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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 
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anticipated. As a result, some independent evaluation reports posted may not be in full compliance with all IEU or UNEG 
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EXECUTIVE SUMMARY 
 

1. Summary Table 
 

 
FINDINGS: IDENTIFIED SUPPORTING RECOMMENDATIONS 

PROBLEMS/ISSUES EVIDENCE/EXAMPLES  
1.  Insufficient management of the 

construction projects 

Both     beneficiaries    and     donors 
have    criticized   persistent   delays 
and   impressive  lack   of   progress 
on  planned construction  in  Mazar 
and     Gardez.     High     construction 
costs     and     alleged    very      high 
project support costs (PSC) were 
also  the  subject  of  heated  debate 
and       criticism. Both  these 
construction     projects       suffered 
from   lack    of    funding,   lack    of 
effective communication and 
cooperation  between  parties 
involved despite of efforts being 
made    in    this    regard   especially 
with  the  efforts of  drafting the 
remedial plan  of action. 

! UNODC   failed    in   finalizing  the 
construction  of   Mazar  and 
Gardez  Prisons. 

! UNODC   acknowledged the   past 
problems  with     Gardez 
construction. 

! UNODC     eventually    persuaded 
UNOPS      of    its    shared 
responsibility in the deficient 
management  of  the  construction 
of       Gardez    prison.      Equally 
positive  support  has    been 
provided   by    the    donor  (Italy) 
and   from   the  Ministry of  Justice 
as well. 

! A   remedial  plan   of   action  has 
been    developed  and   submitted 
to the  donor and   the  MoJ for 
approval. It  is   anticipated that 
this  plan  will  be  implemented by 
the end of 2010   and Gardez 
completed by  the  first  quarter of 
2011. 

! UNODC   should  reconsider  its 
main       core   business: 
development  of   “software” 
rather    than     “hardware” 
capacity building interventions 
and provision of relevant 
expertise. 

 

 
! UNODC    should   ensure   that 

Afghan authorities are  made 
aware of  their   co-responsibility 
in ensuring timely and   cost-
effective implementation. 

 
! Despite     the     above,   UNOPS 

should have      taken the 
responsibility to  fulfil   the 
contracts in an adequate way. 

2.  Overlap and      insufficient 
cooperation between different 
UNODC partners in implementing 
their    training    intervention 
projects. UNODC’s main   training 
partner was  ISISC.  In  addition to 
ISISC,       CSSP      also       provided 
training  to   the    uniformed  staff. 
The  evaluators have  reasons  to 
believe that  the  development of 
training materials by the two 
institutions was not  coordinated. 

! ISISC  and  CSSP implemented  a 
substantial part  of the  same 
theoretical training for  the  same 
basic     uniformed  staff    separate 
from each  other, in  spite   of  the 
fact   that   in  the   Prison   Working 
Group mutual information was 
exchanged. 

 
! UNODC        acknowledged     the 

duplication and  has  addressed 
ISISC    in     this    respect, 
committing        itself     to 
improvement. 

 
! The     content   of    the     training 

implemented    by     ISISC     was 
rightly based on the relevant 
legislation, whereas the   training 
implemented  by      CSSP  also 
included  a  practical approach of 
the  tasks  of  the  uniformed staff. 
The  two  curricula also  differed in 
that ISISC’s  training consisted  of 
five    days    and    the    training   of 
CSSP   consisted   of   at   least   4 
weeks. 

!    A  fully   organized training 
system is put  in place,  limiting 
outsourcing of resources. 

 
!    The    International   Prison 
Reform  Project  Coordinator  is 
advised to  put  new  efforts into  the 
coordination between ISISC and 
CSSP 

 
!    In    cooperation    with    the 
CPD    UNODC     should    create     a 
central special      unit  for  the 
development, organisation and 
implementation    of     capacity 
building of the  Afghan Prisons. 

This    will    lead    to    a   sustainable 
initial body   which   will   have   the 
responsibility  of  initial  and 
continuous training modules at 
different  managerial levels    of  the 
staff in the  penitentiary system. 

 

 
!    The  continued  use  of  the 
train-the-trainers method is 
recommended to  increase future 
sustainability. 

3 Positive initiatives in the 
field  of training. The initiatives 
undertaken by UNODC in the area 
of training were  commendable. It 
was positive to delegate such 
activities to one organisation 
(ISISC), who  then  became the 
main  training partner. In  the eyes 
of the  evaluators, however, the 
implementing agency missed 
needed  thematic expertise. 
Translation in Afghan language of 

!    The  Basic  Training Manual 
for Prison and Detention Center 
Workers,  with    its   companion 
manual, The Religious  Rights and 
Duties     of     Muslim    Inmates     in 
Prisons, were  translated into  Pashto 
and     Dari    and     published  in 
December 2009. 

! Before reaching  a  contract with 
an  organisation for  the 
development  of  training  for 
prison  staff,   UNODC  should 
define  concrete criteria for the 
training’s content. 

 
! Furthermore,      UNODC     should 

require  in       advance  the 
organisation to  show  that it has 
the      right    equipped/qualified 
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FINDINGS: IDENTIFIED SUPPORTING RECOMMENDATIONS 
PROBLEMS/ISSUES EVIDENCE/EXAMPLES  

the  training materials was also 
positive although it came  at a late 
stage. Furthermore, attention 
should be paid to involving the 
right experts with  not  only  legal 
theoretical knowledge but  also 
operational and managerial 
knowledge and practice from the 
penitentiary system such as 
former   prison  governors/heads of 
security of prisons or trainers 
from training centres for  prison 
staff  etc.   Judges  and/or 
prosecutors are not  ideal  to train 
penitentiary  staff. Recourse to 
judges and prosecutors is more 
justified with  training topics such 
as alternative sanctions and 
measures. 

Making use of adequately 
developed materials – in the  case 
of the  materials of the  ICPA 
organisation – was positive and 
after  studying the  materials the 
evaluators could  conclude that 
they  were  correctly adjusted to 
the Afghan situation. 

 trainers for  those activities. 

4. Equipment and   materials for 
vocational  training  were   delivered 
to some  prisons. 

In Kabul   and   in other provinces 
UNODC  provided  a  lot  of  materials 
for     the     implementation   of 
vocational trainings for  inmates in 
several prisons. 

!    Provision of materials for 
vocational trainings represents the 
first step of a much  more complex 
intervention,    which       must      also 
include training of  staff  and  setting 
the  ground for  implementation. 

!    Creating    commitment   of 
the  prison organisation is also 
fundamental. 

!    And  last  but  not  least: the 
infrastructure where training takes 
place  must  be adequate. 
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FINDINGS: IDENTIFIED SUPPORTING RECOMMENDATIONS 
PROBLEMS/ISSUES EVIDENCE/EXAMPLES  

5.  Some   useful initiatives  on  the 
topic    of   alternatives  were    taken 
during the  period under evaluation 
which   appears not  to  be  enough. 
The  assessment  on  the 
implementation of alternatives is a 
very  valuable and     adequate 
document  to   start  the   discussion 
on   alternatives   and     offers 
concrete   possibilities    to    start    a 
policy  on alternative sanctions and 
measures. 

A  general  consensus was  reached 
at the  round tables among the 
involved    stakeholders     but      no 
further  concrete      initiatives 
followed. 

Lack of implementation of the 
alternative    sanctions       and 
measures in the  Afghan judicial 
system, aggravates       the 
overcrowding  situation  in   the 
Afghan penitentiary system. 

There  were  also external factors 
outside the  power of this  project 
such as the  political, security, and 
socio-cultural circumstances, the 
timing for  implementation was not 
yet  ripe, which  disfavour specific 
actions as follow up in this  area. 

Concerning  one    of  the   main 
objectives   of   R87   that    related  to 
the  development of alternative 
measures two  important  initiatives 
were   taken:  a  roundtable  in 
September  2008  and  a workshop in 
December 2008. 

 
The evaluators noticed that the 
commitment   of    the    Afghan 
authorities,   international   agencies 
and  other stakeholders  was  strong, 
as  the   support  given    to  the 
consensus paper supporting   the 
development of  a system of 
alternatives to prison, both  in 
legislation and practice showed. 

!    The  evaluators emphasize 
that     the     recommendations 
contained  in  the  assessment  need 
to  receive full  implementation. In 
particular, UNODC  should establish 
a  dedicated   project  group,  whose 
first   task   would be  to  identify the 
timing of  the  new  policy. Based  on 
this   assessment,   a  strategic  plan 
for  implementation should then   be 
developed. 

 
!  It         is                  strongly 
recommended that   UNODC  starts 
with    the   promotion  of   legislation 
on pre-trial detention 

 
!  The     government  of 
Afghanistan should, meanwhile, be 
supported in    the  process of 
development of  the  relevant 
legislation. 

Despite the  efforts undertaken by 
UNODC    to    develop  a 
comprehensive  database   covering 
all  stages  of  a prisoner’s life,  from 
arrest to  release (including court 
proceedings, judgments, 
classification,  sentence 
management), it   seems   that  the 
CPD  opted  for   another  tool 
developed  in  cooperation  with 
CSSP. 

UNODC developed a comprehensive 
database prototype which   was not 
implemented by CPD. 

! The                        evaluators 
recommend that   UNODC  ensures 
that a working group is established 
to deal  with  such issue. 

 

 
2. Summary Description of the Project Including Project Objectives 

The current project builds upon the previous work conducted by UNODC in the criminal 
justice sphere. In particular, it represents the continuation of results of project AFG/R41, 
which had a territorial focus on Kabul only. Project R87 was undertaken by UNODC upon 
specific request of the Afghan Ministry of Justice, who played the role of main counterpart. 
UNDP and UNOPS were identified as executing agencies. Project R87 is also related to 
the project T21 in spite of the fact that all activities in the context of both projects are 
implemented separated from each other and in fact must be seen as autonomous projects. 
With  an  initial  total  budget  of  US$  10,000,500 and  duration  of  three  years,  Project 
AFG/R87 aims at further upgrading the Country’s penitentiary system and extending 
operative penitentiary reforms implemented only in Kabul to selected provinces. The 
project’s budget underwent various revisions. After the third and last the project’s total 
budget decreased to US$ 8.350.000, whilst its duration was extended till July 2010. At the 
time of writing the project was extended to March 2011. 

 
The total project is based on an incremental philosophy, which underlines the importance 
of periodic reviews, evaluations, and possibly revision of the sub projects. Given the far- 
reaching structural shortcomings of  the  existing penitentiary system and in  line  with 
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UNODC’s projects’ holistic approach, AFG/R87 simultaneously addresses infrastructural, 
normative and operational problem areas in a mutually reinforcing manner. The project’s 
ultimate  goal  is  to  provide  support  to  the  peace-building process  in  Afghanistan by 
ensuring a functioning penitentiary system which promotes the rehabilitation of prisoners. 

 
After the last revision of the project in 2008, part of the project’s activities, in particular 
those targeting women were moved to the more gender-specific project AFG/T21. That 
meant that the present R87 project revised slightly its Immediate Objectives1, as presented 
below: 

 

a.        Application of the national legislation, rules and regulations in the corrections’ field 
at provincial and district level and implementation of the Central Prison Department 
new operational and managerial structure and policy across the country; 

 

b.       Rehabilitation of target prison facilities throughout Afghanistan; 
 

c.        Enhancement of the operational capacities and professionalism of penitentiary staff 
working in selected correctional facilities and improvement of coordination within 
criminal justice system; 

 

d.       Establishment of training programs for correction officers and for social workers as 
well as development of vocational and educational programs for prisoners, including 
alternatives to imprisonment programs. 

 

e.        Development of infrastructure and programs addressing the identification, treatment 
and training intended to deal with the needs of drug users in selected penitentiary 
facilities; 

 

 
 

3. Major Findings of the Evaluation 
 

 

As mentioned earlier, project AFG/87 is a complex, wide-ranging project touching various 
ambits. Having in mind the activities it entailed, the following summary conclusions have 
been reached. For the sake of clarification, it is worth reminding that this evaluation was 
meant to be final. Despite the recent extension of the project life at least until March 2011, 
the reader must understand that the evaluators expressed their views having in mind that 
the project should have been already completed. This, in a way, explains what could be 
regarded as an overall negative evaluation of the project, whose activities had not 
significantly moved forward since 2007. 

 
In spite of the fact that the coordination and cooperation amongst actors and stakeholders 
working to improve Afghanistan's justice system dramatically improved since the interim 
evaluation of the present project (in the 2007 report evaluators highlighted the situation 
described by the then Ministry of Justice that Afghanistan had been at war for more than 
30 years: and it is thus expected that the authorities train State bodies as a first step 
before starting implementation of all the new laws in a proper way. Having this said  the 
evaluators arrived to the conclusion that there was a strong lack of coordination between 
all the international organizations on the one hand, and a strong lack of coordination 
between all the international organizations and the different Ministries of Afghanistan on 

 
 

1 The objectives of the R87 project even after the revision remained almost the same, with the exception of 
the fifth objective which was added as a new formulation targeting infrastructure and programmes 
addressing the identification, treatment and training intended to deal with the needs of drug users in selected 
penitentiary facilities. 
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the other hand.), also thanks to the establishment of working groups such as the PW G2, 
the restructuring and reorganization of the CPD and the launch of the PRR, a satisfactory 
situation is still yet to be achieved. For many reasons it is still evident that the Ministry of 
Justice, even with the help of many international organizations, will not be able to meet the 
Afghanistan  National  Development  Strategy  (ANDS)  goals   of   having  basic,   fully 
functioning provincial prisons, juvenile rehabilitation centers and detention centers 
throughout  the  country  within  the  five-year  timeframe  specified  in  the  Afghanistan 
Compact. 

 
Among the main findings which reflect both positive and some concerning issues can be 
mentioned the following: 

 
a.  Legislation reform 

 
The development and acceptance of the new penal legislation in the last two years can be 
regarded as one of UNODC’s greatest successes. Needless to say, UNODC’s contribution 
marks an important step for the further development and improvement of  the Afghan 
Prison System. More concretely, the advice given by UNODC in collaboration with other 
agencies on the draft of the Prison Regulations has been well-taken and the approval by 
the Afghan Cabinet in May 2008, which is of huge importance for the further developments 
of  the  Afghan prison system and  the  correct implementation of  the  Penitentiary Law 
adopted in 2005. 

 
With regard to the revision of the legislative framework for the penitentiary administration, 
UNODC enjoys a degree of prestige amongst international actors and local beneficiaries 
that is exemplary. The amount of trust and professional respect enjoyed by UNODC staff 
resulted in a remarkable degree of access to Afghan officials not only at the formal political 
level, but, importantly, at the functional professional level. Evaluators had the privilege to 
witness a remarkable appreciation for UNODC’s expertise. Afghan acceptance of external 
advice, something which is not all common, was a remarkable result of personal trust built 
upon respectful, non-patronizing, and collaborative interactions. The result has been a 
relatively high degree of local ‘ownership’ particularly concerning legislative review. 
UNODC staff in Afghanistan, both national and international, enjoys an enviable reputation 
for personal dedication, intimate familiarity with local conditions and access to local 
decision-makers. The reasons for this welcome state of affairs lie partly in the high 
competence of local project coordinators, the availability of exceptionally good translators, 
and the above average length of in-country service of international staff. The latter are also 
to be commended for their open working relationships with other organizations working in 
the sector, both from within and outside the UN family. 

 
In spite of the fact that during too long of a period in the last year the office lacked the 
International Prison Reform Project Coordinator, all efforts were made to make sure that 
the project fulfilled its objectives as far as possible. This deserves a compliment and also 
explains  why,  at  some  points  in  this  Report,  evaluators  have  reached  negative 
conclusions. 

 
 
 
 
 
 

2 Chaired by the MoJ, gathering the main actors active in the field, namely UNAMA, UNODC, USA, UK, Italy 
and other UN and international agencies. 
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b.  Reinforcement of CPD, particularly at provincial level 
 
During the last two years the CPD managerial structure improved dramatically. The 
appointment of the new Director General of Prisons and the selection and appointment of 
new, competent staff the CPD increased its capacity to effectively perform its functions. In 
the 2007 evaluation report one can read how the evaluators considered that the transfer of 
CPD from the MoI to the MoJ had been anything but smooth. Now the situation, still far 
from being ideal, is at least stable. The relationship between the CPD and the international 
actors working in the prison area (mainly UNODC and CSSP) also improved, showing how 
constructive and mutually respectful dialogues are now the feasible rule. The fact that the 
MoJ considers the CPD and its Director General as key interlocutors is also an indicator of 
the increasing wellbeing of the context, which can only favor the success of activities. 
Other causes and effects of such committed attitude are the Prison Reconstruction and 
Reform (PRR), the most important tool to achieve long-term sustainable strategic planning 
and the PW G, whose work continues incessantly and fruitfully in relation to prison-related 
issues such as structure, recruitment, budget and training. Furthermore, as elaborated 
further in this report, the new recruitment procedures for the recruitment of prison staff in 
place marked a positive step forward in this area of project’s commitment. 

 
c.  Training, education materials and vocational training equipments 

 
During the years 2008 and 2009, various trainings on different topics have been organized 
for prison staff, not only limited to employees of the CPD but also extended to social 
workers. The institutionalization of the basic training before staff started work was also a 
positive step forward. The evaluators were also happy to learn that in the recently 
developed training materials special attention is devoted to the Code of Conduct for Prison 
Officers. These trainings appear to have been successful and participants interviewed by 
the evaluators described them as satisfactory and able to meet their learning needs. 
Feedback in this respect was also provided by UNODC’s main training partner that is 
ISISC. W ith the caveat that these trainings had been concluded long before the evaluation 
took place, the conclusions drawn had to be based primarily on written reports. The recent 
decision to initiate trainings for middle managers and managers of prisons can only be 
commended. 

 
The choice of ISISC as the main implementing partner for trainings appears to have been 
reasonable and the organization has worked to the satisfaction of the beneficiary. W ith 
regard to their methodology a stronger reliance on penitentiary experts rather than judges 
and prosecutors would have been preferable. The material developed for the training was 
eventually translated into local language and distributed all over the country, representing 
an exceptional tool to ensure a long lasting impact. 

 
In addition to ISISC, CSSP also provided training to the uniformed staff. The evaluators 
have reasons to believe that the development of training materials by the two institutions 
was not coordinated. If this is correct, this was clearly a missed opportunity to create 
synergies and enhance coordination. On this point, however, evaluators received 
contradictory information, as some interlocutors told them that during the meetings of the 
PW G UNODC took care to ensure mutual, complete flow and exchange of information and 
experience amongst all present and that follow-up meetings with the CSSP Training 
Coordinator were also organized for such purpose and some other interlocutors informed 
the evaluators that such coordination, which is vital anywhere but particularly in contexts 
such as Afghanistan, did not take place effectively. At the time of the evaluation UNODC’s 
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newly recruited International Prison Reform Project Coordinator was planning to put new 
efforts into the coordination between ISISC and CSSP, which the evaluators can only 
welcome whole-heartedly. 

 
Educational materials have been provided and delivered to provincial prisons even 
translated into the local languages. Furthermore, equipment and materials for vocational 
training were delivered to some prisons. 

 

 
 

d. Rehabilitation of selected Prisons 
 
In this area the project has not achieved satisfactory results. Both beneficiaries and donors 
have criticized persistent delays and impressive lack of progress on planned construction 
in Mazar and Gardez. High construction costs and alleged very high project support costs 
(PSC) were also the subject of heated debate and criticism. The decision to build brand 
new facilities instead of refurbishing the existing ones was prompted by the fact that the 
existing compounds were beyond repair. In 2007, when the intermediate evaluation of the 
present project was carried out, the field visit in Gardez allowed the evaluators to see that 
existing perimeter mud wall  was rehabilitated and new communal holding facilities, a 
kitchen and visitor area constructed within the enclosure. An office/warden space in the 
immediate vicinity was already close to completion. Then, it seemed that the construction 
progressed at a rapid rate and at that time the evaluators were assured that it would be 
finalized within two to three weeks, prior to the onset of the severe winter cold. In the 
course of the present evaluation exercise, the evaluators were not able to visit Gardez 
Prison again. They could not therefore see with their own eyes if and how the situation had 
evolved. On the basis of the review of the written sources and in the light of the answers 
received during various meetings, however, they were able to reach the following 
conclusions with regard to the two prisons. 

 
The construction of Mazar prison stopped. Reasons behind the situation are numerous. 
The primary reason for the halt was the water quality and a shortage of funds to relocate 
the site. Other causes behind the situation were identified as poor communication, 
cooperation and coordination between all stakeholders, which eventually resulted in the 
failure of the project. 

 
In  Gardez the  heating, water supply and electricity are  still not  adequately available. 
Shortly after their mission, the evaluators were informed that Gardez’s industrial workshop 
was completed and UNODC immediately started negotiations with the CPD to use the 
facility to implement a vocational program. 

 
UNODC acknowledged to the evaluators the past problems with Gardez construction and 
acknowledged the concern of the government and the relevant donors to be transparent 
about the problem. UNOPS recognized its part of responsibility in the failure, namely the 
deficient management of the construction of Gardez prison. A remedial plan of action has 
been developed and submitted to the donor and the MoJ for approval. Both parties have 
expressed support for this plan and have noted the transparent manner in which it was 
presented. It is anticipated that this plan will be implemented by the end of 2010. Gardez 
prison is expected to be completed in the first quarter of 2011. Having this said, the 
evaluators strongly recommend that this plan is implemented under the authority of the 
MoJ in close cooperation with UNODC, putting strong pre-conditions and adequate 
appointments with clear responsibilities of the parties involved. 
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e.  Treatment of drug-addicted prisoners 
 
In the 2007 intermediate evaluation of the present project, the evaluators praised the 
decision to establish, within the main Pol-e-Charkhi prison complex, a separate, renovated 
ward to care for drug-addicted inmates undergoing treatment. Then, as the ward was still 
not operational (also because of lack of staff), the evaluators could only be informed about 
the future development of the structure. Unfortunately, the site visit which took place in 
2010 did not disclose any progress. W hen requesting the prison Director to visit the drug- 
addict ward, evaluators were chaperoned into the various medical wards inside the prison 
wings, where medical staff partly selected out of the prison population and a volunteer 
doctor were working. No evidence, however, of the structure dedicated to drug addicts was 
collected. Having said this, it is important to mention that during the last two years the 
initiative was taken to organize a survey on drug abuse in 23 of Afghanistan’s 34 prisons 
on whose basis a drug policy will be developed. At the moment of writing it is still uncertain 
whether the survey took place. The evaluators, however, received guarantees that the 
survey should be completed in October 2010. 

 
In the light of the overall situation (and especially having in mind the huge refurbishment 
efforts currently put in place by the US in Pol-e-Charkhi), the evaluators consider it 
reasonable that no new activities targeting drug-using inmates were planned. 

 
f. Development of database 

 
In the 2007 mid-term evaluation report, the evaluators noted that only limited activities, 
with little impact, had been put in place with a view to develop adequate database systems 
for the prisons. Apparently, very little progress was registered in the last two years, despite 
the positive outcome of the pilot initiative aimed at rationalizing the registration of prisoners 
in Pol-e-Charkhi. Despite the efforts undertaken by UNODC to develop a comprehensive 
database covering all stages of a prisoner’s life, from arrest to release (including court 
proceedings, judgments, classification, sentence management), it seems that the CPD 
opted for another tool developed in cooperation with CSSP. 

 
The evaluators are fully convinced of the pivotal importance of a database easing the 
management of the Afghan prison system, particularly having in mind the drastic increase 
of the number of prisoners recorded in the last years. Also considering how such tool could 
ensure the correct and timely application of the new prison legislation and respect of 
human rights, the evaluators recommend that UNODC ensures that a working group is 
established to deal with such issue. 

 
At the moment of the evaluation the evaluators were informed that the UNODC had limited 
their efforts in this regard to Kandahar but will work with CSSP and CPD collaboratively 
and any working group will consist of representatives from these organizations. The PWG 
will be advised of these activities. 
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g.  Alternative sanctions and measures 
 
In 2007 UNODC completed a comprehensive assessment on the implementation of 
alternatives to imprisonment in Afghanistan. The intention of the report resulting from the 
exercise was to develop a policy on alternatives and to identify a suitable and viable 
implementation strategy. 

 
The assessment report, of outstanding quality, indicates the following as preconditions for 
any  system  to  be  put  in  place  and  issues  a  number  of  recommendations that  the 
evaluators fully share: 
•         The existence of an efficient and effective functioning judicial system; 
•         The presence of an effective infrastructure for the implementation of alternatives; 
• The commitment of politicians, judges, prosecution, police and last but not least 

society. 
 
Considering the above, project AFG/R87 was the right tool to prepare the minimum, basic 
conditions for the development of any system of alternatives to imprisonment. To the 
knowledge of the evaluators, activities related to this problem area took place in the recent 
period: one round table initiated by UNAMA in September 2008 and one workshop in 
December 2008, organized by UNODC. The latter, opened by the Deputy Minister of 
Justice who underlined the full commitment of his institution to this issue, proved to be 
extremely successful, as the unanimous decision by the 70 participants to establish a 
working group on alternatives to imprisonment show. Understanding the need to address 
the dramatic situation of overcrowded prisons, participants agreed that a system of 
alternatives could be a solution, though only partial. Indeed, the issue has to be tackled in 
a comprehensive way, touching not only the stage of execution of a conviction, but also 
reforming the  pre-trial detention legislation, particularly with  regard  to  relatively small 
crimes. 

 
As a result, of such workshop, UNODC has the natural role of leader with regard to all 
activities functional to the establishment of alternatives to prison system, starting from the 
legal framework to the practical implementation of measures. Needless to say, however, 
that it remains of utmost importance that society is fully prepared to accept such 
innovations, which not only requires continuous political commitment, but also cultural 
acceptance of alternatives to what is considered the only possible way of punishing a 
subject for having committed a crime. 

 
All in all, in assessing the progresses achieved not only by UNODC but, more in general, 
by all actors involved in the reform of the justice system in Afghanistan, one should not 
forget that interventions put in place since the fall of the Taliban regime, have been 
implemented with quasi-non existent State institutions and infrastructures as counterparts. 
Commitment of those working in such projects cannot, alone, be sufficient to reach the 
dramatic changes aimed at. Probably, UNODC like other international organizations has 
been too optimistic about the possibility to achieve certain results in a given time which is 
relatively long but, given the circumstances, extremely short. Despite of the activities 
mentioned above and the consensus reached among involved stakeholders, there was no 
concrete initiative as follow-up of the two round tables in September and December 2008 
to tackle the issue of alternative sanctions and measures in a comprehensive way as 
recommended in the paragraphs above. 
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4. Lessons Learned and Best Practices 
 

 

Lessons learned under Project R87 reflect the issues already identified in the 2007 interim 
evaluation, namely the importance of clear functional differentiation within UNODC’s 
COAFG in order to alleviate some of the recurrent staff shortages the Office experiences 
and to increase inter-agency cooperation; the need to work closely with other members of 
the International Community when developing training material, so to maximise results and 
avoid duplication; the importance that training for prison staff is delivered by experts from 
the prison field rather than by judges and prosecutors. 

 
Having in mind the unfortunate fate of Gardez and Mazar prisons, the evaluators have 
reasons to believe that the implementation of the current project showed the need for the 
organization to focus on its core business (“software” component of projects) rather than 
on the rehabilitation and constructions of prison facilities (the so called “hardware”). 

 
Throughout the life of the project, UNODC showed the ability to react to some of the 
obstacles it faced with a pro-active response. The decision to focus in a substantial way on 
training  and   postpone  more   complex  and   controversial  initiatives  concerning  the 
alternatives to imprisonment and the establishment of the Prison Reform Sub Working 
Groups deserve special mention as good examples of effective operational implementation 
and inter-agency cooperation. 

 
Recourse to local NGOs, though somehow too limited, also needs a mention, for it shows 
the attention the organization pays in promoting changes in attitude not only of the final 
beneficiaries but also of the implementing actors, thus trying to implement the view that the 
process is a product in itself. 

 

 
 

5. Recommendations, Conclusions and Implications to UNODC 
 

 

Two years after their interim evaluation, the evaluators found a situation which did not 
differ as dramatically as expected from the one they already knew. This does not mean 
that nothing happened. But it is a fact that most of the activities undertaken were initiated 
and implemented rather on an ad hoc basis than based on a concrete strategic plan and 
vision leading to sustainability. The reasons for such a stagnation are multiple and often 
beyond the reasonable control of UNODC: the lack of a specialized project manager, the 
political battle fought over Mazar prison, the degrading level of security in the Country, just 
to name a few, hindered many activities and frustrated in a substantial way their progress. 

 
The reorganisation of the CPD, a growth in the capacity to recruit and train   all level of 
staff, the role of the NGO’s,  the establishment of the PW G, the refurbishment of Pol-e- 
Charkhi  prison  and  prisons  in  the  provinces  and,  last  but  not  least,  an  increased 
awareness by responsible authorities and organisations of the need to cooperate, 
coordinate and communicate in a better way are the areas where major positive 
achievements and results have been conducted 

 
Over the last two years UNODC was able to reinforce its staff, particularly with the 
recruitment of an International Coordinator for the prison reform project, whose presence 
will hopefully boost activities which have stagnated for too long, including the development 
of a concrete strategic plan for the project’s remaining implementation period, setting the 
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preconditions for the development of an appropriate, functional database system for the 
prison service, overseeing the infrastructure for drug-addicts in Pol-e-Charkhi that for 
unknown reasons has probably never seen the light and, most importantly maintain and 
reinforce the  relationships with  the  CPD,  as  ultimately responsible for  most  of  such 
actions. 

 
This exercise showed, with particular regard to training, how coordination and cooperation 
between international actors are yet to be achieved. In this respect, it is of utmost 
importance that UNODC, in its capacity of leading agency in charge of capacity building in 
the field of justice, fosters at all levels complementary rather than competition, possibly 
making maximum use of the local resources already available and helping them grow 
whilst benefitting from their partnership. 

 
A list of main recommendations is enlisted below aiming at helping the project being 
implemented and monitored adequately. 

 
Recommendations regarding better implementation of  this project and  required 
cooperation between relevant actors in the future may be summarised as follows: 

 
1.  A concrete strategic plan and vision is recommended to be elaborated in the future 

with regard to project implementation leading to sustainability. 
 

2.  The relationship between UNODC and UNOPS still needs to be clarified and its 
nature better communicated to donors and beneficiaries alike. The evaluators still 
have the strong opinion that UNODC should finalize the activities concerning the 
prison in Gardez and that until then maintaining a good cooperation with the MoJ 
and UNOPS is a fundamental condition. 

 
3. The PWG should grow to become the central coordination, cooperation and 

communication forum overseeing all activities concerning the prison services. 
 

4.  Now that Project R87 has been extended, the International Coordinator (Prison) 
should make first an inventory of the overlapping or common issues/topics and 
draw up a concrete strategic plan for the rest of the implementation period. 

 
5.  A long-term, stable relationship with local NGOs is recommended in benefiting from 

their local expertise in adding value to the implementation of the project’s activities 
in the future. 

 
6. An independent review of  agreements and contracts concluded between 

UNODC/UNOPS and the beneficiary, in particular MoJ/CPD might be a useful tool 
to ensure greater compliance, minimize risks of future disputes and delays caused 
by misunderstandings and erroneous policies in the case of the construction of the 
two prisons. 

 
7.  It is strongly recommended that in terms of clarity and easiness to follow up with the 

issue  of  attainment  of  the  immediate  objectives,  it  would  help,  if  the  logical 
framework elaborated specific indicators of achievement per each immediate 
expected output under immediate objectives. This would help also in the future the 
process of the final evaluation of this project in terms of concrete measuring of the 
extend and scope of achievement of these particular listed outputs. 
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Recommendations regarding effective achievement of defined objectives: 
 

1.        A  fully  organized  training  system  is  put  in  place,  limiting  outsourcing  of 
resources. 

 
2.        The continued use of the train-the-trainers method is recommended to increase 

future sustainability. 
 

3.        More attention should also be given to the relevant quality of the implementing 
trainers: judges and prosecutors, regardless of their professionalism, are not the 
most recommended trainers for prison officers, as they are perceived as 
“external” to a very complex microcosm. Qualified Prison experts with a judicial 
background should, instead, be used. 

 
4.        With regard to the development of a policy on alternatives to imprisonment, it 

needs to be taken care of with certain urgency. 
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1. INTRODUCTION 
 
 
 

1.1 Background and Context 

Decades of conflicts have inflicted on Afghanistan, a historically weak State, and 
considerable damage to institutional and administrative structures at all levels. W hen it 
comes to the justice and correction systems, there are no doubts that the Country suffers 
from lack of basic infrastructures and of adequate human resources, which determine an 
unacceptably low level  of  functionality. In  December 2009  there  were  approximately 
15,000 detainees across the country, 400 of which were women. On a national level the 
majority of all prisoners, including women and minors, are currently detained under 
appalling conditions.  At the provincial level the situation, if possible, is even worse than 
that in the capital. To guarantee more humane treatment and respect fundamental (prison) 
rights  more  and  more  staff  –  especially  correction  officers  –  need  to  receive  the 
appropriate tools, basic human and prison rights in the first place. An extra handicap of the 
current  system  is  that  most  detention centres  and  prisons  are  overcrowded and  an 
effective control of the time of release for the prisoners serving a sentence is not possible. 

 
The current project builds upon the previous work conducted by UNODC in the criminal 
justice sphere. In particular, it represents the continuation of results of project AFG/R41, 
which had a territorial focus on Kabul only. Project R87 was undertaken by UNODC upon 
specific request of the Afghan Ministry of Justice, who played the role of main counterpart. 
Given  its   holistic  approach,  however,  the   project  required  that  coordination  and 
cooperation be established also with the Ministries and institutions competent for the areas 
of social affairs, education, finance, health, as well as with the national and international 
actors  working  in  the  same  field.  UNDP  and  UNOPS  were  identified  as  executing 
agencies. UNODC's operational work on penitentiary reform is also based on various 
resolutions of the General Assembly and the Economic and Social Council, in which 
UNODC has been invited to provide assistance in the form of advisory services, needs 
assessments, capacity-building, training or other assistance to provinces, upon request, in 
order to enable them to improve prison conditions, reduce prison overcrowding, and 
increase  reliance  on  alternatives  to  imprisonment.  UNODC  has  developed  Project 
AFG/R87 in fulfilment of this mandate to support Afghan authorities. Technical assistance 
for this reform is being provided in line with international recommendations and documents 
concerning  treatment  of  offenders  included  in  the  Compendium  of  United  Nations 
Standards and Norms in Crime Prevention and Criminal Justice. 

 
With  an  initial  total  budget  of  US$  10,000,500 and  duration  of  three  years,  project 
AFG/R87 aims at further upgrading the Country’s penitentiary system and extending 
operative penitentiary reforms implemented only in Kabul to additional selected provinces. 
The project’s budget underwent various revisions. After the third and last the project’s total 
budget decreased to US$ 8.350.000, whilst its duration was extended till July 2010. At the 
time of writing the project was extended to March 2011, fulfilling a specific request from the 
Canadian representatives to revise some activities due to the need of additional time to 
complete on-going actions. A new final evaluation, therefore, is expected. 

 
All planned activities were originally drafted in line with the outcome of the needs 
assessment mission fielded to Afghanistan in 2002 and the discussions with the relevant 
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stakeholders. The total project is based on an incremental philosophy, which underlines 
the importance of periodic reviews, evaluations, and possibly revision of the sub projects. 
Given the far-reaching structural shortcomings of the existing penitentiary system and in 
line  with  UNODC’s  projects’  holistic  approach,  AFG/R87  addresses  simultaneously 
infrastructural, normative and operational problem areas in a mutually reinforcing manner. 
The  project’s  ultimate  goal  is  to  provide  support  to  the  peace-building process  in 
Afghanistan  by ensuring a functioning penitentiary system which promotes the 
rehabilitation of prisoners. 

 
After the last revision of the project in 2008, part of the project’s activities, in particular 
those targeting women were moved to the more gender-specific project AFG/T21. That 
meant that the present R87 project revised slightly its Immediate Objectives3, as presented 
below: 

 

1.  Application of the national legislation, rules and regulations in the corrections’ field 
at provincial and district level and implementation of the Central Prison Department 
new operational and managerial structure and policy across the country; 

 

2.  Rehabilitation of target prison facilities throughout Afghanistan; 
 

3.  Enhancement of the operational capacities and professionalism of penitentiary staff 
working in selected correctional facilities and improvement of coordination within 
criminal justice system; 

 

4.  Establishment of training programs for correction officers and for social workers as 
well as development of vocational and educational programs for prisoners, including 
alternatives to imprisonment programs. 

 

5.  Development of infrastructure and programs addressing the identification, treatment 
and training intended to deal with the needs of drug users in selected penitentiary 
facilities; 

 
As earlier stated part of the activities targeting women, in particular, the activities aimed at 
the socio-economic rehabilitation of former women prisoners were moved to the more 
gender-specific project AFG/T21, whilst the situation of female inmates’ drug addiction is 
being addressed by UNODC’s project on HIV/AIDS and injecting drug use. Still, gender 
issues have been integrated in the training basic curricula. Furthermore, it appears under 
immediate objective 2 and expected results 2.2 that women and especially those with 
children were given special attention with regard to providing appropriate accommodation 
for them. 

 
Having said this, there is no doubt that the focus of project AFG/R87 is on the overall 

situation of the majority of the prison population, which is represented by males. 
 
1.2 Purpose of the Evaluation 

 

 

The overall purpose of this evaluation is to determine what the project has achieved and if 
it has attained its objectives successfully and efficiently, taking into account the often 
difficult conditions on the ground in Afghanistan. In this regard, the extent to which the 

 
 

3 The objectives of the R87 project even after the revision remained almost the same, with the exception of 
the fifth objective which was added as a new formulation targeting infrastructure and programmes 
addressing the identification, treatment and training intended to deal with the needs of drug users in selected 
penitentiary facilities. 
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needs of the beneficiaries are being met as well as what has been achieved in terms of 
impact and sustainability should also be assessed. 

 
The evaluation sought to draw lessons and good practices from the project implementation 
which will be used to improve future project planning, design and management. 
Furthermore, the evaluation seeks to measure the project’s achievements, outcomes and 
impacts, both positive and negative. Progress achieved will be  examined against the 
above-stated objectives, but also in relation to the wider impact of the project on the justice 
reform process in the country, taking into account the conditions under which 
implementation occurred. 

 
The terms of reference for the evaluation are attached at Annex II. It is worth noting that 
they were made available to one of the experts only upon specific request and whilst the 
exercise had already started. A list of the visits and interviews conducted in the course of 
the evaluation is attached to this Report as Annex I.  The evaluation focuses on the period 
of implementation of the project following the 2007 intermediate evaluation (carried out 
partly by the same experts), that is from January 2008 to February 2010. In this respect it 
has to be said that although this exercise was commissioned as a final evaluation, it took 
place when the project was in fact still fully operational, its end being expected only in 
March 2011 This situation, eventually, affected the whole exercise as the review and 
evaluation of  project  activities, outputs  and  outcomes cannot  be  considered final.  In 
addition to the temporal element, it is worth noting that the project drew new energy from 
the arrival of a newly recruited International Coordinator of the Prison Reform Project (a 
position which had remained vacant for a long time), whose presence speeded up some 
activities of the project which due to lack of human capital had not been followed closely. 
The overall situation depicted above must be taken into account when reading the 
conclusions of this evaluation. 

 
As indicated by the attached terms of reference, the evaluators' task covered the 
assessment of two different projects, namely AFG/R87 which is due to finish in March 
2011 and AFG/T21 that was completed. 

 
Consequently, the transition of some of the comments and observations, particularly of 
general nature, made with respect to one project to another  is inevitable; particularly as 
the UNODC staff, interlocutors, counterparts, stakeholders, co-implementing international 
agencies and institutions, and beneficiaries of the two projects in most cases coincided. 

 

 
 

1.3 Scope of the Evaluation 
 

 

In line with the attached terms of reference, the evaluation of Project R87 focuses on the 
project’s concept and design, the project's partial implementation, results, outputs and 
outcomes. In respect of project concept and design, this evaluation analyses whether and 
how the project has contributed to a priority area for UNODC. The evaluation reviews the 
problems identified by the project and the corresponding strategies chosen by the UNODC 
to address those problems. In particular, the evaluation assesses the relevance and the 
attainability of the objectives and planned outputs, activities and inputs, as compared to 
other cost-effective alternatives. At a more fundamental level, the evaluation analyses the 
clarity, logic and coherence of the project. In respect of objectives, outputs, impact and 
sustainability, the evaluation seeks to determine whether, at this stage, results have been 
achieved in line with the work plan. In this regard, the likely sustainability of results and 
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benefits, as well as this project’s contribution to human and institutional capacity building, 
will be addressed, though only to a limited extent, as clarified earlier. Furthermore, the 
evaluation analyses how effectively and efficiently program planning and implementation 
has been carried out. In this regard, the evaluation assesses the extent to which the 
organizational  structure,  managerial  support  and  coordination  mechanism  used  by 
UNODC so far can be considered appropriate for the support and implementation of the 
project. Finally, the evaluation tries to identify the lessons learned and best practices from 
the concept, design, and implementation of the project. 

 

 
 

1.4 Evaluation Methodology 
 

 

The evaluation methodology involved a review of existing documents, such as project 
documents and progress reports. Primary data was collected through interviews with 
stakeholders and from observations made during the mission.  Qualitative and quantitative 
indicators were used to assess the project. The main qualitative indicators were obtained 
during the interviews conducted with the national and international UNODC staff, national 
and international stakeholders (including donors), and on site observation. Quantitative 
indicators were often fragmentary and existed primarily in relation to indicators of inputs, 
process and outputs (e.g. input costs, output indicators of numbers trained, amount of 
furniture and extent of construction). 

 
Fieldwork in Afghanistan had initially been scheduled for the first quarter of December 
2009. Security constraints, however, made it impossible to organize the visit at the 
scheduled time and, therefore, the mission was rescheduled at the beginning of the new 
year. Eventually, field activity was conducted over a period of 13 days, in the first half of 
February 2010. The period was used to cover all activities related to the evaluations the 
evaluators had been tasked with, including a) desk review of all major document related to 
the project, namely project documents, progress and monitoring reports, terminal narrative 
reports, as well as assessments reports and manuals developed under the project; b) 
meetings with relevant representatives of the MoJ, CPD, MoW A, MoPH, UNAMA, ISISC, 
CSSP, AIHRC and other relevant stakeholders and interviews with key national and 
international UNODC staff. c) site visits to Kabul's Female and Juvenile Detention Center 
and to Pol-e-Charkhi male Prison. Despite of the fact that a phone conference was not 
arranged with  the  Vienna-based Program Coordinator, later  at  the  stage  of  the  first 
revision of this evaluation report, the latter provided the evaluators with the relevant 
information which was not provided at the COAFG level. 

 
In the assessment of the project’s objectives, outcomes, impact and sustainability the 
evaluators also examined the project’s strategy and tried to foresee, from the ongoing 
implementation progress, the likely future performance. In this respect meetings with the 
projects’ beneficiaries proved to be particularly important, as they allowed the experts to 
learn about the perception of the project’s objectives and assess the commitment of local 
institutions towards their attainment. In order to assess its likely sustainability we have paid 
particular  attention  to   the   project’s  contribution  towards  capacity  building  among 
beneficiary institutions. 

 
During the fieldwork, the independent evaluators were accompanied and assisted by staff 
of the UNODC's COAFG, which provided logistical support and expert advice throughout 
the evaluation. During the mission, security was always an important consideration. 
Movement of United Nations personnel in Afghanistan was conducted only in official 
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United Nations vehicles driven by trained drivers. The security situation had an impact on 
the evaluation preventing free movement. All visits, therefore, were confined to Kabul. 

 
The evaluation, as specified in the Terms of Reference, which became available upon 
request  by  the  evaluators  only  when  already  in  the  field,  was  carried  out  by  an 
independent team of two international experts, unrelated to UNODC. The work of the 
evaluators was based on: document review, including the Project Document (original and 
revised), annual and semi annual progress and monitoring reports. UNODC also made 
available to the team additional material, such as modules for trainings, time schedules 
and financial reports. A number of interviews with relevant stakeholders, whose list is 
annexed to this Report, also formed part of the evaluation methodology. In addition, the 
evaluators  were  briefed  by  the  National  Project  Coordinator for  AFG/R87  and  other 
UNODC staff. Interviews were not based on specific questionnaires but were structured. 
This information was supplemented by site visits, covering the correction institutes directly 
relevant to the project (Pol-e-Charkhi and the women’s prison of Kabul). 

 
The agenda had been designed sensibly and meetings with relevant counterparts agreed. 
Such meetings proved to be enlightening and in most cases allowed the evaluators to 
receive what they considered honest feedback and inspiring comments on the work of 
UNODC. It ought to be noted though that occasionally, particularly with meetings with 
diplomatic representatives of donor countries, the evaluators had the feeling that the 
relationship of a few counterparts with UNODC was rather tense. All in all, however, 
interviews with members of the international community were very useful. In some 
occasions, they hinted at the underlying miscommunication which is often responsible for 
lack  of  coordination  and  synergy.  The  evaluators  understand  that  in  a  place  like 
Afghanistan there are a number of external factors (logistics, security, different 
interpretations   or   perceptions   about   tasks,   mandates)   that   can   prevent   proper 
coordination. Still, they are of the opinion that flaws from the relevant actors are also 
present. The fact that they are well known to UNODC both at Country and HQ levels is 
positive: still, it is fundamental that the utmost effort is put into introducing the necessary 
procedure or changes in approach so that the implementation of technical assistance 
activities is not substantively halted. 

 

 
 

1.5 Limitations to the evaluation: 
 

 

The actual evaluation process encountered several challenges which may result into major 
constraints due to different internal and external factors which are enlisted below. It should 
be noted that this does not represent an exhaustive list of constraints met. 

 
1.  As earlier stated in the report the timing of this evaluation mission while still the 

project R87 was in the process of implementation posed some challenges in the 
process of defining specific consolidated outcomes and impact of the project. 
Therefore the evaluators have highlighted that this still might be considered as an 
interim and thus not final evaluation of the project. 

 
2.  The TOR were provided to the evaluators later after the evaluation mission had 

already started to be carried out which in turn led to the fact that more time was 
taken by the evaluators to prepare themselves “in the field”. If these TOR be 
provided well in advance, the evaluation specific objectives will be even clearer and 
the time will be more effectively and efficiently used for the purpose given. 
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3.  It should be noted that the evaluation mission was not adequately prepared: 
evaluators did not receive any project document prior to the mission, meaning that 
the first days in the field were devoted to getting familiar with the projects and their 
development. By providing the evaluators with relevant project’s materials prior of 
their field mission would lead to better evaluation time management reaching 
perhaps enhanced evaluation results. The evaluators had to request many times 
that certain documents be given before eventually obtaining them. Furthermore, it 
was only after the first draft of this Report that a number of relevant information and 
data was eventually provided to the evaluators. This, obviously, affected the result of 
the exercise, as the evaluators had come to a certain conclusion convinced of 
having received all the relevant information when subsequent data showed a totally 
different situation. 

 
4.  The evaluation was limited geographically, limited only in Kabul, due to security 

constraints, therefore this led to lack of exhausting all the relevant sources of 
information. 

 
5.  Sometimes the information provided by relevant beneficiaries on one hand and the 

implementing organizations of this project was contradictory and therefore, it led to 
some cases where evaluators were ambivalent with their conclusions reached in 
this report as it is shown later in this report. 
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2. ANALYSIS AND MAJOR FINDINGS 
 
 
 

2.1 Introduction 
 

 

Project AFG/R87 builds on UNODC's achievements in the reform of Afghanistan's 
penitentiary system  started  with  the  already-completed Project  R41. W ith  the  project 
currently under review, UNODC aims to further upgrade the penitentiary system of the 
country and extend penitentiary reform to selected provinces. W ith an initial budget of US$ 
10.500,000 for a three-year period, the project contributes to Afghanistan's peace-building 
process by ensuring a functioning penitentiary system which promotes the social 
reintegration of prisoners. The – revised - envisaged objectives include: 

 
 

a.        Application of the national legislation, rules and regulations in the corrections’ field 
at provincial and district level and implementation of the Central Prison Department 
new operational and managerial structure and policy across the country. 

 

b.       The rehabilitation of target prison facilities throughout Afghanistan 
 

c.        The enhancement of the operational capacities and professionalism of penitentiary 
staff  working in  selected correctional facilities and  improvement of  coordination 
within the criminal justice system; 

 

d.        The  establishment  of  training  programs  for  correction  officers  and  for  social 
workers,  as  well  as  development  of  vocational  and  education  programs  for 
detainees  in  the  selected  correctional  facilities  including  alternatives  to 
imprisonment programs; and 

 

e.        The development of infrastructure and programmes addressing the identification, 
treatment and training intended to deal with the needs of drug users in selected 
penitentiary facilities. 

 
Since the 2007 interim evaluation the objectives, were enriched with one new objective as 
it appears above, whilst the timeframe for implementation extended from the original 36 to 
48 months. 

 

 
 

2.2 The relevance of the project 
 

 

As  earlier stated in  the  previous subheading, this project contributes to  Afghanistan's 
peace-building process by ensuring a functioning penitentiary system which promotes the 
social reintegration of prisoners. The terms of references of the project were developed 
and later revised jointly by UNODC, MoJ and CPD. The project is in coherence with the 
needs and the plans of the Afghan Prison Reforms. Furthermore, this means that the 
project overall objective, immediate objectives with the outlined expected results pertaining 
to each immediate objective are in line with the real needs of the prison system. 
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2.3 Attainment of Objectives 
 

 

Despite the criticism expressed with regard to particular aspects of the project (namely the 
lack of progress in the construction of Mazar and Gardez prisons), the overall assessment 
AFG/R87 is to be regarded as positive, also in term of impact. 

 
The logical framework of the project, found in Annex III, outlines the expected output under 
each immediate objective with corresponding objectively verifiable performance indicators 
which in most of the cases was a repetition of the listed expected outputs. It is strongly 
recommended that in terms of clarity and easiness to follow up with the issue of attainment 
of the immediate objectives, it would help, if the logical framework elaborated specific 
indicators  of  achievement  per  each  immediate  expected  output  under  immediate 
objectives. This would help also in the future the process of the final evaluation of this 
project in terms of concrete measuring of the extend and scope of achievement of these 
particular listed outputs. 

 
For  reasons of  clarity, it  seems helpful to  assess the  attainment of  each  immediate 
objective individually, prior to proceeding to the assessment of the project as a whole. 
Taking into consideration that this evaluation is still not substantively final, no conclusions 
can be drawn with regard to outcomes and sustainability. Progress is thus examined in the 
light of the standards set out in the project document, including the expected timeframe. 

 
 
 

• Objective 1: Application of the national legislation, rules and regulations in the 
corrections field  at  provincial and  district  level  and  implementation of  the 
Central Prison Department’s (CPD) new operational and managerial structure 
and policy across the country. 

 
Regarding expected results 1.1 listed in the Logical Framework: The completed review 
and acceptance of legislation and regulations, such as the adopted Prison Regulations, 
can also be regarded an important achievement, now offering a more effective possibility 
for further implementation, even in the provinces. Similarly, the introduction of new 
recruitment procedures for the recruitment of prison staff can be regarded as a very 
important milestone, together with the institutionalization of initial basic trainings before 
their assignment starts. 

 
Regarding expected results 1.2 listed in the Logical Framework: Penitentiary staff in Kabul 
and judicial staff working in the provinces of Jalalabad, Laghman, Kunar, Nooristan, 
Kandahar,  Helmand,  Uruzgan  and  Zabul  received  training  on  the  Penitentiary  Law, 
adopted in 2005 and the Prison Regulations, adopted in May 2008. Adequate training 
material was developed and translated into the relevant languages. In spite of the criticism 
expressed by the evaluators in relation to the implementation of the training, it is clear to 
them that the training provided significantly improved the professional capacity of the 
recipients. This, in combination with the availability of proper infrastructure, represents an 
important step in improving the quality of life of inmates. 

 
The evaluators were also happy to learn that in the recently developed training materials 
special attention is devoted to the Code of Conduct for Prison Officers. Considering the 
importance of  such  code  at  operational level,  the  evaluators suggest  that  UNODC 
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continues to advocate for the proper implementation of such rules, as the integrity policy 
must be a continuous substantial part of the prison policy. 

 
Regarding  expected  results  1.3  listed  in  the  Logical  Framework:  As  far  as  the 
establishment of the Central Prison Department is concerned, the evaluators observed 
that its operational capacity has improved, especially because of the appointment of the 
new Head of the Prison Department. Evaluators appreciated the capacity of UNODC to 
establish and maintain fruitful, cooperative relationship with the CPD. In particular, the 
launch of the PRR deserves special mention as it represents the most important tool to 
achieve long-term sustainable strategic planning. 

 
The following is a cross-cutting issue with regard to the expected outputs 1.2 and 1.3 as it 
relates both promotion of legislation and drafting adequate policies/strategies responding 
to an emerging issue, namely that of the overcrowding in prisons. During the evaluation 
mission the evaluators had the possibility to discuss the upcoming issues related to the 
continuously increasing number of  inmates, which will soon reach a  non-sustainability 
point. Having in mind the consequences that such critical situation might have not only on 
the inmates but also on the penitentiary system as a whole, the evaluators recommend 
that UNODC continues its efforts with regard to the establishment of a system of 
alternatives to imprisonments, taking all necessary actions to avoid a total collapse of the 
system, which will extend its consequences beyond the penitentiary field.     As the 
evaluators understand that setting up such a complex architecture will require too much 
time, they recommend that UNODC starts with the promotion of legislation on pre-trial 
detention. As international experience worldwide has shown, pre-trial detention is not only 
not recommended but not even effective when it comes to petty offenders. 

 
Regarding  expected  results  1.4  listed  in  the  Logical  Framework:  The  former  major 
problems with regard to the development of an adequate database system for the prison 
service are partly solved but it must be said that to date still there is no adequate database 
for the prison service. An internal database is available only at the HQ. The positive news 
is the establishment of a small joint working group of Afghan and international experts, 
which is  currently intensively working on creating the new necessary database which 
covers all the defined objectives. 

 
• Objective 2: Rehabilitation of selected prison facilities throughout 

Afghanistan. 
 
The output expected under this objective is the refurbishment and rehabilitation of selected 
provincial prisons of medium size. Preliminarily, it is opportune to point out that, similarly to 
Objective 1, the present revised Objective is twofold. On the one hand it focuses on the 
so-called “hardware” (provision of adequate prison facilities) and on the other, it aims at 
creating rehabilitative programs for prisoners. 

 
With regard to expected output 2.1: In the last two years both aspects of Objective 2 have 
suffered from the lack of coordination and cooperation already illustrated. As a result of 
such circumstances, for instance, the construction of two provincial prisons (Gardez and 
Mazar) has reached a substantive halt. In Gardez the reasons behind the stop were mainly 
financial  and  the  evaluators  doubt  that  the  remainder  of  the  structure  will  ever  be 
completed. 
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With regard to expected output 2.2: Kabul’s new women’s prison (constructed under the 
project T41) offers the possibility to develop a positive regime, including possibilities to 
develop constructive rehabilitation programs. Coordinated recourse to the professionalism 
and experience of the local NGOs already providing support to female inmates is, in the 
eyes of the evaluators, a must for UNODC: 

 
It  seems opportune to  recall here  the  conclusions reached by  the  evaluators in  the 
previous exercise, which are still valid: “ [...] it would be advisable for UNODC to conduct a 
thorough assessment of its ongoing activities, clearly and accurately identifying the 
obstacles that have hindered project implementation. This would allow the identification of 
new priorities at the operational level. Further development of the PWG role – more 
coordination, cooperation and communication – is fundamental” 

 
The continuation and/or revision of the present relationship between UNODC and UNOPS 
remain a controversial topic. According to the evaluators, it would be opportune that 
UNODC reconsider their main focus. The topical question the organization would need to 
ask itself would be “What is our core business?” Once answered, then UNODC should 
draw up a concrete achievable strategic plan for the future concentrating only on issues 
that really belong to them, such as provision of training; development of drug policy and 
legislation, provision of suitable premises for the rehabilitation of inmates and development 
of relevant, sustainable programs which include of course also a policy on alternatives. 
This is only a possibility if the General Directorate commits itself to provide all needed 
support for the correct evaluation of what has been done so far and works with a yearly 
evaluation assessing the proper implementation of its policies.  The evaluators underline 
the importance of a strong link between UNODC and CPD and only than even more 
success can be achieved. This does not mean, however, that UNODC should totally 
abstain from engaging in small building/rehabilitation activity (for instance, the creation of 
facilities for drug-addicts). 

 
 
 

• Objective 3: Enhancement of the operational capacities and professionalism 
of penitentiary staff working in selected correctional facilities and improvement 
of coordination within criminal justice system. 

 
With regard to the attainment of the expected output 3.1: When it comes to training, the 
impression that the evaluators gathered during the mission was that quite a number of 
different  actors  (British  Embassy,  UNODC,  CSSP,  Central  Training  Centre  of  Pol-i- 
Charkhi, ISISC) have been actively involved in designing and implementing training for 
correction staff. As always in such cases, the risk of duplication of efforts lies ahead. The 
positive aspect of the situation found by the evaluators is that much of the training material 
was translated, published and distributed in Kabul and the seven foreseen provinces. The 
evaluators,  however,  were  sorry  to  hear  that  there  was  little  if  any  coordination, 
cooperation and communication between the various actors.   In light of the above, the 
evaluators suggest that UNODC uses its participation in  various discussions (such as 
PW G and the PRR WG) to advocate for the establishment of regular training coordination 
meetings among the relevant counterparts in order to: 

 
a.       make an overview of all training modules designed/available to date; 

 

b. make  a  concrete  study  of  the  contents  of  those  modules  and  develop  a 
consolidated curriculum targeting all uniformed staff for all types of prisons; 
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c.       identify, in addition, special modules for the civilian staff (i.e. social workers); 
 

d. develop a special management curriculum for future members of the management 
teams of the prisons; 

 

e.       build an adequate recruitment policy for all new (uniformed) staff. 
 
The above mentioned considerations were already expressed in the mid-term evaluation, 
but apparently, also due to shortage of staff, they have not been properly implemented. 
The evaluators underline that it is fundamental that the training is gender-oriented rather 
than gender-differentiated. In this respect, UNODC should continue to support, in 
coordination with CSSP and the MoJ, the Central Training Centre, on whose shoulders 
should rest the responsibility for the implementation of any training targeting penitentiary 
staff. 

 
Regarding expected result 3.2: Co-operation among penitentiary management and staff 
and other criminal justice stakeholders (Saranwali, police, judges, lawyers) strengthened 
and experience is shared in international setting, little progress is noticed. More concretely, 
a workshop on Provincial Reconstruction Teams (PRT) and Prison Reform was co- 
sponsored by UNODC and UNAMA on November 2008.   Its aim was to bring together the 
International Correctional advisors, CPD, Embassy staff and PRT personnel in order to 
inform the involved stakeholders of the needs of the CPD, reforms currently ongoing and 
how we can make use of PRT resources to move development forward as well a de- 
conflict similar or parallel projects. Nevertheless, no other joint initiatives followed this 
event to the knowledge of the evaluators. 

 
• Objective 4: Establishment of training programmes for correction officers and 

social workers as well as development of vocational and educational 
programmes  for  prisoners,  including  alternatives  to  imprisonment 
programmes. 

 
It is evident that objective 3 and objective 4 have a strong connection. 

 
Regarding Expected output 4.1: Establishment of educational and vocational facilities in 
selected detention centers rehabilitated: Educational materials have been provided and 
delivered to different provincial prisons. Furthermore, equipment and materials for 
vocational training were delivered to some prisons. 

 
Regarding Expected output 4.2: A curriculum for social workers developed and training 
provided for social workers placed in selected correctional facilities rehabilitated. As 
indicated earlier in this report training was realized targeting social workers. 

 
As already indicated,  maximum use should be made of the existing training materials, in 
particular those produced by the British colleagues, CSSP, ISISC, and UNODC for male 
and female prison officers. The continued use of the train-the-trainers method is 
recommended to increase future sustainability. More attention should also be given to the 
relevant quality of the implementing trainers: judges and prosecutors, regardless of their 
professionalism, are not the most recommended trainers for prison officers, as they are 
perceived as “external” to a very complex microcosm. Qualified Prison experts with a 
judicial background should, instead, be used. 
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Regarding  expected  outputs  4.3:  W ith  regard  to  the  development  of  a  policy  on 
alternatives to imprisonment, the evaluators recorded no substantive progress. Needless 
to say, also for the reasons illustrated above, that this area needs to be taken care of with 
certain urgency. 

 
• Objective 5: Development of infrastructure and programmes addressing the 

identification, treatment and training intended to deal with the needs of drug 
users in selected penitentiary facilities. 

 
Under  this  objective,  the  evaluators  have  to  conclude  in  the  last  two  years  no 
developments have been recorded.  In Pol-e-Charkhi prison the situation of the medical 
service improved and potential departments for implementing a drug policy have been 
created but an adequate policy stills needs to be developed. 

 
An important component of Project R87 in this respect was the foreseen drug abuse 
survey to be administered in all of Afghanistan’s 22 prisons. Because of the divergent 
ideas of the partners involved the survey started later than originally planned. The survey 
should  be  completed  by  October  2010.  Based  on  the  outcomes  of  the  survey  the 
evaluators recommend strongly that two main issues are addressed. The first concerns the 
problem of addiction. UNODC should identify the typology of drug users (hard/soft drugs), 
determine the treatment they need and design facilities and training accordingly. The 
second aspect which needs to be addressed concerns the prevention strategy to be 
adopted in prison. Because of the many links, this aspect should be dealt in close 
connection with counter-corruption actions. 

 

 
 

2.4 Achievement of Project Results and Implementation 

As explained earlier, although envisaged as a final evaluation, this exercise took place 
when the project had not yet reached its end. The evaluators, therefore, are not in a 
position to draw final conclusions with regard to project results and implementation due to 
the fact that the project is still running As indicated, however, the evaluators remain 
optimistic as to the project’s future prospects and expect full implementation of what is still 
pending, provided that a clear, disciplined time schedule is adopted and well defined, 
concrete activities identified. 

 
Having said the above, the evaluators have outlined specific achievements in line with 
specific expected outputs listed in the logical framework of the project which can be 
presented in a summarised way by the listed indicators of these achievements: 

 
1.  The completed review and acceptance of regulations can also be regarded as 

an important achievement; 
 

2.  The introduction of new recruitment procedures for the recruitment of prison staff 
can be regarded as a very important milestone; 

 
3.  The institutionalization of initial basic trainings before the staff’s assignment 

starts. 
 

4.  The launch of the PRR represents the most important tool to achieve long-term 
sustainable strategic planning; 
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5. The former major problems with regard to the development of an adequate 
database system for the prison service are partly solved. The positive news is 
the establishment of a small joint working group of Afghan and international 
experts, which is currently intensively working on creating the new necessary 
database which covers all the defined objectives. 

 

 
 

2.5 Institutional Management Arrangements and Constraints 
 

 

In terms of appropriateness and effectiveness of overall institutional and management 
support of the project it should be highlighted the following, having in mind that 
effectiveness relates to the capacity of the results to reach the purpose of the project 
which is: “To reform and upgrade the functioning of penitentiary system, including the 
promotion of rehabilitation of the prisoners, as a contribution towards peace building in 
Afghanistan”.: 

 
1.  As it is earlier pointed out the overall objective needed to have better defined 

its corresponding measurable indicator of achievement. 
 

2.  Most of the activities undertaken were initiated and implemented rather on an 
ad hoc basis than based on a concrete strategic plan and vision leading to 
sustainability. 

 
3. Better and more effective cooperation was needed to be realised in the 

framework of this project between UNODC and its partners as well as native 
and international actors involved in this area in order to increase 
complimentarily, add value to existing initiatives in this area, especially 
regarding training of prison administration, and finally aiming at avoiding 
overlapping of already existing initiatives in this area. 

 
4.  Better use of the qualities of the prison capacities is needed in implementing 

specific training activities of the project, since it was highlighted earlier in this 
report that the training was mostly given by judges/prosecutors/lawyers etc. 

 
5.  More effective cooperation with direct beneficiaries is needed throughout the 

implementation and support provided in the framework of this project and 
more ownership should be delegated to direct beneficiaries. Furthermore, an 
independent review of agreements and contracts concluded between 
UNODC/UNOPS and  the  beneficiary, in  particular MoJ/CPD might  be  a 
useful tool to ensure greater compliance, minimize risks of future disputes 
and delays caused by misunderstandings and erroneous policies. 

 
6.  Better project oversight was required during the implementation process of 

project’s activities in terms of project cycle management from the part of the 
implementing organisation. 
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3. OUTCOMES, IMPACT AND SUSTAINABILITY 
 
3.1 The Project’s Outcomes, their Impact and Sustainability 

As mentioned above, the evaluators find it rather difficult to issue final statements related 
to the project's medium/long-term impact. This will eventually depend on a number of 
factors, amongst which the ability of the CPD, which is currently still in fieri, as well as of 
other Afghan institutions to absorb and benefit from the technical assistance they receive. 
Willingness of Afghan civil servants to rise to the challenge and assume commensurate 
responsibility for their own affairs will also play an important role. The above mentioned 
aspects are crucial and only partially amendable to project design and execution. 

 
Yet, there remain elements upon which control is possible, training being one of them. This 
means that UNODC shall pay increased attention to the country and profession-specific 
learning needs and to the suitable training methodology.   This will require that a fully 
organized training system is put in place, limiting outsourcing of resources of the partners 
realising training. The same counts for the capacity and stability of the (middle) 
management of prisons. They are responsible for the implementation on a local level of 
the prison policy and their role asks for quality and stability. 

 
In the Report related to Project T21 the evaluators underlined the pivotal role local NGOs 
play in improving the life of inmates and their condition. The recommendation issued in 
relation to the other project can be easily transferred also to the current project, whose 
sustainability also passes through the long-term, stable relationships with local NGOs. The 
evaluators realized that there is a shared concern amongst the international and national 
actors  to  ensure  that  proper  rehabilitation  programmes  (and,  possibly,  after  care 
provisions) are embodied in all programmes dealing with the penitentiary sphere.    To 
achieve this goal the support of NGO’s is fundamental and it is the responsibility of the 
organisations to make proper and efficient use of this support, not only for short term 
and/or pilot projects. Improvement of the prison service asks for a strong strategic plan; for 
strong cooperation, coordination and communication. Last but not least this asks for a 
strong central podium where the key partners come together. The PW G could play this 
role. UNODC can represent a key actor in this process, not necessarily in relation to 
“hardware” component, but specifically for the so called software. 
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4. LESSONS LEARNED AND BEST PRACTICES 
 
4.1 Lessons Learned 

The evaluators would like to start this paragraph quoting what they wrote in the 2007 
intermediate evaluation of the present project. The considerations are still valid, despite 
the passage of time: “Just as in most other international assistance efforts the most 
important lesson points refer to the importance of better communication, coordination and 
cooperation between all stakeholders instead of endemic inter-agency competition. A 
second lesson concerns the importance of practical managerial capacity. At present the 
relatively few project coordinators – more specific concerning the operational aspects - 
must serve double duty with regard to project management and coordination, as well as 
providing substantial legal advice. Here a stronger differentiation and sufficient emphasis 
on the personnel requirements of practical project management would be desirable. Task 
managers should be involved only in the overall coordination and supervision of the 
implementation  of  the  different  activities,  rather  than  invest  in  the  contents  (i.e. 
participation in writing drafts for regulations, policies, etc.).” 

 
In 2007 the evaluators recommended the presence of an overall manager cum project 
leader, who operates above all parties and is involved with policy rather than practical 
matters. They also suggested that specialists for the different sub areas are also involved, 
working alongside the national project leaders. A greater functional differentiation within 
COAFG would have not only alleviated some of  the current staff shortages, but also 
aligned the organisational structure more clearly with personal responsibilities and thus 
presumably have had a beneficial effect for inter-agency cooperation. In this respect it 
ought to be noted that the recent recruitment of an International Coordinator for Prison 
Reform Project (a position which remained vacant for quite a while until the end of 2009) 
will probably allow the project to catch up with the delays and problems it has encountered 
so far. 

 
A third lesson identified in 2007 concerned the development of training materials for the 
training of the penitentiary staff. This, in the eyes of the evaluators, is an issue which has 
not been resolved, despite  a lot of material for this purpose that has been produced  The 
current practice is still that each organization spends time and money     in producing 
valuable outputs, which in many cases duplicates those produced by someone else. The 
evaluators noticed that during the period of development of the materials for the uniformed 
staff, ISISC and CSSP worked in total independence, with hardly any communication 
between them. Greater coordination and common use of already existing resources would 
not  only  be  more  cost-effective,  but  would  likely  reduce  inter-agency  friction  over 
respective competencies. In this context it is also of tremendous importance that UNODC 
takes the  responsibility to  verify in  advance the  quality and relevant expertise of  the 
trainers  who   implement  the   trainings.  The   evaluators  noticed  that   the   trainings 
implemented by ISISC for the basic uniformed staff were provided by judges and 
prosecutors instead of experts from prison services. 

 
Looking  at  the  (non)  developments  with  Mazar  and  Gardez  prison  structures  the 
evaluators have the strong feeling that the “Fourth lesson of 2007” namely that     the 
planning and design of  the rehabilitation of existing prisons and the construction of new 
prisons remains critical. It is still necessary to ensure that commitments and task divisions 
are  fully  understood and  adhered to  by  all  stakeholders. An  independent review of 
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agreements and contracts concluded between UNODC/UNOPS and the beneficiary, in 
particular MoJ/CPD might be a useful tool to ensure greater compliance, minimize risks of 
future disputes and delays caused by misunderstandings and erroneous policies. 

 
The evaluators hope that for UNODC the lesson learned will be that reconsidering the 
main focus of the activities will be the software of the prison development activities and not 
the hardware primarily construction and reconstruction and refurbishment of prisons. At 
the moment of the evaluation the evaluators noticed that UNODC was already moving 
away from construction. The solutions found for Gardez and dismissal of the project in 
Mazar is evidence of such attitude. Conversely, initiatives like the drug abuse survey and 
the creation of facilities for vocational training are very positive examples of the changed 
policy of UNODC. 

 

 
 

4.2 Good Practices 
 

 

As the project is yet to be completed, it is difficult to provide a full overview of best 
practices. Nonetheless, it seems possible to highlight some positive aspects which have 
marked the project. 

 
The decision to focus in a substantial way on training and postpone more complex and 
controversial initiatives concerning the alternatives to imprisonment and the establishment 
of the Prison Reform Sub Working Groups deserve special mention as good examples of 
effective operational implementation and inter-agency cooperation. 

 
The  appointment of  an  International Project Coordinator fully dedicated to  the  prison 
reform, the delegation of activities to other organisations which should entail, as it was not 
the case in the present project, control on and about the content of the activities, in casu 
the relevance of the training materials and right relevant competencies of the trainers as 
mentioned earlier in this report and recourse to local NGOs (here reference is made also 
to the Project T21) can be seen as positive good practices. 

 
It is very positive that at the moment of the evaluation the plans for the recruitment and 
training of the staff of new prisons are implemented step by step. The same goes for the 
developed materials for the basic uniformed staff in different languages and published in 
December 2009. The new initiative to train the higher management levels making use of 
the train the trainers’ methods can also be regarded as an inspiring practice. 

 
The organization of the two workshops on alternatives and the creation of working groups 
on different aspects in this issue (i.e. development of new legislation) deserve to be 
commended, despite the fact that concrete further steps were not possible because of the 
lack of financial means. The initiative to look for new financial resources also deserves 
appreciation and support. 

 
In Pol-e-Charkhi Prison the evaluators noticed the positive development within the medical 
health units, which were well equipped. The initiative to organize a survey on drug abuse 
in all 23 prisons is positive and the fact that it was not yet fully administrated cannot be put 
on UNODC’s shoulders alone. The creation of the conditions for vocational training in the 
refurbished part of Pol-e-Charkhi prison (former women’s prison) also deserves a mention. 
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Last example  of good practices  was the provision  of material  for vocational  trainings  in the 
different prisons  in Kabul and the seven foreseen provinces. 
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5. RECOMENDATIONS 
 
 
 

Recommendations regarding better implementation of this project and required 
cooperation between relevant actors in the future may be summarised as follows: 

 
8.  A concrete strategic plan and vision is recommended to be elaborated in the future 

with regard to project implementation leading to sustainability. 
 

9.  The relationship between UNODC and UNOPS still needs to be clarified and its 
nature better communicated to donors and beneficiaries alike. The evaluators still 
have the strong opinion that UNODC should finalize the activities concerning the 
prison in Gardez and that until then maintaining a good cooperation with the MoJ 
and UNOPS is a fundamental condition. 

 
10. The  PWG  should  grow  to  become  the  central  coordination,  cooperation  and 

communication forum overseeing all activities concerning the prison services. 
 

11. Now that Project R87 has been extended, the International Coordinator (Prison) 
should make first an inventory of the overlapping or common issues/topics and 
draw up a concrete strategic plan for the rest of the implementation period. 

 
12. A long-term, stable relationship with local NGOs is recommended in benefiting from 

their local expertise in adding value to the implementation of the project’s activities 
in the future. 

 
13. An   independent   review   of   agreements   and   contracts   concluded   between 

UNODC/UNOPS and the beneficiary, in particular MoJ/CPD might be a useful tool 
to ensure greater compliance, minimize risks of future disputes and delays caused 
by misunderstandings and erroneous policies in the case of the construction of the 
two prisons. 

 
14. It is strongly recommended that in terms of clarity and easiness to follow up with the 

issue  of  attainment  of  the  immediate  objectives,  it  would  help,  if  the  logical 
framework elaborated specific indicators of achievement per each immediate 
expected output under immediate objectives. This would help also in the future the 
process of the final evaluation of this project in terms of concrete measuring of the 
extend and scope of achievement of these particular listed outputs. 

 
Recommendations regarding effective achievement of defined objectives: 

 
1.  A fully organized training system is put in place, limiting outsourcing of 

resources. 
 

2.  The continued use of the train-the-trainers method is recommended to 
increase future sustainability. 
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3. More attention should also be given to the relevant quality of the 
implementing trainers: judges and prosecutors, regardless of their 
professionalism,  are  not  the  most  recommended  trainers  for  prison 
officers,  as  they  are  perceived  as  “external”  to   a   very  complex 
microcosm. Qualified Prison experts with a judicial background should, 
instead, be used. 

 
4.  With   regard   to   the   development  of   a   policy   on   alternatives  to 

imprisonment, it needs to be taken care of with certain urgency. 
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6. OVERALL CONCLUSIONS 
 

 

“Although, at this stage, it is not possible to draw exhaustive conclusions about project 
AFG/R87, some partial remarks can be made. The overall perception of the project is still 
rather positive– looking at the total period of implementation - and permits reasoned 
optimism about its ultimate outcome, which will of course be affected by a number of 
factors beyond its control.” This is the opening remark of the last paragraph of the 2007 
intermediate report of Project AFG/R87. Two years later, the situation does not look 
significantly different, as one would have expected. This does not mean that nothing 
happened.  The  reasons  for  such  a  stagnation  are  multiple  and  often  beyond  the 
reasonable control of UNODC: the lack of a specialized project manager, the political 
battle fought over Mazar prison, the degrading level of security in the Country, just to name 
a few, hindered many activities and in a substantial way frustrated their progress. 
. 
Given the difficult institutional and political context in which it is expected to impact, it is not 
surprising that the implementation of the present project remains challenging and at times 
controversial. Its dependence on the cooperation and collaboration between a number of 
local institutions that are not accustomed to work with each other has made the ultimate 
attainment of its goals uncertain.   Given the enormity of this task, it is evident that the 
progress will be slow and the final attainment of this goal will likely have to await the 
passing of  a  generation or two. Other factors will also influence the outcome of  this 
process, namely political, social and economic developments, together with the influence 
that the international community will be able to exert on national and regional counterparts. 

 
Having said this the evaluators have seen positive developments: the reorganisation of the 
CPD, a growth in the capacity to recruit and train all level of staff, the role of the NGO’s, 
the establishment of the PW G, the refurbishment of Pol-e-Charkhi prison and prisons in 
the provinces and, last but not least, an increased awareness by responsible authorities 
and organisations of the need to cooperate, coordinate and communicate in a better way. 

 
During visits and interviews the evaluators noticed that especially the implementing 
international organisations like ISISC and CSSP hardly communicated with each other 
about their activities. Exchange of materials and expertise did not happen at all. 
International and local organisations have to commit themselves to work in a 
complementary rather than competitive way. For a better understanding of the previous 
comment, however, the evaluators wish to clarify that during the mission they received 
contradictory  and  fragmented  information  about  the  relationship  between  ISISC  and 
CSSP. The conclusion drawn above was developed mainly on the basis of the direct 
verbal information received from the representatives of both organisations. 

 
Ensuring commitment from the local authorities in realising this project has shown to take 
paramount importance in realising the projects’ activities. 

 
The completed review and acceptance of prison regulations can also be regarded as an 
important achievement, now offering a more effective possibility for further implementation 
of penal legislation, even in the provinces. Similarly, the introduction of new recruitment 
procedures for the recruitment of prison staff can be regarded as a very important 
milestone, together with the institutionalization of initial basic trainings before their 
assignment starts. It is also positive that in the context of the PRR activities UNODC long 
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term strategic plans are developed and the implementation of activities is coordinated in a 
more sophisticated way. 

 
The former major problems with regard to the development of an adequate database 
system for the prison service are partly solved but it must be said that to date still there is 
no adequate database for the prison service. An internal database is available only at the 
HQ. The positive news is the establishment of a small joint working group of Afghan and 
international experts, which is currently intensively working on creating the new necessary 
database which covers all the defined objectives. 

 
The relationship between UNODC and UNOPS still needs to be clarified and its nature 
better communicated to donors and beneficiaries alike. The evaluators still have the strong 
opinion that UNODC should finalize the activities concerning the prison in Gardez and that 
until then maintaining a good cooperation with the MoJ and UNOPS is a fundamental 
condition. 

 
The   establishment  of   the   PW G  was  a   strong  positive  initiative.  All   responsible 
organisations who  are  represented in  the  PWG  and  the  MoJ  (inclusive the  Director 
General of the prison service) now should develop a protocol in which the objectives, work 
appointments etc. of the PW G are included. The PW G should grow to become the central 
coordination, cooperation and communication forum overseeing all activities concerning 
the prison services. 

 
The evaluators are convinced that, for unknown reasons, the concrete start of the drug unit 
in Pol-e-Charkhi has not yet happened. Here, the development of a step-by-step policy, 
setting the criteria for each treatment, identifying the needed specialists, and providing 
relevant training, seems to the experts the only possible workable option. 

 
The evaluators are happy that UNODC followed the recommendation of the evaluators 
made in the midterm evaluation report to appoint an   International Coordinator for the 
prison reform project with exquisite legal expertise and able to coordinate the contributions 
of individual projects as well as able to effectively negotiate with outside agencies and 
beneficiary institutions. 

 
Now that Project R87 has been extended, the International Coordinator (Prison) should 
make first  an  inventory of  the  overlapping or  common issues/topics and  draw up  a 
concrete strategic plan for the rest of the implementation period. This applies first of all to 
the further training of the staff, the implementation of legislation and regulations, the 
development of the recruitment procedures, the training for the middle and higher 
management and the organisational aspects of the new and rehabilitated prisons. The 
PRR process as it is developed and implemented can give the guarantee for success. It is 
evident that  the CPD is ultimately responsible for most of such actions,  but for the time 
being the evaluators realize that in this responsibility needs the strong support of UNODC 
and the active other international organizations. 
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ANNEX I: LIST OF MEETINGS HELD AND SITES VISITED 
 

 

Meeting with Mr Sayed AFSAL, National Project Coordinator (AFG/R87) 
Meeting with Mr Amanullah AMAN, Executive Director, AREP 
Meeting with Ms Shaperai ANW ARY, Project Manager, AW EC 
Meeting with Gen. Abdul BAAQI (BAHSOODI), Commander of General Jail Pol-e-Charkhi 
Meeting with Mr Abdul BASSET, Country Representative, ISISC 
Meeting with Ms Victoria BACKMAIL, First Secretary, Correction, UK Embassy 
Meeting with Mr Collie BROW N, International Coordinator, Prison Reform Project, UNODC 
Meeting with Mr Sayed Yousaf HALEEM, Legislative Department, MoJ 
Meeting with  Lt.  Gen.  Amir  Mohamad “JAMSHID”, General President of  Prison and 
Detention Center, MoJ 
Meeting with Mr Ken Mc KELLER, CSSP 
Meeting with Mr Osvaldo LINGUA, Programme Manager, Italian Embassy 
Meeting with Ms Ashita MITTAL, Deputy Representative (Programme), UNODC 
Meeting with Ms Hasina SAFI, Executive Director, AW EC 
Meeting with Mr Abdul Wahid SALIM, General Director, HOSA 
Meeting with Ms Gulsoom SATARZAI, Director, AWSE 
Meeting with Mr Shamsullah AHMADZAI, AIHRC 
Phone conference with Ms Tomris ATABAY, Criminal Justice Reform Expert, UNODC 
Phone conference with Mr Terry HACKETT, Canadian Embassy 
Phone conference with Mr David LEACH, Canadian Embassy 

 
Site visits: 
Pol-e-Charkhi Prison 
Kabul Female and Juvenile Detention Center 
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