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Disclaimer 
 
Independent Project Evaluations are scheduled and managed by the project managers and conducted by 
external independent evaluators. The role of the Independent Evaluation Unit (IEU) in relation to 
independent project evaluations is one of quality assurance and support throughout the evaluation process, 
but IEU does not directly participate in or undertake independent project evaluations. It is, however, the 
responsibility of IEU to respond to the commitment of the United Nations Evaluation Group (UNEG) in 
professionalizing the evaluation function and promoting a culture of evaluation within UNODC for the 
purposes of accountability and continuous learning and improvement.  
 
Due to the disbandment of the Independent Evaluation Unit (IEU) and the shortage of resources following 
its reinstitution, the IEU has been limited in its capacity to perform these functions for independent project 
evaluations to the degree anticipated. As a result, some independent evaluation reports posted may not be in 
full compliance with all IEU or UNEG guidelines. However, in order to support a transparent and learning 
environment, all evaluations received during this period have been posted and as an on-going process, IEU 
has begun re-implementing quality assurance processes and instituting guidelines for independent project 
evaluations as of January 2011. 
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Cluster Evaluation  of UNODC-Iran Drug Supply Reduction 
 

Projects 
 

Consolidated  Report 
 

Summary 
 

A. Project Description 
 

1. The UNODC Iran Drug Supply Reduction Cluster was designed and 

integrated into the UNODC Iran Strategic Programme Framework 2005- 

2007, in order to strengthen international-regional and cross-border 

cooperation, through five projects. 

2. The present Evaluation regards two out of the five projects, and, in 

particular: 

•  IRN/I50-Integrated border control in Iran (Phase  I) - Eastern borders; 
 

• IRN/I53-Promotion of regional and international cooperation 

in drug control. 

3.  These  projects  were  drawn-up  to  support  Iran  in  fighting  more 

effectively against the global threat of drug trafficking, providing it with 

adequate equipments and supporting it in establishing a proper intelligence 

exchange mechanism and in improving regional and international 

cooperation in drug control according to the Paris Pact recommendations. 

B. Major Findings 
 

4. The projects were designed in line with the Triangular Initiative - the 

operational UNODC plan aimed at enhancing cross-border cooperation 

between Iran, Afghanistan and Pakistan in fighting against opiates 

trafficking. 
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5. In June 2007, Public Security and Counter Narcotic Ministers, as well as 

Senior Officials  from the three countries, met in Vienna to discuss existing 

threats, domestic strategies, and ways of improving bilateral and regional 

cooperation. 

6. At the end of the meeting they issued a joint statement committing 

themselves to: 

•  increase law enforcement capacities; 
 

•  carry-out more joint operations; 
 

• increase  intelligence  sharing  on  trafficking  routes,  traffickers  and 

suspicious shipments. 

7. In such context the projects meet exactly the needs expressed, inter alia, 

by Iranian representatives in the framework of The Triangular Initiative 

and agreed with the other bordering countries. 

C. Lessons Learned 
 

8. As clearly submitted in the two final reports (see annexes I and II), the 

main lessons learned are: 

• the Iranian human resources are very committed and convinced on the 

front-line of the challenge to be faced. On the other end, their attitude in 

the regards of their cooperating partners, rather good and balanced, 

should be further enhanced. A reciprocal step forward on the way of 

confidence building would be necessary; 

• the  role  played  by  the  intelligence  sharing  is  crucial  in  terms  of 

cooperation; 

• the successful strategy of the joint operations to clench the grip around 
 

the criminal organizations must be further encouraged; 
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• the international cooperation must be seen as a process and not as a 

separate goal. 

• strengthening regional and international cooperation is the mainstream 

to implement the cooperation and to obtain a sufficient level of mutual 

trust; 

• the international community should work more intensively in order to 

remove  the  counterpart’s  deep-rooted  idea  of  an  insufficient 

commitment in supporting them. 

D. Recommendations 
 

9. Here’s a synthesis: 
 

• taking proper initiatives to help the regional counterparts to establish an 

effective intelligence sharing mechanism; 

• promoting the establishment of a national Iranian Drug Detecting Dogs 

Breeding Centre to put in close coordination with the existing Training 

Centre in Karaj; 

• promoting proper initiatives to encourage a confidence building process 

at regional and international level; 

• undertaking a medium-long term programme to identify and remove any 

friction, obstacle and misunderstanding, for a whole, effective and 

without reserve cooperation 

• taking proper initiatives to assist UNODC and International Donors in 

accessing to equipment and tools provided through technical assistance, 

in order to allow them to check and cross-check the right support 

implementation; 



9  

 
 

 

• organizing and supporting DLOs conferences in order to increase the 

information/intelligence exchange and to have the necessary feedback; 

• empowering the Iran Programmes on Drug Supply Reduction in order to 

enhance international, regional and cross-border cooperation; 

• upgrading  control  capacities  already  improved  as  a  result  of  the 

activities implemented under Project I50 (phase I); 

• developing  proper  guidelines  and  agreements  aimed  to  ensuring  the 

regular, smooth implementation of joint training activities. 

I – Introduction 
 

A. Background 
 

10.  The  following  elements  are  already  well  known  and  accurately 

described  in  the  projects  documents  with  an  in-depth  and  wide  range 

opiates phenomenon analysis at regional and international level. In order to 

facilitate the report examination, the Evaluation team decided to insert an 

abstract of the analysis in this section. 

11. The UNODC World Drug reports 1999-2007 estimated that an average 

of 50% of all Afghan produced opiates were trafficked from Afghanistan to 

Iran for domestic distribution and re-exported to European, African and 

Near  Eastern  markets.  The  consignments  are  mainly  entering  into  the 

country from Afghanistan and Pakistan borders through different routes. 

Despite the world leading position of Iranian law enforcement agencies in 

terms of opiates seizures, traffickers have not released their pressure on the 

country’s eastern borders. 

12. Emphasizing the global nature of illicit drugs problem and the need for 

promoting supply reduction strategy, the Government of Iran has been fully 
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involved in the Paris Pact process thus recognizing the importance of 

cooperation with the UNODC on areas of border control and regional and 

international initiatives aimed at exchanging information and intelligence 

and ensuring coordinated actions against trans-national drug trafficking 

networks. The UNODC Iran “Drug Supply Reduction Cluster”, in which 

the projects under evaluation are included, was developed and integrated 

into the UNODC Iran Strategic Programme Framework 2005-2007 in close 

coordination with national authorities and the international community. 

B. Purpose and objective of the evaluation 
 

13. The Cluster Evaluation was based, as first step, on: 
 

• the UNODC supply reduction program in Iran in the context of drug 

trafficking situation and trends in the country and in the region as a 

whole; 

• the efforts taken by Government of Iran in countering the situation; 
 

• the analysis of international dimensions of the problem. 
 

The analysis carried out by the Evaluation team is also aimed at evaluating 

jointly the above mentioned projects, in order to assess their impact and 

achievements, so that successful/positive outcomes and challenges are 

measured. In particular to assess if they have collectively achieved the 

reduction of the drug problems in Iran on the supply side, by enhancing the 

interdiction capacities of the Iranian Anti Narcotics law enforcement, 

promoted an adequate cross-border cooperation, established an effective 

intelligence/information exchange mechanism, and promoted and enhanced 

the regional and international frameworks and mechanisms for drug control 

cooperation among Iran, Afghanistan, Pakistan, the Persian Gulf, Caspian 
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Sea and Caucasus regions, in close cooperation with the Donor Community, 

the Mini Dublin Group and the European Union members. The evaluation 

exercise is based on project I50- output 6 and project 153-output 4, to focus 

on the relevance, effectiveness, effects and impacts, sustainability,  lessons 

learned and best practices of the same projects. 

C. Methodology 
 

14. In response to the “Terms of Reference” for the Cluster Evaluation on 

Drug Supply Reduction Projects, the evaluation was based on a range of 

methodologies, including the following, to identify, collate and analyse 

information sources: 

• documents review: the team reviewed all major documents, such as 

project documents, annual project progress reports, mission meetings, 

study tours reports, related projects on drug control supply and 

reduction, and documentation on Triangular Initiative Ministerial 

Meetings; 

• interviews with Projects' national focal points, national counterparts 

and officials who participated in the Project Steering Committee, 

representatives of Donor Countries and UNODC Iran senior 

management and project management team; 

• site visits: the Evaluators visited Tehran as main place, where they met 

the Iranian counterparts as well as relevant sites related to the Project 

outcomes, outputs, and activities (Dogharoon at the Border between 

Iran and Afghanistan where they met the Anti Narcotic Police and 

Customs Service Officials, Tayabat where they carried out a detailed 

survey on the BLOs premises, Imam Khomeini Airport were they met 
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the Chief and the personnel in charge of the body scanner provided in 

the framework of the Project I50); 

• triangulations   to   verify   and   confirm   contentions   and   findings 

established from document review and discussions with stakeholders. 

The evaluation team has also used a detailed set of key evaluation 

questions and Information Source Matrix as a check list to cover the 

scope of the evaluation exercise; 

C. Limitations  to the evaluation 
 

15. The first limitation, due to budgetary shortcomings, raises to lack of 

the programmed mid-term evaluation, whose purpose would have given 

useful information on the way forward. Secondly, the Evaluation team 

could not have the opportunity of interviewing the other regional 

protagonists of the project for a crossed examination aiming to test a 

wider  range  of  points  of  view  expressed  by  the  relevant  counter 

narcotics agencies of the regional bordering countries interested in the 

cooperation projects. Finally, the incomplete participation of donors and 

Mini Dublin Group representatives in the scheduled meeting, and the 

consistent difficulties in submitting comprehensive recommendations 

related   to   donors’  support.   In   spite  of   these  shortcomings,   the 

Evaluation was, however, able to draw right conclusions in terms of 

impact of the Project processes and outputs on drug supply reduction, 

through   the   documents   revue,   the   interviews   and   an   extensive 

discussion with the three out of six stakeholders (Belgium, France and 

Italy) who participated at the meeting. 



13  

 
 

 

II - MAJOR FINDINGS AND ANALYSIS 

A. Relevance 

16. The UNODC Iran Drug Supply Reduction Cluster was designed and 

integrated into the UNODC Iran Strategic Programme Framework 2005- 

2007, in order to strengthen international-regional and cross-border 

cooperation, through five projects. 

17. The present Evaluation regards two out of the five projects, and, in 

particular: 

•  IRN/I50-Integrated border control in Iran (Phase  I) - Eastern borders; 
 

• IRN/I53-Promotion of regional and international cooperation 

in drug control. 

18. These projects were drawn-up to support Iran and other regional 

countries in fighting more effectively against the global threat of drug 

trafficking, providing them with adequate equipments and supporting them 

in establishing a proper intelligence exchange mechanism, according to the 

Paris Pact recommendations. 

B. Major Findings 
 

19. Iran is a major transiting country for drugs, due to the long and easy to 

cross borders that Iran shares with Afghanistan and Pakistan which enable 

heavily armed convoys to smuggle drugs. 

20. Reports from the leadership of Anti Narcotics Police indicated that, 

there has been an exponential increase in  drug trafficking through Sistan- 

Baluchistan (border with Pakistan),  and the vast majority of the heroin 

reaching European streets transits through Iran. 
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21. Reports also indicated that Iran, has one of the world’s most serious 

addiction problem and the   scale of drug abuse in Iran has destructive 

effects on human lives, communities and the society at larger. 

22. Furthermore, according to ANP reports, there are 1.2 million drug 

addicts  in Iran and the number of people active in the drug economy  adds 

further pressure on society as well as the individual’s capacity to allocate 

due resources for mental and intellectual merits. 

23. The devastating social and criminal phenomenon also presents 

challenges such as the un-sustainability of family structures, the reduction 

of   household   income,   unemployment,   and   wasted   family   financial 

resources. 

24. The number of criminal offences in urban areas and auxiliary townships 

is growing, exacerbated by the movement of families living with addicts to 

the suburbs. 

25. The social and financial costs of drug trafficking and drug abuse 

including, inter alia, prevention, treatment and rehabilitation activities, a 

growing number of people with HIV/AIDS and Hepatitis C, overcrowded 

prisons  (about  50%  of  inmates  are  drug  offenders),  are  extensive. 

According to DCHQ estimates, the cost of drug control activities in Iran is 

as high as US$ 600 million per year. 

26.The  Iranian  Government  has  initiated  among  others,  the  following 

actions to resolve the drug menace: 

• consumption of narcotics and psychotropic drugs is criminalized by the 
 

Iranian law 
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• the national legislation prescribes capital punishment for people 

involved in drug trafficking 

• constructions  of extensive barrier to prevent drug entry 
 

• introduction of drug prevention programmes in  over 3,000 schools 
 

• establishment of treatment centres run by the Government, NGOs and 

private institutions. 

27. As far as the international dimensions of the drug problem are 

concerned, the Evaluation team noted that Iran actively participates in a 

number of international fora on counter narcotics matters and  is a member 

of the Commission on Narcotics Drugs, the policy-making body of the 

United Nations in drug related matters, and the Paris Pact Initiative, a 

UNODC-led international partnership to tackle Afghan opium production, 

trafficking and consumption. According to the Iranian Drug Control 

Headquarters,   more   than   600   non-governmental   organizations   were 

involved in drug demand reduction activities in the country in 2007-2008. 

28. Iranian Authorities continue to express dissatisfaction about the 

inadequacy of commitment to their drug control efforts on behalf of 

International Community, diminished over the last few years according to 

ANP official report. The ups and downs of international politics with Iran 

have had a major impact on it. 

29. The Evaluation team further noted, that apart from the Iranian 

Government’s   initiatives,   UNODC-   Iran   DSR   programme   has   also 

enhanced international cooperation in the fight against drug trafficking in 

Iran. The projects were designed in line with the Triangular Initiative, the 

operational UNODC plan that aims to enhance cross border cooperation 
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between Iran, Afghanistan and Pakistan in fighting against opiates 

trafficking. 

30. In June 2007, Public Security and Counter Narcotic Ministers, as well 

as Senior Officials   from the three countries, met in Vienna to discuss 

existing threats, domestic strategies, and ways of improving bilateral and 

regional cooperation. 

31. At the end of the meeting they issued a joint statement committing 

themselves to: 

•  increase law enforcement capacities; 
 

•  carry-out more joint operations; 
 

• increase  intelligence  sharing  on  trafficking  routes,  traffickers  and 

suspicious shipments. 

32. In such context the projects met exactly the needs expressed, inter alia, 

by Iranian representatives in the framework of The Triangular Initiative 

and agreed with the other bordering countries. Actually, as stated by the 

objectives listed in the projects documents, they are aimed, respectively, at: 

IRN/I50 

• strengthening  the  drug  interdiction  capacities  of  the  Iranian  Anti- 

Narcotics Police (including border guards) and Customs by increasing 

their capabilities to interdict illicit drugs and precursor entering and 

exiting Iran at selected eastern border points; 

• promoting the establishment of an information sharing mechanism, thus 

further supporting cross-border cooperation between Iran and eastern 

neighbouring countries of Afghanistan and Pakistan; 

IRN/I53 
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• promoting and enhancing the regional and international frameworks and 

mechanism for drug control cooperation among Iran, Afghanistan, 

Pakistan, the Persian Gulf, Caspian Sea and Caucasus regions; 

•  closely  cooperating  with  the  Donors  Community,  the  Mini  Dublin 
 

Group and the European Union Members. 
 

33. In conclusion, the projects objectives are realistic and coherent in terms 

of contributing to the achievement of the UNODC Strategic Programme 

Framework 2005-2007 and to the needs of Iranian Authorities, Mini Dublin 

Group, European Union and Donors Community. From the Project 

documents  and  reports  it  was  assessed  that  UNODC  has  involved  the 

Donor Community at various levels (including tripartite meetings with 

Iranian  counterparts,  visits to Iranian  border areas  with Afghanistan and 

Pakistan, and regular briefings on programme and project implementation 

status) and that the Mini Dublin Group and EU Donors have continuously 

supported UNODC-Iran action oriented approach under the Rainbow 

Strategy and the Triangular Initiative and stipulated, under projects I50 and 

I53, work plans and logical framework matrix 

C.  Achievement of the project outputs 
 

34. The “operational” outputs planned   in the two Projects have been 

substantially achieved. As emerged from the interviews conducted by the 

Evaluation team in the regards of the Iranian national focal points, the 

shortcomings underlined in the final reports (intelligence sharing 

mechanism, detecting drug dogs and inadequacy of mutual trust) have 

however contributed to start a kind of awareness on the new challenges to 
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tackle,  and  a  process  to  be  encouraged  and  addressed  through  proper 

initiatives. In particular: 

• seizure capabilities and functions, profiling system, cargo inspections, 

precursor control and equipment usage through provision of training and 

supplies, have been clearly improved. The inspection on the field and 

the in-depth interviews carried out by the Evaluation team at the check- 

points   of   Dogharoon   on   the   eastern   border   between   Iran   and 

Afghanistan, highlighted a convinced commitment of ANP and Customs 

Service Officers, clearly enhanced by the new technical equipments 

provided and the related training courses. Complaints on the scarcity 

and the technical inadequacy of the new seizure and control kits have 

been raised, but in a participative and constructive way; 

• cross border cooperation have been carried out through three successful 

joint operations conducted in 2009 along the borders between Iran and 

Pakistan and Iran and Afghanistan, that led to the seizure of drugs and 

the arrest of drug traffickers. As a good example, at the end of the first 

joint operation, the Iranian Anti Narcotic Police and Afghani Counter 

Narcotic Police seized about 500 kg of opium, 93 kg of heroin and 92 kg 

of  hashish.  Three  criminal  gangs  were  dismantled  and  22  person 

arrested. This encouraging new trend can be put in the framework of the 

Triangular Initiative developed by UNODC in a regional approach, 

aiming to enhance the cross border cooperation in the field of anti 

narcotics enforcement among the three bordering countries, and further 

underline the need to implement an effective intelligence sharing 

mechanism and initiatives of confidence building at regional level; 
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• although no specific training programmes have been implemented, so 

that a proper and whole intelligence mechanism seems not to be in place 

yet, visits and interviews, gave some signals of a new awareness on the 

crucial importance of intelligence exchanging for a successful regional 

and  international  cooperation.  Such  signals  coming  from  top  level 

Iranian focal points, are strengthening and confirming the statement put 

in the first and second Ministerial Meetings of the Triangular Initiative 

on intelligence–led joint operations and, in general, on the need to 

strengthen the intelligence exchange. even as an essential basis for the 

effective  implementation  of  the  IRN/I52  project  (Promotion   and 

strengthening  of  intelligence-led  investigation)  signed  on  the  25th
 

 

November 2009; 
 

• the  establishment  of  BLOs,  undertaken  in  the  framework  of  the 

Triangular Initiative by Iran, Afghanistan and Pakistan, is aimed at 

further strengthening the capacities of the law enforcement units 

operating in the selected border areas, to effectively exchange 

information and conduct coordinated or joint anti drug and other 

transnational crimes activities/operations. The initiative is still in a pilot 

phase whose implementation implies to carry out needs assessment, 

assignment of BLOs staff, planning of BLOs operations for the pilot 

phase, supply necessary equipment and provision of training. According 

to the Terms of Reference document related to the I50 project, the 

indicator of output 5 is the implementation of “needs assessment for 

establishment and functioning of BLOs at designated border areas”; 
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• in Afghanistan the inter-agency workshop initiated by UNODC and held 

in November 2008 identified needs in training and equipment for the 

envisaged pilot BLOs. Necessary steps were taken in the establishment 

of the two BLOs in Torkham and Islam Qala. Border Police and CNPA 

appointed their officers to the BLOs, and Customs are processing 

appointment   of   its   staff   there.   In   Iran   decision   was   made   on 

establishment of the pilot BLOs in Tayabat – Dogharoon/Janat-Abad 

and in Mirjaveh – Saravan/Kohak. Responsible officers were appointed. 

In Pakistan the 1st meeting of the inter-agency working group (led by the 
 

MOI) was held on 12 October 2009. Following up recommendations of 

the Senior Officials the working group prepared a comprehensive work 

plan to implement essential activities. Needs assessment missions to 

border areas and land acquisition surveys are under planning. A joint 

study tour to Mekong countries will be planned in coordination with 

UNODC Offices in Bangkok, Kabul and Tehran, after establishment of 

the pilot BLOs at Torkham, aimed at studying best practices and 

improving regional cooperation. During the mission at Dogharoon, the 

Evaluation team visited the premises for the Iranian BLOs posted in 

Tayabat, a building of about 250 square meters, to be furnished and 

technically equipped; 

• a very intensive set of initiatives was put in place in the framework of 

Project IRN/I53 and all possible attempts were undertaken to achieve 

the  objective  outlined.  Every  single  activity  is  clearly  targeted  to 

develop a strategic approach for the promotion of a regional cooperation 

through high level meetings, workshops, training and development of 
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Memoranda of Understanding and similar instruments of international 

cooperation, even extended to relevant countries bordering the regional 

area of Iran, Afghanistan and Pakistan. With reference to the promotion 

of drug control cooperation agreements with relevant countries, 

including, inter alia, Turkey, Iraq and Caspian Sea, Persian Gulf and 

Caucasus areas, considerable results have been reached in laying down 

the bases for the aforesaid cooperation at the regional and international 

level. In this respect, a Mission to Pakistan of UNODC, Iran 

representative  and  I53  Project  Coordinator  allowed  participants  to 

discuss issues on regional coordination and on how to improve regional 

cooperation. 

35. The Evaluation team decisively acknowledge the energetic efforts 

carried out by UNODC in order to create, through the Triangular Initiative, 

the right conditions for a triangular dialogue, earlier non-existent, between 

Iran, Afghanistan and Pakistan, triggering a significant, sharp improvement 

in the development of an effective regional cooperation. The recurring 

Ministerial and Experts meetings undertaken in the area and brokered by 

UNODC, frequently generated very innovative, crucial ideas and 

recommendations as well as a new enthusiastic involvement of top level 

regional counterparts. The most important outputs of such strong 

commitment  are  the  three  joint  anti  narcotics  operations  successfully 

carried out in the area for the very first time, the BLOs establishment and 

easier cross border communication. 

 

 
(In the ANNEX VI a detailed list of findings and achievements) 
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III - OUTCOMES,  IMPACT AND SUSTAINABILITY 

A. Outcomes and impact 

36. Taking into account the results of the analysis, the Project 

implementation produced the following effects: 

• there is no doubt that regional cooperation has been further enhanced. 
 

The very intense set of initiatives put in place through high level 

meetings, workshops, training, and development of Memoranda Of 

Understanding, started a meaningful progress whose main outcome are 

the three joint counter narcotics operations successfully performed,  for 

the very first time, at regional level, among Iran, Afghanistan and 

Pakistan in the framework of the Triangular Initiative; 

• although the underlined shortcomings, the above mentioned activities 
 

seem to be able, for their intensity and their frequency, to improve 

decisively the mutual knowledge and understanding among regional 

countries and international community. 

37. Obviously, as correctly emphasized by the UNODC Consultant in his 
 

2007 report, reaching and implementing international and regional 

frameworks of cooperation is a long and complex way to go along, and 

international cooperation must therefore be seen as a process and not as a 

separate goal. 

38. Drug supply reduction is, all over the world, a demanding and, in some 

way,  hopeless  challenge.  According  to  the  international  evidence,  no 

country has been able to face adequately the problem and to find the 

resolutory approach. Many important battles are daily won, but the “final 

solution”  is  far  away  to  be  found.  It  doesn’t  mean,  certainly,  that 
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international community have to surrender to the global organized crime, 

but that proper measures have to be displayed and implemented in order to 

tackle the criminal pressure. Among them, a continuous strengthening of 

the  international  cooperation  through  a  restless  confidence  building 

between countries and institutions and effective and up-to-date mechanisms 

of information/intelligence sharing. The analysis submitted by the 

Evaluation team shows that many steps are still to be carried out in this 

direction in the regional area of Iran, Afghanistan and Pakistan. 

B. Sustainability 
 

39. The project IRN/153 is an integral part of the UNODC Iran Office 

Country Programme, 2008-2011 in the framework of the Rule of Law 

theme seeking to enhance the capacity for international cooperation against 

crime, organized crime, corruption and drug trafficking. The Paris Pact 

Process  established the concept for regional and international cooperation 

in drug control and the Initiatives under the Rainbow strategy are a first 

layer   of   it.   Promotion   of   new   Memoranda   of   Understanding   and 

Agreements at bilateral, regional and international level will help to further 

strengthen the cooperation. 

40. Anyway, for the reasons repeatedly underlined (“reaching and 

implementing international  and regional  frameworks  of cooperation  is a 

long and complex way to go along, and international  cooperation  must 

therefore be seen as a process and not as a separate goal”), the effects of 

the project in terms of increasing cooperation among the regional area 

countries and the international community are likely to last beyond the 

project end, but there is no doubt that national and regional counterparts 
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need to be supported for the whole length of the process leading to an 

effective cooperation and to a more intensive trust, through the significant 

intervention of UNODC in bridging and sustaining the dialogue between 

national authorities and international community. 

IV – LESSONS LEARNED AND BEST PRACTICES 

A. Lessons learned 

41. As clearly submitted in the two final reports (see annexes I and II), the 

main lessons learned are: 

• the  Iranian  counterpart’s  human  resources  are  very  committed  and 

convinced on the front-line of the challenge to be faced. Their attitude in 

the regards of their cooperating partners, rather good and balanced, 

should be further enhanced. Probably, a reciprocal step forward on the 

way of confidence building would be necessary, stated that reason and 

fault are frequently on both sides; 

• second lesson to be learned, directly and strongly influenced by the 

previous one, is the crucial role played by the intelligence sharing on the 

theatre of anti narcotics activity and national, regional and international 

cooperation; 

• the successful strategy, encouraged by the results of three recent joint 
 

operations  carried  out  at  regional  level  by  Iran,  Afghanistan  and 

Pakistan, to clench tightly the grip all around the criminal organizations 

in the framework of the Triangular Initiative, whose role is growing 

sharply, both, as regional think-tank, and as author of the described, 

significant operational changes. The UNODC role in such strategy will 

be critical in the medium term; 
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• the international cooperation must be seen as a process and not as a 

separate goal. 

• strengthening   regional   and   international   cooperation   on   counter 

narcotics enforcement is the unavoidable solution to the global drug 

problem. So, the promotion of drug control policy and cooperation 

agreements at regional and international level would be the mainstream 

to implement the cooperation and to obtain a sufficient level of mutual 

trust. 

• the international community should undertake a more intensive action to 

remove  the  counterpart’s  deep-rooted  idea  of  an  insufficient 

commitment in supporting them. 

B. Best  practices 
 

42. On the basis of the above mentioned lessons and of the experiences 

gained from the programme implementation, the Evaluation team has 

identified and underlines as follows the best practices emerged: 

•  study tours; 
 

•  international meetings; 
 

•  Triangular Initiative; 
 

•  joint intelligence-led operations coordinated at central level. 
 

43. These activities worked well, contributed decisively to the professional 

growth of the participants, and to a more convinced action of confidence 

building and can have a wider applicability in the future. 

V – RECOMMENDATIONS 
 

44. Intelligence 
 

UNODC   and   the   International   Community  should   take   proper 
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initiatives      in  helping   the   regional   counterparts  to  establish   an 

effective intelligence sharing mechanism  even as an essential basis for 

the effective implementation of the IRN/I52 project (Promotion and 

strengthening  of intelligence-led investigations) signed on the 25th 

November 2009. 

Rationale 
 

45. An effective intelligence sharing mechanism is a key tool to be 

employed by law enforcement agencies to support, rationalize and 

strengthen decisively their crime fighting efforts. It should be established 

on the basis of the following guide lines: 

• overcome   the   long-standing   and   substantial   barriers   that   hinder 

intelligence sharing; 

• develop   minimum  standards   for   management   of   an   intelligence 

function; 

• establish a coordinating entity (the already established JPC could be an 

excellent starting point to be increased and build in the proper way), 

composed of representatives of all the anti drug agencies of Iran, 

Afghanistan and Pakistan that will provide and promote an inclusive 

intelligence generation and sharing process; 

• increase availability of information to law enforcement agencies for 

operational purposes; 

• develop minimum criminal intelligence training standards for all levels 

of law enforcement personnel to include training objectives, missions, 

number of hours, and frequency of training; 
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• identify  an  intelligence  information  sharing  capability  that  can  be 

widely accessed. 

46. By the end of the process, the following impediments should have been 

eliminated: 

•  lack of communication and information sharing; 
 

• lack of technology issues (equipment to facilitate an intelligence data 

system, interconnection between law enforcement and other databases, 

uniformity between computer systems); 

• lack  of  intelligence  standards  and  policies  (in  particular,  lack  of 

common standards for collection, retention, and dissemination of 

intelligence data); 

• lack of intelligence analysis (in particular, lack of compatible analytical 

software, analytical support, personnel, equipment, and training); 

• poor   working   relationships   –   specifically   unwillingness   of   law 

enforcement agencies to provide information due to parochial interests 

and   culture  within  the  system  that  does  not   foster  sharing  of 

information or trust between agencies. 

47 . Drug Detecting Dogs Breeding Centre 
 

UNODC and the International Community should promote the 

establishment of a national  Iranian Drug Detecting Dogs Breeding 

Centre to put in close coordination with the existing Training Centre 

in Karaj. 
 

 

Rationale 
 

48. As submitted in the I50 report under paragraph 34 – page 17, French 
 

Government is engaged on delivering Iranian DCHQ 20 basic level trained 
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Drug Detecting Dogs. The Evaluation team underlines the problems raised 

by such solution, as: 

• a  consignment  of  whatever  number  of  contemporary  dogs  implies 

necessarily a sudden and total turn-over at the end of their working 

period, apart from frequent unintended short or medium term losses 

during the same period for premature death or physical disability; 

• according to other countries experience, the best way for a permanent 

and satisfactory solution should be the establishment of a national 

Breeding Centre to put in close coordination whit the existing Training 

Centre in Karaj; 

• such new entity to be established, implies short, medium and long term 

funding and complex activities and therefore could become object of a 

specific UNODC project; 

• the initiative should take into account possible “cultural” objections of 

the counterpart as far as dogs’ breeding is concerned and the need of a 

specific activity aiming to strengthen the Iranian determination for a 

consistent and effective Drug Detecting Dogs availability. 

 

49 . Confidence building 
 

UNODC and the International Community should promote proper 

initiatives  to encourage a confidence building  process at regional and 

international level. 

Rationale 
 

50. Any initiative aimed at improving the Iranian and other regional 

counterparts counter narcotics capacity, implies a strong and convinced 

trust  between  the  cooperating  countries.  In  this  regard  the  countries 
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interested in an effective cooperation with Iran, should deploy, as soon as 

possible, Drug Liaison Officers as, at the moment, only Italy has a DLO in 

this country (Iran). 

51 . Strengthening mutual  trust in international cooperation 

UNODC, that  has acted as a bridge of constructive dialogue  between 

international  donors  and  Iran on  drug  and  crime  related  issues, 

should continue  to undertake a medium/long  term programme aimed 

at identifying  and  removing,  in the common  interest of all countries 

affected   by  the   illicit  drugs  trafficking,  any   ground  of  friction, 

obstacle,  and  misunderstanding,  in  order to  facilitate  a  whole, 

effective and without any reserve cooperation . All the projects aiming 

to  strengthen   the  counter  narcotics cooperation among   Iran, 

Afghanistan and  Pakistan an/or other regional  bordering countries, 

should be more detailed in describing activities and responsibilities, to 

address not only to the Iranian party, but  also to the other countries 

involved in the projects 

Rationale 
 

52. The recommendation is based on the following points: 
 

• the establishment of regional frameworks of drug control cooperation is 

essential to promote a more effective fight against transnational crime; 

• for international cooperation to work there must be mutual trust among 

the interlocutors; 

• beyond the official declarations of a convinced and consistent 

commitment  in  antidrug  cooperation,  a  “resisting”  and  widespread 
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mistrust periodically hinders the most important postulate - the mutual 

confidence -  for a common, effective counter narcotics action; 

•  strengthening mutual trust is a long and a complex process. 
 

On the other end confidence is an essential prerequisite for any project 

aiming to strengthen the counter narcotics cooperation among countries. 

Project I53 shortcomings rise just to lack of confidence in particular 

circumstances as, e.g., the denial of visa to the UNOCD Afghanistan 

coordinator  to  travel  to  Teheran  in  the  framework  of  operation 

TARCET. 

53. Access to equipment  and tools provided 
 

The Iranian counterpart should take proper initiatives  and measures 

to assist UNODC and International Donors in accessing to equipment 

and  tools  provided through  technical  assistance,  in  order to  allow 

them to check and cross-check the right support implementation. 
 

Rationale 
 

54.  The  recommendation  fits  into  the  general  theme  of  “confidence 

building” and is based on the following points: 

• every kind of assistance, funded in the framework of an international 

agreement and/or project, implies necessarily a prompt, accurate, and 

repeated feedback on behalf of the international donors and 

organizations, aimed at verifying that equipment, tools and supplies 

provided are consistent with the provisions, work properly and meet the 

counterpart’s needs and requirements; 

• consequently, in a general context of international cooperation, donor 

countries and UNODC must  always be allowed to verify directly on the 
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field, without any unjustified obstacle, the correctness and the 

effectiveness of the support funded and provided, as this reciprocal 

attitude, inter alia, will enhance trust-building. 

55. Organizing and supporting DLOs conferences 
 

Taking into account the outputs  of the DLOs meetings held in the past 

years, and the valuable support provided to help the DLOs activity in 

the Region, UNODC, the International Community, and  the Iranian 

counterpart should continue organizing and supporting DLOs 

conferences in order to facilitate the DLOs direct acquaintance, 

strengthen their relationships, give them  a common  and  wide range 

knowledge  of the drug trafficking related problems in the area, and 

increase the information/intelligence exchange among them;  have the 

necessary feedback from the DLOs experience. 

Rationale 
56. The recommendation is based on the following points: 

 

• an adequate number of DLOs deployed in the area is certainly an 

essential but not sufficient requisite to provide a qualified and intense 

exchange of information/intelligence; 

• to optimize the DLOs activity for a more effective fight against drug 

trafficking, close links and mutual trust are necessary to obtain an 

efficient network; 

•   direct contacts are an unavoidable way to strengthen the network; 
 

• the   positive   achievements   of   the   previous   DLOs   conferences, 

adequately and effectively supported by UNODC-Vienna, UNODC- 

Iran  and  Italy,  suggest  to  go  through  this  experience,  organizing 
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meetings and international conferences (to be funded by the 
 

International Community) at very regular intervals. 
 

57.Empowering    the   Iran   Programme  on   Drug   Supply 
Reduction 

The International Community, jointly  with Iranian counterparts and 

UNODC-Iran,  should   consider  the  need  to  increase  the  financial 

support to the Drug Supply  Reduction  projects in the framework of 

the Iranian programme on DSR. 

Rationale 
 

58. The recommendation is based on the following points: 
 

• although   some   shortcomings   and   weak   points   assessed   by   the 

Evaluation Team were underlined in the reports, the results already 

achieved in the framework of the supply reduction projects and clear 

clues of anti narcotics activity improvement as a result of the projects’ 

implementation, should suggest the urgent need for the Mini-Dublin 

Group and the EU Presidency to step up funding support for the 

development of future Iran programme jointly with Iranian counterparts 

and UNODC Iran – related to DSR programme in general; 

• drug control is high on the agenda of Iran, the most committed partner 

to counter narcotics activity in the region, whose experience, knowledge 

and capability represent an asset that cannot be renounced, but should be 

enhanced and encouraged; 

• enhancing  and  strengthening  international,  regional  and  cross-border 

cooperation, implies necessarily the implementation of all the projects 

under the UNODC Iran DSR Cluster, developed and integrated into the 

UNODC  Iran  Strategic  Programme  Framework  2005-2007  (at  the 
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moment,  only I50/phase I and I53 projects have been fully funded). 

Every other decision could seriously endanger the gratifying results and 

the strong points already achieved. 

59. Improving control capacities 
 

The  international  Community, jointly  with  the  Iranian counterpart 

and  UNODC/Iran, should  consider the primary need to upgrade the 

control capacities  already improved as a result of the activities 

implemented under Project I50 (phase  I) through provision of 

equipment, training and  supplies  at selected Iranian eastern borders 

with Afghanistan and Pakistan. 

Rationale 
 

60. The recommendation is based on the following points: 
 
 

• during the field visits to the Anti Narcotics Police Force and Customs 

Administration at Dogharoon (eastern border with Afghanistan), an 

accurate inspection of the 17th Shahrivar checkpoint, and the local 

Customs Service was made by the Evaluation team in order to verify 

the effectiveness and the efficiency of body scanner, drug detecting 

dogs and equipments provided in the framework of the Project I50 

(phase I) and to collect the reactions and the point of view of the 

officers fully committed in a very difficult front-line bordering 

Afghanistan; 

• the   personnel,   both,   from   ANP   and   Customs   Service,   showed 

admirable, psychological and operational involvement in their mission 

and a very high level professional capacity, but, on the other end, they 

all  expressed  the  common  view  that  the  international  community 
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should do more to support the efforts of I.R. of Iran in the drug control 

activity, in terms of equipments training and supplies provision, 

commonly affected by bureaucratic delays and requirements 

underestimation (similar difficulties were underlined during the 

inspection  of  body  scanner  at  the  Imam  Khomeyni  Airport  Anti 

Narcotic Police in Teheran); 

• the comments made by the Iranian law enforcement operators are the 

crucial landmarks that the international and national policy makers 

should consider before taking their decisions on the follow up of the 

DSR programme, with reference to the: 

-   container control programme at Dogharun/Tayabad border; 
 

-  Bandar Abbas port control capacities especially against trafficking of 

illicit chemical precursors destined to Afghanistan; 

-  improvement of Police laboratory capacities assisting Iranian law 

enforcement agencies; 

-  Police and Customs Service capacities improvement in 

counteracting  amphetamine-type stimulants trafficking. 

61. Joint training 
 

UNODC should undertake any initiative to develop proper guide lines 

and agreements with the regional countries, aimed to ensuring the 

regular, smooth implementation of training activities. 

Rationale 
 

62. The recommendation is based on the following points: 
 

• joint training and study tours for Police and Customs Service Officers 

belonging  to  the  countries  that  cooperate  in  the  framework  of 
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Triangular Initiative and to other bordering regional countries, turned 

out to be an essential requirement to facilitate joint counter narcotics 

operations and a powerful instrument of confidence building; 

•  quite   frequently  such   joint   initiatives   are   hindered   by  useless, 
 

bureaucratic and/or political obstacles. 
 

 

VI - CONCLUSIONS 
 

63. The Projects, aiming respectively to strengthen the drug interdiction 

capacities of the Iranian Anti Narcotic law enforcement agencies and to 

promote and enhance regional and international frameworks and 

mechanisms  for  drug  control  cooperation  among  Iran,  Afghanistan, 

Pakistan and other bordering countries of the region, has met substantial 

part of their objectives. The activities listed in the project documents have 

been correctly supported by UNOCD, even though in a severe frame of 

reference. Challenges identified and major problems addressed under the 

Projects   are in line with the needs, the policies and the strategies of the 

national stakeholders and the international donors. The Iranian Anti 

Narcotics agencies capacity to afford their harsh tasks have been 

significantly improved and the very intense set of initiatives put in place 

through high level meetings, workshops, training, and development of 

Memoranda of Understanding, started a meaningful progress whose main 

outcome  are  the  three  joint  counter  narcotics  operations  successfully 

carried out, for the very first time. 

64. But the reasons underlined in this report and referable to the common 

denominator of a “resisting” and widespread mistrust among the countries 

that should instead implement a whole and without reserve interaction, lead 
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to remark that “Cooperation” in the area will be a problem to cope with in 

the medium-long term, beyond the Projects’ length. 

65. This unfavourable condition tends to hinder a smooth and whole 

implementation of the Projects outputs as, obviously, cooperation and 

interaction, both, at regional and international level, imply a firm and 

convinced confidence between the interlocutors. 

66. As submitted in detail in this report, to verify such assumption the 

Evaluation team interviewed separately the Iranian focal points and the 

Donors. During the field visits at Antinarcotic Police Force and Customs 

Administration at Dogahroon, the personnel, both, from ANP and Customs 

Service, expressed the common view that: 

• drug trafficking from Afghanistan is not just an Iranian problem as its 

impact widely involves many other countries all over the world; 

• therefore, the International Community should do more to support the 

efforts of I.R. of Iran in drug control activity, in terms of equipments 

training and supplies provision, commonly affected by bureaucratic 

delays and requirements underestimation. 

67. Similar difficulties were underlined during the inspection of body 

scanner at Imam Khomeyni Airport Anti Narcotic Police in Teheran. 

68. The problems raised by the national counterparts were submitted to the 

representatives of the international Donor Countries that made common 

remarks about: 

•  practical difficulties to have direct contacts with Iranian focal points 
 

(very frequently this is in some way possible only through the UNODC 
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mediation) for the exchange of information related to criminal 

investigations carried out in the respective countries; 

• the need to start urgently a process of   reciprocal confidence building 

aiming at the improvement of the right conditions for a fruitful antidrug 

cooperation at international level; 

• the pressing need on behalf of the countries interested in an effective 

cooperation, to deploy Drug Liaison Officers in I.R. of Iran as soon as 

possible, as, at the moment, only Italy has a DLO in the country. 

69.  Only  the  Belgian  representative,  even  sharing  the  common  feeling 

about the inadequacy of a reciprocal trust, recognized that the Iranian 

complaints are basically justified as the international support should be 

enhanced at a higher standard. 

70. These reciprocal perceptions have been a leitmotif in the last ten years 
 

and no remarkable steps forward would have ever modified such consistent 

trend of stand-by situation without the continuous, balanced and far-seeing 

UNODC commitment. It means that international meetings, study tours, 

memoranda of understanding and any other similar initiative are the 

irreplaceable tools that UNODC should continue to put in place for the 

promotion of a good regional and international cooperation in drug control, 

trough a more and more sound, spontaneous and convinced trust among the 

partners.  Trust  can  not  be  built  without  a  continuous,  intense,   direct 

exchange of ideas among the interlocutors. 

71. A second example of the aforesaid common “cultural” background is 

the operation TARCET (see annex II – pages 19/20), clearly hindered by 

an unjustified denial of visa to travel to Teheran on behalf of the Iranian 
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Embassy in Kabul to a UNODC Afghanistan coordinator involved in the 

operation. 

72. The most evident repercussions on the Projects of such weak-point rises 

to the difficulties in establishing an effective intelligence sharing 

mechanism, a key tool to be employed by law enforcement agencies to 

support, rationalize and strengthen decisively their crime fighting efforts. 

Of  course  there  are  good  exceptions,  as  the  above  mentioned  joint 

operations recently carried out by Iran, Afghanistan and Pakistan underline, 

but, in a really effective context, the counter narcotics activity should be 

supported  by  a  permanent  and  well  working  mechanism,  and  not  by 

episodic circumstances. 

73.  In  a  general  framework  of  international  cooperation  for  a  more 

effective counter narcotics activity, the lack of confidence on behalf of the 

interlocutors at national, regional and international level plays a crucial role 

in terms of cost-benefit evaluation. In this regard, the International 

stakeholders should take into account the following suggestions: 

 

• the interests of Iran should be duly considered in identifying options for 

transnational and regional cooperation 

•  the International community should increase its assistance standard to 
 

Iran in coping with several drug-related problems as: 
 

./ catastrophic health consequences (1-3m addicts, 2 to 6% population, 

the world’s highest rate) 

./ security threats (such as described above in Sistan-Baluchestan ; 
 

./ regional instability. 
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./ the International Community should also show recognition for the 

economic and human losses incurred in the counter-narcotic struggle 

in Iran 

• engaging Iran in finding a solution to the Afghan drug challenge is not 

only desirable but necessary as Drug control is high on the agenda of the 

Government of Iran. The Country is perhaps the most committed and 

capable counter narcotic partner in the region. Its experience, knowledge 

and capability could be an asset to the sub-region and the region at large 

any regional effort that includes Iran in a solution to the Afghan drug 

problem, must embed measures to address Iran’s specific counter 

narcotics needs. Such a technical programme should be devised, agreed 

upon, funded and implemented in a participatory way and should not be 

politicized. 

74. In conclusion, confidence building and trust must be the bed rock of 

any cooperation. 


