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EXECUTIVE SUMMARY 

Introduction 

UNODC is mandated to make “the world safer from drugs, crime and terrorism
1
”.  As the producer of 

over 90 percent of the world’s opium, Afghanistan is the logical recipient of UNODC assistance.  To 
address the problem of narcotic drug production, processing, trafficking and abuse, Afghanistan 
established a Counter Narcotics Police Force, the CNPA, within the Ministry of Interior (MoI).  
Under the first of the UNODC’s seven sub programmes

2
, “countering transnational organized 

crime…..including drug trafficking”, the Country Office in Afghanistan (COAFG) has provided 
assistance to the CNPA since its formation in 2003.  From a starting point of 30 staff, the CNPA has 
grown to approximately 3,000, and now has a presence in all of Afghanistan’s 34 provinces.  

Delivering programmed support in Afghanistan is difficult, particularly in the field of law 
enforcement. There are strong ties between the insurgency, the illicit drug economy, weak governance 
and chronic corruption which all hamper the efforts of law enforcement agencies. The UNODC’s 
response is an integrated approach, which aims to identify and address all aspects of drug dependency 
and crime, through advocacy in the policy arena, and implementation in the field. 

Evaluation 

This report represents the final project evaluation of four law enforcement projects. It occurred after 
the majority of the projects’ activities had either ceased, or had been subsumed into the New Country 
Programme for Afghanistan and the Regional Programme. These evaluations were all conducted at 
the same time, via a series of field visits, interviews with participants and core learning partners, and a 
desk based document review. 

The Projects 

Over the last seven years, UNODC has delivered four law enforcement projects in support of the 
Office of the Deputy Minister for Counter Narcotics, the CNPA, the Afghan Border Police (ABP) and 
Customs Officials. Although these projects were mainly focused on the central CNPA units based in 
Kabul, they have provided support to Border Liaison Offices (BLOs), the ABP in Nimroz and Herat, 
and CNPA Directorates in Baghlan and Kandahar. The total approved budget of the four projects 
was US$28,803,484. The major donors were Australia, Canada, Japan, Germany, the United 
Kingdom, France, the European Commission, and UNDP. To place this spending in context, it 
represents about half of the annual budget of the US Embassies’ Counter Narcotics Team. Compared 
to the scale of the other international organisations, the UNODC could be viewed as a junior partner; 
however, due to its position as a neutral third party and subject matter expert, it is seen as a major 
contributor. Over time this assistance will become even more important, as the relationships between 
the International Community and the Afghan Government alter during Transition. As the Afghans 
take the lead, and many international resources reduce, it will be the UNODC who will seek to 
support Afghan Law Enforcement Agencies to the same extent that it does today. This support must 
be tailored to the requirements of the Afghan agencies and UNODC must ensure that it delivers 
projects that play to its strengths; those of institutional capacity building. UNODC assistance must 
also be visible and understood by others, particularly the donor community, if projects are to gain 

________ 

1 The UNODC’s Mission statement is….."to contribute to the achievement of security and justice for all by making the 

world safer from drugs, crime and terrorism." 
2 UNODC’s Strategic Framework 2010-2012.   
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funding. The evaluator gained the impression that while many of those interviewed knew of the 
UNODC’s work, few really understood what it did, and it is recommended that UNODC should 
increase its visibility through public relations. With Transition in mind, the UNODC should also 
consider assisting its Afghan counter parts, by increasing their public relations capabilities, as 
ultimately organization such as the CNPA will also need to demonstrate their worth, as resources 
decline. 

Political Imperative 

As the world’s largest opiate producer, Afghanistan must demonstrate the political will to deal with 
the narcotics trade, if it is to be taken seriously by the international community. The creation of a 
dedicated independent force with investigative and judicial authority is a clear signal of Afghan 
political intent. The fact that the CNPA is located within the MoI, and that it has Ministerial oversight, 
through the Office of the Deputy Minister for Counter Narcotics, is a vital element of this political 
message. The Deputy Minister’s Office ensures a direct link to the central government, it provides a 
degree of independence within the MoI, and allows the CNPA to operate as a cohesive force (to fight 
narcotics) rather than being just a collection of independent units, scattered between the ministries. In 
2010 and 2011, there were discussions within the Afghan Government and the International Police 
Coordination Board (IPCB) that sought to place the CNPA under the MoI’s Deputy Minister of 
Security. UNODC was able to mobilise the counter narcotics community to defend the CNPA as a 
dedicated CN capacity within the MoI; the UNODC’s political support was critical to the survival of 
the CNPA.  

Regional Impact 

Numerous international accords and communiqués proclaim that both security and counter narcotics 
require a regional approach. Despite proclamations and high-level political agreements, there are few 
instances of concrete regional cooperation between Afghanistan and its regional neighbours in the 
field. There are real political differences between Afghanistan, Iran, and Pakistan which make 
coordination fraught and cooperation difficult. Even when high level agreements have been brokered, 
implementation at the tactical level does not always occur. UNODC’s regional work has been 
supported by the four law enforcement projects and more recently, the projects have supported the 
Regional Programme for Afghanistan and Neighbouring Countries 2011-14. While the level of 
regional cooperation is less than envisaged, in the Strategic Framework Programme3, UNODC has 
proven that through persistence one can succeed, albeit with small steps. Operation TARCET, 
designed to counter the illegal importation of precursor chemicals across the region, demonstrated 
improved year on year results. While the passage of actionable intelligence related to narcotics is 
limited, the passage of precursor chemical intelligence is not, and should be used as a vehicle to 
demonstrate the utility of regional intelligence sharing. Another notable success is the Border Liaison 
Office concept, which although not fully functioning, does represent a visible sign of cooperation 
between Afghanistan and its neighbours. This initiative should to be proclaimed a success and a 
model of best practice, and should become a spring board for future regional dialogue. 

Transition 

The process of transition will fundamentally alter both the level of assistance (resources) that the 
International Community provides to Afghanistan, and the relationships between Afghanistan and the 
International Community.  Although most Transitional plans are well understood, how these plans are 
to proceed is still unclear. The next 2-3 years will be an uncertain period, as Afghan authorities exert 
their authority, and at the same time are required to make tough resource decisions. This period 
provides both opportunities and risks to the CNPA and UNODC. The main risks relate to the position 
of the Deputy Minister for Counter Narcotics, and the level of funding that the CNPA will be 
afforded. The MoI will experience reductions in the region of 30 percent and the CNPA and the 

________ 

3 UNODC’s Strategic Framework Programme (2006) set goals and objectives to be achieved by 2010. 
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Deputy Minister will require protection from the worst of these cuts; if Afghanistan is to retain a 
credible CN Force. In addition there may well be a reduction in international funds which could 
adversely affect MoI operational capability. Reductions in national budgets could affect national 
investment of both physical resources and the provision of mentors. The reduction of international 
security forces will also require UNODC to change its security procedures and could affect its ability 
to venture out of Kabul. 

But Transition also produces opportunities. Amongst the International Community there is a growing 
recognition that the way forward is via police primacy and there is now greater coherence amongst the 
International Police Coordination Board; a willingness to listen and act as one. ISAF has installed its 
first ever Command level Police Advisor and this will allow ISAF to not only assist in the training 
and fielding of MoI forces, but also to assist in their tactical employment. ISAF’s move to Security 
Force Assistance should provide the basis of a more comprehensive approach to MoI assistance. This 
opportunity may present increased military support for police mentoring. A declining resource base 
should also force greater coherence in the training of MoI forces, as nations will no longer have the 
ability to conduct unilateral training that suits the national requirements of their Provincial 
Reconstruction Teams. NTMA’s Counter Narcotics Development Unit (CDU) has produced an 
excellent institutional development plan in conjunction with CNPA Headquarters. However, the 
CDU’s ability to execute this plan is limited by the drive to reduce military forces in Afghanistan. 
This represents an area into which UNODC could expand at minimal cost, as this type of initiative fits 
with the UNODC’s mandate; it is at the policy level and seeks to develop the institution from within. 
Finally the work of the US funded Border Management Task Force complements much of UNODC’s 
work, under J55 (border liaison), and is a logical area in which to form a lasting partnership. 

Core Business 

 
UNODC projects succeeded when support was targeted at policy or specialist areas.  Many 
projects sought to build infrastructure and in one case mentor a remote tactical force. 
Invariably these activities suffered from delays and never really delivered what they set out to 
achieve. Simply, this was because the skills and resources required to deliver these activities 
were not readily available within UNODC; they were not core business. Where UNODC was 
able to corral the efforts of others, to ensure commonality, interoperability and that Afghan 
requirements were met, then project delivery was considerably more effective. The case in 
point was the development of the Counter Narcotics Training Academy (CNTA), which 
brought together the activities of various contributing nations and delivered a state of the art 
facility through UNODC oversight, rather than UNODC construction. 
 

UNODC Processes 

In order to be prepared for the challenges of Transition and execute the new Country Programme, 
UNODC must ensure that it learns the lessons from past projects. In addition it must be flexible in its 
approach and not driven by rigid process.  All the projects suffered delays, a product of overly 
ambitious project design, delays to construction, procurement and an inability to hire and/or retain 
international subject matter experts. Future project design must be simple, logical and identify 
achievable outcomes. UNODC must recognise that projects which seek to build institutional capacity 
take time and suffer from inertia in the first few years. The technical nature of the work and the need 
to mentor Afghan counterparts requires international staff of the correct calibre. There is a distinct 
difference between mentoring, a core skill in institutional development, and project management. 
Acquiring accomplished project managers who can mentor is rare, and UNODC should consider 
hiring outright project managers in addition to subject matter experts in the future. 

UNDOC’s procurement procedures should also be reviewed to ensure that they are flexible enough to 
cope with future challenges.  All too often project staff became bogged down in paper work, 
procuring vital equipment that had already been agreed to, in the original project documentation, 
rather than mentoring their Afghan counterparts. Finally, UNODC cannot afford to sit back and rest 
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on its laurels.  There is high staff turnover within both their international and Afghan counterparts, 
and UNDOC must ensure it is constantly reinforcing the message, that it is capable, here for the long 
haul and able to deliver for the good of Afghanistan and the International Community.  

Importance of Intelligence 

The CNPA still has a long way to go before it can proclaim success against the narcotics industry. 
One of its main weaknesses is a reliance on external intelligence. CPNA and ABP lack the ability to 
produce their own actionable intelligence, which in turn limits their operational capability. 
Intelligence alone will not yield results, it must be actioned. The CNPA and ABP currently lack the 
capacity to conduct intelligence-led operations. Many of the elements required to deliver this type of 
capability are still to be developed and those that they do possess are unable to communicate with 
other agencies. 

Conclusion 

The four projects within the law enforcement cluster have all been successful in their own right. Each 
has made a tangible contribution to enhancing Afghanistan’s counter narcotics capabilities. Judged 
against the three benchmarks within UNODC’s Strategic Framework Programme (SFP), they have 
broadly met expectations by increasing the number of seizures, prosecutions and convictions of 
narcotics traffickers.  In some cases the final outcomes differed from the initial project design, 
however, given the challenges facing the implementation staff and some initial wishful planning, this 
was to be expected. Aided by high calibre UNODC mentors and through meaningful partnerships 
with the international community, the CNPA is considerably better equipped, trained and 
administrated than when the projects commenced. There has been an increase in regional cooperation, 
albeit not to the level envisaged within the SFP. Institutional capacity has been built gradually, over 
time, via patient mentoring and incremental improvements. The CNPA will face challenges in the 
future, but UNDOC is well placed to assist them and garner the support of the international 
community. UNDOC is well respected and has a legacy of delivering targeted projects that increase 
capacity in a cost efficient and effective manner. The future may be uncertain, but UNDOC can assist 
through the Country Programme, which if flexible enough to cope with change, will only enhance 
UNODC’s reputation. In terms of delivery, the Country Programme appears to be a far better tool, it 
is more logical, simpler to use and has been designed to grow as the situation changes. 
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SUMMARY MATRIX OF FINDINGS, EVIDENCE 

AND RECOMMENDATIONS 

Findings4: problems and issues 

identified 

Evidence (sources that 

substantiate findings) 

Recommendations5 

Critical 

The UNODC is best placed to 

support policy initiatives and 

small scale specialist 

enhancements. 

All Projects - Project 

revisions and annual reports.  

Interviews with implementers 

and recipients. 

COAFG should articulate its 

core business and ensure that 

future programmes adhere to 

this policy. 

Greater regional cooperation 

is not about UNDOC 

delivering more, rather 

promoting what has been 

achieved and encouraging 

others to support these 

initiatives. 

All Projects - original Project 

documentation, revisions and 

annual reports.  Interviews 

with implementers, recipients 

and core learning partners. 

COAFG should examine its 

own public relations 

mechanisms and seek to 

increase the visibility of its 

own actions and those of the 

CNPA. 

There is a lack of real time 

actionable intelligence from 

which to task mobile assets. 

J55, J43 and I85 - Project 

revisions and annual reports.  

Interviews with implementers, 

recipients and core learning 

partners. 

COAFG should focus on the 

development of intelligence 

within the CNPA, it linkages 

amongst other Afghan agencies 

and with regional neighbours. 

Important 

Afghanistan does not have a 

coherent border strategy and 

requires assistance with 

developing policy. 

J43 and J55 - Original Project 

documentation and Revisions. 

Interviews with implementers 

and core learning partners. 

COAFG should assist the MoI 

in the development of a 

coherent CN and Border 

Control Strategy. 

In line with Transition, 

UNODC should assist the 

CNPA to promote what it has 

achieved. 

Meeting with Deputy Minister 

for Counter Narcotics. 

COAFG should consider 

assisting the CNPA public 

relations department with its 

messaging through the use of a 

public relations consultant. 

UNODC initial project 

documentation was poorly 

written. It was overly 

ambitious and failed to set out 

clearly definable measures of 

effectiveness or performance 

indicators. 

All Projects - original Project 

documentation, revisions and 

annual reports.  Interviews 

with implementers. 

COAFG should consider 

options from the following: 

hiring dedicated project 

management staff; educating 

the current staff; or using 

contracted support. 

UNODC reports are complex 

and unwieldy. Critical project 

progress and information is 

hidden in multiple source 

All Projects - Project 

revisions, and annual reports.  

Interviews with implementers, 

core learning partners and 

COAFG should devise a single 

data base from which all 

project information can be 

obtained. COAFG should 

________ 

4 A finding uses evidence from data collection to allow for a factual statement.  
5 Recommendations are proposals aimed at enhancing the effectiveness, quality, or efficiency of a project/programme; at 

redesigning the objectives; and/or at the reallocation of resources. For accuracy and credibility, recommendations should 

be the logical implications of the findings and conclusions.  
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documents. donors. consider an abbreviated 

(Twitter style) reporting 

mechanism.   

The education of senior 

officials is the key to ensuring 

official buy in, project success 

and in developing institutions. 

All Projects. Meetings with 

Deputy Minister for Counter 

Narcotics, CNPA Director 

and Deputy Commander for 

ABP.  

COAFG should assist the 

CNPA in educating senior 

officials through the CNTA. 

Police primacy will become a 

major issue as Afghanistan 

Transitions and UNODC is 

well placed to assist in this 

development. 

Meetings with Donors and 

Core Learning Partners 

COAFG should ensure that its 

training efforts are in 

accordance with Afghan 

requirements and coordinated 

with other international 

partners 

General 

Tactical delivery is difficult 

due to the security 

environment. Where there is a 

requirement to deliver tactical 

effect this could be achieved 

through other means.  

J43 and J55 - original Project 

documentation, Project 

revisions and annual reports.  

Interviews with implementers, 

recipients and core learning 

partners. 

COAFG should examine its 

project delivery mechanisms 

and explore other options such 

as, Afghan Training Team, 

partnerships and the increased 

use of contractors. 

Supporting Regional efforts is 

as much about information 

flow and transparency, as it is 

physical cooperation. 

J55, I85 - Project revisions 

and annual reports.  

Interviews with implementers 

and meeting with Deputy 

Minister for Counter 

Narcotics. 

COAFG should consider 

making public its regional 

studies and/or producing 

research papers that explore 

how each nation is contributing 

to the regional effort and what 

more could be achieved. 

Long drawn-out procurements 

with multiple authorisation 

requests for expenditure for 

equipment and enhancements 

detailed in project 

documentation which has 

already been agreed to impacts 

on delivery. 

All Projects - Project 

revisions. Interviews with 

implementers and core 

learning partners. 

UNODC should review its 

procurement procedures to 

ensure that COAFG has the 

required authority to deliver 

and that internal processes 

support project delivery. 

All projects doubled their 

delivery timelines and 

budgets. As a proportion of 

the budget, staff and support 

costs increased to over 50 

percent of the total spend. 

All Projects - original Project 

documentation, Project 

revisions, ProFi, and annual 

reports.  Interviews with 

implementers, and core 

learning partners. 

Projects that seek to build 

institutional capacity should 

attribute no less than 50 

percent of the available budget 

to staff and supports cost from 

the outset.   

Expenditure was slow across 

the Projects in the first 2–3 

years (2006-2008) and then 

spiked in 2009-2010 when the 

Projects really started to 

deliver. 

All Projects - original Project 

documentation, Project 

revisions, ProFi, and annual 

reports.  Interviews with 

implementers. 

UNODC should ensure that 

future projects, which seek to 

build institutional capacity or 

change an organisation, are 

designed to allow for initial 

project inertia. 

Future intelligence assistance 

must focus on what the 

Afghan agencies want and will 

do. A western model does not 

suit Afghanistan. 

All Projects - Project 

revisions and annual reports. 

Interviews with implementers, 

recipients and core learning 

partners. 

COAFG must work with the 

grain and understand Afghan 

ways of business and ensure 

that future programs do not 

experience delays through a 

lack of understanding. 
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I. INTRODUCTION  

Linkages to SFP/new Country Programme  

The targets set out in the UNODC’s Strategic Framework Programme for Afghanistan are drawn from 
the benchmarks articulated in the “Afghanistan Compact”. They are aimed at national and 
international support in specific niches underpinning the wider efforts of partners. The three targets 
relating to Law Enforcement activity for 2006-2010

6
 were: 

(a) By end-2010, the Government will strengthen its law enforcement capacity at both central 

and provincial levels, resulting in a substantial annual increase in the amount of drugs seized or 

destroyed and processing facilities dismantled, and in effective measures, including targeted 

eradication as appropriate, that contribute to the elimination of poppy cultivation.  

(b) By end-2010, the Afghan Government, neighbouring and regional governments will work 

together to increase coordination and mutual sharing of intelligence, with the goal of an increase in 

the seizure and destruction of drugs being smuggled across Afghanistan’s borders and of effective 

action against drug traffickers. 

(c) By end-2010, the Government will increase the number of arrests and prosecutions of 

traffickers and corrupt officials and will improve its information base concerning those involved in 

the drugs trade, with a view to enhancing the selection system for national and sub-national public 

appointments. 

From 2012 the SFP was replaced by UNODC’s (new) Country Programme, which aims to contribute 
to the stability and development of Afghanistan by strengthening the Criminal Justice system and 
Counter Narcotics efforts of the Government of the Islamic Republic of Afghanistan. The Country 
Programme was developed in consultations with relevant Afghan ministries and serves to: firstly, act 
as the guiding strategy for the COAFG for both policy and delivery of concrete results in support of 
the Afghan Government’ effort against narcotics; secondly, it is a reference for national counterparts 
and international, a framework for partnership; thirdly, it informs potential donors of the vision and 
scope of UNODC activities in Afghanistan. 

The Country Programme is based on the integrated programme approach and aims to deliver 
outcomes and outputs through sub-programmes rather than via standalone projects and initiatives. 
This integrated approach mirrors the complexities of the drug and crime related challenges in 
Afghanistan. The Country Programme is linked to the Regional Programme for Afghanistan and 
Neighbouring Countries 2011-14, which allows UNODC to help tackle drugs and crime in the 
regional context. The time period covered by this Country Programme is aligned with the transition 
process, which forecasts that the majority of international military forces will leave Afghanistan by 
2014. Sub-programme 2 is the law enforcement element and aims to support Afghan national partners 
in specific niche areas such as border management, capacity development of the CNPA and precursor 
controls. Sub-programme 2 focuses on improving the capacity of counter narcotics law enforcement 
agencies, and is specifically designed to enhance law enforcement capabilities through mentoring, 
specialized curricula and training, focus on intelligence-led policing, and increased use of forensic 
information for strategic drug control and crime prevention. In working towards a secure border, the 
Sub-programme includes support in equipment and training for drug interdiction operations as well as 
Afghanistan’s active participation in regional border management activities.  

________ 

6 UNODC Strategic Framework Programme (SFP) for Afghanistan Sept 2006.   
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The Country Programme appears to be a more logical way of delivering support than the SFP, as it 
allows all law enforcement activity to fall under one overall Sub-programme.  Each activity supports 
wider goals and is not expected to unilaterally deliver results. This design recognises the complex 
interrelationships between activities and outputs in combating narcotics in Afghanistan. Seizure rates 
(see table 1) have increased through a combination of education, equipment, intelligence and 
mentoring, and are not solely due to any one project. It is therefore better to set central goals (through 
outcomes), which can be measured, rather than trying to set goals for each independent project, which 
may be difficult to monitor and report on. The fact that the Country Programme includes elements 
which are as yet unfunded is also important. It indicates that any solution is more than the sum of 
current UNODC activities, and highlights areas where UNDOC seeks additional funding. The mid-
term evaluation of the Country Programme will ascertain if this approach has been more effective, but 
initial impressions suggest that it will be. 

Contributions to SFP/new Country Programme  

While analysing the four projects it became apparent that certain outputs and outcomes were more 
successful than others.  While no project failed per se, certain activities delivered more and 
contributed more in terms of measurable outputs. It was also the case that in the initial project design, 
certain project objectives were overly ambitions, or too vague and therefore hard to measure.  Finally, 
certain elements of the projects were hard to implement and therefore the outcomes were not those 
initially envisaged in the original project documentation.  Regardless, all four projects were 
implemented well and delivered tangible results.  Even if these were not quite the effects envisaged at 
the start of the project, they were all relevant and worthwhile. Looking at the objectives set out in the 
SFP the following can be concluded: 

The Afghan Government has strengthened its law enforcement capacity at the central level (Kabul). 
The provincial level has developed more slowly.  In comparison with Kabul, the investment in the 
provinces has been considerably less and, therefore, progress has been limited.  Despite this, there has 
been substantial annual increases in the amount of drugs seized, destroyed and in the number of 
processing facilities dismantled. To which Projects J43, I85, J55 have directly contributed and Project 
I77 has supported, through educating CNPA, ABP and Customs officials. 

The Afghan Government and neighbouring and regional governments are working closer together to 
increase coordination and mutual sharing of intelligence, and this has resulted in an increase in the 
seizure and destruction of drugs being smuggled across Afghanistan’s borders. To which Projects J55 
and I85 have directly contributed and Projects J43 and I87 have supported, by sending Afghan 
officials to regional working groups, meetings and courses.  

The Afghan Government has increased the number of arrests and prosecutions of traffickers and is 
still working to improve its information base concerning those involved in the narcotics trade. Projects 
J43, J55 and I85 have directly contributed to this and Project I77 has supported. The issue of 
increasing arrests and prosecutions of corrupt officials, or even dealing with corruption has not been 
resolved and is a major issue across Afghanistan and within almost all governance structures. 

(a) The Country Programme has not dramatically altered the UNODC’s approach to supporting 

law enforcement activities in Afghanistan.  Rather than four distinct projects, there are two main 

strands under Sub-programme 2. The outcomes that law enforcement activities seek to support are: 

(b) Operational capacity of the Counter Narcotics Police of Afghanistan developed and trained 

comprehensively. Under which there is continued support for the CNTA, the PCU and DRC, the 

Forensic Laboratory, CN Intelligence, the MDTs and Headquarters CNPA. In effect the sum of 

Projects J43, J55 and I85; and 

(c) Enhanced border law enforcement, including regional cross border cooperation. Under 

which the BLOs will be supported. Activities such as support to MITs, joint operations and enhanced 

capabilities are currently unfunded. In effect an enhanced Project J55.  
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Project Objectives  

The four Project objectives came from the SFP and were: 

AFG/I77 to enhance the capacity of Afghan drug law enforcement officials by establishing a 
permanent coordination/monitoring mechanism that would coordinate all offers of training from 
international partners or bodies and to create a dedicated Counter Narcotics Training Unit able to 
maintain and deliver all aspects of counter narcotics training for both current and new CN staff;  

AFG/I85 to develop a fully comprehensive precursor chemical control programme with targeted 
objectives and stated measures, such as: identification of the key chemical entry points; development 
of both regional and international information analysis and exchange systems designed to target and 
dismantle criminal operations; capacity building in terms of training and equipment for interdiction 
along key Afghan borders; 

AFG/J43 to effectively combat drug trafficking in Afghanistan by strengthening the Counter 
Narcotics Police of Afghanistan. This project will address the normal sustainment problems 
associated with the development of police operations in post-war conflict countries that have little or 
no government revenue. 

AFG/J55 to enhance and enable the capabilities and the capacity of the ABP and the allied agencies 
involved in CN efforts, by building a strategically located operating base in the most prolific 
smuggling area in Afghanistan.  The police station will be located in the south of Nimroz province, 
bordering both Iran and Pakistan, and it will enforce the rule of law with a fully manned, trained and 
equipped ABP Unit. 

As per the project documentation, this evaluation was mandatory.  Evaluation was undertaken at this 
point, as all the projects’ activities had either been completed or subsumed into the new Country 
Programme.  UNODC Afghanistan will use this evaluation to assess its work, to learn lessons for 
implementing its Country Programme, to receive feedback, appraisal and recognition, as well as to 
mobilize resources by showing the possible attribution of achievements to the project/programme.  

Challenges/Limitations to Cluster Implementation 

The evaluation sought to assess the effect of the four projects as individual elements of a cluster of 
four Law Enforcement projects.  The methodology was to establish a baseline of host nation capacity 
before the Project commenced; ascertain what, how and when the Project delivered; investigate how 
effectively the Project delivered against the envisaged outputs; establish what effect these outputs 
achieved in relation to the desired outcome; and identify related opportunities or risks for future 
projects and programmes. 

In order to produce a standard methodology across the LE Cluster, the impact of the projects were 
evaluated against their stated outcomes, rather than performance indicators.  Only the AFG/I85 (pre-
cursor controls) Project contained performance indicators in the original Project documentation. 

Each Project came with a wealth of data that had been amassed over numerous years. As a single 
source, this data was overwhelming and took considerable time to process. In order to reduce the 
Projects into easy to understand chunks of data, the evaluator devised his own system for 
backtracking Project implementation over time, in effect mapping Project activities and expenditure. 
This was an attempt to understand how and why Projects delivered or otherwise; basically to 
contextualize delivery in a simple chart. 

Due to the cross cutting nature of Counter Narcotic activities in Afghanistan, the fact that Project 
delivery was extended and some activities supported other Project outcomes, it was sometimes 
difficult for the evaluator to ascertain which outputs or activities were delivered and when. In 
interviews and visits, general questions were asked to establish what stakeholders, donors and 
recipients believed had occurred and what they thought were the relative strengths of weaknesses of 
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the Projects. Answers often strayed beyond the confines of each Project due to complex inter-
linkages. Lessons identified and recommendations, therefore, are often repeated across the Law 
Enforcement cluster, as they either apply equally to all projects, or can’t be applied solely to a single 
project. 

Despite the fact that working in Afghanistan can be difficult and that security concerns interfere with 
activities, such as it did with the schedules of other evaluators, this evaluator gained excellent and 
timely access to stakeholders, recipients, donors and core learning partners, and was able to interview 
and/or meet almost all those identified in the Project documentation. The fact that that so many people 
were willing to meet the evaluator highlights the value of this Project, the personal standing of the 
implementers, and the importance of UNODC’s work within Afghanistan. 
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II. EVALUATION FINDINGS  

The evaluation reports relating to the four projects within the Law Enforcement Cluster provided a 
number of common observations:  

Political Oversight 

The value of political oversight and the importance of clear political direction is paramount. The 
support that UNODC provided to the Deputy Minister for Counter Narcotics was invaluable. 
Ministers and their staff need to understand their duties and responsibilities as much as senior officials 
within the CNPA and ABP. 

Regional Effect 

Greater effect was achieved when there was cooperation between neighbouring countries than when 
one country acted independently. UNODC’s work in establishing Border Liaison Offices and with 
precursor controls has yielded the most tangible results and should be promoted as best practice. The 
sharing of actionable counter narcotics intelligence between regional neighbours was limited.  The 
passage of precursor chemical intelligence was far better and could be used as a model for improving 
general intelligence sharing across the region. 

Intelligence 

There is a major lack of intelligence sharing within the CNPA and between Afghan agencies. 
Intelligence is treated as a commodity and passed to senior officers, more often to further one’s 
career, rather than for the purposes of operational viability. Given the corruption and insecurity in 
Afghanistan, sharing intelligence can be dangerous. Greater effort is required in assisting the 
generation and passage of actionable intelligence. This is a major thematic area, one which UNODC 
must tackle with other interested parties and partners. This will require hiring staff with knowledge, 
credibility and requisite security clearance. 

Education 

While senior officials had been engaged in project design, they had not directly benefited from project 
implementation.  Many senior officials and junior officers felt that the leadership had not been 
sufficiently equipped to employ these new capabilities. Senior officers require both technical and 
leadership development if they are to properly employ new capabilities and grow the institution of the 
CNPA. 

Awareness 

While partners and stakeholders were aware of the UNODC and generally understood what it did, 
many were not the actually aware of the work in detail and how effective UNODC had been in 
delivering change and improvements on behalf of CNPA.  UNODC must attract donors if it is to 
implement projects. UNODC needs to continuously advertise its achievements to ensure that the 
requisite funds are available. UNODC can only implement in partnership and must ensure that its 
Afghan and International partners understand what it is doing and how they can assist.     

Implementation 
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All projects were effectively over budget and over time. The reasons for this were complex, however, 
two major themes reoccurred: Firstly, was the issue of poor planning, the initial project 
documentation was overly ambitious; a combination of poor planning, donor appeal (inflating the 
outcomes to attract funding) and a failure to appreciate that this is Afghanistan and that delivery will 
take longer than expected; Secondly, was the issue of absorptive capacity, the ability for newly 
formed Afghan institutions to react to change and the fact that institutional change suffers from initial 
inertia, even in a well-developed organisations. The cumulative effect saw delays of approximately 
two years.  

Process 

In addition to the delays experienced via poor planning, UNODC experienced other delays due to a 
failure to hire and/or retain of International Staff. Staff employed as mentors often had to spend a 
disproportional amount of time acting as project managers, dealing with internal UNODC procedures 
rather than mentoring their counterparts. Even the procurement of highly specialized equipment 
specified in the original project documentation is cumbersome and time consuming. 

Security 

Due to increasing threat levels, travel to remote locations became an issue. 

Relevance  

The UNODCs mission is to make the “the world safer from drugs, crime and terrorism
7
”.  To address 

the problem of narcotic drug production, processing, trafficking and abuse, Afghanistan established a 

Counter Narcotics Police Force, the CNPA, within the Ministry of Interior (MoI).  Under the first of 

the UNODC’s seven sub programmes
8
, “countering transnational organized crime…including drug 

trafficking”, the Country Office in Afghanistan (COAFG) provided assistance to the CNPA.  Between 

2006-2012, UNODC delivered four Law Enforcement Projects providing capacity support to: the 

office of the Deputy Minister of Counter Narcotics, the CNPA, Afghan Border Police (ABP), 

Customs Officials and Regional Cooperation.  Although these projects mainly provided support for 

the Central CNPA Units in Kabul, they did provide support to Border Liaison Offices, the ABP in 

Nimroz and Herat, and the CNPA Directorates in Baghlan and Kandahar.  

The Bonn Conference
9
 recognised the importance of countering narcotics through regional 

cooperation and interdiction.  At the Kabul Conference, the International Community stated their 

resolve to fight the illicit drugs trade by supporting the Afghan Government's initiatives and policies 

and to increase support while acknowledging that narcotics are a global challenge and combating 

them requires international will and cooperation
10

. The Paris Pact agreed that strong support should be 

given to the country of Afghanistan to promote regional cooperation to stop the smuggling of 

narcotics out of Afghanistan.  The Afghan National Drug Control Strategy
11

 emphasizes a partnership 

approach to counter narcotics to ensure joint, effective implementation and coordination, and 

capacity-building of law enforcement bodies.  The UNODC’s Strategic Framework Programme fits 

________ 

7 The UNODC’s Mission statement is…"to contribute to the achievement of security and justice for all by making the 

world safer from drugs, crime and terrorism." 
8 UNODC’s Strategic Framework 2010-2012. 
9 The International Afghanistan Conference in Bonn, 5 December 2011. Afghanistan and the International Community: 

From Transition to the Transformation Decade. 
10 Communiqué, Kabul International Conference on Afghanistan 2010. 
11 The National Drug Control Strategy of 2006 and 2010. 
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within the National Counter Narcotics Strategy; its final objective is to develop state institutions at the 

central and the provincial levels which are vital to the delivery of the narcotics control strategy
12

  

The four law enforcement Projects are highly relevant, in that they support high level and 

International accords relating to Afghanistan. They not only support the UNODC law enforcement 

efforts, but also the link to wider UNODC thematic work. The Projects directly support the CNPA, 

which is Afghanistan’s dedicated counter narcotic force and were all devised in conjunction with 

Afghan Ministries and the International Community. Finally the Projects support wider UNODC work 

and International agreements and provide a regional approach to both security and counter narcotics 

more generally. 

In terms of the future, UNODC’s Country Programme will take much of the projects’ work forward. 

As Afghanistan Transitions, the UNODC’s work offers the office of the Deputy Minister for Counter 

Narcotics, the CNPA and elements of the ABP the opportunity and resources to become increasing 

independent, while still providing access to specialised support where and when required. 

Impact  

There can be no doubt that since 2006/2007 (when the law enforcement Projects commenced) and 

2012 there has been a dramatic increase in the seizure of narcotics and precursor chemicals.  The chart 

below is taken from UNODC Annual Reports and the CNPA Tactical Operations Centre’s reporting
13

 

and highlights increases in seizures over time: 

Table 1: Afghan CNPA seizure data over time. 

 2003-2009 2010 2011  2012 

Operations 2,592 1,277 1,955 2440 

Heroin 9,172 kgs. 7,000 kgs. 32,793 kgs. 2,678 kgs. 

Opium 92,826 kgs. 52,000 kgs. 52,839 kgs. 27,381 kgs. 

Morphine 32,092 kgs. 3,000 kgs.  29,374 kgs. 10,433 kgs. 

Hashish 88,041 kgs. 65,000 kgs.  57,968 kgs. 84,557 kgs. 

Precursors  229,364 kgs. 180,000 kgs. 112,237 kgs. 107,005 kgs.  

Drugs labs dismantled 101 64 56 70 

Arrests 2,033 1,186 2,249 2,201 

Foreign Nationals 23 10 12  

Convictions   585 sentenced 

to between 5-20 

years 

 

 

The increases highlighted in table 1, are due to the hard work and dedication of CNPA, ABP and 

Customs Officials. They would have not have been able to conduct operations without assistance, 

funding and mentoring.  The CNPA is a new institution and was barely functioning in 2006/2007, 

when the Projects commenced. Therefore, the CNPA’s success is directly attributable to the efforts of 

those in the International Community who have assisted in its formation and development.  The 

question this report seeks to address is how much can be attributed to UNODC’s Projects? This 

question though is hard to quantify, as UNODC is not the only international organisation involved in 

developing the CNPA, or in assisting the ABP and Customs Officials. It is difficult to ascertain if 

________ 

12 UNODC’s Strategic Framework Programme 2006-2010. 
13 There was disparity between UNODC reporting and CNPA reporting, mainly due to different calendars ; UNOC use 

Georgian and CNPA use Solar. The table above is, therefore, an estimate based on both sets of reports and is not 

definitive. It contains figures for total seizures across Afghanistan, all of which are reported to the CNPA. Independent 

CNPA seizures would be lower than the figures stated.  
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increased education, regional cooperation, improved intelligence, mentoring or even blind luck lie 

behind increases in the CNPA’s abilities to discover and seize narcotic shipments.  The following 

paragraphs examine each Project in turn, highlighting what they delivered. The paragraph entitled 

partnerships explains who UNODC have worked with, as success was often achieved through joint 

endeavours and in partnership, vice unilaterally. 

The conclusion is that without UNODC’s assistance, the CNPA, in particular, would be far less of an 

organisation and therefore considerably less effective than it is today.  Within Afghanistan, UNODC 

has ensured that the Deputy Minister’s Office has survived and retained control of the CNPA. This 

has ensured that Afghanistan has single point of focus for the fight against narcotics, rather than a 

loosely knitted group of independent units unable to operate toward unified aims and objectives. The 

impact of the Projects, therefore, has been the development of operational capacity and cohesion 

within the CNPA and improved linkages with partner organisations within the Government. This has 

ensured that the fight against narcotics is now more unified than it was six years ago. Externally, 

UNODC’s work has improved regional cooperation and provided mechanisms for sharing intelligence 

between bordering countries. Although the level of regional information sharing and cooperation has 

not reached those envisaged by the SFP, UNODC’s work should be considered a success.  Many 

similar border initiatives have failed to deliver anything like the limited effect that these projects have 

achieved. The successes of the Border Liaison Offices (BLOs) and the joint or simultaneous 

operations, such as Operation TARCET, prove why regional cooperation is so important in the 

countering the transnational nature of narcotics trafficking. The results of Op TRACET, which 

targeted the smuggling of precursor chemicals, are shown below: 

Table 2: Results of Operation TARCET. 

Date/Type of 

Seizure 

Op TARCET I  

2008-2009 

Op TARCET II  

2009-2010   

Op TARCET III  

2010–2011 

Total Precursor 

Chemicals seized  

 

45,000 kgs. 462,813 kgs. 460,000 kgs. 

Acetic Anhydride 
Afghanistan: 1,144 

kgs. 

Iran: 5,400 kgs. 

Pakistan: 15,444 kgs. 

Afghan Police: 

450kgs. 

International Forces: 

1,180kgs. 

Pakistan: 5,172.5kgs. 

Iran:383 kgs 

Central Asian States: 

1,547kgs. 

Afghanistan: 23,000 

kgs. 

Iran: 1330 kgs. 

Tajikistan: 404kgs. 

 

Acetyl Chloride Iran: 16,000 kgs. 

Pakistan: 5,000 kgs. 

 

  

Acetic Acid 

 

Uzbekistan: 1,600 kgs.  3,500 kg 

Hydrochloric Acid 

 

 10,900 kgs. 7,000 kgs. 

Sodium Carbonate  2,208 kgs. 

 

2,000 kgs. 

Ammonia Chloride 

 

 1,115 kgs. 1,000 kgs. 

 

The success of Op TARCET and its focus on precursor chemicals is worth highlighting. The 

Precursor Control Unit (PCU) was established in 2008, under Project AFG/I85, and it became 
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operational in 2009.  The seizure of precursor chemicals then increased markedly between 2009 and 

2011.  This seizure rate increased, to the extent whereby UNODC believe that it may has forced many 

narco-traffickers to export wet opium out of Afghanistan and process it in countries which have less 

regulatory oversight.  This theory is supported by a reduction in precursor chemical seizures during 

2012.  Although un corroborated by hard intelligence, UNDOC and CNPA staff stated that seizures 

rates may have dropped, because some narco-traffickers see the risks of importing precursor 

chemicals into Afghanistan as too high compared to the risk of refining heroin in neighbouring 

countries
14

. 

Law enforcement is only part of the solution, and the UNODC’s other work-strands in the areas of 

demand reduction, education and alternative lively hoods contribute equally to countering narcotics 

within Afghanistan. In addition, seizures are only part of the law enforcement equation. Seizures 

reduce the narco-traffickers’ profit margins, but they do not defeat the organisations that lie behind 

narco-trafficking. The true worth of increased seizures has been the ability of the Afghan State to 

prosecute and convict those responsible. The work of the Officials and CNPA Officers to gather 

evidence and prepare cases for prosecution by the Criminal Justice Task Force (CJTF) is therefore 

vital.  The CJTF has been supported by the UNODC, it is now a credible and capable organization, 

whose efforts have increased the risk to those involved in the narcotics trade. The SIU reported
15

 that 

they had achieved a 96 percent conviction rate on the cases that they had presented to the CJTF. This 

proves the value of evidence based operations and the mechanisms that lie behind the CJTF.  This 

report only states this fact as a positive (in support of the CNPA) as the issue of criminal justice and 

UNODC’s work in support of the CJTF is covered in a separate evaluation report.  

Effectiveness 

Project AFG/I77 

As a means of increasing the operational effectiveness of the CNPA, UNODC recognized the need to 

educate CNPA officers in technical counter narcotic duties. UNODC devised AFG/I77 to ensure that 

international donors contributed assistance and/or built training infrastructure in a coherent fashion 

and supported CNPA requirements. The Counter Narcotics Training Academy (CNTA) is a now state 

of the art facility and without doubt one of the best in Afghanistan16.  The level of Afghan buy-in is 

admirable.  Although the initial set up only allowed the Afghan staff to look after the buildings, over 

time they have been encouraged to do more. This gradual approach has allowed the Commander and 

his Staff to take over in easy to absorb steps and CNTA is well ahead of the NATO Transition 

timeline. CNTA is a collection of four buildings, each of which was funded by a different donor, at a 

different time.  I77 ensured that these buildings were coherent, and that the donations and 

infrastructure delivered what the CNPA required, and more importantly what they could sustain.  

It was the Train the Trainer packages that provided the catalyst for real change and increased Afghan 

ownership; as the CNTA is now able to sustain the development of trainers and not just train students. 

The CNTA can supply all the instructors it requires in the Academy and also is able to deploy tailor-

made training teams to the provinces to ensure that all officers receive the training they require. The 

ability to launch Mobile Training Teams (MTTs) and the maturity of this training, places this Project 

ahead of most other institutional capacity building efforts in Afghanistan
17

. There is little doubt that 

the increased professionalization of the CNPA is partly due to the fact most of its officers have now 

________ 

14 In discussion with UNODC staff and CNPA officials they believed that this might be the case;  

however, at present this cannot be verified via intelligence reports. 
15 In conversation with the SOCA representative from the British Embassy in Kabul. 
16 The Evaluator has visited numerous Police and Military Training facilities in Afghanistan in the last five years.  
17 In larger schools the International Community finds it hard enough to staff Central Schools with Afghan instructors 

and is behind the UNODC in developing and deploying Mobile Training Teams.  
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conducted some form of basic CN training, either in the CNTA or via MTTs. The CNTA is already 

capable of managing the entire training package for CNPA recruits and is now looking to increase the 

length of the basic CN course, so that it can deliver a better quality of CNPA officer. 

CNTA also provides a suitable location for the CNPA to host regional conference and working 

groups.  The Project has enabled the CNPA to send students on international courses. Although small 

in number, exchange students and hosting working groups are all positive indications of Afghanistan 

taking its place at the regional table and of growing regional cooperation. 

Project AFG/I85 

I85 was designed to counter the flow of chemicals used in the manufacture of heroin and other illicit 

drugs into Afghanistan. This Project has been extremely successful. It has, over an extended timeline, 

achieved almost all the intended outcomes and the stated objective. From a low starting point, of a 

single untrained officer, Afghanistan now has a fully functioning Precursor Control Unit (PCU), 

which is capable of investigating precursor seizures and Drug Regulatory Committee (DRC). The 

head of PCU chairs the DRC which ensures a viable link between CNPA operations and the 

regulatory function within the Ministry of Counter Narcotics (MCN). The DRC is proving its 

effectiveness, such as blacklisting a number of companies for non-compliance and investigating many 

more. The PCU and DRC are both capable of acting on intelligence and sharing information with 

regional neighbours. The number of precursor seizures in Afghanistan has increased markedly (see 

table 1) since the Project commenced.
18

 

A major triumph of this Project has been the establishment of an information and intelligence 

exchange mechanism between Afghanistan and its neighbours. While the flow of actionable 

intelligence remains limited, the fact that UNODC has managed to set up viable procedures is a real 

achievement. For political reasons, the sharing of real time narcotics intelligence across the region is 

sensitive and most reporting is after the event. Intelligence relating to precursor chemicals, however, 

appears to be less sensitive. Regional efforts, sometimes directly because of this Project, to identify 

and interdict precursors have delivered tangible results; this is a positive step towards sharing real 

time intelligence in the future. 

Precursor training provided at the tactical level has been well received and very successful. Within 

two years of the PCU being established, seizure rates of precursors increased exponentially. Operation 

TARCET statistics and other seizures, particularity along the western border, increased after 

interdiction teams were trained. Precursor training is now delivered by the Counter Narcotics MTTs, 

which are seen as extremely effective.  

Project AFG/J43 

At the request of the CNPA, and as a means of implementing lessons learned from AFG/G38, which 

set up the CNPA, J43 was designed to ensure that CNPA operations could be sustained and enhanced.  

Since its conception in 2003, there is no doubt that the CNPA has improved, and that seizure rates 

have dramatically increased between 2009 and 2012. Without doubt the key strength of the CNPA is 

the fact that the MoI has appointed a Deputy Minister of Counter Narcotics to provide political 

oversight to the CNPA. This political oversight increases visibility and exposure, of what is a very 

small organisation, compared to the remainder of the MoI and the Military. The Deputy Minister’s 

position is useful as it protects the specialist units from unwanted attention, malign or otherwise. 

UNODC support to the Deputy Minister and the CNPA has already assisted them in dealing with two 

possible organisational changes which would have reduced their capacity to conduct operations. 

________ 

18 OP TARCET Seizure data 2008-2011. 
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The foundations of the CNPA are sound thanks to UNODC developing its institutional capabilities.  

However, these are just the foundations and what really delivers is the CNPA’s ability to conduct 

operations. CN operations are complex and must conform to an Afghan Counter Narcotics Strategy, 

which includes border controls, that is resource prioritized.  There are other inter-dependent factors 

such as: an acceptance of a mobile versus a static security plan; cross border and inter-agency 

intelligence sharing; the ability to monitor narco-traffickers, drug producers and the border, the 

provision of actionable intelligence; the timely communication of actionable intelligence; the ability 

to plan and launch raids; infrastructure to house and maintain mobile assets; and responsive logistic 

support for mobile operations.  Despite the best efforts of the international community, many of these 

elements are not in place and even those that the CNPA does possess are limited in terms of reach and 

endurance.  Developing a complete operational system will take time and is unlikely to occur in the 

near term.   

In order to operate as a credible force, the CNPA needs to be more than just a collection of specialist 

units.  Given the political and criminal sensitivities relating to narcotics, there are risks to intelligence 

sharing outside of the vetted units and more generally across the Afghan National Police (ANP).  Due 

to the special status of the NIU and SIU, they sit outside of the normal chain of command. However, 

the sum of the all the parts of the CNPA would be far greater than each individual element, and one of 

the challenges for the future will be to gain maximum effect from fewer resources without 

compromising operational integrity. 

Regional cooperation is one of the key elements to tackling narcotics in Afghanistan and more widely, 

as the issue transcends international borders. J43 has been instrumental in supporting Ministerial and 

CNPA officials in their ability to attend regional working groups and international courses. 

The major tangible success of J43 was the mentoring and assistance offered in niche and specialist 

areas, particularly the development of the Forensic Laboratory.  This facility is state of the art and is a 

critical element in the prosecution of suspects, as it is the sole authority that can ascertain whether a 

substance is illegal or otherwise.  

Project AFG/J55 

Targeting narco-traffickers cannot occur in isolation from the wider transnational nature of their 

business. A counter narcotics strategy for Afghanistan, therefore, must encompass more than just the 

CNPA and should include other agencies such as Afghan Border Police (ABP), Customs Authorities, 

and national and international intelligence agencies. The AFG/J55 Project was designed to assist the 

security of the western border area between Afghanistan, Iran and Pakistan. The initial J55 concept 

sought to provide ABP Regiments, along the western and south-western borders, with a mobile 

interdiction capability.  Mobile Interdiction Teams (MITs), garrisoned at key choke points, would 

then target smugglers and narco-traffickers as they transited the border area.  This vision of MITs is in 

stark contrast to the small isolated checkpoints that currently sit astride the border; interspersed every 

25-30 kilometres. The concept above, while sound in principle, is complex and relies on a number of 

inter-dependent factors: an Afghan border strategy that has been resourced; Afghan acceptance of a 

mobile versus a static security plan; cross border and inter-agency intelligence sharing; the ability to 

monitor the border and provide actionable intelligence; the timely communication of actionable 

intelligence; the ability to plan and launch raids; infrastructure to house and maintain MITs; and 

responsive logistic support for mobile operations.  None of the above was in place at the start of the 

Project, and not much was been developed during the last six years.  A limited number of MITs have 

been formed, trained and equipped; however, the security situation did not allow them to be mentored; 

which reduced their effectiveness.  One garrison building was built, but it is considerably smaller than 

planned and has a limited effect in combating smuggling in the area. 
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The real success of J55, had been increased regional cooperation and cross border dialogue.  Given 

the security situation, the lack of trust and tense border dynamics, any cross border cooperation should 

be seen as positive. UNODC perseverance in organising regional events has slowly yielded results.  

Cross border cooperation is limited, but there are joint training events and there have been some joint 

or simultaneous operations. Operation TARCET, which targeted the trafficking of precursor 

chemicals, highlights what can be achieved when intelligence is shared.  BLOs have been established 

at four locations, and though they have yet to provide the envisaged comprehensive cross border 

liaison, they do provide a sound foundation for taking this concept further.  In addition, they have 

improved the working relationships between the various Afghan agencies and provided a fixed 

location and mechanism for the exchange of intelligence.  

UNODC has managed to put in place not only high level agreements between Afghanistan and its 

regional neighbours, but it has also delivered the tactical tools to ensure that liaison is possible.  J55 

has also succeeded where other projects, of a similar nature have failed, and UNODC should be 

justifiably proud of its achievements.  Over the past 10 years numerous other International 

Organisations have attempted to establish border liaison posts and cross border coordination 

mechanisms. These projects have suffered from a lack of political buy-in, have proven costly and 

ultimately, although they may have delivered infrastructure, they have delivered little in terms of 

closer regional cooperation. UNODC, on the other hand, has managed to gain more traction and 

yielded better results for the modest amount of US$7 million, than many other better-funded 

initiatives. There is still some way to go before the BLOs are declared as fully functional, but they are 

a good first step.  Encouragingly Afghan authorities have bought into the concept, which improves 

their chances of survival. 

Efficiency  

All four of the Projects suffered from delays in their first 2-3 years of implementation.  All Projects 

were subject to multiple revisions, extended timelines and increased budgets.  Initial project design, 

Tashkil (Afghan structural) alterations, security issues, the ability to hire suitably qualified 

International subject matter experts as well as the absorptive capacity of counter parts, all played a 

part in delaying the implementation of projects. Some of the underlying issues could have been 

identified in the original project documentation and therefore the project design or contingencies 

could have been altered. Although all four sought to fulfill objectives set in the SFP, they were, in 

essence, four independent projects, and were not tied to a set of central aims or outcomes. The design 

of the country programme appears to have addressed this issue.  

Design 

The initial scope of the Projects was often too ambitious. Given the initial timelines (3 years) and 

resources available (US$14 million), the ability of UNODC to deliver everything it intended to 

achieve was somewhat overstating their ability to deliver.  One reason for this overstated ambition is 

that UNODC projects in Afghanistan (and elsewhere) need to attract donors, as they are not centrally 

funded. This results in inflated objectives, compressed timelines, and overly-vague language. Staff 

felt the need to prepare project proposals that could appeal to as wide a variety of potential donors as 

possible, or risked having project funding cut. However, once funded, the result was, Projects that 

could never really deliver what they set out to achieve, as they had neither the resources nor time 

required. This necessity interferes with the need to thoroughly analyse issues and target areas for 

assistance efficiently. Furthermore, when Projects were underway, it became difficult to monitor 

progress because the Projects usually ended up delivering something other than what it set out to 

achieve. The donors interviewed understood why UNODC did this, but stated that they would prefer 
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more realistic objectives to be set, as then they too could demonstrate progress back to their own 

capitals, which is what they were required to provide.
19

 

Due to the complex inter-relationships between CN activities, it was difficult to ascertain if educating 

officers (I85), increased regional cooperation (J55), improved intelligence (I77), capacity building 

(J43), or even blind luck lay behind the success of the CNPA. In reality it was combination of all 

these elements. The fact that the UNODC devised four separate projects delivering support to 

different organizations verses thematic support to numerous organizations, could be seen as an 

inefficient use of resources. A single overarching programme, with coordinated thematic activities, 

would have been a far simpler delivery mechanism. Although each LE project supported SFP 

outcomes, it was independent and designed to standalone.  However, the LE Projects did coordinate 

their activities due to the dedication of the in-country staff. Funding and expertise from one Project 

was often used to support or reinforce another Project’s outcomes
20

. The evaluation did not find 

examples of duplication of effort in fact it found examples were possible duplication had been 

avoided
21

. This was due to the fact that all four projects were centrally managed by a competent senior 

member of staff. The design of Country Programme, and its inter-linkages to the Regional 

Programme, indicates that COAFG has learnt lessons from the implementation of the LE projects.  

The Country Programme appears to be a far more logical and simpler tool, which has been designed 

along thematic lines and is capable of altering delivery as the situation changes or when more 

resource become available.  

Reporting 

The ability to evaluate the Projects was difficult due to the changing nature of their design, the 

multiple revisions and the alterations to outcomes, outputs, and activities and funding. This number of 

alterations to the project over time is indicative of two issues: firstly that the initial project 

documentation was too ambitious and/or poorly written; and secondly the projects did not take into 

account the realities of actually implementing projects in Afghanistan.  Both these points can be 

avoided in the future by better planning. The evaluator was provided with a hard copy file of some 

300 pages of supporting documentation per project, access to an online archive, and the ability to 

navigate ProFI. This was in addition to excellent access to UNODC staff and stakeholders. This 

wealth of data was overwhelming and took considerable time to process. In order to reduce the 

Projects into easy to understand chunks of data, the evaluator devised his own system for 

backtracking project implementation over time, in effect mapping project activities and expenditure. 

This was an attempt to understand how and why Projects had delivered or otherwise; basically to 

contextualize delivery in a simple chart.  

The ability for a project to map progress via an IT system would be of considerable benefit to 

implementation staff and to those who monitor progress. The ability to log into a live document that 

could show each activity over time and highlight what has been achieved and where delays have 

occurred would be an excellent project management tool. The evaluator fully supports UNODC’s 

efforts to produce such a tool, piloted in COAFG for the Country and Regional Programmes, which is 

being developed by ITS. The ability for donors to access this database, or a public version, which 

could not only provide project data, but pictures and a few lines of text would also go a long way to 

________ 

19 Interviews at the Canadian and Japanese Embassies.  
20 An example of coordination, was the deployment of Precursor Unit officers on the Counter  

Narcotics Training Academy’s Mobile Training Teams. This took staff developed under I85 and  

allowed them to train CNPA, ABP and Customs Officials, alongside staff developed under I77. In  

addition some of this training was coordinated with J55, which sort to provide assistance in the  

western border region.  
21 The CNPA Provincial Building that was due to be built under J43. The initial site visit discovered  

that the Netherlands had already designed a Provincial Police HQ that would accommodate this unit  

and the funds were reallocated.   
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addressing donors reporting requirements.  Most donors do not require pages of text. They invariably 

deliver PowerPoint briefs containing pictures and bullet points and are hungry for products that fit this 

format. A reduced (twitter) type of reporting would not replace full periodic reports, but it should 

reduce the frequency and number of reports, in addition to being a suitable project management tool. 

Structural Issues 

The CNPA like other Afghan organisations has structural shortcomings.  Restructuring Afghan 

organisations requires alterations to the Tashkil, the authority to hold on establishment and to pay and 

equip officers.  The standard is that alterations to structures can only occur after an annual review. 

Approved alterations are then announced every October for delivery the following year.  Creating a 

new unit or conducting major structural alterations can, therefore, take two years to yield any results.  

Requesting amendments outside of the annual review cycle and/or rectifying mistakes only increases 

the time taken to deliver results.  The Tashkil review is the reality of working in Afghanistan, and the 

UNODC staff implementing these Projects did not fully understand or work with the system, which 

resulted in unnecessary delays. UNODC is not alone is this failing. This issue is now well understood 

and proposed changes to structures are staffed in accordance with Afghan systems. 

Project Staff 

Most Projects stalled at some point due to the inability of the UNODC to hire suitable SMEs, to act as 

international coordinators for the Projects.  However, once a qualified international coordinator was 

hired, the Project progressed as designed.  The technical nature of the Projects necessitated the 

requirement for international staff to assist in its delivery. Projects also stalled during handover 

periods and/or when the UNODC’s recruitment system failed to replace international staff in time and 

there were gaps in specialist oversight.  

There is a distinct difference between mentoring, which increases capacity and project management 

which seeks to deliver a product on time and budget. In order to deliver highly specialised projects, 

some subject matter expertise will be required to assist activities such as procurement; however, staff 

felt that too much of a mentor’s working day involved project process, versus time spent with their 

Afghan counterparts. If projects require additional management oversight then it might be far more 

efficient to bring in dedicated project managers for discreet periods rather than use mentors to fulfill 

both roles. For Projects seeking to build institutional capacity, UNODC must ensure that the balance 

of effort is adjusted in favour of mentoring; as this is what has been shown to deliver results. Any 

attempt to reduce costs by not hiring international staff for discreet periods leads to stagnation and 

inadequate implementation. 

Absorptive Capacity 

Many activities listed in Project documentation were designed to deliver capacity building and 

sustainability, such as mentoring and assisting. Afghanistan was emerging from decades of conflict 

and had a low educational level; therefore, there was no clear way to build capacity effectively.  All 

concerned stakeholders realize that capacity building takes time and is hard to measure, as the results 

often do not appear for years. Many programmes and projects in Afghanistan have been agreed to at 

the highest level and then implemented at the tactical level.  They have very often failed to adequately 

educate the entire chain of command, those who are responsible for employing the new capability. It 

is not that projects have failed to address this issue, but for the sake of quick implementation, projects 

have rushed to tactical delivery. Many senior commanders, therefore, do not understand new 

capabilities, feel threatened by them and can misemploy or actively block them. UNODC should 

consider how is can assist the CNPA leadership through education and mentoring. 

Expenditure 
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Including project support costs, the Projects spent no more than US$30.0 million over seven years, 

which equates to approximately US$4.5 million per annum. This is in stark contrast with the US 

Embassies US$42 million per annum on CN interdiction alone. The cumulative effect of project 

revisions and extended timelines were large variations between the original budgets and final 

expenditures. The overall conclusions are as follows: 

(a) Staff costs increased from an average of 20 to 43 percent of the total budget and increased 

by three times the original budgeted allocation.   

(b) Travel costs increased, they remained at about 3 percent of the budget, but increased by 

twice the original budgeted allocation.   

(c) Infrastructure and Training costs over all remained generally the same as a percentage of the 

budget, but increased compared to the original budgeted allocation. J55 increased while I85 and I77 

fell.  

(d) Equipment costs fell from 35 to 20 percent of the budget and remained broadly in-line with 

the original budgeted allocation  

(e) Miscellaneous cost increased from 4 to 6 percent of the total budget and increased by three 

times the original budgeted allocation.    

(f) Project Support costs remained at approximately 12.5 percent but were double the original 

budgeted allocation.    

(g) Subcontracts fell as a percentage of the budget and were broadly the same as the original 

budgeted allocation.    

 

Expenditure was slow across the Projects in the first 2–3 years (2006-2008) and spiked in 2009-2010 

when the Projects really started to deliver. All Projects increased expenditure, especially staff costs as 

delivery times increased.  However, this is to be expected as the project real successes were gained 

through mentoring and direct assistance rather than the provision of buildings and equipment. In the 

future UNODC should increase its staff costs to ensure that project design is based on the reality of 

doing business in Afghanistan.  

The fact that, despite the challenges above, the majority of project’s objectives were accomplished 

shows that large budgets are not essential to successful implementation. A low level of spending can 

achieve results if staffs persevere. However, this takes time and will increase staff costs over time.  

While UNODC cannot hope to conduct large scale assistance projects within its current funding 

streams, there is a need to target specialist areas which deliver disproportional effect compared to the 

modest investment of a few mentors and equipment enhancements. 

Security 

The J55 Project and elements of J43 and I77 suffered delays due to security concerns. This reduced 

the ability of international staff to travel to sites, to conduct reviews and/or mentor Afghan 

counterparts.  Security affected the construction of buildings, as sub-contractors were attacked. 

Security is unlikely to improve dramatically over the next couple of years. In addition, as ISAF 

reduces its presence, there will be a reliance on Afghan Forces to provide security.  These factors will 

impact UNODC’s ability to travel and implement projects. UNDOC should consider alternative 

means of delivery. The MTTs under AFG/I77 are an excellent example of centralised training 

conducted by UNODC, which in turn provided the means for Afghan trainers to travel to the 

provinces. The use of sub-contractors who may or may not be employed under UN safety rules, who 

could monitor and report progress alongside Afghans or international militaries, should also be 

considered. 
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Sustainability 

The project evaluations conclude that, over all, there were no major issues with sustainability.  

Sustainability was factored into all the projects, through two mechanisms. Firstly, all Projects were 

devised with the consent and buy-in of the recipients, which has meant that the MoI has taken 

responsibly for them; they understand and value them. Secondly, they were designed to be taken over, 

and the specifications were suitable to Afghanistan; in that the CNPA and ABP are capable of 

maintaining them.  The sustainability of infrastructure is fraught with issues and ISAF is experiencing 

difficulties with handing over the hundreds of bases it has built across Afghanistan, mainly because 

they were over specified and the Afghan MoD / MoI is unable to afford their upkeep.  In contrast, 

almost all the infrastructure built by, or through, the UNODC Projects has already been taken over by 

the MoI, and they are already contributing towards the upkeep of these buildings.   

The two capabilities that will have some sustainment issues are the Mobile Detection Teams (MDTs) 

and the Forensic Laboratory.  MDTs utilise specialist vehicles and search equipment which is 

perishable.  Unless the MoI continues to receive funding for upkeep and more likely replacements this 

capability will degrade over time. Due to the highly technical nature of the Forensic Laboratory it will 

require assistance with the upkeep of specialist equipment and provision of chemicals.  There are also 

a number of areas where the CNPA will require long term assistance if they are to continue to operate 

at their current tempo. These areas are: financial assistance in regards to travel and subsistence 

payments (daily subsistence allowance); and stationary and IT support.  UNODC are aware of these 

issues and after due consultation with the donors have provided funding under the Country 

Programme and will, therefore, continue to provide assistance. In other cases UNODC will to strive 

reduce the culture of dependency so that over time the Afghans can provide these services 

independently. 

Innovation 

Given the security situation in Afghanistan, the development of Afghan led and run MTTs is a major 

achievement, and should be considered as best practice. While all the CNPA and ABP officers 

interviewed recognized the importance of training delivered by the international community, but were 

more enthusiastic about receiving training from a fellow Afghan. Developing an indigenous training 

cadre that can be drawn on to make up mobile training teams is an efficient use of scarce resources. In 

terms of limited international staff, it allows them to be centralised in Kabul and for the Afghan 

trainers to go provinces. It has provided the CNPA with the means to take ownership of their own 

training. The development of additional training cadres is important, as it has provided a mechanism 

for this training to become self -sustaining. ISAF stated that they were considering using a similar 

model to achieve training in remote locations and were interested in the techniques used by UNODC. 

When the NATO Training Mission in Afghanistan (NTM-A) reduces its presence over the next two 

years its ability to support centralised training schools will reduce and ISAF will require new ways of 

thinking about how it can support Afghan Security Force development. The CNTA model would 

appear to be a viable option. 

Afghanistan is the world’s largest producer of opium. Not only are the drugs grown in the country, but 

porous borders allowed many of the pre-cursor chemicals to flow into the country and for the drugs to 

be refined internally.  The setting up of the PCU and the education of border officials has played 

major part in increasing seizures of pre-cursor chemicals and in reducing the profits of drug 

smugglers. The inclusion of PCU Officers in MTTs is also an effective use of resources, as it has 

provided a platform for the PCU to educate ABP, CNPA and Customs Officials who are unable to 

come to Kabul for centrally provided courses. This has markedly increased the number of officers 

who have received precursor training and increased the ability of the main border agencies to identify 

and test for precursor chemicals. 
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The establishment of independent investigative and prosecution services which abide by the rule of 

law yet remain free from external interference is a prerequisite for increasing the number of successful 

prosecutions and conviction. UNODC’s establishment of the Forensic Laboratory, whose sole aim has 

been to identify illegal substances has been a major factor in the functioning of the CJTF.  

Prosecutions can only occur when a case file is prepared for review. One of the key questions at this 

review is: was the substance seized illegal?  The CNPA Laboratory answers this question and nothing 

else.  It does not have sight of the case file or details of the seizure, it only deals with numbered 

samples.  Therefore, it is free from outside influence and can perform its duty for the CJTF without 

interference. 

Partnerships 

UNODC has been very successful in developing working partnership with both the Afghan 

Government and the International Community.  The primary recipient has been the MOI which is 

responsible for Afghanistan’s police, border security and counter-narcotics forces. Counter Narcotics 

policy is the responsibility of the Ministry for Counter Narcotics (MCN); however, operations are 

conducted under the Deputy Minister for Counter Narcotics in the MoI. While UNODC has 

relationships with the MCN, for policy development, the majority of the Law Enforcement Teams 

work lies with the action branch, and therefore the strongest relationship is with the MOI and the 

Office of the Deputy Minister for Counter Narcotics. 

The table below highlights the four project and lists the partnerships that UNDOC has 
developed in their delivery. 

Table 3: UNODC Partnerships by Project. 

Project Afghan Recipients International Donors Core Learning 

Partners 

International 

Stakeholders 

I77 

MoI, MoI 

Deputy Minister 

for CN, CNPA 

Canada, European 

Commission (EU)  

and United Kingdom 

(UK) 

US CENTCOM,  

France and  Germany 

Norway, EUPOL, 

Turkey, Italy, France, USA, 

Tajikistan, Turkmenistan, 

Russia and Kazakhstan 

I87 MCN, MoI Deputy 

Minister for CN,  

CNPA, ABP and 

Customs Officials 

Canada, EU, France, 

Germany, Japan, UK 

and UNDP 

US DEA, UK SOCA US INL, Iran, Pakistan, 

Tajikistan, Kazakhstan, 

Turkmenistan and CARIC 

J43 MCN, MoI Deputy 

Minister for CN, 

CNPA Central Zone 

and Kandahar 

Australia, Canada, 

France, Germany and 

Japan 

US DEA, UK SOCA, 

US CENTCOM 

IPCB, US INL, ISAF and 

NTMA CDU 

J55 CNPA, ABP in 

Herat and Nimroz, 

Customs Officials 

EU, Germany, Japan 

and Canada 

ISAF, Border 

Management Task 

Force 

BOMNAF and UNDP 

 

The evaluator gained excellent access to almost all recipients, donors and partners during the course 

of the evaluation and witnessed the strength of these partnerships first hand.  The scope and number 

of all these partnerships is challenging and takes an inordinate amount of time and effort on the part of 

the Senior Law Enforcement Advisor who has to maintain all these relationships in addition to 

overseeing the delivery of projects and mentoring senior Afghan officials.  
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Transition offers opportunities to exploit. The international community will be reducing its presence 

across Afghanistan, but many nations will still wish to contribute to worthwhile initiatives. The 

question will be how to operate in an insecure environment, where Afghan security forces take the 

lead? Old partnerships and mechanisms may not provide the security UNDOC requires to deliver in 

the field, and UNDOC may have to explore other partnerships with those agencies that are more able, 

or better suited at operating in adverse conditions. The MTTs is one mechanism for delivering tactical 

training at arm’s length. But there are other mechanisms, such as developing an Afghan agency to 

deliver on its behalf, or increasing the use of contractors. Finally, ISAF will remain a major actor in 

the country and increased cooperation with the remaining international forces might be an option. 
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III. CONCLUSIONS  

The Projects 

All four projects broadly speaking achieved the desired outcomes. In some cases this outcome 
differed from the initial project design, however, given the challenges facing the implementation staff 
and some initial wishful planning, this was to be expected. The bottom line is that what the Law 
Enforcement Team delivered was relevant, it made a difference and the sum of the projects can be 
measured in terms of effect, and that the targets in the SFP were largely achieved. The Country 
Programme is a far better tool for the delivering effect in Afghanistan. It is more logical, simpler to 
use and has been designed to grow as the situation changes. 

Political Imperative 

The position of the Deputy Minister is vital to the continued existence of the CNPA as a central 
agency dedicated to fighting narcotics.  In turn, the position represents political intent and indicates to 
the international community that Afghanistan is determined in its CN effort.  Therefore, it is vital that 
the CNPA and Deputy Minister continue to receive support and funding. UNODC has a role to play in 
ensuring that that position of the Deputy Minister (and the CNPA) survives, and in ensuring that their 
efforts are recognised and rewarded. UNODC is alive to these facts and has already fought the 
CNPA’s corner.  

Regional Impact 

Regional cooperation is key to any lasting strategy and worthy of investment even for modest gains. 
There is limited intelligence sharing and UNDOC needs to expand on its successes in this arena, if it 
is to achieve more.  The Deputy Minister requested a regional study, to examine what each country 
really does, as means of understanding where the blockages really were.  The issue is transparency, as 
this breads trust. 

Border Strategy 

Afghanistan currently lacks a unified vision of how its borders should be secured and a clear 
understanding of who ultimately has responsibility.  Until such a time that the Afghan Government 
can articulate a resource prioritised strategy, projects that seek to deliver infrastructure risk being 
irrelevant (what is built, might not be required) or unsustainable (what is built, might not be kept in 
good order, due to a lack of funds).  UNODC should seek to understand how Afghanistan will secure 
its borders and in turn identify and support sustainable Afghan solutions.  Working with the Afghan 
Ministries, the International Police Coordination Board and the Border Management Task Force, 
UNODC should assist, at the policy level, to devise a border strategy for Afghanistan.  Given its 
standing with the CNPA, Customs and ABP, UNODC is in well placed to support this type of 
initiative, as it is seen as both a subject matter expert and a neutral advisor. 

Border Liaison 

The concept of encouraging increased cross border liaison is a major achievement. With a relatively 
small budget, UNODC, has delivered a sound and sustainable mechanism that the Afghans and their 
neighbours can now progress. There is still much to be done, but the foundations are secure, and 
UNODC must encourage all parties to take the concept further.  UNODC should be more proactive in 
promoting the success of the BLOs and its part in their delivery.  For a modest budget, UNODC has 
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achieved far more than many other more costly initiatives that aimed to increase cross border 
cooperation. The UN’s neutrality provides an excellent vehicle for encouraging cross border 
cooperation and should be utilised to maximum effect.  The law enforcement sub-programme in the 
Country Programme offers opportunities which UNODC should exploit. The Country Programme has 
already earmarked activities that could take place; it now needs to seek funding or partners. These 
activities need to be undertaken in conjunction with Sub-Programme 1 of the Regional Law 
Enforcement Cooperation under the Regional Programme for Afghanistan and Neighbouring 
Countries. These opportunities can only be exploited if other parties know and understand what the 
project and similar efforts across the region have delivered. UNODC should seek to increase its self-
promotion and public awareness initiatives. 

Public Relations 

UNODC is well known and well respected. But, this is more the product of strong leadership and 
networking than institutional messaging. It was obvious that core learning partners and recipients 
knew of the UNODC, understood its importance, but that they did not really understand what the 
UNODC had delivered.  Public relations are not as strong as they could be, for either the UNDOC or 
the CNPA, and attention should be given to improving both. There is a high turn-over of staff in most 
international agencies and even among the Afghan beneficiaries.  This is in stark contrast to the many 
years that some UNODC staff has served in country. UNODC must ensure that it is constantly 
proclaiming its successes through all available mediums and should not rely on the efforts of a few 
well connected individuals. Although UNODC does have the standard publicity mechanisms, 
information is hard to find and reporting is weighed down by process. Many donors stated that they 
would prefer a Twitter type feed, a photograph and a few lines of text rather than long and complex 
reports. In Line with Transition, UNODC may wish to consider assisting the ABPs/CNPA’s public 
Relations departments, so that they can also increase their messaging.

1
 

Transition and Change 

There will be dramatic changes to relationships between the International Community and the Afghan 
Government during the process of Transition and UNODC must be alive to both the risk and 
opportunities that this presents.  It will need to be proactive in mitigating risks and should consider 
mapping these out now, and developing contingencies. In terms of opportunities the Country 
Programme is a far better tool than the earlier project-based approach for absorbing additional funds 
or streamlining work. UNODC may wish to examine what other areas it could expand into, so that it 
covers more options. It may wish to take the policy lead, in which case its work with BMTF and CDU 
will be vital. The issue is one of capacity, and any increased liaison and planning will require 
additional staff effort, which will require more staff. 

UNODC’s Core Business 

In terms of the budget and the time allocated, initial project design was too ambitious.  The projects 
were beset by problems involving the construction of multiple buildings, which is not a UNODC core 
skill.  All building work was delayed and was ultimately passed to a subcontractor for completion.  
Projects would have been even further behind if multiple revisions had not been made and other funds 
provided. Security was one major factor hampering implementation, but there were others.  Projects 
should have focused at developing the CNPA through mentoring and assistance rather than building 
police stations.  UNODC is better placed at delivering at the operational or strategic level, when it can 
provide expertise and build capacity.  It is recommended that UNODC does not unilaterally deliver 
small scale tactical projects in remote and insecure locations.  If tactical projects are required, 
UNODC should corral the efforts of others to deliver under the policy lead of their Country 
Programme, rather than try and deliver an underfunded piece-meal solution themselves.  UNODC is 

________ 

1 During the interview with the Deputy Minister, he said that one of his priorities was to increase his ability to 

message.  



EVALUATION FINDINGS 

 

 

21 

 

better placed to deliver projects that aim to develop institutional capacity and specialist support than 
more general projects, which aim to build and equip. UNODC budgets and staff are too small to 
implement large scale projects and detract from its core mission.  

UNODC’s Processes 

The projects all suffered delays in implementation. Given the threat,  overly ambitious project design 
and a desire to implement rapidly, this was to be expected. Future project design, for institutional 
capacity building, should recognise these shortcomings and ensure that there is period of 
approximately two years at the start of project implementation where progress will be limited. The 
result should see project timelines extended and staff costs increased, but this is a more accurate 
reflection of the cost of capacity building than the estimates contained within the original project 
documentation. The UNODC’s processes for managing projects, particularly its procurement and 
human resources procedures do not currently provide the flexibility required to deliver projects that 
are technical and staff intensive. The focus for long term assistance should be mentoring. Reporting 
should concentrate on what counterparts have achieved versus reporting on internal staff activity. 
Reporting is too cumbersome, documentation too verbose and too much effort is spent fighting the 
system verses assisting counter parts. Many of the projects required full time mentoring to build 
capacity, to operate more effectively and utilise new equipment and procedures. UNODC should 
review its delivery means and examine how it can position limited international staff to best effect.  

Security 

The security situation in Nimroz and Kandahar precluded UNODC staff from visiting building sites 
and mentoring ABP staff on a regular basis. Transition to an Afghan lead will reduce the presence of 
International Staff and Forces across Afghanistan, further complicating the issue of security.  UNODC 
cannot avoid UN mandated security regulations; however, there are other ways to ensure mentors 
either move or reside close to those that who require their assistance. Allowing other organisations 
and/or contractors to deliver under UNODC approved training guidance should be considered. 
UNODC should review its security requirements and seek other means of delivery, as security will be 
an ever present issue. 

Recruitment 

The projects suffered delays due the time it took to recruit International Staff and Consultants causing 
vital time and energy to be lost. The practice of providing overlapping contracts to enable handovers 
should be considered.  UNODC should enhance its recruitment systems to allow for seamless 
transitions between staff, even if this increases staffing costs. Without International Subject Matter 
Experts (SMEs) many outputs could never have been delivered, so there are no savings to be made by 
not recruiting SMEs. There may well be a need to conduct a review of the UNODC human resource 
mechanisms to ensure that the processes are suitably flexible to hire the correct calibre of person to 
fulfill the role of International SME in a timely manner. In addition UNODC may wish to consider 
hiring dedicated project managers to oversee delivery, free mentors to assist their counter parts. 

Absorptive Capacity 

Low literacy rates and educational standards hampered the delivery and the absorption of complex 
subjects. Future projects should recognise that student literacy and educational standards will be low 
and adjust delivery accordingly. Ultimately an Afghan solution delivered by an Afghan is more 
suitable and sustainable than an international standard that cannot be maintained.  UNODC should 
identify what standards must be met, what is realistic, and prioritise resources towards these activities.  

Structures 
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Project staff must work with the Afghan structures.  Making Tashkil amendments can delay 
implementation by approximately 48 months due to the detailed way the Afghanistan bureaucracy 
works. Even when an alteration has been applied there can be secondary issues that can cause 
additional delays.  Project Design should accept that any project requiring alterations to Afghan 
structures (Tashkils) will incur approximately 48 months of inactivity or at best reduced activity until 
the structural issues are resolved. 

Intelligence is a System 

In order to progress and tackle the major narcotics networks, the CNPA must do more than rely on 
good luck; it must invest in, and exploit intelligence. The ability of the PCU to share intelligence 
regionally is a major factor in increasing regional counter narcotic cooperation. Many core learning 
partners were unaware of how well PCU and DRC performed their tasks. And UNODC should 
encourage/assist the MoI and Afghan Government to increase public awareness of the PCU’s/DRC’s 
activities as a means of increasing regional cooperation. There is a lack of trust between the various 
agencies within Afghanistan and between nations, but the passage of precursor chemical intelligence 
demonstrates that there is a way to overcome this distrust. There is a pressing need to devise 
information sharing mechanisms between agencies so that actionable intelligence can be passed to the 
appropriate unit for execution. The development and sharing of intelligence between elements of the 
CNPA is vital if they are to develop in the future. Presently each element operates independently.  
UNODC must ensure that it employs an Intelligence Consultant to assist the CNPA to liaise with 
other Afghan Intelligence Agencies. This will require the SME having the correct clearance and 
credibility to work with other Law Enforcement and Military Organisations.  
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IV. RECOMMENDATIONS  

Critical 

The UNODC is best placed to support policy initiatives and small scale specialist enhancements. 

COAFG should articulate it core business and ensure that future project adhere to this policy. 

UNODC recognises the importance of regional effect, and has many well thought-out and mature 

activities in place to support greater regional cooperation. The issue is not delivering more, but rather 

one of promoting what has already been achieved and encouraging others to support these initiatives. 

The UNDOC’s regional efforts through both the Country and Regional Programme require elevating, 

so that other agencies with an interest in border and transnational issues understand what has been 

achieved and can expand on these successes.  COAFG should examine its own public relations 

mechanisms and seek to increase its own self-promotion. Perhaps the biggest area for development is 

that of intelligence; its generation and exploitation. COAFG should focus on the development of 

intelligence within the CNPA, amongst other Afghan agencies and more widely across the region. 

Important 

Afghanistan currently does not have a coherent border strategy. In line with supporting policy 

initiatives, COAFG should assist the MoI’s in developing a coherent CN and Border Control Strategy. 

This assistance would have two aims, firstly developing strategy that was achievable and relevant, and 

secondly acting as an advocate for Afghanistan in their dealings with the international community; 

UNODC is a neutral and trusted agent. In line with Transition, COAFG should consider assisting the 

CNPA public relations department with its messaging through the use of a public relations consultant. 

UNODC initial project documentation was poorly written. It was overly ambitious and failed to set 

out clearly definable measures of effectiveness or performance indicators. COAFG should consider 

obtaining additional support when it writes project documentation.  The following options should be 

considered: hiring dedicated project managers; providing additional staff training; or contracting 

external assistance.  COAFG human resource and to a lesser extent procurement procedures hampered 

the effectiveness of project delivery. COAFG should review it Human Resources procedures to ensure 

that it provides suitable staff with the level of expertise the Afghans require, and that it sets the correct 

balance between mentoring and project management.  Too much of a mentors time was often spent 

fighting process vice mentoring their Afghan counterparts. UNODC reports are complex and 

unwieldy. Critical project progress and information is hidden in multiple source documents. There are 

multiple data bases and sources of information. COAFG should devise a single data base from which 

all project information can be obtained.  This would not only assist reporting but also act a project 

management tool. The use of a reduced (Twitter style) reporting system could form part of this data 

base, which would go a long way to satisfying Donor reporting demands. Full reporting would still be 

required, but it could be less frequent and more targeted. COAFG should take a systems approach to 

the development of intelligence and security architecture.  The issue is too large for UNODC to solve 

alone; it will require substantial investment and can only be achieved in partnership with other 

international agencies. 

General 

Where there is a requirement to deliver tactical projects, UNODC should examine its project delivery 

mechanisms and explore other options. Effect could be achieved: through corralling the efforts others 

agencies; through taking a policy lead; developing Afghan capability such as the MTTs; or via sub-
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contractors who are not bound by UN safety guidelines. Supporting regional efforts is as much about 

information flow and transparency, as it is about physical cooperation. It is about promoting trust and 

allowing the countries to work more closely once they have been exposed to the benefits. COAFG 

should consider making public its regional studies and/or producing research papers that explore how 

each nation is contributing to the regional effort and what more could be achieved. COAFG should 

review its procurement procedures, as expenditure for equipment and enhancements detailed in 

project documentation has already been agreed to. Long drawn-out procurements with multiple 

authorisation requests impacts on delivery and is time intensive. All the projects experienced delays in 

the 2-3 initial years, due a myriad of reasons. The underlying theme though is, that building 

institutional capacity is time consuming and that only once counter parts are on board, can change 

occur, and resources be expended. COAFG should ensure that future projects that seek to build 

intuitional capacity are designed with this delay in mind. Expenditure was slow across the Projects in 

the first 2–3 years (2006-2008) and then spiked in 2009-2010 when the Projects really started to 

deliver. COAFG should ensure that future projects, which seek to build institutional capacity or 

change an organisation, are designed to allow for initial project inertia. COAFG must work with the 

grain and understand Afghan ways of business and ensure that future programs do not experience 

delays through a lack of understanding. This will require staffing which will become additional 

human resource requirement. The education of senior officials is the key to ensuring intuitional buy 

in, to current projects and in developing the CNPA as an institution. COAFG should assist the CNPA 

in educating senior officials through the CNTA, as this is an established academy and is already 

highly regarded.  COAFG should ensure that its training efforts are in accordance with Afghan 

requirements and coordinated with other international partners.  Police (ANP) primacy will become a 

major issue as Afghanistan Transitions and UNODC is well placed to assist in this development. 
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ANNEX I.  LAW ENFORCEMENT EVALUATION SCHEDULE 

Date Time Meeting/visit Location Person to meet  Remarks 

Saturday 

24 Nov 

Tbc Arrival to Kabul Airport, Drive to Park 

Palace 

Kabul Airport Mark or Transport 

Section depending on 

Security Situation 

One copy of documents to 

Mark. One copy to Reg to be 

taken to PP.  

Tbc Security briefing UNODC Bari  

 Document review/Rest Park Palace Peter, Geoff, Ken and Reg Introduction to LE Team 

Sunday 

25 Nov 

 Document review Park Palace  National Holiday.  

Monday  

26 Nov  

09:00 Desk–review of documentation and 

meeting with Precursor team Training 

team 

UNODC I85 staff  Waheed, Geoff and Qasim 

13:00 Desk–review of documentation and 

meeting with Training Team 

UNODC I77 staff Reg and Abdul 

Tuesday 

27 Nov  

 

09:00 Desk–review of documentation and 

meeting with CNPA team  

UNODC J43 staff Mark, Eisa, Ken and Peter 

13:00 Desk–review of documentation and 

meeting with Border team  

UNODC J55 staff Daud and Ken 

Wednesday 

28 Nov  

09:30 Meeting with Director General CNPA CNPA General Khalil Bakhtyar   Mark and Eisa. Eisa to arrange 

10:30 Meeting with Director, Intelligence 

CNPA  

CNPA General Saifi Mirza Mark and Eisa. Eisa to arrange 

11:30 Meeting with Head of Precursor Control 

Unit 

CNPA Captain Naim Mark and Eisa. Eisa to arrange 

14:00 Meeting with Ministry of Interior CNTA DM Ahmadi Mark and Eisa. Eisa to arrange 

Thursday 

29 Nov 

 

 

10:30 Meeting with Embassy of Japan Embassy Sachiko Furuya Mark 

12:00 Briefing with Team Leader UNODC Ron Renard Mark 

16:00 Meeting with Embassy of France Embassy Francis Paccagnini Mark 

17:00 ISAF ISAF HQ Andy Duffus Mark 

Friday  Day off     
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30 Nov 

 

Saturday 

1 Dec 

09:00 

 

Meeting with Training Director, CNTA CNTA General Ebadi Reg and Abdul – Mark and 

Abdul to participate 

11:00 Meeting with Head, Mobile Training 

Teams 

CNTA Lt. Col Amre Khuda Reg and Abdul – Mark, Reg and  

Abdul to participate 

14:00 Meeting with Commander, Afghan 

Border Police 

ABP General Ahmadzai Waheed to arrange. Mark and 

Daud particpate 

15:30 Meeting with Interagency Working Group  

lead 

ABP General Sadat Waheed to arrange. Mark and 

Daud particpate 

16:00 Meeting with the European Commission Delegation Kristian Orsini Mark 

Sunday 

2 Dec 

 Visit to Herat    Daud – Ken to accompany 

Monday 

3 Dec  

 Assessment of Herat ABP and BLO   Daud – Ken to accompany 

Tuesday 

4 Dec 

 Return to Kabul    Daud – Ken to accompany 

Wednesday 

5 Dec 

 AFG/K61 Technical Working Group 

Meeting  

CNTA  Mark to arrange. Eisa to 

organise lunch. Reg/Abdul – 

conference room 

Thursday 

6 Dec 

09:00 Meeting with Counter Narcotics 

Development Unit 

CNPA Doug Madden/Steve 

Smith 

Mark 

10:00 Meeting with the NATO Training Mission 

Afghanistan (NTMA) 

CNPA Leon Schenck Mark 

11:00  Meeting with CENTCOM CNPA Colonel McAllistar Mark 

12:00 Meeting with SPECTRE CNPA Roger Taylor Mark 

14:00 Meeting with SOCA  Embassy Gilly Potts Mark 

15:00 Meeting with Embassy of Germany Embassy Patrick Schafer Mark 

16:30 Meeting with INL, USA  Embassy Michael Layne Mark 

19:00 Meeting with Embassy of Canada Embassy Jessica Dawson Mark  

Friday 

7 Dec 

 Day off     

Saturday 

8 Dec  

 Preparation of draft report UNODC   
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Sunday 

9 Dec 

 Visit to Nangahar - BLO assessment 

(Road Mission) 

Nangahar   Daud 

Monday   

10 Dec  

 Visit to Torkham BLO Torkham  Mark – Rotary  

Tuesday 

11 Dec 

 Return to Kabul (Road Mission)   Daud 

Ken and Reg departing pm 

Wednesday 

12 Dec  

10:00 Mobile Detection Team  CNPA Col. Ahmadshah 

Capt. Naib 

Ken 

10:45 Forensic Laboratory CNPA Lt. Nawaz Ken 

13:00 Preparation of draft report UNODC   

19:00 Presentation of preliminary findings  UNODC LE Section  

Thursday 

13 Dec 

 Preparation of draft report UNODC  Mark departing pm 

Friday 

14 Dec 

 Day off     

Saturday 

15 Dec 

 Departure  Kabul Airport   

Sunday 

16 Dec  

09:00 Travel   Geoff departing pm 

Monday 

17 – 31 Dec 

 Working out of home for finalization of 

the evaluation report 

London    
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ANNEX II.  RECORD OF INTERVIEWS AND MEETINGS 

Organisation Name Relationship 

EU Kristian Orsini, Deputy Head of Operations Donor 

Canadian Embassy  Katherine Verrier-Frechétte, Counsellor (Political) 

and Jessica Dawson Second Secretary (Political)  

Donor 

Canadian Government Andrew Shaw and Eleanor Parsons from Ottawa Donor 

French Embassy 

  

Not available Donor 

Didier Drevet Drug Liaison Officer Core Leaning Partner 

German Embassy  

 

Patrick Schäfer, Political Counsellor Donor 

Uwe Jürgensen Police Liaison Officer Core Leaning Partner 

Japanese Embassy Sachiko Furuya, First Secretary Economic 

Cooperation Section 

Donor 

UK Embassy   Gillian Potts, Counsellor Law Enforcement Donor/ Core Leaning 

Partner 

US Embassy Michael Lanye, CN Team Lead and Holley 

Hagerman, CN Team 

Core Leaning Partner 

UNDP – BOMNAF William Lawrence Donor/ Core Leaning 

Partner 

Deputy Minister of MoI 

for CN 

Deputy Minister Ahmadi Recipient 

Director General CNPA Major General Khalil Bakhtyar  Recipient 

Head of Central CNPA Major General Samiullah Qatra Recipient 

Head of CNPA 

Intelligence 

Brigadier General Mirza  Recipient 

Commander CNTA Brigadier General M. Tahir Ebadi  CNPA Recipient  

Commander MDT Colonel Ahmadshah  Nadrei CNPA Recipient 

Deputy Commander 

CNTA  

Lt Col Amre Khunda CNPA Recipient 

MDT Captain Naib CNPA Recipient 

Head of PCU  Captain Mohammad Naim CNPA Recipient 

Forensic Scientists Dr Khalid – unavailable. Gharib Nawaz and 

Fahiem 

Recipient 

Deputy Head of ABP Major General Sadat  ABP Recipient 

ABP 4
th

 Zone 

Commander 

Not available Recipient 

Islam Qala BCP 

Commander 

Colonel Nasar Hamae ABP Recipient 

Torkham Gate BCP 

Commander 

Colonel Enayatullah Abdullah ABP Recipient 

Commander 3
rd

 

Kandak 4
th

 Zone  

Lt Col Fahrah Ah Farid ABP Recipient 

Islam Qala BLO  

  

Mohammad Jawae and Timorshah CNPA Recipient 

Major Qais Safee and Captain Sattar ABP 4th Zone 

Investigation Branch 

Recipient 

Mr Mear Zaman and Mr Daleary Customs Recipient 

Torkham Gate BLO Toorshah Khan and Amjal CNPA Recipient 

Mr Fateh Mohammad Customs Recipient 
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Amjal Noorani and Wajid Yousofzia ABP Recipient 

UNODC Country Team Jean-Luc Lemahieu Regional and Country 

Representative and Ashita Mittal Deputy 

Representative 

Implementation 

Management 

UNODC Law 

Enforcement Team 

Mark Colhoun – Head of Law Enforcement  

Team 

Dr Eisa Nang – Project Coordinator 

Kenneth Williams – International Consultant 

Eid Mohammad Noori – Associate  

Geoffrey Clelland – International Consultant 

Daud Saskai – Project Coordinator 

Qasim Ali Qasimi – Associate  

Rashid Abedi – Associate 

Reginald Pitts – International Consultant 

Abdul Kadir Naqshbandi – Project Coordinator  

Peter Bottomley – International Consultant 

Mobeen Haidari – Associate 

Waheed Akrami- Project Coordinator 

Implementers 

UNODC Herat Fahrim Sherazad Associate Implementer 

UNODC Jalalabad Mr Wahalid Associate Implementer 

DEA Informally Core Leaning Partner 

SOSI Not available Core Leaning Partner 

SOCA Via UK Embassy Core Leaning Partner 

Deputy Minister’s 

Mentor 

Andy Colantonio, INL – US Embassy Core Leaning Partner 

CENTCOM Informally Core Leaning Partner 

Border Management 

Task Force 

Informally Core Leaning Partner 

NTM-A Informally Core Leaning Partner 

Counter Narcotics 

Development Unit 

(CDU)  

Steve Smith, Program Manager NTM-A Core Leaning Partner 

HQ ISAF CN Cell 

  

Tom Stankiewicz, Wing Commander Andy Duffus 

and LtCol Joe Maybank 

Core Leaning Partner 

COMISAF Police 

Advisor Cell (CPAC) 

Acting Director Jean-Michel Turquois, French 

Gendarmarie  an CPAC Deputy Director Romi 

Gyergyak, Australian National Police 

Core Leaning Partner 

COMISAF’s Advisory 

and Assistance Team 

Al Sabrini Law Enforcement (CN) Advisor, Ellen 

McCully Rule of Law Advisor and Ahemd Queseri 

Intelligence Advisor 

Core Leaning Partner 

RC (W) Major Arturo Hernandez and Bobby Sinko Core Leaning Partner 

RC (SW) LtCol Hez Barge Core Leaning Partner 

UNODC Implantation 

Working Group 5 Dec 

Participation from: 

Ministry of Counter Narcotics 

Director of CNPA 

Director of Provincial CNPA 

Head of Intelligence 

ABP Training 

Deputy Commander CNTU 

Head of PCU 

Canadian Embassy 

French Embassy 

Japanese Embassy 

UNODC Law Enforcement Team 

Donors,  Core Leaning 

Partners and 

Recipients 

Press Conference to 

announce Operations in 

Representatives from: 

Deputy Minister of MoI CNPA. All CNPA Generals  

Core Leaning Partners 

and Recipients 
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Badakhshan 6 Dec Russian Drug Liaison Officer, Iranian Drug Liaison 

Officer and Turkmenistan Drug Liaison Officer  

Officials from: INL, DEA, SOCA, NTM-A, 

CENTCOM and UNODC. 
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ANNEX III.  DESK REVIEW LIST 

Contextual Documents: 

 

The International Afghanistan Conference in Bonn, Afghanistan and the International Community: From 

Transition to the Transformation Decade, 5 December 2011 

The Kabul Conference Communique, A Renewed Commitment by the Afghan Government to the 

Afghan People: A Renewed Commitment by the International Community to Afghanistan, 20 July 2010 

The Tokyo Declaration, Partnership for Self-Reliance in Afghanistan, From Transition to 

Transformation, July 8 2012 

UNODC, Programme 13 of the strategic framework for the period 2012-2013 

Paris Pact, Third Ministerial Conference of the Paris Pact Partners on Combating Illicit Traffic in 

Opiates Originating in Afghanistan , Vienna, 16 Feb 2012 

Ministry for Counter Narcotics, Anti-drug Trafficking Policy: Targeting High Value Drug Traffickers 

and their Networks, May 2012 

Ministry for Counter Narcotics, National Drug Control Strategy 2012-2016 

CNPA Annual Report for 2011 

UNODC Red Paper 

UNODC, Country Programme for Afghanistan 2012- 2014 

UNODC, Afghanistan Opium Survey 2011  

UNODC, Afghanistan Opium Survey 2010 

UNODC, Afghanistan Opium Survey 2009 

UNODC, Afghanistan Opium Survey 2008 

 

Project Documentation: 

 

Project AFG/I85: 

 

UNODC, ABP Regiments Project idea, 2005  

UNODC COAFG, I85 Original Project Document, 2006 

UNODC COAFG, I85 Project Revision No I, 2007 

UNODC COAFG, I85 Project Revision No II, 2009 

UNODC COAFG, I85 Project Revision No III, 2011 

UNODC Independent Evaluation Unit, AFG I85 Mid-Term Evaluation by David Hepworth and Teame 

Tewolde-Berhan, 2009 

UNODC Independent Evaluation Unit, Thematic Evaluation of the Technical Assistance Provided to 

Afghanistan by UNODC, Volume I Consolidated Evaluation Report, 2008   

UNODC COAFG, Semi Annual Progress Report for AFG I85, 2012 

UNODC COAFG, Semi Annual Progress Report for AFG I85, 2011 

UNODC COAFG, Semi Annual Progress Report for AFG I85, 2010 

UNODC COAFG, Semi Annual Progress Report for AFG I85, 2009 

UNODC COAFG, Semi Annual Progress Report for AFG I85, 2008 

UNODC COAFG, Annual 2011 – Progress Report for AFG I85, 2011 

UNODC COAFG, Annual 2010 – Progress Report for AFG I85, 2010  

UNODC COAFG, Annual 2009 – Progress Report for AFG I85, 2009  

UNODC COAFG, Annual 2008 – Progress Report for AFG I85, 2008 

UNODC COAFG, Regional Cooperation in Precursor Control between Afghanistan and Neighbouring  

Countries AFG I85, Final Report on the use of Canadian Funds, 2011. 

UNODC COAFG, Final Narrative Report for the European Commission Funding  

UNODC COAFG, List of equipment signed over to CNPA, 2008 

UNDP, MODEL UNDP Expenditure Report, 2012 

UNODC, COAFG, Tripartite Review Meeting of the UNODC Law Enforcement Project AFG I 85, 2011 

UNODC COAFG, Project Performance Evaluation Report, 2011 

UNODC COAFG, Project Performance Evaluation Report, 2012 
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UNODC, Operation TARCET II Debrief, 2010 

UNODC, Operation TARCET Standard Operating Procedure, 2007 

UNODC, Rainbow Strategy, Operation TARCET II Debriefing, 2010 

UNODC, Standard Letter of Agreement between UNDP Tajikistan and UNODC Afghani stan on the 

implementation of activity three of the UNDP Border Management Northern Afghanistan (BOMNAF) 

Project when UNDP serves as the implementing partner  

UNDP, Tajikistan Project Document  

UNODC, Rainbow Strategy – Targeting Precursors used in Heroin Manufacture, 2008 

UNODC COAFG, I85 Mission Report – visit to Ankara Turkey Operation TARCET III, 2010 

ProFi printouts for AFG/ I85 

 

Project AFG/I77 

 

UNODC COAFG, I77 Original Project Document, 2006 

UNODC COAFG, I77 Project Revision No I, 2007 

UNODC COAFG, I77 Project Revision No II, 2010  

UNODC COAFG, I77 Project Revision No III, 2010 

UNODC Independent Evaluation Unit, AFG I85 Mid-Term Evaluation by David Hepworth and Teame 

Tewolde-Berhan, 2009 

UNODC Independent Evaluation Unit, Thematic Evaluation of the Technical Assistance Provided to 

Afghanistan by UNODC, Volume I Consolidated Evaluation Report, 2008   

UNODC COAFG, Annual 2011 – Progress Report for AFG I77, 2011 

UNODC COAFG, Annual 2010 – Progress Report for AFG I77, 2010 

UNODC COAFG, Annual 2009 – Progress Report for AFG I77, 2009 

UNODC COAFG, Annual 2008 – Progress Report for AFG I77, 2008 

UNODC COAFG, Annual 2009 – Progress Report for AFG I77, 2009 

UNODC COAFG, Semi Annual Progress Report for AFG I77, 2011 

UNODC COAFG, Semi Annual Progress Report for AFG I77, 2010 

UNODC COAFG, Semi Annual Progress Report for AFG I77, 2009 

UNODC COAFG, Semi Annual Progress Report for AFG I77, 2008 

UNODC COAFG, Semi Annual Progress Report for AFG I77, 2007 

UNODC COAFG, Support for the Counter Narcotics Training Academy AFG I77, Final Report on the 

use of Canadian Funds, 2009 

UNODC COAFG, Support for the Counter Narcotics Training Academy AFG I77, Final Report on the 

use of Canadian Funds, 2011 

UNODC COAFG, Handover of Equipment to CNTA, various  

ProFi printouts for AFG /I77 

 

Project J55 

UNODC COAFG, J55 Original Project Document, 2007 

UNODC COAFG, J55 Project Revision No I, 2010 

UNODC COAFG, J55 Project Revision No II, 2010 

UNODC COAFG, J55 Project Revision No III, 2010 

UNODC COAFG, J55 Project Revision No IV, 2010 

UNODC COAFG, Annual 2011 – Progress Report for AFG J55, 2011 

UNODC COAFG, Annual 2010 – Progress Report for AFG J55, 2010 

UNODC COAFG, Annual 2009 – Progress Report for AFG J55, 2009 

UNODC COAFG, Annual 2008 – Progress Report for AFG J55, 2008 

UNODC COAFG, Annual 2007 – Progress Report for AFG J55, 2007 

UNODC COAFG, Semi Annual Progress Report for AFG J55, 2011  

UNODC COAFG, Semi Annual Progress Report for AFG J55, 2010 

UNODC COAFG, Semi Annual Progress Report for AFG J55, 2009 

UNODC COAFG, Semi Annual Progress Report for AFG J55, 2008 

UNODC COAFG, Semi Annual Progress Report for AFG J55, 2007 

UNODC Independent Evaluation Unit, AFG J55 Mid-Term Evaluation by Everett Erlandson, 2009 

UNODC Independent Evaluation Unit, Thematic Evaluation of the Technical Assistance Provided to 

Afghanistan by UNODC, Volume I Consolidated Evaluation Report, 2008   

UNODC COAFG, Strengthening Afghan Border Control Capacity in Nimroz AFG J55, Final Report on 

the use of Canadian Funds, 2010 
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UNODC COAFG, Strengthening Afghan Border Control Capacity in Nimroz AFG J55, Final Report on 

the use of Canadian Funds, 2009 

UNODC COAFG, Integrated Border Control Project in Western/South-Western Afghanistan AFG J55, 

report on the use of Canadian Funds, 2010 

UNODC COAFG, Integrated Border Control Project in Western/South-Western Afghanistan AFG J55, 

report on the use of Canadian Funds, 2009 

UNODC COAFG, Final Narrative Report for the European Commission Funding  

ProFi printouts for AFG /J55 

 

Project J43 

UNODC COAFG, J43 Original Project Document, 2006 

UNODC COAFG, J43 Project Revision No I, 21 Nov 2007  

UNODC COAFG, J43 Project Revision No II, 14 Dec 2008  

UNODC COAFG, J43 Project Revision No III, 21 Oct 2009  

UNODC COAFG, J43 Project Revision No IV, 31 Aug 2010   

UNODC COAFG, J43 Project Revision No V, 15 Mar 2011 

UNODC COAFG, J43 Project Revision No IV, 09 Oct 2011 

UNODC COAFG, J43 Completion Report, 2012 

UNODC COAFG, J43 Project Terminal Narrative, 2012 

UNODC COAFG, Annual 2011 – Progress Report for AFG J43, 2011 

UNODC COAFG, Annual 2010 – Progress Report for AFG J43, 2010 

UNODC COAFG, Annual 2009 – Progress Report for AFG J43, 2009 

UNODC COAFG, Annual 2008 – Progress Report for AFG J43, 2008 

UNODC COAFG, Annual 2007 – Progress Report for AFG J43, 2007 

UNODC COAFG, Semi Annual Progress Report for AFG J43, 2011 

UNODC COAFG, Semi Annual Progress Report for AFG J43, 2010 

UNODC COAFG, Semi Annual Progress Report for AFG J43, 2009 

UNODC COAFG, Semi Annual Progress Report for AFG J43, 2008 

UNODC COAFG, Semi Annual Progress Report for AFG J43, 2007 

UNODC Independent Evaluation Unit, AFG J43 Mid-Term Evaluation by David Hepworth and Teame 

Tewolde-Berhan, 2009 

UNODC Independent Evaluation Unit, Thematic Evaluation of the Technical  Assistance Provided to 

Afghanistan by UNODC, Volume I Consolidated Evaluation Report, 2008 

UNODC COAFG, Strengthening  the capacity of the CNPA, AFG J43, Final Report on the use of 

Canadian Funds, 2009 – 2011 

UNODC COAFG, Strengthening the capacity of the CNPA, AFG J43, Final Report on the use of 

Canadian Funds, 2007 – 2009 

UNODC COAFG, Strengthening the capacity of the CNPA, AFG J43, Report on the use of Japanese 

Funds, 2011 – 2012 

UNODC COAFG, Strengthening the capacity of the CNPA, AFG J43, Report on the use of Japanese 

Funds, 2010 – 2011 

UNODC, Tripartite Review Meeting Notes 

UNODC, List of Equipment Handover to CNPA 

Copies of Original Handover receipts 

UNODC, Grant MoU with the IOM for the construction of Facilities  

ProFi printouts for AFG /J43 
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ANNEX IV.  LIST OF TERMS AND ACRONYMS 

AA  Acetic Anhydride 

ABP  Afghan Border Police 

AHP  Afghan Highway Police 

AIU  Air Interdiction Unit 

ANA  Afghan National Army 

ANP  Afghan National Police 

AUP Afghan Uniform Police 

BOMNAF Border Management Northern Afghanistan 

BLO Border Liaison Office 

BMTF Border Management Task Force 

CARICC Central Asian Regional Information and Coordination Centre  

CDU Counter Narcotics Development Unit 

CENTCOM US Central Command (Military Command Structure for US forces in Afghanistan) 

CERP  Commander’s Emergency Response Program (US Military Funding)  

CNTA  Counter Narcotics Training Academy 

CTNU  Counter Narcotics Training Unit 

CJTF  Criminal Joint Task Force  

DEA  Drug Enforcement Agency 

EU  European Union  

IIU  Intelligence Interdiction Unit 

INL  International Narcotics and Law Enforcement  

INCB  International Narcotics Board 

IPCB   International Police Coordination Board  

ISAF  International Stabilisation Assistance Force (NATO Mission to Afghanistan)  

JPC  Joint Planning Centre in Tehran 

Kandak  Afghan equivalent to a Battalion 

MoI  Ministry of Interior  

MoJ   Ministry of Justice 

NDS  National Directorate of Security 

NIU   National Interdiction Unit 

NMT-A    NATO Training Mission Afghanistan 

PCU  Pre-Cursor Unit 

RC   Regional Command (ISAF Regional Command and Control Structure)  

Ranger  Afghan issued 4x4 vehicle 

SIU  Serious Investigation Unit 

SOCA  Serious Organised Crime Agency  

TARCET Operation designed to increase regional cooperation  

Triangular Initiative - between Pakistan, Iran and Afghanistan  

Tashkil   Afghan organizational structure (sometimes written Tashkeel)  

Tolay  Afghan equivalent to a Company 

Zone  The Afghan Police and Border Police are deployed across Afghanistan in zones  
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ANNEX IV.  AFG/I77 IMPLEMENTATION MATRIX 

Year 2006 2007 2008 2009 2010 2011 2012 Remarks Data 

Q 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4     

Outcome                                                             

1   O       Revision 1 Revision 2 

New Country 

Programme 

Delay in recruiting international staff 

Annual Report 

2011 

Delivery                         On-going support English Instructor resigned 

Annual Report 

2008 

2     O     Revision 1         Revision 2         Security in Kandahar 

Annual Report 

2010/11 

Delivery                                                         
Kandahar Training Academy to be 

completed Project Revisions 

3       Original  Project Revision 1 Revision 2 
New Country 

Programme 

Tashkil was not approved until 2008 

Annual Report 

2008 

Delivery                                         Support     

4       Original  Project         Revision 1 Revision 2 
New Country 

Programme 

  Project Document 

Delivery                                         Support   Project Revisions 

5                                 Revision 1 Revision 2 
New Country 

Programme 

 New output Project Document 

Delivery                                                   Project Revisions 

                               

I77  US$3.8 million original Project for 48 months            
Revision 

1  Budget increase to US$4.9 million by adding Liaison Officer and adding outcome 5    
Revision 

2  Budget increase to US$5.9 million based on Tripartite review and additional funds     
Revision 

3  Increased staff no uplift in funds                  

                               

Output 1 To recruit International and National Staff for the Project    

Output 2 Fully equip the dedicated CNTU   
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Output 3 Identification, Recruitment and Training of Staff    

Output 4 
Develop training material and National CN curriculum, Resource Centre and database of courses    

Output 5 Delivery of training courses and arranging of study tours    
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ANNEX V.  AFG/I85 IMPLEMENTATION MATRIX 

Year 2006 2007 2008 2009 2010 2011 2012 2013 Remarks 

Q 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3   

Outcome                                                                 

1   O   Original Project Reallocation Revision 1               
Tashkil and training issues.  Low absorptive 
capacity 

Actual                           Delivery Support                 

2       Original Project Reallocation Revision 1               HR issues and low absorptive capacity 

Actual                     Delivery and Support             Lack of International Coordinator 

3     Original Project Reallocation Revision 1               Low absorptive capacity 

Actual                     Delivery and Support               

4     Original Project Reallocation Revision 1               Low absorptive capacity 

Actual                               Delivery Support                 

5                                 Revision 2               Additional donor funding 

Actual                                 Delivery     

Equipment purchased in 2011. Customs delayed 

delivery  

6                                             Revision 3 Additional donor funding 

Actual                                             Delivery   

7                                             Revision 3 Additional donor funding 

Actual                                             Delivery   

8                                             Revision 3 Additional donor funding 

Actual                                             Delivery   

                                 

Original Project                              

Revision 1  Extended by a year. Set up DRC and output 4. French contribution of precursor training.      
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Revision 2  Extended by 2 years.  Enhanced capacity due to German and Japanese contributions. Changes to output 5. 

Revision 3  Extended 2 years to absorb funding from the UNDP (EU).  Focus on northern border. IFC and support to TOC.  

Outcome 1    MOI includes PCU onto the Tashkil.                 

Outcome 2    Afghan agencies increase both the quantity and quality of operations.       

Outcome 3    Afghan agencies effectively participate in national, regional and international operations.  

Outcome 4    DRC of the Ministry of Counter Narcotics effectively regulates the licit trade with precursor Chemicals.  

Outcome 5    MDTs deployed on Afghanistan’s western border to identify and intercept consignments of smuggled chemicals.  

Outcome 6    Advanced investigative techniques, including intelligence-led investigations and controlled deliveries utilised in the region.  

Outcome 7    Methodologies and techniques used to detect, identify and dispose of chemicals seized in the region.  

Outcome 8    Operational intelligence in the region enhanced.             
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ANNEX VI.  AFG/J43 IMPLEMENTATION MATRIX 

                             

Year 2007 2008 2009 2010 2011 2012 2013 Remarks  

Q 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2    

Outcome                                                        

1   O   Revision 2 Revision 3 Revision 4 Revision 5     Delays to lack of Senior Law Enforcement   

Actual                                         Country Programme    

2     O Revision 1 Revision 3 Revision 4 Revision 5     Delays to building in the provinces  

Actual                                                     Forensic Lab will not be complete until mid 2013  

3     O       Revision 2 Revision 3 Revision 4 Revision 5        

Actual                                         Country Programme    

4       Original Project R 1 Revision 3 Revision 4 Revision 5        

Actual                                         Country Programme    

5                             R 4 Revision 5 Rev 6     Delays due to contractual issues with MDT mentor  

Actual                                                        

J43 
Original budget of US$2.5 
million                  

Rev 1 US$2.5 million for additional facilities in Baghlan and Ghazni added 12 months           

Rev 2 US$1.3 million decrease due to no need to build in Uruzgan.               

Rev 3 US$.625million increase and additional building in Kandahar.               

Rev 4 US$.829million increase due to Japanese funds and output 5; adds one year to Project.       

Rev 5 US$2.626 million increase in donations for on-going Ops and new laboratory.           

Rev 6 New post and alterations to Output 5.                  

Outputs                             
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1. CNPA in Kabul and key provinces equipped and trained to perform effective drug law enforcement activities.   

2. CNPA offices in two provincial centres as well as the drug forensic laboratory at CNPA-HQ – designed, built and equipped for efficient drug law enforcement.   

3. Well functioning administrative support units able to provide all necessary services to operational units.     

4. Increased involvement of Afghanistan officials in regional and international cooperation law enforcement initiatives.   

5. Vetted units trained to conduct risk-led, dynamic operations focused on detecting narcotics and the illicit movement of criminally derived funds  through canalized locations. 
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ANNEX VIII.  AFG/J55 IMPLEMENTATION MATRIX 

                              

Year 2006 2007 2008 2009 2010 2011 2012 Remarks 

Q 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4   

Outcome                                                           

1       Design Original 1 Rev 2                     

Delivery                                                          Insecurity 

2       Design Original Rev 1 Revision 2           

Delivery                                                          Insecurity 

3       Design Original Rev 1 Rev2 Revision 3 
Country 

Programme 

  

Delivery                                                   

4       Design O                                           

Delivery                                                           

5                         Rev 1 Rev2 Revision 3           

Delivery                                                           

6                         Rev 1 Rev2                       

Delivery                                                           

7                             Revision 2 
Regional 

Programme 

  

Delivery                                                   

8                                 Revision 2           

Delivery                                                         Insecurity  

                              

J55  Original budget of US$3,983,000 over 3 years             

Revision 

1  Outputs 5 and 6 added 
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Revision 

2  Budget increased  by US$2,450,000 and project extended until 2011, addition of BLOs outputs 7 and 8   

Revision 

3  Budget increased by US$878,100 to cover staff costs associated with extending project       

 

Revision 

4  Budget increased by $429,400 to cover BLOs at Nawa Pass and Ghulam Khan       

                              

Outputs                              

                              

1. An efficient Afghan Border Police established in  Nimroz through construction of an operating base, provision of equipment and training as well as cross-border 

cooperation. 

2. Mobile Interdiction Teams are established, equipped and trained and effectively conduct drug interdiction operations.   

3. A compatible radio communication system is established, to link the Regional Centre to Area Border Posts, Brigade, Battalio n and Company Headquarters.  

4. Establishment of required offices and facilities, located in Kabul and Nimroz.             

5. Regular operational level meetings between Afghan Border Police and counterparts in neighbouring countries as appropriate.   

6. Enhancing the operational capabilities of the ABP along the borders of Afghanistan, Iran and Pakistan through provision of equipment, training and supplies. 

7. BLOs established and operational at the selected, approved and agreed upon locations between Afghanistan, Iran and Pakistan . 

8. An ABP facility is up graded in Kandahar to maximize the effectiveness of the ABP in acco rdance with the Border Management Task Force plans and UNODC Country 

Strategy. 
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EXECUTIVE SUMMARY  

Introduction 

The UNODC is mandated to make “the world 
safer from drugs, crime and terrorism23”.  As the 
producer of over 90 percent of the world’s opium, 
Afghanistan is the logical recipient of UNODC 
assistance.  To address the problem of narcotic 
drug production, processing, trafficking and 
abuse, Afghanistan established a Counter 
Narcotics Police Force, the CNPA, within the 
Ministry of Interior (MoI).  Under the first of the 
UNODC’s seven sub programmes24, “countering 
transnational organized crime….. including drug 
trafficking”, the Country Office in Afghanistan 
(COAFG) has provided assistance to the CNPA since its formation in 2003.  From a start point of 30 
staff, the CNPA has grown to approximately 3,000, and now has a presence in all of Afghanistan’s 34 
provinces.  

Evaluation 

This report represents the final project evaluation and occurred after the majority of project’s 
activities had either ceased, or had been subsumed into the New Country and Regional Programmes. 
This evaluation was conducted in tandem with the evaluation of three other projects and data was 
gathered via a series of field visits, interviews with participants and core learning partners, and desk 
based reviews. The results from this evaluation will help inform design of the New Country and 
Regional Programmes. 

Training 

As a means of increasing the operational effectiveness of 
the CNPA, UNODC recognized the requirement to 
educate CNPA officers in technical counter narcotic 
duties.  The CN Training Unit (CNTU) was initially 
designed as a discreet training unit within the National 
Police Academy.  In 2006, this training unit morphed 
into an Academy in its own right. UNODC devised the 
AFG/I77 Project to ensure that international donors 
contributed and/or built infrastructure in a coherent 
fashion that supported underlying CNPA requirements.  

 

 

________ 

23 The UNODC’s Mission statement is….."to contribute to the achievement of security and justice for all by making  

the world safer from drugs, crime and terrorism." 
24 UNODC’s Strategic Framework 2010-2012.  



CLUSTER PROJECT EVALUATION: REGIONAL COOPERATION IN PRECURSOR CONTROL BETWEEN AFGHANISTAN AND 

NEIGHBOURING COUNTRIES (AFG/I85) 

 

 

46 

 

Building the Academy 

The CNTA is a mix of four main buildings, each of which were funded by different donors, and at 
different times.  I77 ensured that the build was coherent and that the donations and infrastructure 
delivered what the CNPA required, and more importantly what the CNPA could sustain. The current 
school works on a number of levels: it has increased Afghan ownership; it has delivered instruction 
and training; and it is sustainable, in that the Afghan instructors and administrators are capable of 
maintaining both the course content and the infrastructure.   

The Academy 

CNTA is a state of the art Academy, and without doubt one of the best training facilities in 
Afghanistan25.  The Academy has lecture theatres, a computer suit, English training classrooms and a 
basic CN skills house, which provides the ability to conduct controlled search.  It is able to 
accommodate, feed, and instruct 160 students at one time.  In addition, outside agencies have been 
able to use the conference facilities and large lecture rooms for their own courses, which highlights 
the growth potential of the Academy, and the fact that is it has surplus capacity, which can be utilised 
by other elements of the MoI. AFG I77 had an overall budget of $6,235,360 and was executed over 6 
years (2006 to 2011). The donors were Canada, European Commission and the United Kingdom. 

Afghan Buy-In 

The level of Afghan buy-in to the CNTA is admirable.  Although the initial set up only allowed the 
Afghan staff to look after the buildings, over time they have been encouraged to do more; such as 
select and develop the Training Staff, to develop the curriculum.  This gradual approach has allowed 
the Commander and his Staff to take over the Academy in easy to absorb elements.  The fact that 
UNODC will continue to provide oversight and assistance, under the Country Programme, is an added 
bonus, as this provides the Commander and his staff a safety net along their path to self-sufficiency.  

CNPA Professionalism 

There is no doubt that the increased professionalization of the CNPA is, partly, due to the fact most of 
its officers have now conducted some form of basic CN training, either in the CNTA or via mobile 
training teams (MTTs).  All those interviewed, held the CNTA in high regard and were 
complementary of both the central and distributed training.  Many CNPA and ABP officers 
interviewed had requested additional training, which reflects positively the content and quality of 
what is being delivered.  The CNTA is already capable of providing the entire training package for 
CNPA recruits, and is now looking to increase the length of the basic CN course, so that it can 
provide a better quality CNPA officer in the future. 

Train the Trainer 

The UNODC Train the Trainer packages provided the catalyst for real change and increased Afghan 
ownership. The initial cadre of officers has been augmented by two additional cadres of trainers, and 
this has given the CNTA a real sense of Afghan ownership. The CNTA is now able to sustain the 
development of its trainers, and not just the training of students. The CNTA is capable of supplying 
all the instructors it requires in the Academy, and it is also deploying tailor-made training teams to the 
provinces, to ensure that all CNPA officers and CN officials receive the level of training that they 
require. The ability to launch Mobile Training Teams (MTTs) and the maturity of this training, places 
this element of the Project ahead of most other institutional capacity building efforts within 
Afghanistan26.  UNODC should do more to promote the MTT concept and highlight it as a model of 

________ 

25 The Evaluator has  visited a numerous Police and Military Training facilities in Afghanistan the last five years.  
26 In larger schools the International Community finds it hard enough to staff Central Schools with Afghan instructors  
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best practice.  In order to keep the CNTA on a self-sustaining trajectory, more trainers and MTTs are 
required, and UNODC must continue to oversee their development and maintain standards. 

Regional Cooperation 

Another positive element of the CNTA is its ability to provide a focus for regional cooperation. The 
CNPA have a suitable location to host regional conferences and working groups.  With UNODC’s 
assistance they are able to send their officers on international courses and have offered to host 
international students in Kabul.  Although small in number, exchanging students and hosting working 
groups are positive indications of Afghanistan taking its place at the regional table, and of a growing 
regional cooperation. 

Future Training Needs 

In terms of the future, the areas of specialist training, promotion and leadership development are 
worthy of consideration.  The CNPA consists of numerous specialist organisations and it is important 
for the CNTA to develop training courses for all elements of the CNPA, even those closely assisted 
by agencies other than the UNODC.  Only when it can replicate itself, will the CNPA become a fully 
self-sustaining organisation.  The facilities at the CNTA are state of the art and only minor additional 
building work or funding would be required to cater for all elements of the CNPA.   

One of the key areas of weakness within the CNPA (and more generally all Afghan forces/agencies) 
is intelligence sharing. The CNTA should focus attention on developing intelligence training in 
conjunction with the MoI and MoD Academies.  This would require international assistance, in the 
form of a dedicated Intelligence SME, and UNODC’s participation in multi-agency working groups.  
The issue of intelligence is too large for the UNODC to solve, but given that the CNPA’s future lies in 
receiving actionable intelligence, it would help if UNODC were at least taking part in the discussion.  

Senior Officer Training 

One general observation that emerged during the evaluation was the need to educate senior officers 
and officials.  This requirement was mentioned by the Deputy Minister for Counter Narcotics, CNPA 
senior staff, down to Lieutenants in the field.  There are two reasons for additional emphasis on 
training senior officers. The first is obvious, without training senior officers will be unable to provide 
the leadership required to operate and efficient CNPA. To compound this issue, much of the senior 
leadership owes its position to what it used to do, during the Soviet era, and has not been promoted 
based on merit.  The leadership, therefore, required assistance to understand the problem set and how 
to develop and sustain new capabilities.  Secondly, many junior officers have been trained by 
international staff over the last few years.  While the international community has obtained a high 
level buy-in, it has rushed to deliver training to the rank and file, to increase implementation rates, 
while failing to concentrate on the middle or senior leadership.  The senior leaders can often feel 
disenfranchised and can appear resistant to change, rather than supportive of it.  This is due to 
ignorance and isolation, and leads to occasions where it is easier to block something that is not easily 
understood, rather than admit that they don’t understand it.  

Conclusion 

The development of the CNTA is an excellent example of UNODC doing two different but 
complementary functions well.  Firstly, they recognized the importance of the CNTA towards the 
future of the CNPA. While they did not have the resources to build the CNTA, they took the policy 
lead and ensured that other donors and agencies provided coherent support; support which the CNPA 
actually required. The CNTA has, therefore, matured into a capable Academy where the sum of the 

                                                                                                                                                                                     
and is behind the UNODC in developing and deploying Mobile Training Teams.  
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parts is far greater than any one nation could provide.  In addition, UNODC found a niche area, where 
it could provide dedicated expertise, as well as the specialist support that the CNTA required to build 
a training cadre and deliver its own training material. This concept has now grown into the MTTs, 
which are excellent mechanisms for allowing the Afghans to take more ownership, providing 
additional training in the provinces, while allowing UNODC to retain a degree of central quality 
control. In summary, AFG/I77 has delivered and UNODC should not be shy in proclaiming their 
success.  
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SUMMARY MATRIX OF FINDINGS, EVIDENCE 

AND RECOMMENDATIONS 

Findings27: problems and issues 

identified 

Evidence (sources that 

substantiate findings) 

Recommendations28 

Issues with Afghan Tashkil 

amendments delayed 

implementation by 48 months. It 

took longer than expected for 

CNTA to gain the requisite 

number of staff. This in turn 

delayed the training of instructors 

until 2009.  

Original Project documentation, 

Project Revisions and Annual 

Reports.  Interviews with Afghan 

Recipients and Core Learning 

Partners. 

COAFG should account for the fact 

that any project requiring 

alterations to Afghan structures 

(Tashkils) will incur approximately 

48 months of inactivity, or at best 

reduced activity until the structural 

issues are resolved.  

Training delays were experienced 

due to the capacity of some 

officers to absorb the information 

that they were receiving. Students 

performed better when taught by 

an Afghan Instructor. 

 

 

 

 

Original Project documentation, 

Project Revisions and Annual 

Reports.  Interviews with Afghan 

Recipients and Core Learning 

Partners. 

Future project design should 

recognize that student literacy and 

educational standards are low and 

adjust delivery accordingly.  

COAFG should identify what 

international standards must be 

attained and what is realistic given 

the reality of working in 

Afghanistan, and prioritise 

resources accordingly. 

Despite high level agreement and 

dedicated technical training, 

delivery slowed due to the fact 

that senior and middle ranking 

officials did not fully understand 

how to use new capabilities and or 

felt threatened by them and the 

younger officers who received the 

training. 

Interviews with Core Learning 

Partners and Recipients. 

Future COAFG programmes should 

spend more attention on educating 

the entire chain of command with 

an emphasis on securing senior and 

middle management support, in this 

manner the project is more likely to 

survive. 

 

Intelligence is a critical weakness 

in the CNPA. While there are 

cultural and historical reasons for 

this, training can assist in 

developing sustainable systems 

that can generate the intelligence 

the CNPA requires. 

Interviews with Core Learning 

Partners and Recipients. 

 

COAFG should focus on the 

development of intelligence 

training within the CNTA. 

The only area of the Project that 

did not deliver before the official 

end of the Project was the CNTA 

outstation in Kandahar. This 

element of the Project suffered 

from delays due to the security 

situation in Kandahar. 

Interviews with Implementation 

Staff and Recipients. Project 

Revision Reports and Annual 

Reports. 

COAFG should consider 

alternative mechanisms for 

delivering the CN training facility 

in Kandahar, which might be 

through the use of subcontractors 

or in partnership with another 

agency. 

Delays at the start and during the 

Project can be attributed to the 

lack of an international SME / 

contractor.  

Original Project documentation, 

Project Revisions and Annual 

Reports.  Interviews with 

implementers. 

COAFG should conduct a review 

of its personnel administrative 

procedures and examine how it 

hires and retains international 

consultants and permanent staffs.  

________ 

27 A finding uses evidence from data collection to allow for a factual statement.  
28 Recommendations are proposals aimed at enhancing the effectiveness, quality, or efficiency of a project/programme; at 

redesigning the objectives; and/or at the reallocation of resources. For accuracy and credibility, recommendations should 

be the logical implications of the findings and conclusions. 
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Although UNODC has a standard 

publicity mechanisms, information 

is hard to find and reporting is 

weighed down by process.  Many 

core learning partners and 

recipients did not really 

understand what UNDOC had 

done for the CNPA.   

Interviews with Donors, Core 

Learning Partners and Recipients. 

COAFG should improve its own 

messaging, and in light of 

transition, it should consider 

assisting the CNPA’s public 

relations department. 

COAFG should consider setting up 

a Twitter type feed, in place of long 

and complex reports.  
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I. INTRODUCTION  

The Overall Objective 

The initial overall objective was “To enhance the capacity of Afghan drug law enforcement officials 
and allied Agencies involved in Country Narcotics in Afghanistan by establishing a permanent 
coordination/monitoring mechanism that will function to coordinate all offers of training from 
International partners or bodies.” 

The initial outputs were changed over the course of 48 months and 3 Project revisions (changes are in 
bold italics): 

(a) To establish and equip the project management unit including the recruitment of 

international and national staff as well as to agree the course of execution with counterparts. To 

recruit International and National Staff for the project. 

(b) To create and fully equip a dedicated Counter Narcotics Training Unit, within the Afghan 

National Police Academy.  Anticipated structure to accommodate 160 persons for indefinite period 

time.  Accommodations to be fully equipped.  All equipment to establish a fully functional training 

school will be provided for. Fully equip the dedicated CNTU. 

(c) To select and deliver training for (a) teaching staff in charge of training programmes as well 

as (b) administrative staff to run the Training Unit. Identification, Recruitment and Training of 

Staff. 

(d) Training material in support of counter narcotics training, together with the development of 

a national CN curriculum will be developed. Also a national resource centre and the establishing of a 

database of training courses, materials, and students trained and resources available will be developed. 

Delivery of training courses and arranging of study tours. 

(e) Training courses (including CBT) and study tours, in support of improving capacity of 

all staff involved in counter narcotics, especially those in the Counter Narcotics Police of 

Afghanistan (CNPA) will be developed and arranged. 

Evaluation  

As per the Project documentation, this evaluation was a mandatory exercise.  Evaluation was 

undertaken at this point, as all the Project’s activities had either been completed and/or subsumed into 

the new Country Programme.  In addition the Country Office Afghanistan will use this evaluation to 

assess its work, to learn lessons for the implementation of its Country Programme, to receive 

feedback, appraisal and recognition, as well as to mobilize resources by showing the possible 

attribution of achievements to the Project/programme.  The main questions to be answered by this 

evaluation are: 

(a) Has the capacity of Afghan drug law enforcement officials and allied Agencies improved?  

(b) Has a permanent coordination/monitoring mechanism for the CNTA been established? 

 

 



CLUSTER PROJECT EVALUATION: REGIONAL COOPERATION IN PRECURSOR CONTROL BETWEEN AFGHANISTAN AND 

NEIGHBOURING COUNTRIES (AFG/I85) 

 

 

52 

 

Limitations to the Evaluation  

The evaluation sought to assess the effect of the I77 Project as an individual element of a cluster of 

four Law Enforcement projects.  The methodology was to: establish a baseline of host nation capacity 

before the Project commenced; ascertain what, how and when the project delivered; investigate how 

effectively the project delivered against the envisaged outputs; establish what effect these outputs 

achieved in relation to the desired outcome; and identify opportunities or risks to the project’s success 

in the future. The fact that the baseline did not exist and that the indicators were vague and poorly 

constructed, posed a methodological challenge to the evaluation exercise. In order to reduce the 

Projects into easy to understand chunks of data, the evaluator devised his own system for 

backtracking project implementation over time, in effect mapping project activities and expenditure. 

This was an attempt to understand how and why Project delivered or otherwise; basically to 

contextualize delivery in a simple chart. 

Due to the cross cutting nature of Counter Narcotic activities in Afghanistan, the fact that Project 

delivery was extended and some activities supported other Project outcomes, it was sometimes 

difficult for the evaluator to ascertain which outputs or activities delivered and when. In interviews 

and visits, general questions were asked, as a means of establishing what stakeholders, donors and 

recipients believed had occurred and what they thought were the relative strengths of weaknesses of 

the Project. Answers often strayed beyond the confines of the Project due to complex inter-linkages. 

Lessons identified and recommendations, therefore, are often repeated across the Law Enforcement 

cluster, as they either apply equally to all projects, or cannot be applied solely to just one project. 

Despite the fact that working in Afghanistan can be difficult and that security concerns can interfere 

with activities, such as it did to the schedules of other evaluators, this evaluator gained excellent and 

timely access to stakeholders, recipients, donors and core learning partners, and was able to interview 

and/or meet almost all those identified in the Project paper work.  The fact that so many people were 

willing to meet the evaluator highlights the value of the Project, the personal standing of the 

implementers, and the importance of UNODC’s work within Afghanistan. 
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II. EVALUATION FINDINGS  

Relevance 

The overarching UNODC Law Enforcement 
objective is to support national partners to 
improve the capacities of law enforcement 
agencies in areas such as border management, 
capacity development of the CNPA and 
precursor control.  When the I77 Project 
commenced, the CNPA had an authorized 
staffing level of 3,708 officers.  These officers 
received no formal police training and there was 
little or no standardized anti-narcotics training 
available to them.  There was no specialized 
training school or academy within the national 
police structure to conduct Counter Narcotics 
training for the CNPA at either the central or the provincial level.  While the United Kingdom had 
taken the lead for delivering generalist training to some of the CNPA staff, other countries provided 
training courses on an ‘ad hoc’ basis.  France offered nine weeks of Interdiction training, Canada two 
weeks of Investigative training and the United States had begun to train the National Interdiction Unit 
(NIU).  Other countries, namely Iran, Pakistan, Turkey, and Italy had also expressed an interest in 
training CNPA officers.  Although UNODC assisted and coordinated many of these training activities, 
on behalf of the CNPA, it soon realized that there was a pressing need to standardize training.  The 
Afghan Government with technical support from the UNODC and other international stakeholders 
agreed to establish a Counter Narcotics Training Academy (CNTA) within the framework of CNPA 
to address these CN training needs. 

As such, AFG/I77 provided support to the Counter Narcotics Training Unit within the Afghan Police 
Academy, before the creation of the CNTA.  The initial Training Unit served as a facility for any 
offers of International Training, as well as providing a focal point for all capacity building activities.  
This objective has largely been met.  The CNTA has now been built and Afghan trainers are 
developing and in turn delivering courses in Kabul and via Mobile Training Teams deployed to the 
provinces. 

The outcomes of this project, now supports the Afghanistan Country Programme, Sub Programme 
2.1: Operational capacity of the Counter Narcotics Police of Afghanistan developed and trained 
comprehensively.  Under this Sub Programme, there is continued support for the CNTA, the PCU and 

DRC, the Forensic Laboratory, CN Intelligence, the 
MDTs and Headquarters CNPA. 

Impact 

The Project has been successful in empowering the 
Afghanistan Ministry of Interior (MoI) through the 
CNTA, to provide both basic counter narcotics 
training and specialized training, such as Precursor 
Control, Intelligence, Information Technology (IT) 
and Basic English in order to enhance the operational 
and administrative capacity of CNPA. The Project has 
also been successful in implementing a basic Law 
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Enforcement capacity building course “Train the Trainer” (TTT) Program for CNTA’s Training 
Cadre. 

The CNTA is now a single focus Academy for all CN 
teaching and CN curriculum development in 
Afghanistan. Encouragingly, the Afghan hierarchy 
have endorsed and embraced the CNTA and the 
Deputy Minister’s policy is: that if the Academy does 
not endorse a course, then it is not to be taught.  The 
Drug Enforcement Agency (DEA), which funds its 
own courses for the NIU, recently approached the 
CNTA to request that specialist training be centralised 
through the CNTA. The CNTA will, therefore, become 
the central location for all CN courses and, more 
importantly, become the central repository for all CN 
activity and knowledge.  

The CNTA has achieved good throughput during the life span of I77, with the majority of CN 
officers, in Afghanistan, having now attended the basic CN course.  To date, the CNTA and 
International Community have provided Counter Narcotic training for approximately 4,600 (CNPA, 
ABP, ANP, and Customs) officers.  Of this total, 1,170 students have received training in Kabul and 
1,000 in the provinces.  A total of 2,500 have received the basic CN Officers Course, delivered in 
coordination with SOSI; a contractor funded by the US Military who will shortly handover to the 
CNTA complete. 

The CNTA has now reached steady state, in terms of its ability to train the requisite number of new 
CNPA officers every year. Due to this, and increasing Afghan ownership, the CNTA Staff is aiming 
to increase the length of the basic CN course from 5 to 12 weeks, to make up for identified training 
shortfalls.  In addition, the CNTA is in the process of developing immediate and advanced CN 
courses as a means of providing professional development and progression for more senior officers. 

Whereas an increasing number of officers have received 
some form of Counter Narcotics training, it is notable that 
many more senior officers have not.  In fact, many senior 
officers are drafted in from other elements of the MoI, such 
as the ABP, and have no prior Counter Narcotics expertise 
before taking command.  One of the key takeaways from 
the interviews and field trips was the requirement for senior 
officer development: to educate those in management and 
command positions to ensure that they understand the 
complexities of CN law and the technical elements of their 
profession. 

Table 1: Afghan CN Seizure Data. 

 2003-2010 2010 2011  2012 

Operations 2,592 1,277 1,955 2440 

Heroin 9,172 kgs. 7,000 kgs. 32,793 kgs. 2,678 kgs. 

Opium 92,826 kgs. 52,000 kgs. 52,839 kgs. 27,381 kgs. 

Morphine 32,092 kgs. 3,000 kgs.  29,374 kgs. 10,433 kgs. 

Hashish 88,041 kgs. 65,000 kgs.  57,968 kgs. 84,557 kgs. 

Precursors  229,364 kgs. 180,000 kgs. 112,237 kgs. 107,005 kgs. 

 

Drugs labs dismantled 101 64 56 70 

Arrests 2,033 1,186 2249 2201 

Foreign Nationals 23 10 12  

Convictions   585 sentenced to 

between 5-20 years 

 



EVALUATION FINDINGS 

 

 

 

55 
 

 

Since the 2008 the number of CNPA officers trained has increased markedly, however, the 

effectiveness of this officer will take time to manifest itself. Table 1indicates that as the CNTA has 

trained more CN officers, the number of CN seizures has increased. Education is not the sole reason 

for this increase, but it should be considered a contributing factor. 

Effectiveness 

Fully equip the dedicated CNTU 

 

During the Project, UNODC has ensured that 

donations, either directly through I77 or 

unilaterally from donor nations, have been 

coordinated in order to support the development 

of an internally coherent Academy.  Although 

many of the buildings and fitments have been 

donated or built separately, they have conformed 

to a master plan, one which was owned by the 

CNPA.  The CNTA is now fully built, equipped 

and established.  Once the physical structure and 

personnel were in place, it became apparent that, 

in the area of counter narcotics, little cohesion 

existed between the training provided by 

international counterparts, with the result that there was a need to 

coordinate training effort.   

This Project was, therefore, designed to support both the efforts 

relating to the building of infrastructure and also to serve as a 

mechanism for delivering cohesion to all CN training activities.  In 

parallel with this Project, the United States Department of 

Defence’s Central Command (CENTCOM) created and 

implemented a project which provided the basic counter narcotics 

training for CNPA recruits, leaving UNODC to focus on 

infrastructure, the delivery of specialised training, coordination of 

training offers and developing the train-the-trainer programme.  As 

an example, in 2010, a new wing was added to the academy with 

funding provided by the European Commission and the 

Government of France. UNODC contributed to the development of 

this new structure through the provision and installation of 

classroom training equipment. 

The CNTU has state of the art lecture theatres, a conference room which has been fully equipped with 

audio equipment that can provide simultaneous translation into four languages. A Computer based 

training class is delivered and Dari software has been developed. The CNTA’s dedicated computer 

laboratory can train 50 CNTA officers, including senior managers, in basic and intermediate level IT 

and English.  English and IT instructors assess trainers during the TTT Cadres, and the students have 

to devise and present tailor-made course material that seeks to improve their basic PowerPoint and 

presentational skills. 
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In order to enhance the facilities at CNTA, 

UNODC has provided a gym, a volleyball and 

basketball court, and assisted in the 

construction of a visual training/display room, 

which was installed in early 2012. This room, 

which doubles as a museum, is used to display 

items seized by CNPA during operations in 

order to acquaint trainees with the modus 

operandi employed by traffickers in 

Afghanistan. 

UNODC also ensured the CNTA did not just serve the 

CNPA, but that surplus capacity was offered to other 

elements of the MoI that required training.  During the 

course of the Project, lecture theatres, the computer 

laboratory and the conference rooms were all utilized for 

national and international conferences, law enforcement 

training, customs training, as well as English and IT 

instruction by other elements of the MOI.  To date, eight 

international training courses, ten international 

conferences/meetings and five Governmental level 

conferences have been held in CNTA facilities.   

Identification, Recruitment and Training 

of Staff 

In order to understand what the CNTA 

delivers, one must first understand how 

CNPA officers are trained and deployed.  A 

newly recruited police officer should receive 

a standard eight week ANP course before 

joining the CNPA.  After that the officer will 

progress onto the five week basic CN course.  

To date, not all CNPA officers have received 

both these courses, as the need to deploy 

officers outweighed the requirement to train 

them.  This issue is being addressed 

overtime. 

In order to run the Academy, the CNTA has a staff of 55 CNPA officers on its Tashkil.  Of these 55, 

there are currently only six trainers, however, 20 of the staff have dual roles as instructors and 

administrators, and teach when required. Currently 80 percent of the teaching in the Academy is 

conducted by Afghans to Afghans.  This percentage of Afghan to Afghan instruction will shortly 

increase when the US CENTCOM funded (SOSI run) instructional contract ends in 2013, and the 

Afghans take full responsibility for the basic CN course. CNTA is, therefore, well on the way to 

becoming a fully transitioned institution, well ahead of 2014.  
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With the CNTA’s focus on building a cadre of instructors, the Academy is also able to self-sustain 

itself and not just the student throughput.  UNODC’s role in the future will be to ensure that minor 

sustainment costs are met, and that staff continue to receive assistance with curriculum development. 

Some form of international oversight is critical if 

standards are to be maintained. 

The only negative aspect of the current training 

system is that trainers come directly from training, 

and not from the fielded force, and that they do not 

have any prior police or counter narcotics knowledge 

before they start instructing. Posting inexperienced 

instructors into training organizations is common 

across the ANA and the ANP, and represents a 

potential weakness in the training base, as instructors 

cannot modify course content based on their own 

experience. However, in a system that cannot manage 

careers or administrate its people effectively, this 

solution at least keeps the Tashkil full.  But it is sub-

optimal in terms of teaching from experience and 

providing a feed-back loop between the fielded force 

and the training base, so that it can become a learning 

organisation. 

During the reporting period, UNODC identified and 

undertook an assessment of the CNTA Training 

Cadre and provided support and guidance on staffing.  UNODC played an important role in 

coordinating training and to avoid any duplication of national and international partners’ efforts.  An 

example of this is the intelligence curriculum, which was designed with the assistance of the UNODC 

Intelligence Contractor to ensure that it was in line with the National Intelligence Model. 

The area of Intelligence, however, remains a weakness within the CNPA and should become a focus 

for the UNODC and CNTA in terms of future training.  Given the scale of the issue (intelligence is an 

issue within all Afghan institutions), the cross-cutting nature of intelligence (political to tactical 

implications) and the limited resources at UNODC’s disposal, there will be no quick fix.  Building 

sustainable intelligence architecture is complex, 

it will take years, and the UNODC most likely 

will only remain a small actor in what is a far 

larger developmental field. 

Develop training material and National CN 

curriculum, Resource Centre and database of 

courses. 

To date, the CNTA has provided Counter 

Narcotics training for approximately 4,600 

officers. While the Afghan trainers keep a record 

of those who have received training, this is only 

on paper and there is a need to align the SOSI 

data base with the UNODC/Afghan data bases.  Once these have been reconciled then the CNTA can 

move to ensure that all its officers have received training and identify potential training gaps.  This 

task is complicated by the fact that the CNPA is split between the Kabul based element (58 percent of 

available manpower) and the 34 provincial CNPA Divisions (42 percent of the manpower).  Checking 

the records of Kabul based officers is relatively easy, while for the provincial CNPA it is more 
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problematic and beset with issues such as ghost policemen and corruption. Simply identifying all the 

members of the CNPA is a major task. 

UNODC, in partnership with international 

counterparts, assessed the requirement for training 

material and other documentation for the resource 

centre. Consequently, a library was established 

and equipped with furniture and computers as well 

as training/resource materials, books and other 

documentation.  The Evaluation Team observed 

this facility, and it appears to be in good order and 

used by the trainees. 

Delivery of training courses and arranging of 

study tours 

One of UNODC’s major achievements within the CNTA has been the development of a qualified 

training cadre of Afghan instructors.  The first UNODC-trained 10-member Afghan training cadre 

now delivers the regular 8-week Basic Counter Narcotics Course to all CNPA recruits.  The subjects 

covered by tuition included basic police ethics, Afghan constitution and Counter Narcotics law, 

human rights and clandestine lab identification. During 2010, the Cadre provided training to 750 new 

CNPA recruits. The completion of the first Train-the Trainer (TTT) programme was a milestone for 

the CNTA Cadre in building the capacity of an Afghan-owned, independent centre of excellence in 

the region.  This success has introduced to both the Cadre and international counterparts the concept 

of sustainability.  

In 2011, the TTT course was delivered to 13 

more CNTA officers, creating a much needed 

2nd Cadre and bringing the total number of 

trainers available to 23. Later in the same year, 

the TTT was delivered to a further 20 officers 

from the provinces, thereby creating a 3rd 

Cadre, which while not located in Kabul, is 

capable of supporting and/or delivering 

training in the field. Moreover, the 

international mentor responsible for delivering 

TTT is also coordinating with international 

counterparts to develop advanced training for 

the cadres in specialized areas such as 

advanced investigation, intelligence, precursor 

chemicals, and surveillance.  

The CNTA cadre of trainers delivers training modules to CNPA and Border Officials in the provinces 

via Mobile Training Teams (MTTs).  The MTT delivers a condensed form of the Kabul course to 

those who cannot afford to, or can’t safely travel to Kabul. The MTTs established by UNODC during 

2011 were dispatched to ten provinces and provided Drug and Precursor Identification, Investigation 

and Basic Intelligence training as follows: 
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Table 2: Afghan Officers Trained by MTTs in 2011 

 

Province 

Agency  

Total trained ANP CNPA ABP Customs 

Mazar 40 33   73 

Herat  23 10  34 

Nimroz 7 16 10 25 58 

Badakhshan  25   25 

Helmand  36   36 

Ghor  33   33 

Kandahar  42   42 

Baghlan  41   41 

Total 47 249 20 25 342 

 

Feedback and student surveys occur during 

central courses and via the MTT courses.  

Feedback has been positive and minor 

alterations to course material have been 

incorporated from student requests. The 

deployment of the MTTs is proving to be very 

successful and attendance on these courses is 

high. Many provinces are requesting the 

deployment of a MTT to assist their officers 

and the CNTA has even received a request to 

run a course from the University in Mazar 

Sherif.  Central courses in Kabul and those run 

by other countries remain popular with the 

CNPA Officers, so long as there is a daily 

subsistence allowance (DSA). This is one area in which the Afghan Government will struggle, in 

terms of meeting the expectations of students in the future. Providing small amounts of money, for 

DSA and travel has a disproportional effect in terms of keeping student numbers high and therefore 

increasing professionalism across the CNPA and ABP; UNODC will continue to support the CNPA 

with funding where it can.   

One area for future consideration is the issue of validation. As international staff find it increasingly 

hard to travel to the provinces, there is no mechanism for validating training beyond Kabul or for 

assessing what knowledge is used, or even retained by students. UNODC may wish to examine an 

oversight mechanism which can travel to the provinces and validate training and conduct training 

needs analysis on behalf of the CNTA. This capability should report to the Office of the Deputy 

Minister, or the central CNPA so as to maintain its independence from the trainers. 
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The TTT courses and deployment of MTTs are both in line with Transition, in that they assist in the 

development of sustainable institutional capacity within the CNPA. The HQ ISAF CN Cell 

commented that they would like to develop a similar capability in line with their Transition plans and 

seemed unaware that UNODC have already deployed this capability. The issue now, is for UNODC to 

exploit their involvement and show other 

organisations how they have achieved 

success, so that others can learn lessons from 

the development of CNTA.  

In addition to training CNPA officers in 

basic technics, UNODC has constantly 

sought suitable training locations abroad and 

has provided the means for a large number 

of CNPA officers to attended overseas 

courses.  UNODC assisted in an assessment 

to the Turkish International Academy on 

Drugs and Organized Crime (TADOC) to identify opportunities to develop and coordinate the 18-

month advanced training development plan for TTT cadre and provide an administrative and 

management course.  The result of this visit was: a TADOC specialist trainer and curriculum designer 

deployed to CNTA to assist in the development of the CN curriculum; CNTA administrative staff 

undertook a two week secondment to TADOC to be mentored and guided in the principles of 

effective management of an academy; and six of the CNTA training cadre undertook a two week visit 

to TADOC to enhance their subject matter expertise in identified specialist areas. In addition to the 

linkages with TADOC the following has been conducted. 

Table 3: Afghan Officers Trained External Training Providers. 

 
UNODC also supported a visit to the United States in 2010 for the head and deputy head of 
CNTA. The study tour was designed to further professional development of Senior Officers in 
areas of counter narcotics institution building, CN law Enforcement training, exchange of 
information on institution management. 
 

Course and National Provider 2009 2010 2011 

(a) (b) (c) (d) 

Basic law enforcement skills, Norway 20   

Rule of Law course, EUPOL  31  

Vehicle search course provided by Turkish and American trainers   51 

Intelligence Analysis by Italian authorities 13   

Detection and identification of chemical precursors, France  77 30 21 

English & IT skills, UNODC  40 60 50 

Effective Communication training, USA  6  

Computer training course, EUPOL   26 

Advanced TTT training in Domodedova, Russia   10 

Train-the-Trainer course in Kazakhstan.   10  

US Embassy’s Border Management Task Force (BMTF) Training    41 

Total Students 150 137 199 
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UNODC has supported CNTA officers in participating in regional counter narcotics workshops in 

order to build cooperation among regional law enforcement bodies especially with neighbouring 

countries. During 2009, three CNTA training officers participated in workshops held in Russia under 

the NATO-Russia Council and two officers participated in training courses in China. In cooperation 

UNODC’s Regional Office for Central Asia, participation in regional train-the-trainer programmes is 

being pursued. This will involve the training of Afghan Officials in training courses abroad, thereby 

expanding their exposure to their International counterparts, initiating cross-border contacts and 

ensuring compatibility in future joint operations. 

A curriculum has been prepared and training arrangements are underway to deliver Managerial and 

Administrative training to staff of the Deputy Minister’s office based on a special request from the 

Deputy Minister. As part of the their management and training skills, basic and medium level IT and 

English training was delivered to all cadre members, as well as the administrative staff of the 

academy. This has greatly assisted them to gradually improve their English language skills and ease 

their day to day work with windows office applications.  In total, over 60 students received instruction 

during the reporting period. One general observation that emerged during the evaluation was the need 

to focus more effort towards the education of senior officers and officials.  This requirement was 

mentioned by the Deputy Minister for Counter Narcotics, CNPA senior staff, down to Lieutenants in 

the field.  Much of the senior leadership owes its position to what it used to do, during the Soviet era, 

and has not been promoted based on merit. It lacks understanding and this can on occasions hamper 

operational effectiveness. The leadership, therefore, needs to understand the issues and how to 

develop and sustain new capabilities to tackle the narcotics trade.  Secondly, many junior officers 

have been trained by international staff over the last few years.  While the international community 

has obtained a high level buy-in, it has rushed to deliver training to the rank and file, to increase 

implementation rates, while failing to concentrate on the middle or senior leadership.  The senior 

leaders can often feel disenfranchised and can appear resistant to change, rather than supportive of it.  

This is due to ignorance and isolation, and leads to occasions where it is easier to block something 

that is not easily understood, rather than admit that they don’t understand it. 

In order to promote the concept of de-centralised training and management of diverse facilities, a 

study tour was undertaken by the Head of the CNTA to the Drug Enforcement Administration and 

Federal Bureau of Investigation Academies in the United States. In realisation that the security 

situation and distance from Kabul was limiting attendance from the main drug producing provinces 

(Nimroz, Uruzgan, Helmand and Kandahar) UNODC drew up plans to establish a CNTA outstation in 

Kandahar.  Using Canadian funding, implementation staff scoped the possibility of setting up 

decentralized training facility in the city. The model of providing decentralized training is new to 

Afghanistan and the initial experimental stage of the Project was used to ensure i) that CNPA/CNTA 

management understood the concept of decentralized training and could support the transfer of the 

curriculum to Kandahar once the facility is completed and ii) the mobile training team could be 

deployed to assist the Kandahar cadre implement and deliver a basic programme.  During 2010 

Project staff travelled to Kandahar and two Instructors were appointed to conduct training in the city. 

Placement of international staff to supervise construction and present training will be dependent on 

the security situation.  A design committee, consisting of CNPA and CNTA officers, agreed on the 

course design, so that it adequately reflected the current and future training modules in the CNTA. 

While the ongoing plans of constructing a new CNTA facility in Kandahar are in process, 

implementation was delayed, due to a decision to construct a new facility rather than refurbish the 

existing facility. The land in Kandahar has now been secured and initial surveys on the suitability of 

the site for construction have been conducted.  The Project has now been handed over to a 

subcontractor and the facility should be ready by mid-2013.  
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Efficiency 

Overview 

In general the Project has been highly efficient in its use of resources. The overall budget was US$5.9 

million, which equates to roughly US$900,000 per year.  Not only has UNODC seen tangible results 

for the resources they allocated, but more importantly the Project corralled the efforts of multiple 

donors and delivered a far larger capability than any single donor could have achieved unilaterally.  

The CNTA is a coherent and fully functioning Academy thanks to the coordination efforts of 

UNODC. The United States Army contributed structures, including a kitchen, dining room facility 

and a dormitory adjacent to the Afghanistan National Police Academy.  Germany contributed the 

Headquarters building. France contributed the lecture halls and the UNODC through its donor nations, 

the UK and Canada, contributed to the renovation of classrooms and the installation of furniture and 

audio-visual equipment.  Although the Project took longer than originally planned, it has delivered.  

Alongside the development of a state of the art Training Academy, has been the development of the 

CNPA, and in particular the development of the CNTA’s Afghan staff and trainers, who appear to 

have taken the CNTA on as a going concern, and therefore guaranteed its sustainability.  

Expenditure 

Over the course of the Project there were three revisions. These revisions were mainly due to the 

injection of additional funds and extension of delivery timelines. The Project was initially planned to 

run for 48 months, however, the final element will not be fully delivered until the end of 2013, almost 

seven years after the Project began.   During the Project, staff costs rose from 36 percent to 45 percent 

of the budget, and increased by over US$1 million. Therefore, the Staff and support accounted for 

about 55 percent of the entire budget.  Most other budget lines remained broadly the same in real 

terms, but fell as a percentage of the total.  Still, this level of expenditure is to be expected, as the 

majority of the Project’s activities concentrated on the provision of assistance rather than building 

structures or other kinds of activities.  

Procurement 

During the life of the Project, implementation staff and recipients felt that procurement was slow and 

laborious.  Project staff felt that there was too much scrutiny of minor expenditure and too much time 

wasted filling in forms, for items that had already been identified in the Project documentation.  The 

UNODC’s procedures for procuring computers are worth highlighting, as this appears to be inefficient 

and costly.  In order for CNTA students to complete out of hour assignments, the Project staff sought 

to purchase 20 laptops computers.  These laptops could have been purchased on the local market or 

via the Internet for a total of US$8,000; which was less than what remained of the allocated IT 

budget.  Instead the UNODC system forced the Project staff to purchase from a preferred supplier 

who quoted $US1,800 per lap top ($36,000 in total) which made the provision of additional student 

computers unaffordable. The regulations that require this level of oversight made some of this 

Project’s activities inefficient and impeded successful implementation.  

Procedures 

The two issues above are worth combining as it was felt that there is an imbalance between the role of 

the International SME who is paid to advise the CNPA staff versus the role of a Project coordinator. 

The International SME should to get involved in all activities; however, they often spend more of 

their time concentrating on UNODC procedures rather than assisting their Afghan counterparts. This 

is particularly apparent when there is a shortfall in International staff, when contracts have not been 

renewed, or there is a large gap between staff rotations.  
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Delays 

Delays at the start of the Project were due to a number of factors. The CNTA required an uplift in 

staff and this had to be requested through the Tashkil review, for approval the following October, for 

implementation the next year. Therefore, despite official or high-level approval, the Project was 

unable to start engaging the CNPA until the system appointed officers to the CNTA, and this took 

almost 48 months. Once staff were posted to the CNTA, there was an issue with their capacity to 

learn. Those posted in as instructors, had in fact come directly from the basic course and were not 

seasoned veterans. Therefore, there were delays attributed to selection and training of the first training 

cadre. Overlaid were shortfalls in UNODC staff and issues with hiring contractors.  The overall 

impact was that it only became possible to deploy trained CNPA officers as trainers in late 2010 and 

the desired outputs were not achieved until 2011.  

Kandahar Outstation 

The one major activity that has failed to be delivered to date is the outstation in Kandahar. Due to the 

security situation and a requirement to build a new facility rather than renovate an existing building 

this element of the Project will not be complete until the end of 2013. 

Sustainability  

Coordination 

Due to the collaboration of multiple donors, and the UNODC’s oversight, there are no major 

sustainability issues that have been identified at this stage. The COAFG Country Programme will 

continue to provide support to the CNTA, so its future is assured in the medium term.   The CNTA 

management has already identified additional equipment required for conducting specialized training 

courses.  UNODC Assistance has been provided to identify sources for this equipment and 

procurement is already underway, and forms part of the Country Programme.     

Transition 

In terms of Transition to an Afghan lead, the CNTA is well ahead of many other institutions, and the 

Afghan trainers now believe that they own it.  In the words of the CNTA Deputy Commander, “up 

until 2010, we were the caretakers of an empty house, we now run the school…….we still some 

require assistance, but we own the Academy.” Practically every element of the school’s 

administration and life support is provided by CNPA officers and staff. The trainers are moving to the 

fore and already provide the majority of the training.  The CNTA will, however, still require 

assistance in obtaining items that are either too difficult to acquire locally, or cannot be obtained 

through the MOI procurement system.  UNODC will continue to provide IT and stationary support, to 

ensure the school runs efficiently.  The provision of a travel budget and daily subsistence allowance 

are also seen as important; not that CNPA officers will stop attend training without a payment, but 

they are less likely to leave if they are not financially disadvantaged by being on a course. 

Oversight 

It is vital for the UNODC to maintain oversight at the CNTA so that they can continue to corral 

donations and assistance from the International Community. As such, UNODC chairs the 

International Law Enforcement Focus Group comprising of US, UK, EUPOL and Canadian Law 

Enforcement experts to work on the systematic standardisation of the training curriculum for the 

CNTA.   A Training Coordination Working Group is also being convened by UNODC and involves 

representatives from all the major training providers, who meet in order to facilitate the coordination 
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of training. In the long-term, the forum is expected to create opportunities for CNTA to solicit and 

mobilize strategic support from participating organizations in order to improve national ownership of 

training, particularly the capacity to develop the curriculum and plan, manage and evaluate training.  

Training 

UNODC will also continue to provide English and IT training for the officers employed at the 

Academy, to ensure they are able to interact and communicate effectively with the international 

community and benefit from the extensive knowledge bases available in English. 

Intelligence 

A concerted effort is required to develop intelligence sharing within the CNPA and outside to other 

intelligence agencies and regional partners.  Intelligence sharing will not occur in isolation and 

without assistance. The position of intelligence consultant remains unfilled.  The last Intelligence 

Consultant left in Aug 2012 and it will not be until March 2013 that this person will be replaced; until 

then not much can be achieved.  A single UNODC consultant will not dramatically alter situation, as 

intelligence sharing in all Afghan organisations is limited; however, having a dedicated SMEs who 

can assist in developing procedures and training programmes is vital if the CNPA are to develop their 

intelligence capabilities.  

Innovation  

The development of Afghan led and run MTTs is a real positive and should be considered as best 

practice in Afghanistan. All the CNPA and ABP officers interviewed recognized the importance of 

training delivered by the international community, but were more enthusiastic about receiving training 

from a fellow Afghan. Developing an indigenous training cadre, one that can be drawn upon to make 

up mobile training teams is an efficient use of scarce resources. In terms of limited international staff, 

it allows them to be centralised in Kabul and for the Afghan trainers to then move to the provinces. 

More importantly it has supported the CNTA in taking ownership of training.  The development of the 

2nd and 3rd training cadres is also important, as this has provided the mechanism for training and 

trainers and for training to become self -sustaining.  ISAF were considering using a similar model to 

achieve training in remote locations, but their model is not as advanced as the UNODC’s. When the 

NATO Training Mission in Afghanistan (NTM-A) reduces its presence over the next two years, its 

ability to support centralised training schools will reduce and ISAF will require new ways of thinking 

about how it can support Afghan Security Force development. The CNTA model would appear to be a 

viable option. 
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III. CONCLUSIONS  

When the Project commenced the CNPA was a new force, despite numerous offers it had no 

centralised training facility or course and lacked cohesion.  The UNODC set out to deliver coherence 

to CN training at a time when the CNPA was expanding, and it has achieved this aim.  It also sought 

to corral the efforts of multiple donors, so as to deliver a suitable and sustainable Academy, one that 

the CNPA required.  In this too the UNODC succeeded.   Moreover, the initiatives that established the 

Afghan training cadres and MTTs have proven to be highly successful and, in many cases, were the 

catalyst for ensuring Afghan buy-in; the CNPA can now influence its own destiny.  Any issues 

relating to delays do not reflect negatively on the UNODC, or on the implantation staff, as these 

issues were out of UNODC’s control and only reflect the reality of conducting business in 

Afghanistan.  Given the circumstances, the issues with Tashkils and hiring of consultants and the 

austerity of the location, this Project is a model of success and should be heralded as such. 

There are areas to develop and the UNODC’s Country Programme will continue to provide both 

physical and intellectual assistance to the CNTA. Future change will be incremental and not 

revolutionary, and critically will be driven by the Afghan staff, supported by the International 

Community.  More MTTs, support to Kandahar and the intermediate, and advanced courses, should 

also include modules or study periods for senior officers and policy makers. 
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IV. RECOMMENDATIONS  

Structures 

Project staff must work with the Afghan structures.  Making Tashkil amendments can delay 

implementation by approximately 48 months, due to the detailed way the Afghanistan bureaucracy 

works. Even when an alteration has been applied for there can be secondary issues that can cause 

additional delays.  Project Design should accept that any project requiring alterations to Afghan 

structures (Tashkils) will incur approximately 48 months of inactivity, or at best reduced activity until 

the structural issues are resolved. 

Absorptive Capacity 

Low literacy rates and educational standards hampered the delivery and the absorption of complex 

subjects.  Future projects should recognize that student literacy and educational standards will be low 

and adjust delivery accordingly.  Ultimately an Afghan solution delivered by an Afghan is more 

suitable and sustainable than an international standard that cannot be maintained.  UNODC should 

identify what international standards must be met and what is realistic, and prioritise resources 

towards these activities. 

Senior Officer Education 

Despite the high level agreement and dedicated technical training, delivery slowed due to the fact that 

senior and middle ranking officials did not fully understand how to use new capabilities and or felt 

threatened by them and the younger officers who had received the training. Future programmes 

should spend more attention on educating the entire chain of command. This may increase delivery 

time and cost; however, it will increase the likely success of the project and more importantly increase 

its sustainability; once senior and middle management support a project it is more likely to survive. 

Intelligence as a System 

In order to progress and tackle the major narcotics networks, the CNPA must do more than rely on 

good luck (which to a significant degree it has up until now); it must invest in and exploit actionable 

intelligence. There is a pressing need to devise information sharing mechanisms between agencies so 

that actionable intelligence can be passed to the appropriate unit for execution. The development and 

sharing of intelligence between elements of the CNPA is vital if they are to develop in the future.  

Presently each element operates independently.  UNODC must ensure that it employs an Intelligence 

Consultant who can assist the CNPA to liaise with other Afghan Intelligence Agencies. This will 

require the SME having the correct clearance and credibility to work with other Law Enforcement and 

Military Organisations. In addition, this SME must assist the CNTA devise simple courses which 

educate CNPA officers in intelligence collection and sharing duties, so that there is a dual approach; 

top down policy driven direction and bottom intelligence collection enhancements.  

SMEs 

Some delays at the start and during the Project can be attributed to the lack of an international 

SME/contractor.  UNODC should identify and hire suitable contractors with minimal delay. There 

may be a requirement to conduct a review of the UNODC HR, hiring and retaining mechanisms, to 
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ensure that its own processes are suitably flexible to hire the correct calibre of people to fulfil the role 

of International SMEs. Good planning and accurate assessment of necessary staff to carry out 

unimpeded activities is crucial to this process. 

Publicity 

It was obvious that core learning partners and recipients knew of the UNODC, understood it was 

important, but it was unfortunate that most did not really know what it had delivered.  There is a high 

turn-over of staff in most international agencies and even within the CNPA. This is in stark contrast to 

the years that some UNODC staff have served in country. UNODC needs to ensure that it is 

constantly proclaiming its successes, so that others understand what it has delivered. This is vitally 

important if it is to attract additional donations.  Although UNODC does have the standard publicity 

mechanisms, information is hard to find and reporting is weighed down by process.  Many donors 

stated that they would prefer a Twitter type feed, a photograph and a few lines of text rather than long 

and complex reports. Most donors prepare PowerPoint briefs and do not have the time to read long 

reports. UNODC may wish to consider assisting the CNPA’s public relations department, so that the 

CNPA can also increase its messaging
29

. 

________ 

29 During the interview with the Deputy Minister, he said that one of his priorities was to increase his ability to  

message. 
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V. LESSONS LEARNED  

This is Afghanistan 

In a country such as Afghanistan, projects take a longer to deliver than anticipated.  There are too 

many reasons to list, but future projects should look to double or even triple the allocation of time 

required to implement activities and to achieve the desired outputs.  This will have implications on 

resources, notably financial donations and the employment of staff.  UNODC must overcome the 

inclination for its staff to deliver on their watch, while they are in Afghanistan. UNODC must build 

into its institutional culture the realization that in Afghanistan things will just take longer.  To some 

degree, this has already been achieved by the manner in which the new Country Programme has been 

drafted and the fact that it is resourced over three years.  

International Staff 

This Project has shown that the presence of International Staff (permanent or consultant) is what 

drives a project forward, particularly a project where mentoring and technical assistance are the key 

elements.  Without the presence of International subject matter expertise, there would have been no 

significant project achievements. Hiring and retaining suitably trained staff is key, and the UNODC 

administrative systems should  support this reality by examining how its recruitment procedures help 

or hinder the Country Office’s ability to take on new staff and ensure that those they have a 

adequately cared for.   

Intelligence 

The area of Intelligence remains a weakness within the CNPA and should become a focus for the 

UNODC and CNTA in terms of delivering training.  However, given the scale of the issue 

(Intelligence is poor within all Afghan institutions), the cross cutting nature of intelligence (political 

to tactical implications), and the limited resources at UNODC’s disposal there will be no quick 

successes. Building sustainable intelligence architecture is complex, will take years and the UNODC 

most likely will remain a small actor in what is a far larger developmental field. 
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EXECUTIVE SUMMARY  

Introduction 

AFG/I85 was designed to counter the flow of 
chemicals used in the manufacture of heroin and 
other illicit drugs into Afghanistan. These 
precursor chemicals are not found in Afghanistan 
for licit purposes and are only used for refining 
narcotics. The Project focused on establishing a 
Precursor Control Unit (PCU) to analyze seized 
chemicals and a Drug Regulatory Committee 
(DRC) to provide regulatory oversight of 
chemical imports. In turn, specialised training 
provided the numerous border agencies 
(including ABP, AUP, and Customs Officials) 
the ability to safely seize, handle, identify, confiscate and dispose of precursor chemicals. A national 
database would be established and precursor seizure intelligence would be shared with neighbouring 
countries, as a means of strengthening regional cooperation. A combination of all of the above would 
develop increased awareness and generate actionable intelligence, allowing the central CNPA 
Headquarters to target narcotic traffickers and drug laboratories with mobile assets. 

Evaluation 

This report represents the final project evaluation and occurred after the majority of project’s 
activities had either ceased, or had been subsumed into the New Country and Regional Programmes. 
This evaluation was conducted in tandem with the evaluation of three other projects and data was 
gathered via a series of field visits, interviews with participants and core learning partners, and desk 
based reviews. The results from this evaluation will help inform design of the New Country and 
Regional Programmes.  

Project Achievements 

This Project has been very successful. It has, over an extended timeline, achieved almost all the 
intended outcomes and the stated objective. From a low starting point, of a single untrained officer, 
Afghanistan now has a fully functioning PCU, which is capable of investigating precursor seizures. 
The head of the PCU is also the Chairman of the DRC, which ensures a viable link between CNPA 
operations and the regulatory function within the Ministry of Counter Narcotics (MCN). The DRC is 
proving its effectiveness, such as blacklisting a number of companies for non-compliance and 
investigating many more. The PCU and DRC are both capable of acting on intelligence and sharing 
information with regional neighbours. The number of precursor seizures in Afghanistan has increased 
markedly since the Project commenced.

30
 

Intelligence Exchange 

A major triumph of this Project has been the establishment of an information and intelligence 
exchange mechanism between Afghanistan and its neighbours. While the flow of actionable 
intelligence remains low, the fact that UNODC has managed to set up viable procedures is a real 
achievement. For political reasons, the sharing of real time narcotics intelligence across the region is 

________ 

30 OP TARCET seizure data 2008-2011. 
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sensitive, and most reporting is after the event, rather than being actionable.  Intelligence relating to 
precursor chemicals, however, appears to be less sensitive.  Regional efforts, sometimes directly 
because of this Project, to identify and interdict precursors have delivered tangible results; this is a 
positive step towards sharing real time intelligence in the future. 

Recognition 

The formation of the PCU and DRC has provided Afghanistan with two professional and competent 
units, which ensures that Afghanistan is capable of fulfilling its international obligations of sharing 
precursor information and intelligence amongst its regional neighbours. The successes of the PCU and 
DRC should be heralded, particularly when their investigations lead to prosecutions by the Criminal 
Justice Task Force (CJTF). 

Project Delays 

The initial scope of the Project was too ambitious, given the time and resources available. UNODC 
projects need to attract donors and, therefore, objectives are inflated, timelines compressed, and 
language remains vague, so that project documentation can appeal to as wide a variety of potential 
donors as possible. This Project took almost three times longer to deliver than originally planned. 
Many activities were linked to capacity building and sustainability, such as mentoring and assisting. 
Capacity building is not an exact science; it takes time and it is hard to measure its effect, as some 
results are not apparent for years. The COAFG’s new Country Programme has subsumed many of the 
I85 activities into the Law Enforcement Sub Programme One, and will allow UNODC to continue to 
support the PCU and DRC for another four years.  

The one area in which the Project has not totally succeeded, is in the area of passing actionable 
intelligence between agencies and regional neighbours. However, given the scale of the issue (passage 
of actionable intelligence is poor within all Afghan institutions), the cross cutting nature of 
intelligence (political to tactical implications) and the limited resources at UNODC’s disposal (US$6 
million compared to billions spent on ANA and ANP development) this Project was not likely to 
deliver all the envisaged results. Building sustainable intelligence architecture is complex, will take 
years, and the UNODC will remain a small actor in what is a large developmental field. 

Technical Support 

The technical nature of precursor controls necessitates the requirement for international staff to assist 
in its delivery. The I85 Project stalled on a number of occasions due to a lack of international 
oversight. This occurred during handover periods and/or when the UNODC’s recruitment system 
failed to replace international staff in time; which resulted in gaps in specialist oversight. There is a 
distinct difference between mentoring, which increases capacity, and Project management. While it is 
acknowledged that some specialist knowledge is required to assist activities such as procurement, 
staff felt that too much of a mentor’s working day could be taken up with Project process, versus time 
spent with their Afghan counterparts. For projects that seek to build institutional capacity, UNODC 
must ensure that the balance of effort is adjusted in favour of mentoring; as this is what actually 
delivers results. Any attempt to reduce project costs by reducing international staff for discreet periods 
is chimerical as the project stagnates without them and fails to deliver as initially envisaged. 

Training 

Precursor training provided at the tactical level has been very successful.  Within two years of the 
PCU being set up, seizure rates for precursor chemicals increased exponentially. Operation TARCET 
statistics and other seizures, particularity along the western border, increased after interdiction teams 
were trained. Precursor training is now delivered by the Counter Narcotics Mobile Training Teams 
(MTTs), which are seen as extremely effective. There are numerous requests for additional training 
and the provision precursor testing kits.  
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Senior Officer Education 

One reoccurring theme, from interviews and discussions, was the requirement for senior and middle 
ranking commanders to be educated in the technical aspects of precursor controls and more generally 
in counter narcotics. Many programmes and projects in Afghanistan have been agreed to at the 
highest level and then implemented at the tactical level.  These projects have often failed to 
adequately educate the entire chain of command, including those who are responsible for employing 
the new capability. It is not that projects have failed to address this issue, but for the sake of quick 
implementation, projects have rushed to tactical delivery. Many senior commanders, therefore, do not 
understand new capabilities, feel threatened by them, and can misemploy, or actively block them.  

Conclusion 

The I85 Project is an excellent example of the UNODC using its expertise to deliver niche 
capabilities, in support of the CNPA. In addition to standing up highly capable units (PCU and DRC), 
the Project has enhanced Afghanistan’s ability to share credible precursor and narcotics related 
intelligence with its neighbours.  The Afghan PCU is arguably better equipped, funded and more 
capable than similar units found elsewhere within the region. The credibility that a professional and 
fully functioning PCU brings to Afghanistan cannot be overstated. There are issues with sharing real 
time counter narcotic intelligence across international borders. Due to political sensitivities many 
countries are guarded in what they share.  However, the passage of intelligence relating regarding 
precursors, which flow across the borders of many countries, does not appear to be as politically 
sensitive, as the passage of drug related intelligence.  The passage of precursor intelligence, therefore, 
is offering a vehicle for international cooperation which should be both heralded and expanded upon.   

Looking to the future, UNODC’s excellent work with the PCU is well-positioned to become a corner 
stone of the Law Enforcement Sub-Programme within UNODC’s Country Programme and its 
Regional Programme.  The work on precursors started in this Project should be used as a model for 
the implementation of other institutional capacity building efforts. 
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SUMMARY MATRIX OF FINDINGS, EVIDENCE 

AND RECOMMENDATIONS 

Findings31: problems and issues 

identified 

Evidence (sources that 

substantiate findings) 

Recommendations32 

The initial Project design was 

overly ambitious in terms of 

the language used to describe 

outcomes and in the allocation 

of resources over time. 

Original Project 

documentation, Project 

Revisions and Annual 

Reports.  Interviews with 

Core Learning Partners. 

Future project design should 

allow a longer (2 year) 

gestation period at the start of 

any new project; this reflects 

the reality of working in 

Afghanistan. 

 

Project objectives should be 

realistic in relation to resource 

inputs versus expected 

outcomes. COAFG’s budget is 

small, compared to other 

agencies and it should look to 

influence policy or develop 

niche areas that are beyond the 

scope of other agencies.  

 

COAFG should concentrate on 

its core capabilities and these 

should be articulated. Staff 

may require assistance when 

drafting new proposals to 

ensure that they play to 

UNODC’s strengths. 

 

 

Issues with Afghan Tashkil 

amendments delayed 

implementation by 48 months. 

Even when alterations were 

requested within the correct 

timelines, there were 

secondary issues that caused 

additional delays. 

 

 

Original Project 

documentation, Project 

Revisions and Annual 

Reports.  Interviews with 

Afghan Recipients and Core 

Learning Partners. 

 

Project Design should accept 

that any project requiring 

alterations to Afghan structures 

(Tashkils) will incur 

approximately 48 months of 

inactivity or at best reduced 

activity until these structural 

issues are resolved. 

Delays were experienced due 

to the inability or other factors 

of the selected officer to 

Original Project 

documentation, Project 

Revisions and Annual 

Future COAFG projects should 

recognise that student literacy 

and educational standards will 

________ 

31 A finding uses evidence from data collection to allow for a factual statement. 
32 Recommendations are proposals aimed at enhancing the effectiveness, quality, or efficiency of a project/programme; at 

redesigning the objectives; and/or at the reallocation of resources. For accuracy and credibility, recommendations should 

be the logical implications of the findings and conclusions.  
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conduct technical training. 

Low literacy rates and 

educational standards 

hampered the delivery and 

absorption of complex 

subjects. 

Reports.  Interviews with 

Afghan Recipients and Core 

Learning Partners. 

be low and adjust delivery 

accordingly.  

 

COAFG should identify what 

international standards are 

required and realistic, and 

prioritise resources 

accordingly. 

 

Despite high level agreement 

and dedicated technical 

training, delivery slowed due 

to the fact that senior and 

middle ranking officials did 

not fully understand how to 

use new capabilities and or 

felt threatened by them and 

the younger officers who 

received the training. 

 

Interviews with Core 

Learning Partners and 

Recipients. 

Future COAFG projects should 

spend more attention on 

educating the entire chain of 

command. With the support of 

senior and middle management 

support projects will be more 

successful and more likely to 

survive. 

Delays at the start and during 

the Project can be attributed to 

the lack of an international 

SME / contractor.  

Original Project 

documentation, Project 

Revisions and Annual 

Reports.  Interviews with 

implementers. 

COAFG should conduct a 

review of its hiring and 

retention procedures. Without 

handovers, or at worst long 

periods without an 

international SMEs projects 

risk stalling.  

  

The ability of the PCU to 

share intelligence regionally is 

a major factor in increasing 

regional counter narcotic 

cooperation. Many core 

learning partners were 

unaware of how well  PCU 

and DRC performed their 

tasks 

 

Interviews with implementers, 

recipients and core learning 

partners. 

COAFG should 

encourage/assist the MOI and 

Afghan Government to 

increase public awareness33 of 

the PCU’s/DRC’s activities as 

a means of increasing regional 

cooperation.    

There is a lack of trust 

between the various agencies 

within Afghanistan. There is a 

pressing need to devise 

information sharing 

mechanisms between agencies 

so that actionable intelligence 

can be passed to the 

appropriate unit for execution. 

Original Project 

documentation, Project 

Revisions and Annual 

Reports.  Interviews with 

implementers, recipients and 

core learning partners. 

COAFG should employ an 

Intelligence Consultant who 

can assist the CNPA liaise with 

other Afghan Intelligence 

Agencies. This will require the 

SME having the correct 

clearance and credibility to 

work with other Law 

Enforcement and Military 

Organisations.  

 

The development and sharing Original Project COAFG should employ an 

________ 

33 Public awareness does not mean that the general public is made aware of all PCU/DRC activities, rather their  

successes are publicized. Due to operational security this could be to a limited or re stricted audience.  
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of intelligence between 

elements of the CNPA is vital 

if they are to develop in the 

future. Presently each element 

operates independently. 

documentation, Project 

Revisions and Annual 

Reports.  Interviews with 

implementers, recipients and 

core learning partners. 

Intelligence Consultant who 

can assist the CNPA to develop 

and pass actionable intelligence 

from the provinces to the TOC 

for tasking by mobile units. In 

due course the TOC should be 

encouraged to task all elements 

of the CNPA, even the 

specialist units, subject to 

operational security caveats 

imposed by the other agencies 

assisting the CNPA. 
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I. INTRODUCTION  

The Overall Objective 

The overall project objective was to develop a fully comprehensive precursor chemical control 
program with targeted objectives and stated measures, such as: identification of the key chemical 
entry points; development of both regional and international information analysis and exchange 
systems designed to target and dismantle criminal operations; capacity building in terms of training 
and equipment for interdiction along key Afghan borders. I85 had an overall budget of $6,905,440 
and was executed over 6 year (2006 – 2011). The donors were Canada, European Union, France, 
Germany, Japan, United Kingdom and UNDP. 

The initial outputs were the: 

(a) Establishment of a dedicated precursor control unit (PCU) within Intelligence Department of 

the CNP-A. The PCU is to have the capacity to detect and arrest individuals involved in the 

trafficking of precursor chemicals. 

(b) Development of national capacity (tools, skills, expertise, and awareness) in the region to 

identify and seize suspicious consignments of chemicals in targeted production areas. 

(c) Develop the Afghan capacity through the CNP-A to raid remote illicit heroin laboratory and 

to safely and effectively dispose of the precursor chemicals. 

(d) Develop a database to collect/analyse intelligence that will target trafficking organizations 

and identify key crossing points for enhanced interdiction. 

There were three Project revisions in the 72 month Project life, and the outputs were altered to: 

Phase I until Dec 2011 

(a) Ministry of Interior includes Precursor Control Unit (PCU) of the Counter Narcotics Police 

Afghanistan onto the Tashkil (Afghan National Police Program). 

(b) Relevant Government of Afghanistan law enforcement agencies, in particular PCU – CNPA, 

Border Police and Customs, increase both the quantity and quality of operations designed to detect, 

seize, and/or dispose of illicit consignments of precursor chemicals.   

(c) Relevant Government of Afghanistan law enforcement agencies, in particular PCU, 

effectively participate in national, regional and international efforts to gather and share information/ 

intelligence on precursor chemicals. 

(d) Drug Regulation Committee (DRC) of the Ministry of Counter Narcotics effectively 

regulates the licit trade with precursor Chemicals. 

(e) Mobile Detection Teams deployed on Afghanistan’s western border to identify and intercept 

consignments of smuggled chemicals. 

Phase II until Q3 2013 

(a) Advanced investigative techniques, including intelligence-led investigations and controlled 

deliveries utilised in the region. 

(b) Methodologies and techniques used to detect, identify and dispose of chemicals seized in the 

region. 
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(c) Operational intelligence in the region enhanced. 

Evaluation  

As per the Project documentation this evaluation was a mandatory exercise.  Evaluation was 

undertaken at this point, as all the Project’s activities had either been completed and/or subsumed into 

the new Country Programme.  In addition, the Country Office in Afghanistan will use this evaluation 

to assess its work, to learn lessons for the implementation of its Country Programme, to receive 

feedback, appraisal and recognition, as well as to mobilize resources by showing the possible 

attribution of achievements to the Project/programme.  In addition to evaluating the Project against its 

stated objectives, outcomes and outputs, the terms of reference (TORs) direct the evaluation to answer 

the following: 

(a) Has the Ministry of Interior included a PCU to the Tashkil (Afghan National Police 

Program)?  

(b) Has the operational aspects of the agencies, in particular PCU – CNPA, Border Police and 

Customs, improved?  

(c) Specifically, the detection, seizure, disposal of illicit consignments of precursor chemicals.   

(d) Have the relevant law enforcement agencies participated in national, regional and 

international efforts to gather and share information/ intelligence on precursor chemicals?  

(e) Is the licit trade with precursor Chemicals regulated by the Drug Regulation Committee 

(DRC) of the Ministry of Counter Narcotics and how?  

(f) Have Mobile Detection Teams been deployed on Afghanistan’s western border?  

(g) Have they identified and intercepted consignments of smuggled chemicals?  

(h) Have investigative techniques, including intelligence-led investigations and controlled 

deliveries been utilized in the region?   

(i) Have methodologies and techniques been used to detect, identify and dispose of chemicals 

seized in the region?   

(j) Has the operational intelligence in the region been improved? 

Limitations to the Evaluation  

The evaluation sought to assess the effect of the I85 Project as an individual element of a cluster of 

four Law Enforcement projects.  The methodology was to: establish a baseline of host nation capacity 

before the Project commenced; ascertain what, how and when the Project delivered; investigate how 

effectively the Project delivered against the envisaged outputs; establish what effect these outputs 

achieved in relation to the desired outcome; and identify opportunities or risks to the Project’s success 

in the future. The fact that the baseline did not exist and that the indicators were vague and poorly 

constructed, posed a methodological challenge to the evaluation exercise. In order to reduce the 

Projects into easy to understand chunks of data, the evaluator devised his own system for 

backtracking project implementation over time, in effect mapping project activities and expenditure. 

This was an attempt to understand how and why Project delivered or otherwise; basically to 

contextualize delivery in a simple chart. 

Due to the cross cutting nature of Counter Narcotic activities in Afghanistan, the fact that Project 

delivery was extended and some activities supported other Project outcomes, it was sometimes 

difficult for the evaluator to ascertain which outputs or activities delivered and when. In interviews 

and visits, general questions were asked as a means of establishing what stakeholders, donors and 

recipients believed had occurred, and what they thought were the relative strengths of weaknesses of 
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the Project. Answers often strayed beyond the confines of the Project, due to complex inter-linkages. 

Lessons identified and recommendations, therefore, are often repeated across the Law Enforcement 

cluster, as they either apply equally to all projects, or can’t be applied solely to just one project.   

Despite the fact that working in Afghanistan can be difficult and that security concerns can interfere 

with activities, such as it did with to the schedules of other evaluators, this evaluator gained excellent 

and timely access to stakeholders, recipients, donors and core learning partners, and was able to 

interview and/or meet almost all those identified in the Project paper work. The fact that that so many 

people were willing to meet the evaluator highlights the value of this Project, the personal standing of 

the implementers, and the importance of UNODC’s work within Afghanistan. 
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II. EVALUATION FINDINGS  

Relevance 

Precursor Chemicals 

In addition to the trafficking of drugs, the trafficking of precursor chemicals is a growing regional 

concern.  Transforming raw opium into heroin requires a significant amount of precursor chemicals.  

Afghanistan does not produce nor does it have any legitimate use for these chemicals domestically; all 

are smuggled into the country illegally.  Regionally, the role of UNODC is to increase the awareness 

of the Central Asian countries about illicit precursor trafficking and provide equipment, training and 

legal assistance to help law enforcement detect and interdict smuggled precursor chemicals
34

. 

The Rainbow Strategy 

The UNODC’s Rainbow Strategy for countering opiate consumption and trafficking was set out in the 

Paris Pact Initiative and supports UN Security Council Resolution 1817.  The Red Paper of the 

Rainbow Strategy sought to initiate and coordinate enforcement activities to intercept consignments 

of smuggled chemicals en route to Afghanistan. The operational response, Operation TARCET 

(Targeted, Anti-trafficking, Regional, Communication, Expertise, and Training) related to this Project 

occurred between 2008-2011.   

The overall aim of Operation TARCET was to 

ensure regional and inter-regional cooperation as 

well as the development of Governments' own 

capacities to organize and launch intelligence-driven 

operations.  Representatives of the Governments’ of 

Afghanistan, Iran, Kyrgyzstan, Pakistan, the 

Republic of Korea, Tajikistan and Uzbekistan took 

part. The Central Asian Regional Information and 

Coordination Centre (CARICC) kept participants 

informed and acted as the operational coordination 

unit for all activities.  Operation TARCETs 

achievements to date have been: enhanced regional 

cooperation with precursor control operations being 

conducted between neighbouring regional countries; information exchange mechanisms created with 

CARICC, Joint Planning Cell (JPC) and National Contact Points (NCP); Dedicated Mobile Detection 

Teams (MDTs) created in the Central Asian Republics and a vetted Precursor Control Unit (PCU) 

established within Afghanistan’s CNPA Intelligence Directorate.
35

 

The project outcomes now directly link to UNODC Country Program for Afghanistan, Sub-

Programme 2, Outcome 1: improved law enforcement capacity to tackle drug and crime issue; and 

output 1.2: CNPA capacity enhanced through introduction of intelligence and forensic services.  

 

________ 

34 UNODC Regional Statement on website. 
35 UNODC website. 
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Impact 

OP TARCET 

The PCU was established in 2008 and became operational in 2009.   The seizures of precursor 

chemicals increased markedly between 2009 and 2011.  The seizure rate increased to the extent 

whereby UNODC believe it has may have forced many narco-traffickers to export raw opium out of 

Afghanistan and process it in countries which have less regulatory oversight.  This theory is supported 

by a reduction in precursor chemical seizures during 2012.  Seizures may rates have dropped, as some 

narco-traffickers see the risks of importing precursor chemicals into Afghanistan as too high 

compared to the risk of refining heroin in neighbouring countries. While this is just a theory, it could 

be a very important fact, and one that is worth exploring in more detail as more intelligence emerges.  

Operation TARCET results of are shown below: 

Table 1: Results of Operation TARCET 

Date/Type of 

Seizure 

Op TARCET I  

2008-2009 

Op TARCET II  

2009-2010   

Op TARCET III  

2010–2011 

Total Precursor 

Chemicals seized  

 

45,000 kgs. 462,813 kgs. 460,000 kgs. 

Acetic Anhydride Afghanistan: 1,144 

kgs. 

Iran: 5,400 kgs. 

Pakistan: 15,444 kgs. 

Afghan Police: 

450kgs. 

International Forces: 

1,180kgs. 

Pakistan: 5,172.5kgs. 

Iran:383 kgs 

Central Asian States: 

1,547kgs. 

Afghanistan: 23,000 

kgs. 

Iran: 1330 kgs. 

Tajikistan: 404kgs. 

 

Acetyl Chloride Iran: 16,000 kgs. 

Pakistan: 5,000 kgs. 

 

  

Acetic Acid 

 

Uzbekistan: 1,600 kgs.  3,500 kg 

Hydrochloric Acid 

 

 10,900 kgs. 7,000 kgs. 

Sodium Carbonate  2,208 kgs. 

 

2,000 kgs. 

Ammonia Chloride 

 

 1,115 kgs. 1,000 kgs. 

 

Effect of Seizures 

Examining the figures for 2009-2010, the following can 

be gleaned.  In 2009 Acetic Anhydride seizures of 

8,349.5 kilograms equalled 0.72 percent of the Acetic 

Anhydride required to process the entirety of 

Afghanistan’s opium crop that year.  Acetic Anhydride 

sold for US$376.07 per kilogram in Afghanistan and the 

total seized equated to a financial loss to laboratory 

owners of US$3,139,996. Ammonia Chloride sold for 

US$21.24 per kilogram; the total seized equated to a 
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financial loss to laboratory owners of US$23,682. In all, 440,162.5 kilograms of chemicals were 

seized which equalled 4.73 percent of all the chemicals required to process of the entire opium crop 

and the losses for laboratory owners would have run to over US$100,000,000.  Therefore the effect of 

Operation TARCET and other precursor seizures was a significant financial loss to those who 

processed opium (or who imported chemicals) and not a direct loss for those who produced and traded 

in raw opium.   

Beyond Operation TARCET 

Operation TARCET has now been replaced by International and National Working Groups which aim 

to continue the success of Operation TARCET and ensure that the regulation and interdiction of 

precursor chemicals are a permanent element of international border controls. UNODC is assisting 

this initiative through the Regional Programme for Afghanistan and Neighbouring Countries.  The 

National Working Group is chaired by the head of DRC and supported by UNODC’s new Country 

Programme. This working group meets once a month and is designed as an intelligence and 

information sharing forum.  The Regional Working Group meets every quarter and is designed to 

discuss strategic issues and ensure that communication is maintained at the highest levels. The next 

Regional Working Group will discuss the following case study from Afghanistan.   

Case Study 

In July 2012, Customs officials seized a 40 foot container of what appeared to be boxed television 

sets.  However, these boxes were in fact designed and manufactured to hide liquid chemical drums. 

Two PCU officers were flown to Herat, to investigate the seizure, and discovered 11,000 litres of 

Acetic Anhydride. This was largest single seizure of Acetic Anhydride, to date in Afghanistan, and a 

major breakthrough. 11,000 litres of Acetic Anhydride is enough to process about 1 per cent of the 

Afghanistan total opium production. More importantly backtracking this shipment has yielded vital 

intelligence that has been shared across the region. The shipment and companies related to this case 

involved eleven different countries across the region and highlights the regional nature of smuggling 

illicit chemicals. 

Effectiveness 

Ministry of Interior includes Precursor Control Unit (PCU) of the CNPA Tashkil. 

When UNODC commenced the I85 Project the PCU 

consisted of a single untrained and unsupported 

officer. From this start point, I85 was able to deliver a 

fully trained and operational PCU in approximately 

three years.  Implementation was delayed for three 

reasons: lack of an international subject matter expert 

(SME); the intellectual capacity of many in the CNPA 

to absorb the Project; and Afghan structural issues.   

The Project initially stalled due to the inability of the 

UNODC to hire a suitable SME, to act as the 

international coordinator for the Project. However, once an appropriately qualified international 

coordinator was hired, the Project progressed as designed.  Secondly, the initial batch of Afghan 

officers selected for the PCU were mostly incapable of undertaking the specialist training they 

required. Only when a more rigorous selection mechanism was put into place, could the PCU identify 

and then select officers with the absorptive capacity to improve their English ability, work with 

computers and undertake technical precursor training.  Once trained, the best officers were taken onto 

the unit’s Tashkil. This ability to down select is rare in Afghanistan and should be seen a positive 
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endorsement of the PCU.  Thirdly, the PCU like many other Afghan organisations has structural 

issues. Although the PCU is enshrined within the CNPA Tashkil, the caveat is that staff numbers have 

declined from a high, in 2010, of 10 trained officers, to 4 in 2012.  The number of trained officers is 

due to increase in 2013 when PCU billets are correctly assigned as officer posts.  Previously some 

officers were assigned to sergeants billets and they then left the PCU in search of an officer’s salary.  

Restructuring of Afghan organisations requires alterations to the Tashkil, the authority to hold on 

establishment, to pay and equip officers.  After an annual review, alterations are announced every 

October for delivery the following year.  Creating a new unit or conducting major structural 

alterations can, therefore, take two years to yield results.  Requesting amendments outside of the 

annual review cycle and/or rectifying mistakes only increases the time taken to deliver results. The 

Tashkil review is the reality of working in Afghanistan, and UNODC staff must understand and work 

with the system. 

Relevant Government of Afghanistan law enforcement agencies, in particular PCU-CNPA, 

Border Police and Customs, increase both the quantity and quality of operations designed to 

detect, seize and/or dispose of illicit consignments of precursor chemicals. 

Many Afghan officials stated that although they knew what 

drugs were, they realised that they did not understand 

precursors and required technical assistance. Almost all the 

Afghan Police Officers interviewed during the course of the 

evaluation requested more precursor training, which serves 

to highlight the importance of the PCU and the I85 Project.  

Precursor training is currently delivered at the central 

Counter Narcotics Training Academy and via Mobile 

Training Teams.  Since the Mid-Term Evaluation, in 2009, 

precursor training has been standardised and is now part of 

the CNTA’s curriculum. To date, over 300 CNPA, customs, 

ABP and ANP officers have been trained on specialist 

precursor chemical courses in the CNTA and a further 1200 

have received basic training from MTTS, in the provinces.  

Training increases precursor awareness and allows officers 

to use disposable precursor identification kits as a means of 

correctly identifying banned chemicals.  UNODC has 

distributed over 1,200 of these kits to officers who attend 

training and has ordered additional kits to meet demand.  The precursor identification kits are easy to 

use and avoid unnecessary delays for those trucks that are stopped for investigation, as they provide 

instant results.  The kits are in high demand, and all the field operatives interviewed during the course 

of the evaluation told the Evaluator that they had requested more testing kits from UNODC.  An 

increase in trained officers is mirrored by an increase in seizures, as discussed in the impact paragraph 

above and shown by the data contained in Table 1. 

Relevant Government of Afghanistan law 

enforcement agencies, in particular PCU, effectively 

participate in national, regional and international 

efforts to gather and share information/ intelligence 

on precursor chemicals. 

Intelligence and information sharing is limited within the 

CNPA and externally limited with other Afghan 

agencies. Despite Ministerial and senior official 
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agreements it is also limited internationally; particularly between Afghanistan and Pakistan.  

Afghanistan and Iran do share information on occasions and there have been a number of successful 

joint operations along the western border, but more could be done. Afghanistan’s Northern partners 

are somewhat better at sharing information, but lack of information technology systems and 

procedures for effective real-time intelligence transfer.  

The PCU, although part of the CNPA Intelligence branch, is not seen as mainstream, as it was set up 

as a specialist organisation in order to ring fence staff.  The PCU receive precursor reports from 

provincial CNPA officers via the Tactical Operations Centre (TOC); however, this facility is barely 

functioning and reports can take 3-4 weeks to reach the PCU. This reduces the capacity of the PCU to 

react to events and deploy mobile investigation teams in a timely manner.  Overall intelligence 

sharing is embryonic, but the PCU is as good as, or even better at promulgating information than its 

equivalents in many other countries. While the effect may not quite be the increased intelligence 

capacity, envisaged in the Project documentation, the PCU has directly contributed to increased in-

country and regional precursor awareness.  In conjunction there has been a dramatic increase in the 

seizures of precursor chemicals since the creation of the PCU; however, seizures can also be 

attributed to training and/or luck.  The real value gained from these seizures is the backtracking 

methodology utilised by the PCU and its ability to highlight regional linkages. 

A concerted effort is required to develop intelligence sharing within the CNPA and outside to other 

intelligence agencies and regional partners.  Intelligence sharing will not occur in isolation and 

without external assistance. This is not helped by the fact that the position of UNODC’s Intelligence 

Consultant remains unfilled.  The last Intelligence Consultant left in Aug 2012 and is not expected to 

be replaced until March 2013; until then not much can be achieved.  A single UNODC consultant will 

not dramatically alter situation, as intelligence sharing in all Afghan organisations is limited; however, 

having dedicated SMEs who can assist in developing procedures and training programmes is vital if 

the CNPA are to develop their intelligence capabilities.  

Drug Regulation Committee (DRC) of the Ministry of Counter Narcotics effectively regulates 

the licit trade with precursor chemicals. 

The Drug Regulatory Committee (DRC) is the 

Afghan body that articulates national precursor policy 

and regulates industrial approval.  Before the DRC 

was formed, Afghanistan had no mechanism for 

bringing the various ministries together, to discuss the 

use of industrial chemicals, and to verify the status of 

import-export companies.  The DRC performs two 

functions: it licenses chemicals for licit use and it 

stores data on the use of chemicals so that the 

authorities can better understand emerging trends.  

The chairman of the DRC is also the commander of 

the PCU and this ensures a direct link between the policy and action arms.  The DRC can authorise 

investigations and spot checks on companies importing chemicals.  Their work to date has led to the 

black listing of five companies for non-compliance.  The chairman states
36

 that more companies 

would be investigated if there were more staff, which is another reason why the increase in PCU 

officers is important as these officers would lead the additional investigations.  

 

________ 

36 During an interview with the Evaluator. 
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Mobile Detection Teams deployed on Afghanistan’s western border to identify and intercept 

consignments of smuggled chemicals. 

The PCU currently has only four assigned officers 

and this limits its ability to get out of Kabul, to 

participate in raids and/or conduct follow up 

investigations. In general mobile elements of the 

CNPA are not operating as the UNODC had 

envisaged. Many mobile elements are tied to static 

duties (such as MDTs that work on four of Kabul’s 

main gates).  There is a lack actionable intelligence 

and/or coordination mechanisms that allow MDTs to 

conduct targeted operations. The MDTs in Kabul 

have recently been re-trained by a dedicated 

international consultant, and will shortly be taken 

from the city gates and re-housed in the CNPA main compound.  Only when the PCU has additional 

officers, is equipped and trained, and mobile elements effectively tasked, will the initial concept of 

mobile detection teams, capable of participating in raids, be delivered. 

When CNPA have been given actionable intelligence and received appropriate oversight and 

assistance, then they have proven to be effective.  In 2010, the Nimroz mobile ABP units seized two 

major drugs hauls of 13.5 and 5.5 tonnes respectively.  This proves that the concept works; however, 

this has so far only occurred when international mentors have been present to assist in the planning 

and execution of operations.  For the concept to deliver more credible results, Afghan authorities need 

to be convinced of its utility, as they are often unwilling to free up their staff from static checkpoints 

to man mobile elements. This might change when the MDTs, in Kabul, are relocated to the CNPA 

compound. 

Advanced investigative techniques, including intelligence-led investigations and controlled 

deliveries utilised in the region. 

During 2011-2012, the Project entered a second 

phase which focused on developing intelligence-led 

investigations, increasing the capacity to detect 

precursors at border crossings and assisting with the 

safe disposal of seized materials.  The intelligence 

aspect of these activities were designed to help 

CNPA / PCU officers to better exchange intelligence 

among themselves and with neighbouring countries 

through the Central Asian Regional Information 

Coordination Centre (CARICC) and the Joint 

Planning Centre in Tehran (JPC), in order to identify 

and intercept consignments of precursor chemicals 

destined to Afghanistan.  The Project supported the development of the Tactical Operations Centre 

(TOC) within the Intelligence Directorate at CNPA HQ.  The Project also supported the first joint 

Afghan/Pakistan Table-top Exercise.  This exercise was conducted as a trust building endeavour as 

well as a training opportunity, and UNODC is confident that it will lead to the first simultaneous 

cross-border operation between the two countries which will be a significant accomplishment.
37

 

 

________ 

37 UNODC Annual Project Progress Report for 2010–2011. 
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The ability for the CNPA to increase effectiveness beyond their current capabilities is limited, even if 

the security situation permitted more freedom to operate. There are real issues in conducting routine 

movement in large areas of the country and the CNPA can only achieve superior force ratios in these 

areas and for limited periods of time. Therefore, the reach of the CNPA (not counting a few of the 

specialist units which are supported by military aviation) is limited. This is another reason why many 

CNPA’s assets remained fixed to static location and are not as mobile, as intended. Advanced 

techniques such as controlled delivers are currently years beyond the CNPA’s capabilities. There is 

virtually no way that the CNPA could afford to allow shipments to by-pass customs and track them 

through the length and breadth of the country, raiding premises at their leisure.  

Methodologies and techniques used to detect, identify and dispose of chemicals seized in the 

region. 

The current MDT mentor has conducted an inventory of 

the equipment required by the MDTs and is looking to 

increase the amount of specialist equipment, including 

non-intrusive equipment held by the MDTs.   

In October 2012, 25,000 kilograms of precursor chemicals 

and narcotic were destroyed by fire to the north of Kabul. 

There was large scale attendance from Afghan Ministries, 

Agencies and the International Community, who all came 

to witness this act. 

Efficiency   

Design 
The initial scope of the Project was too ambitious. Given the time (3 years) and resources 
available (US$3.5 million), the ability of UNODC (as stated in the Project Document) to 
develop: a “fully comprehensive precursor chemical control programme”; assist in the 
“development of both regional and international information analysis and exchange systems”; 
and provide “training and equipment for interdiction along key Afghan borders” was somewhat 
overstating the objective.   
 
One reason for this ambition is that UNODC projects in Afghanistan (and elsewhere) need to 
attract donors, as they are not centrally funded. This results in inflated objectives, compressed 
timelines, and overly-vague language. Staff felt the need to prepare project proposals that 
could appeal to as wide a variety of potential donors as possible. However, once funded, the 
result was a Project that could never really deliver what it set out to achieve.  This necessity 
interferes with the need to thoroughly analyze issues and target areas for assistance efficiently. 
Furthermore, once such a project is underway, it is difficult to monitor progress because the 
project usually ends up delivering something other than what it set out to achieve. The donors 
interviewed all understood why UODC did this, but stated that they would prefer more realistic 
objectives to be set, ones which could demonstrate progress, which the donors could then 
report back to national capitals.38  
 
Clear Objectives 
This observation above can be highlighted in the output which sought to develop advanced 
investigative techniques, including intelligence-led operations.  This activity has not really 
progressed as the Project intended. Over the last seven years the CN Training Academy 
(CNTA) has not managed to train every member of the CNPA.  Therefore some CNPA officers 

________ 

38 Interviews at the Canadian and Japanese Embassies.  
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have not received any investigative or intelligence training. Even when trained, the amount of 
information that many will absorb during a five week course is limited. And finally, with 
limited to no mentoring, many will not even use the new skills that they have been taught; for 
security and for budgetary reasons, UNODC does not have mentors who can deploy with 
active CNPA Officers.  Added to these limiting factors are the historic and cultural facts that 
intelligence is power, and traded as a commodity in Afghanistan. Given the scale of the issue 
(passage of actionable intelligence is poor across all Afghan institutions), the cross cutting 
nature of intelligence (there are political to tactical implications) and the limited resources at 
UNODC’s disposal (US$6 million compared to billions spent on ANA and ANP development) 
this Project was not likely to deliver the envisaged results. The output was vague to attract 
donors. This led to inefficiencies and unachievable outcomes. The donors are aware of the 
need to attract their funds, and next time UNODC should be more direct and honest.  The 
Project did do deliver something positive and with a little more thought this could have been 
articulated in the Project Documentation and there is no need for these overly-obvious games.  
 

Delays 

Implementation was also delayed for three reasons: lack of an international subject  matter expert 

(SME); the intellectual capacity of the CNPA to absorb the Project; and Afghan structural issues. 

The Project initially stalled due to the inability of the UNODC to hire a suitable SME, to act as the 

international coordinator for the Project.  However, once an appropriately qualified international 

coordinator was hired the Project progressed as designed.  The technical nature of precursor controls 

necessitates the requirement for international staff to assist in its delivery. The Project stalled during 

handover periods and/or when the UNODC’s recruitment system failed to replace international staff 

in time and there were gaps in specialist oversight. There is a distinct difference between mentoring, 

which increases capacity and skilled Project management, which seeks to deliver resources on time 

and budget. While it is acknowledged that some specialist knowledge is required to assist in activities 

such as procurement, the staff felt that too much of a mentor’s working day was often taken up with 

Project process, vice time spent with their Afghan counterpart. For projects that seek to build 

institutional capacity, UNODC must ensure that the balance of effort is adjusted in favour of 

mentoring; as this is what has been shown to deliver results. Any attempt to reduce project costs by 

not hiring international staff for discreet periods leads to project stagnation and inadequate 

implementation. 

The initial batch of Afghan officers selected for the PCU were not capable of undertaking the 

specialist training they required. Many of the activities listed in the Project documentation were 

designed to deliver capacity building and sustainability, such as mentoring and assisting. Afghanistan 

was emerging from decades of conflict and had a low educational threshold; therefore, there was no 

clear way to build capacity in an effective manner.  Everyone concerned, though, realizes that 

capacity building takes time and is hard to measure, as the results often do not appear for years. Many 

programmes and projects in Afghanistan have been agreed to at the highest level and then 

implemented at the tactical level.  They have very often failed to adequately educate the entire chain 

of command, those who are responsible for employing the new capability. It is not that projects have 

failed to address this issue, but for the sake of quick implementation, projects have rushed to tactical 

delivery. Many senior commanders, therefore, do not understand new capabilities, feel threatened by 

them and can misemploy or actively block them. UNODC should consider how is can assist the 

CNPA leadership through education and mentoring. 

The PCU like many other Afghan organisations has structural shortcomings.  Restructuring of Afghan 

organisations requires alterations to the Tashkil, the authority to hold on establishment and to pay and 

equip officers.  According to the normal way of operation in Afghanistan, after an annual review, 

alterations are announced every October for delivery the following year.  Creating a new unit or 

conducting major structural alterations can, therefore, take two years to yield results.  Requesting 
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amendments outside of the annual review cycle and/or rectifying mistakes only increases the time 

taken to deliver results.  The Tashkil review is the reality of working in Afghanistan, and the UNODC 

staff implementing this Project did not fully understand or work with the system which resulted in 

unnecessary delays.   

Expenditure 

In terms of expenditure the project spent US$6.9 million over seven years, which equates to 

approximately US$1.0 million per annum. However, expenditure was slow between 2006-2008 and 

spiked in 2009-2010 when the Project really started.  The Project documentation does not explain why 

the original Project which was from 2006-2008 and why revision one is from 2010 to 2011, or what 

happened in 2009? Based on discussions with the present staff, it can be concluded that there was an 

agreement to reallocate funds from the original budget into 2009.   Staff and Project supports costs 

accounted for over 50 percent of the total expenditure, which is to be expected for a project that seeks 

to build institutional capacity. The other main budget line was equipment which accounted for about 

30 percent of the total spent. UNODC’s expenditure on all CN Law Enforcement activities, of about 

US$5 million per annum is in stark contrast with the US Embassies US$42 million per annum on CN 

interdiction alone.  

The fact that, despite challenges in building capacity and in involving senior management in training, 

the objectives were largely accomplished indicates that large budgets are not essential to successful 

project implementation. The low level of spending and achievements of I85 proves what can be done 

when resources are targeted at niche and specialist areas. While UNODC cannot hope to conduct 

large scale assistance projects within its current funding streams. I85 Project proves that successful 

projects can be implemented with success and at modest cost. 

Sustainability  

The Project is sustainable in the near term as there is little assistance that the PCU or DRC require in 

order to continue their work.  So long as the PCU receives their uplift of officers in 2013, then there 

should be no real sustainability issues with their progress, as an increased PCU assists the DRC with 

their investigations.  The Head of the PCU is content then even with four officers, he will be capable 

of continuing to run the unit and train a new cadre of officers.  UNODC assistance is still required in 

the form of travel and subsistence funds. This funding allows PCU staff to take part in regional 

intelligence sharing conferences and to mount backtracking investigations.  The PCU will also require 

assistance with purchasing IT and stationary.  The mobile element of the PCU, and MDTs, in general 

are still being established and will require funding into the future.  All these elements are built into the 

COAFG new Country Programme and are funded, therefore, the future of the Project’s achievements 

are secure for the next 3 years. 

Innovation  

A major success of the Project has been the inclusion of PCU Officers in the Counter Narcotics 

Training Academies (CNTA) Mobile Training Teams (MTTs).  Training PCU officers to become 

trainers and then deploying them to the provinces as part of a MTT, has provided a platform for the 

PCU to educate ABP, CNPA and Customs Officials who are unable to come to Kabul for centrally 

provided courses. This has markedly increased the number of officers who have received precursor 

training and increased the ability of the main border agencies to identify and test for precursor 

chemicals. 
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III. CONCLUSIONS  

The I85 Project allowed UNODC to channel its expertise into a niche area where very few, if any, 

other organisation could deliver assistance. The Project not only increased capacity within 

Afghanistan, but has also assisted the UNODC’s regional initiative in precursor controls.  The Project 

aims supported the (now defunct) Red Paper within the Rainbow Strategy and the UN Security 

Council’s Resolution.  Therefore, the Project has been relevant in the wider fight against narcotics for 

many years, and as a mechanism to support the CNPA within Afghanistan. 

The Project directly built two organisations, which although small, have had a disproportionally 

effective impact on the import of illicit precursor chemicals into Afghanistan.  The results for 

Operation TARCET have been impressive. The effect of these seizures is believed to have resulted in 

the relocation of heroin refineries to other countries, so that more raw opium may now being taken out 

of Afghanistan than before Operation TARCET. This highlights the importance of a regional 

approach and the exchange of actionable intelligence amongst both Afghan Intelligence Agencies and 

their regional neighbours.  

An area for future development is the sharing of intelligence within the CNPA, Afghan Intelligence 

Agencies and with regional neighbours.  The use of a case study that indicates the regional impact of 

drugs is a useful starting point. While UNODC has a vested interest in intelligence, it does not have 

the resources to effect change and can only do so in conjunction with other international agencies.  It 

is vital that the Law Enforcement Team have at least one dedicated Intelligence SME to oversee the 

continued implementation of this activity. 

The PCU is included on the MoI’s Tashkil and is fully operational.  So long as it continues to gain 

quality recruits it will survive (and may actually increase in strength).  The PCU is a sustainable unit, 

so long as UNODC funding remains for travel, regional meetings and investigations.  In the future, 

the CNPA must put in place mechanisms for officers to travel without recourse to UNODC funds and 

assistance.  The DRC is fully functioning and requires limited assistance, if any from UNODC.  Its 

long term sustainability is tied to the PCU, as without an uplift of officers in the PCU, the 

investigative part of its mandate is limited.  

Precursor awareness training has been a major success and has either directly or indirectly led to an 

increase in precursor seizures.  The training of PCU officers as trainers and then their deployment on 

MTTs is a highly effective use of time and staff, and has increased precursor identification across the 

CNPA, Customs and the ABP.  The deployment of simple to use kits to frontline officers has led to 

increased capability to detect illicit chemicals and has instantly allowed officers to know if they are 

dealing with without reference to higher headquarters.  

The Project was slow to start and took longer to deliver than originally intended. There were a number 

of issues in delivery, which would not have occurred if the original Project documentation had been 

more realistic and less grandiose in its aims and objectives. Future projects must be cognizant of the 

realities of delivering complex capacity building projects in Afghanistan.  In this regard, UNODC 

may require assistance with writing future project proposals.   

Furthermore, there is a real difference between mentoring and project management.  One SME can 

deliver both, but the appropriate individual requires a large variety of skills and there will be a fine 

balance between procurement and mentoring.  
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It was obvious that everybody interviewed knew who UNODC was and that its work was important; 

however, not many really knew or really understood in detail what it had done, or was doing. Though 

this report has reviewed literature and online publications, it is not qualified to comment on the 

effectiveness of the UNODC public relations department. However, it wishes to highlight the 

comments above, and the fact that donors wanted more information on project activities and 

accomplishments - they specifically requested concise analytical assessments of outputs, problems, 

and needs. To address this issue, UNODC should consider assessing effectiveness of the CNPA 

public relations department, assessing its expertise, and suggesting ways that it can make its work 

better known to the public at large, project donors, local readers, and the international community. 

In summary this was an excellent Project and a fine example of the UNODC using its expertise to 

deliver niche capabilities in support of the CNPA. It was entirely relevant and in addition to standing 

up highly capable units (PCU and DRC), the Project has enhanced Afghanistan’s ability to share 

credible precursor and narcotics related intelligence with its neighbours.  There were some problems 

with delivery during the course of the Project, especially in the early years; however, these issues 

need to be seen in the context of working in Afghanistan.   

This evaluation is not critical of those who implemented the Project; rather it wishes to explain that 

these delays were inevitable given the manner in which the Project was drafted and the reality of 

operating in Afghanistan.  The credibility that a professional and fully functioning PCU brings to 

Afghanistan cannot be overstated.  The passage of precursor intelligence offers a vehicle for 

international cooperation which should be both heralded and expanded upon.  Looking to the future, 

UNODC’s excellent work with the PCU will become a corner stone of the Law Enforcement Sub-

Programme within UNODC’s Country and Regional Programmes and should be used as a model for 

the implementation of other institutional capacity building efforts. 
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IV. RECOMMENDATIONS  

Scope 

The initial Project design was overly ambitious in terms of the language used to describe the 

outcomes and in the allocation of resources.  Future project design should allow longer (two years) 

gestation periods at the start of any new project; this reflects the reality of working in Afghanistan, 

and is not an indication of poor project implementation.  UNODC should concentrate on its core 

business and deliver projects that play to its strengths. Project objectives should be realistic in terms 

of resource inputs verses the expected outcomes.  The UNODC’s budget is small in comparison to 

others international agencies, but it has the proven ability to influence policy and niche areas that are 

beyond the ability of other agencies to reach. Project staff must focus on what the project is trying to 

achieve and examine how these outcomes can be measured, they should not be put off by small 

incremental changes, as these are realistic. Staff may require assistance when drafting new project 

proposals. 

Structures 

Project staff must work with Afghan structures.  Making Tashkil amendments will delay 

implementation by approximately 48 months. Even when an alteration has been applied there can be 

secondary issues that can cause additional delays. Project Design should accept that any project 

requiring alterations to Afghan structures (Tashkils) will incur approximately 48 months of inactivity 

or at best reduced activity until the structural issues are resolved. 

Absorptive Capacity 

Delays were experienced due to the ability or otherwise of selected officers to conduct technical 

training.  Low literacy rates and educational standards hampered the delivery and the absorption of 

complex subjects.  Future projects should recognise that student literacy and educational standards 

will be low and adjust delivery accordingly.  Ultimately an Afghan solution delivered by and Afghan 

is more suitable and sustainable than an international standard that cannot be maintained.  UNODC 

should identify what international standards must be met and what is realistic, and prioritise resources 

towards these activities. 

Senior Officer Education 

Despite the high level agreement and dedicated technical training, delivery slowed due to the fact that 

senior and middle ranking officials did not fully understand how to use new capabilities and or felt 

threatened by them and the younger officers who had received the training. Future programmes 

should spend more attention on educating the entire chain of command. This may increase delivery 

time and cost; however, it will increase the success of the project and importantly increase its 

sustainability; once senior and middle management support a project it is more likely to survive. 

SMEs 

Some delays at the start and during the Project can be attributed to the lack of an international 

SME/contractor at that time.  UNODC should identify and hire suitable contractors with minimal 

delay. There may well be a need to conduct a review of the UNODC hiring and retaining mechanisms 
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to ensure that its own process are suitably flexible to hire the correct calibre of person to fulfill the 

role of International SME in a timely manner to support proper project implementation. 

Intelligence Sharing 

The ability of the PCU to share intelligence regionally is a major factor in increasing regional counter 

narcotic cooperation. Many core learning partners were unaware of how well PCU and DRC 

performed their tasks UNODC should encourage/assist the MOI and Afghan Government to increase 

public awareness of the PCU’s/DRC’s activities as a means of increasing regional cooperation.  There 

is a lack of trust between the various agencies within Afghanistan but the issue of precursor chemical 

control may be a way to overcome distrust. There is a pressing need to devise information sharing 

mechanisms between agencies so that actionable intelligence can be passed to the appropriate unit for 

execution. The development and sharing of intelligence between elements of the CNPA is vital if they 

are to develop in the future. Presently each element operates independently.  UNODC must ensure 

that it employs an Intelligence Consultant who can assist the CNPA to liaise with other Afghan 

Intelligence Agencies. This will require the SME having the correct clearance and credibility to work 

with other Law Enforcement and Military Organisations.   

Publicity 

It was obvious that core learning partners and recipients knew of the UNODC, understood its 

importance, but did not really know what the agency delivered.  There is a high turn-over of staff in 

most international agencies and even among the Afghan recipients, this is in stark contrast to years, 

that some of the UNODC staff have served in country. UNODC must ensure that it is constantly 

proclaiming its successes. Although UNODC does have the standard publicity mechanisms, 

information is hard to find and reporting is weighed down by process.  Many donors stated that they 

would prefer a Twitter type feed, a photograph and a few lines of text rather than long and complex 

reports.  UNODC may wish to consider assisting the CNPA’s public relations department, so that the 

CNPA can also increase its messaging; as this would more in line with Transition. 
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V. LESSONS LEARNED  

This is Afghanistan 

In a country such as Afghanistan, projects take a longer time to deliver than anticipated.  There too 

many reasons to list, but future projects should look to double or triple the allocation of time required 

to implement activities and to achieve the desired outputs.  This will have implications on resources, 

notably financial donations and the employment of staff.  UNODC must overcome the inclination for 

its staff to deliver on their watch while in Afghanistan. UNODC must build a realization into its 

institutional culture that in Afghanistan and things will just take longer.  To some degree this has been 

achieved by the manner in which the new Country Programme has been drafted and the fact that it is 

resourced for three years.  

International Staff 

This Project has shown that the presence of International Staff (permanent or consultant) drives a 

project forward, particularly a project where mentoring or technical assistance are the key elements.  

Without their subject matter expertise, there would be no significant project achievements. Hiring and 

retaining suitably trained staff is key, and the UNODC administrative systems should support this 

reality by examining how its recruitment procedures help or hinder the Country Office’s ability to 

take on new staff, and ensure that those they have, are adequately looked after.   

Regional Impact 

The success that UNODC has achieved in developing regional intelligence sharing mechanisms is 

impressive and shows the impact that a regional approach can have. For political reasons, overall the 

sharing of real time narcotic intelligence has been limited, however, the sharing of precursor 

chemicals intelligence has increased. This has resulted increased seizures, that may to be leading to a 

possible alteration in how the narcotics trade operates regionally. By taking an indirect approach, and 

developing precursor controls, UNODC has demonstrated the power of intelligence, which will 

hopefully entice regional actors to pass actionable narcotics intelligence in the future. 
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EXECUTIVE SUMMARY  

Introduction 

The UNODC is mandated to make “the world 
safer from drugs, crime and terrorism

39”
.  As 

the producer of over 90 per cent of the 
world’s opium, Afghanistan is the logical 
recipient of UNODC assistance.  To address 
the problem of narcotic drug production, 
processing, trafficking and abuse, 
Afghanistan established a Counter Narcotics 
Police Force, the CNPA, within the Ministry 
of Interior (MoI).  Under the first of the 
UNODC’s seven sub programmes,

40 

“countering transnational organized crime 
…..including drug trafficking”, the Country 
Office in Afghanistan (COAFG) has provided assistance to the CNPA since its formation in 2003.  
From a starting point of 30 staff members, the CNPA has grown to approximately 3,000, and has a 
presence in all of Afghanistan’s 34 provinces.  

The Project 

At the request of the CNPA, and as a means of implementing lessons learned from AFG/G38, which 
assisted in setting up the CNPA, a new project was designed to ensure that CNPA operations could be 
sustained and enhanced.  UNODC Project AFG/J43 was delivered in conjunction with the United 
States’ Drug Enforcement Agency (DEA) and the UK’s Serious Organised Crime Agency (SOCA), 
who both established specialist units within the CNPA. J43 was executed over 6 years (2007- 2012) 
the overall budget of $7,922,184. The donors were Australia, Canada, France, Germany and Japan. 

Evaluation 

This report represents the final project evaluation and occurred after the majority of project’s 
activities had either ceased, or had been subsumed into the New Country and Regional Programmes. 
This evaluation was conducted in tandem with the evaluation of three other projects and data was 
gathered via a series of field visits, interviews with participants and core learning partners, and desk 
based reviews. The results from this evaluation will help inform design of the New Country and 
Regional Programmes. 

Political Imperative 

The J43 Project is highly relevant as it supports high level and International accords relating to 
Afghanistan. It not only supports the UNODC Law Enforcement plan, but also links to wider 
UNODC thematic work. The Project directly assists the CNPA, which is Afghanistan’s dedicated 
counter narcotic force and was devised in conjunction with Afghan Ministries and the International 
Community. Since its conception in 2003 there is no doubt that the CNPA has improved, and that 

________ 

39 The UNODC’s Mission statement is….."to contribute to the achievement of security and justice for all by making 

the world safer from drugs, crime and terrorism." 
40 UNODC’s Strategic Framework 2010-2012.  Seven sub programs…Countering transnational organized crime and 

illicit trafficking, including drug trafficking. 
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seizure rates have dramatically increased, particularly between 2009 and 2012. However, given the 
scale of the drug problem in Afghanistan, the high levels of corruption and insecurity, it will take 
many more years before the CNPA can take the credit for even denting the narcotics industry, let 
alone defeating it. Without doubt the key strength of the CNPA is the fact that the MoI has appointed 
a deputy Minister of Counter Narcotics to provide political oversight. This not only indicates the 
importance of Counter Narcotics within the Afghanistan Government, but also increases the visibility 
and exposure of what is a very small organisation, compared to the remainder of the MoI and the 
Military. This oversight is very useful as it helps to insulate and protect the specialist units from 
unwanted attention, malign or otherwise.  

Operations 

The foundations of the CNPA are sound thanks to UNODC’s hard work in developing its institutional 
capabilities.  However, these are just the foundations and what really delivers results, is the CNPA’s 
ability to undertake operations.  Counter Narcotic operations are complex and must first and foremost 
be conducted in line with an Afghan Counter Narcotics Strategy (which includes border controls); this 
strategy in turn must be resourced prioritized.  There are other inter-dependent factors such as: an 
acceptance of a mobile vice a static security plan; cross border and inter-agency intelligence sharing; 
the ability to monitor narco-traffickers, drug producers, the border and the ability to generate / 
produce actionable intelligence; the timely communication of intelligence; the ability to plan and 
launch raids; infrastructure to house and maintain mobile assets; and responsive logistics that can 
support mobile operations.  Despite the best efforts of the international community, many of these 
capabilities are not in place within Afghanistan and even those elements that the CNPA does possess, 
are limited in terms of reach and endurance.  Developing a fully operationally capable CNPA, one 
that can take on the narco-traffickers, will take time and is unlikely to occur in the near term.  Many 
elements are inter-linked. CN intelligence, for 
example, cannot occur in a vacuum and is a large 
and complex subject, one that UNDOC cannot 
tackle alone; it must work with others.  The 
UNODC is best placed to support the CNPA at the 
strategic and operational levels, where is can assist 
in developing Afghan policies that will implement 
change. The UNODC’s support in building and 
sustaining the institution of CNPA is vital if they 
are to be capable of mounting operations in the 
future.   

The Future 

With a reduction of MoI forces likely in the next two years and a cut in US budgets, in line with the 
Transition, there will be pressure for the CNPA to reduce costs and/or staff levels. The imperative is 
for the CNPA to survive at the political level, as without it Afghanistan would lose credibility in the 
eyes of the regional and international community; it would be viewed as not being serious in the fight 
against narcotics.  How much of the CNPA structure survives in the coming years, is still to be 
determined. UNDOC has already assisted the CNPA in resisting two organisational changes which 
would have reduced its ability to operate effectively.  This uncertain future, though, should not be 
seen as a major threat.  UNODC is a trusted agent, and will still be delivering projects in Afghanistan 
after many other international partners have left.  How UNODC positions itself over the next two 
years will directly relate to how much influence, it as an organisation, has over the CNPA’s 
development in the future.  The ICITAP funded Counter Narcotics Development Unit has an excellent 
institutional development programme that is currently being executed within the CNPA Headquarters. 
This programme will not be completed by 2014, and UNDOC should consider working closely with 
and even taking it over in due course and developing the policy lead for CNPA development. 

Senior Leadership Training 
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In order to develop the institutions of the CNPA, UNODC must do more than focus on the delivery of 
tactical projects. These activities are important and need to be conducted, but in isolation they often 
achieve little. UNODC should assist the CNPA to grow the capacity of its own leadership, so that it 
can start to implement change from within.  One reoccurring theme, from interviews and discussions, 
was the requirement for senior and middle ranking commanders to be educated in the technical 
aspects of precursor controls and counter narcotics, and to develop their leadership skills.   

Regional Cooperation 

Regional cooperation is one of the key elements to tackling narcotics in Afghanistan and more widely, 
as the issue transcends international borders. A major triumph of the I85 (precursor control) Project 
was the establishment of an information and intelligence exchange mechanism between Afghanistan 
and its neighbours. While the flow of actionable intelligence remains limited, the fact that UNODC 
has managed to set up viable procedures is a real achievement. For political reasons, the sharing of 
real time narcotics intelligence across the region is sensitive and most reporting is after the event, 
rather than actionable.  Intelligence relating to precursor chemicals, however, appears to be less 
sensitive and regional efforts to identify and interdict precursors have delivered tangible results; this is 
a positive step towards sharing real time intelligence in the future. J43 activities under the Country 
Programme should expand on the successes of these regional activities as a means of increasing 
intelligence sharing within the CNPA, and with regional actors. 

Sum of the Parts is Greater than the Whole 

In order to truly operate as a credible force, the CNPA needs to be more than just a collection of 
specialist units. Given the political and criminal sensitivities relating to narcotics, there are risks to 
intelligence sharing outside of the vetted units and more generally across the Afghan National Police 
(ANP). Due to the special status of the NIU and SIU, they sit outside of the normal chain of 
command. However, the sum of the all the parts of the CNPA would be far greater than each 
individual element, and one of the major challenges for the future, will be to gain maximum effect 
from less resources without compromising operational integrity. 

Core Business 

In terms of the budget and the time allocated, the 
initial J43 Project documentation was far too 
ambitious.  The Project was beset by problems 
involving the construction of multiple buildings, 
which is not a UNODC core skill.  All building 
work was delayed and ultimately passed to a 
subcontractor for completion.  The Project would 
have been even further behind if CENTCOM (US 
Military) had not provided expertise and funds for 
the construction of major structural works in the 
CNPA Headquarters. Security was one of the factors 
that hampered Project implementation, but there 
were others.   

The Project’s main aim was to develop the CNPA 
through mentoring and assistance, and over time, this has delivered tangible results. This activity 
should have been programmed as a long term engagement with a number of small or discreet projects 
along the way to assist or enhance capacity, such as erecting buildings or procuring equipment. 
Construction is not one of the UNODC’s strengths and should be left to others, or only completed in 
support of other objectives. The real successes of J43 were the mentoring and assistance it offered in 
niche and specialist areas, particularly the development of the Forensic Laboratory.  This facility is 
state of the art and is a critical element in the prosecution of suspects, as it is the sole authority that 
can ascertain whether a substance is illegal or otherwise. UNDOC should ensure that it assists the 
CNPA in proclaiming its successes; it must also continue to promote its own good work. 
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Conclusion 

Overall J43 is an excellent example of UNODC assisting the CNPA in the unglamorous but vital 
work of institutional capacity building.  While interdiction units capture headlines, the hard work is 
often performed behind the scenes, improving administration, report writing and analyzing samples.  
UNODC must continue to support CNPA in these niche areas, as this is what it does best; where for 
the investment of one or two specialists and a small amount of funds UNODC can achieve a 
disproportionally positive effect.  UNODC must also exploit its political capital to ensure that the 
CNPA survives, even if it does not look exactly the same as it does today.  UNODC must also ensure 
that it receives the credit it deserves for developing the CNPA.  There is no doubt that the CNPA will 
be reduced in numbers, as part of the drawdown of MoI Forces, and UNODC must be prepared to 
assist the CNPA through this process, and work with what it left.  The key to this, is assisting the 
Afghans develop a coherent strategy for delivery through change, one that is owned by the CNPA, 
and prioritising how resources are deployed in support of this strategy. 
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SUMMARY MATRIX OF FINDINGS, EVIDENCE 

AND RECOMMENDATIONS 

Findings:41 problems and issues 

identified 

Evidence (sources that 

substantiate findings) 

Recommendations42 

The initial Project documentation 

was far too ambitious in terms of 

the budget and the time allocated.   

The Project should have focused 

on developing the CNPA through 

mentoring and assistance and 

reduced its attempt to deliver 

construction.   

Interviews with Core Learning 

Partners and Project 

Implementation Staff. Project 

revision documents and annual 

reports. 

COAFG should look to deliver 

long term engagement/assistance 

with a number of small or discreet 

activities programmed to enhance 

capacity; such as procuring 

equipment or constructing 

infrastructure.  

 

COAFG should consider codifying 

its core activities.  Non-core 

activities should be handed to 

agencies that have the ability to 

deliver; this may result in greater 

collaboration with partners and/or a 

different project implementation 

model. 

Training delays were experienced 

due to the low capacity of some 

officers to absorb information.  

Students performed better when 

taught by an Afghan Instructors. 

Original Project documentation, 

Project revisions and annual 

reports.  Interviews with Afghan 

Recipients and Core Learning 

Partners. 

Future COAFG project design 

should recognise that student 

literacy and educational standards 

are low and adjust delivery 

accordingly.  

 

COAFG should identify what 

international standards must be 

attained and prioritise resources 

accordingly 

. 

Intelligence is a critical weakness 

in the CNPA. While there are 

cultural and historical reasons for 

this, training can assist in 

developing sustainable systems 

that can generate the intelligence 

the CNPA requires. 

 

Interviews with Core Learning 

Partners and Recipients. 

COAFG should focus on the 

development of intelligence within 

the CNPA. This must be done in 

conjunction with numerous 

stakeholders as a systems 

approach. 

Despite high level agreement and 

dedicated technical training, 

delivery slowed due to the fact 

that senior and middle ranking 

officials did not fully understand 

Interviews with Core Learning 

Partners and Recipients. 

Future COAFG programmes should 

focus more attention on educating 

the entire chain of command.  This 

may increase delivery time and 

cost; however, it will increase the 

________ 

41 A finding uses evidence from data collection to allow for a factual statement.  
42 Recommendations are proposals aimed at enhancing the effectiveness, quality, or efficiency of a project/programm e; at 

redesigning the objectives; and/or at the reallocation of resources. For accuracy and credibility, recommendations should 

be the logical implications of the findings and conclusions.  
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how to use new capabilities and or 

felt threatened by them and the 

younger officers who received the 

training. 

success of the project, and 

importantly increase sustainability. 

Once middle management support 

a project it is more likely to 

survive. 

 

Delays at the start and during the 

project can be attributed to the 

lack of an international SME / 

contractor.  

 

Original Project documentation, 

Project revisions and annual 

reports.  Interviews with 

implementers. 

 

COAFG should conduct a review 

of its personnel administrative 

procedures and examine at how it 

hires and retentions international 

consultants and permanent staffs.  
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I. INTRODUCTION  

The Overall Objective  

Enhanced capacity of the Counter Narcotics Police of Afghanistan, CNPA, to respond effectively to 
drug trafficking, diversion of precursors and related organized crime, including the utilization of 
special investigative techniques in the detection and investigation of organized crime and drug 
trafficking. 

Long-term objectives: To contribute to the strengthening of Afghan Drug Law Enforcement capacity 
(CNPA) and develop the CNPA into a self-sustaining, effective, and internationally recognized law 
enforcement agency. 

Immediate objectives: To effectively combat drug trafficking in Afghanistan by strengthening the 
Counter Narcotics Police of Afghanistan.  This project will address the normal sustainment problems 
associated with the development of police operations in post-war conflict countries that have little or 
no government revenue. 

The outputs were (output 5 was added as part of revision 4 in 2010): 

(a) CNPA in Kabul and key provinces equipped and trained to perform effective drug law 

enforcement activities. 

(b) CNPA offices in two provincial centres – Pule-Khumre in Baghlan and Kandahar Provinces 

as well as the drug forensic laboratory at CNPA-HQ Kabul province – designed, built and equipped 

for efficient drug law enforcement. 

(c) Well-functioning administrative support units able to provide all necessary services to 

operational units. 

(d) Increased involvement of Afghanistan officials in regional and international cooperation law 

enforcement initiatives. 

(e) Vetted units, comprising of approximately 40 officers, will be trained to conduct risk-led, 

dynamic operations focused on detecting narcotics and the illicit movement of criminally derived 

funds through canalized locations, primarily Kabul and Kandahar airports. 

Evaluation  

As per the project documentation, this evaluation was a mandatory exercise.  Evaluation was 

undertaken at this point, as all the project’s activities had either been completed and/or subsumed into 

the new Country Programme.  In addition the Country Office in Afghanistan will use this evaluation 

to assess its work, to learn lessons for the implementation of its Country Programme, to receive 

feedback, appraisal and recognition, as well as to mobilize resources by showing the possible 

attribution of achievements to the project/programme.  In addition to evaluating the project against its 

stated objectives, outcomes and outputs, the terms of reference directed the evaluation to answer the 

following:  

(a) Has the project enhanced capacity of the Counter Narcotics Police of Afghanistan (CNPA), 

to respond effectively to drug trafficking, diversion of precursors and related organized crime, 

including the utilization of special investigative techniques in the detection and investigation of 

organized crime and drug trafficking? 
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Limitations to the Evaluation  

The evaluation sought to assess the effect of the J43 Project as an individual element of a cluster of 

four Law Enforcement projects.  The methodology was to: establish a baseline of host nation capacity 

before the Project commenced; ascertain what, how and when the project delivered; investigate how 

effectively the Project delivered outputs against what was envisaged; establish what effect these 

outputs achieved in relation to the desired outcome; and identify opportunities or risks to the project’s 

success in the future. The fact that the baseline did not exist and that the indicators were vague and 

poorly constructed, posed a methodological challenge to the evaluation exercise. In order to reduce 

the Projects into easy to understand chunks of data, the evaluator devised his own system for 

backtracking project implementation over time, in effect mapping project activities and expenditure. 

This was an attempt to understand how and why Project delivered or otherwise; basically to 

contextualize delivery in a simple chart. 

Due to the cross cutting nature of Counter Narcotic activities in Afghanistan, the fact that Project 

delivery was extended over a longer time frame and some activities ended up supporting project 

outcomes not in the original Project Document, it was sometimes difficult for the evaluator to 

ascertain when or whether which outputs or activities were delivered. In interviews and visits general 

questions were asked, as a means of establishing what stakeholders, donors and beneficiaries believed 

had occurred and what they thought were the relative strengths of weaknesses of the Project. Answers 

often strayed beyond the confines of the project due to complex inter-linkages. Lessons identified and 

recommendations, therefore, are often repeated across the Law Enforcement cluster, as they either 

apply equally to all projects, or can’t be applied solely to just one project.   

Despite the fact that working in Afghanistan can be difficult and that security concerns can interfere 

with activities, such as it did with to the schedules of other evaluators on the same time, this evaluator 

gained excellent and timely access to stakeholders, recipients, donors and core learning partners, and 

was able to interview and/or meet almost all those identified in the Project paper work. The fact that 

that so many people were willing to meet the evaluator highlights the value of this Project, the 

personal standing of the implementers, and the importance of UNODC’s work within Afghanistan.  
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II. EVALUATION FINDINGS  

Relevance  

Linkages to International Agreements.   

The Paris Pact
43

 agreed that strong support should 

be given to the country of Afghanistan to promote 

regional cooperation to stop the smuggling of 

narcotics out of Afghanistan.  The Bonn 

Conference44 also recognised the importance of 

countering narcotics through regional cooperation 

and interdiction.  At the Kabul Conference, the 

International Community stated their resolve to 

fight the illicit drugs trade by supporting the 

Afghan Government's initiatives and policies and 

to increase, with the cooperation of regional and other international partner countries…..and 

acknowledged that narcotics are a global challenge and combating them requires international will 

and cooperation
45.

  The Afghan National Drug Control Strategy (NDCS) 
46

 places a particular 

emphasis on a partnership approach to counter narcotics to ensure joint, effective implementation and 

coordination, and capacity-building of law enforcement bodies.  The UNODC’s Strategic Framework 

Programme (SFP) fits within the NDCS; its final objective is to develop state institutions at the central 

and the provincial levels which are vital to the delivery of the narcotics control strategy
47 

 

The Counter Narcotics Police of Afghanistan (CNPA) 

was established in January 2003 as an independent body 

within the organizational structure of the National Police 

of the Ministry of the Interior (MoI).  The AFG/J43 

Project was designed to assist the CNPA in combating 

the problem of drug production and trafficking in 

Afghanistan as outlined in the first pillar of the National 

Drug Control Strategy, by providing support through the 

development and strengthening of the operational 

capacities of CNPA, in cooperation with the 

Government of Afghanistan and the international law 

enforcement community. The CNPA comprises three main components, namely, intelligence, 

investigation, and interdiction. The organisation also provides investigators to support the Criminal 

Justice Task Force (CJTF).  Specialised vetted units including the National Interdiction Unit (NIU) 

and Special Intelligence Unit (SIU) are also part of the structure and receive direct support from other 

international counterparts. 

________ 

43 The Paris Pact meeting in Kabul 31 October 2007. 
44The International Afghanistan Conference in Bonn, 5 December 2011. Afghanistan and the International Community: 

From Transition to the Transformation Decade. 
45 Communiqué, Kabul International Conference on Afghanistan 2010. 
46 The National Drug Control Strategy of 2006 and 2010. 
47 UNODC’s Strategic Framework Programme 2006-2010. 
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The J43 Project was planned in cooperation with the MoI, the Ministry of Counter Narcotics (MCN), 

the CNPA, and the international law enforcement community to address the sustainability issues 

identified during two UNODC drug law enforcement assessments which focused on a previous 

UNODC project to establish the CNPA.  The areas that required urgent attention included support to 

the CNPA finance/administration/management, the upgrade of drug testing capabilities (Forensic 

Laboratory), as well as improvements to the radio communication system.  In addition, improvements 

to infrastructure, intelligence and mobile detection teams were identified by the Government and 

included in the Project document. 

The project directly links to UNODC Country Program for Afghanistan, Sub-Programme 2, Outcome 

1, improved law enforcement capacity to tackle drug and crime issue; output 1.2: CNPA capacity 

enhanced through introduction of intelligence and forensic services.  In addition, the Project directly 

links to the UNODC Thematic Programme on Scientific and Forensic Services Outcome 2 - Forensic 

science providers meet internationally accepted standards of performance and Outcome 3: Forensic 

science services, data and information are progressively used for evidence-based operational 

purposes, strategic interventions and policy and decision making. 

The J43 Project is highly relevant, in that it supports high-level and International accords relating to 

Afghanistan. It not only supports the UNODC Law Enforcement plan but also the links to wider 

UNODC thematic work. The Project directly supports the CNPA, which is Afghanistan’s dedicated 

counter narcotic force and was devised in conjunction with Afghan Ministries and the International 

Community. 

Impact  

Political 

Afghanistan is the world’s largest opiate producer and it must 

be seen to demonstrate the political will to deal with the 

narcotics trade, if it is to be taken seriously in trying to deal 

with the issue. The creation of a dedicated independent force 

with investigative and judicial authority is a clear signal of 

Afghanistan’s political intent. The fact that the CNPA is located 

within the MoI and has Ministerial oversight through the office 

of the Deputy Minister for Counter Narcotics is a vital element 

of this political message. The Deputy Minister ensures a direct 

link to central government, a degree of independence within the 

MoI, and allows the CNPA to operate as a cohesive force (to 

fight narcotics) rather than being just a collection of 

independent units scattered between numerous ministries. In 

2010 and 2011, there were discussions within the Afghan 

Government and the International Police Coordination Board 

which suggested that the CNPA should be placed under the Deputy Minister of Security. UNODC 

was able to mobilise the counter narcotics community to defend the need for a dedicated CN capacity 

within the MoI. Constant attention is required to ensure the mainstreaming of the CNPA, technically 

within MoI and politically within the wider Government of Afghanistan.  

Support to MOI Forces 

A reduction in MoI Forces could see cuts of approximately 30 per cent in manpower.  What this will 

mean for the CNPA is currently unclear.  The CNPA only accounts for 1 per cent of the MoI’s 

staffing. However, there are elements outside of the specialist units, not mentored by coalition forces 
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that might be seen as appropriate for cutting.  

Elements of the CNPA headquarters could be seen as 

too rank heavy or inefficient.   

The Provincial CNPA has not been invested in the 

same manner as the specialist units and could be 

taken as a saving.  The UNODC has a role to play in 

assisting the CNPA to survive, and if it is cut, coping 

with changes to its structures and resulting alterations 

to procedures.  With almost 3,000 officers, the CNPA 

is larger than Tajikistan’s entire counter narcotics 

force which is about 800 strong.  Therefore, less should not be seen as a threat; it is how the force 

operates and how it is resourced that are key.  The CNPA has become more effective over time; it is 

considerably more operationally focused than even a few years ago, but it is still developing.  

Although the CNPA has managed to mount large scale CN raids within the last year, its ability to plan 

and execute operations is limited. The current range of operations has been conducted in Badakhshan, 

the Deputy Minister’s home province; an area he knows well and in which he retains influence. The 

ethnic mix of the CNPA is heavily Tajik, and it is it at home operating in the north of Afghanistan. 

This force though lacks informants in the south, where most of the drugs are produced. The key to 

launching operations is actionable intelligence and this is an area where the CNPA requires major 

assistance. The CNPA does conduct a rudimentary form of targeting. They have produced their own 

top ten most wanted list, and in 2012 arrested 7 out of the 10.  High value targets as designated as 

individuals caught with over a certain weight of drugs. However, high value should designate the 

value of an individual to an organisation not the value of the drugs they smuggle.  The CNPA’s 

metrics would mean that a lorry driver would equate a higher priority than a narcotics syndicate 

leader, as they would not transport or carry drugs. The Specialist Units conduct their own targeting 

facilitated by US and UK intelligence agencies and their procedures are far more sophisticated.  In 

order to deliver more, the CNPA needs to be more than just a collection of specialist units.  All 

elements should pull together for the common good. Given the sensitivities relating to narcotics, there 

are risks to sharing intelligence outside of vetted units and more generally across the Police.  Due to 

the special status of the NIU and SIU, they sit outside of the normal chain of command.  However, the 

sum of the all the parts of the CNPA would be greater than each individual element, and the challenge 

for the future will be how to gain maximum effect from less resources without compromising 

operational integrity. 

Physical 

Since 2009 the CNPA’s seizure figures have increased dramatically.  The true impact of the CNPA is 

a combination of seizures, arrests and ultimately successful prosecutions that lead to a conviction by 

the Criminal Justice Task Force (CJTF).  Figures released by the CNPA indicate the following:  

Table 2: Afghan CNPA seizure data over time. 

 2003-2010 2010 2011  2012 

Operations 2,592 1,277 1,955 2440 

Heroin 9,172 kgs. 7,000 kgs. 32,793 kgs. 2,678 kgs. 

Opium 92,826 kgs. 52,000 kgs. 52,839 kgs. 27,381 kgs. 

Morphine 32,092 kgs. 3,000 kgs.  29,374 kgs. 10,433 kgs. 

Hashish 88,041 kgs. 65,000 kgs.  57,968 kgs. 84,557 kgs. 

Precursors  229,364 kgs. 180,000 kgs. 112,237 kgs. 107,005 kgs. 

Drugs labs dismantled 101 64 56 70 

Arrests 2,033 1,186 2249 2201 

Foreign Nationals 23 10 12  

Convictions   585 sentenced (5-20 years)  
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Seizures over time have increased and the data appears to be impressive; however, it must be 

remembered that globally only two per cent of all the drugs produced are seized by counter narcotic 

forces.  In addition, it is hard to ascertain what percentage of the above was seized independently by 

the CNPA, and what is attributed to other agencies. All seizures above a certain size have to be 

reported to CNPA for prosecution by the CJTF, therefore, all seizures form part of the overall CNPA 

statistics; even when CNPA officers and/or intelligence were not used to make an arrest or seizure. 

Prosecution rates in relation to arrests are high, and successful conviction rates very high, due to the 

CJTF process. SIU records indicate that 96 percent of those arrested, due to their investigations, were 

subsequently convicted by the CJTF. 

Effectiveness 

CNPA in Kabul and key provinces equipped and trained to perform effective drug law 

enforcement activities. 

The J43 Project provided direct assistance to the CNPA in areas where UNODC had identified 

training or material deficits, these were: radio communications, drug forensics, administration/finance 

and mobile detection; vehicles, office and communications equipment; drug enforcement training for 

the CNPA headquarters and key provincial staff; field test kits and training.  In response the UNODC 

provided equipment and mentors who could advise and assist the CNPA in developing their own 

procedures and ensure that they could operate new equipment as it came into service.  

In 2007, UNODC commissioned an assessment report regarding the requirement for radio 

communication equipment for the CNPA.  This report was shared with the CNPA, the Afghan 

government and other international stakeholders so that the CNPA would be provided a suitable radio 

communications systems, one they required, and one that was compatible with those provided by 

other donors.  An International Radio Communications Consultant was appointed on 1 March 2008.  

This consultant provided technical assistance to the CNPA and ABP during the procurement and 

installation of the new radio communications system. The consultant also assisted in the development 

of standard operating procedures and produced (Dari and Pashto) operating manuals.  The consultant 

also delivered training on the installation of new communications systems and on information 

technology.   

The Project established a joint UNODC/CNPA technical team to upgrade and repair the CNPA's radio 

communication facilities, with a provisional focus on nine key offices.  The team repaired and 

upgraded equipment in Helmand, Jalalabad, Kandahar, Kunduz, Badakhshan, Kunduz, Mazar and 

Herat.  There were also alterations to the CNPA Tashkil that provided a national technical expert to 

oversee and repair the radio communications systems. In addition to radios and computers, the Project 

assisted in the procurement of over 20 vehicles for the CNPA. The Project provided 30 Field Drug 

Test Kits for the provincial and central CNPA.  The Project also provided funds in coordination with 

the AFG/I85 Project for the procurement of over 1200 precursor testing kits. 

An International Drug Forensics Consultant joined UNODC on 9 August 2008. This consultant was 

hired to train the chemists of CNPA drug-testing laboratory and ensure that they were able to confirm 

the presence of banned substances. The consultant also provided a report for the procurement of 

equipment and chemicals, as well as delivering trainings to the forensic scientists on modern 

techniques and methods of operation for the newly introduced equipment. The Forensic Consultant 

continued to provide on-site mentoring for CNPA's Forensic Laboratory staff until the end of the 

Project. Activities included the introduction of modern analytical techniques and methods of sample 

preparation using newly procured equipment.  These processes helped speed up the processing of 

narcotic related cases for both CNPA and the Criminal Justice Task Force (CJTF).  
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An international expert for advising and mentoring the administration department of CNPA was to be 

hired by UNODC in February 2008. In consultation with the CNPA this was the deferred until to 

2009, this element of the project was therefore delayed at the behest of the CNPA. 

Although there has been a marked increase 

in the overall seizure rates of the CNPA, 

how much can be attributable to J43 and 

how much to increased training or just blind 

luck is hard to ascertain.  UNODC though 

can take credit for its efforts in Kabul, as 

here there has been increased capability 

within the central units due to direct 

UNODC assistance; and their capability was 

virtually non-existent before the Project 

commenced. The effect of increased 

capacity in the provinces is far harder to 

quantify and their capabilities still remain 

very limited. Where the UNDOC has built 

facilities and delivered assistance, there has been an uplift in seizures, however, without the ability to 

mentor the CNPA in the provinces there is little way to enforce new lessons and ensure that the  

CNPA progress.  It is reported that many provincial CNPA officers do not conduct CN duties as they 

officially report to the Provincial Chief of Police and therefore do whatever he decrees. Very often 

this is basic police or security tasks and not CN related.  

Intelligence and information sharing is limited within the CNPA and externally limited with other 

Afghan agencies.  Despite Ministerial and senior official agreements it is also limited internationally, 

particularly between Afghanistan and Pakistan.  Afghanistan and Iran do share information on 

occasions and there have been a number of successful joint operations along the western border, but 

more could be done.  Afghanistan’s Northern partners are somewhat better at sharing information 

with Afghanistan, but lack of information technology systems and procedures for effective real-time 

intelligence transfer impedes results.  

Internally, intelligence should be fused through the Intelligence 

Fusion Cell (IFC) and units tasked via the Tactical Operations 

Centre (TOC). However, these facilities are barely functioning and 

the various elements of the CNPA operate in isolation. A 

concerted effort is required to develop intelligence sharing within 

the CNPA and outside to other intelligence agencies and regional 

partners.  Intelligence sharing will not occur in isolation and 

without assistance. The position of intelligence consultant remains 

unfilled.  The last Intelligence Consultant left in Aug 2012 and 

should be replaced by March 2013; until then not much can be 

achieved. A single UNODC consultant will not dramatically alter 

the situation, as intelligence sharing in all Afghan organisations is 

limited; however, having a dedicated SME who can assist in 

developing procedures and training programmes is vital if the 

CNPA are to develop their intelligence capabilities.  

CNPA offices in two provincial centres – Pule-Khumre in 

Baghlan and Kandahar Provinces as well as the drug forensic 

laboratory at CNPA-HQ Kabul province – designed, built and 

equipped for efficient drug law enforcement. 



EVALUATION FINDINGS 

 

 

 

109 
 

CNPA offices in three provincial centres in Pule-Khumre of Baghlan and the Ghazni city of Ghazni 

provinces and Tarenkot, Uruzgan were to be designed, built and equipped to accommodate the CNPA 

Intelligence/Investigation and Mobile Detection Team (MDT) officers.  UNODC obtained land 

authorization letter from the Ministry of Interior in November 2007 for the construction of these new 

CNPA buildings. After the assessment mission in February 2008 construction was due to commence 

in April 2008.  The assessment mission realised that the US Government had already allocated funds 

to another project, in Tarenkot, which was seeking to incorporate the CNPA in the Provincial 

Headquarters.  In order to avoid duplication, the construction of CNPA building in Uruzgan was 

deleted from the project.  Delays meant that the construction company for Baghlan was only selected 

through a competitive bidding process in November 2008 and that actual construction did not 

commence until January 2009. The facility in Baghlan province was handed over to the CNPA in 

October 2009. 

The CNPA in Baghlan and Ghazni were provided with four pickups for the provincial MDTs in 

January 2009 in addition to laptops & computers, printers, scanners, digital cameras, GPSs, stationery, 

heaters, refrigerators televisions sets and furniture for new building. 

UNODC planned to construct a CNPA Directorate in Kandahar in 2010.  Allocation of land for the 

construction of the regional Counter Narcotics Training Centre (CNTC) in Kandahar and CNPA 

compound in Kandahar began in 2010. Building work was to utilize existing structures; however, this 

proved to be too expensive and the project reverted to the original plan of a new build.  This issue and 

insecurity in Kandahar generally have delayed the building for over two years. Project 

implementation has passed to IOM (a subcontractor) and is well behind schedule; it will not be 

finished by the end of the Project, however, the use of IOM means that the funds have been spent, so 

that no further UNODC direct involvement is required in the building, although the UNODC architect 

is monitoring construction.  

The most tangible result of UNODC 

assistance, under J43, has been the 

creation and maintenance of a credible 

Forensic Laboratory.  The facility is 

currently housed in a temporary location 

in the CNPA headquarters.   A new 

purpose built Laboratory is being 

constructed and should be completed by 

the 3rd quarter of 2013.  The Laboratory 

is staffed by four Afghan scientists, one 

clerk and one administrative assistant.  It 

is dedicated to the analysis and 

identification of all the controlled 

substances including precursor chemicals 

submitted to the CNPA, and delivers independent substance confirmation to the Criminal Justice Task 

Force (CJTF) for the purpose of prosecution.  Since its formation, the laboratories workload has been 

increasing, in-line with seizures and prosecutions. During 2010, this laboratory supported narcotics 

prosecutions by processing 5,847 samples relating to 1,610 cases.  In response to this increasing 

workload, the unit was increased by four new staff members. It is hoped that this uplift in staff will 

commence with the opening of the new Laboratory in 2013.  Given the fact that the Laboratory is in a 

temporary location and is using relatively old (by Western standards) equipment, it is performing 

admirably.  A recent UNODC sponsored tour of numerous regional scientific counter narcotics 

facilities indicated that the Afghan Laboratory was arguably the second best, in terms of infrastructure 

and delivery in the region. The new Laboratory, when built, will be state of the art and will increase 

Afghanistan’s ability to identify banned substances and therefore aid prosecutions and convictions.  

The following table illustrates the number of samples processed by the Laboratory. 
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Table 3: Number of samples processed by the CNPA Forensic Laboratory by year and substance. 

Year 2011 2012  Percentage Increase  

Opium 1,377 1,487 8 

Morphine 586 826 41 

Heroin 1,716 1,740 1 

Hashish 789 1,146 45 

Th Pa Narcotine 257 389 51 

Ethanol 303 419 38 

Methamphetamine 16 52 223 

MDMA 0 4  400 

Adulterants 456 437 -4 

Chemicals  219 329 50 

Diazepam 3 1 -66 

Poppy seeds 2 8 320 

Cannabis seeds 2 16 680 

Tramadol 0 2  200 

Negative  35   

TOTAL  5,726 6,889 20 

 

 

Under the guidance of the 

UNODC International 

Consultant, the first edition of a 

Laboratory Information Bulletin 

was released in January 2009. 

The publication, in Dari, informs 

Afghan readers of the activities 

and improvements in working 

procedures and capacity of the 

Laboratory to generate critical 

forensic information on seizures 

of drugs and precursor chemicals 

in Afghanistan. Although the 

Laboratory is functioning well 

and provides the vital link to 

prosecutions by confirming the presence of banned substances, it is not a well-known entity and 

requires assistance is publicizing it activities.  The Laboratory could benefit by increasing its profile 

within the CNPA and the Afghan Government.  It was obvious that core learning partners and 

recipients understood the importance of the UNODC’s work, but that they did not really know what 

they had delivered.  Although UNODC does have the standard public relations mechanisms, 

information on the Laboratory is hard to find and reporting is weighed down by process.  Many 

donors stated that they would prefer a Twitter type feed, a photograph and a few lines of text rather 

than long and complex official reports that UNODC releases annually and biannually.   

Well-functioning administrative support units able to provide all necessary services to 

operational units. 
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In 2009 an International Consultant was hired 

to assist the CNPA administrative staff with 

their role in support of the CNPA action arms.   

The training of administrative staff in finance 

and report writing was conducted in the 

UNODC funded computer laboratory based in 

the CNPA Headquarters.  This training was 

required to develop staff capacity in computer 

literacy and to increase their administrative 

skills so that the CNPA could develop 

operationally.  The students could not be 

released from their day jobs; so instead they 

studied part time in groups of 20 in the 

morning and 20 in the afternoon.  In 2009, 

basic IT and English training was provided to 40 CNPA administration and investigation officers. In 

2010, Basic English and Computer Skills training was provided to 56 junior and senior staff of CNPA 

Administration, Investigation and Provincial Departments 

In addition to financial and human resources improvements, the publication of the quarterly 

Laboratory Information Bulletin and the CNPA Annual Operational Report are examples of the 

administrative support that UNODC provide to the CNPA. 

Increased involvement of Afghanistan officials in regional and international cooperation law 

enforcement initiatives. 

Through funding from many different sources, J43 has provided assistance to Afghan officials for 

their participation in UNODC-supported regional and international events including the Commission 

on Narcotic Drugs, the Senior Officials Meeting under the Triangular Initiative and the Paris Pact 

Expert Roundtable on Legal Frameworks and Cross-Border Operations.  The Project also supported 

the continued placement of an Afghan Police Liaison Officer (PLO) at the Joint Planning Cell (JPC) 

in Tehran. The officer is located in the cell to promote joint operations in the region. As a result of the 

PLO’s activities, four simultaneous operations were conducted between Afghanistan and the Islamic 

Republic of Iran during 2011. 

In conjunction with J55 (Border Cooperation) the following events and meetings were supported by 

UNODC: 

Table 4: Key Regional meetings supported by UNODC. 

Date Event Location Remarks 

 

 

2007 

Paris Pact and Marshal Meeting  

 

Vienna Deputy Minister 

Paris Pact Initiative Vienna Deputy Minister  CN and the Director 

General of the CNPA 

 

 

 

 

 

2008 

 

2nd Ministerial and Senior Officials 

Meeting 

 

Tehran Operation TARCET 

The Sub Commission on Illicit Drug 

Traffic 

 

Tehran Law Enforcement Director (MCN) 

International Conference on Prevention 

of Drug Use 

 

Uzbekistan Officials from 3 Afghan Ministries 
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Training of Central Asian and Afghan 

Law Enforcement 

Vienna  Deputy Minister for CN Counter 

Narcotics  

 

Cross border Cooperation Meeting  

  

Turkmenistan Establishment of  first BLOs  

Joint Planning Cell (JPC) 

 

Tehran Drug Control Headquarters of Iran  

 

 

 

2009 

 

4th Senior Official Meeting Tehran Appointment of Country Focal Points 

(CFPs)  

3rd Ministerial Meeting 

 

Vienna Appointment of liaison officers to the JPC 

Paris Pact 

 

Vienna Deputy Minister’s Chief of Staff 

Triangular Initiative 

 

Tehran Director of  Intelligence 

8th Drug Liaison Officers Meeting 

 

Tehran Director of Operations 

2010 7th Senior Officials Meeting  

 

Tehran Operationalization of the BLOs and 

development of Standard Operating 

Procedures (SOPs) 5th Ministerial Meeting 

 

Tehran 

 

In conjunction with I77 (Counter Narcotics Training Academy) the following training events 

were supported by UNODC:  

Table 5: Number of Afghan Officers receiving training from external training providers. 

 

 

 

The Project also supported the visit of: General Shakil, the Director of the Pakistani Anti-Narcotics 

Force to Kabul in order to discuss future joint operations between the two countries.  UNODC also 

supported the Deputy Minister for Counter Narcotic’s visit to Tajikistan to discuss the establishment 

of bilateral relations between CNPA and the Drug Control Agency of Tajikistan. 

Vetted units, comprising of approximately 40 officers, will be trained to conduct risk-led, 

dynamic operations focused on detecting narcotics and the illicit movement of criminally 

derived funds through canalized locations, primarily Kabul and Kandahar airports. 

Mobile Detection Teams were initially formed in 2004 by UK Customs Officials to support their G8 

Counter Narcotics lead.  In 2008, the UK withdrew its funding of the MDTs. The CNPA did not know 

what to do with the teams, they had been a niche activity and supported the UK mentored Commando 

Force, so they were placed on three of the Kabul city gates to conduct spot checks.  When the 

Provider 2007 2008 2009 2010 2011 

Norway   20   

EUPOL    31 26 

Turkey   20  51 

Italy   13   

France   77 30 21 

UNODC    40 60 50 

USA    6 41 

Tajikistan  16    

Turkmenistan  13    

Russia 3 14 30  10 

Kazakhstan    10  

Totals 3 43 200 137 160 
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UNODC took over responsibility for the MDTs, their equipment was old, having been purchased in 

2004/5 and they suffered from a lack of leadership and an ill-defined mission.    

The MDT mentor was recruited in July 

2010; however this person resigned and 

training courses did not commence for 

another 18 months.  A new mentor was 

recruited, from an existing contract, in 

mid-2011.  In 2011, 18 MDT officers 

from the provinces received training in 

basic detection and search techniques and 

in mid- 2012 all MDTs were retrained in 

Kabul.  Vetted MDTs are now able to 

conduct risk-led, dynamic operations 

focused on detecting narcotics and the 

illicit movement of criminally derived 

funds through canalized locations, 

primarily Kabul and Kandahar Airports. 

This concept will be taken on by the COAFG Country Programme and will over time be extended to 

Badakhshan, Kabul Customs yards and Nimroz provinces.  To date there have only been a few 

successes as the concept is only just starting to gain traction in Kabul City.  Following UNODC 

sponsored training, MDT members were involved in the seizure of 41 tons of hashish in Hotaki near 

Gerdez, Paktia Province. This is the largest single seizure of contraband by CNPA with an 

approximate street value of US$250 million48.  Furthermore, due to closer cooperation between MDT 

and the Intelligence Department, MDT officers seized 70 kilograms of heroin in a single case at the 

Kabul Gates. 

A number of operations, resourced by the central CNPA, took place during 2012, mainly in 

Badakhshan, and these did use MDTs as a mobile element, although they did not utilise their 

specialist search techniques.  Efforts are also underway to develop both Kabul and provincial MDTs 

into the action arm of the Tactical Operations Centre (TOC) in order to ensure that intelligence-led 

investigations can be planned and then executed. 

Efficiency  

Core Business 

The Project was beset by problems involving the construction of multiple buildings. The building of 

these CNPA Provincial Directorates was delayed by more than one year. The building of the Forensic 

Laboratory has been delayed by over two years, but should now be completed in 2013.  The 

Provincial Directorate and Training School in Kandahar will have been delayed by over 3 years, when 

they are finally built.  The Project would have been even further behind if the multiple revisions had 

not been made and CENTCOM had not arrived with expertise, additional mentors, and funds for 

conducting the major structural work required at HQ CNPA. 

Security 

________ 

48 UNODC AFG/J43 Annual Report for 2011. 
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Security was one of the major risk factors hampering project implementation, particularly in certain 

provinces of Afghanistan. This was particularly important in relation to the building elements of the 

Project, as it delayed or negated the ability of UNODC to monitor progress.  

Scope of Project 

In terms of the budget and the time allocated 

the initial Project documentation was far too 

ambitious.  The Project’s primary objective 

should have stated far more succinctly. This 

objective was to develop the CNPA through 

mentoring and assistance and over time, this 

has delivered tangible results. Nonetheless, the 

Project should have been programmed as a 

long term engagement with a number of small 

or discreet projects programmed along the way 

to assist or enhance capacity; such as erecting 

buildings or procuring equipment. The 

provision of buildings for the CNPA was always going to be an issue, being due to the UNDOC’s 

limited budget and inexperience in delivering construction projects.  UNODC was only ever going to 

be able to construct two or three buildings.  Therefore, this type of assistance was only ever going to 

be a small step change in capability, a useful improvement to CNPA facilities, but not an increase in 

their collective operational capability.  

Human Resources 

The Project was delayed for over two years due to the lack of a Senior Law Enforcement International 

Advisor.  Even when a suitably qualified individual was appointed, there were issues over how the 

work was split between project management and mentoring.  Delays and complexities related to 

construction consumed more time than mentoring, which resulted in a reduced contact time with 

Afghan counter parts. Given that this role also has had to engage core learning partners and donors, 

there is an argument to be made for splitting the job, making a second person responsible for 

mentoring or project management, and another acting as the nominated deputy.   In addition, most of 

the International Consultant posts took longer to be filled than expected, and there were further delays 

due to resignations and lack of handover periods. 

Absorptive Capacity 

UNODC reports comment on the low absorptive capacity of their CNPA and Afghan government 

counterparts. They state that throughout technical meetings and negotiations UNODC staff had to 

guide and encourage their counterparts on regular basis, so that they would carry out their contractual 

responsibilities, thereby ensuring project implementation and sustainability, as well as increasing the 

capabilities of the CNPA and Afghan government counterparts. 

Sustainability 

Buildings 

There are no major concerns for the long term sustainability of the buildings provided under J43.  The 

Provincial Directorates have been handed over to the CNPA and are being sustained through the MoI.  

It is assumed the same will occur in Kandahar, although the CNTU will require assistance to start its 

programme of regional CN training and will be supported with UNODC oversight, via the CNTA, in 

Kabul.  
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CNPA Administrative Support 

The CNPA will continue to require assistance in obtaining items that are either difficult to acquire 

locally or cannot be obtained through the MoI’s procurement system.  UNODC will continue to 

provide IT and stationary support to ensure that the CNPA runs efficiently.  The provision of a travel 

budget and Daily Subsistence Allowance are also seen as important.  Not that DSA will this keep 

CNPA officers from leaving training event but they are more likely to undertake training and less 

likely to leave if they are not financially disadvantaged by being on a course. Travel to and from 

Kabul for centralised courses is an issue and on-going work with the CNTA is looking at establishing 

a baseline of understanding regarding who has been trained and who has not. The UNODC will also 

be required to assist in the funding of overseas training and operational meetings.   

Training 

There was concern in some provinces that too much training was given to Kabul-based staff, while it 

was those in the provinces, who did most of the work could not get a place on a course, particularly 

overseas courses  UNODC examined this issues and was advised that the Afghan Ministry of Foreign 

Affairs exercised control over the selection process. Some local staff nevertheless were planning to 

discuss this with the Ministry and this effort is on-going. 

Laboratory 

The new Laboratory has been funded by Germany and built to UNODC specification; it will be state 

of the art and equipped with everything it requires. Over time there is a threat to the sustainability of 

equipment and spare parts as importing to them to Afghanistan, or getting companies to send repair 

staff to Kabul. There is also an issue with the solvents required to conduct tests.  Most international 

companies will only export a minimum of 100 litres rather than the 2-3 litres the Laboratory requires 

per year.  Therefore, the Laboratory will require long term maintenance or upgrade plans and 

assistance with procuring chemicals and specialist equipment. 

Mobile Detection Teams 

MDTs are still being developed and will require long term assistance if they are to reach the desired 

end-state. Due to the requirement to fit them out with vehicles and specialist search equipment there 

will need to be long term plan to sustain them, or this capability risks severe degradation over time. 

Change Management 

Linked to the issues of low absorptive capacity and the requirement to increase senior officer 

education is the fact that over time the CNPA must evolve. Benefiting from US Department of Justice 

(ICITAP) funding, the NATO Training Mission in Afghanistan (NTM-A) is utilising a Counter 

Narcotics Development Unit (CDU) which aims to make the CNPA responsible for its force and enact 

change within the organization. The CDU has about one year left to conduct its work before 

International Forces are drawn down under NATO’s Transitional Plans.  Its work, however, will not 

be completed by then and UNODC should ensure that it has sight of this work and can take it over as 

and when the CDU are disbanded.  This presents an opportunity for the UNODC, to take over this 

excellent programme with or without NATO/DOJ involvement. 

Innovation 

UNODC’s establishment of the Forensic Laboratory, whose sole aim has been to identify illegal 

substances has been a major factor in the effectiveness of the CJTF.  Prosecutions can only occur 
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when a case file is prepared for review. One of the key questions at this review is was the substance 

seized illegal?  The CNPA Laboratory answers this question and nothing else.  It does not have sight 

of the case file or details of the seizure, it only deals with numbered samples.  Therefore, it is free 

from outside influence and can perform its duty for the CJTF without interference. 
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III. CONCLUSIONS  

Relevance 

J43 was a relevant Project that sought to support to the CNPA, the primary organization that fights the 

narcotics trade in Afghanistan.  Few countries have dedicated drug liaison officers in their embassies 

in Kabul – China, Iran, Italy, France, Russia, UK and the US being the exceptions.  Therefore, the role 

of UNODC within the CNPA is vital to the mainstreaming of CN activities across the International 

Community; otherwise there is a risk that action is centred on declarations and rhetoric with little 

substance. The J43 Project was designed to deliver support to the central elements of the CNPA in 

Kabul, those areas that are unglamorous, but vital to the functioning of the CNPA as an organization.  

It was generally a well thought out and well delivered Project that delivered real capability 

enhancements to the unglamorous but vital elements of the CNPA. Its support to the MDTs although 

valid has been slow to materialize and is still a work in progress. 

Political Support 

In supporting the CNPA and the Deputy Minister, the UNODC has placed itself in a position of 

influence and has the ability to bring together other donors and actors to a neutral table to support the 

Afghans. In so doing, UNODC has provided a very useful forum for discussion, both externally with 

regional actors and internally with the Afghan Government and the international community.  

Regionally, UNODC has ensured that Afghan Ministries and CNPA officials have attended working 

groups and conferences, thereby increasing regional cooperation.  When it was suggested that the 

CNPA fall under another minister, the UNODC was able to use its connections to ensure that it 

remained its own branch with a Deputy Minister.  Keeping CN activity at the Deputy Ministerial level 

within MoI is important; it demonstrates Afghanistan’s resolve to fight narcotics.  The Ministry of 

Counter Narcotics, which sets policy, is unable to mount operations, and should the CNPA fall under 

another element of the MoI, without Ministerial oversight, this department would be unable to 

conduct direct action operations, and in return the CNPA would lose support, visibility and resources.   

Increased Capability 

The CNPA has grown in size and capability since it was formed in 2003.  Since J43 commenced in 

2007, there has been a significant change in capability; the CNPA is now a completely different 

organization, and the number of seizures has increased markedly.  However, these seizures only 

account for a small proportion of the drugs produced in Afghanistan.  It will take many years and 

numerous other strands of the National Counter Narcotics Strategy to be delivered before anybody 

can declare success in the fight against narcotics.   

Important are the linkages between seizures, arrests, prosecutions and convictions through the CJTF.  

J43 has made a major impact here through the development of the Forensic Laboratory, which 

provides official means of verifying illegal substances. The improvements to the CNPA’s 

administration, levels of English and increased IT awareness have made an impact.  As management’s 

abilities increase, so to, does their ability to deliver change. There has been a commensurate increase 

in the CNPA operational effectiveness with increasing management efficiency. Some of the building 

work under J43 was not as successful as the mentoring and assistance elements, but this was is not 

really where UNODC’s strengths lie.  The development of the Forensic Laboratory is an exception; as 

here UNODC is assisting a German build rather than building itself.  The MDTs are still being 
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developed, but these elements are far more tactical than the central elements and do not have the same 

impact, positive or negative. 

The Future 

The key question is what will the CNPA look like in the future and what level of support should 

UNODC provide in order for Afghanistan to maintain a credible and capable counter narcotics force?  

The reduction of the MoI will see it having to cut approximately 30 percent of its staff.  What this will 

mean for the CNPA is currently unclear.  The provincial CNPA units have not been invested in the 

same manner as the specialist units and could be taken as a saving.  Whatever the outcome, the CNPA 

is likely to experience change and how it reacts to this change will affect its ability to operate in the 

future. UNODC needs to ensure that is positioned to support the CNPA through this period of change 

and assist what remains, so that the sum of the remaining parts are stronger and more capable than the 

previous whole. 

Risks and Opportunities 

A concerted effort is required to develop intelligence sharing within the CNPA and outside with other 

intelligence agencies and regional partners.  Intelligence sharing will not occur in isolation and 

without assistance.  Lack of actionable Intelligence is a major hurdle to the CNPA’s development and 

must become a focus for UNODC and for the international community. There are numerous work 

strands and the issue is far too large for UNODC to tackle alone.   

UNODC should exploit the successes it has achieved in the passage of regional intelligence and even 

amongst various elements of the CNPA. The MDT concept is still a work in progress but has potential 

for the future, as it will be small units like this, fed with actionable intelligence that will become the 

action arm of the CNPA.  The lack of a capable intelligence capability is therefore a key risk for the 

CNPA, as without it, they will be incapable of launching operations. Finally, tying the specialist units 

together into a single cohesive force will be a challenge, particularly as the UK and US have invested 

heavily in the vetted and specialist units, which although part of the CNPA sit outside of the normal 

chain of command. 

UNODC Core Business 

When the UNDOC has concentrated on delivering assistance to niche and specialist areas it has 

produced significant and sustainable results. The real successes of J43 was the mentoring and 

assistance offered niche and specialist areas, particularly the development of the Forensic Laboratory. 

This facility is state of the art and is a critical element in the prosecution of suspects as it is sole 

authority that can ascertain whether a substance is illegal or otherwise.  Where the Project 

experienced delays was when it tried to construct police stations.   

UNODC must understand its core business and invest in areas where it can offer real support and 

divulge itself of those areas where it does not have the relevant expertise. Construction projects are 

complex and time consuming, UNDOC should seek to corral the efforts of others, rather than 

participating in construction themselves. Understanding this dynamic and limiting exposure to non-

core business should also make hiring and retaining international staff easier.  During the Project there 

were conflicts between project management and mentoring. When a Project seeks to develop 

institutional capacity, there should be limited construction and project management, unless there is 

more staff. 
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Summary 

Overall J43 is a positive example of UNODC assisting the CNPA in the unglamorous but vital work 

of developing their central capabilities. While interdiction units capture headlines, the hard work is 

often performed behind the scenes; improving administration, report writing and analyzing samples.  

UNODC must continue to support CNPA in these areas, as this what it does best; where for the 

investment of one or two specialists and a small amount of funds they can achieve a disproportional 

effect.  UNODC must also exploit its political capital to ensure the CNPA survives, even if it does not 

look exactly the same as today.  

UNODC must also ensure that it receives the credit is deserves, for developing the CNPA, and exploit 

the opportunities that change presents. There is no doubt that the CNPA will be reduced in numbers as 

part of the drawdown of MoI Forces. UNODC must be prepared to assist them through this process 

and work with what it left. The key to this, is assisting the Afghans develop a coherent strategy for 

delivery through change, one that is owned by the CNPA, prioritised, and resourced. This will be the 

challenge for the future. 
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IV. RECOMMENDATIONS  

Scope of Project 

In terms of the budget and the time allocated, the initial Project documentation was too ambitious.  

The Project was beset by problems, as it involved constructing multiple buildings which is not a 

UNODC core skill.  All building work was delayed and was ultimately passed to a subcontractor for 

completion.  The Project would have been even further behind if the multiple revisions had not been 

made and CENTCOM conducted the major structural work required at HQ CNPA.  Security was one 

major factor hampering implementation, but there were others.  The Project should have focused at 

developing the CNPA through mentoring and assistance.   

Absorptive Capacity 

Low literacy rates and educational standards hampered the delivery and the absorption of complex 

subjects.  Future projects should recognise that student literacy and educational standards will be low 

and adjust delivery accordingly.  Ultimately an Afghan solution delivered by and Afghan is more 

suitable and sustainable than an international standard that cannot be maintained.  UNODC should 

identify what international standards must be met and what is realistic, and prioritise resources 

towards these activities. 

Intelligence as a System 

In order to progress and to tackle the major narcotics networks the CNPA must do more than rely on 

good luck; it must invest in and exploit intelligence. There is a pressing need to devise information 

sharing mechanisms between agencies so that actionable intelligence can be passed to the appropriate 

unit for execution.  

Leadership Training 

Despite the high level agreements and dedicated technical training, delivery slowed due to the fact 

that senior and middle ranking officials did not fully understand how to use new capabilities and or 

felt threatened by them, and the younger officers who had received the training. Future programmes 

should spend more attention on educating the entire chain of command. This may increase delivery 

time and cost, however, it will increase the success of the project and importantly increase its 

sustainability; once senior and middle management support a project it is more likely to survive. 

Recruitment 

The project suffered delays due the time it took to recruit International Staff and Consultants.  Vital 

time and energy were lost due to the fact that there was no International Staff or Consultant to oversee 

the project at certain times.  The practice of providing overlapping contracts to enable handovers 

should be considered.  UNODC should enhance its recruitment systems to allow for seamless 

transitions between staff, even if this increases staffing costs.  Without an International Subject Matter 

Expert many of the outputs could not have been delivered, so there is no saving to be made by not 

recruiting them in the first place.  

Publicity 
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It was obvious that core learning partners and recipients knew of the UNODC, understood its 

importance, but that they did not really know what the agency had delivered.  There is a high turn-

over of staff in most international agencies and even among the Afghan beneficiaries, compared to 

years that some of the UNODC staff have served in country. UNODC needs to ensure that it is 

constantly proclaiming its successes.  Although UNODC does have the standard publicity 

mechanisms, information is hard to find and reporting is weighed down by process.  Many donors 

stated that they would prefer a Twitter type feed, a photograph and a few lines of text rather than long 

and complex reports.  In line with Transition UNODC may wish to consider assisting the 

ABPs/CNPA’s public relations departments, so that they can also increase their messaging.49 

________ 

49 During the interview with the Deputy Minister one of his priorities was to increase his ability to message.  
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V. LESSONS LEARNED  

UNODC’s Focus 

UNODC now recognizes that its role in law enforcement is taking a policy lead and encourage/or 

corral others to deliver infrastructure as it does not have the expertise to deliver complex projects that 

require on site management.  It must not get drawn into tactical fights but must encourage and allow 

others who have the resources to deliver these activities, ensuring that they are part of a larger plan.  

UNODC is best targeting the policy level in certain discrete areas where for the investment of one or 

two specialists and a small amount of funds they can achieve a disproportionally positive impact. 

UNODC has already learnt this lesson and the Country Programme has steered clear of major 

construction projects. 

This is Afghanistan 

In a country such as Afghanistan, projects take a longer time to deliver than anticipated.  There too 

many reasons to list, but future projects should look to double or triple the allocation of time required 

to implement activities and to achieve the desired outputs.  This will have implications on resources, 

notably financial donations and the employment of staff.  UNODC must overcome the inclination for 

its staff to deliver on their watch while they are in Afghanistan. UNODC must build a realization into 

its institutional culture that in Afghanistan all things will just take longer.  To some degree this has 

been achieved by the manner in which the new Country Programme has been drafted and the fact that 

it is resourced for four years.  

A number of lessons were identified during the course of the Project, such as during reviews and the 

mid-term evaluation.  It is interesting to note these lessons, as some have been brought forward into 

this evaluation and have been internalized by UNODC.  

Long-term program planning 

UNODC should adopt a long-term program strategy for developing a professionally trained and 

competent police agency and should consider making available a staff member for developing a long 

term program plan and building partnership with relevant international actors in Afghanistan. The 

COAFG seeks to deliver this.   

Support to Government Officials 

UNODC should provide mentoring support for middle and senior management officials of the MoI 

and CNPA, MCN and other CN LE agencies to enable them effectively plan and manage programmes 

to improve results of the gradually but surely expanding. This is supported and expanded on by this 

report. 

Comprehensive training 

UNODC should take the lead in developing a comprehensive training plan on administrative and 

management skills, the gathering and analysis of intelligence and welfare issues.  This is supported 

and expanded on by this report. 
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Establishment of a national criminal record office 

Long terms plans should be made to establish a national criminal record office and a national 

fingerprint bureau. A consultant should be hired to advice on how to best establish and develop such 

facilities. The US funded Afghan 1000 biometric programme will deliver much of this capability, and 

therefore UNODC need only ensure its work with border agencies is aware of and complies with this 

development. 

Awareness-raising 

UNODC should increase public awareness about Afghanistan to help elicit more informed political 

and financial support from donors and create international awareness of the difficulties and 

challenges involved. This is supported and expanded on by this report. 

National Counterparts Involvement 

Project developers should closely involve national counterparts in the identification of project ideas, 

stakeholder analysis, defining the development problem, developing solutions and strategies, and in 

the implementation planning through the formulation of logical framework matrix. This is a key 

element of Transition and in line with the UNDOC Country Programme. 

Strengthening the Provincial CNPA Offices 

In practice project implementation is almost exclusively ‘Kabul centric’ in scope with the exception of 

the partially completed building works in Baghlan.  Focusing on the strengthening of the centre, with 

weak capabilities in the provinces where CN operations are largely carried out, could only lead to 

limited results. The future of the Provincial CNPA lies in the balance, and until it is understood then 

UNODC should continue to focus on Kabul centric elements and only support those provincial 

initiatives which have legs, i.e. the Kandahar Training Centre. 
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EXECUTIVE SUMMARY  

Introduction 

The UNODC is mandated to make “the world 

safer from drugs, crime and terrorism
50

”.  As the 

producer of over 90 per cent of the world’s opium, 

Afghanistan is the logical recipient of UNODC 

assistance.  To address the problem of narcotic 

drug production, processing, trafficking and abuse, 

Afghanistan established a Counter Narcotics 

Police Force, the CNPA, within the Ministry of 

Interior (MoI).  Under the first of the UNODC’s 

seven sub programmes
51

, “countering 

transnational organized crime….. including drug 

trafficking”, the Country Office in Afghanistan (COAFG) has provided assistance to the CNPA since 

its formation in 2003.  From a start point of 30 staff, the CNPA has grown to approximately 3,000, 

and has a presence in all of Afghanistan’s 34 provinces.  

Targeting Narco-Traffickers 

Targeting narco-traffickers cannot occur in isolation from the wider transnational nature of their 

business.   A counter narcotics strategy for Afghanistan, therefore, must encompass more than just the 

CNPA, and it should include other agencies such as Afghan Border Police (ABP), Customs 

Authorities, and national and international intelligence agencies. 

The Project 

The AFG/J55 (western border security) Project was designed to assist the security of the western 

border area between Afghanistan, Iran and Pakistan. J55 overall budget was $7,740,500 and executed 

over 5 years (2007 to 2011). The donors were Canada, Germany and Japan.  Initially, an earlier 

UNODC project “Strengthening Afghan-Iran Border Control and Cross Border Cooperation” 

AFG/H16 supported the ABP, by equipping 25 checkpoints (CPs), built by Iran, with radios and water 

salinization packs. J55 provided, additional radio communications infrastructure, equipment for 

mobile interdiction teams, tactical infrastructure and assistance to the ABP in Nimroz Province.  At 

the time the J55 Project was devised, the Afghan border in Nimroz was virtually unguarded and 

intelligence indicated that it provided a major trading route for illicit goods
52.

  Since the Project’s 

design, the security situation in Nimroz deteriorated, to an extent where the UNODC’s ability to 

monitor building work, and train the ABP officers was reduced to zero.  Instead, training and 

mentoring was conducted in Herat Province, at the ABP Zone 4 Headquarters.  Over time the Project 

expanded and focused on cross border concepts such as the Border Liaison Offices (BLOs), where 

international and inter-agency intelligence can be shared. 

________ 

50 The UNODC’s Mission statement is….."to contribute to the achievement of security and justice for all by making  

the world safer from drugs, crime and terrorism." 
51 UNODC’s Strategic Framework 2010-2012.  
52 Intelligence suggested that 40 percent of Afghanistan’s Opium crossed into Iran via Nimroz.  
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Evaluation 

This report represents the final project evaluation and occurred after the majority of project’s 

activities had either ceased, or had been subsumed into the New Country and Regional Programmes. 

This evaluation was conducted in tandem with the evaluation of three other projects and data was 

gathered via a series of field visits, interviews with participants and core learning partners, and desk 

based reviews. The results from this evaluation will help inform design of the New Country and 

Regional Programmes. 

The Concept 

The initial J55 concept sought to provide ABP Regiments along the western and south-western 

borders with a mobile interdiction capability.  Mobile Interdiction Teams (MITs), garrisoned at key 

choke points, would then target smugglers and narco traffickers as they transited the border area.  This 

vision of MITs, is in stark contrast to the small isolated checkpoints that currently sit astride the 

border, that are interspersed every 25-30 kilometres.  The concept, while sound in principle, is 

complex and relies on a number of inter-dependent factors. These factors are: an Afghan border 

strategy that has been resourced; an Afghan acceptance of a mobile versus a static security plan; cross 

border and inter-agency intelligence sharing; the ability to monitor the border and provide actionable 

intelligence; the timely communication of actionable intelligence; the ability to plan and launch raids; 

infrastructure to house and maintain MITs; and responsive logistic support for mobile operations.  

None of the above were in place at the start of the Project, and not much was been developed during 

the last six years.  With an operational budget of only US$7.5 million and a limited staff, the initial 

Project was far too ambitious.  

Mobile Interdiction 

A limited number of MITs were formed, 

trained and equipped; however, the security 

situation did not allow them to be properly 

mentored; which reduced their 

effectiveness.  One garrison building was 

built, but it is considerably smaller than 

planned and has a limited effect in 

combating smuggling in the area.  These 

facts should not be seen as a criticism of the 

Project’s objective or of its implementation.  

They should serve to highlight the true cost 

of trying to operate in such an austere and 

insecure environment, and the overly 

ambitious nature in which the Project was initially designed. Developing a mobile concept along the 

whole border or even across Nimroz Province would have been considerably more expensive and 

would have required many more resources than UNODC could bring to bear.  Supporting 

international staff in the area would have required dedicated casualty evacuation platforms and other 

complex life support mechanisms.  The tactical resources considerations of operating within this type 

of scenario are well beyond the ability of the UNODC.  This type of operation ultimately proved too 

costly for ISAF based in Nimroz and Helmand. 

ABP Training 

Insecurity in Nimroz Province forced UNODC to deploy the International trainers and mentors to 

Herat instead, which actually turned out to be an unexpected bonus.  The centralised training that this 

pool of UNODC SMEs was able to deliver reached a far larger target audience than anticipated.  The 
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operational capabilities of the ABP at locations along the Western and South-western border with Iran 

and Pakistan have been enhanced and strengthened as a result of equipment, training and supplies 

provided by the UNODC. The provision of a dedicated and reliable communications system along the 

border area is a considerable positive.  The capabilities of the ABP in the western region are much 

improved.  The additional equipment and training has had a direct impact on the security situation.  

The ABP are more capable of targeting narco-traffickers and are also more responsive to the 

population’s needs, thanks to rule of law training provided by UNODC.   Drug and precursor seizures 

have increased, especially in Herat, at the Islam Qala Border Crossing Point (BCP) with Iran, in direct 

correlation to the assistance that the ABP received.  

Cross Border Cooperation 

The major success of this Project, however, is in regional cooperation and cross border dialogue it has 

generated.  Given the security situation, the lack of trust, and tense border dynamics, any cross border 

cooperation should be seen as positive.  UNODC perseverance in organising regional events has 

slowly yielded results.  Cross border cooperation is limited, but there are joint training events and 

there have been some joint or simultaneous operations.  One major success has been Operation 

TARCET, which targeted the trafficking of precursor chemicals, and this highlights what can be 

achieved when intelligence is shared.  BLOs have been established at four locations, and though they 

have yet to provide the envisaged comprehensive cross border liaison, they do provide a sound 

foundation for taking this concept further.  In addition, they have improved the working relationships 

between Afghan agencies and provided a fixed location and mechanism for the exchange of 

intelligence.  UNODC has managed to put in place not only high level agreements between 

Afghanistan and its regional neighbours, but it has also delivered the tactical tools to ensure that 

liaison is now possible.  J55 has succeeded where other projects, of a similar nature have failed, and 

UNODC should be justifiably proud of its achievements.  Over the last ten years other International 

Organisations have made numerous attempts to establish border liaison posts and cross border 

coordination mechanisms.  These projects have suffered from a lack of political buy-in, they have 

proven costly and ultimately, although they may have delivered infrastructure, they have delivered 

little in terms of closer cooperation.  UNODC has managed to gain more traction and yield better 

results for the modest amount US$7 million, than other better-funded initiatives.  These operational 

efforts have also been supported through the Regional Programme for Afghanistan and Neighbouring 

Countries since 2012.   

Conclusion 

The J55 Project delivered when the UNODC 

provided specialist skills, a neutral venue and 

targeted assistance.  Working at the ministerial and 

policy level, this Project delivered more than it 

originally planned.  Where it failed to deliver, was at 

the tactical level, where the UNODC did not have the 

expertise or resources to effect comprehensive 

change.  Overall the Project has led to a number of 

worthwhile outcomes and achieved more, than many 

similar, but vastly more expensive cross border 

initiatives.  The standing up of the BLOs is a major 

achievement and worth every cent of the budget.  

UNODC should herald this achievement and ensure 

that other agencies link to it, and support it.  For the 

UNODC, the key lesson is to limit its appetite and 

deliver only what it is good at.  UNODC must not get 

sucked into whole-scale tactical delivery. UNODC 
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assistance is best targeted at the policy level or at niche areas where for the investment of one or two 

specialists and a small amount of funding they can achieve a disproportional effect. 
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SUMMARY MATRIX OF FINDINGS, EVIDENCE 

AND RECOMMENDATIONS 

 
Findings53: problems and issues 

identified 

Evidence (sources that 

substantiate findings) 

Recommendations54 

The initial focus of the Project 

was too tactical. Given the 

security situation, the funding, 

staff levels and resource costs, 

even this limited objective was 

beyond COAFG’s capabilities. 

Interviews with Core 

Learning Partners and Project 

Implementation Staff. Project 

revision documents and 

annual reports. 

COAFG should focus at the 

operational or strategic level. It 

should assist in developing 

policy and assisting niche 

capabilities. 

 

COAFG should not deliver 

small tactical projects in 

remote locations. If these 

projects are required, then 

COAFG should look to corral 

the efforts of others; to deliver 

under UNODC policy lead. 

Introducing the concept of 

increased cross border liaison 

is a major achievement. 

UNODC, with a small budget, 

has delivered a sound and 

sustainable concept that the 

Afghans and their neighbours 

can now develop.  

Interviews with Donors, Core 

Learning Partners, Project 

Implementation Staff and 

Recipients. 

COAFG should be more 

proactive in promoting its 

successes. 

 

COAFG should review its 

reporting and public relations 

messaging. 

 

COAFG should seek funding to 

support greater border 

cooperation.  The UN’s 

neutrality provides an excellent 

vehicle for encouraging cross 

border cooperation and should 

be utilised to maximum effect.  

 

There were delays during the 

Project that can be attributed 

to the lack of an international 

SME / contractor.  

Original Project 

documentation, Project 

revisions and annual reports.  

Interviews with Implementing 

Staff. 

COAFG should conduct a 

review of its personnel 

administrative procedures and 

examine how it hires and 

retains international consultants 

and permanent staff.   

________ 

53 A finding uses evidence from data collection to allow for a factual statement.  
54 Recommendations are proposals aimed at enhancing the effectiveness, quality, or efficiency of a project/programme; at 

redesigning the objectives; and/or at the reallocation of resources. For accuracy and credibility, recommendations should 

be the logical implications of the findings and conclusions.  
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Afghanistan lacks a unified 

vision of how its borders 

should be secured and by 

whom. Until such a time that 

the Afghan Government can 

articulate a resource 

prioritised strategy, projects 

that seek to deliver tactical 

infrastructure risk being 

irrelevant or unsustainable. 

Interviews with Core 

Learning Partners, Project 

Implementation Staff and 

Recipients. 

COAFG should seek to 

understand how Afghanistan 

will secure its borders and in 

turn identify and support 

sustainable Afghan solutions.  

 

COAFG should assist the 

Afghan authorities in devising 

a border strategy for 

Afghanistan. Given its positive 

standing with the CNPA, 

Customs and ABP, UNODC is 

well placed to support this 

initiative. 

 

The security situation in 

Nimroz and Kandahar 

precluded UNODC staff from 

visiting building sites and 

mentoring ABP staff on a 

regular basis. 

Interviews with Recipients 

and Implementation Staff. 

Project Revision Documents 

and annual reports. 

COAFG should review its 

security requirements. Future 

projects should consider 

techniques beyond deploying 

mentors as far forward as 

possible. These could include:  

increased use of Afghan led 

Mobile Training Teams and 

centralised training in secure 

locations; working alongside 

other agencies, that can operate 

in insecure locations; and 

providing a policy lead to other 

agencies and entities that are 

able to operate in insecure 

locations.  

 

Full time mentoring is 

required, if organisations are 

expected to operate more 

effectively and utilise new 

equipment and procedures. 

The presence of international 

staff at the borders or at very 

least in Zone HQs is required 

to assist ABP, CNPA and 

Customs Officials in their 

duties.  The issue is the 

provision of security and life 

support. 

Interviews with Recipients 

and Project Implementation 

Staff. Project revision 

documents and annual 

reports. 

COAFG should review its 

delivery means. Transition will 

impact on security. COAFG 

cannot escape mandated 

security regulations; however, 

they are other means to ensure 

that mentors either move, or 

reside close to those that 

require assistance. COAFG 

should consider using other 

organisations and/or 

contractors to deliver under an 

UNODC approved guidance. 

 

It was obvious that many core 

learning partners and 

recipients did not really 

understand what UNDOC had 

done for the CNPA and ABP.  

Although UNODC has a 

standard publicity mechanism, 

information is hard to find and 

Interviews with Donors, Core 

Learning Partners and 

Recipients.  

COAFG should ensure that it is 

constantly proclaiming its 

successes. 

 

COAFG should consider 

setting up a Twitter type feed, 

which consists of a photograph 

and a few lines of text, rather 
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reporting is weighed down by 

process.  

than long and complex reports.   

 

COAFG should consider 

assisting the CNPA’s and 

ABP’s public relations 

departments. 
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I. INTRODUCTION  

The Overall Objective 

To enhance and enable the capabilities and the capacity of the ABP and the allied agencies involved 
in CN efforts, by building a strategically located operating base in the most prolific smuggling area in 
Afghanistan.  The police station will be located in the south of Nimroz province, bordering both Iran 
and Pakistan, and it will enforce the RoL with a fully manned, trained and equipped ABP Unit

55
. 

The immediate objectives were:  

(a) The Regional Border Police Centre built and operational in Nimroz province.  The Centre’s 

police trained, equipped and the unit staffed with qualified officers, in order to perform effective 

policing and drug interdiction operations. 

(b) Mobile Interdiction Teams established, equipped and trained, and effectively conducting 

drug interdiction operations.  

(c) A compatible radio communication system is established, to link the Regional Centre to 

Area Border Posts, Brigade, Battalion and Company Headquarters.  

(d) Establishment of required offices and facilities, located in Kabul and Nimroz. 

 

Over the course of Project’s life and numerous revisions the objective and outputs changed to 

(changes in italics): 

(a) To disrupt the drug flow and the flow of precursor chemicals between Afghanistan, Iran and 

Pakistan by enhancing the capabilities and capacity of the Afghan Border Police to establish rule of 

law in Western/South-western Afghanistan.
56

 

(b) An efficient Afghan Border Police established in west/south-western Nimroz through 

construction of an operating base, provision of equipment and training as well as cross-border 

cooperation. 

(c) Mobile Interdiction Teams are established, equipped and trained and effectively conduct 

drug interdiction operations. 

(d) A compatible radio communication system is established, to link the Regional Centre to 

Area Border Posts, Brigade, Battalion and Company Headquarters.  

(e) Establishment of required offices and facilities, located in Kabul and Nimroz. 

(f) Regular operational level meetings between Afghan Border Police and counterparts in 

neighbouring countries as appropriate.   

(g) Enhancing and strengthening the operational capabilities of the Afghan Border Police at 

western/south-western borders of Afghanistan with Iran and Pakistan through provision of 

equipment, training and supplies. 

________ 

55 AFG/J55 Original Project Document dated 2007. 
56 AFG/J55 Revision IV dated 2010. 
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(h) Fully functioning Border Liaison Offices are established and operational at the selected, 

approved and agreed upon locations between Afghanistan, I.R. of Iran and Pakistan i.e. Islam Qalah, 

Torkham, Spin Boldak, Nawa Pass, and Ghulam Khan.  

(i) An ABP facility is up graded/refurbished and equipped in Kandahar to maximize the 

effectiveness of the ABP in accordance with the Border Management Task Force plans and UNODC 

Country Strategy. 

Evaluation  

As per the Project documentation, this evaluation was a mandatory exercise.  Evaluation was 

undertaken at this point as all the Project’s activities had either been completed and/or subsumed into 

the new Country Programme.  In addition the Country Office in Afghanistan will use this evaluation 

to assess its work, to learn lessons for the implementation of its Country Programme, to receive 

feedback, appraisal and recognition, as well as to mobilize resources by showing the possible 

attribution of achievements to the project/programme.  In addition to evaluating the Project against its 

stated objectives, outcomes and outputs, the terms of reference (TORs) direct the evaluation to answer 

the following: 

(a) Has an operating base of the Afghan Border Police been established by in Nimroz? 

(b) Has UNODC provided equipment and training as well as cross-border cooperation?  

 

Limitations to the Evaluation  

The evaluation sought to assess the impact of the J55 Project as an individual element of a cluster of 

four Law Enforcement projects.  The methodology was to: establish a baseline of host nation capacity 

before the Project commenced; ascertain what, how and when the Project delivered; investigate how 

effectively the Project delivered against the envisaged outputs; establish what effect these outputs 

achieved in relation to the desired outcome; and identify opportunities or risks to the Project’s success 

in the future. The fact that the baseline did not exist and that the indicators were vague and poorly 

constructed, posed a methodological challenge to the evaluation exercise. In order to reduce the 

Project into easy to understand chunks of data, the evaluator devised his own system for backtracking 

project implementation over time, in effect mapping project activities and expenditure. This was an 

attempt to understand how and why Project delivered or otherwise; basically to contextualize delivery 

in a simple chart.  

Due to the cross cutting nature of counter narcotic activities in Afghanistan, the fact that Project 

delivery was extended and some activities supported other Project outcomes, it was sometimes 

difficult for the evaluator to ascertain which outputs or activities were delivered and when. In 

addition, the lack of a baseline complicated this exercise. In interviews and visits, general questions 

were asked, as a means of establishing what stakeholders, donors and recipients believed had occurred 

and what they thought were the relative strengths of weaknesses of the Project. Answers often strayed 

beyond the confines of the Project due to complex inter-linkages. Lessons identified and 

recommendations, therefore, are often repeated across the Law Enforcement cluster, as they either 

apply equally to all projects, or cannot be applied solely to just one project. 

The evaluator gained excellent access to stakeholders, recipients, donors and core learning partners, 

and was able to interview and/or meet almost all those identified in the Project paper work. The fact 

that that so many people were willing to meet the evaluator highlights the value of this Project, the 

personal standing of the implementers, and the importance of UNODC’s work within Afghanistan.  
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II. EVALUATION FINDINGS  

Relevance   

 
Linkages to International Agreements.   

The Paris Pact
57

 agreed that strong support 

should be given to the country of Afghanistan 

to promote regional cooperation to stop the 

smuggling of narcotics out of Afghanistan.  

The Bonn Conference
58 

also recognised the 

importance of a regional approach to security, 

and to countering narcotics through 

interdiction.  At the Kabul Conference, the 

international community stated their intention 

to strengthen international and regional 

cooperation to counter illegal production, 

trafficking and consumption of drugs from 

Afghanistan.  They resolved “to fight the 

illicit drugs trade by supporting the Afghan Government's initiatives and policies…with the 

cooperation of regional and other international partner countries…..and acknowledged that narcotics 

are a global challenge and combating them requires international will and cooperation”
59.

 The 

National Drug Control Strategy (NDCS)
60

 places a particular 

emphasis on a partnership approach to counter narcotics to 

ensure joint, effective implementation and coordination, and 

capacity-building of law enforcement bodies.  The UNODC’s 

Strategic Framework Programme fits within the NDCS four 

national priorities; the final objective is to develop state 

institutions at the central and the provincial levels vital to the 

delivery of the narcotics control strategy.
61

 J55 was, 

therefore, a relevant project, as it sought to support a number 

of international accords. 

The Western Border Area 

The western border with Iran is porous and the ABP are too 

few to effectively man it. US/Iran relationships are fragile 

and hence prevent the US military (assigned to ISAF) to 

assist the ABP in any great numbers, without increasing 

tensions.   In 2007, intelligence shared with the UNODC 

________ 

57 The Paris Pact meeting in Kabul 31 Oct 2007. 
58 The International Afghanistan Conference in Bonn, 5 December 2011. Afghanistan and the International  

Community: From Transition to the Transformation Decade. 
59 Communiqué, Kabul International Conference on Afghanistan 2010. 
60 The National Drug Control Strategy of 2006 and 2010. 
61 UNODC’s Strategic Framework Programme 2006-2010. 
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indicated that upwards of 40 percent of the opium produced in Afghanistan crossed the border in the 

southern part of Nimroz Province. Therefore, the concept of a neutral UN agency assisting the ABP to 

develop a mobile interdiction capability, based from fixed positions, and set back from the border was 

sound in principle.  The Project, however, failed to deliver this capability as originally envisaged.  

The reasons for failure are complex, but are mainly due to the Project’s scope, which was too 

tactical—it focused on only one location.  In addition, Project funding was limited; there was only 

enough in the budget to build one base and equip and train one small unit.  Furthermore, travel time 

and distances between Nimroz and secure areas were too great to allow causality evacuation and 

security too fragile to allow international staff to deploy in the envisaged mentoring role.  In 

hindsight, this specific approach to the Project should have been developed in conjunction with 

another agency, or it should have been left to the military to deliver. Although this element of the 

project did not succeed, it was relevant in terms of the effect it sought to deliver, even if the delivery 

did not succeed. 

Future Cross Border Cooperation 

Despite issues with implementing the Project as originally designed, UNODC were able to take 

forward a number of initiatives and made maximum use of resources to deliver significant 

enhancements to border security more generally.  The setting up of Border Liaison Offices (BLOs) 

was a major contribution, to both the fight against narcotics and, more generally, to security in the 

areas where they have been established.  This initiative is in line with stated aims of the Bonn and 

Kabul Conferences, as it supports greater cross border and regional cooperation.   

Many of the Project’s activities are directly linked to the UNODC’s new Country Programme for 

Afghanistan, Sub-programme 2, Outcome 2 “Enhanced border security management”.  This Sub-

programme has a number of unfunded border activities that are agreed to and will be enacted once 

donors are identified.  It is also directly linked to the Sub-Programme 1 on Regional Law 

Enforcement Cooperation under the Regional Programme for Afghanistan and Neighbouring 

Countries.  This change in delivery is in recognition that the means and ways to achieve the desired 

end-state required adjustment. The Regional and Country Programmes will now provide long term 

funding for cross border cooperation and expertise for assistance, rather than funds to build 

infrastructure.    

Impact 

Strategic Framework Programme 

The UNODC Strategic Framework Programme
62

 (SFP) set benchmarks for improving regional 

cooperation by mid-2007 and envisaged full operational international cooperation between 

Afghanistan and its neighbours by 2010.  Set against this benchmark, AFG/J55 has not delivered 

everything it set out to achieve.  However, judged against the objective, of increased seizures and 

arrests, J55 has performed considerably better. 

Improvements in ABP 

UNODC is not the only agency providing support to the ABP; ISAF provides mentoring teams at the 

ABP Brigade/Zone level.  Therefore, how much progress can be attributed solely to the UNODC’s 

efforts is difficult to quantify.   During the life of the Project, there have been significant 

improvements to the ABP’s command and control systems and their ability to operate in the west and 

________ 

62 UNODC’s Strategic Framework Programme 2006-2010. 
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south-western areas has increased.  Seizures are up, compared to when the Project commenced, and 

the ABP is considerably better trained, equipped and more motivated than it was in 2007.   

But developing the ABP is a work in progress.  

The ABP still suffer from issues of nepotism, low 

pay, poor living conditions, and limited logistic 

support at their border posts.  These factors retard 

progress and leave ABP officers open to corruption 

and bribery. Many lower ranking officers 

complained openly about corruption and their lack 

of faith in their senior officers, whom they felt 

were posted for personal gain (having paid for their 

position) rather than to do a good job and make a 

difference.  When trying to gauge how much the 

ABP have improved, one must first understand 

where they have come from in order to see how 

much they have improved.  The IEU’s report of 2008
63

 and a specially commissioned report into the 

ABP the year earlier both expressed grave concerns about the state of the ABP along the Western 

Border.  In 2012 the force is considerably more professional than it was in 2007.  It is better equipped 

and trained and the results of drug and precursor seizures have increased from 2008 onwards, 

reaching a high-water mark in 2010. 

Training Support 

As a part of its training and capacity building strategy, UNODC devised an enhanced training 

curriculum for the ABP.  Training was based on the train-the-trainer concept, and was provided to 

ABP company commanders and non-commissioned officers to enable them to provide further training 

to ABP officers in the field.  Training material and manuals (in Dari) included in-depth discussions, 

photographs and embedded videos, so as to allow ABP trainers to use them for sustainment and 

refresher training.
64 

 Between 2009 and 2011, UNDOC trainers provided 468 classes and trained 1,358 

ABP officers in the Herat Zone 4 Headquarters. This is about one third of all ABP officers serving in 

Zone 4 and is a major achievement. 

Joint Operations 

Results from joint Iranian/ABP operations, indicate that the arrest and seizure rate increase in 2010, 

compared to 2008 and 2009.  ABP and CNPA reports indicated a 26 percent increase in annual 

seizure data along the western/south-western borders for 2010.  The 2011 results are broadly similar 

to 2010 in terms of total amounts of drugs seized; however the natures of drugs differs and more raw 

opium was seized vice refined heroin the year before.  As a means of substantiating this claim, data 

from both the Iranian Border Forces and the ABP
65 

indicate the following seizures took place as the 

result of joint operations. 

 

 

________ 

63 IEU Report 2008. 
64 AFG/J55 Annual Report for 2010. 
65 Data was taken from UNODC Annual and Semi Annual Reports and do not provide complete statistics as not all  

seizures in Iran were reported to the Afghan authorities.  
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Table 1: Afghan CNPA and ABP Seizure Data as a Result of Joint Afghan/Iranian Operations 

Substance 2009 2010 2011 

Acetic Anhydride   30 litres  

Heroin 93.5 kg 313 kg 60 kg 

Hashish  98 kg 142 kg 34 kg 

Opium  

124 kg 

 

29 kg 

230 kg 

Morphine 200 kg 

Arrests 22 41 8 

 

Border Liaison 

The biggest impact of J55 has been the establishment of BLOs.  This is a major achievement.  

UNODC has managed to put in place not only the high level agreements between Afghanistan and its 

regional neighbours, but also delivered the tactical tools to ensure that liaison is possible.  The fact 

that there are physical BLOs, staffed on both sides of the international borders is real success; and that 

communications infrastructure will come on line to allow them to talk to one another, is an added 

bonus.  Joint training and the establishment of standard operation procedures, although rudimentary, 

is a major breakthrough and will deliver more in the future.  In contrast there have numerous 

unsuccessful attempts, mainly by the USA, to establish border liaison posts and cross border 

coordination mechanisms.  These projects have suffered from a lack of political buy-in, they have 

proven costly and ultimately, although they may have delivered infrastructure, they have not delivered 

much in terms of closer cooperation.  What the UNODC has delivered, at a fraction of the cost, is a 

major achievement.  

Effectiveness  

An efficient Afghan Border Police established in west/south-western Nimroz through 
construction of an operating base, provision of equipment and training as well as cross-border 
cooperation. 

The Regional Border Security Garrison at 

Chelmariz in Nimroz has been built and is 

operational.  The Centre’s police have been 

trained, equipped and the unit is staffed with 

qualified officers.  The garrison was 

intended to serve, not only as a traditional 

border post, but also as the regional centre 

and provide a mobile reserve from the 100-

200 ABP personnel stationed there.  

Setbacks in meeting this output arose due to 

security issues, both at the site and in 

Nimroz Province in general.   The site was 

attacked and this forced the contractor to 

stop work.  In order to secure the garrison, a 

number of smaller checkpoints had to be built in the local area; these had not been budgeted for and 

this refinement reduced the scope of the main build.  The garrison is consequently 50 percent smaller 



EVALUATION FINDINGS 

 

 

 

139 
 

than designed and the hard-built structures had to be replaced with pre-fabricated structures to save 

money.  After the UNAMA closed its office in Zaranj, UN flights to Nimroz stopped and there was no 

way to move to the building site to check progress.  In addition, it was deemed unsafe for the 

international mentors to operate from the new building site, due to the lack of UN support in the area.  

All the required equipment for the ABP base, the vehicles and trucks as well as tactical police field 

gear was provided.  UNODC checks, to ensure that this equipment was used as intended, were 

planned, but since the closure of the UNAMA Zaranj Office, there have been no missions to Nimroz.   

In reality the Project was too ambitious in terms of resources, time and scope and failed to deliver the 

first output, that of a fully functioning base in Nimroz. 

Afghanistan currently has no central 

border strategy to pin forces or 

capability to. Therefore, although the 

concept of the Project was sound it was 

not necessarily how the Afghan 

authorities wanted to secure their 

borders.  Without supporting a unified 

border security strategy, projects such as 

J55, which built small scale tactical 

infrastructure, run the risk of being either 

irrelevant or unsustainable in the future.  

UNODC should take advantage of its 

well-respected position to assist in drafting a unified border strategy, or at least ensure that the wishes 

of the Afghan agencies it is close to, are heard and their views represented.  UNODC has the ability to 

bring together numerous counties and multiple agencies under the auspice of the neutral UN flag and 

broker deals that others might not.  UNODC should continue its work in this area and could even 

expand its roll to assist in developing a border strategy for Afghanistan.  

Mobile Interdiction Teams are established, equipped and trained and effectively conduct drug 

interdiction operations. 

Developing mobile border interdiction forces that 

are set back from the border, in a position of over-

watch, that have the capability to target narco-

traffickers and smugglers is a valid concept.  

However, it relies on a number of other 

capabilities, such as: fine grained actionable 

intelligence; the passage of this intelligence in a 

timely manner; the ability to digest, absorb, and 

plan using the information at hand; and finally the 

ability to deploy mobile elements to interdict 

identified targets.  In addition the logistic 

considerations of placing a force capable of 

taking on heavily armed narco-traffickers in the middle of the desert are not to be underestimated. 

Afghanistan lacks the wide area surveillance to scan a large border area, the intelligence systems to 

pass actionable intelligence, the command and control to direct and, critically, the logistics to sustain 

mobile forces in the middle of the desert.  In summary while a valid concept, many of the elements 

required to deploy a mobile force were not in place and, therefore, it is no wonder that the mobile 

interdiction element of J55 failed to deliver what it set out to achieve.  
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The equipment required for the Mobile 

Interdiction Teams (MITs) has been distributed 

to the MITs.66  This  includes radio 

communications, standard police outfits, drug 

and precursor test kits, high-intercept vehicles, 

cargo trucks, and tactical police equipment (such 

as vests, night-vision equipment, binoculars, 

flashlights, gloves, field gear and many other 

similar items).  With delivery complete as of 

early 2011, the MITs are in theory capable of 

interdicting armed narcotics convoys leaving 

Afghanistan toward Iran/Pakistan and vice versa.  

Many of the staff assigned to the MITs in 

Sothern Nimroz are required to guard the ABP garrison in Chelmariz, therefore, a large number of the 

officers are tied up with static duties and are not as mobile as envisaged. Although equipped, the 

MITs are not fully operational, this due to a lack of actionable intelligence and an inability to conduct 

operational planning.  A lack of mentoring staff adversely affects this capabilit y from reaching its full 

potential.  Due to security threats, international staff can no longer operate in Nimroz and there is no 

UNODC oversight.  While the concept of placing mentors as far forward as possible is sound, the 

security situation has reduced the effectiveness of the MITs operating from the garrison and, 

therefore, gauging its true effect is difficult.  While some positive results have been achieved in the 

area, how much is directly attributable to J55 is open to debate. 

The Project was set up to mentor the newly raised Regional Garrison and included hiring six 

international consultants, who were to be broken down into 3 teams of 2 trainers per 33 border police 

officers as full time trainers and mentors.  Before, the deployment of mentors, the J55 Training 

programs had been tested on hand-picked ABP candidates in mid-2008.   Training included 

comprehensive modules in various areas important to law enforcement operations pertaining to border 

security and the interdiction of narcotics, precursor chemicals, weapons, munitions, explosives and 

other types of contraband.  In addition, all professional training operations constantly reviewed their 

training materials to ensure that they were up-to-date and provided the best possible sources of 

information.  One of the international law enforcement consultants was assigned to rewrite the 

training manuals to include in-depth discussions of major issues, photographs and embedded videos to 

allow this material to be used not only for initial training of new officers, but to allow ABP officers to 

use them for sustainability and refresher training. 

The UNODC training manuals were comprehensive and introduced new training modules such as 

“Crime Scene Investigation” and “Improvised Explosive Devices and Ordnance Identification.” The 

crime scene module resulted in trainees being able to assess and quarantine the parameters of a crime 

scene, collect and catalogue evidence, interview witnesses and prepare the scene for forensics. 

Modules such as this were a major step change in the training that the ABP received and have made 

the ABP far better, as both a border force and a police force.  The UNODC developed and enhanced 

the training curriculum with the leadership of ABP at all times to ensure that it had their approval.  

ABP commanders stated that “it gave us the tools to be responsible for our own future and 

progress67”.   ABP commanders nominated officers to be trained as trainers and ensured that junior 

leaders received training from this new training cadre. Direct border post training was to occur daily 

and it was hoped that this would be supported by on-the-spot, long-term mentorship in the field; 

although this element of the Project proved too difficult to deliver due to a lack of security.  

________ 

66 Hand receipts detailing the handing over of equipment from UNODC Staff to the ABP.  
67 UNODC J55 Annual Report 2010. 
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A compatible radio communication system is established, to link the Regional Centre to Area 
Border Posts, Brigade, Battalion and Company Headquarters.
  

In close coordination with the communication departments of the 

MoI and ABP, a detailed communication plan for the western and 

south-western border of Afghanistan was developed by UNODC.  

This plan not only facilitated communication among ABP officers, 

but potentially between their Iranian and Pakistani counterparts.  

This plan included the provision of HF and VHF base stations and 

mobile radio communication as well as solar power systems for the 

ABP checkpoints.  Communications equipment has been installed 

along the border to link up the border posts, Company, Battalion 

and Zone headquarters to one another.  Regular missions are 

conducted by UNODC to ensure the system is supported.  The 

evaluator accompanied an engineer to Torkham Gate during the 

course of the evaluation.  End user as well as technical training on 

the installation management of the systems has been provided to 

the ABP officers at field and HQs levels, to ensure the equipment is sustained after the Project closes.  

Regular operational level meetings between Afghan Border Police and counterparts in 
neighbouring countries as appropriate.   
 

J55 supported Ministerial Meetings, Senior Officials Meetings and Inter Agency Working Groups 

under the Triangular Initiative (Afghanistan, Pakistan and Iran). These regular forums allowed 

representatives to reach agreements on the establishment of Border Liaison Offices, Joint Operations, 

Operation TARCET, Liaison Officers’ functions at the Joint Planning Cell (JPC), and communication 

modalities, including linking the JPC to the Central Asia Regional Intelligence Centre (CARICC) in 

Almaty, Kazakhstan.  The table below indicates when some of major meetings that took place and 

what the key outcomes were. 

Table 2: Key Regional Events Supported by UNODC 

Date Event Location Remarks 

May 2008 2nd Ministerial and Senior 

Officials Meeting 

Tehran cross-border telecommunications and Op TARCET 

discussed 

Oct 2008 Cross border Cooperation 

Meeting   

Turkmenistan Establishment of  first BLOs between 

Turkmenistan and Afghanistan 

2008 Joint Planning Cell (JPC) Tehran The Drug Control Headquarters of Iran allocated 

and equipped the JPC  

August 2009 4th Senior Official Meeting Tehran Appointment of Country Focal Points (CFPs) in the 

capitals  

Oct 2009 3rd Ministerial Meeting Vienna Appointment of permanent liaison officers to the 

JPC 

2010 7th Senior Officials Meeting   Southern Trafficking Operational Plan (STOP), 

Maritime Regional Security (MaRes) and Criminal 

Assets Southern Hub (CASH). Operationalization 

of the BLOs and development of Standard 

Operating Procedures (SOPs) 

5th Ministerial Meeting  
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The October 2009 Triangular Initiative Ministerial Meeting agreed to establish Border Liaison Offices 

- one on each side of each respective border.  

Furthermore, they agreed to step up the number of joint 

patrols and joint operations. These measures were 

designed to improve drug controls and strengthen trust 

and confidence.  Following meetings also focused on 

linking the Triangular Initiative to the Central Asia 

Regional Intelligence Centre (CARICC) in Almaty, 

Kazakhstan, as well as a possible future counter-

narcotics intelligence-sharing centre in the Persian Gulf.  

AFG/J55 was, therefore, instrumental in convening 

regular meetings of counter-narcotics personnel 

working at the operational level, including the ABP, 

and their counterparts in the Iran and Pakistan.  

Enhancing and strengthening the operational capabilities of the Afghan Border Police at 
western/south-western borders of Afghanistan with Iran and Pakistan through provision of 
equipment, training and supplies 
 

Over the life of the Project, substantial improvements were 

witnessed within command and control elements, as well as 

with ABP field commanders. The ABP Western Command 

Zone is now better structured, organized and commanded than 

before the Project commenced.  Field operations are regularly 

carried out in a professional manner and zero injuries have 

been sustained since the initiation of training and mentorship 

in Herat in 200868.  On the 8th March 2009, the first joint 

operation between Afghanistan, Iran and Pakistan was 

conducted. During the operation, Iranian Anti-Narcotics 

Police and Pakistani Counter Narcotics Police seized 497 

kilograms of opium, 93 kilograms of heroin and 98 kilograms 

of hashish. Three criminal drug gangs were dismantled and 22 

drug traffickers were arrested.  These operations have 

continued on a regular basis with a fifth69 joint operation 

taking place on 6 March 2011. This was larger in scale 

operation and included multiple searches being conducted in 

three joint border areas between Afghanistan (Herat, Farah, 

Nimroz) and Iran (Khorasan, Sistan-Baluchestan).  

Operation TARCET focused on the coordination of 

regional capacities in detecting and interdicting 

smuggling/diverting to criminal activities of 

precursor chemicals; developing a well-trained pool 

of personnel in law enforcement agencies, and 

equipping enforcement mechanisms in precursors 

control. 

________ 

68 UNODC AFG/J55 Annual Report for 2010. 
69 This is the last joint operation reported in the UNODC documents.  
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Over the course of Op TARCET results improved as indicted in the chart below: 

Table 3: Results of Operation TARCET  

Date/Type of 

Seizure 

Op TARCET I  

2008-2009 

Op TARCET II  

2009-2010   

Op TARCET III  

2010–2011 

Total Precursor 

Chemicals seized  

 

45,000 kgs. 462,813 kgs. 460,000 kgs. 

Acetic Anhydride Afghanistan: 1,144 

kgs. 

Iran: 5,400 kgs. 

Pakistan: 15,444 kgs. 

Afghan Police: 

450kgs. 

International Forces: 

1,180kgs. 

Pakistan: 5,172.5kgs. 

Iran:383 kgs 

Central Asian States: 

1,547kgs. 

Afghanistan: 23,000 

kgs. 

Iran: 1330 kgs. 

Tajikistan: 404kgs. 

 

Acetyl Chloride Iran: 16,000 kgs. 

Pakistan: 5,000 kgs. 

 

  

Acetic Acid 

 

Uzbekistan: 1,600 kgs.  3,500 kg 

Hydrochloric Acid 

 

 10,900 kgs. 7,000 kgs. 

Sodium Carbonate  2,208 kgs. 

 

2,000 kgs. 

Ammonia Chloride 

 

 1,115 kgs. 1,000 kgs. 

 
 
Fully functioning Border Liaison Offices are established and operational at the selected, 
approved and agreed upon locations between Afghanistan, I.R. of Iran and Pakistan i.e. Islam 
Qalah, Torkham, Spin Boldak, Nawa Pass, and Ghulam Khan. 
 
The BLO Concept. The BLO concept provides for a 

minimum of two representatives from the ABP, CNPA 

and Customs to work together in a joint environment and 

share inter-agency information and intelligence.  In theory, 

the BLO is meant to liaise with a similar structure on the 

other side of the international border.  In reality the BLOs 

only liaise inter-agency (domestically) and meet or pass 

information across the border on an infrequent or ad hoc 

basis. The ABP Checkpoint Commander is vested with the 

power to communicate across the border, but until these 

commanders see the benefits of BLOs, this capability will 

not be fully utilised.  In addition, the commander and 

other agencies are often suspicious of the BLOs and their 

linkages to higher Headquarters in Kabul. 
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Senior Officer Education 

One reoccurring theme, from interviews and discussions, was 

the requirement for senior and middle ranking commanders to 

be educated in the technical aspects of precursor controls and 

counter narcotics. This theme was also echoed by the BLO 

staff, who stated that their commanders needed to understand 

what BLOs could deliver before they could be utilised 

effectively.  Many programmes and projects in Afghanistan 

have been agreed to at the highest level and then implemented 

at the tactical level. However, the implementing agency has 

often failed to adequately educate the entire chain of command, 

those who are responsible for employing the new capability. 

Project staff are aware of this issue, but for the sake of quick 

implementation, project managers have rushed to tactical 

delivery. Many senior commanders, therefore, do not 

understand new capabilities, feel threatened by them and can 

misemploy, or actively block them.  

Operational BLOs 

To date, BLOs in Islam Qahlah and Torkham
70,

 have been fully constructed/renovated and/or 

equipped; these locations were visited during the course of the evaluation and were seen to be up and 

running.  There are lesser capabilities at Torghundi and Zaranj which were not visited.  Facilities at 

Spin Boldak, Nawa Pass, and Ghulam Khan have yet to be established, but are being planned. Staff 

for the BLOs have been identified and in most cases now appear on the respective unit Tashkils.  The 

ABP have committed staff, but have not yet received their Tashkil alterations, so many ABP officers 

officially have two jobs. In September 2011, an inter-agency working group meeting agreed to the 

establishment of a five-day Basic Border Liaison Officer Course to be held in Jalalabad.  The 

UNODC has provided training programmes covering the Liaison Officer’s duties and responsibilities, 

intelligence and investigations, community policing and ethics.  In addition, a joint drugs and 

precursor identification course has been conducted for the Afghan/Pakistani officials attached to the 

Torkham Gate BLO in Islamabad. The Project also complements the Regional Programme for 

Afghanistan and neighbouring countries’ (under which the Triangular Initiative falls) activities not 

only in the inter-agency cooperation/coordination but also in cross-border cooperation. 

On 24h September 2012, the first BLO meeting 

took place in Tayabad (on the Afghanistan–Iran 

border) between the staff of the Islam Qala BLO of 

Afghanistan and the Tayabad BLO of the Islamic 

Republic of Iran. At this meeting, the BLO staff 

from both sides of the border were introduced and 

they held preliminary discussions on the challenges 

faced in addressing drug and precursor trafficking 

between the two countries. Participants were asked 

to identify mechanisms to facilitate the exchange of 

information and intelligence with a view to 

launching coordinated operations. At the 

conclusion of the meeting, a senior officer from each BLO was assigned as the focal point for further 

information exchange. Both parties also agreed that regular meetings of BLO staff were essential and 

________ 

70 The Evaluator visited the BLOs at both Islam Qala and Torkham during the course of the writing this report.  
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should be hosted on a rotational basis on alternate sides of the border. The BLO staff at Isalam Qala 

stated that although this rotational meeting was meant to take place, only the Check Point Commander 

was able to conduct cross border liaison.
71

 

On 11 September 2012, ABP Officers 

working at the BLO in Islam Qala, seized 

130 kilograms of opium at Robat Sangee, 

close to Herat City. The operation was led 

by Captain Sattar of the Islam Qala BLO 

who as assisted by officers from the Zone 4 

Investigation Unit.  The raw opium was 

skilfully concealed in a false compartment 

built into the cargo bay of a three-wheel 

motorcycle.  Captain Sattar stressed that the 

success of the operation was due to effective 

information and intelligence sharing 

between the law enforcement agencies 

within BLO structure at Islam Qala.  

During these early stages of development it is important for UNODC to monitor BLO activities and 

provide assistance on a timely basis.  Although National Associates regularly attend BLO meetings, 

they are there to report on the activity and do not have the experience or standing to initiate activity or 

offer assistance. Recruitment of an International consultant to oversee BLO activities at legal border 

crossing points is recommended, subject to availability of funding.  At the time of writing there is no 

international oversight of the BLOs activities, beyond the occasional visit. 

ISAF has taken note of the positive impact that the BLO is having at Torkham, and is currently 

examining ways in which they may assist what is essentially a civilian endeavour
72

.  The fact that 

UNODC have established a permanent location, it is manned and has the ability (if not the authority) 

to liaise with Pakistani counterparts is a major achievement.  UNODC must ensure that its good work 

is seen by other who may be more capable of delivering tactical support in the border areas. 

An ABP facility is up graded/refurbished and equipped in Kandahar to maximize the 
effectiveness of the ABP in accordance with the Border Management Task Force plans and 
UNODC Country Strategy 

The development of facilities in Kandahar 

has currently stalled due to security concerns 

and the development of an ABP Garrison in 

Spin Baldak is on hold.  The CNTA 

outstation in Kandahar (as part of AFG/I85) 

is still being built and should be finished by 

mid-2013.  UNODC is working closely with 

the Border Management Task Force (BMTF) 

to develop facilities in the area. The 

development of a unified border strategy, 

which is resourced and prioritised, is an area 

where UNODC should extend its assistance.  

________ 

71  In conversation with the BLO staff at Islam Qala and confirmed in a meeting with the CP Commander, an ABP 

Colonel.  Some Staff do meet Iranian Officials at the Zero Point Crossing, but this is not a structured meeting.  
72 UNODC AFG/J55Annual Report 2010. 
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UNODC should not seek to be an implementer, but instead should offer its expertise as a policy leader 

and provide subject matter experts. UNODC is best placed to support border security through 

developing niche or specialist areas, where its expertise and limited funding can have greater effect. 

Efficiency  

Scope of the Project 

The Project suffered from delays in 
implementation and effectively morphed into 
the BLO concept instead of the delivery of 
tactical infrastructure. The issue is more to do 
with the initial scope of the Project, as written in 
the documentation than implementation and 
delivery. The initial scope of the Project was too 
ambitious. Given the time (3 years) and 
resources available (US$3.9 million),  the 
ability of UNODC “to enhance and enable the 
capabilities and the capacity of the ABP and the allied agencies involved in CN efforts, by building a 
strategically located operating base in the most prolific smuggling area in Afghanistan”.  The police 
station will be located in the south of Nimroz Province, bordering both Iran and Pakistan, and it will 
enforce the Rule of Law with a fully manned, trained and equipped ABP Unit” was somewhat 
ambitious. As discussed, in the impact paragraph, the ability to deliver such a capability was always 
going to prove difficult, as many of the constituent elements were lacking and UNODC did not have 
the resources to develop them all.   

UNODC projects need to attract donors, as they are not centrally funded, and objectives are inflated, 
timelines compressed, and language left vague so that the project proposal can appeal to as wide a 
variety of potential donors as possible. However, this is not a particularly effective means of working, 
as time and effort are spent writing project documentation that are not required; rather than analysing 
the issue and targeting areas for assistance. It is also difficult to measure real progress as the project 
does not actually deliver what it sets out to achieve. The Donors interviewed all understood why 
UNODC did this, but stated that they would prefer more realistic objectives to be set as then they too 
could demonstrate progress

73.
  

Project morph 

Due to the scope of the Project and the issues with 
security, the Project, in its original concept did not 
really deliver what it intended.  However, over its 
life span the Project was revised four times and the 
BLO element was bolted on to it.  Due to UNODC 
processes it was easier to bolt additional outputs 
and objectives on to an agreed project, even one 
that was not delivering, than initiate a new one.  
This is understandable, as it allowed the COAFG 
to react quickly when additional donations were 

made, but it is not a neat method of absorbing and delivering resources.   

COAFG’s new Country Programme is a far better strategy, in that it spells out what objectives and 
outputs are required, even those that are unfunded.  Therefore, it has already sought approval for 
numerous activities which all fit into an agreed to master plan.  The Law Enforcement Sub-
programme has many hoped-for elements that are currently unfunded; but they are positive markers 

________ 

73 Interviews at the Canadian and Japanese Embassies. 
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that can be used to attract donations and will be implemented as and when resources become 
available.   

Expenditure 

J55 was scheduled to run for 3 years and actually ran for over 5 years.  It was originally budgeted for 
US$3,893,000

74
 and finally cost US$7,311,100

75
.  During this time, the biggest changes to 

expenditure compared to the original budget were: 

(a) Staff costs almost doubled from 18 percent to 35 percent of the total spent and more than 

tripled in real terms from US$0.75 toUS$2.5million. 

(b) Sub contracts reduced from 25 percent to 11 percent of total spend and reduced in total from 

US$1 to US$0.8 million. 

(c) Training reduced by 50 percent from US$220,000 to US$123,000. 

(d) Travel costs doubled but remained the same as a percentage of the cost. 

(e) Equipment and Miscellaneous expenditure stayed the same in percentage terms and 

increased by 100 percent in real terms. 

(f) Project Support costs fell slightly as a percentage of the Project but increased in real terms 

by US$300,000. 

The conclusion, to the data above, indicate that if projects run over time they will increase staff and 
support costs, and that less might be delivered to the recipients, in term of equipment and 
infrastructure.  If, however, a project seeks to develop capacity through mentorship then this is to be 
expected, as the project is purchasing expertise.  It is recommended that future projects allocate 
approximately 50 percent of the proposed budget toward staff and support from the start, and then 
scale up for expertise, as this is a more pragmatic approach. 

Project expenditure increased in 2009 and 2010, as these were the years for the major distribution of 
funds, which was approximately 2 year behind the original projections.  It is recommended that future 
projects take into account delays and either extend timelines or reduce start-up costs during the first 
two years.  The Project did receive additional funds for the BLO concept from Japan and Canada.  
The extension to the time-line and increases in funding should be seen as a positive and are not an 
issue with implementation. 

Security 

One of the major factors that effected delivery in 
Nimroz was that of security.  The original 
Project documentation was written in 2007, six 
months after ISAF expanded its mission into 
Southern Afghanistan and UK Forces 
commenced operations in Helmand.  Although 
there was an upsurge in violence, this was 
localised to discreet parts of Helmand and 
Kandahar.  By the time the Project really started 
to deliver, the UK had quadrupled its forces in 
Helmand and the US had expanded into Farah, 
Nimroz and Southern Helmand. The effect of 
increased military operations was to force 
insurgents into Nimroz. From this safe haven, insurgents started to launch attacks on ISAF and 
Afghan Security Forces, increasing the insecurity in the area.  The UNODC staff could not have 

________ 

74 UNODC COAFG Original Project Document dated 2007. 
75 UNODC COAFG Project Revision IV Document dated 2010. 
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foreseen this increased instability in Nimroz, as they would have been unaware of the military 
operations, and once the violence levels increased they had no means of reducing the risk to 
international staff and mentors.  

Sustainability  

As UNODC staff had not been able to visit 
the Regional Garrison due to security 
regulations, there was no information about 
what condition it is currently in, or how 
sustainable the building was. It has been 
handed over to the ABP and is being run by 
the MoI and, therefore, the assumption is that 
it is sustainable.  Many ABP checkpoints in 
Nimroz, Herat, Farah and Helmand suffer 
from a lack of potable water and shortages of 
fuel and food, due to the difficulty in 
resupplying these location and the distances 
involved.  The Regional Garrison is unlikely 
to be any different from these locations. During interviews, its sustainability was of no more of a 
concern than any other ABP checkpoint. 

All the technical equipment has been handed over to the ABP and taken onto the MoI Tashkil.  It was 
not designed to receive a support package, and as such it should be considered expendable, unless the 
MoI is able to maintain it.  The ABP did mention that the Toyota Hilux pursuit vehicles had come to 
the end of their serviceable life, as operating in the desert was unduly harsh and they lacked proper 
maintenance and servicing schedules. Therefore, over time the capability of the MITs will degrade.  

The provision of radios is sustainable.  The system is compatible with other radio systems used in the 
region and there is agreement that the Pakistani and Iranian BLOs will use the same or similar system, 
in order to ensure interoperability. There is a support mechanism and regular checks by qualified 
engineers are performed.  

The BLOs visited were both in purpose built or 
refurbish accommodation. The BLO structures 
have been taken on by the ABP, and therefore they 
are sustainable, as the ABP effectively own the 
Border Checkpoints.  The BLOs were simply 
furnished and there were no upkeep issues 
expressed by the staff.   

The one area that will continue to require funding 
is travel and subsistence.  The Government of 
Afghanistan either lacks the funds to send officials 
to regional meetings, or lacks a suitable process for 
paying for travel and associated costs.  Therefore, 
the UNODC is a key facilitator in ensuring that 
Afghan Ministers and officials participate in 

regional conferences and working groups.  

 
 



149 

 

III. CONCLUSIONS  

The J55 Project has delivered the BLO concept for US$7 
million. This is a major achievement.  UNODC has 
managed to put in place not only the high level agreements 
between Afghanistan and its regional neighbours, but also 
deliver the tactical tools to ensure that liaison is possible.  
UNODC has promoted and facilitated numerous high level 
working groups and ministerial meetings that have not just 
promised greater cooperation, but have actually started to 
deliver. Using the UN’s neutral blue flag, UNODC has 
worked tirelessly to bring together Pakistan, Iran and 
Afghanistan; given the political situation is a major 
achievement.  The fact that there are physical BLOs 
manned on both sides of the international borders is a real 
success; the communications infrastructure that will come 
on-line to allow them to talk to one is an added bonus.  The 
joint training and establishment of standard operation 
procedures, although rudimentary is a major breakthrough 
and should deliver more in the future.   

The UNODC’s success with BLO’s under J55 is worthy in its own right.  Contrasted with other 
projects of this nature which have failed, the UNODC should be doubly proud of its achievements.  
The fact that HQ ISAF and the Border Management Task Force are both examining the successes of 
the J55 Project, demonstrates its utility, as a low-cost high-impact project, and also points to a future 
role for the UNODC. Afghanistan does not have a unified or coherent border strategy, one that can 
drive the allocation and prioritisation of resources.  UNODC should use its position, as a neutral 
broker and as a trusted agent, to assist in the policy development of a border strategy, and seek to 
assist the various agencies though the provision of SMEs. 

The UNODC should herald the achievements of the BLOs and ensure that other agencies link to it, 
and support this initiative.  It was obvious that core learning partners and recipients all knew of the 
UNODC’s work, but they did not really know the detail or understand its importance or impact.  
Given its corporate knowledge, the UNODC must guard against complacency and needs to constantly 
promote its achievements.  Although UNODC does have a developed public relations mechanism, 
information is often hard to find and reporting weighed down by process, this means reports are 
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difficult to digest and that hard hitting messages are lost in large and unwieldy documents. 

Despite the poor initial design the Project it has delivered a number of notable successes and the 
Project should be viewed from the perspective of what it has achieved, rather what it failed to deliver.  
The element that did not succeed was questionable, in terms of what it was trying to achieve given the 
fact that there was no unified border strategy, the complexity of developing such a concept, the 
resources available and its location.  Due to the security situation in Nimroz even the modest aims of 
developing the Regional Garrison were not meet. Perversely UNODC was probably saved time and 
resources by the security situation. 

In terms of effect, the building of the Regional Garrison is questionable.  It is hard to see what the 
building of this location has actually achieved

76
.  While the concept of MITs is sound in theory, the 

concept was far too advanced for the ABP and therefore the building of one small garrison in Nimroz 
had too limited an effect considering the size of the border area.  To take this concept further would 
have required a massive injection of resources, which were beyond the scale of an UNODC Project 
and critically beyond the capabilities of the ABP.  There are many other mechanisms for securing the 
border or securing access to borders and UNODC might be better off delivering what it is good at and 
leaving tactical training to others.  That said, the investment in the training programmes should not be 
wasted and should be shared with other training providers. 

In summary J55 was a mixed Project in terms of impact and effect.  What the UNODC delivered was 
high quality and relevant. Some of what it delivered will greatly assist Afghanistan at the Strategic 
and Operational levels.  The BLO concept is an inspired concept that will have far reaching effect into 
the future.  The lower level tactical assistance, while high quality is more transitory and has yielded 
limited results.  

________ 

76 HQ ISAF states that there are more concerned about the Southern Border with Pakistan being a transit ro ute than the 

Western border with Iran. 



151 

 

IV. RECOMMENDATIONS  

Scope of Project 

The initial focus of the Project was overly tactical.  
Although the original concept envisaged fully 
equipped and trained ABP Regiments manning the 
international border, UNODC never possessed the 
resources or the capability to deliver this type of 
project.  Driven by a limited budget, the Project 
focused on delivering tactical security architecture 
in a single location, and training and equipping a 
small ABP Force.  While the choice of location is 
supported by intelligence from 2007, it is also 
slightly suspect.  Although it was chosen by the 
ABP, it may owe more to the fact that the 
proposed garrison site sat close to the Kamal 
KhanCar Dam which exerts influence over water 
flowing into Iran, than purely to interdict drug smugglers.  Given the security situation in Nimroz, the 
funding, staff and resource costs, even the limited objectives (establishing a Regional Garrison) was 
beyond the capability and capacity of the UNODC to deliver.  UNODC is better placed at delivering 
at the operational or strategic level, when it can provide expertise to build capacity.  It is 
recommended that UNODC does not unilaterally deliver small scale tactical projects in remote and 
insecure locations.  If tactical projects are required, then UNODC should seek to corral the efforts of 
others; to deliver under the policy lead of their Country Programme, rather than try and deliver an 
underfunded piece meal solution themselves. 

Border Strategy 

Afghanistan currently lacks a unified vision of how its borders should be secured and a clear 
understanding of who ultimately has responsibility.  Until such a time that the Afghan Government 
can articulate a resource prioritised strategy, then projects that seek to deliver tactical infrastructure 
risk being irrelevant (what is built might not be required) or unsustainable (what is built might not be 
kept in good order, due to a lack of funds).  UNODC should try and understand how Afghanistan will 
secure its borders and in turn identify and support sustainable Afghan solutions.  Working with the 
Afghan Ministries, the International Police Coordination Board and the Border Management Task 
Force, UNODC should assist, at the policy level, in devising a border strategy for Afghanistan.  Given 
its standing with the CNPA, Customs and ABP UNODC is well-placed to support this type of 

initiative, as it can be seen as both a subject 
matter expert and a neutral advisor. 

Border Liaison 

The concept of encouraging increased cross-
border liaison is a major achievement. With a 
relatively small budget, UNODC has delivered a 
sound and sustainable mechanism that the 
Afghans and their neighbours can now take 
forward. There is still much to be done, but the 
foundation is secure and UNODC must 
encourage all parties to take it further.  UNODC 
should be more proactive in promoting the 
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success of the BLOs and its part in the delivery.  For a modest budget they have achieved far more 
than many other more costly initiatives that aimed to increase cross border cooperation.  The UN’s 
neutrality provides an excellent vehicle for encouraging cross border cooperation and should be 
utilised to maximum effect.  The Law Enforcement Sub-programme in the Country Programme offers 
opportunities which UNODC should exploit, as it has now earmarked activities that should take place; 
it now needs to seek funding and/or partners.  The Regional Programme for Afghanistan and 
Neighbouring Countries can provide the necessary inter-linkages between the different country 
programmes of Iran, Pakistan and Afghanistan and reinforce this cross-border aspect. These 
opportunities can only be exploited if other parties know and understand what the project has 
delivered and UNODC should seek to increase its self-promotion and public awareness initiatives. 

Recruitment 

The Project suffered delays due the time it took to recruit International Staff and Consultants; there 
were no hand overs.  Vital time was lost due to the fact that there was no International Staff or 
Consultant to oversee the Project at certain times.  The practice of providing overlapping contracts to 
enable handovers should be considered.  UNODC should enhance its recruitment systems to allow for 
seamless transitions between staff, even if this increases staffing costs.  Without an International 
Subject Matter Expert many of the outputs could not have been delivered, so there is no saving to be 
made by not recruiting them in the first place.  

Security 

The security situation in Nimroz and Kandahar precluded UNODC staff from visiting building sites 
and mentoring ABP staff on a regular basis.  UNODC should review its security requirements.  By the 
very nature of the problem set, there is a requirement to provide assistance in remote and insecure 
locations.  Future projects, however, should consider other techniques beyond deploying mentors as 
far forward as possible.  Working alongside other agencies, that can operate in unsecure locations 
should be considered; if nothing else the UNODC could provide a policy lead to these agencies.  This 
is in addition to an increased use of Afghan led Mobile Training Teams and centralised training in 
secure locations. 

Mentoring 

Full time mentoring is required, if organisations are expected to operate more effectively and utilise 
new equipment and procedures. International staff should be posted to the borders, or at the very least 
to the ABP Zone HQs. UNODC should review its delivery means. Transition to an Afghan lead will 
reduce the presence of International Staff and Forces across Afghanistan, further complicating the 
issue of security.  UNODC cannot escape UN-mandated security regulations; however, there are other 
ways to ensure mentors either move or reside close to those who require their assistance. Allowing 
other organisations and/or contractors to deliver under UNODC approved training guidance should be 
considered. 

Publicity 

It was obvious that core learning partners and recipients knew of the UNODC, understood that it was 
a significant player, but that they did not really know what they had delivered.  There is a high turn-
over of staff in most international agencies, who rotate every 6 -12 months, and even among the 
Afghan recipients. This is in sharp contrast to the numerous years that some of the UNODC staff have 
served in country. UNODC needs to ensure that it is constantly proclaiming its successes. Although 
UNODC does have the standard publicity mechanisms, information is hard to find, and reporting is 
weighed down by process.  Many donors stated that they would prefer a Twitter type feed, a 
photograph and a few lines of text rather than long and complex reports.  In line with Transition 
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UNODC may wish to consider assisting the ABPs/CNPA’s public relations departments, so that they 
can also increase their messaging.77 

________ 

77 During the interview with the Deputy Minister, he stated that one of his priorities was to increase his ability to  

message.  
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V. LESSONS LEARNED  

UNODC Core Business 

UNODC in its new Country and Regional Programmes has shown an appreciation that it should limit 
its appetite and deliver what it is good at.  UNODC is aware that it should concentrate on its core 
business, take a policy lead and encourage, or corral others to deliver infrastructure and direct action 
forces.  To avoid getting bogged down in tactical issues, it must encourage and allow others who have 
the resources to deliver these types of project to do so, ensuring that they are part of the larger plan.  
UNODC is best at targeting the policy level and/or niche areas where for the investment of one or two 
specialists and a small amount of funds they can achieve a disproportional effect. 

This is Afghanistan 

In a country such as Afghanistan, projects take a longer time to deliver than anticipated.  There too 
many reasons to list, but future projects should look to double or triple the allocation of time required 
to implement activities and to achieve the desired outputs.  This will have implications on resources, 
notably financial donations and the employment of staff.  UNODC must ensure that its’ staff 
overcome their natural inclination to deliver on their watch. Just because a staff member is posted in 
for 2 years or a contract awarded for 1 year, they must resist the natural inclination to deliver the 
entire project during their periods in Afghanistan. Project objectives and outcomes should be written 
in a logical and progressive manner, which allows staff to achieve them over time. UNODC need to 
produce clearly articulated programmes, with simple measures of performance or effect, so that staff 
can accurately gauge progress over time.  This will provide a proper structure to the programme and 
avoid delivery occurring in fits and starts.  UNODC must also build programmes that acknowledge 
that in Afghanistan things will just take longer.  To some degree this has been achieved by the manner 
in which the new Country Programme has been drafted and the fact that it is resourced for three years.  

Well Thought-out Training 

The J55 Project shows that UNODC can develop small unit tactical skills. UNODC developed an 
approach to training that can be added to the CNTA data base and passed to other ABP or AUP 
providers for them to deliver. This Project showed an understanding that low literacy rates and 
educational standards hamper delivery, and the absorption of complex subjects.  The J55 Project 
recognised early on that student literacy and educational standards were low and adjusted its delivery 
accordingly.  The development of a trainer the trainer package was an outcome of the realization that 
an Afghan solution delivered by and Afghan was more suitable and sustainable than an international 
standard that cannot be maintained.   

Intelligence is a System 

Actionable intelligence is the corner stone to any counter narcotics activity, as without it  law 
enforcement agencies can do little more than wait for events to unfurl.  In order to affect change in 
intelligence, one must understand the complexity of the system and what the various elements are.  
Being involved in only one area or sphere will deliver limited results, and change will only occur once 
those delivering assistance are involved throughout the entire system.  In order to improve 
information flows between and amongst CN agencies and where possible between agencies such as 
NDS, ABP, ANP and CNPA the International Community must produce a comprehensive plan for 
developing intelligence. Importantly, this plan must be owned by the Afghans (although supported by 
international mentors) and must take stock of cultural and developmental differences between their 
ways and those of the mentors. Trying to impose Western standards onto their collection and 
dissemination methods will not work. 


