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Project description

At thetimeof project design and implementation, there existed well- grounded concernswhich, dthough
not based on specific intelligence, served to confirm the project target areaasvulnerabletotraffickingin
drugs, vehicles and illicit firearms which justified the need to develop the project. 1t has formed one
effective arm of the UNODC programme of assstancein drug law enforcement to theregion. In brief,
the project aims to strengthen the named countries individua and combined cagpacitiesto combat illicit
drug smuggling and organized crimein their joint border arees. Means envisoned are to improve the
capacities of law enforcement agenciesand prosecutorsin South Africa, Mozambique and Swaziland to
dedl with these problems, particularly those involving illict trafficking in drugs, fireerms and motor
vehiclesin the three countries. 1t was anticipated that by the end of the project, the recipient countries
would be better ableto ded with theforegoing problems, and significant improvementswill have been
achieved in the interdiction rates of cross-border drug trafficking and related crime.

Information on the evauation
Thisisatermind evauation by the externd evaluator, Mr. Derek A. Todd.

Findings and conclusions

Concept and design

The project fdls within the UNODC' s subprogramme entitled “ Supply reduction: eimination of illicit
crops and suppression of llicit drug trafficking”. 1t endeavorsto assigt the three participating

governments in enhancing thair capacity to fight illiat trafficking in drugs, solen vehides and illicit
firearms through the introduction of best practices and provison of basic interdiction equipment a



border posts shared by the three countries. This primary objective of the project fals within the
regiond priority of countering drugs and crime. The project’s design lacks measurable achievement
indicators and as areault, it is not possible to establish a definite success level. Nonethdless, during
the find evaluation misson to the designated border posts, feedback did indicate that increased
successis being achieved in a number of areas, but particularly in the recovery of solen vehicles.

I mplementation

The project was executed by UNODC' s field office based in Pretoria, with financid respongbility
for payments residing with UNDP Pretoria. Decisions were taken through regular consultations with
participating governments. This execution moddlity is consdered to be gpplicable and “best
practice’ for projects such asthis, since it facilitated a* hands-on gpproach” which culminated in
timely responses and a certain degree of flexibility relating to the Stuation at the project’ s target Stes.
The commencement of the project was conditiona upon the receipt of the assurance from the
recipient governments that adequate structures to absorb the activities of the project would be set up
and maintained. Before the start of the project’s second phase, Government representatives were
to sgn a Letter of Agreement (LOA) regarding the project document and their participation in the
project, which constituted the assurances required. Throughout the project’ s lifespan continuous
evauations and reviews were conducted. Project workplans which were found to be current,
regular monitoring missions were undertaken by UNODC gaff, annua TPRs aswell asregular
written and ord consultation were held with dl participating governments and well documented. In
November 2001, a mid-term evaluation was conducted by aloca consultant prior to the holding of
the TPR in Maputo. Bi-annua PPRs were compiled and shared with the governments, the donor
and UNODC Viennatogether with regular briefings on project progress to the donor locally as well
as through the Mini-Dublin Group meetingsin Maputo and Pretoria. All of the activitiesin the find
verson of the project have been carried out. In terms of training and equipment, it has exceeded
expectation and the evaduator now feds that limited success will follow.

Results

Officidswho have received training under this project are now much better equipped to carry out
their functions. The equipment would have been better suited for use after the training had been
ddivered. Should onerely on the anecdotd information recelved during the vist, the evauator
would have to say that the immediate objectives of the project were attained. Thisis particularly
truein relation to recovery of solen vehices. It isfdt that the project has strengthened the
recipients ability to exercise better control at the land border posts in the three countries. However,
it isfdt by the evaluator that it is Smply too early to gauge the totd impact of the project in
interdiction terms. In addition to the extra training and equipment provided, as dready mentioned,
the following additiond matters should be mentioned: Customs have reported a generd increasein
their efficiency in revenue collection (i.e. sugar and cigarettes); a better customer service attitude has
been adopted; thereis clear evidence of good cooperation and consultation between al partieson
sdes of the respective borders; the building up of self-esteem among officers deployed to these,
sometimes obscure and remote, border posts by the smple provison of an attendance certificate
following the training package; and corrupt activities among officids are il reported asbeing an
impediment to success. Asamethod of addressing the sustainability of the project, aprerequisite
was thet officiads that received training would have to remain at hisher current duty stetion for three



years dfter undergoing training. Thisis an extremdy difficult subject that must be thought through
before a project is finalised. The equipment provided requires little maintenance and the evauator
felt that the use would be sustained.

Recommendations and lessons|ear ned

Organised crime syndicates will use sophisticated methods to avoid detection.  The best method
available to the law enforcement agencies to combat this threet is through intelligence profiling. The
evauation misson found thet there islittle evidence of such intelligence being made avalable to the
border posts. It would be the recommendation of the evaluator that in future Smilar projects, this
matter should be discussed fully with the recipient countries before project plans and activities are
agreed. Also in the process of planning Smilar projectsin the future, consderation should be given
to the possibility that if the project is successful in achieving itsaims, the smugglers are likely to
disperse their activities to other parts of the open border line. There is much to commend this
project and with the modifications referred to, it could be used as amodd for Smilar cross border
projectsin other parts of the world.

Follow-up

No issues as such were resolved during the evauation mission, snce it was afind evauation. The
mission focussed more on an evauation of the implementation and the lessons learnt. However, a
the termind TPR held on 17 February 2003, the evauator did provide his provisond findings and
offered guidance in the use of the fina remaining $20,000 which isleft under this project. This
funding will be utilised for visudl andlysis training for Swaziland' s Crime Intelligence Unit and further
badc training of Mozambican officids together with the trandation of the training manudsinto
Portuguese.



