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Summary

I. Outline of the Project

Country : Federative Republic of Brazil Project title : The Community Policing Project
Issue/Sector : Governance Cooperation scheme : Technical Cooperation Project
Division in charge : Governance Team Total cost : 141,000 (thousand) yen
Dept. Division: Program Group I, Cost per participant: (thousand) yen
JICA Tokyo Share of Japan’s Contribution: %

(R/D): 7/Jan/2005~6/Jan/2008 | Partner Country’s Implementing Organization : State
Period  of Military Police of S&o Paulo
Cooperation | (Extension):7/Jan/2008~6/Mar/2 | Supporting Organization in Japan :

008 National Police Agency

(FIV):
Related  Cooperation | Country-focused training (2000~2003)
Project : Short-term Experts (2)

1. Background of the Project

Federative Republic of Brazil (hereinafter referred to as “Brazil”) has been suffering from deterioration of public
order, and the State of S&o Paulo is no exception. Maintaining public order is an important issue to improve quality
of life of people and also for economic development. In response to this issue, the State Military Police of Sdo Paulo
(hereinafter referred to as “PMESP”) started to install “Koban (police-box)” (called “BCS” in the state of Séo Paulo)
in 1997, and is promoting community policing (there are 268 BCSs in the state as of December 2007).

Although JICA offered the country-focused training and dispatched short-term experts since 2000 to support
PMESP, operational problems were identified that contents and standards of activities in BCSs have differed greatly
from one case to another due to lack of standardization of Koban management, guidelines and manuals for officers
involved in the operation. PMESP requested to Japan (through the federal government of Brazil) to implement the
“Community Policing Project” (hereinafter referred to as “the Project”) in order to further develop and firmly
establish Koban system with the support of Japanese experiences and knowledge.

In response to this request, JICA is implementing the Project from January 2005 for three years with PMESP as
the counterpart organization (C/P), dispatching one long-term expert to instruct community policing. The Project
promotes improvement of Koban activities at 20 designated pilot BCSs (the number was initially eight and increased
to 20 in April 2007), institutionalization of measures to diffuse and establish improved Koban activities in policing
(such as preparation of manuals), and human resource development.

2. Project Overview
(1) Overall Goal
Expansion of the Koban system and enhancement of the services to the population concerning public security
throughout Sao Paulo State.
(2) Project Purpose
To strengthen the institutional framework of the Koban system by the So Paulo State Military Police in Sdo
Paulo State.
(3) Outputs
(DEnhanced and institutionalized function of the present Koban system.
(2)Developed capacities of police officers concerned with the Koban system.
(4) Inputs (as of December 2007)

Japanese Side : (Total 141,000 (thousand) Yen)

Long-term Expert 2 Equipment 2997 (thousand)Yen (R$48,628.83)
Short-term Expert 4 Local cost 0 (thousand) Yen
Trainees received 31* Others 32,393 (thousand) Yen (R$ 525,524.08)

* |n addition to these trainees, another 10 PMESP officers participated in a training in Japan on related theme shortly
after the Project commenced.
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Brazilian Side :

Counterpart 7
Equipment vehicles and other equipment necessary for daily activities
Land and Facilities  office space for Japanese experts
Local Cost cost to implement trainings in the Project
Il. Evaluation Team
Members of Evaluation Team Wofsi Yuri Guimaraes de Souza, Program Manager, Brazilian Cooperation
Agency
Benedito Pires de Oliveira, Assessoria de Desenvolvimento Institucional,
Sociedade Biblica do Brasil, Aide of sub-commission for Placement Promotion
and education department, the Committee of State Military Police
Masahiro KOBAYASHI, Resident Representative of JICA Brazil
Ryohei DEMIYA, Police Inspector, National Police Agency
Noriko FURUTANI, Researcher, Global Link Management. Inc
Sachiko IMOTO, Program officer, Governance Team, JICA Tokyo
Yoshiko OYAMA, Interpreter, Y &R Consultoria
Period of Evaluation 26/ 11/ 2007~ 14/ 12/ 2007 Type of Evaluation : Terminal

I11. Results of Evaluation

1. Project Performance
-Project Purpose
At the time of terminal evaluation, the project purpose is almost achieved.

Indicator 1. Operation of 12 BCSs to which PMESP has extended the model developed in 8 pilot BCSs is

improved to satisfactory level as pilot BCSs.

The evaluation team (the team) confirmed that 11 additionally designated pilot BCSs are promoting Koban
activities developed in the original 8 BCSs with satisfactory results (1 BCS was surrounded by very different
conditions from other BCSs which caused difficulty to implement the same Koban activities).

The quality of these activities somewhat varies across the BCSs, but the system to standardize the quality has been
strengthened, namely, 73 “multiplicador” s (community policing instructors) have been designated (including those
who participated in the training in Japan) and PMESP introduced “Visita Technica” by the “multiplicador”’s on BCSs
in November, 2007 to give guidance regularly on BCS operations.

Indicator 2. Local resident's trust to the BCS in 20 pilot areas (8 pilot BCSs and 12 selected BCSs for model
application) is improved.

Although an impact survey which was conducted in 10 areas in the jurisdiction of pilot BCSs did not show
“substantial” improvement in awareness of local residents, together with the results of interviews with them
conducted by the team, it is safe to judge that pilot BCSs are gaining trust from them and the overall trend of the
above indicator 2 is positive.

- Outputs

Output 1: Enhanced and institutionalized function of the present Koban system is judged to be achieved by the
following reasons;

Indicator (1)-1.Operational manual for police officers at BCSs is in use by the end of the project.

The team confirmed that “Cartilha de Policiamento Comunitario Procedimentos OperagBes” (manual on
community policing operation) was prepared and currently in use at pilot BCS level. Also “Nota de Instrugdo” which
shows the guidance on BCS operation for police officers was prepared and is in use.

Indicator (1)-2.Number of police reports including the consultation from local residents to pilot BCSs is steadily
increased.

The team conducted a questionnaire survey for 20 pilot BCSs on the number of police reports. The specific
figure cannot be shown because the statistical data sent from each BCS could not be accumulated due to technical
reason; however, it was possible to confirm that the number of police reports including consultation from local
residents is increasing in more than half BCSs. The team also confirmed in visits to several pilot BCSs that the
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records are properly made.

Output 2: Developed capacities of police officers concerned with the Koban system was largely  achieved.

Indicator (2)-1. All police officers working at BCSs in Sdo Paulo City will have participated in training course on
community policing by the end of the project.

546 police officers have participated in the training by the time of terminal evaluation. 300 officers are still to
receive training, but it is envisaged that the training will be carried on without any problems as course curriculum and
materials have been developed in the Project.

Indicator (2)-2. Training program on community policing will be inaugurated as a regular training by the end of the
project.

Decision has been already made to introduce the revised curriculum on community policing in all police
educational institutions (increase of volume on community policing and practical training for one month at pilot
BCSs, internship of six months of police academy graduates at pilot BCSs). The revised curriculum of in-service
training has already been used.

-Prospect to achieve the overall goal
There is a little uncertainty in the prospect to achieve the overall goal by 2013 as indicated in the Project Design
Matrix, but expectation is high in approaching toward to the goal steadily as activities are carried on in a self
sustainable manner.

-Other results
PMESP implemented an international seminar on community policing in which other Latin American countries
participated and offered its experiences and know-hows.

2. Summary of Evaluation Results
(1) Relevance

The Project is highly relevant.  The federal policies such as “National Public Security Program” and  “National
Program for Cooperation with Civil Society” put emphasis on promotion of community policing. In addition,
PMESP has identified community policing as one of the main six pillars of policing activities. Thus the Project
satisfies the needs and priority of both the Federal government and the state of S8o Paulo.  Promotion of community
policing contributes to protection and support of people in communities. Therefore, the support in this area has a
linkage to “human security” that the Government of Japan promotes and is n harmony with the Japanese ODA policy.

(2) Effectiveness

The Project almost achieved the project purpose and it is considered that realizing the outputs contributed to
achieving the project purpose.  Therefore, effectiveness of the Project is high.  In the Project, the following outputs
were realized; (Wmanuals were prepared and the system to monitor and guide activities at BCSs was established, @
those who participated in the training in Japan served as instructors in the intensive seminars to build capacities of
police officers mainly (but not exclusively) working at the pilot BCSs. At the same time, curricula for training
institutions for police officers and in-service training have been revised to enable capacity development on long-term
basis. It is judged that those contributed to strengthening the system to establish and promote Koban system.

(3) Efficiency

It is safe to say that the Project was efficient, because it achieved the project purpose as explained in the above and
produced unintended impact as below (4) with relatively small inputs with dispatching two (2) long-term experts and
four (4) short-term experts and receiving forty one (41) training participants.

(4) Impact

The overall goal is ambitious as the indicator shows (Community Policing activities such as patrolling
(community visit), consultancy for local residents and joint activities with the community are carried out throughout
Séo Paulo State by 2013), and uncertainty remains regarding the time frame, that is, achieving the goal by 2013.
However, the Project was successful in laying the foundation for the future and the much progress is expected. The
Project also stimulated interests in community policing in federal level of the country and the countries in Central
America that resulted in efforts to introduce community policing in those states and countries. This is a very
positive impact of the Project.
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(5) Sustainability

It is anticipated that sustainability is high as PMESP is a stable state organization with competent personnel and
strong will for making Koban system widespread across the state. From technical point of view, the followings
make the Project sustainable; firstly PMESP adopted Japanese Koban system modifying to be suitable for the reality
of S&o Paulo, secondly the cascade-type training which utilizes already strengthened human resources and curriculum
is very effective, and thirdly the pilot BCSs are very much welcomed and supported by local communities.

3. Factors promoting better sustainability and impact

(1) Factors concerning to Planning

® Prior to commencement of the Project, the country-focused training for PMESP was implemented which
resulted in deeper understanding on community policing in Japan and strong commitments for diffusing it
throughout the State of S&o Paulo of the top-level officials of PMESP. This led to smooth planning and
implementation of the Project.

(2) Factors concerning to the Implementation Process

® The ownership of PMESP towards the Project was very high and it promoted activities steadily.

® “Working Group for promotion of community policing” established within PMESP in which ex-participants of
the training in Japan played an active role, regularly held meetings and presented various proposals for
improvement to the top management of PMESP.

® The long-term experts who showed the presence of Japanese police to PMESP and the counterpart personnel
had a good relationship with strong trust.

® \With concrete outputs produced by activities at pilot BCSs, PMESP had successful experiences in a short-term
which encouraged PMESP to make further efforts.

4. Factors inhibiting better sustainability and impact

(1) Factors concerning to Planning

® The system and procedures (including the schedule which took the time necessary for translation into account)
to share records of activities and outputs between the counterpart organization and those concerned in Japan
were not well discussed.

(2) Factors concerning to the Implementation Process

Although relevant parties had flexible consultations and appropriate responses, lack of formal procedures of
decision making such as Joint Coordinating Committee resulted in unclear decision making process regarding the
management of the Project.

5. Conclusion
The evaluation team concluded that the Project was effective since it produced positive results as examined with
the DAC evaluation criteria explained in the section 111-2.

6. Recommendations

In order to continuously improve the quality of service regarding public security provided through BCSs, the
evaluation team recommends that the following actions are taken before the Project terminates;
(1) The Project (PMESP and the dispatched Japanese expert) should firmly establish the feedback mechanism of
monitoring results of Koban activities by carefully watching development of newly introduced Supervisor of Policing
Activities (SPP) and Visita Tecnica, in order to ensure the quality of Koban activities in diffusion of the Koban
system.

In order to diffuse outcomes of the Project through the whole State of  S&o Paulo,
(2) PMESP should draft a detailed plan with concrete steps and schedule for diffusion of Koban system throughout
the State of Séo Paulo.

(3) PMESP should make efforts to strengthen management abilities of top officials, especially commanders of
companies and battalions, to implement community policing effectively.
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7. Lessons Learned

(1) Country-focused training with tailor made contents at an appropriate timing for counterpart personnel can
contribute significantly to achieve the Project purpose.  In addition, such a training before the commencement of the
Project promote preparation of the counterpart organization to implement the Project.

(2) Inaproject with a small number of long-term experts, it is necessary to discuss well the procedures for decision
making and information sharing so that the Project is equipped with the transparent project management system with
participation of all stakeholders including counterpart organization, those concerned in Japan and in Brazil.

(3) When the counterpart organization and those involved in the Project in Japan cannot directly communicate in a
common language, it is important to take necessary resources (time, budget etc.) into consideration when scheduling
to share information, outputs and outcomes.
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