminal
database management. Also, support and funding had been provided from donors specifically to further
train HNP officers in anti-kidnapping, illicit drug trafficking, criminal intelligence and crime scene
analysis. This training would take place in August and September 2012. Moreover, other donors had
pledged funding to provide specialized equipment in the field of ballistics, finger printing and forensics.

(1) MINUSTAH should take additional steps to enhance the capacity of the Haitian National
Police to conduct criminal investigations by: (i) ensuring adequate coordination between
parties responsible for conducting criminal investigations; (ii) expediting the technical and
substantive training of Haitian National Police officers; (iii) liaising with the Government
of Haiti and international partners to ensure the availability of basic equipment required
for conducting criminal investigations; and (iv) establishing a searchable criminal
database.

MINUSTAH accepted recommendation 1 and stated that co-location between UNPOL and HNP was
ongoing in operational planning, co-ordination and in conducting criminal investigations; technical
and substantive training of HNP officers have been defined in joint studies. In addition, the HNP
Development Plan 2012-2016 had established a funding matrix with Haitian counterparts, the
international community and MINUSTAH to specify funding arrangements. Recommendation 1
remains open pending receipt of evidence that the recommendation has been implemented
satisfactorily.

Due to resource constraints there was insufficient policing in IDP camps

25. As of 8 January 2012, there were 707 displaced persons’ sites in Haiti sheltering over 516,000
individuals. UNPOL officers supported by FPUs had permanent presence (24h/7 days/week) in the seven
major IDP camps in Port-au-Prince metropolitan region and conducted daily patrols in 78 other camps,
which covered about 40 per cent of the displaced population. In most camps, due to the shortage of HNP
officers and the lack of directives from its leadership, UNPOL worked alone in camps although they had
no mandate to make arrests. There was a critical need for HNP officers to provide additional security in
IDP camps due to the planned drawdown of FPUs by 30 June 2012.



26. Insecurity in IDP camps was a major concern, with over 1,000 crimes such as rape, murder and
theft reported in the seven largest camps for the year ended 31 December 2011(the camps where UNPOL
had a permanent presence). Due to the high crime rate, UNPOL had initiated action to make IDP camps
safer by implementing a programme called Operation Vigilance in the Jean Marie Vincent camp on 9
January 2012, which increased the number of UNPOL officers from 42 to 72 and stationed them at key
points in the camp. Operation Vigilance had already resulted in a significant reduction in the crime rate at
the camp, with no murder recorded in the first eight weeks since its implementation.

(2) MINUSTAH should liaise with the Haitian National Police to increase police presence in
and around the major internally displaced persons’ camps and ensure the availability of
Haitian National Police officers to provide security in camps in anticipation of the planned
drawdown of Formed Police Units by 30 June 2012.

MINUSTAH accepted recommendation 2 and stated that as of 31 July 2012, there was co-location
of UNPOL and HNP in three of the remaining five largest permanent IDP camps and that periodic
HNP patrols took place at the other two when requested by UNPOL. Recommendation 2 remains
open pending receipt of documentary evidence indicating the increase of police presence in and
around major displaced persons’ camps.

C.  Project management

The concept of co-location was not clearly defined and understood

217. An HNP/UNPOL co-location programme had been established in July 2006 to provide
mentoring, monitoring and training to the HNP. Over 400 UNPOL officers were assigned to 54 police
stations throughout Haiti, and conducted periodic site visits to various police sub-stations within their
jurisdictions. UNPOL had established its structure to mirror that of the police stations to ensure close
cooperation and a smooth working relationship between UNPOL and HNP. However, the concept of co-
location was not clearly defined and understood, as follows:

e UNPOL officers were not necessarily proactive in improving the skills of the HNP and
provided advice only when requested. While a guide for mentoring HNP was developed in
2009, it only provided general advice instead of clear action plans to direct UNPOL officers
in their functions of enhancing the capacity of HNP officers.

e Some HNP officers perceived co-location as a tool to expose poor performance of HNP
activities and human rights violation. Therefore, HNP did not always openly share
information with UNPOL officers.

e The information flow among UNPOL officers was inefficient. For example, UNPOL officers
in charge of the Anti-Kidnapping Unit were not informed of kidnapping cases by their
UNPOL counterparts, and were left to learn about the cases second-hand.

28. There were other areas that needed further clarification and improvement, as follows:
e Criteria to allocate UNPOL officers to police stations. For example, 13 UNPOL officers were

assigned to a police station with 23 HNP officers while another police station with 307 HNP
officers had only 19 UNPOL officers.



e There was no mechanism to measure and monitor the effectiveness of the co-location
programme.

(3) MINUSTAH should enhance the United Nations Police/Haitian National Police co-location
programme by clearly defining and disseminating the goals of the programme and by
developing action plans to guide United Nations Police mentors in completing their
assigned tasks.

(4) MINUSTAH should establish a mechanism to monitor the effectiveness of the United
Nations Police/Haitian National Police co-location programme in order to adjust its
strategies and goals as appropriate.

MINUSTAH accepted recommendation 3 and stated that a new plan which focused on the eight
goals of the co-location had been developed and distributed to all participating units.
Recommendation 3 remains open pending receipt of the new co-location plan that defines the goals
and action plans to guide United Nations Police mentors.

MINUSTAH accepted recommendation 4 and stated that indicators on the effectiveness of co-
location implementation were available in the periodic mentoring reports. Recommendation 4
remains open pending receipt of the bi-monthly periodic mentoring reports evidencing the
establishment of a mechanism to monitor the effectiveness of the United Nations Police/Haitian
National Police co-location programme.

The logistical aspect of the UNPOL/HNP co-location programme needed to improve

28. The working environment had not always been favorable for a successful HNP/UNPOL co-
location. Four police stations still did not have permanent facilities and were located in tents. Also, many
police stations did not have sufficient communication equipment, generators for electricity and basic
supplies such as desks and chairs. Furthermore, the poor condition of vehicles had negatively affected the
mobility of the UNPOL officers.

(5) MINUSTAH should ensure that the United Nations Police/Haitian National Police co-
location programme is provided sufficient logistical support and are afforded basic
working conditions to more effectively implement the programme.

MINUSTAH accepted recommendation 5 and stated that the rehabilitation of 30 co-locating sites to
improve working conditions of agents was included in the 2012/13 budget and that a further 24 sites
was planned for the 2013/14 budget. Recommendation 5 remains open pending receipt of
documentary evidence showing that logistical support has been provided to all co-location sites.
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ANNEX |
STATUS OF AUDIT RECOMMENDATIONS

Audit of United Nations Police operations in MINUSTAH

i :
Rer?g.m. Recommendation Igg;,cg n/tz gé Actions needed to close recommendation Imple(;r;g} anee
1 MINUSTAH should take additional steps to | Critical (e} Receipt of documentary evidence of the | December 2012
enhance the capacity of the Haitian National Police following: (1) adequate coordination between
to conduct criminal investigations by: (i) ensuring parties responsible for conducting criminal
adequate coordination between parties responsible investigations; (2) training of HNP investigative
for conducting criminal investigations; (i) officers; (3) funding arrangements with the
expediting the technical and substantive training of Haitian Government and the international
Haitian National Police officers; (iii) liaising with donors; and (4) the full implementation of the I-
the Government of Haiti and international partners 2 database project including the training of HNP

to ensure the availability of basic equipment officers.
required for conducting criminal investigations; and
(iv) establishing a searchable criminal database.

2 MINUSTAH should liaise with the Haitian | Important (e} Receipt of documentary evidence indicating the | December 2012
National Police to increase police presence in and increase of police presence in and around major
around the major internally displaced persons’ displaced persons’ camps.
camps and ensure the availability of Haitian
National Police officers to provide security in
camps in anticipation of the planned drawdown of
Formed Police Units by 30 June 2012.

3 MINUSTAH should enhance the United Nations | Important (e} Receipt and review of the new co-location plan | April 2013
Police/Haitian ~ National ~ Police  co-location that defines the goals and action plans to guide
programme by clearly defining and disseminating United Nations police mentors
the goals of the programme and by developing
action plans to guide United Nations Police

! Critical recommendations address significant and/or pervasive deficiencies or weaknesses in governance, risk management or internal control processes, such
that reasonable assurance cannot be provided regarding the achievement of control and/or business objectives under review.

2 Important recommendations address important deficiencies or weaknesses in governance, risk management or internal control processes, such that reasonable
assurance may be at risk regarding the achievement of control and/or business objectives under review.

®C =closed, O = open

* Date provided by MINUSTAH in response to recommendations.
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Re:glm. Recommendation Ir(furalct)lrctzln/tz gé Actions needed to close recommendation Impleg;is} ation
mentors in completing their assigned tasks.
4 MINUSTAH should establish a mechanism to | Important () Receipt of the bi-monthly periodic mentoring | April 2013
monitor the effectiveness of the United Nations reports evidencing the establishment of a
Police/Haitian ~ National ~ Police  co-location mechanism to monitor the effectiveness the
programme in order to adjust its strategies and United Nations Police/Haitian National Police
goals as appropriate. co-location programme.
5 MINUSTAH should ensure that the United Nations | Critical 6} Receipt of documentary evidence showing that | September 2014

Police/Haitian ~ National ~ Police  co-location
programme is provided sufficient logistical support
and are afforded basic working conditions to more
effectively implement the programme.

logistical support has been provided to all co-
location sites.




