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IDB Risk mitigation guidelines for
engaging with police and corrections
services
Executive Summary
IDB’s support to citizen security has increased steadily over the past decade. The scope has also
broadened, to work more with the police and correctional services. This increased commitment reflects
the growing international consensus that professional, accountable security and justice providers,
operating with respect for human rights and the rule of law, are key to achieving long-term sustainable
economic and social development. Society pays a high cost for an inefficient justice and security sector,
particularly when crimes are not sanctioned proportionately and impunity becomes prevalent. IDB
research shows that in some LAC countries (e.g. Honduras and El Salvador), this can account for over 10
per cent of GDP.
Providing much-needed support to the justice and security sector in contexts such as Honduras and El
Salvador can have significantly positive social and economic positive impacts, although are the most
challenging environments to engage in from a risk perspective. In order to enable these opportunities to
be exploited, the 2014 Office of Evaluation and Oversight (OVE) report, “IDB’s response to key challenges
in citizen security, 1998-2012” identified the need for specific attention to be paid to programmes that
engage with the police or corrections institutions.
The IDB’s approach is based on the Project Management Institute Project Management Body of
Knowledge (PMI PMBOK). Key to this approach is the recognition that the objective of risk management
is to “increase the probability and impact of positive events, and decrease the probability and impact of
negative events”. The scope of this document covers guidelines for risk mitigation for the IDB when
engaging with police or corrections services, which falls under the third of the PMI risk response
strategies. In addition, the risk management strategy of avoidance should be retained for hard security
areas, as laid out in the IDB 2009 Guidelines (GN-2535).
The risks that may be encountered when engaging in support to police and corrections institutions can
be mitigated by using different tools and approaches. In addition, the use of these tools and approaches
provides for potential opportunities that contribute to the success and sustainability of IDB engagement
in this area.
The tools and approaches captured in the document include:
 Understanding political intervention and political will;
 High-level strategic dialogue;
 Holistic mapping and Whole of Government Approach;
 Identifying realistic and transparent results;
 Ensuring the focus is based on genuine needs;
 Avoiding or adapting approaches with limited success;
 Building in regular review opportunities that allow for programme adjustment;
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Balancing accountability and effectiveness capacity;
Do No Harm, including scenario analyses;
Human Rights Risk Tool;
Development of a strategic communications plan; and
Programme-specific risk management;

Individual examples from the different IDB citizen security programmes, as well as from further afield are
captured in the document in example boxes.
In addition, the IDB’s system to identify and mitigate risks when engaging with police and corrections can
further be enhanced through building up an empirical evidence base from which to draw experience and
inspiration, linked into the IDB’s existing research on Evidence-Based Crime Prevention Policies in Latin
America and the Caribbean. This can be achieved through:



Undertaking risk and opportunity reviews and evaluations; and
Creating a lessons learned database

It is hoped that these guidelines are used by IDB staff across the organisation to systematically adopt the
risk management tools and approaches provided in their engagement with police and correction
institutions.

4

Abbreviations
CIF
DAC
DAS
DCAF
DEM
EC
EU
IDB
IIANUD

-

Capacity and Integrity Framework
Development Assistance Committee (OECD)
Administrative Department of Security
Geneva Centre for the Democratic Control of the Armed Forces
Developmental Effectiveness Matrix
European Commission
European Union
Inter-American Development Bank

ISO
ISSAT
LAC
MoU
OECD
OHCHR
OPG-CCPS

-

OVE
PIU
PMI PMBOK
PRM
SDG
SECI
Sida
SSR
T&T
ToC
UNODC
WB
WOLA

-

International Standardization Organisation
International Security Sector Advisory Team
Latin America and Caribbean
Memorandum of Understanding
Organisation for Economic Cooperation and Development
United Nations Office for the High Commissioner for Human Rights
Operational Guidelines for Program Design and Execution in the Area of Civic
Coexistence and Public Safety
Office of Evaluation and Oversight
Project Implementation Unit
Project Management Institute Project Management Body of Knowledge
Progress Monitoring Report
Sustainable Development Goals
Institutional Capacity Assessment
Swedish International Development Cooperation Agency
Security Sector Reform
Trinidad and Tobago
Theory of Change
United Nations Office on Drugs and Crime
World Bank
Washington Office on Latin America

Instituto Latinoamericano de las Naciones Unidas para la Prevención del Delito y el
Tratamiento del Delincuente

5

Table of Contents
EXECUTIVE SUMMARY

3

ABBREVIATIONS

5

1. INTRODUCTION

7

2. OBJECTIVE

8

2.1 SCOPE
2.2 AUDIENCE
2.3 CAVEATS

8
8
8

3. THE COST-BENEFIT REWARDS FROM ENGAGING WITH THE POLICE AND CORRECTIONS SERVICES 8
4. MITIGATING RISKS AND EXPLOITING OPPORTUNITIES WHEN SUPPORTING THE POLICE OR
CORRECTIONS SERVICES

10

5. TOOLS AND APPROACHES

13

5.1 AVOIDANCE
5.2 TRANSFER
5.3 MITIGATION
5.3.1 UNDERSTANDING POLITICAL INTERVENTION AND POLITICAL WILL
5.3.2 HIGH-LEVEL STRATEGIC DIALOGUE
5.3.3 IDENTIFYING REALISTIC AND TRANSPARENT RESULTS
5.3.4 ENSURING THE FOCUS FOR THE PROJECT IS BASED ON GENUINE NEEDS
5.3.5 AVOIDING, OR ADAPTING, APPROACHES WITH LIMITED SUCCESS
5.3.6 BUILDING IN REGULAR REVIEW OPPORTUNITIES THAT ALLOW FOR THE PROGRAMME TO BE ADJUSTED
5.3.7 BALANCE ACCOUNTABILITY AND EFFECTIVENESS
5.3.8 DO NO HARM
5.3.9 HOLISTIC MAPPING AND ADOPTING A WHOLE OF GOVERNMENT APPROACH
5.3.10 HUMAN RIGHTS RISKS
5.3.11 DEVELOPMENT OF A STRATEGIC COMMUNICATIONS PLAN
5.3.12 LOCAL OWNERSHIP AND LOCAL CAPACITY
5.3.13 AN ACTIVE PROGRAMMATIC RISK MANAGEMENT APPROACH
5.4 ACCEPT

13
14
15
15
17
18
19
21
21
21
24
24
25
28
29
30
31

6. DEVELOPING AN EVIDENCE BASE FOR FUTURE PROGRAMMING

31

6.1 RISK AND OPPORTUNITY REVIEWS AND EVALUATIONS
6.2 LESSONS LEARNED DATABASE

32
33

ANNEXES

33

ANNEX A – SUMMARY SHEET
ANNEX B – EVIDENCE ON TECHNICAL AREAS OF SUPPORT
ANNEX C – EXAMPLES OF ACTIVITY-SPECIFIC MITIGATING MEASURES

34
35
36

6

1.

Introduction

For almost two decades, the Inter-American Development Bank (IDB) has been assisting its Members to
improve citizen security and justice across the Latin America and Caribbean (LAC) region as part of its
mandate to support countries in LAC to reduce poverty and inequality, and achieve sustainable growth.1
The scope of this support has evolved over the years to work more with police and corrections
institutions. As of 2016, the IDB has 12 programmes that have an explicit engagement with one or both
of these institutions, and has been developing a body of operational guidelines for CS programmes.2
The 2014 Office of Evaluation and Oversight (OVE) report, “IDB’s response to key challenges in citizen
security, 1998-2012” identified the need for specific attention to be paid to programmes that engage
with the police or corrections institutions. Specifically, the report called for “the development of a risk
analysis tool and adoption of new guidelines for risk mitigation to help reduce and mitigate risks”3, which
should be part of a comprehensive institutional diagnostic assessment of security institutions and should
clearly define minimum conditions for lending in sensitive areas, most notably the financing of police and
corrections systems. The report further called for the guidance to focus on the political and human rights
dimensions of citizen security and that it should enable a sound analysis of implementation and
reputational risks. Finally, the guidance should facilitate opportunities to manage risks at the country
level through programming. As part of its response to these requirements, the IDB Citizen Security
Cluster has embarked on a series of informal initiatives to guide and assist IDB staff members.
IDB’s approach to risk management: Risk management is an established process, linked to several
international standards, and many institutional approaches. The IDB’s approach is based on the Project
Management Institute Project Management Body of Knowledge (PMI PMBOK). Key to this approach is
the recognition that the objective of risk management is to “increase the probability and impact of
positive events, and decrease the probability and impact of negative events”.4
Within the risk management approach, the IDB uses three categories of risk: strategic, financial and
operational. 5 The PMI Practice Standard for Project Risk Management includes a basic Risk Management
Process Flow Diagram. This is shown below in Fig. 1 for reference.

Plan risk
management

Identify risks

Perform risk
analysis

Plan risk
responses

Monitor and
control risks

Fig.1 Risk Management Process Flow Diagram
Risk response strategies under the PMI Practice standard include four options:
1. Avoid a threat or exploit an opportunity
2. Transfer a threat or share an opportunity
3. Mitigate a threat or enhance an opportunity
4. Accept a threat or an opportunity

1

The number of IDB administered Citizen Security programmes currently stands at 30 for a total inversion of US
928,251,000.00 with 50% of the inversion directed to programmes in Mexico and the Central American region. See
the joint WOLA/BID Citizen Security interventions mapping. http://www.ideaspaz.org/tools/download/58323
2
See The IDB Operational Guidelines Program Design Execution Public Safety from 2009 (GN-2535) and 2013 (GN2535-1).
3
OVE IDB’s Response to Key Challenges in Citizen Security, 1998-2012 (2014), P. 7.
4
PMI Practice Standard for Project Risk Management, p.4.
5
Risk Taxonomy of the Inter-American Development Bank, November 2013 Update.
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2.

Objective

2.1

Scope

The scope of this document covers guidelines for risk mitigation for the IDB when engaging with police or
corrections services, which falls under the third of the PMI risk response strategies. As such, the
document does not cover the whole spectrum of risk management, which is captured by the PMI PMBOK
and IDB Risk Taxonomy. In addition, the guidelines do not examine risks from the IDB Risk Taxonomy that
require similar responses irrespective of the sector, such as “insufficient rewards required to motivate
and recognise staff performance and contributions”, or risks related to liquidity and funding. In
summary, the guidelines seek to:



Outline some of the main risks and opportunities related to projects working directly with the
police or corrections services;
Provide tools to mitigate the negative risks or exploit the opportunities;

Nonetheless, given the close relevance of the other risk response strategies (avoid, transfer or accept),
the guidelines will touch upon these areas for the sake of completeness.

2.2

Audience

The guidelines are designed for IDB staff members working on citizen security programming, and include
specific tools, as well as examples taken from IDB projects on-going in the region. The guidelines also
incorporate previous IDB work on risk in relation to citizen security programmes where appropriate.6

2.3

Caveats

The broad risks highlighted below are those that have been identified in many countries, both from
within the IDB’s area of engagement and beyond. It should be noted, however, that the document is not
intended to act as a prescriptive set of instructions. Whilst it is possible to learn and seek inspiration
from mitigating measures adopted in one context, there cannot, nor should there be, a blue print set of
actions that should be taken. Each context for engagement will be different. To this end, the tools
provided are more geared towards helping IDB staff members to manage processes to identify and
unpack the specific risks and opportunities associated with the concrete geographical, thematic and
socio-political contexts in which their programmes are based. Moreover, rating the different areas
included in the various tools requires judgement. It is not a scientific process, but rather one that can
draw from both the existing knowledge and expertise that is already captured in IDB’s documents
regarding its approach to supporting citizen security, and the extraction and sharing of lessons from
current and future programmes.

3.
The cost-benefit rewards from engaging with the police and
corrections services
Working to improve the way in which the police and corrections services operate can be sensitive.
However, there is growing international consensus on the importance of professional, accountable
security and justice providers, operating with respect for human rights and the rule of law, to achieving
long-term sustainable economic and social development.7 Moreover, the Sustainable Development Goal

6

For example, Operational Guidelines for Program Design and Execution in the Area of Civic Coexistence and Public
Safety (OPG-CCPS) of 2009.
7
World Bank World Development Report: Conflict, Security, and Development (2011), IDB’s Response to Key
Challenges in Citizen Security, 1998-2012 (2014), OECD: Improving security and justice programming in fragile
situations: better political engagement, more change management: OECD Development Policy Papers March 2016
no. 3.
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16 (SDG 16) underlines that strengthening the rule of law and promoting human rights is key to
significantly reducing all forms of violence, and finding lasting solutions to conflict and insecurity.8
Crime and violence impose significant costs on the
Box.1 “Risk management is not about
economy and constitute a serious threat to the socio- the elimination of risk, but about finding
economic development of countries in the Latin America the right balance between risk and
and the Caribbean region. An IDB report in 2015 on the reward, and clarifying the nature of risk
direct and indirect costs of violent crime in Latin America sharing between different actors
and the Caribbean indicated countries such as Honduras involved in a particular project.”
and El Salvador lose 10% of their gross domestic product
(GDP) because of violence and crime.9 The report OECD Development Assistance and Approaches to Risk
highlights that society pays a high cost for an inefficient in Fragile and Conflict Affected States (2014)
justice and security sector particularly when crimes are
not sanctioned proportionately and impunity becomes prevalent.10 Moreover, the report highlights that
Latin America and the Caribbean is the only region where the high rate of violence and crime continues
to increase in spite of being the region with the greatest number of police agents per 100,000
inhabitants.11
Providing much-needed support to the justice and security sector in contexts such as Honduras and El
Salvador can thus have significantly positive social and economic positive impacts but are the most
challenging environments to engage in from a risk perspective. In such fragile settings, the OECD
proposes to weigh the cost of not engaging in finding the right balance between risk and potentially high
reward, noting that “the risks of not engaging in this area often largely outweigh the risks of
engaging”.12 This point coincides with the IDB risk of “missing opportunities where the Bank could have
greater impact”.13
The OECD further recommends for a risk strategy to be based on decisive leadership when balancing risk
and reward, and the installation of a culture that offers a clear sense of who bears responsibility for
residual risk as opposed to one that is overly controlled and seeking to eliminate risk.14 In fact, the latter
according to the OECD, can lead to increased transaction costs and might render processes more
cumbersome.15
In this regard the OECD recommendations for risk management align with IDB’s Strategic Policy
Objective to establish smart institutional frameworks by seeking partnerships, including in the private
sector, to manage risks and balance costs with development impact.16 Moreover, the Updated
Institutional Strategy (2016-2019) recognises the critical need for the IDB to incorporate as a crosscutting issue the development of a partner government’s institutional capacity to uphold the rule of law

8

SDG 16’s aim is to “Promote peaceful and inclusive societies for sustainable development, provide access to
justice for all and build effective, accountable and inclusive institutions at all levels”. See
http://www.undp.org/content/undp/en/home/sustainable-development-goals/goal-16-peace-justice-and-stronginstitutions.html
9
IDB The costs of crime and Violence in welfare In Latin America and the Caribbean (2015)
10
Ibid.
11
Ibid.
12
Risks and Results Management in Development Cooperation: Towards a Common Approach; See Forward in
OECD (2012), Managing Risks in Fragile and Transitional Contexts: The Price of Success?, Conflict and Fragility.
13
Risk Taxonomy 2013, p.11.
14
Risks and Results Management in Development Cooperation: Towards a Common Approach; See Forward in
OECD (2012), Managing Risks in Fragile and Transitional Contexts: The Price of Success?, Conflict and Fragility.
15
Ibid.
16
Summary of the Updated Institutional Strategy-IDB
https://publications.iadb.org/bitstream/handle/11319/7515/Update-to-the-Institutional-Strategy-20102020.pdf?sequence=1 P. 9.
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as it will facilitate the business environment leading to enhanced productivity and stimulus for economic
growth amongst others.17
Supporting the police and corrections services is therefore important to the long-term socio-economic
development of countries. Those factors that are identified as risks provide excellent indicators as to the
genuine needs of the population with regard to citizen security, and therefore where the IDB could best
direct its support to achieve a lasting impact.
Furthermore, it is important to recognise that positive change requires investment. The cost benefit
analyses of IDB’s programmes also provide an insight into the potential multiplier effect of improving the
way in which these institutions deliver their services to the population.18

4.
Mitigating risks and exploiting opportunities when supporting the
police or corrections services
Table 1 below provides an overview of potential risks and opportunities when supporting the police or
corrections services writ-large.
The left hand column summarises identified risks from IDB documents, workshops with IDB staff
members, and additional studies carried out on managing risks in development assistance contexts.19
The middle column outlines relevant tools or approaches that can help programme designers and
implementers analyse the relevant issues and take appropriate action. The tools and approaches are
covered individually in Section 5. The right hand column provides examples of potential opportunities
that could also arise from using these tools and approaches.
Although many of these risks are relevant to other sectors, they are particularly relevant for the police
and corrections services due to:
 Higher levels of secrecy/lack of information;
 Substantive hold of the legitimate use of force, including powers to seize and detain;
 High accountability deficits, stemming from poor oversight mechanisms;
 Traditional siloed approaches and a lack of coordination with other sectors;
 Distance from civil society;
 Lack of central repository on the types of risks specifically experienced by programmes working
with the police or prison services.

17

Ibid.
Included in the Developmental Effectiveness Matrix (DEM) is a requisite to produce a Cost-Effectiveness Analysis
which serves both as a technical input and supporting output for Citizen Security project/programme proposals.
Based on examples taken from Jamaica (JA-L1043), Costa Rica (CR-L1031) and Belize (BL-L1014), there is a
correlation between investing in strengthening the security and justice sector and the net benefit of the program to
society. Ensuring adherence to good practices in aid effectiveness, international standards and policy for increased
programmatic results in the security and justice sector can only support or strengthen these positive return-oninvestment estimations.
19
2014 OVE report, “IDB’s response to key challenges in citizen security, 1998-2012”; IDB Risk Taxonomy Matrix
2013 and PRM Procedures Guide; (ISSAT-IDB Workshops on Risk Mitigation Experiences in May and June 2016; UN
Development System Risk Management in Fragile States: White Paper for the 2014 Utstein Group Spring Meeting
commissioned by the Permanent Mission of Denmark to the UN in New York. P. 8-10; World Development Report
2011: Conflict, Security, and Development; Risk Management in the Commission Implementation Guide: Updated
Version - October 2010, European Commission, p. 27.
18
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Table 1: An overview of potential risks, opportunities, and relevant tools or approaches for mitigation
Risk
Relevant tools or approaches Opportunity
 Programme fails due to lack of  Understanding political  Political engagement enables
political engagement
intervention and political
long-term momentum
will
 Insufficient political will by
 Sustainable
engagement
leadership at different levels
overcomes current and future
 High-level
strategic
obstacles
 Designers/implementers
dialogue
treating the intervention as
 Engagement by implementers
purely technical
helps create political will and
increases the likelihood of
 Poor results due to the high  Whole-of-government
approach
success
turnover of key actors
 Institutionalising partnerships
 Sustainability of programmes
builds local ownership of a
when over dependent on key
common goal
personalities


Political risk (for example, the 
Government using the police
for political means)



Programme objectives are
inappropriate
or
not
achievable
Poor results due to the highly
sensitive nature of violence
and crime issues;
Risks arising from the limited
knowledge base regarding
what works
The uncertainty that comes
from the level of flexibility
required to work with such
complex issues
Poor
design
and/or
implementation of a project,
operation or activity
Support increases the ability of
the police or corrections
services to deliver hard
security













This is likely to be a situation
where
the
IDB
would
encounter overly high risks,
and may wish to focus its
support elsewhere



Identifying realistic and 
transparent results



Ensuring the focus is
based on genuine needs



Avoiding or adapting 
approaches with limited
success

Building in regular review
opportunities that allow
for
programme
adjustment

Successful interventions build
public confidence in change,
and create momentum behind
a culture of positive security
provision by police and
corrections officials
Mechanisms are set up that
allow for identification of
future opportunities to exploit
Regular contextual analysis
together with a systematic
collection of what works will
help
establish
the
preconditions necessary for
programmatic outcomes





Support
increases
the 
accountability gap for police
and corrections officers

Avoid



This is likely to be a situation
where
the
IDB
would
encounter overly high risks,
and may wish to focus its
support elsewhere

Balancing accountability 
and effectiveness


Greater civic engagement by
communities;
Increased likelihood that what
is provided is relevant to
communities;
Increased
culture
of
accountability that mitigates
risks of abuse of power in
areas even wider than those
supported by the IDB;

Avoid
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Intervention increases conflict 
dynamics

Do No Harm, including 
scenario analyses


Intervention improves conflict
dynamics
Intervention steers actors
towards
enabling
environments



Intervention
causes 
unintended problems in other
sectors


Holistic mapping



Whole-of-government
approach



Interventions can reduce
problems in other sectors
Establishment
of
Interinstitutional working groups
improve coordination in other
areas;

Negative
behaviour
by 
beneficiaries could lead to loss
of reputation by the IDB (for 
example, human rights abuses)

Human Rights Risk Tool







Participating in a project,
operation or activity with a 
partner or client that may
represent a reputational risk or
integrity risk, as defined in
Bank policies



Disproportional
knee-jerk 
responses by authorities to
standalone events / creation
of negative chain of events
Lack of institutional, technical 
or coordination capacity





Development
of
a
strategic communications 
plan

Whole-of-government
approach
(especially
through
partnerships
with government social
services )
Development
of
a 
strategic communications
plan
Identifying realistic and 
transparent results



Building in regular review
opportunities that allow
for
programme
adjustment



Whole-of-government
approach
(especially
through Institutionalising
partnerships building and
inter-governmental
working groups)

Inability to identify suitably 
qualified experts or partner
organisations



Identifying realistic and 
transparent results
Ensuring the focus is 
based on genuine needs
Building in regular review
opportunities that allow
for
programme
12

Programming helps service
delivery
in
line
with
international standards
Programming helps reduce
human rights abuses
IDB engagement helps to
institutionalise a culture of
human rights compliance

Opportunities
seized
to
demonstrate commitment to
transparency
and
accountability
Whole-of-government
approach can increase the
local ownership of a common
initiative

Identification of opportunities
to build up local capacity to
meet genuine needs
Identification of opportunities
for neighbouring countries to
develop niche areas for SouthSouth / triangular cooperation





Risks arising from third parties 
engaging
in
prohibited
practices (e.g. corruption,
fraud, etc.)
Elevated security concerns due 
to engagement with police or
prisons

adjustment
Use of existing IDB tool20




Application of existing 
IDB approach to staff
security



Change
of
culture
of
corruption
Improved
culture
of
commitment to integrity
Explicit focus on IDB staff
safety due to increased
security
risks
reinforces
positive commitment to staff
security writ-large
Projects empower vulnerable
groups and make security
provision more inclusive

Projects discriminate against  Ensuring the focus is 
or deprive vulnerable groups
based on genuine needs
of their right of representation
 Domination by elites;
 Local ownership and local
capacity
 Projects
that
unwitting
collaborate
with
political
agendas harmful to individuals  Do No Harm
or groups in positions of
vulnerability21
 Risks related to the specific  Programme-specific risk  Opportunities related to the
focus of the IDB project being
management
specific focus of the IDB
managed
project being managed
In addition, the IDB’s system to identify and mitigate risks when engaging with police and corrections can
further be enhanced through building up an empirical evidence base from which to draw experience and
inspiration. This can be achieved through:
 Risk and opportunity reviews and evaluations
 Lessons learned database

5.

Tools and approaches

The following section provides an overview of the different tools and approaches suggested in the table
above.

5.1

Avoidance

In its 2009 guidelines (GN-2535), the IDB already identified areas of potential support that would
significantly increase the risks of the IDB exceeding its mandate, being seen to interfere in the political
affairs of the country, or unintentionally enable the abuse of human rights.22 The IDB should continue to
focus its support away from such hard security areas, as these present a low risk to reward area, instead
continuing in the more preventative and community-based approaches where the IDB has developed a
clear added value. The activities not suitable for IDB financing include:



Support for military operations
Activities to preserve state security or investigate political crimes;

20

Metodología para el diagnóstico, prevención y control de la corrupción en programas de seguridad ciudadana
For example, projects targeting human trafficking of women for sexual exploitation may actually result in
interventions against immigrants and the deflection of attention away from the harmful impact of policies. Gender
nd
& Crime, A Human Rights Approach (2 Ed), 2016. M. Silvestri and C. Crowther-Dowey.
22
The IDB Operational Guidelines Program Design Execution Public Safety from 2009 and 2013 prescribe for
support [projects to be consistent with the Agreement Establishing the Bank and with the guidelines established in
the 15 April 1998 memorandum of the Bank’s Legal Department with states that “the activity must have no aspects
or dimensions of a political nature that could be interpreted as interfering in the internal political affairs of the
country.”
21
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Secret or undercover operations;
Purchase of lethal equipment such as weapons, munitions and tear gas;
Support for special unit operations that are highly complex in the use of force and exposure to
violence, such as bomb disposal units, drug eradication brigades, anti-kidnapping units and riot
control units23;
Training in the use of lethal weapons or firearms;

Table 2 below outlines quick questions that can also contribute to determining political risk.
Table 2: Political risk questions
High Med
To what extent is the police believed to be instrumentalised for political
agendas?

Low

If the answer to this is high, it may be very difficult to achieve institutional
change within the police in the current environment, and the Bank may wish
to focus on other programmes
To what extent are there political or civil rights prisoners?
If the answer to this is high, IDB may wish to engage in corrections reform
activities only in collaboration with other organisations experienced in prison
oversight in fragile and politically sensitive contexts.
Even when adhering to the IDB’s 2009 policy, police and corrections services support nonetheless still
has the potential to result in inadvertent IDB association with the above. Examples given in evaluations
include the difficulties of enforcing restrictions that IDB financed patrol vehicles are used solely in
community policing activities.24 Whilst it is extremely unlikely that the IDB can enforce restrictive
measures that would preclude such secondary associations, risks to the IDB’s reputation may be
mitigated by including clear joint statements of the intention behind the IDB support, its commitment to
the above restrictions, and the commitment by the client to include their own mitigating measures, as
well as monitoring or enforcing mechanisms. These would need to be worked out on a case-by-case
basis, but in the example above, could include the development or strengthening of systems to monitor
vehicle use and a public information campaign on the dedication of the vehicles for community security.
Additional possibilities could include clear marking of the vehicles, including their function and ID
number.

5.2

Transfer

The concept behind transferring risk is allowing the risks of the support to be adopted fully, or in part, by
other actors. This also implies that opportunities arising from such engagement are also transferred. This
may, as was recommended in the 2009 Operational Guidelines, involve ensuring implementation is
carried out by recognised international expert organisations such as UNODC etc. 25
Whilst approaches to transferring risk lie beyond the scope of these guidelines, it is worth underlying
that adopting a joint, coordinated approach to providing support is recognised international good
practice, as per the Paris principles on Aid Effectiveness. It also reduces the risks of competing support
programmes (the likelihood of which is increased in domains such as the security sector where there is a
higher degree of secrecy), and increases donors being able to support more opportunities as they arise.
23

It may be useful to extend this restriction to include presidential guards and Very Important Person (VIP)
protection units.
24
OVE IDB’s Response to Key Challenges in Citizen Security, 1998-2012 (2014).
25
IDB Citizen Security Judiciary Modernization Programme in Costa Rica (CR-0141) included UNODC and the
Instituto Latinoamericano de las Naciones Unidas para la Prevención del Delito y el Tratamiento del Delincuente
(IlANUD) in the oversight and technical oversight for the prison construction.
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5.3

Mitigation

The following section lays out the various tools and approaches covered in Table 1, with illustrative
examples from IDB field offices and elsewhere where appropriate.
5.3.1 Understanding political intervention and political will
Reform of the police or corrections services should not be seen as a purely technical process:
 These are institutions associated with national sovereignty possessing a monopoly on the legitimate
use of force.
 Like all strategic change processes, improving the delivery of police and corrections services can alter
the roles and responsibilities of individuals and units, which may be seen as ‘political’.
 A successful process requires the political will of the partner country leadership.26
Whilst making changes to the way approaches to policing and prisons is fundamentally a political
process, supporting the process is very different to interfering in the political affairs of a country.
Teams should take a conflict-sensitive approach (as has been done in the case of IDB’s support to the
Bahamas – see Box.2). In addition, the political engagement / political will questionnaire in Table 3 will
help to establish that sufficient political space exists for the programme to take start.
Designers/implementers should look for high scoring answers.
Box 2. Conflict sensitivity in the Bahamas (BH-L1033)
The IDB design team in the Bahamas undertook a conflict sensitive approach using stakeholder analysis to
identify the drivers and spoilers of behavioural change, and how they would influence project implementation.
This allowed them to understand the underlying political dimensions of the sector they were supporting. The
stakeholder analysis informed partnership-building strategies, which lead to the establishment of a more
structured approach for coordination and oversight committees.
(Workshop with IDB field offices, July 2016)

Table 3: Political will questionnaire
High Med
To what extent are there, or is there an intention to develop, governmentlevel strategies regarding police or corrections reform and to what extent
are there (or an intention to create) inter-agency / criminal justice
coordination mechanisms?

Low

This provides an indication of the extent to which support in this area is
aligned with national political priorities of the host country. If no strategy
exists, but there is a will to develop, for example, a White Paper, this could
provide a very interesting opportunity for IDB support.
To what extent is there cross-government (“whole of government”) and
cross-party support for police/corrections reform?
This provides an indication of the extent to which support to the programme
will transcend any electoral changes in power. As detailed in the IDB 2003
Guidelines, government interagency support for interventions should be

26

Political will can be understood at several levels: the level of the political fabric of a country and the political
spectrum; the level of government; the level of ministries; and the level of the senior leadership of the police or
corrections institutions.
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encouraged in order to help the resilience of a programme during leadership
change.27
To what extent is there an openness to involve civil society in policy making
in relation to police/corrections?
Participatory approaches that foster broad local ownership are important to
successful reform. This question provides an indication of the level of
openness to such approaches. Whilst it is useful to also consider civil society
engagement in the delivery of the service, the fact that civil society is involved
in policy making is a stronger indicator of government openness to
participatory processes to reform. If civil society is only involved in the
delivery of services then the policy decisions have already been made without
their input.
If there is a low level of openness, it would be advisable to work first with the
government to increase transparency and access, and with civil society to be
able to engage with the authorities in a non-confrontational way that builds
trust.
To what extent is the government willing to commit, or has committed
resources, and provide(d) a robust mandate to oversight mechanisms?
This provides an indication of the level of political will for the reform. If there
is a low level of political will for reform, it may be preferable to engage with
other areas of citizen security, such as community engagement mechanisms
and civil society organisations.
Questions that help determine a response to this include:
 Are there independent national oversight mechanisms (or plans) already
established for the police/corrections service?
o Is/will their operating budget (be) decided independently from
government (e.g. by parliament)?
o Is/will their operating budget (be) disbursed independently from
government (i.e. by parliament)?
o Is/will their de facto staffing (be) determined independently from
government?
o If already established, do they have a record of positive results
(for example looking at the number of meetings, decisions
implemented and impact of decisions)?
 Does civil society have a genuine watchdog role in the country with
regard to the police/corrections service? What is their track record?
To what extent does the IDB programme reflect international standards and
principles in their communication with the client/beneficiaries where
available/applicable?28
If the answer to this is high, the IDB is much less likely to be seen as
interfering in a country’s political affairs, as it is merely supporting the
partner country to meet its own international commitments. This is a key
27

Based on a lesson learned, the IDB Guidelines for the Design of Violence Reduction Projects 2003 (No. SOC-135)
recommends staff to “Devote sufficient project resources to strengthen participating institutions and improve interinstitutional coordination.” p. 24.
28
for example, Compendium of UN standards and norms in crime prevention and criminal justice (2006),
international standards that relate to detentions, corrections and prisons (2010) and criminal justice standards for
UN police (2009) – taken from World Bank Operational Risk Assessment Framework Guidance Note, 2013.
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factor because it is directly linked towards the ability to influence the
beneficiaries’ behaviour towards the programme’s objectives.
Political will can make a substantial difference to the success or failure of a programme, as shown by the
example in Box.3. It is also important to consider the extent to which there is local political will for
programmes that operate in the provinces or municipal levels, and supporting decentralised frameworks.
Box 3. – Political will for prison reform in Costa Rica
IDB’s Program for the Administration of Justice (CR 0141) has a key role in supporting Costa Rica’s
efforts to address their rapidly increasing prison population. However, committing the government
to reform the prison system in line with international standards required strategic dialogue with
identified reformers within the Ministry of Justice and Peace (MJP) and the corrections system. Key
aspects to supporting this dialogue were IDB’s efforts to ensure local ownership of the programme
by having public servants run the PIU and for programmatic decisions to be informed by international
expertise in correctional system reform in the absence of guidance on national standards.

5.3.2 High-level strategic dialogue
Even though programming may be focused at a
Box 4. The need for dialogue: “Reform is a change
technical or mid-level, it is paramount for there
process that might encounter resistance. Resistance
to be support for reform from the highest levels
from structures and processes but also individuals.
in order to create and maintain momentum.
Hence, the human dimension must not be forgotten.
This is even more necessarily for programmes Thus, change only can take place by working with
working with institutions such as the police or individuals rather than just looking at organizations.
prisons because of the high levels of sensitivity In the end an institution or a structure is made up of
and the implications of change to other sectors. individuals. If they are unwilling to change, the
Additional aspects include the fact that the structure will be unable to.”
changes envisaged invariably redistribute power
and resources, with increased accountability Folke Bernadotte Academy in The SSR Advisers’ Handbook (2016)
and fewer chances for individuals to exploit the
system to their advantage (see Box 4). Several
studies have shown that security and justice reform programmes that fail to underpin technical
assistance with high-level strategic dialogue run much higher risks of failure.29 Moreover, there is a risk
that experts treat security and justice reforms as a purely technical undertaking, and rarely have the time
necessary to dedicate to building the skills, knowledge and networks needed to navigate the political
arena of police and corrections reform.
Concrete activities to ensure that high-level dialogue takes place:
 Creation of official agreements that outline high-level dialogue;
 Ensure personnel in roles associated with supporting prison or police reform understand the
need to engage in high-level strategic dialogue;
 Develop joint messaging with donors;
 A commitment to regular dialogue at ministerial level30;

29

For example: Erwin van Veen in “Improving Security and Justice Programming in Fragile Situations: Better Political
Engagement, More Change Management OECD Development Policy Papers March 2016 no. 3; UN Security Council
Resolution 2151 (2014) where the Security Council underscores the need for political dialogue in the establishment
of ownership of security-sector reform; Ornella Moderan in Political Leadership and National Ownership of Security
Sector Reform Processes, DCAF 2015.
30
In addition to the ministries in responsible for the police or corrections service, representatives from the
ministries of finance and foreign affairs should also be included.
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Stakeholder analysis and mapping as a means to develop understanding of the underlying
political dynamics; note that this information can be considered sensitive and should be treated
as such;
Specifying a high-level strategic dialogue engagement plan in police and corrections
programming, which includes the discussion of risks to the programme; this can also be
supplemented by lower level dialogue (see box 5).
Where necessary, include sensitisation / training for incoming programme managers, PIUs or
experts on the political nature of such reform;
Identify on-the-ground partners (e.g. donors/multilaterals also working in the same field) with
whom to develop joint messaging.

Box 5. Police dialogue in Trinidad & Tobago
The programme in Trinidad& Tobago was established against a strong perception of police brutality
and ineffectiveness in providing security. Part of the citizen security programme was focused on
improving the quality of police interaction with the public and victims of crime and complementing
the ongoing transformation efforts of the service.
The PIU established police counsellors for each project, as it was felt that the T&T police needed
liaison personnel with whom they could easily establish a rapport. They meet every couple of weeks
to discuss issues, including the evolution of risks and to identify mitigating measures. Workshops
allow them to brainstorm approaches and see if their mitigating measures have worked.
(Workshop with IDB HQ staff, May 2016)

5.3.3 Identifying realistic and transparent results
The individual, institutional and societal behavioural and organisational changes required to improve the
security of citizens takes time. Programmes aimed at improving the delivery of police and corrections
services are often overly ambitious in their objectives, exacerbated by poor communications towards
(and engagement of) communities, police/corrections institutions and the political authorities.31 This
increases the risk of a) programme failure, b) loss of confidence in the institutions as a result of them
‘not delivering’, and c) loss of faith in the benefits of change.32 Results need, therefore, to be realistic,
not aspirational. They also need to be communicated clearly and consistently to all actors (see section
5.3.10). This should be considered at the beginning of the project proposal identification phase then
revisited as a check later on in the process.
It is important to undertake a good assessment of the capacity of the institution in question to
implement projects. The analysis from this should be used to modify the outcomes as appropriate, as
shown by the example from Honduras in Box.6. However, the capacity of the institution is not the only
aspect that will affect the chance of success. Teams should also take into account the demand or
momentum for change in the society and the extent there is political will (as analysed in section 5.3.1).

31

Reference see P.31 in OECD Development Assistance and Approaches to Risk in Fragile and Conflict Affected
States, p.31; OECD Improving Security and Justice Programming in Fragile Situations: Better Political Engagement,
More Change Management, pp. 10, 12-13 and 23.
32
One exercise that is useful to reducing the likelihood of such risks occurring is developing a Theory of Change for
interventions. This approach seeks to explicitly identify how the intended objectives will be achieved, and hence
provides an opportunity to identify overly ambitious goals. The process to adopt a ToC approach to programming is
beyond the scope of these guidelines, but further details will be found in the section on methodology in the ISSAT
Community of Practice (forthcoming).
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Box 6. – Assessing institutional capacity in Honduras (HO-L1063)
Honduras’ fragile security sector institutions meant that an IDB loan would be considered high risk. However,
this fragility also meant that external support was key to the government’s strategy to addressing insecurity
and crime, including the world’s highest homicide rate. Understanding the Secretary of Security’s institutional
capacity to plan, organise and execute activities was critical to establishing mechanisms to reduce social,
fiduciary and reputational risks as well as formulating a realistic results matrix. However, the National Police’s
history of human rights abuses and corruption meant that a vigorous assessment of the Secretary of Security’s
institutional capacity to adhere to internal and external control mechanisms was equally as important.
Understanding the need to have expert knowledge to properly assess the institutional capacity of a security
sector institution, the IDB Country Team brought on board experts from Chilean Ministry of Security and
Colombian police intelligence services. The IDB Country Team also took a holistic approach by jointly conducting
a stakeholder analysis with the main stakeholders and interviewing key administrative and management
representatives from the security and justice sectors including the Minister for Security and representatives from
the international cooperation in criminal justice such as the EU. The SECI results oriented the project conceptual
design to insert internal and external control safeguards in strategic areas including roles for civil society.

5.3.4 Ensuring the focus for the project is based on genuine needs
Supply-driven support, when the donor/regional organisation provides its support based on what
capacities it has available to deploy rather than what is needed in a country, runs a high risk of
undermining national reform plans, building up unwanted or imbalanced capacity, wasting money, and
undermining the reputation of the donor/regional organisation. Moreover, the sustainability of such
approaches is extremely limited. The risk of supply-driven support can be high within the police and
corrections sectors. This is due to the high tendency to take technical approaches, in part due to the
percentage of technical experts designing programmes and the lack of expertise available regarding
institution building and organisational change.33
A second area of importance is to ensure that consultations
at different levels have been undertaken to determine the Box 7. Ensuring a strong research capacity
nature of the programme. This is to ensure that the to capture genuine needs
objectives incorporate the views of the wider population,
The IDB programme in Trinidad & Tobago
rather than just reflecting the desires of a particular elite
(TT-L1003) actively sought strong capacity
(see box 7). This will also help to balance what can be a for the start-up team, including using
tendency of politically-elected officials to look for quick consultants with a background in research
impact projects (which studies increasingly suggest are and analysis; the programme in Uruguay
negative impacts in the longer-term)34. For programmes (UR-L1062) incorporated building the
working with prisons, this can result in approaches focusing capacity of local researchers.
on increasing incarceration, rather than corrections reform,
which rarely generates public pressure. Another area of emphasis is increasing technology in police or
corrections institutions without addressing the underlying problems. Technology should therefore be
seen as an enabler, a means of reinforcing good practice, rather than being seen as a solution to bad
practice. For example, there are advantages to strengthening technical capacity which supports the
criminal investigation strategy, leading to greater utilisation of medicolegal evidence rather than on

33

This may be, for example, retired mid-ranking police officers or prison officials whose technical capacity is well
recognised, but may not have had experience in developing a police or prison institution, or working at a ministry
level.
34
See Timothy Donais, ‘Understanding Local Ownership in Security Sector Reform’, in Local Ownership and Security
Sector Reform. Geneva Centre for the Democratic Control of Armed Forces (DCAF), 2008; Eric Scheye, ‘Transitions
to local authority’, in Executive Policing: Enforcing the Law in Peace Operations, ed. Renata Dwan, SIPRI Research
Report, No. 16, 2002.
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attaining confessions.35 This will not only mitigate the use of torture by authorities but will also help to
decrease the burden of proof for victims of sexual gender-based violence. Moreover, technology in the
form of GPS trackers and cameras in vehicles can be useful for police oversight but also act as a
safeguard to ensure programme-supported equipment is used accordingly.
The third issue of importance is when there is a genuine need that is not prioritised by the population.
This can be of particular relevance to corrections reform, where communities have little appetite to
improving prison conditions, or welcoming released inmates back into their neighbourhoods
(rehabilitation and reinsertion). In such cases, it may be necessary to provide public sensitisation
programmes in order to develop the support from the population that matches the need, and therefore
sequence the more direct support to corrections institutions later on.
The following check list provides a small guide towards lowering this risk.
Table 4: Check list for genuine needs
Question
Yes
Has the programme focus been driven by a genuine needs assessment, including direct
interaction and observation?

No

Does the needs-assessment include disaggregated data and targeted analysis of all the
components of the target community (gender, age, socio-economic status, cultural
groups, capital/province, etc.)
Design teams should check whether programmes presented by partners have involved
wider consultations. If the programme is developed by the IDB in partnership with the
government, it should not be just based on gaps in international assistance.
Do the potential programme priorities feature in a national policy, strategy or action plan?
This implies that it has been developed taking into account wider factors.
Have the communities that interact with the police/corrections officials been consulted
regarding their needs?
This should include prisoners/victims’ families, minorities, women, youth/elderly, ministries
or agencies that are part of the criminal justice chain or its oversight, etc.
Have consultations with the police or corrections officials included both junior and senior
ranks?
Trying to change one part of a system without understanding the implications and effects
of the rest of the system has a high risk of failure. The identification of programme
objectives should be through a combination of top down and bottom up inputs and
analysis.
Are there specific programme indicators identified to monitor the on-going relevance of
the programme?
Are these included in the IDB Project Cycle for Sovereign Guaranteed Operations
supervision and monitoring activities?

35

In their publication, Preventing Torture: An Operational Guide for National Human Rights Institutions (2010),
OHCHR indicates that the reliance on confessions in the criminal justice system has a direct correlation on the risk
of torture, particularly during the initial period of detention.
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5.3.5 Avoiding, or adapting, approaches with limited success
Despite the reflection that there is a limited evidence base on what works to reduce crime and
violence36, the IDB has produced a number of documents over recent years that examine trends in
support. Programme design teams can already use these observations when assessing requests from
clients to highlight areas where additional analysis or mitigating measures need to be determined. Annex
B provides relevant analysis from the IDB Citizen Security and Justice Sector Framework Document and
IDB’s 2014 Update on Policing, Courts, and Corrections: What Works in the Criminal Justice System (And
What Doesn’t), identifying the area of support and noting the extent to which it is thought to be a
successful strategy for engagement.37 It is recommended that further studies are developed in the
future to increase the evidence base, in line with IDB’s research agenda Closing Knowledge Gaps: Toward
Evidence-Based Crime Prevention Policies in Latin America and the Caribbean.38

5.3.6 Building in regular review opportunities that allow for the programme to be adjusted
Over and above the active programmatic risk management approach recommended (see section 5.3.13
below), given the increased risk when engaging with police or corrections services, it is that additional
pre-planned review points during implementation are established that allow for reflection and
adaptation of the programme as necessary. This should include options to reorient the focus of a
programme if deemed necessary. This is especially important for programmes that are considered to be
higher risk.

5.3.7 Balance accountability and effectiveness
Security and justice providers need to be effective in
terms of the services they provide, and accountable Box.8 the importance of accountability:
(in terms of performance and behaviour) to the “Security is a precondition for achieving
population they serve.39 It is important to build up economic and social development and can
both these aspects in equal measure. As highlighted only be assured if there is effective civilian
in Boxes 8 and 9 if a project focuses on building up and parliamentary control of the security
the effectiveness of a police or prison service without institutions. If such control does not exist, or is
ensuring that there is the necessary level of not effective, the use of force or intelligenceaccountability, or integrity, there is an elevated risk gathering may be exercised arbitrarily by one
of excessive force, abuse of power, or waste of or more groups within society, which may
resources. Conversely, if a police or corrections lead to insecurity and conflict.”
service lacks in capacity, it will not be able to provide
UNODC
Accounting
the necessary services to the population, irrespective of how
accountable
it is.for Security and Justice in
the Post-2015 Development Agenda (2013)
In order to ensure relevance and alignment, as well as avoiding harm (see section 5.3.8 below), support
programmes must stem from clearly identified needs. The Capacity and Integrity Framework40 (CIF) is a
tool that will allow the IDB team designing the project to analyse needs across three key levels:
individual, organisational, and external. These three levels are divided into areas that focus on increasing
capacity, and areas that focus on increasing accountability. An overview is provided in the diagram below
(Fig. 2).

36

OVE IDB’s Response to Key Challenges in Citizen Security, 1998-2012 (2014).
Inés M. Pousadela, What Works in the Criminal Justice System (And What Doesn’t): A 2000–11 Update on
Policing, Courts, and Corrections, IDB (2014).
38
https://publications.iadb.org/handle/11319/7240#sthash.HDUXJcyy.dpuf
39
ISSAT (2009) SSR in a Nutshell, http://issat.dcaf.ch/Learn/Resource-Library2/Tools/SSR-in-a-Nutshell-Level-1Training-Manual
40
Developed by ISSAT; http://issat.dcaf.ch/Learn/Resource-Library2/Tools/SSR-in-a-Nutshell-Level-1-TrainingManual
37
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Table 5 provides a series of questions that allow the
design team to map out the needs. Areas where the
majority of answers are “low” suggest priority areas to
provide support. However, the team should then look
at the overall balance between capacity and integrity.
If the majority of gaps related to integrity issues
(which is often the case), then even if a particular
capacity area has been identified as a need in its own
right, providing support in that area whilst still not
addressing the overall accountability deficit increases
the risks of the institution being supported continuing
to engage in negative behaviour.

Box 9. Challenges due to the emphasis on
effectiveness of the police in Guyana
“90% of the activities for police reform are
aimed at effectiveness, not organisational
management, governance or accountability.
This means that during the implementation
of the project the lack of managerial
capacity risks that even the effectiveness
issues will not be addressed”
(Workshop with IDB field offices, July 2016)

In addition the design team should discuss and coordinate with other donors what areas they intend
supporting in order to identify future trends in the balance between capacity and integrity. Capacity
refers to the existing resources, structures and procedures; and integrity refers to the respect for basic
norms and values when using that capacity. 41

Fig. 2 . Capacity Integrity Framework tool
Table 5: Capacity Integrity Framework questions
Category
Question
High Med
Individual
 To what extent do individual police/corrections officers
Capacity
have the right education and training to do their job?
 To what extent do individual police/corrections officers
have the right technical skills to do their job?
 To what extent do individual police/corrections officers
have the physical or mental aptitude to do their job?
 To what extent is there continuous professional skills
development?
41

Low

The DCAF Training Manual on Police Integrity (2015) defines Individual integrity is the moral strength of aligning
behaviour with ethical values. Organisational integrity exists when an organisation operates in line with a set of
clearly defined ethical values. Values can be defined for instance in the organisation’s vision, mission, and code of
ethics. These values are integrated into internal processes, by employees, and into the organisation’s interaction
with its environment. The organisation ensures respect and visibility of these values by appropriate
communication, leadership, strategies, policies, rules and control, accountability, and transparency.
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To what extent do individual police/corrections officers
respect institutional core values and principles?
To what extent do individual police/corrections officers
show and promote professional conduct?
To what extent do individual police/corrections officers
show financial propriety?
To what extent is there monitoring of individual
performance, and mentoring?
To what extent does the police/corrections service have
the required infrastructure to perform?
To what extent does the police/corrections service have
the required equipment to perform?
To what extent does the police/corrections service have
the capacity to develop and deliver democratic and human
rights based standard training to its staff?
To what extent does the police/corrections service have
the required mandate to undertake its work?
To what extent is there an organisational culture of
professionalism?
To what extent are there an organisational procedures to
monitor and enforce respect for basic norms and values
(e.g. disciplinary and complaints procedures, codes of
conduct, budgetary accountability procedures, gender
representation, representation of minorities, etc.)
To what extent is there the necessary cooperation with
other institutions and partnerships with the local
populations that are relevant to the good functioning of
the police/corrections service
To what extent are there the necessary policy and strategic
frameworks for the police/corrections service to function
To what extent are there functioning external monitoring
mechanisms to provide oversight (e.g. parliament, media,
civil society, independent bodies, etc.)

The table will help to identify those areas where there are the biggest gaps, and highlight if too much
focus is being given to increasing the strength of the police or corrections services relative to the ability
to keep them in check. Box 10 provides an example of the risks of not balancing effectiveness with
accountability.42
Box 10 Misuse of investigative surveillance equipment in Colombia
New technology such as video surveillance and monitoring equipment may increase effectiveness,
but they need to be matched by policies to govern their use, for example ensuring they are on when
they need to be and that the privacy of people being recorded is protected. Measures to enable their
use require safeguards that enforce the principles of proportionality and necessity. In international
cooperation, donors can include conditionalities in form of training, regulations and policy prior to
procurement. In Colombia, the now-disbanded Administrative Department of Security (DAS) abused
their surveillance capacity by targeting journalists, activists and even government Officials. An
estimated 600 public figures including Parliamentarians, Journalists, human rights activists, lawyers,
and Judges were targeted for political reasons.

42

UNHCHR report on the situation of human rights in Colombia 2010.
http://www.hchr.org.co/documentoseinformes/informes/altocomisionado/Informe2009_eng.pdf
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5.3.8 Do No Harm
The Do No Harm analytical framework was developed in 1999 as a tool to encourage a conflict sensitive
approach to development. It is based on the understanding that assistance, and the way it is provided,
can either damage or strengthen capacities for conflict mitigation in communities. It involves five steps:
1.
2.
3.
4.

Analyse dividers and sources of tensions between groups;
Analyse connectors across subgroups and local capacities for peace;
Analyse the assistance programme;
Analyse the aid programme’s impact on dividers/tensions and connectors / local capacities for
peace;
5. Consider options for programming redesign and re-check the impact on dividers / tensions and
connectors / local capacities for peace.
Full details on using the methodology are beyond the scope of these guidelines. However, further
information may be found in the reference below.43 In addition, Box 11 provides an example of how this
approach was used in the IDB programme in Honduras.
Box 11. Do No Harm and conflict sensitivity:
In Honduras (HO-L1063) the Program of Support for the Implementation of the Comprehensive Civic
Coexistence, the IDB programme design team undertook a careful analysis of the context. This helped
identify conflicts between police and an influential academic institution, media and civil society actors.
As a means to help defuse these conflicts and bring transparency to the programme’s goals, the IDB
adjusted their approach in the design phase. They included bilateral meetings with these and other
actors and a joint communications strategy with the Ministry of Security that would allow the IDB to
act as an intermediary between the police and the public. The IDB communications strategy became a
conflict-sensitive approach that would open the door for wide consultation (see Box 10) and dialogue
where previously it had failed.

5.3.9 Holistic mapping and adopting a whole of government approach
The police and corrections services do not operate in a vacuum: they are part of a wider criminal justice
chain that interacts with other state and non-state actors (e.g. courts, prosecutors, community councils,
social services, line ministries, independent watchdog systems etc.). Supporting one particular area in
isolation can create adverse effects in other agencies or sectors. For example, activities to reduce prison
populations may have negative impacts if no efforts are made to change attitudes to incarceration at a
community level. Improving the capacity of the police to undertake investigations (and therefore make
arrests) without parallel efforts to improve the administration of justice may increase the pressure on
remand facilities, or add to backlogs in court.
The first step to mitigate risks in this area is to map out the relevant actors of the criminal justice system.
It is important to remember that policing type services and aspects relating to rehabilitation and reeducation for inmates may be carried out by non-state actors as well as police and corrections
institutions. As an example, the design team for the Honduras programme undertook a context analysis
for every institution. The second step is to understand the implications of the proposed programme on
the actors. This may be carried out through a short scenario exercise involving representatives from the
various institutions to explore the potential intended/unintended consequences and determine ways to
exploit opportunities and diminish risks.
43

http://cdacollaborative.org/publications/conflict-sensitivity-do-no-harm/
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A linked aspect is the recommendation of adopting a whole of government approach. This can be
defined as “an approach that integrates the collaborative efforts of the departments and agencies of a
government to achieve unity of effort toward a shared goal”.44 This involves encouraging joined-up
policy-making, helping to identify boundaries between roles and responsibilities of departments, policy
makers and implementers, assisting in managing inter-dependencies across vertical and horizontal levels,
and supporting a shared understanding across government.45

5.3.10 Human rights risks
The risk that support provided by the IDB may inadvertently result in human rights violations is clearly
identified in IDB’s document Response to Key Challenges in Citizen Security, 1998-2012 (2014). This
includes, for example, police or corrections officers who roll through an IDB-supported basic training
facility subsequently committing human rights abuses. However, the prevalence of human rights abuses
should not be a blanket reason for not providing support. Since 2000, the international community has
acknowledged peace and security, development and human rights as interlinked and mutually
reinforcing pillars of the UN system, providing foundations for collective security and well-being.46
Furthermore, the United Nations Secretary-General Report “Securing Peace and Development: the role
of the United Nations in supporting security sector reform” (2008) has established that rule of law and
respect for human rights are fundamental elements in the reform of the security and justice sector.47
Police possess extensive powers that can have far-reaching impact on people’s lives. If misused, these
can result in severe human rights violations. For this reason, international standards have continuously
evolved in order to set limits on these powers, as well as to provide clarity of the legal obligations
inherent in the exercise of these powers.48
Understanding the situational and contextual factors leading to police and prison officials misusing their
powers will allow for targeted safeguards to be put in place. Understanding the international norms and
standards associated with the provision of security and justice will allow for these safeguards to have
monitoring benchmarks.
For example, over two decades of reports from human rights groups and international organisations
monitoring the justice and security sector have complied a strong evidence base that most victims of
police misuse of force were people suspected or convicted of criminal offences, with most abusers being
police officers who used armed threats and violence to subdue victims.49 The majority of abuses take
place in detention centres, particularly within the first few days of being detained.50 The frequency and
magnitude of abuses occur in contexts where security forces are dependent on confessions, not least
because they lack technological investigative tools.51
A two-step process can be adopted, which helps to mitigate the risks. The first step (Table 6) is a quick
analysis of the overall record of the police or corrections service in the country to determine the
44

http://www.usip.org/sites/default/files/peaceterms.pdf
http://www.effectiveservices.org/downloads/CES_Whole_of_Government_Approaches.pdf; see also
https://www.oecd.org/dac/conflict-fragility-resilience/docs/37826256.pdf
46
Specific references found in the UN Millennium Declaration adopted the General Assembly on 8 September 2000
and the UN World Summit 2005.
47
Report of the Secretary-General, Securing peace and development: the role of the United Nations in supporting
security sector reform, 23 January 2008, (A/62/659–S/2008/39).
48
Understanding Policing. Amnesty International (2007).
49
Ibid.
50
“Yes, Torture Prevention Works” Insights from a Global Research Study on 30 Years of Torture Prevention.
Association for the Prevention of Torture (2016).
51
Ibid.
45
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likelihood that mitigating measures would be adopted. The second step (Box 11 and Fig.3) is to use a lens
and approach to ensure that the risk of human rights abuses is being reduced by the programme.
Step 1
Table 6: Overall analysis
Question
How positive is the record of the client country police or corrections institutions
with regard to compliance with international human rights law?52

High Med

Low

This should include the existence of functioning mechanisms in place to address
verified patterns of non-compliance, as well as emblematic cases of human rights
violations. There should also be a high coherence between governmental and nongovernmental data on human rights cases.
Are there examples of ministries overseeing the police or corrections services or
the management of these institutions taking action to reduce human rights
violations (such as introducing policies)?
How feasible is it that the client will support the inclusion of programme areas that
look to reduce the risk of human rights abuses?
Step 2
The tool shown in Box 12 allows the design team to take a human rights lens to developing the
programme.53 It is based on the underlying principle that the more vulnerable individuals or groups of
individuals are, the more they should be consulted, protected and engaged in partnership.
Box 12: Human Rights risk tool

The risk is lower if the likelihood, the quantity and the intensity of the harm is reduced

The tool looks at four areas:

52

Sources may include the Inter-American Commission on Human Rights Country Reports, reports from the Office
of the UN High Commissioner for Human Rights, national ombudsman / human rights commission / public defender
office reports, or specific donor sites such as the US State Department Country Reports on Human Rights Practices.
53
This tool has been adapted from OHCHR’s Human Rights Risk Equation tool in Chapter 8 of their Human Rights
Monitoring Manual: http://www.ohchr.org/Documents/Publications/Chapter08-44pp.pdf. The adapted tool is
meant to respond to the recommendation in IDB’s Response to Key Challenges in Citizen Security, 1998-2012
(2014) to develop a tool that enables a “focus on the political and human rights dimensions of citizen security”
contributing to a “sound analysis of implementation and reputational risks”.
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1. Threat: this refers to attitudes and behaviours by the police/corrections officials (the “duty
bearers”) that discriminate against individuals (“rights holders”), or gaps in policies or strategies
that facilitate discriminative behaviour.
2. Vulnerability: this refers to the extent to which certain groups or individuals are marginalised,
excluded or discriminated against. The reasons for this may be down to identity or situational
factors.
3. Commitment: this refers to extent to which officials respect, protect or fulfil human rights.
4. Capacities: this refers to the extent to which duty bearers have the necessary strategies and
assets to address human rights problems, and the extent to which rights holders are able to
reduce the threats towards themselves, or their own vulnerability.
In order to incorporate risk reduction into IDB programmes working with the police or corrections,
efforts should be made to include a combination of activities that reduce the threat and/or the
vulnerability, and increase the commitment and/or the capacity. Examples of programmatic approaches
on how to do this are shown in Fig. 3. below.

THREAT

Analyse source of the threat

Reduce through programme focus

Examples of programmatic options to reduce

Analyses to identify what cultural / behavioural triggers
increase the threat of human rights abuses, and activities
designed to reduce these;

Support legitimate accountability and oversight
mechanisms and develop them to provide early warning of
increased threats;

Support to decentralised reforms and broad consultation
on new policies.

VULNERABILITY

Analyse potential vulnerabilities

Reduce through programme focus

Examples of programmatic options to reduce

Identify, consult with, and explicitly include vulnerable
groups in the programme AND the monitoring system;

Vulnerable groups need to be included both as actors and
beneficiaries (e.g. include them as members of oversight
committees to ensure an integral understanding of a
population’s security needs).

COMMITMENT

Stakeholder analysis to highlight opportunities
for change

Increase commitment through programme focus

Examples of programmatic options to increase

Support to creation of whistle-blower policies;

Support to creation of incentives and integrity schemes;

Include in programme documents / MoU government
commitments on non-tolerance of human rights abuses by
police / corrections officials;

Include a growing level of responsibility for approaches
that reduce the human rights risk for the partner government in
order to encourage the sustainability of commitment.

CAPACITY

Analyse capacities of duty bearers and rights
holders (including relevance of gender)

Increase capacity through programme focus

Examples of programmatic options to increase

Support to access to information, and mechanisms to fight
corruption and impunity;

Support to security/safety policy coherence and
coordination;

Support to establishing disaggregated information and
public security consultation mechanisms.

Fig 3. Programmatic approaches to mitigate human rights risks
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5.3.11 Development of a strategic communications plan
By working with the police or corrections, the IDB may be engaging with an institution traditionally seen
as associated with human rights abuses, corruption or poor performance. Irrespective of the focus area
of the programme, or its performance, unless accompanied by strategic messaging, the IDB may be
perceived by the public as complicit by association.
A strategic communications plan would also help to mitigate impacts on the IDB’s reputation if elements
of the police / corrections service were associated with negative activities (for example, police involved
in extrajudicial killings). It would enable the IDB to a) quickly provide clear facts to the public that set out
the IDB’s role in supporting the police / corrections (as appropriate), especially how they are focusing on
improving accountability. In addition, in the example given, working with the police on their strategic
communications could help ensure that the police reinforces their commitment to accountability by
being honest with the public on the incident (as opposed to trying to cover up), as well as using the
opportunity to publicly reiterate the police commitment to preventing such behaviour (and the
measures being introduced), and ensuring adequate measures are taken in response to such behaviour.
A second example is cases where the IDB has supported the introduction of alternative sentencing
practices, such as electronic tagging, and a person subject to the new measures has nonetheless
committed a crime. A strategic communications plan would ensure that local communities were
informed in advance of the new procedures and, most importantly, the evidence-based theories behind
the approach that demonstrate how it reduces recidivism rates in the long-term (due to better
reintegration into society). Ensuring that the responsible authorities are forthcoming in informing the
public on the issue can also help promote a message that the police/prison authorities are engaging in an
open and transparent manner, as well as demonstrating that steps are being (or will be) taken to learn
from the incident and introduce additional safeguards where necessary and appropriate. These aspects
can mitigate the negative impact with regard to reputation of both the IDB and the national authorities.
Finally, ensuring communities and other beneficiaries are informed about the project is vital to reducing
risks, as it will help to encourage the changes in attitude that are often required in relation to police and
corrections service reform (see Box 13), as well as increasing the breadth of individuals who can provide
early warning data that will allow additional mitigating measures to be adopted before risks escalate. As
noted in the 2014 OVE review of citizen security programmes, this is an area that requires additional
attention.54
Box 13. Importance of support to partner governments for their strategic communications on prison reform
“When the public is given sufficient information on who is imprisoned, the consequences of imprisonment and
what the alternatives are, together with statistical data and research results that demonstrate that non-punitive
responses to crime are very often the best way in which to achieve the social reintegration of the offender and
public safety, as well as the costs of imprisonment relative to costs of alternatives, education and social welfare,
there is likely to be more understanding and support for initiatives to reduce the use of imprisonment. Similarly
the public needs to have accurate information about the trends in sentencing to understand that their perception
that courts are too soft on crime are most often not justified.”
(UNODC (2013) Handbook on strategies to reduce overcrowding in prisons, p.42)

54

IDB OVE The Implementation Challenge: Lessons from Five Citizen Security Projects (2014) noted that “The
literature highlights communication as important for informing beneficiaries of the project’s objectives and for
building a common understanding around the rationale for the project and the way it works. Ethnographic studies,
surveys, and focus groups commissioned by OVE in the countries clearly show that many of the prime target
beneficiaries of the projects had never heard of the projects or did not know what they were about.”
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5.3.12 Local ownership and local capacity
The risks of doing the wrong thing, supporting discrimination, or losing partner country engagement if
key person change, as well as failing to identify relevant risks specific to the police or corrections servicerelated programme, can be mitigated by ensuring a strong commitment to broad local ownership, as well
as using local capacity to identify and address problems.
Broad local ownership implies that a wide selection of stakeholders are involved in the design process,
implementation and monitoring of the programme. These may include (as relevant, and to the extent
possible) the police, relevant ministries, communities (including minorities and vulnerable groups),
prison governors, prosecutors, judiciary, victims’ associations, prisoners and their families. In addition,
civil society have a very strong role to play here, including the media, which can help maintain
momentum of reforms or maintain pressure towards implementing agencies when there are regime
changes, or public opinion falters. Given that the needs for police and prison reform, and the problems
that create those needs, are so contextually specific, it is important to use a variety of local actors to help
correctly identify the right areas for any programme to focus on. These same groups can also help to
identify the most appropriate programmatic approaches. Local ownership can further be strengthened
by supporting the development of local and regional networks to interact with the police and corrections
services.
For example, ensuring gender equality through promoting the inclusion and participation of women’s
organisation in the formulation and implementation of security policies, including as members of the
security forces is not only an international norm for donors and the supporting international community
including the IDB, but is a best practice that contributes to the sustainability of interventions.55
Moreover, security experts have identified a key indicator of effective SSR to be the extent to which
security and justice institutions are perceived by the population to be inclusive and representative,
protective and responsive.56 The inclusion of women as both providers and recipients of security and
justice has played a fundamental role in increasing the public perception and trust in the police forces in
many fragile contexts.57
Box 14 provides a further example on participatory approaches from Honduras.
Box 14 Wide consultations to establish the focus areas for IDB’s project in Honduras (HO-L1063)
When the IDB started designing the project in Honduras, the police had very little interaction with civil
society. Efforts were made to encourage the police to start regular meetings, exploiting the existence
of a legal commitment for the police to have a committee with civil society (hitherto inactive). The
public address delivered by the police 2-3 times a year was also used to gather and incorporate wider
views into the design process.
Overall, the IDB played a major role in bringing together the police, the university, the media and
other civil society actors. The university also provided advice to the IDB on contacts to expand
participation in the process.
(Workshop with IDB HQ staff, May 2016)

55

See Security Council Resolution 1325 on Women, Peace and Security (2000), Beijing Platform Action for Equality,
Development and Peace (1995) as well as the IDB Summary of the Updated Institutional Strategy (2016-2019)
regarding Gender Equality and Diversity as one of the three cross-cutting issues requiring special attention in
support programming.
56
See DCAF Local Ownership and Security Sector Reform (Ed. Timothy Donais) 2008.p.108
57
See DCAF Gender & SSR Toolkit series for elaboration of examples and strategies for increasing the participation
of women in the security forces. http://www.dcaf.ch/Publications/Gender-Security-Sector-Reform-Toolkit
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An additional dimension with respect to local ownership is captured by the concept of “countering the
multidimensional factors that increase the risks of crime and victimisation”.58 Whilst outside the scope of
specific IDB programming with regard to police and prison services, this is nonetheless worth underlining
due to the impact it can have on reducing the need for police intervention, and a reduction in
subsequent prison involvement. The concept recognises that focusing on communities, and putting their
needs and active participation in creating safe environments at the centre of programming, is a vital part
of improving citizen security. Examples given include improvement of community participation
mechanisms; support for community networks, strengthening links between the community and state
institutions; promoting community prioritisation of citizen security related projects, and strengthening
and institutionalising systems of participation such as community forums.59
5.3.13 An active programmatic risk management approach
It is important to remember that every context is different, so teams must work through the detail of the
specific area they are engaging in. The identification of specific risks can be facilitated through:





Risk identification workshops involving national counterparts; it should be noted that workshops
allow for cross-functional discussions that enhance people’s risk awareness and understanding,
provide context and information to support the risk ratings, and analyse risk interactions.60 (see Box.
15)
Coordination with other donors; (see Box 15)
Scenario planning (asking “what if?”), involving different stakeholder groups
Box 15. Identifying risks:
Paraguay: As part of the design process for the Citizen Security Integrated Management Programme
in Paraguay (PR-L1077), the IDB design team undertook workshops with partners and main
institutions involved to jointly define the principle risks and special mitigation strategies. They also
carried out follow-up workshops to update the risk mitigation tools and strengthen mitigation
mechanisms.
Honduras: In order to corroborate the local information received about the Secretary of Security’s
institutional capacity during the SECI of the Honduras Program of Support for the Implementation of
the Comprehensive Civic Coexistence (HO-L1063), the IDB Country Team used internal workshops to
drawn upon institutional diagnostics already done by other in-country external actors such as Chile,
Colombia, US and the OAS. This information informed the formulation of mitigation measures to
counter the identified social, operational and reputational risks as a result of institutional
administrative and managerial weaknesses with the most serious shortcomings in the areas of
accountability and police control.

Establishing a risk monitoring process will also help ensure that the necessary mechanisms are in place to
provide for early warning of unforeseen risks and opportunities, and enable these to be mitigated or
exploited at the earliest opportunity.
Annex C provides some examples of risks and potential mitigating measures taken from various IDB
security and justice programmes, as well as extracted from approaches to risk management suggested by
other donors or organisations, such as the World Bank, UK, Sida, the EU, etc.. These are illustrative, yet
58

IDB (2010), Mauricio García Mejía : Metodología para el diagnóstico, prevención y control de la corrupción en
programas de seguridad ciudadana, p.11.
59
An example where a Small Grants Scheme was used to excellent effect in this context is the Swedish Community
Policing Programme in Albania (http://issat.dcaf.ch/Learn/Resource-Library2/Case-Studies/Small-Grants-SchemeSGS-in-Albania-Swedish-Support-on-Community-Policing-Programme-SACP)
60
http://www2.deloitte.com/content/dam/Deloitte/global/Documents/Governance-Risk-Compliance/dttl-grcriskassessmentinpractice.pdf
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could form the basis of a database, incorporated into the existing IDB research agenda (see section 5
below).
Once the specific risks and ways to reduce their likelihood of occurring, or mitigate their impact, have
been identified, these need to be captured in a risk register and incorporated into the programme
monitoring plan. Furthermore, there should be an increased allocation of budget for monitoring.

5.4

Accept

The final risk response strategy is for the IDB to accept the risks. This should be done in accordance with
the IDB Risk Taxonomy processes. It should be underlined that this may include residual risks that remain
after mitigation measures have been applied, for example by using one or more of the tools or
approaches covered in section 5.3 above.

6.

Developing an evidence base for future programming

As highlighted by the IDB, “risk management is inherently a long-term process, and effectiveness is built
over time”.61 IDB already has a strong commitment to research, through the programme “Closing
Knowledge Gaps: Toward Evidence-Based Crime Prevention Policies in Latin America and the
Caribbean”.62 The IDB’s growing level of experience in risk mitigation across its various programmes that
interact with the police and corrections services provides an excellent opportunity to build up a strong
database that can further build up its understanding of what can mitigate various risks.

6.1

Risk and opportunity reviews and evaluations

In addition to standard risk monitoring, which should occur as part of standard programme
management, periodic risk and opportunity reviews and evaluations would allow the programmes to
reflect on the approaches used for risk identification and mitigation specific to the aspects covered in
this guidance in the different country and regional contexts. They can also provide an opportunity for
programmes to revisit the relevance of particular risks and their associated mitigating measures. Given
that the context are so different, risks of specific projects will be very different and therefore it is
important to learn lessons from the processes to allow individual design teams to identify their specific
risks.
Specific review/evaluation questions may include (all regarding engagement with the police/corrections
service):




61
62

To what extent is/was the risk management approach relevant?
o To what extent have risks arisen that were not anticipated in the risk management
matrix?
o To what extent has the risk management register been adjusted to the changing
environment from the design phase up to the current date?
o To what extent does the PIU/IDB possess the right instruments and capacities to adjust
the programme if and when required?
o To what extent do the risks identified, and associated mitigating measures, take into
account the particular nature of the police and corrections service (as listed in the
introduction to these guidelines)?
To what extent is/was the IDB programme’s risk management approach efficient?
o To what extent is the budget for specific risk mitigating measures proportional to the
programme results?

2013 Mid-term Evaluation of IDB-9 Commitments (Financial and Risk Management) Background Paper.
https://publications.iadb.org/handle/11319/7240#sthash.HDUXJcyy.dpuf
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o
o








6.2

How is the programme making use of the risk management approach?
To what extent has the IDB programme’s approach to risk management incorporated
information and analysis from the client / donors / civil society?
To what extent is/was the IDB programme’s risk management approach effective?
o To what extent have the risks identified in the risk management matrix materialised,
irrespective of the mitigating measures?
o To what extent does strategic dialogue with the client help the programme to achieve
its objectives?
To what extent is/was the programme’s risk management approach sustainable?
o To what extent does the programme incorporate (or build up) the host government’s
own approach to risk management within the police or corrections service?
o To what extent are lessons from determining the risks for individual programmes being
centralised and shared with other IDB offices?
To what extent does/did the programme’s risk management approach support gender equality?
o To what extent do the risks identified and their respective mitigating measures take into
account the different likelihood and impact of risks on differences in gender?
To what extent does/did the programme’s risk management approach acknowledge human
rights risks?
o To what extent do the risks/mitigating measures consider reducing the threat or
vulnerability of human rights violations by police or corrections officials?
o To what extent do the risks/mitigating measures consider increasing the commitment or
capacity of the government/police and prison officials to address human rights
violations?

Lessons learned database

The development of a lessons learned database for risks would allow new and existing programmes to
search examples in order to undertake scenario planning for their particular context. This should be
incorporated into the database of projects lessons learned from PMRs (Project Monitoring Results). It
would also enable a more robust argument to be developed on the added value for supporting police
and prison reform. In addition to registering the variety of specific risks identified, and corresponding
mitigating actions, the database should also capture the processes used to work through the different
stages of risk management (for example, the use of risk analysis workshops, sharing of risk reports,
engagement with client risk registers, approaches used by other donors, etc.).
Lesson learned databases, however, must be accompanied by a plan for how the lessons will be
subsequently disseminated and incorporated into future programming (whether during the design or
implementation phases), as well as underlying how additional lessons will be gathered. There are a
number of concrete ideas that could be explored further in this regard:





Including a review and analysis of lessons during annual retreats for field offices;
Requiring lessons on risk mitigation to be explicitly captured as part of the IDB Project
Completion Report. Specific guiding questions could be developed for inclusion in this document;
Adding a requirement to review relevant lessons from the database as part of the IDB Internal
Review Process during programme design;
Actively sharing lessons with other institutions.

Annexes
A.
B.
C.

Summary sheet
Evidence on technical areas of support
Examples of activity-specific mitigating measures
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Annex A – Summary Sheet
The following check list, which can be filled out by following the relevant tools and approaches, provides
a way of identifying whether sufficient mitigating measures have been established.
Check-list questions for specific programmes
If the programme could result in the IDB inadvertently supporting an area
not suitable for IDB financing, have statements of commitment and
specific mitigation measures been identified?
Is there sufficient political will to create and maintain momentum for
reform?
Are there functioning avenues for high level strategic dialogue to
complement technical level dialogue?
Have the programme objectives been reviewed and adapted (if necessary)
to ensure they are realistic?
Is the programme based on genuine needs (demand driven)?
Have efforts been made to ensure that the programme is taking an
approach that has some evidence of effectiveness (or if not, that
additional mitigating measures have been determined)?
For programmes that are considered to be higher risk, have additional
review points been included that allow for re-focusing the support?
Does the selection of programme objectives ensure that any increases in
police effectiveness or capacity are balanced by increases in accountability
or integrity?
Has a Do No Harm analysis been undertaken?
Have the programme impacts on other actors been considered, and
efforts made to support greater coherence across the sector?
Does the programme include elements that reduce the risk of human
rights violations?
Is there a strategic communications plan?
Do the programme design process and plans for implementation
demonstrate a strong commitment to local ownership?
Have programme-specific risks and mitigating measures been identified?
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Yes

No

Section
5.3.1

5.3.1
5.3.2
5.3.3
5.3.4
5.3.5

5.3.6
5.3.7

5.3.8
5.39
5.3.10
5.3.11
5.3.12
5.3.13

Annex B – Evidence on technical areas of support63
Support area
Comments on success rates
Increasing internal control within the A lack of trust in control processes when only carried out by the
police
police themselves – so should be augmented by external
systems
Increasing police effectiveness
This is most successful when focused at increasing citizen trust
and likelihood of engagement, rather than just technological
improvements

Community policing

Problem-oriented policing
Addressing violence against women
Creation / expansion of prisons

Increasing numbers alone is ineffective
Overall a good success rate, which is enhanced further by taking
a three-pronged approach that includes citizen engagement,
problem resolution and decentralisation of decision making
Enhanced further by determining a theory of change that sets
out the logic of what would increase safety levels in
communities for the particular context / institutional / cultural
challenges
Considered to be a strategy that yields positive results
Creating SGBV-specific police stations has mixed results and the
identification of the best approaches needs to be victim-led
Imprisonment rarely reduces recidivism and may increase
recidivism for [initially] low risk individuals
Higher security prisons have been shown to make little
difference on recidivism rates, and may increase criminal
behaviour

Prisoner rehabilitation programmes

Projects supporting the construction of new prisons should have
a very strong accountability element (see section 2.3);
accompany with education and re-entry rehabilitation projects;
accompany with projects specifically designed to reduce the risk
of human rights abuses (see section 1.4)
Generally thought to be effective if based on individual needs,
circumstances and learning styles. Specific approaches tailored
to women have also yielded results

Support to Cognitive Behavioural Therapies is thought to be
effective
Bootcamps and other types of Considered to be ineffective, with the potential to do harm
programmes based on punishment
and disciplinary control
Alternative sentencing
Support to probation, day reporting centres and community
sentencing is considered to be effective, providing there are
high levels of supervision

63

Evidence contained in this table comes from IDB Citizen Security and Justice Sector Framework Document and
IDB’s 2014 Update on Policing, Courts, and Corrections: What Works in the Criminal Justice System (And What
Doesn’t).
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Annex C – Examples of activity-specific mitigating measures
Risks relating to……..
Possible mitigating measures
Shifts in leadership through
 Collect demonstrable results over short-term to demonstrate to any changes in administration the value of
elections / changes in party etc.
the programme (and therefore why they should continue to support it)
or changes in other personnel
 Ensure a high level of engagement and awareness across the political spectrum (e.g. Honduras)
 Ensure broad participation in the design process, and if necessary, empower those who are not best placed to
genuinely participate
 Focus primarily on approaches to strengthen institutional capacity, not just focus on individuals;
 Commitment from Ministerial level on personnel remaining in principle in place for the duration of the
programme (this may not be upheld, but it encourages some engagement)
 Creation of multi-institutional programme executive council steering committee, involving key internal
stakeholders from the Ministry of Security/Interior and the National Police Force and external stakeholders,
such as the Office of the Public Prosecutor
Loss of interest by client / their
 Ensure awareness of specific local/institutional deadlines or other demands
institutions (potentially due to
 Use existing local systems, units and procedures, rather than setting up parallel structures. If no system exists,
excessive demands by donors,
then make sure the system is embedded in the overall process architecture for the institution
politicians, disappointment by
 Build in specific reference to coordination with other donors etc. working on the same areas so as not to
time it takes to achieve
duplicate exchanges with national partners
outcomes, fear of interests being
 Take an active role (at least in the beginning) to help ensure that steering committee members are suitably
affected etc.), or disinterested
prepared for meetings, and documents are circulated sufficiently in advance to enable informed decisions
project
executive/steering
ensure that clear action points are created
committees
 Appoint external actors (e.g. from civil society, academia, etc.) to the steering committee
 Development of outreach strategy to enable the police/prison institutions to promote the work they are
doing, balanced with a mechanism to allow members of the public to register their views
 Allow local actors to be open regarding the time they can allocate to your programme and ensure that your
streamline projects activities and meetings so as not to overload them
A lack of willingness of
 Choose an area that could represent a short term quick impact and invest in its results to build trust and
stakeholders
to
cooperate
stronger confidence in change
(potentially due to communities
 Adopt a transparent process for design and implementation; outreach to encourage local partners to
mistrusting the police/prisons,
cooperate and include them in the programme design process
partners not feeling they are
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being included in the process,
government departments being
unwilling to share relevant
information,
Reluctance
or
resistance to new approaches
etc.)
Allegations of corruption in the
programme. This can include
allegations of corrupt behaviour
by individual police and prison
officials involved in / graduating
from IDB programmes.















Challenges in getting police and
corrections institutions (and
respective ministries) to focus on
accountability and governance
64
65




Consider developing the risk management matrix with the relevant agencies and line ministries
Ensure coordination with other donors so beneficiaries/stakeholders do not see the programme as conflicting
with other engagements
Establish police or corrections liaison officials (as appropriate to the thematic area of the programme) to
ensure strong and culturally effective communications between the programme and police institutions; work
with the liaison officials to identify methods to increase police/corrections service ownership and engagement
Allegations can be as damaging to a programme than proven cases of corruption. Ensuring a sound
understanding of corruption tendencies in the sectors and the country more widely will assist in analysing
allegations on a case-by-case basis. A full range of indicators can be found in the IDB’s 2010 document on
corruption.64
Recognise that additional measures may be needed to promote transparency compared to other fields in
which the Bank provides loans/grants, and promote the need for accountability during the process to develop
the programme
Include projects to support / partner with donors supporting the restructuring of police and corrections
services including regularisation of status, rank and pay
Ensure there is a clear and transparent selection procedure for implementation of all activities or projects
within the programme
Follow up any allegations of corruption immediately
Broad dissemination to wider communities of the programme’s processes and transparency on procurement
arrangements
Formulation and implementation of an internal and interagency communication strategy for the Department
of Security and the National Police Force to promote the transparency and accountability of police work and
to explain and publicise progress and key milestones, which will involve civil society, international donors,
agents of change, and key stakeholders, from an early stage.
Incorporate specific anti-corruption projects as part of overall support programmes to the police and
corrections services. See IDB (2010) report for suggestions.65
Focus groups to explore with stakeholders the benefits of enhancing accountability and governance (e.g. how
they wish to be seen by the population; what their understanding of a professional police or corrections
service is)
Share examples from elsewhere in the world highlighting why certain police services or corrections services

IDB (2010), Mauricio García Mejía : Metodología para el diagnóstico, prevención y control de la corrupción en programas de seguridad ciudadana, p.8
Ibid. p20 onwards.
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aspects, rather than seeking
equipment or infrastructure





Overly
weak
institutional
oversight and accountability
mechanisms, which will take time
to build up through programme
support;

Lack of generic / complementary
skills (i.e. cannot do everything)

Human rights abuses in prisons












are/are not respected as professional; etc
Peer support/pressure through close coordination with countries in the region through South-South
cooperation mechanisms, such as the Memorandum of Understanding (MOU) with regard to strengthening: (i)
the institutional capacity of the police force for crime prevention; and (ii) trust in the institutions responsible
for citizen security, promoting transparency inside police institutions
Development of a strategic Theory of Change with the corrections/police institution to understand how
increased governance can enhance effectiveness
Ensure that efforts to strengthen complaints mechanisms are balanced with enhanced institutional capacity to
react to and address the complaints (including verification)
Establishing citizen control mechanisms to be exercised in the framework of the program executive council;
Strengthening of the entity responsible for police disciplinary affairs to supervise, take actions, and contribute
to the transparency of police management
Formalising agreements between the executing agency and international community in-country expertise (e.g.
UNODC), to certify adequate police performance and the implementation of a supervision mechanism over
police action
Consider co-location of individuals through South-South cooperation
Clearly identify linkages with other areas in order to assess the scale of the issue
Build in specific skills training where possible
Liaison with other donors for a coordinated approach to developing local capacity
Identify and mitigate gaps in civil service culture that are impeding the development of necessary skills;
introduce programmatic conditionalities to ensure the sharing of newly acquired knowledge or skills
Within the framework of the strategic assessment (section 1.4) and strategic-level dialogue with the
government (section 4.2) to acknowledge the situation and look at ways the problem will be addressed;
Target assistance for specific areas relevant to human rights abuses
o Administrative: lack of fair trial (noting that speeding up processing must not result in speeding up bad
decisions), lack of information on rights, lack of registers, access to medical treatment in line with the
rest of the population, access to adequate food and water, existence of and awareness of regulations
and complaints/disciplinary measures, orientation towards focusing on rehabilitation, specific
conditions regarding juveniles, capacity for States to undertake an impartial investigation, remand
prisoners or women, non-custodial measures (including community liaison, and monitoring);
supporting the recruitment and retention of female prison officials)
o Institution conditions: prison over-crowding, access to legal representation
o Behaviours: excessive use of force, torture, cruel, inhumane or degrading treatment (including ill
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treatment), discriminatory practices based on ethnic, racial, political opinion or gender
Include specific measures in the programme to support minority groups disproportionately
represented in prisons
o Gender and marginalised group relevant indicators developed from sex disaggregated information
Support to public defenders’ / ombudsman office to process claims or support to human rights NGO to ensure
vulnerable communities know their rights and the processes to make claims
Means of monitoring human rights abuses so that the issue can be highlighted to the government – look at
option for funds to be available to support the government in taking specific actions to rectify the situation;
Strategic-level dialogue with the government to acknowledge the situation and look at ways the problem will
be addressed
Outreach at the start of the programme on why the activity is being supported by the Bank, acknowledgement
of the risk – and how the programme will help to diminish that, and ensure communities know how to register
complaints (engage them in the monitoring system); also open up opportunity for communities to share their
ideas on how change can happen
Support to Police Complaints Authority and Office of Professional Responsibility
Ensuring the right skillsets are brought in to support, guide prison work and ensure execution in accordance
with international best practices. Note that bringing in an international “expert” organisation does not negate
the need for programme-specific risk management
Bring other relevant criminal justice institutions into the design process to develop outcome indicators
Ensure regular communications with other criminal justice institutions, including forums that allow for crossgovernmental/agency experience exchange and problem solving
Workshop with partners and main affected institutions to jointly define the principle risks and special
mitigation strategies, as well as follow-up workshops to update the risk mitigation tools and strengthen
mitigation mechanisms. Note that this would need to be budgeted
Wide dissemination of the project to a broad representation of police and prison institutions, accompanied by
different opportunities to comment on possible unforeseen implications
The establishment of a program executive council, involving key internal stakeholders from the Department of
Security and the National Police Force and external stakeholders, such as the Office of the Public Prosecutor
Ensure that all prison building / refurbishment programmes are accompanied by projects to address the root
causes of abuse and mistreatment of detainees
Ensure infrastructure programmes include governance-related aspects (budgetary management, strategic
planning on maintenance, risk analysis, etc.)
o

Human rights abuses by police
(or prison) officials









Inadvertent negative impacts on
other institutions







Infrastructure programmes
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Overlap
and
competition
between donor programmes

Insufficient data with regard to
challenges within police or
corrections institutions









Active participation in local donor coordination groups
Support at an early stage the formulation and implementation of an internal and interagency communication
strategy for ministries and police/corrections agencies to promote the transparency and accountability of
police/corrections work and to explain and publicize progress and key milestones, involving civil society,
international donors, agents of change, and key stakeholders
Use of national donor coordination mechanisms
Support to projects that increase transparency, public access to information, and strengthening of data
gathering and analysis structures, including performance management; note that increasing transparency /
public access to information may require additional focus on strategic-level dialogue and cultural changes
within ministries and security institutions
Use of triangulation of sources external to the institutions, as well as within, involving victimisation surveys,
focus groups, general surveys (disaggregated for sex, age, economic demographics etc.), in-depth interviews,
etc.
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