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Remarks by Ms Ingrid Dagestad on managing complex integrated peace operations in insecure environments seen from a field perspective: International Policing 
1. Challenges for a strategic leader in police operations 

1.1. Introduction

Excellencies, ladies and gentlemen, 
It is an honour for me to share with you my experience with complex integrated peace operations in insecure environments. 

It is difficult for me to determine, on the basis of my international experience, which peace operations have been the most complex. The mission in former Yugoslavia, in 1992, was extremely difficult. We were in a war situation, and we had limited possibilities to monitor the local police. Afghanistan was a challenge from the very start, when the mission had only (+++ok?) one police adviser. Later on, the Security Council gave the go-ahead to deploy a small UN police unit to support the mission, and authorised Germany to be the "lead nation" in the police reform. This was a new model for our support of police reform, and the main focus was on Kabul. 

Liberia gave me another chance to observe a mission at the strategic level. This was an integrated mission with a wide mandate. The reform process within the police and security sector (law enforcement agencies) and the election and inauguration of a new president gave us a challenging time. The police was disarmed during the disarmament, demobilisation and reintegration (DDR) process, and the security situation became stable, thanks to heavy international police and military presence. We had a broad mandate that covered all aspects of policing, both reform and law and order. The integrated mission concept was implemented, and in my opinion this concept worked well – and all the more so once the new Liberian government was in place, and the mission could shift focus from the elections process back to strategic planning and benchmarking. 

I’ll focus on a few main challenges in my talk to you today based on my experience in the field, but also based on service in UN HQ. 

1.2 First of all, what’s an integrated mission?

The Secretary General's notes of guidance

· Integration is the guiding principle for the design and implementation of complex UN operations in post-conflict situations and for linking the different dimensions of peacebuilding (political, development, humanitarian, human rights, rule of law, social and security aspects) into a coherent support strategy. 
· An integrated mission is based on a common strategic plan and a shared understanding of the priorities and types of programmed interventions that need to be undertaken at various stages of the recovery process.  

· Through this integrated process, the UN system seeks to maximize its contribution towards countries emerging from conflict by engaging its different capabilities in a coherent and mutually supportive manner. 

1.3. Integrated mission planning process

I won't go into detail about the United Nations' integrated mission planning process. But I would like to emphasise that police staff should be an integral part of the planning team. This has not always been the case, but clear Department of Peacekeeping Operations (DPKO)/Police Division guidelines and a considerably more cooperative environment has raised the professional standard of these efforts. The UN’s strategic leadership training course has placed great emphasis on this aspect, and has helped to raise the expertise of personnel intended for strategic positions at a high level in the UN’s fields of operation. Our plans provide the very foundation of new police operations: if the ground is not adequately prepared before the first team enters an area, the consequences for their security as well as for the outcome of the operation may be serious. 

1.4. What is a complex peace operation seen from the police perspective – and what are the challenges?

Let me start by summing up the mandates of UNPOL and FPU in Liberia:

1. UNPOL: training, advice, assistance, monitoring and mentoring

2. FPU: assistance, maintenance of law and order (executive mandate)

What is required of the Head of the Police Component/Strategic leader /Commander?

Some key words:

· manager, leader, planning, commander, organising, directing, coordinating, controlling, advising;
· administration, budget planning, results based budget (RBB), personnel, logistics;
negotiating, networking, motivating, creative, analytic, feedback, pro-active, “local ownership”, benchmarking, Senior Management Team (SMT), Rule of Law Implementation Committee (ROLIC).
-
Police reform: How to “reform” of the local police. How do we approach strategic planning and strategic leadership in the mission? 
1) Information 
· from the initial Concept of Operation or from the Integrated Mission Planning Process;
· from our local counterparts, international community, regional organisations, etc.
2) Vision 


DPKO/Police division: 
“To build institutional police capacity in a post-conflict environment.
Brahimi report (2000): 
“…a doctrinal shift in the use of civilian police in United Nations peace operations, to focus primarily on the reform and restructuring of local police forces in addition to traditional advisory, training and monitoring tasks.”

3) Strategic Plan with concrete and realistic benchmarking

4) Development of a comprehensive Concept of Operation

5) Evaluation

All these activities should be synchronised and coordinated with other UN components, and benchmarks should be adhered to in the overall integrated mission plan and reported through the integrated mission implementation plan. 

A coherent strategy, with specific goals needs to be prepared, and robust leadership should ensure that everyone adheres to operation directives. "Mission creep", which is a well-known phenomenon, means that personnel in major operations shape their own working environment, so that the organisation structure swells, falling out of step with the strategies and goals that have been defined for the field of operations. Good strategic and tactical leadership is essential in order to manage the enterprise. 

1.5. UN police strategy 

The UN police strategy should normally cover the following aspects: Intensive training, mentoring, advice, and support to our local counterpart to ensure 

· personnel competency development (Police Academy, field training, on-the-job training);
· comprehensive institutional reform and restructuring (registration, vetting, recruitment of new personnel);
· development and implementation of basic structural, policy and procedural change that meet internationally acceptable administrative guidelines and legal standards.
Operational
The purpose of the strategy is to ensure that UNPOL resources, both human and material, are used effectively and efficiently, with periodic assessments and re-alignments and deployment to fully support our strategic goals set in the integrated mission implementation plan (IMIP).
Mission Support

Mission support is designed to 

· maintain high standards at all levels of reporting to ensure efficient, timely and reliable mission level reporting (this applies to various types of reports: internal, DPKO, annual, quarterly, etc.);
· communicate to senior leadership in a timely and accurate manner any relevant information to assist in the re-establishment of the rule of law and overall maintenance of security;
· respect local customs and culture, promote and continue cooperation between the mission and UN partners to support the integrated approach to mandate implementation;
· uphold UN values and personal integrity.
2. Recruiting, training and co-locating UN personnel

Several factors are decisive for the outcome of a police operation with a complex and multi-faceted mandate. In Liberia, we took part in a police operation involving 1 100 people from the police, including 480 "formed police units". We had personnel from 39 nations. 

Recruitment of personnel prior to deployment in a field of operations is an important process which should be given high priority by the member states. The UN stipulates requirements for the posts, depending, of course, on the nature of the skills and qualifications demanded for the post in question. The member states should take care when selecting personnel, and should, to the extent possible, match the skills of the personnel with the requests from DPKO, for instance for posts requiring tactical leadership experience, or financial expertise.

We have sometimes had to deal with situations where the skilled personnel we were looking for was unavailable. Another problem we often run into is that collaboration between police staff in charge of a field of operations and DPKO/Police Division has been inadequate during the recruitment phase. A leader in an international operation needs to be absolutely clear about what know-how is needed within the framework of his or her mandate: Do we, for instance, need senior advisors at the strategic level, or administrative or tactical advisors, or advisors at the operational level? 

In addition, we realise that often the personnel we are calling for in a field of operations is tied down in specialist positions in their home countries, and cannot always readily be lent to the UN. 

I would like to quote Police Advisor Mark Krocker speaking at the senior leadership training course in November 2006: “We will not measure our effectiveness in numbers deployed but in capacity restored.”
Why is the recruitment process so important?

In a field of operations, we will normally be working with local police who have a high level of police education. A police operation with an advisory function needs to be organised in such a way that it matches the local model as closely as possible. In day-to-day work, police staff has to be available to our local partners, and provide the support of a mentor and coach, and we must have something meaningful to contribute at every level of the organisation. 

Recruitment of women for police operations

1.
Currently, about 5% of the staff in police operations are women. The proportion of women in the police force should be substantially higher. It does not necessarily need to reflect the proportion of women in the national police force of each member state. However, we need women in the field of operations, both for operative field work and, not least, in an advisory capacity versus police units engaged in the prevention and investigation of abuse of women and children. In my experience, women in high positions also tend to contribute new dimensions to strategic, tactical and operational analyses. Finally, women in high positions serve as a source of motivation for local authorities responsible for recruitment. 

2. 
Co-location is, fortunately, a concept that has gained ground in police operations. In 1998, when I was working as an advisor in Albania, this was a concept we took very seriously. Since then, I have faced considerable resistance from own my employees to co-location with our local partners. They do not always appreciate having to spend their time in impractical offices with poor sanitary conditions. However, given proper integrated planning prior to deployment, the UN will contribute in logistic and military terms to the construction and/or refurbishment of facilities, provided preparations are made at an early stage of the process and followed up by those in charge (once personnel have been deployed). 

In addition, member states and the UN should set greater store by raising the competence of those who are to work as advisors, mentors and coaches. This is not typically the kind of thing we learn in our police academies. It is something each and every one of us has to learn through active training or experience. 

3.
We still see that police personnel are deployed to fields of operation without having been trained and prepared adequately for the task. Some countries, among them China, have set up dedicated training centres to deal with this aspect (the China Peacekeeping Training Center was established in August 2000). Such training centres are an important resource for other countries with regard to police training. This brings us a step forwards in our efforts to raise the competence of police staff on their way to operations. 

4. 
In addition, the UN has set up an "integrated training unit" to deal with "induction training" in fields of operation. Judging from what I saw in Liberia, this unit has made great strides and collaborates efficiently with players at various levels in the field of operations. For training purposes, it also collaborates closely with local resources. 
3. Other challenges

· In a reform process, the local government's financial situation is critical: corruption, default on salaries and low salaries are common;
· There is often an inability to de-activate / de-mobilise non-qualified policemen;
· Weak logistics;
· Lack of donor interest in police development, reform and restructuring;
· Future uncertainties limit willingness to train police and limit commitment to the reform and restructuring process, particularly at senior levels;
· Existing circumstances (old staff, low salaries, etc.) perpetuates corrupt practices.
5. Local Ownership 
How do we ensure that local capacity is restored? What do we leave behind when the mission closes? The answer is that we have to secure local ownership throughout the entire reform process. This can be achieved in the following ways:  

· through co-location: the locals are "prompted" to take the lead in all processes while the UN police "are right behind them";
· by means of joint patrols, joint investigation teams, on-the-job training, etc.
· by cementing the foundation for gradual handover, for local ownership of all policing functions;
(This principle is not always adhered to: the UN police are not always sufficiently patient, and they sometimes leave the locals behind, generating tensions and lack of trust.)

Who are our counterparts in police operations?

· Heads of law enforcement agencies
· Governments 

· Religious leaders / leaders of ethnic groups

· University/Student Organisations

· Heads of a families/villages

· Communities (community policing)

(These contact points are dealt with by the Community Relation Forum) 

· Donor countries

· Interpol (support in establishment of the Interpol office)

· UNICEF (Women and Child protection Unit) + donor countries

· Quick Impact (UN – immediate support to renovate and equip police stations)

· UNDP (implementation body for bilateral support)

· UNHCR

· “UN family”: Senior Leadership Team , human rights adviser, political adviser, rule of law component, UN security, UN force structure , UN country team.
(These agencies and contacts require a professional mechanism within the UN police component to follow up and liaise.) 

6. Rule of law component (police, judiciary and prison/correction) and human rights adviser / gender adviser

The rule of law is vital for peace operations, and it’s critical that the proper foundation for rule of law support be laid. Rule of law issues should be thoroughly integrated into the mission planning process, as well as into canvassing donor and development support. It is important to follow up with an integrated rule of law component within the mission to coordinate activities. Close cooperation within the mission, with our local counterparts and the international community is crucial for the reform process. 

In an integrated mission, a rule of law body should be established as a permanent component. Such a body was established in Liberia: The Rule of Law Implementation Committee, which was a policy-making and implementation body that convened regularly. Amongst the members were government representatives, the Chief of Police, the Chief of Prison Services, the National Security Adviser and others.

7. Closing remarks

We have learnt from experience that applying the rule of law component properly and persuading the international community to commit itself to supporting this effort is a challenging task. Keys to success are: security and stability for the general population and palpable change for the better. People need to recover faith in the national police, the prosecution authorities and the prison services.

I haven't discussed reforms within other law enforcement agencies or the armed forces. They need to be reviewed on the basis of the country's needs, in terms of national security and intelligence services. Such a reform is wide-reaching and requires a great deal of resources, as well as special support from the UN's member states. Reforming the security sector, as a whole, is time-consuming. Short-term organisational adjustments seem to be the most feasible, while long-term goals, such as changing attitudes, require years. This has to be taken into account when a peace-keeping operation is being planned. Integrated strategic work is of the essence, so realistic and specific preparations should be planned for the gradual handing-over of tasks to the local authorities. Nor must we forget to bear in mind and be strategically prepared for "drawdown" and withdrawal of forces. We must, in other words, have an "exit strategy". 

