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MANAGEMENT RESPONSE

The Senior Management of UNODC appreciates the efforts of the Independent Evaluation Unit
(IEV) and the evaluation team for their evaluatiothef Regional Programme for West Africa for

the period 2012014, including interviewing and reaching out to beneficiaries, partners and
donors in Vienna and across various geographical locations in West Africa. The Management
also wishes to thank UNODCat in the field and at headquarters for their active contribution in
the exercise.

The evaluation exercise and the recommendations stemming from it are important in enabling
UNODC to overcome gaps and weaknesses and improve performance in order tmatensol
achievements and further strengthen its work in West Africa. Some of these recommendations
have already been taken into account in the initial design of the new Regional Programme for
20162020, and other relevant ones will be considered when finglire document.

The evaluation report notes that UNODCG6s interyv
relevant to strengthen in particular the capacity of member states to work towards the
implementation of the ECOWAS Regional Action Plan agaiifistt drug trafficking, related

organized crime and drug abuse in West Africa. It also notes that UNODC expertise in technical
assistance and threat analysis related to its different mandates was widely recognized by all
stakeholders. Regional networkach as the West African Central Authorities and Prosecutors

against Organized Crime (WACAP) and the Sahel platform are also highlighted as successful
initiatives in the region, to be further analyzed for potential replication. These observations are of

high importance to UNODC's work in the region and are duly noted.

Convinced of the importance of addressing the threats the region is faced with in a comprehensive
manner, UNODC will build on its efforts started under the Sahel project to ensure that strong
judicial institutions complement law enforcement efforts, resulting in a more balanced support to
Member States, as recommended in the report.

UNODC will also work jointly with member states from the region as well as donors to ensure
that the needs of beficiaries form the basis of its programming in the region, and are addressed
by a flexible, balanced and complementary mix of national and regional interventions. The
Steering Committee to be established under the new Regional Programme will be theapprop
setting to discuss on a regular basis the needs and priorities of all stakeholders and to respond to
those by adjusting the foreseen activities. Though its membership is to be further defined, the
Steering Committee will review on an annual basis XInterventions in the region in light of
identified priorities and will allow to share information on planned or ongoing activities carried
out by other partners in the region in order to avoid any possible overlapping and duplication. By
involving other development actors, the Steering Committee will also provide a venue for
UNODC to discuss the interventions of the different actors reinforce complementarities and
synergies as relevant, in |ine with the report0-:¢

The evaluation report alsnotes a need to strengthen the research component of the Regional
Programme, which remains underfunded despite donors considering UNODC expertise on drugs
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and crime in the region highly valuable. UNOD@&anagementfully supports this
recommendation and Widevise new ways to further advocate among donors the importance of
solid and comprehensive data as a basis for better planning and implementinghdditor
interventions in a timely manner. UNOD@anagemenalso supports the recommendation to
strengthents communication, awareness and advocacy functions in the region.

The need to enhance the programme/project cycle management is also noted. Jointly with the
efforts undertaken UNOD@ide in the past years to strengthen its strategic frameworks as well
as transparency and accountability, efforts will continue with a view to strengthen the
project/programme management, monitoring, reporting and evaluation functions and capacities of
the Regional Office. The structure of the new Regional Programme withinoatnew logical
framework with more solid outcomes, indicators and means of verification.

Nevertheless, the management is of the opinion that some of the recommendations, while
touching upon critical issues, fall short of proposing ways to address dihem,the constraints

within which UNODC is operating. In particular while UNODC explained in great details the
rules and regulations of the UN Secretariat as well as the constraints related to its funding model
to the evaluators, some of the recommendatieeem to fail to take these specificities into
account. For example, while UNODC can and does engage and advocate for specific
interventions based on its assessment of the needs of potential beneficiaries, it has no final control
over the specific globafregional or national agenda of donors or over their decision to earmark
funding for specific areas (law enforcement) and to not fund others (drug demand reduction,
research, etc.). Similarly, the recommendations on the full cost recovery model, naeosiba

or lack of core/seed funding seem to not take into account the -atenteoned operating
environment. In addition, the recommendation related to the empowerment and increased reliance
on its regional partners fails to take into account the lifoitat inherent to these structures,
although these were discussed at length with the evaluation team.

Finally, UNODC managementwould like to underline that the evaluation process was
constrained by the security (Mali and Nigeria) and sanitary (Ebola)tisituen some of the
countries under the Regional Programme, resulting in a limited sampling of interviewees, a
situation compounded by the limited number of answers to the survey administered by the
evaluators.
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EXECUTIVE SUMMARY

Context

West Africa is @nerally defined as the area of Africa between the Sahara desert and the Gulf of
Guinea, includingl6é countries Benin Burkina Fasp Cabo Verde Gambia Ghana Guinea
GuineaBissay Cote dlvoire, Liberia, Mali, Mauritania Niger, Nigeria, Senegal Sierra Leong

and Togo). It borders on the North Atlantic Ocean. Overall, the region has a low human
development indéx

In the reporiTransnational Organized Crime in West Africa: A Threat Assessipeblished by
UNODC in 2013, drug trafficking is a global problem that Heesome increasingly more
apparent in West Africa since the early 2000s. The region has become the hub for smuggling
drugs to Europe; mainly cocaine from South America, heroine from Pakistan and neighbouring
countries smuggled through from East Africa all a® other drugs such as cannabis. The reasons
West Africa has become such a hub is due tedinty trafficking efforts have closed off previous
more direct routes, as well as prevailing conditions of instability coupled with corruption and a
lack of ruk of law which has left West African states vulnerable to exploitation by organised
crime.

This climate of instability combined with poverty and bad governance has created a breeding
ground for organized crime such as trafficking in persons, arms, mineoaisterfeit/fraudulent
medicines, smuggling of migrants& cigarettes, oil bunkering, and other illegal activities. Recently
an increasing presence of and pressure from terrorist groups in the Northern part of the Sahel (e.qg.
Boko Haram, AQMI and the diffent groups in Mali) have also added to the volatility and
complexity of the social and political climate. These moveméatze also facilitated drug
trafficking, and have been able to flourish due to the absence of a strong law enforcement
structure, goodjovernance and state services; poverty; as well as insufficient access to education
for the majority of the population.

The 20162014 Regional Programme (RP) for West Africa was initiated after a request in 2009
from the Economic Community of the West isan States (ECOWAS) to support its Regional
Action Plan to combat illicit drug trafficking, organized crime and drug abuse-2008 The
overall objective of the RP is to support the efforts of the ECOWAS StesMauritania to
respond to evolving sedty threats such as drug trafficking and to promote human rights, the
rule of law and good governance.

LUNDMuman Devel opneh4 CRe@poWNéer de, Ghana and Sao Tome and
mai um human devel opment index group (with Cabo Verde, t he
rankli2an39 gl obal |l Y9t hehi lceunheies of the region belong to t
ranklishdg t o Ni ge8/anrdadikistg gl obal |l y) .

2Beni n, Burkina Faso, Cabo Verde, C! fBessaulibéria, Malir Niger, The Gambi

Nigeria, Senegal, Sierra Leone and Togo.


http://en.wikipedia.org/wiki/Benin
http://en.wikipedia.org/wiki/Burkina_Faso
http://en.wikipedia.org/wiki/Gambia
http://en.wikipedia.org/wiki/Ghana
http://en.wikipedia.org/wiki/Guinea
http://en.wikipedia.org/wiki/Guinea-Bissau
http://en.wikipedia.org/wiki/Ivory_Coast
http://en.wikipedia.org/wiki/Liberia
http://en.wikipedia.org/wiki/Mali
http://en.wikipedia.org/wiki/Mauritania
http://en.wikipedia.org/wiki/Niger
http://en.wikipedia.org/wiki/Nigeria
http://en.wikipedia.org/wiki/Senegal
http://en.wikipedia.org/wiki/Sierra_Leone
http://en.wikipedia.org/wiki/Togo

As in other regions, UNODCO6s suppoheRegbmalok t he f
Office for West and Central Africa in Senegal (ROSEN) rapldlynchednational integrated
programmes (NIPs) following a strategic decision to move from the previous project approach

to an integrated programme approach aimed at responding more effectively to the regions
challenges and ensuring more impact frominterventions by considering issues at a regional
level. The regional perspective adds value to UNODC global programmes and national
interventions by taking into consideration transnational challenges and promoting regional
cooperation, which is particulg relevant in West Africa, which is made of a high number of
countries, languages and sceeimonomic and judicial systems. It also facilitates dialogue with
and between governments and donors on common issues, as well as with key regional
stakeholders,uch as ECOWAS in West Africa.

The Regional Programme for West Africa was based on four interventions axis: (i) illicit
trafficking, organised crime and terrorism, (ii) justice and integrity, (iii) drug prevention and
health, and (iv) awareness and researc

Theindept h evaluation of UNODCO6s Regional Progr amr
December 2014 to March 2015 using a three step approach methodology that encompasses active

(field visits) and passive (desk review) data acquisition and asdlysitandardriangulation of

sourcesand methodcluding:

M A desk review of project documents, rtetm and annual reports, budget plans, work
plans, project evaluations, log frames, etc.; other documents that contributed to the
formulation of the RP s as the ECOWAS Plan of Action and the accompanying
Political Declaration; and a quick review of the main regional and national projects
(including performance reports) and selection of global projects (review of annual
reports, evaluation reports and jeei documents).

1 Interviews: over 100 interviews took place, covering both internal (UNODC) and
external (all other partners from beneficiaries to donors to implementing agencies)
stakeholders, and programme beneficiariégsldAmissionswere carried outuccessively
to HQ-Austria, the Regional Office for West and Central AfricRGSEN, based in
Dakar, Senegal and in a selection of countriesluding their UNODC OfficedCabo
Verde, Nigeria, Guine8issau, Niger, BeninC! t e d ®urkina Fasceand S
Leone) This included interviews with those that attended trainings conducted by
UNODC. Remote interviews were also conducted by the evaluation team with countries
notvisited (Mali, Liberia, Guineaylauritanig Gambia, Togo and Ghana

9 Focus group imrviews: several focus groupgerviewstook place to acquire data more
swiftly and in a participatory wayhere a large number of people had to be interviewed.

1 Field visits in addition to ROSEN, the Country Office in Nigeria (CONIG) and HQ, the
team visted several institutions that have been established under and/or contribute to
flagship projects for the RP (Container Control Programme (CCP), AIRCOP, West
Africa Coast Initiative (WACI), drug treatment centres) in Senegal, Nigeria, Guinea
Bissauand Cé dol voire. This enabled the team to |
practical manner and allowed for the review of the provision of material and equipment
provided by UNODC.



1 Online survey: an online survey was developed to enable stakeholderstie be share
their views in an anonymous manner. The survey was sent to ovele8ifatariesand
elicited 31 response&ven though the number of responses do not allovmakeany
statistical inference, the results were used to triangulate as an auditsource for
measuring divergence or convergence with the data collected through, desk reviews,
interviews and direct observation.

Evaluation Findings

1. Relevance;

The scope of the RP encompassed alll i ssues cove
Straegic Framework as well as all mandates of UNODC that are relevant for the region.

UNODCb6s response has overall been highly rel ev:
namely strengthening the capacity of member states to work towards achievgupkhef the

ECOWAS Regional Action Plan and reinforcing the capacities of the Member States in the region

to ratify the relevant international instruments and to implement them. Both national ard trans

border issues were taken into account and enhangetha¢ dialogue among key stakeholders

was facilitated, in particular on the basis of improved capacity and decentralisation of expertise.

UNODCb6s expertise in technical assistance and o
prevention of transational organized crime and drug trafficking, particularly law enforcement,

criminal justice, corruptioris widely recognised by all stakeholders as its main competitive
advantage.

2. Design:

The design of the RP covers all UNODC mandates and featuresgedaticomes, outputs and
indicators in its logical framework. Changing the approach from single interventions (projects) to
integrated and muktountry efforts under sdprogrammes and a regional programme proved a
challenging task.

Linkages between theatic areas have progressively improved over the duration of the RP (for
example between the illicit trafficking and justi(®ibprogrammes 1 and 2)). Howevdinks

with the sub programmes related to health and researchp(sgtammes 3 and 4) remain
teruous and often did not receive adequate resources despite increasing recognition of their
importance in tackling the root causes of trafficking.

Whilst the RP has managed to respond largely to needs identified by countries, the
implementation of the RP hadways been, and remainspnstrained by donorgho tend to

pledge support and fundiragcording to their own national priorities rather than actual needs, as
well as the rationale and the implementation of the priorities as defined in the ECOWAS regional
action plan. Unfortunately, this did challenge the implementation of some programmes in some
thematic areas, especially as threats in the region evolved over time. For this reason it was found
that the RP would benefitom the establishment of a permahgovernance structure where a
change of priorities overtime (for example from cocaine smuggling to security threats, etc.) could
be voiced in a structured fashion by donors or beneficiary countries and reflected more effectively
in the interventions.
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Whilst receivinglimited funding, the idea of nationBlIPsremains a relevant initiative. Having a
comprehensive and holistic national approdhdispensabléo complement a regional and sub
regional approach as they offer a tailored framework for tagldountryspecific issues.

3. Efficiency:

Overall, the RP has been efficient. It has proven an attractive tool to substantially increase donor
funding, although it still resulted in an uneven spread of resources into the different sub
programmes.

The evalu#on finds that the full cost recovery approach needs to be better communicated and
explained to the donor community who remain resi
transparency to its costs structure and operations should not be held Hyaiosganisation,

especially when other agencies remain opaque about their respective costs and are being wrongly
perceived as more efficient. More dialogue and support from HQ would be beneficial here to

ensure understanding with the donors from thdewels down.

Whilst an extensive effort has been made, timely delivery of activities through projects has often
encountered difficulties. This is often due to delayeckiptof financial resources and a high
turn-over of UNODCSstaff both in the field ah at HQ level. Furthermore, the overall delivery

rate of projects has steadily increased over time, as a result of increased staffing levels and
procedure rationalisation.

In spite of the efforts made, the evaluation found ghianited availability of laseline studies, the

lack of reliable data, and contextual analysis has impacted reporting capaaitids due to the

limited interest of donors to fund research and monitoring activifieis should be addressed in

order to adequately inform donors progress and achievement of their funded interventions, as
well as getting a better overview and understanding of changes effected on the ground. To combat
this it is suggested that a strong project cycle approach be adopted/developed for the RP and all
projects under it

Visibility and communication are highly demanded by donors and beneficiaries and remain a
limitation to unfold the RPs full potential.

Donor support was mostly linked to own agendas and priorities in the rdgimnhad an effect

in the inplementation of the original design and type of interventions that Rfre had to

implement byprogressivly accommodating changes and prioritizing interventitmsneet the

demandsof the main donorsSupport to beneficiary institutions has been higldievant in

identifying needs and the most pertinent technical solutions, but this effort still needs to be
translated into strong ownership of counterparts and will require a rethinking of the approach on
sustainability. T he REdasce cduldrbanefi fygoinche suppioreai & at i on
regional Steering Committee

4. Partnership and cooperation:
The RP enabled UNODC to increase both the quality and quantity of partnerships with

stakeholders (donors and other operational agencies; for example UNR& Ivory Coast),
which brought less duplication and more complementarity.
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ROSEN has managed to create strong relationships with beneficiary institutions by responding
actively to their needs. The partnership with ECOWAS, which was the basis of shimiti
design, would benefit from a review aimed at designing a less ambitious approach with more
achievable results and a more even distribution of responsibilities; thereby encouraging
ownership and sustainability.

UNODC both in the field and at headarters is proactively encouraging donors to respond to
specific RP issues. However, interventions are still very much diman, based on their
perception of priority needsA comprehensive donor coordination mechanism under the RP
would contribute taan increase in effectiveness of UNODC portfolio in the region as it would
ensure that resources go where the greatest needs and gaps are.

The RP has been a useful tool for UNODC to enhance its capacity to partner with other
international organisations. &be efforts also enabled harmonisation of efforts to better use
resources. Cooperation with other UN Agencies has substantially increased during the RP through
participation of UNODC in for example the UNDAF and Delivering as One (for example in Cabo
Verde and with the integrated Sahel Strategy amongst others). Bilateral partnerships with other
agencies to enhance efficiency through distribution of tasks as per mandates have also been
observed. However, there is still a sense of competition on some @irgappics between
agencies.

It would be ideal to increase collaboration with civil society organisations (NGOs, CSOs). CSOs
are usually closer to end beneficiaries and are often more successful in ensuring ownership,
impact and sustainability of intervieons.

5. Effectiveness:

Overall, the RP has been effective and has managed to devise an integrated regional strategy
through the programme approach. However, during the first stages of the RP there remained a
culture of approaching initiatives in a projeesied manner; based on a single issue/intervention
rather than a holistic regional approach. This was mainly due to the process of streamlining
previously national projects into a regional set up. Later on initiatives have incorporated a much
more regionatharacter, for example see the WACI and Sahel projects; tackling issues on a sub
regional level with much more effect.

The results attained by the RP vary widely from country to country mostly according to their
degree of institutional development, with ucdries with more institutional development
performing better than those with less (for example Cabo Verde with strong institutions in law
enforcement as well as justice has shown the strongest successes).Couple with this it was
observed that whilst (subkgional initiatives are important there remains a need for building
capacity at the national level to support regional initiatives. The idea of more tailored responses at
a national level in relation to illicit trafficking and organised crime should ppa@ted by donors

and prioritized by the program.

The RP has managed to transform structures for improved collaboration both within and between
countries through the establishment of coordination mechanisms and platforms for discussion and
dialogue althoug some issues were however not fully addressed (e.g. cannabis, human
trafficking). There are relevant examples of effectiveness of the RP such as the creation of
platforms of information sharing and several flagship interventions that have been most
succesful and will need decisive political support and resources to ensure continuity. In the field
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of justice and integrity, most efforts were devoted to UNCAC. Corruptiamected with
integrity and solid public service values is a key concern in the regidnt might be necessary

to consider the possibility to make this issue a esestorial topic in all interventions. In
addition, activities aimed at encouraging AML within the region have been successful, with
increased exchanges of information takitacp despite language issues. Furthermore, the health
sector and HIV prevention efforts have been most successful in supporting umbrella organisations
and treatment centres in the region and tackling the other side of the problem. In addition to this
succass, UNODC should build upon this momentum to gather additional support to ensure
consistent and sustainable extensions of these services throughout the region.

Research and awareness received low funding in comparison to needs at regional level. This has
been judged by the evaluation as a shortcoming, which needs to be addressed in the new RP as it
should form the basis of all interventions if they are to be successful.

SP1i illicit trafficking, organised crime and terrorism:

Owi ng most | y troin théNaGIDNC thes majerftyf ob countries have adapted their

legislative frameworks to international standards (terrorism prevention, counter trafficking in

persons and smuggling of migrants (ABPM), anttmo n ey | aundering ( AML) é
implementation of these legislative measures, whilst being supporéed linking law

enforcement and justice, still requires substantive support to be fully in place. The RP has
managed to consolidate regional structures and to enhance collaboration between equivalent
institutions (e.g. DEAS) through direct interactions and trainings. There are different levels of

capacity enhancement varying from country to country. To balance and harmonize regional
requirementdevels, there is a need for more tailored support to itsiceaccount the different

institutional development contexts.

Intelligence support was successfully provided in the region through capacity building of
institutions and should be accompanied by administrative transformation of those institutions.

Regionaland sukregional platforms (e.g. West African Central Authorities and Prosecutors
Network (WACAP) and the Sahel Judicial Platform,) have been effective tools to promote
dialogue and exchange of information and expertise between very diverse institutiosial S
flagship interventions (e.g. AIRCOP, WACI or the CCP) have boosted the capacity of beneficiary
countries, but the implementation of the new tools (e.g. IT) and working methods (e.g. new
management guidelines and professionalised teams) need tacdmapanied and adequately
tuned to actual working conditions of each institution.

SP2i justice and integrity:

The RP contributed to the strengthening the rule of law by structuring regional legal frameworks
and inter aliasupporting countries ratificatioof anticorruption convention. These efforts have
been further enhanced through initiatives such as WACAP which bring together actors regionally
on a platform. By supporting initiatives such as forensic laboratories and financial intelligence
units (FIUs) Hence countries have increased their capacity to detect and prosecute organized
crime though national coordination still remains weak despite those solid efforts. This calls for a
reallocationof human resources to the relevant institutions but alseitdorce coordination
mechanisms at country level to facilitate information exchanges.
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Some relevant examples of these increased efforts are the UNCA&Ssetsment reports now

being produced by countries with dJiN&E&E&SEGs suppor
justice including through community based solutions with no support to ECOWAS Court of

Justice. Especiallyni Ni ger i a, t he @A Supsme December 20bBhas Justi ce
contributed to engagefull range of justice sector actoi®ther good practiceimterventions were

the sustained efforts on child protection in Cabo Verde, as well as in Liberia and Sierra Leone

despite these were interrupted due to Ebola crisis. Lastly, the increased support provided under

the RP s has been moéfeetive in the area of MLA, resulting in a higher number of requests in

spite of the language barriers remaining a challenge.

SP3i improving drug prevention and health:

The primary activities conducted in the West Africa region for people who usefinjgrs were

(i) the review policies and reforms in line with WHO/UNODC/UNAIDS comprehensive package
for harm reduction, HIV prevention and treatment for PWID and prisoners, (ii) training on
enhancing partnerships between law enforcement and CSOs imtieataaf druguse and HIV,

(iif) engagement with the CSOs and national AIDS control agencies supporting formation of harm
reduction network, (iv) support to national strategic wetkns, drug control masterplans,
(v)starting and operationalising drug tie&nt centres and (vi) providing technical support to
countries for GlobaFund country applications.

Drug prevention objectives have only been partially achieved through the RP given the lack of
funding that can be attributed to donors having less stténefunding a regional strategy of
intervention versus specific projects in specific countries. Most interventions remained formal
and mainly at country level. To try to compensate for the scarce resources available, UNODC
judiciously concentrated its sets on platforms and umbrella organisations with prevention
activities. In spite of these efforts, it was not possible to provide wide support forrgpass
organisations. The support to Ministries of Health with drug rehabilitation centresug
treatme nt /  A-Thasebaen Mast effective when taken over by health authorities. What is
needed in most countries is the development of a legal framework regardingddpled with a

strong plan for implementation.

SBipromoting awareness and research
Little funding was provided by donors to undertake this sub program, despite the donor
community considering UNODCG6s expertise in rese:
UNODC has provided several relevant publications to inform the UN $ec@ouncil and the
Secretariat as well adme studies which evaluate the impact of drugs and crime in the region for
youth and women. UNODC has also contributed to major reports on drug trafficking status (e.g.
TOCTA).

Capacitybuilding support (e.g. traings of counter narcotidorces, the creation of database of

drug seizures in Mali and Togo) was provided on data gathering and analysis in several countries,
but these efforts remain scarce in view of the real regional needs and lack of statistidal eeco

well as the low capacity of member states to ensure consistent and holistic data gathering.

Awareness raising has been most effective through supporting Government sponsored events but,
due to the lack of structured funding for this SP, therenarplans for regular and continuous
support to raise civil society awareness on drug trafficking and organised crime.

As research and analysis is a key component on which to base and evaluate interventions, it is
suggested that in the new cycle of the Ri*tenresources and focus be allocated to this SP.
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6. Impact:

The impact of the RP has been difficult to judge for two reashmis. is the first cycle of the

West Africa RP, covering a limited time span of 4 years. Firstly, the goals of UNODC under this
RP ae long term and it is difficult to judge impact at this stage, as effects will likely take much
more time to manifest and observe. Many projects are also still on going and will spill over into
the next cycle of the RP. Institutional capacity building #relcreation of institutional linkages
between different stakeholders go beyond the timeframe of projects or even the RP itself. Initial
programming cycle is usually too short to evidence changes in institutions and agencies that result
in reducing drugrafficking and organised crime in the long term. Hence, the need for fonger
term start up regional programming considering at least the specificities of initial implementation
and development phases to ensure impact is measurable.

Secondly, as mentionectore, the RP has not established baselines due to a lack of consistent
data gathering. Reporting is often on outputs (e.g how many trainings held for how many people)
and not impact or outcomes (what changes have been achieved through the training$, dugch

to the formulation of indicators at the start of a project as well as a lack of structured follow up.
This does not facilitate a measurement of impact of the programme. This could easily be
remedied by applying a programme/project cycle processetdRP and the individual projects
under it.

Some difficulties to measure impact are due to the nature of areas of work; it is hard to ascertain
information as to whether smugglinfmigrants and illicit goodss taking place and where. This

lack of consstent criminal information calls for stronger monitoring and research component and
mechanisms to be supported by the RP.

Taking into account the above, there are though already good signs of impact. Initiatives under
the RP have had a major impact onsalg downor enhancing the control of some routes used by
drug and illicit goods smugglers (e.g. WACI, Aircop). Efforts to increase regional collaboration

to tackle crime and smuggling can also be shown through the successes of the creation of regional
platforms such as WACAPHowever, information is always secondary and not quantifiable;
significant efforts remain to be made to that respect.

While the justice sector has successfully capit
Sahel judicial Pldorm), support has remained tilted towards law enforcement (WACI, AIRCOP,

CCP, etc.). Drug demand reduction impact was visible through general public awareness
campaigning and opinion pollinghrough drug user care centres and statistics that were
effectively taken over by national institutions.

7. Sustainability:

Most often, the sustainability of the results is dependent on continued support through additional
resources coming from the beneficiaries or the dorBountry demand driven interventions

generaly have a higher success rate and are more sustainable due to a higher level of ownership;

they are more likely to commit themselves if they own project results and if an exit strategy has

been put in placeThis has been the case for example for (i) matgrventions in Cabo Verde

where the Government is at the forefront of project design and implementation, (ii) interventions

in Senegal and Ctte dolvoire, where there has be
NGOs and ministries). Interventis with continued training followp (through mentoring) are

most likely to be sustainable.
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8. Human rights and gender:

UNODC has made some efforts to integrate the human rights based approach through its trainings
and vetting system. There are some exaswpdf direct or indirect (through relevant UN
counterparts) support to organisations promoting human rights and gender equality. Other
successes with civil society organisations (e.g. ensuring the publishing of a mapping of Koranic
schools in Dakar to enkbthe monitoring of the child beggar phenomeiraiuding journalists

in awareness raising campaigns, ensuring that they are aware of thd ifmuesample human
trafficking in Senegal, ENDA Jeunesse action in Niger) should be widely disseminatesl in th
public domain.

9. Innovation:

There are numerous examples of innovation during the implementation of the RP. The approach
has been to support successful interventions that can be disseminated in the region and entice
stakeholders for replication: e.g. thatione centre in Seneg@lne Stop Shohin Cabo Verde,

journalists trainings, awareness raising campaigns using new methods (e.g. awareness raising
caravan in Senegal), AIRCOP, WACI project and mentoring system. The Sahel project adopted a
more restrictedand relevant thematic and geographical approach, building aegidmal

approach within the region for a specific theme. This is innovative and looks likely to produce
results though the impact remains to be evaluated as it is still in the beginnieg sfag
implementation. As a first step it has managed to garner donor attention and fimdiddition,

ROSEN has successfully embarked on a proactive strategy to approach embassies and donors at
regional level, resulting in additional fund raising.

Reammmendations

Strategic recommendationghe linkages between syipogramme interventions should be
reviewed in a structured manner so that the programme becomes more regional and holistic.
Intervention in the same line should be grouped together and Btredras it has been done for
subregional programmes such as the Sahel Project and WACI.

UN OD C 6 sneedsQto alert the relevantnemberstates (e.g. FINGOV, etcgbout the gap
between core funding levels and portfolio growth, requesting more flexibiénfymechanisms.
UNODC should try to orient donor priorities towards research and awanetisisg efforts as

well as proven priorities on the ground. The contribution of global programmes at regional level
should be reviewed in order to take local speitiés into better account.

UNODC needs to ensure support to both governments and civil society in all relevant sectors, in
particular throughsupporting local, regional or international organization in integrating human
rights and gender through partrig@ps with relevant national organisations

The RP should include a governance structure that has the decision making powers as to steer the
RP according to emerging security and threat trends.

3 CPV/S28- Anti-organised crime and counter narcotics enforcement ie €apde

XVii



Operational recommendationsRP visibility should be enhanced tii additional resources.
Mentoring should become more systematic even if at the expense of quantity, which might be
achieved through ToT capacity building.

UNODC should retrain staff (1 rfield progectgnam th@ at i onal
project cyte to strengthen formulation and M&E capacities, which would strengthen the
development and implementation of projects and programmes and allow for better measurements

of impact.

UNODC might review its approach to systematic application of the same tegignahd IT
solutions to all partners and beneficiaries and should consider a more tailored and more locally
adapted/accepted approach to suit specific capacities and ensure that the solutions provided are
fully incorporated, integrated and applied by &edeficiaries in all cases.

Lessons Learned

Ownership is often key to success and should be supported through more local participation and
emphasized starting at the interventionds for mu
in-depth institutional analysis. A continued effort in this direction would give national
stakeholders a clear understanding of the relevance of these thematic areas to ensure stability and
progress and encourage investment in the development of the strategy to deal wihléma. pr

Data research and analysis capability needs to be a priority for support so as to feed in
governments and donor with evidedm®sed information as well as creating a good
understanding of the root causes of the problem.

Interventions would benefitdm a more strategic approach taking into account key aspects of the
issues at stake and developing a strpragrammecycle with clear goals, objectives, indicators
and timelines linked to enhancing sustainability.

UNODCO6s i mage woul d bybraisingg awaraneds yand suppouiding aegidnal

collaboration between civil society amgvernment structures. When civil society understands

and supports UNODC6s role and t heitautonmticalle r nment 6.
enhances h e p r image ia tindragion.
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SUMMARY MATRIX OF FINDINGS, EVIDENCE
AND RECOMMENDATIONS

Findings#

Evidence (sources
that substantiate
findings)

Recommendation8

Key recommendations

RELEVANCE

SP1 (illicit trafficking, organised crimg
and terrorism) has receidemost of the
funding while other sub programméds
especially SP3 and 4 drug dema
reduction and research) remain
underfunded while highly complementar
Especially research is a key compon
upon which all other SPs rest.

Beneficiaries and
ROSEN staff

interviews, document
review.

The formulation of new interventions shou
recognise the interlinkages between |
enforcement and the justice sector (as for exan
has recently been done in the Sahel project). M
focus needs to be placed on technicaistance
and trainings to ensure the building of strg
judicial institutions to complement la
enforcement resulting in a more balanced sup
to both side of the issue (law enforcement ¢
justice).

(TO ROSEN, HQ)

There is a growing gap between don
willing to fund regional interventions t
tackle broad issues and beneficig
countries that insist upon a more horizon
approach based on building up fir
national capacity through appropriate
meeting local needs as a strategy to ta
regional isses.

HQ, ROSEN and
beneficiary

institutidg
interviews.

As both approaches are complementary, UNO
should work more closely with donors a
governments when formulating both regional g
national programmes: in particular, t
formulation of a reginal programme must b
closely matched to local needs identified witl
national programmes so that new regio
interventions do contribute directly to speci
results of national programmes

(TO ROSEN / HQ)

The Regional Programme (RP) has fa
challengs in responding to a changir
environment  (drugs trafficking an
organised c¢ri me, C
rigid structure.

This results in increasingly inconsiste

HQ, ROSEN and
beneficiay
institutid
interviews

The structure of the RP should be a framew
which allows for flexibility to respond to evolvin
needs and challenges. The creation of the Ste¢
Committee could contribute to adjusting prioriti
to evolving needs wirerelevant.

(TO HQ and ROSEN)

alignment between beneficiary count
needs and donor priorities
DESIGN

The research and awareness componel ROSEN and | New RPs should develop clear reseaf
4A finding uses evidence from data collection to
SRecommendati ons are proposals aimed at enhancing
project/ programme,; at redesi gnaitnigo nt hoef orbejseocutricveess.;
accuracy and credibility, recommendati ons shoul d
conclusions.
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the RP is underfunded and does not refl| interviews. awareness, the devel
its contribution for data analysi example like UNICEF/UNDP) an
contextualization and informatio communication components that are funded ur
dissemination for both fund raising and the portfolio of the RP for kslines, themati
an independent soura# information for research reports, data collection and analysis,
stakeholders. This component might be subcontracted if it
difficult for UNODC to find internal expertise
One way this can be undertaken is to inves
developing the communications and advoc
section of UNODC or dedicating a person to t
task as a 6écommunicat
along those lines.
(TO HQ, ROSEN and donors)
EFFICIENCY
The project formulation stage did n| Local offices and Staff members, inclidg project managers an
systematically include baseline studies| ROSEN staff| experts need to be trained in project cy
detailed contextual relysis; logical| interviews. management as well as UNDP procedures
frameworks and indicators are n

systematically SMART and reporting
mostly output based; a high turnover
administrative staff reduces the delive
rate of interventions

induction course at contracting) and an exper|
project/programme management needs to be |
at the ROSEN level to ensure that all proje
under the RP are up to M&Enternational
standards.

Given the struggle against crime and drugs |
very long term endeavour should UNODC wg
to be effective it should try to increase the effor
convince senior management at UN level
ensure that tions are long term reducing t
turnover and reducing knowledge loss.
(TO ROSEN UNODC HQ)

The reporting towards the general pub
donors and partners about UNODC ter
be unbalanced and focus on the nega
rather than the positive outcomes

Interviews with HQ,

ROSEN staff &
beneficiary  country
representatives

A communication strategy (for example quarte
reports, newsletters etc detailing achievemsg
and successes) should be developed w
focuses on theachievements and successes
UNODC work b inform donors and extern:
partners as a strategy to ensure donors
partners are aware of progress made. This
also be greatly helped by redefining report
from reporting on outputs to reporting (¢
impact.outcomes. The website should be
devebped to reflect the different sub programm
and RP. It currently only highlights certa
projects of the RP (most of them global) and d
not give a fair representation of the scale of
activities undertaken under the RP.

(TO ROSEN)

Reporting is oneof the RPs greateg
challenges focussing on outputs and
systematically on outcomes and imp3
This approach results in difficulties 1
track development and successes achie

Interviews with HQ
and ROSEN staff
beneficiary  country
representatives nal
UNODC country
offices; Based on thg

review of reports
during the  desk
review.

The way in which UNODC reports to dong
needs to be improved, with a focus on impact
outcomes rather than outputs. This can be al
by formulating the right indicatorsuding project
formulation through a specialist [
project/programme management established
ROSEN.

(TO ROSEN and HQ)
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There is no governance structure
oversee the relevance of the RP over t
and to ensure that the RP is aligned W
countriesand @i onds need§s
trends.

Documentary review
ROSEN staff & HQ

The governance structure of the RP shg
include a steering committee which role is
provide oversight to the RP, its processes
outputs, realign and adjust the RP to resq
implementation issues and adapting outp
according to emerging priorities. It should ens
support to strategic direction and safeguard
cohesion of all different sub programmes ¢
activities, as well as its relation to the glol
programmes and UNODC andates at a globa
level

(TO ROSEN and HQ)

HU

MAN RIGHTS and GENDER

The RP has not fully integrated Hum
Rights & Gender into the RP and all

projects; in particular, exposure to HR a
gender of institutional beneficiarig
remains somewhat limited-or example,
no gender quotas are required in training

Beneficiary
stakeholders &
ROSEN staff
interviews.

UNODC needs to focus on its mandate and en
that gender and human rights are streamlined
projects (through the UN HRBA approach) a
programmes through closer collaboration (joi
initiatives and backstopping) with for examg
OHCHR and UNWOMEN.
(TO ROSEN and HQ)

SUSTAINABILITY

Ownership of intervention results remai
limited for both criminaitrafficking-
terrorism and justice sdbrogramnes
resulting in government disengagement
the end of the interventions

UNODC
offices, ROSEN

local

UNODC RP should ensure that ownership
established by enabling beneficiaries to
involved in the formulation process
interventions and ensuring thatcomprehensivy
and holistic framework is created at a natio
level in line with other interventions and nation
programmes. This approach has worked wel
Cabo Verde and is currently also successf
being undertaken in the6€ e do61 voi
suljects (e.g. human trafficking).

(TO Governments and ROSEN)

Appropriateness of intervention
technologybased solutions are sometim
not in line with the organisationg
development of the institutions and requ
too challenging government (HR alf
finandal) commitments not sustaing
afterwards.

UNODC
offices, ROSEN

local

UNODC and its partners/beneficiaries sho
contribute in a more open manner to identify
prerequisites of beneficiary organisations t
must be addressed prior to the provision
technical assistance.

(TO Governments and ROSEN)

Important recommendations

DESIGN

The current structure of the RP might no
be the ideal design to respond to evolvin
threats in the region; the contribution of
global projects to the RP remains uncle:
given the levels of funding (>10% of
global budgets allocated to West Africa)
and the fact that most global intervention
do not take advantage of the RP design
they bypass it to intervene directly into
selected countriedf it were not for global
projects the areas of drug prevention and
health in general would be almost fully
neglected as the RP have in most cases

HQ staff interviews,
and documentary
reviews

UNODC should increase its efforts tationalize
global interventions and focus on ensuring
supportive role between regional interventiq
and global interventions. HQ should support
consolidation of stronger RPs ensuring that glg
programmes donét over
to negotiate with donors the necessary couplin
their priorities with regional needs

(TOHQ)
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failed to
subprogram (SP3

attract

EFFICIENCY

UNODCG6s effort to

to its costs structure and operations is
widely understood by the dong
community

Donor and UNODC
staff interviews.

The full cost recovery system must be be
explained to potential donors and member st
as it is a direct consequence of the lack
core/seed funding. Efforts should be made
ensure that budget allocation for UNODQ
matches its ragnal and global obligations. Thi
would help to offset the restrictions related
tight earmarked funding and funding gaps. Th
should also be a standard clause developed w
would allow UNODC to apply no cost extensio
if due to unforeseen externatircumstances
(which can occur in West Africa) budgets are
spent in the planned timespan.

(TO HQ)

UNODC and ROSEN lack
comprehensive advocacy strategy to att
donors and funding for its interventio
and explain better the types
interventiors it is undertaking

ROSEN and donor
staff interviews.

A strong advocacy campaign part of a long te
communication strategy needs to be develope
ROSEN and HQ, which conveys not only t
successes and the rel

the region, but whih conveys to Member Statg
and donors the need for increased core fung
and soft earmarked funding to respond to
evolving needs of the region.

(TO ROSEN and HQ)

UNODC remains overeliant on
international expertise used for trainin
and capacity bilding that could be
delivered by regional experts.

HQ and
interviews.

do

In order to raise the effectiveness and efficie
of UNODCOG s i ntervent
coordinate with HQ the contribution ¢
international expertise towards creatirggional
expertise through Tol
would disseminate skills and information throu
regular /achoc trainings ei
support or independently through other source
funding

(TO HQ and ROSEN).

UNODC should improve itscoordination with
UN agencies, regional centres of excellen
CSOs, universities and private organizations
create a special roster for African/regional expg
on line topics.
(TO ROSEN)

EFFECTIVENESS

UNODC seems to oveocus on law
enforcement imrventions and less o
social dialogue and preventive action; t
requires the identificatiof
of/local/community leadership.

Interviews donors,
beneficiaries and
documentary reviews

UNODC should support more consistently lo
leadership programs/ changemakers and
consensus community leaders; UNODC must
more emphasis on combining the advantages
bottom up approach with its conventional g
down approach (e.g. regional centres
leadership and community support, universiti
primary and secondgr schools, CSOs an
communities, clan | ea
(To ROSEN and HQ)
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There are several initiatives in the regi
implemented by other organisations whi
are complementary (e.g. WACSI).

UNODCO6s |
offices, ROSEN and
HQ staff interviews,
donors, beneficiges

and documentary

reviews

UNODC should map the different initiative
implemented by other partners in the reg
which complement their work. This would al
ensure that no efforts are duplicated.

(To ROSEN and Donors)

IMPACT

The main form of providig technical
assistance to beneficiary institutions
through organising trainings. Whilst this

HQ staff interviews,
donors, beneficiaries
and documentary

UNODC should ensure that adequate resou
and time is allocated for the phases after traini
to ensure assimilation of skills in practi@nd to

a valid starting point for transfer ¢ reviews ensure implementation of the skills lear
knowledge and skills, there is a gap Adequate funding should be provided by don
following-up trainings (mentorship) t for this purpose

ensure that beneficiaries effective (TO ROSEN and donors)

assimilate the technical knowledge a

skills.

The creation of regional networks such UNODC® s | The reason why WACAP or the Sahel platform

WACAP and the Sahel platform have be
a success story and form a good exan
of a good practice/a successful initiative
the region.

offices, ROSEN, HQ
staff interviews,
beneficiaries and

documentary reviews

so successful needs to be analysed. The find
of this anaysis will be able to inform a beg
practice in the RP which can be replicated
other sectors.
(TO ROSEN)

UNODC could have had great
interaction with donors and developme
institutions / actors at RP design stage

during implementation to define dn
update commonly a regional developm:
agenda for which the RP is a contributor

HQ staff interviews,
beneficiaries and
documentary review

UNODC should be at the forefront in enhanci
dialogue between donors, beneficiary count
and international / gonal institutions to
coordinate both external interventions and its
to enhance effectiveness and impact.

(To ROSEN and member states)

SUSTAINABILITY

UNODC could have invested more
supporting regional institutions to ensu
sustainability of the riterventions ang
partnerships

UNODCO6s |

offices, ROSEN,

beneficiaries and
documentary reviews

UNODC should continue to support and deve
its partnership with ECOWAS and i
commissions (e.g. Political Affairs, Peace ¢
Security), its Court of Justcand its Parliament
utilising its strengths which lie primarily i
ensuring political support for changes and pol
development at the regional level.

Empowering regional organisations such
ECOWAS and other could increase
sustainabil ig itervenfions AN

regional ownership.
(TO ROSEN and HQ)

xxiii






.  INTRODUCTION

Background and context

West Africa is generally defined as the area of Africa between the Sahara desert and the Gulf of
Guinea. Including @ countrie$, all countries but Cab¥erdeand Ghana rank at the bottom of

the low human development scale. Until the recent Ebola epidemic, which has slowed down
growth, West Africa was the continents fastest growing region with a projected growth rate of

7.4% in 2014.

The population of Wt Africa is estimated at 340 million people as of 2013 with Nigeria the
most populated (est. 173.6 million). The region is very diverse feith official languages
(English, FrenchArabicand Portuguese) and over 1000 local languages.
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Drug trafficking is a global problem that has become increasingly more apparent in West Africa
since the early 2008s The region has become the hub for smuggling cocaine from South

America to Europe as British and Amemcantidrug efforts have effectively curtailed the use of
traditional smuggling routes. It is estimated that a quarter to a third of the cocaine that arrives in
Europe (around 40 tons per y8ais smuggled through Western Africa with a retail value often
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IN-DEPTH EVALUATION OF THE UNODC REGIONAL PROGRAMME WEST AFRICA

highef© than the GDP of some of the countries of the region. This economic incentive promotes

the illegal trade and is a challenge to good governance, rule of law and overall regional stability
resulting in higher incidence of other forms of crime. Regeatl increasing presence of and
pressure from terrorist groups in the Northern part of the Sahel have also been placed on the
agenda.

In response to the challenges described above, and an increasing awareness of the problem, the
Economic Community of Wegtfrican States (ECOWAS) convened a Ministerial Conference in

2008 resulting in the drafting of a three year Regional Action Plan to combat illicitudeig
organised crime and drug trafficking with further UN appeals in 2009 for increased support from
Gowvernments. The Regional Action Plan was eventually endorsed by ECOWAS in late 2009. A
Political Declaration accompanied the endorsement as an expression of political commitment,
requesting UNODC to step in and provide technical and budgetary assistantsute the
implementation of the Action Plan.

Programming approach:

UNODC first began to develop regional programmes in 2008/2009UNODC & s move int
regional programming was a responise align better interventions with the Pabieclaration on

Aid Effectiveness, be more programmatic and redoltsissed, focused on transnational and
crossborder challenges, based on partnerships and

Regional programming was a response to ensure a holistic and integrated respbafieriges

that were closely interlinked. It was felt that tackling one problem at a time would not lead to
much impact, but that taking interlinked issues and tackling them together would have a
multiplier effect on impactMore specifically(i) the veryhigh number of countries (16) and
associated costs for implementing interventions creating the need for a large budget and (ii) the
diversity of the region which is reflected 4ndifferent official languages (Portuguese, English
Arabic and French), judial systems (common law versus civil law), religion, cultures and
subsequent communication, cooperation and coordination difficulties at regional level.

The Regional Programme for West Afri€201062 0 14) i s t herefore viewed a:c
programne . It was designed as a fAcrosscutting, mu | t
shared responsibility, where pedmndilding, security sector reform, national institutéiuilding,

and capacitypuilding efforts would be implemented in the most effective manner with a view to

contribute to the creation of an environment which would enable socioeconomic development to

benefit of the people in West Afrita

The overall objedte of the RP is to support the efforts of the ECOWAS states and Mauritania to
respond to evolving security threats like drug trafficking and promoting human rights, the rule of
law and good governance. This was to be achieved through foyregtamnmes and national
integrated programmes (NIPs). NIPs were developed as governmental development frameworks
that were elaborated with UNODC support through to ensure a local grounding in the fight
against drug trafficking and organized crime. The-grdgrammes @dressed global and regional
issues promoting dialogue, exchange of information, cooperation and coordination at all levels.

1Sour ce: Af rica Economic devel opment I nstitute why was t hi
11Sour ce: Guiding pProgiripmin0BCrRr/ ROPiBonal
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INTRODUCTION

The RP has been developulough a consultative process with partner countriesregidnal
organization (ECOWAS), in which regian / nat i o n a ls thé guidingeprireiple. phe |
RP promotes strategic regional initiatives by facilitating crelssrder cooperation and dialogue,
providing access to information and data about regional/global issues and trends, facilitating
access tglobal technical expertise and supporting the implementation of the UN Conventions on
Drugs, UNTOC and UNCAGNd the "UN Standard and Norms on criminal justice and crime

prevention".

To support the RP and to ensure direct implementaiiowas decideda establish muli
disciplinary teams in the UNOD®egional Office for West and Central Africa in Senegal
integratecrime and drug controgprojectsin regional/country development strategies, in close
partnership with other UN partnéts

Structure of thékegional Programme for West Africa

the efforts of the West African Member States, regional

S **J

esp health and y such as illicit drug trafficking, and to
hu rights, the rule of law and good governance.

*  Money-laundering and financing of terrorism

* Terrorism prevention

(iif) Drug
Prevention and Health:

+ Drug abuse

* Drug dependence treatment and care
* Universal access to HIV/AIDS
prevention, treatment, and care for

* Prison reform/ alternatives to imprisonment
y

s (iv) Awareness and Research:
preven

* Awareness

* Research and analysis
* Drugs and crime surveys

prisoners and injecting drug users

Under each of the sgtrogramm
relevant outcomes / achieveme

Sub Programme 1:

This subprogramme ane d

Fi gdr eRP st ucture
es,theRP®daut | i ned Ai mpact resultso
nts:

teduce illigit traffickingd t hr ough (1) Me mber

systematic and intelligendgased action to identify and act upon drug trafficking, m@ney

laundering and other organized criminal activities, including improving their border security, (ii)
national legislative frameworks related to drugs, crime and terrorism established in aoeordan
with international and regional commitments taken by the countries, (ii) Member States

improving their capacities to fight trafficking in persons and smuggling of migrants.

13Sour ce:
MMSour ce:

UNODC HQ
Regi onal

interviews

Programme for West Africa,

UNODC.
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Sub Programme 1: lllicit Trafficking, Organised Crime and
Terrorism:
8 —
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Sub Programme 2:

Thissubpr ogr amme ai merithinal jostica systems refermed f@and in line with
international standards6 t hr ough (i) Me mber St at es
legislation on corruption with international legal standardg, Nlember States identifying

t aki

opportunities for improvement of nati

onal criminal justice systems and act upon them with

UNODC assistance, (iii) Member States initiating actions to increase international arg cross

border cooperation in criminal matters.

coll ect
wnder

15Sour ce: Dat a
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Sub Programme 2: Justice and Integrity:
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Sub Programme 3:

This subp r o gr a mme raducendrdg abuse: andfrelated health problems, including

HIV/AIDSO t hrough (i) Member States iamnessbredrugegi on
abuse among particularly vulnerable groups, (i) improved and expanded treatment and care
services for male and female drug addicts and prisoners, (iii) Member States initiating actions to

establish legal and programmatic frameworks toctiffely prevent and address drug abuse.

Sour ce: Data collected from desk review documentati on

per -tsheebmat i c uwnder Annex

and
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Sub Programme 3: Drug Prevention and Health :

Drug abuse Drug Universal
prevention dependence access to
treatment HIV/AIDS

and care prevention,
treatment

and care for
prisoners

and injecting

drug users

Grap@gh number of pprogerca883md or sub

Sub Programme 4:

This subprogramme aimed to achiefimcreased international attention and support to West

Africa. Drug and crime issues nerged into national development agendas in the region
through (i) Member States becoming increasingly aware of trends and impact of threats related to
drugs and crime in the region (i) Member States initiating actions to conduct research and
analysis ordrugs and crime in the region, (iii) Member States having increased their capacity to
raise public awareness on drugs and crime.

7Sour ce: Datamcdeb&ctedi Ew documentation and processed
per -tsheebmat i c uwnder Annex

by
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Sub Programme 4. Awareness and Research:

0.9 A
0.8 A
0.7
0.6
0.5
0.4
0.3 A
0.2
0.1

0 T T T T 1
Awareness Research and Drugs and
analysis crime surveys

Grapgih number of pprog gercaddmd or sub
Evaluation context and methodology

Evaluation djective and scope:

The evaluation covered the period from January 2010 until October 2014. Mermideview or
evaluation was carried out during this peridtie purpose of the evaluation is to determine the
extent to which planned objectives and outesmere produced and to provide stakeholders with
relevant information for the development of a new RRssessed the level of implementation of
the programme in relation to its outcomes by reviewing the results achieved and identifying
lessons learnechd best practices that might be useful for the formulation of a new RP.

The specific objectives of the evaluation were to:

1 Contribute to organizational learning by identifying the strengths and weaknesses of
UNODC in the region and under each thematiaare

1 Contribute to accountability by assessing the achievements of UNODC in the region
and the appropriateness of the utilisation of resources;

1 Contribute to decisicmaking in relation to UNODC strategic orientation in the
region and in thematic areas faetnext Regional Programme;

BSour ce: Data collected from desk review documentation and
per -tsheebmat i c uwnder Annex



IN-DEPTH EVALUATION OF THE UNODC REGIONAL PROGRAMME WEST AFRICA

The main implementation tools of the programme are individual proféftisthree 63) projects

were or arestill being implemented under the programri@ese include (i) global projects
which also cover other regions of theorld (for example the Container Control Programme
(CCP), (ii) regional projects covering several countries of the region and (iii) national projects.
All three types of projects are streamlined into both the regional programme and national
integrated progammes wherever relevant and possible.

The evaluation team was not expected to appraise each project but it did review their thematic
contribution of all projects to the regional programme, in particular for eacpregbamme.

4
‘ m Sub Prog 1

H Sub Prog 2
 Sub Prog 3
m Sub Prog 4

Graph breakdown of -pprogjreéd®nnme per sub

The projects are coordinated by ROSEN. Currently UNODC has offices in Senegal, Cabo Verde,
Sierra Leone, Nigeria, Ghana, and GuiBgssay Mali and Ivory CoastDue to the strategic
location of Nigeria in Vst Africa, the fact that ECOWAS is based there, the extensive amount of
interventions undertaken in the country as well as large funding resources channelled to projects
in this location a Country Office (CONIG) was set up to oversee national interversticAs per

ToR several largscale interventions funded by the EU in Nigeware not part of the evaluation
because they were at development phase.

Methodology:
A threestep approach was adopted to carry out the evaluation BetjienalProgramme:
1. Passve data acquisition a documentary revievof existing data was performed by the
team members to (i) present prelimindinydings (i) establish the evaluation questions

(see attachment Il for EQ streamlining) and (iii) select the evaluation tools tweadgta.
This resulted in the production of an inception report.

2. Active data acquisitiont field missionswere carried out successively to HQ@stria,
ROSENSenegal and in a selection of countries including their offices if present (Cabo

19Sour ce: Data collected from desk review documentati on

and
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Verde, Nigeria, GuneaBissau, Niger, BeninC! t e d ®urkina iFase@ and Sierra
Leone) Phone interviews were made for the remaining countries (Togo, Ghana, Liberia,
Mauritania, and Mali). In additig an (anonymous)aline questionnaire was sent to all
interviewed sta&holders to further analyse their viewpoi@tg. % of contacted
stakeholders responded to the-loe questionnaireespecially from UNODC partners
evidencing possibly a lack of interest / propensity (linked to confidentiality) in sharing
issues and lesssnlearned. In any case, it is not possible to disaggregate responses
according to groups of stakeholdeos the basis of this questionnaire, as it is not
representative (see annex Spme trends are however evidenced in the relevant evaluation
criteria.

3. Data analysisandreporting: the evaluation findings wer@mpiled on the basis of field
visits, the desk revievand a collective effort by the team both in Senegal during an
extended stay and in Europe through additional team meetings. The report wasestruc
taking in to account the five DAC evaluation criteria (relevance, efficiency, effectiveness,
impact and sustainability) plus additional specific criteria (partnership & cooperation,
human rights and gender).

The following tools were used to acquiratat (i) desk review of RP documents and projects, (ii)
interviews (100+) of stakeholders (UNODC staff, donors, government institutions and some
NGOs) , (iii) field visits of UNODCO6s office
holding RP flagshipprojects (GCCP, AIRCOP, drug dependence reduction centres) in Senegal,
Nigeria, Guine&Bissau, andCét e d § (ivyfocusrgeup interviews (ROSEN administrative

and technical staff, inCt e d ¢ Bwkina fFaso and Sierra Leone for a selection of
staleholders, (v) an cfine survey.

Evaluation constraints and limitations:
Whilst UNODC has adopted a regional programming approaclstill, most interventions were

undertaken agdividual projects gpproximately53 projects at an early stage and mounting to
over 60 at the evaluation stjgeThe evaluation team initially aimed to streamline the

documentary review by focussing on the most relevant documents (project documents, annual and

evaluation reports, budgets and audits). However, these documerg nd systematically
produced per project (e.g., not all projects underwent evaluations or audits). Therefore,

considerable time was spent during the inception phase in accessing, reviewing and selecting the

most relevant documents for thealuation.

To respoad to time and budget constraints, UNODBE€lected anumber of countries to be

(RO

evaluated in depth (through field visits) whils

undertaken but telephone interviews with stakeholders were ltightt)analysisof interventions
for some countries responded to concemsecurityand safety(for example the terrorist threat
in Mali) as well as access constraints duth&Ebola crisis.

The evaluation was also hampered by a general lack of baselines throughB.trery few

projects had a baseline study establishing the situation at the beginning of the project. This was

overcome where possible through (i) the review of project evaluations, (ii) stakeholders sampling
T including external stakeholders, (iii) @@hecking of sources of information. It has to be said
though that this lack of data severely affected the ability to gauge any impact of the RP.
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In terms of logistics, the mission was constrained by unreliable flight schedules and airlines and
in Niger in particular by the security situation that reduced significantly the moves of the

evaluator

10



[I.  EVALUATION FINDINGS

Design

Extent to which the Igical framework approach was adopted, with Performance Indic
that could be measured at the country and regional levels, such as planned outcor
outputs, performance indicators, including gender equality and human rights, targets
mitigation measures and assumptions.

Integrated strategy approach:

UNODC was established in 1997 with the mission to combat illicit drugs and international crime.
It is nearly entirely dependent (90%) on voluntary contributions fgowernments. This has
resultedin interventions based on a project approach that are the result of bilateral discussions
between donor(s) and UNODC. Globally this approach has progressively shown its limits, with
an evesincreasing portfolio requiring stronger linkages, coordinatio, eooperation between
projects to avoid duplication of efforts.

By the end of the 20006s, UNODC had pr-ogressi v
based approach, building its interventions to bring in more-iatgonal alignment between

actions ando ensure an integrated framework for knowledge and skills transfer. Two instruments

were developed to operationalize this strategy both by theme and by geographicél thesse

are the Thematic Programmes and Regional Programmes.

The Thematic Programme (e. g. OCri me Preventi orROalrmbd )Crainmli n a
the Regional Programmefor West Africa (national and regional interventionaje aimed to

complement each other. The RRouldtranslate on an operational level in West Africa, policies

and strategies developed by HQ under the Thematic Progratumesnsolidate integrated

regional initiatives This is not always the case and thus the Wd&%s encouraged by a push

towards decentralisation at the regional level. For example, ROSEN hasimglsebsen staffed

by specializedhematic staff. This stafiasfacilitated deeper dialogue witlovernments on both

national and tranborder issues, accompanying fund raising initiatives and providing contextual

analysis.

Regional programming approach:

In that context, the 20104 Regional Programmier West Africa is the first of its kind in the
region. Given the high number of countries in the region (compared with other regional
programmes), their widely different (political, social, cultural, ecordropntexts, a regional
programming was considered essential by UNODIG ensure increased efficiency and
effectiveness in fighting illicidrug trafficking and international crime.

11



IN-DEPTH EVALUATION OF THE UNODC REGIONAL PROGRAMME WEST AFRICA

The principles are in |line with blighsdOtBeRCBN st r at e
operational responses at just a national level is ill suited to tackle transnational issues such as
organized crime and illicit trafficking, corruption, terrorism. This is particularly true for the West

Africa region where national and tiarational issues are mostly common to the countries but are

being tackled very differently (e.g. approaches,

Core Principles of the UNODC Regional Programme Approach

AOwnership ofprojects bypartner countries

AFocused on transnational and cibssder challenges (including the global dimension
addressing transnational traffickingutes)

AProgrammatic and resuffscused

APartnershigbuilding

AGender Perspective

B o & Core principdes of RP approach

Whilst it is acknowledged across the board that rdgional programme approach is indeed
highly relevant, interviews with beneficiaries and ROSEN staff nonetheless showed that the link
to the NIPgemains a key element for success; without a strong national basis (i.e. strong national
institutions), a regionahpproach cannot work. As NIPs have not proven to be successful under
the ' cycle of the RP, it is necessary to review this aspect to find a modality under which it
would work better. A RP without a strong NIP programima something along those lines

would leave out a key element for success. In particular, beneficiaries were found to perceive
national interventions as somewhat isolated from the RP, and relevant activities sometimes
remain not well connected within RP splbgrammes.

The UNODC programming approach is also in line with subsequent 2010/11 United Nations
Development Group (UNDG) strategic priorities, shifting from project implementation to policy,
sector, programmatic interventions which has been recognised by other donors (WB, UN Task
Force on transnational organised crime and drug trafficking) as a move towards providing an
increasingly stronger platform for actin

Logical frameworki results and indicators:

The RP logical framework is comprehensive and covers all mandates of UNOR@vétpno

clear priorities are identified within the framework. This backed by the continuity of donor
support toprovide funding based on their own agenda as long as the interventions sponsored
respond to any theme mentioned in the RP. This is a desgkness that has resulted in a
diluting the effect of interventions and the establishment of numeroussra#l projects (58

64 depending on the ydawhich is the opposite of what was actually sought and was the main
drive behind a programming agaich.

20Source: UNODC Regi onal RrOd2r lafngde f or West Africa,

21( iSjupport to the Regional Pr o gir Giommmei sAspiporno aldcmhu @iyt thMoetmibce r St
54"Sessi ouNODd i Re §r ogala mme s : a strategic p I 7aOn3n/i 2n0g0 9a n d i mpl
Commi ssi on on MNAamsestsionDr (gs i) Wor | d CDrefvleil otp,me S c WRreiptoy t
Devel optmée bt
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Overall, the indicators are too numercaisd not often measurabfer effective monitoring.

Thoughresult indicatorsare mostly clearly linked to activities and therefore straightforward,

many are not very relevant as they focus on the deliverytioftas / material / trainings (drafted

pl ans, endorsed | aws, . Tmesenrdieators nohethgplesogar be easily ai ne d é
extracted from project documents and therefore remain useful.

Indicators at the outcome levslainly consist of indicatordescribing an accomplishment which

can be interpreted differently from project reports as their measurability is difficult to establish
when there are no clear baselifgeg. the creation and establishment of new structufeld)s,

JAITFs, computer traimig centres in SP1 does not mean that they are actually operational
Operationalisation is subject to wide interpretatiimen that it undergoes several phases and
stages and requires sustainable funding and consensus implementation agendas; which are no
often in placg

Impact indicatordor all subprogrammes are also often difficult to measure and challenging to
interpret (as with outcome indicators) due to the lack of baselines established at the beginning of
the RP as discussed previously (ex1: mlinber of seizures and arrests in SP1 has a meaning
only if it can only be linked to a reference situatier2:for SP2 measuring empirical data when
available requires a strong research effort that precisely was not adequately funded in the RP). To
be dle to measure change or impact it is vital to establish baselines and a situation / contextual
analysisto inform the evaluation andtakeholders on the degree of changes sought by the
interventions (project or programmes). Whilst contextual analysesaared out on a regular

basis by UNODC, there is currently a lack ofiiepth studies.

Though the log frame was used to design the programme with clear indicators (including on
impact), the actual implementation of the log frame continued to rely oecphgjsed initiatives.

This has in part been due to donor requirements who only wish to fund some activities in some
countries. The main disadvantage of tinisited approach is its inability to link project results

with programme results and outcomes;eatightening example is the miyp on results/outputs

and outcomes in relation to SP2, for GLO/T58: the project outcome is actually airesult
indicator that corresponds to an output indicator in the RP. In practice, assumptions are made
when transposun individual project results to an overall programme results framework. Indeed,
projects were not integrated into the farbgrammes but remained isolated interventinos
integrated in a comprehensive action framewarid thus not benefiting of economief scale

but instead tradingcomplementaritiesand synergies as individually funded projects. This
limitation to programming due to funding constraints and excessive intervention areas jeopardizes
t he RPGO6s ab a hdlisticyapptoactand is anobstacle toeffectively achieving its
objectives.

Regional programme design and interlinkages:

UNODC focused orincreasingnstead of concreting and limiting, tiRP6 areasof intervention.

Consequently the Reovered (see table 1) through the feubprogrammesalmost all UNODC

intervention areasThis large number of areas programmed require a substantial management
capacity; this management choice | imited initial

T he Réhtate areinteraction and deesion varied along the implementation proc8éong
effortsweremade to link law enforcement (SP1) with justice & integrity (SBRj the RP could

not ensure effective coordinatidretween Research and awareness (SP4) and the other sub
programmesmainly due to theesearch and awareness rot often taken into account during

the project formulation stageA successful approackwhich has showra more cohesive and

13
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integrated approacfto beconsidered as a good practiime future RPs)is the integation of
different thematic areas within suegional interventions (e.g. Sahel programme).

Reagional programme(2010-14)

SP1i lllicit trafficking, organised
crime & terrorism:

1 Law enforcement capacity
building

1 Drug & precursor trafficking

1 Smuggling of migrants
1 Trafficking in persons

1 lllicit trafficking in other
commercial goods

1 Acts of piracy
1 Forensic apacities

1 Money laundering & financing
of terrorism

1 Terrorism prevention

RP SP4i Awareness & research
T Awareness
9 Research & analysis

9 Drugs & crime surveys

Thematic programmes
[ areas(2008)

Terrorism

Corruption

Money-Laundering
Organized crime &
illicit traffickin g

Human trafficking
Migrant smuggling

Fire arms

Scientific & Forensic
serviceqpartially
included in pillar 4
Legal advisory serviceg
(crosssectoral)

Research & risk
analysis

RP
coverage;

< < < < < <

c

Reagional programme(2010-14)

RP SP2 Justice & integrity:

1 International cooperation

1 Conflict, crime & violence
prevention

1 Corruption

1 Witness protection

1 Victim assistance

1 Juvenile justice

1 Improving access to justice

11 Prison reform & alternatives to
imprisonment

RP SP3i Drug prevention & health

1 Drug abuse prevention

1 Drug dependence treaént & care
T Universal access to HIV/AIDS
prevention, treatment, & care for
prisoners & injecting drug users

Thematic programmes /
areas(2008)

Crime prevention &
criminal justice:

Crime prevention

Police reforms,
strengthening of prosecutid
services & judiciary
Access to legal aid

Justice for children
Violence against women

Victims

Prison reform & alternative
to prison

Reducing drug demand &
responding to the HIV
epidemic

RP
coverage

< < < <

U(cross
sector)

Tabl2egr ee

22Compari somaofamRRdP

o fb ect oweeesni
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tamemat i c
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FINDINGS

Relevance

Extent towhich theobjectivesof the regional programme are consistent with belagies'
requirements, couritre reeédsregionalpriorities and partners' and donor's poliassvell as
UNODCs global goals and objectives.

Regional Programme relevance in relation to the ECOWAS Palitical declaration and Regional
Action Plan:

Over al |l , intgratibns thiougkthe RParevalid in Western Africa as thregion isstill
insecure, unstable andilnerable towell-organized crime and drug networkafficking, trans
organised crime and terrorism. Thisattributedfor a large parto a weak institutional capacity to
deal with the abovenentioned issues and the low level of development in the region.

The RP is highly relevant in relation to the 2008 ECOWAS Algalaration andregional

Action Plan (20082015) which focuses on the need to (i) develop a regional antbhese laws

against drug trafficking, (ii) enhance law enforcement in part through technical assistance by
training its main stakeholders, (iii) promote international cooperation and exchange information
between States as well as international organisatémnd donors, (iv) provide support to drug
dependant citizens to access health care and social support including appropriate communication
measures, to promote prevention, (v) harmonise procedures for legal assistance, (vi) strengthen
data collection andesearch to develop mechanisms to counteract transnational crime. At the time
of the formulation of the RP, drug trafficking and related organised crime was becoming

i ncreasingly pr omi n eRedgonatAetisnPlrt In regponserio the COBBNVA S 06 s
ECOWAS Regional Action Plan to address the growing problem of the illicit drug trafficking,
organi sed crime and drug abuse and ECOWASGO6 requ
which encompassed the ECOWAR®gional Ation Plan but included also adibnal UNODC
mandates to ensure that the issues were tackled holistically and comprehensively. The aim of the
RP was tosupportECOWAS RegionalAction Planwithin the boundaries of the mandate of
UNODC.

Over the years, security threats have evolved heitRP framework operationalisation did not
allow for interventions prioritization. For example, by 2011 and 2012, terrorism had become a
major issue in the Sahel region resulting in intense scrutiny by the international community. The
RP was not designed @ flexible tool to capturenoughdonor interestorrespond to emerging
regional security issuedut rather enclosed the objectives of the ECOWAS PoA, UNODC
mandate and a pestablished donor list of prioritieés overarching scope coupled with unggab
funding left it incomplete and opendlfle discussion to find simpler management options.
Innovative tooldike subregional programmingvere designed to focus on limited topics and to
ensure a more manageable geographical coverage. Thimt@atled iniial overarching planning
resulted in an overwhelming amalgam of disperse interventions. Even though liael Bfecific
targets and firm outcomegt, had no mechanism for allowing a realignment of objectives or
outcomes. This was in part due to a lackanfoversight mechanism or a governance structure
(such as a steering committee for example) of the RP.

A good example of how the RP can adjust to evolving needs on the ground requiring intervention

is the Sahel project. Pressure to find a solution to ety of terrorism and organised crime in
a specific geographical area led to the establishment of the Sahel project (seelivginy the
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gap between the rigidity of the RP and the needs on the ground, allowing for a swifter response to
new emerginghreats.

UNODC Regi onal Pr o giraadndneed anrad uper:oj ect s

The added value of the R®that it isa framework that allows for interlinkages and coordination
between projects and provides a platform for cooperation, communication, establishing lessons
learned and the exchange of good practices. Another added value is the research and the
contextual analysis that UNODC provides in the region, which is attractive for donors who are
interested in understanding the region and its problems.

UNODCG s m ébution aedonmain rasset remains in the sphere of technical assistance
(including research, awareness raising and the enhancement of dialogue between local authorities
and other stakeholderdjs expertise on the subject of drugs, traagonal organisedritcne and

to an extent terrorism is widely recognised by Member States and the donor community. Its main
skill is its ability to build the capacity of local stakeholders, in particular regarding (i) the
harmonisation of laws and regulations, (ii) the buiddbf capacity of governmental institutions

(iii) it also has the ability through the Research and Dissemination component to provide insight
and analysis to both internal and external stakeholders on threat analysis andJX&pOE also

has an added ug in supportingthe fight against new regionaphers of trafficking and
organised crime due to its positioning (edgntification of thedrug demand reductioprogram
increasingly relevarandcomgementary to enforcemerur positioning ofUNODC asone of the

few actors active on TIPSOM in the region)

Due to the above, UNODC is often viewed as an organisationwiith mandates whicltan
overlap with other institutions (e.their work onHIV overlaps with work of UNAIDS or WHD

With the increase@ompetition for funds betweedN organisations, the evaluation found that
UNODC should ensurthat it continues to create a niche for itself through its main assets and
skills; i.e. capacity building and analysis and dissemination of information, fogussirthe
technical which is where its main added value lies. Otherwise, there is a possibility of
overstretching resources. Trying to do too much with too little (both in terms of HR and finance).
To this extentit is important tocontinue toensure goodooperation with other UN agencies and
organisations who work on linked and similar issues examplethe UN Office of the High
Commissioner for Human Rightsr issues concerning human rights, UNOWA etc.

RP development and target group needs:

Onareg onal l evel , the RP responded adequately to
initially did not manage tdully address the other side of the equation (addressing drug use vs
drug trafficking): awar eness intha fightiagamst drugsgl ci vi |

crime and terrorism (for exampldreatment centresddressing local drug problems like
TREMADOL or active engagement witdGOs and local communitigsHistorically, UNODC

has focussed mainly on assistance to government amusiituitions, particularly the branches
involved in law enforcemertiut did not take full advantage of the expertise and knowledge of
local, regional or internationdlGOsand specialized partnefisicluding social and community
based organisationmtil late in the first cycle of the RP. Utilising these structuresprawide

insight on final beneficiary needs and ensurenare sustainable basis through bottom up
initiatives and identification of local leadership to raise awareness and increase social
involvement (some examples or organizations that are working in this direction: German, French,
British, Japanese cooperation agencigee DEA the USAID US Government, Save The
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Children, OXFAM and a wide range of local institutions that are working in US@GDs ar eas of
expertise in the region)

Due to a lack of core funding, the UNODGRegional Office for West and Central Africa
(ROSEN) dependalmostentirely onvoluntary contributionsProjects are based mainly on donor
priorities and do not always fullyespondto actual needs of the Member States. This view was
confirmed in all interviews with recipient countri¢see annex) For example,n relation to
drugs, thestruggle to curtailcocaine trafficking continues to be highly funded as it is still a
corcern for European donors as it transits through West Africa to Eutmyte national
governmental institutionsDEAs, NGOs and drug platformsindicated that cannabisand
TREMADOL as well as psychotropic drugs augrentlyperceived as a greater concésnWest
African statesas it directlyaffect its population as there is increasing local use and production.
This may indicate alecreasing alignment with the needs of Member Statieich needs to be
closely monitored to ensurcacontifuastto bd Kke@xa@dos RP i n
Member Statesather than donors.

Relationship between the Regional Programme and National Integrated Programmes:

NIPs wereintroduced tacorform theintervention axis antasis of the RP. NIPs were designed in

a participatoy manner with Member States and would form the building blocks of the RP, as they
would ensure a national response to drugs, organised crime and terrorisratidiedebehind

this ideawas that a strong national basis would enable the creation of algpiajects which

would lead collectively to a strong regional response.

Theidea of building bottom uparticipatory interventiongaking into account individual realities

and ownershipn the ground remains valigdvhi | e t he r at i onndghtdhavd e hi nd t
seemed realistic and valid, it was only effectively supportéthino Verde where a second NIP is

currently being implemented successfhyd to some extent in Togo where the NIP is taken very

much into account for national plannirignfortunatly, the mechanism designed to fund these
nationalprogrammes proved weak and not fuilyctional. Member States were asked to fund a

portion of the NIP itself to highlight national commitment and to encourage international
investment. The only country iwhich this has worked is Cabo Verde where the government

financed its own NIP with USD$5,870,000. Other countries failed to invest in their own national
programmes and it was therefore difficult to attract funding for other NIPs.

The main finding from theevaluation is that NIPs are strong country programmes that
incorporates specific national challengés and are thus essential to the successful

i mpl ementati on, sustainability and i mpact of th
the RPhas not maaged to creatavell-defined national programmes in a regionally cohesive

manner. The RP should thus continue strengthening its essential regional added value though
supporting solid regional strategic planning by selecting fewer interventions and intoitog

those regional through strategic national programme design as is done with programs such as
WACI, the prosecutorodés network, JAITFs or Al RCOF

Sub-regional strategic approach:

Issues such as drug trafficking, terrorisamd organised crime are by e transboundary.

During the implementation period of the RP, it became clear that it was necessary and more
effective to tackle issues not only on a couttyycountry basis but also through implementation

in small clusters of countries who shared enown problem (e.g/NVACI and Sahel Programme

in addition to support through global interventions. Therefore, UNODC has embarked on
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implementing sufsegional interventions. This has proven to be a more coherent and effective
approachto strengthen regionaohesivenessThe addedralue of these interventions that the
efforts focuson both country specific and trahsrder issues. It remains to be seen however if
true integration at this level can take place e.g. through appropriate coordination andtmwoper
with subregional frameworks like the G5 grotfor for example the Mano River Union for the
WACI project. As these initiatives are new, the impact remains to be evaluated although initial
results indicate that these projects have had a positive ingtateast in the increase of
coordination between Member States.

Efficiency

Extent to which the regional programme achieved benefits commensurate with inputs
on economic and fimeial analysis compared to alternative options and good practices
economically resources have been converted into results)

The evaluation found that UNODC has been able to deliver some excellent resulisnitdith |
funding and resource®JNODC should capitalise olearning from good practices by eatang a
manual oflessons learnt frorits projects and interventionBespiteits creativity, UNODCwas
constrained in its delivery of resultsttmselimitations.

UNODC remainsone of the lowest core funded UN agencies, with the UN Secretariat providing
10% of its core resourcds Headquarterdbut no direct funding to theegional and country
offices At the same time, UNODC has challenges in seculimg term, predictable and
consistenfunding from donors whom are mostly set up to fund either denedap programmes

or humanitarian emergency response. This leads to a substantial gap in core, fahitihg
would enable long term planning and flexibility in the-sptof programmes. This will remain a
challenge as long as the donor community appliesdhee models of development to combatting
security threats

Fund raising strategy:

The RP has been an efficient tool for capturing donor funding as can be seen through the increase

of resources after 2009/10. Unfortunately, this increased availabilitgsofurces has not been

adequately distributed geographically (most funds directed towards Nigeria) or per sub
programmes (most resources werigially dedicated towards law enforcemer8P1- and little

attention was focussed on drug demand reductioryvept®n, research& awareness). This

illustrates the constraints of resoureed donor 6s pri or i tdiffieulsy toi | | ustr al
steer donor funds as per priority needs of Member States.

There is a need for UNODC tmntinue tdbe at the forefrontfcknowledge and innovation in the
region (e.g. through a strong research and awareness bureatijueto createspecialised
niches, avoid competition allow collaboration with other UN agencies or stakeholders and
therefore remain a voice of influente the donor community for security & threat issughis

23The S®béGS0GEs an institutional f r a meiwogr ko ff orre gciooonradli ncaa d poenr

i n d&rheeadkse voefl o pment; aintd rwasiebdri utadyd o4y f i ve Sahel States: Maur |
Burkina Faso,. Niger and Chad
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could beresulting in a strongy capacity to capture donor fundiagd ensure the continuity of the
regional programme

Use of available resources:
Human resources

There has been a major increasett® number of (international and national) technical staff
within both CONIG and ROSEN over the course of the Ri#s is in line with the successful
fund raising efforts from 2012 onwards, and resulted in increasing the number of regional
thematic expesgtin ROSEN / CONIG. Recruitment has been an issue especially for international
staff for positions less attractive (location and security issues) resulting in substantial
implementation delays (e.g. EU funded projects in Nigeria).

ROSEN contracted in 2014n Operations Officerwhich brought visibility to the RPhut no

Deputy Head of program or Finance Offiqghis later position was reopened in 2Q15hese
shortcomings hamper the prognamed s abi |l ity to cope with budgetin
and dtimately might have been partly the cause of initial reporting gaps and delays. Discussions

with ROSEN and national country offices sssghowed that the lack of training in administrative

procedures is a constraint that affects timely delivery of dietsviand possibly the level of

ineligible costs (e.g. projects in GuirB#&ssau and Nigeria).

There is also a high turnover in national staff whom make up the mainstay of the administrative
block of the Regional Office, providing the dayday managementhis high turnover is due to

staff only being offered service contracts. Other agencies are able to offeipbétidixed term
contracts, which often means that staff once trained leave for a better post. A review of these
contracts would ensure stédihgevity and a continued provision of services.

Though the implementation rate of activities has increased over the course of the RP, it is not yet
at 100% (see graph 6)here are several factors that contributehis (i) administrative issues

have een recurrent for ROSEN staff for trainings (e.g. DSA payments of trainees leading to
difficulties of attendance of trainingd, (ii) payment requestiave to beprocessed by UNDP

once the request exced@000$ (iii) regional security issues

Despite inceasingly improving figures oimplementation rate the RP is still often prone to
having to requesto-cost extensionfor projectsthat increase the duration sémeinterventions
and he weight of fixed costs. This situation is being progressively redsed due to tighter
controls and management that is more effective.

2Sour ce of i nifnotrem@iSdovid s S tnasftfi tsatnadk@erhall der s
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ROSEN Implementation rate
Year %o
2010 71%
2011 82%
2012 83%
2013 87%
2014 86%

Average 82%

Contribution of global projectdo the RP:

The RP sought to integrate global and national interventions already being implemented in the

region. The logic was to complement this initiakt of diverse interventions with additional

complementary interventions that would bring a more cohesive response to the threats in the
region. ROSEN interviews showed that initially global interventions included in the RP were

considered as respondingp mar i |y

t o

donor 6s

priorities

regional issuegOf the total budget for all global programmes allocated to UN®@DIg around
2% of theirtotal funding is directedto West Africa This isa fraction of the overalbudgetof

these programmesccording to programming sourcéss such, a small amount of resources was

dedicated to the West Africa section of these programthesmpactof those projects in the
regionis less likely tobe significant in West Africalt also indicates that the contribution of
global programmes are minimal in this area of the watlvever, the thematic staff resourcing

in the region did bring significant value for the R providing decentralised strength and

implementation support.

Proganmes such as AIRCOP which includea real time communications system and the

creation of special transnational adtug units, or theContainer Control Program (CCP)
expanding globally, or the FirearmsAnti-Money Laundering (AML) programeswere alrady
conducting successful activities in the region and have all adapted well and been integrated to this

new structure. Now, most of UNODC stappreciatehe comparative advantage of the RP in
terms of efficiency Due to having regional advisors closerthe problems and more able to

nst e:

provide rapid solution to pressing needs, ROSEN and HQ in Vienna seem to be progressing to a
common regional vision and initial communication géyase beerprogressivelyaddressed to

ensure fluid and constructive dialogusdacollaboration

Governance structure and M&E:

There is no mention to governance structure in the RP. The degiaking process lies mainly

within ROSEN and the HQ Regional Section for Africa (and the Middle East) but it is not so
clear for operationahatters (e.g. approving the RP progress reports). There was little evidence of
any collegial decision regarding the strategic direction of the RP implementation or corrective

action of implementation. UNODC seems aware of this structural gap and is lguadEressing

it accordingly.

Managing the RP is done mainly by ROSEN for agreement on more strategic decisions. There is
no overall regional management or steering committee within the RP. Project approval follows
the same procedure as before the RP dmed relevance and potential integration of new
interventions or amendment and their alignment within the RP is left at the discretion of both
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ROSEN and the Regional Section for Africa and to a certain extent to some relevant country
offices such as CONIG. Rmanagement would require a stronger governance structure with a
Deputy Head of Office at ROSEN fully dedicated to operational matters and a finance officer to
ensure efficient implementation so that the head of office can dedicate more time to caordinati
provide a strategic visiomnhancdund mobilization and create political network support to the
programme.

M&E:

There are extensive reporting efforts done by ROSEN / CONIG and national country offices
through annual work plangnnual, semannualard quarterly monitoringeports as well as
regular project revisionsThese are consolidated and submitted to HQ before being made
available to stakeholders (including donorapstly availableon PROFI(including detailed
information on the financial aspsctof reporting) The analysis of reports show that the
information provided foclweson outputs or activities. This level of reporting is not considered by
donorsto be informative enoughregarding impact though it does give a good overview of
activities umlertaken.As impact is considered exitical objective for donors, UNODCshould
make sure to systematically carry chdiseline studies and/or comprehensive initial situation
analysisto consolidate good arguments behind any discussion over progress englite that
impact can be demonstrated

Levels of implementation:
Efficiency in the use of resources has shown progress over the yeéuading volumes, the

overall delivery rateincreased from 71% (43 projects) in 2010 to 88% (56 projects) in 2013 and
84% (60 projects) in 2014.

Projects implementation rate by number

Projects’ number

<10% 10-20% 20-40% 40-60% 60-80% >80%

Implementation rate (effective/committed)

2010 2011 2012 2013 m2014

Graph Project i mpl emen®’ati on rate by numb

In number of projectggraph 6), there has been a substantial incredsaterventions(+20
A £40) with a high delivery rate (>80%) meaning that ROS&Nr time improved inthe
implementation level of its projects. In parallel, the poorly implemented projects (<10% delivery

25Sour ce: ROSEN Finance Dpt.; compiled by the evaluation te
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rate) largely held below 10 interventions over the duration of the Ris shows a direct
correlation of the number of interventionsrsus success rate.

Projects implementation rate trend
80%
T0%
60%

jects
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<10 10-20% 20-40% 40-60% 60-80% >80%
Implementation rate (effective/committed)

m 2010 2011 m2012 w2013 m2014

Grap:h Project i mpl enkent ati on rate trend

In terms of portfolio- overall financial resources(graph 7), ROSEN has maintained an average
of 60% of its portfolio with a high delivery rate (>80% deliveryejand a relatively low but
variable percentage of projects {18% of its portfolio) of poorly implemented interventions
(<10% delivery rate).

This improved efficiency is partially due to increased staffing levels within both CONIG
and ROSEN including the provision of specific thematic staff and to the resulting

devel opment of the RPO6s implementation capaciti e

The RPO6s programmed costs were higher t han
unbalanced budgets until 2013. However, thenew 2012 funding strategy and a more
determined management action resulted in increasing the funding levels of the RP. There is wide
consensus that a more mixed -thpvn and bottorup approach implying mordecentralized

it

C

<

management could contribute toinc por at e r egi onal feconomies of
coupled with reinforced central management structures, to build upon more efficiently on existing

regi onal initiatives (e.g. Benin Regional Schoo
socialsector).

Visibility and advocacy:

With the unfolding and structuring of the R#?pjectmanagement has become more effective and

the use and allocation of available resourbes beemmore strategic and balanced. This is

contributing to enhancing the regial perspective and twldng value to the RP in relation to the

previous project approactHo we v er , UNODCG®G s v i gsemdbirislweakyy i n t he

comparison to other UN agenciesch as UNICEF, WFBr the UNDP. This would indicate that
stronger communation is requiredrom ROSENandan advocacy campaign could be developed
to increaseits imagethrough more proactive actions (campaigns, press and media use). This

26S0 UrRcCeSEMNi nanceomDptled by the evaluation team
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could enable the opening of the organization and might faciéetesso fundingand wder

local support (e.g., UN staff do not know UNODC or how to cooperate wibenieficiaries do

not knowthe RP but their own project while they express the need for a regional approach
advocacy on DDR is very low).

HQ, CONIG and ROSEN coordination:

ROSEN is responsible for thenplementation of th&P. Sill, ROSEN and CONIG c@&ign the

annual RP reporiAs a regional office, ROSEN hosts most but notlaimatic expertise useful at

regional levelFor example CONIG hosts the HIV thematic programmdiadr. These variations

in terms of delegion of authority are the result of a spiralling growth of portfolio volume in

Nigeria (in terms of both financial resources as well as actual projects) r el ati on t o ROS
Further to this, CONIG does no longagek approval of ROSEN for its portfolio but goes straight

to HQ. This has led t@ disruptionin thehierarchical link between CONIG and ROSEMd has

resuled in alack of communication between the two entitiwsho work for the most part
independentiffrom each otherseeking communication and support only fegionaltopics and

issuedor which Nigeria might be a major player.

The absence of a regional coordinating mechanism has proven to be a practical challenge for
regional programming. For CONIG pigularly where the Elunded projects on Drugs, Justice,
Anti-corruption and TIP/SOM do have integcalimponents, whichave potential benefits to the

rest of the regional programme, the absence of astrelttured coordination platform has meant

that imely information and experiences are not shared among the existing projects in the region.
The absence of a measurable regional result is a clear indication of this coordinatidhegap
complex management issues need to be progressively addressecdasutes to be taken to
ensure coordination between the new management teams in both offices.

Partnerships and Cooperation

Measure of the level of UNODBCs col | abor at i on withhréelevante
stakeholders (Member States agendesas, NGOs, governments, UN agenciets.).

Relevanceof partnershipsi synergies:

UNODC is committed to adhere to the Paris DeclarationAath Effectiveness including
ownershipby governments (see chapter on Sustainabilglgnmentwith government policies
and strategies (see chapter on Relevankajmonizationthrough donor coordination and
cooperation, and mutual accountability.

UNODC has successfully created partnershipdiich objectives were to enhance the
effectiveness of the interventions (e.g. cooperation with the United Nations Integrated
Peacebuilding Office in GuinedBi ssau [ UNI OGBI S] -upror WHOandni ngs 6 f
UNREC to ensure the quality of relevant tiagn support and technical assistance to line

institutions.

UNODC has also made efforts to communicate with international organisations to avoid

duplicating interventions (e.g. WCO under CCP). In particular, UNODC helped create in Cabo
Verde in 2008 adanr coor di nati on me c h anCato Merdgdomdistimg Dubl i n
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of regular formal and frequent informal meetings where projects, funding
opportunities/availability and activities are discussed between major donors (e.g. UN, EU, USA,
UK). It also lelps to establish and coordinate priorities at a country level. This ensures that there
is no duplication in activities, mutual assistance and a coordinated approach. Interviews showed
that since this mechanism has been put in place there has been mmeiducverlap between
actors in their activities.

Nati onal and regional partnersd commitment:

Member Statesonsiderthat UNODC is an invaluable partner in building their capacity to fight
drug smuggling and organised crirmed that iresponds activelyotbeneficiary needs and works

in close collaboration with governmental institutions, but the process is mostly UNO&dhor

driven. UNODC assists in the identification of challenges and then proposes solutions through
interventions based on country / gonment needs as identified.

Whilst this approach might be efficient to meet country néeats the perspective of UNODC or

a donor it does not encourage national ownership. The commitments requested from beneficiary
countries/institutions are most oftémo ambitious and can lead to breakdown of results by the

i nterventionbds end. Il n cases, the resources <con
institutions do not materialise when required to ensure impact, sustainability etc. (e.g. lower than

expected HR mobilisation in Nigeria, Togo and Benin for AitcBpliance of TOCU in Sierra

Leone on continuous donor support). Hence, the teeedsure more collaboration, to discuss and

plan together a comprehensive and realistic continuity, and tadprpessibleexit strategies.

Interviews with ROSEN staff and beneficiary institutions showed that there are three main issues
affecting the relationship/partnership between national partners and UNODC: (i) difficulty in
meeting implementation deadlines.d. Aircopand slow delivery of 124/7, delayed support for
GIABA) resulting in lowering beneficiaries commitments and motivations, (ii) lack of
communication from UNODC on slow delivery or funding delays, (iii) a perceived lack of
response from UNODC tché priorities of national and (some) regional issues (e.g. cannabis
psychotropic drugsise,counterfeit medicines, an@DDR under SP3vhich has recently become

an important topic in many West African states as drug use amongst the local population is
stealily increasing (cfr. Senegal, Ivory Coast and Cabo Verde)

Cooperation with ECOWAS:

The RP was established based on ECOWASGO6s reques
signed with UNODC.

The support of UNODC to ECOWAS and its Regional Action Plamisil i ne wi t h UNODC
mandate and a core building block of UNODCO6s str
organised crime and terrorism. The RP aims to

activities, regionalize initiatives, create networks pnoimote synergies. Sustainability of actions
is ensured by creating platforms and encouraging dialogue, as well as through the increase of
local capacities.

Collaboration between ECOWAS and UNOD®eds to continue to be strengthen®hile
UNODC managedadt create a good momentum at the beginning of thevRfqus stakeholders
from UNODC, partners and others stated that was nosufficiently sustained with regular high
level meetings to discuss both RP progress and consider reorientations if réquiriggher
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structure like a steering committee could contribute to this effditte lack of a steering
committeecould be identified as a rosauseof this. Interviews confirmed that a high level of
commitment by ECOWASvas not achieved. This has been allemge from both partners with

both ECOWAS and UNODC not meeting the challenge to work together and offer support to
each other to the extent that trust and a good working relationship was created. Efforts to achieve
this would go a long way to achievitige ultimate objective of the RP.

Still, collaboration with ECOWAS might be strengthened in the new RP under the auspice of
agreements signed by UNODC, ECOWAS and the EU (e.g. ROC/FEREB)?2 This should
entrench the collaboration that has been estwlis

There is a wide consensus amongst beneficiaries that ECOWAS should be playing a more
important role in the process of ensuring a regional response to the identified issues related to

drugs, trafficking, transnational crime and terrorism. Whilst collation with the Commission is

UNODCO s mai n i nteracti on wi t h ECOWAS, UNODC sh
energies to ECOWASS Court of Justice or ECOWAS F

UNODCOG s supportrtethet ECOWAS supporting structures such as the Couusinée]

should be reshaped and increased. The Court deals with Regional Human Rights Issues and has
become de facto a regional Ombudsmandés Office o
capitalizing on the strong media coverage provided in the regioaurt rulings. Media pressure
reaches to the level of influencing national policies as in the cases of media harassment in the
Gambia, Oil Spills in Nigeria or Slavery in Niger. It is likely that the same could apply to
convictions regarding drug trafiing and organised crime as well as terrorism Another
important lesson learnt is the need to improve the support to the ECOWAS Parliament. This
institution can become an added value for the organization by for example ensuring the
development of specialidgparliamentary commission in the region to address that security issues
and to tackle democratization issues of this institutions throughout the region.

Donor commitment (including NIPs) and coordination mechanisms:

The main donors of the RP are AustBaazil, Cabo Verde, Canada, DenmaBermany, France,

Italy, Japan, Liechtenstein, Luxemburg, Monaco, Norway, the Netherlands, Portugal, Spain,
Turkey, the United Kingdom, the US, the EU, the MDG Achievement Fund, the OPEC Fund and
the UN Peacebuilding Camission.

Overall, the donor community is approaching UNODC with both tighd soft earmarkd
funding (90%- 10% respectively) strategie¥/ith a decrease in the amount of regular budget
from the UN itself, it has proven a challenge for UNODC to ens@eauistainability of positions
and projects. It is most important that a stratbggleveloped by UNODC to work around this
issue, as well as for lobbying and advocacy to enablersaitmarking of funds.

Donor commitment in the region is also traditiopall | i nked to the donor coun:
(political) agendas: e.g. TIPSOM for Spain, terrorism for &ldFrance, corruption for EU, drug

trafficking for most if not all donors, antnoney laundering, wildlifendmaritime crime for the

United Stategthe US is for example already heavily involved in combatting organised crime and

drug trafficking through independent programmes such as the West Africa Cooperative Security

Initiative WACSI).

UNODC has had to cope with various difficulties related #gpecific contexts of donors (e.g.
drastic reduction of support by Spain impacti ncg
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new strategy on efficiency through the reduction of contracts and convergence towards a
programming approach).

Donor cooperatiornand partnerships:

Two main findings were observed through the ev
funding in West Africa is obtained from tliglJ. Secondly is that most funds under the RP have
beenchanneledto Nigeria. This is due mainly to the effé that drugs, traffickingprganized

crime and terrorismwhich originates from therarehaving on the development and stability of

the region, and the impact of this in Europgegarding the relationship with donors, they

indicated a good working relatiship with UNODC although several issues continue to concern

them. These relate to timaplementatiorrate of some projectss well as managemeiit) donors

indicated that he Ful | Cost Recovery approach may i mpac:
rounds of funding, (ii)reporting ispredominantlyactivity and output based and not focused

enoughon outcomes and impact, (iii) the low level of interaction with ECOWAS.

Data gathered from bothilateraland multilateral donors poietd towards the need for UNGD

to focusmoreon its core business and strergitipertise (e.g. capacity building gbvernment
institutions through training and mentoring, provision of technical assistance and expertise
justice and police specialisatipto avoid dispersion of resmresand still ensure more concrete
collaboration wih other organisations working on siarlissues such as the UK, US, Elthis

might particularly be the case for crossector areas like human rights and gender where
specialised organisationske OHCHR, UN-Women or NGOs might play a lead role in
interventionsand where UNODC should contribute only to the degree in which these topics could
have a strong impact on state security and criminal matfdtsough impact reporting in
UNODCGOGs ar e asenh ahsllengd (&vqa paselinb study approach or a posteriori with
specificexpost evaluations), donors insists that it s
progress measurements.

Partnerships with other UN agencies and other international organisas:

The United Nations agencies have sought closer collaboration and partnerships through the
el aboration of the UNDAF and bjynitiave, whkicghiisng t o t F
currently being piloted irightcountries worldwide.

In Cabo Verde, URDC is part of the Delivering as One pilot programme. The idea is to develop
approaches as a UN country team that would enhance the coherence, efficiency and effectiveness
of the UN at country level and reduce transaction costs for host countries. fbiidy useful

to reduce costs but also to avoid duplication/overlap. It has also been established that it reduces
the weaknesses in programmes/projects through having one common response to development.
Not only does it lead to reduced competition betwelN agencies but also it promotes more
integration and cohesion within programming. It has allowed them to collaborate efficiently and
reach out for expertise from other agencies where necessary. In Cabo Verde, UNODC s the co
lead on the security pillawhere they are recognized within the UN as a point of reference. One

di fficulty was initially to stream UNODCO6s mand
the UN but it was possible and has worked well to date.

The UN also promotes a collectivesponse to national development priorities as a significant

tool in the evolving process of enhancing coherence and harmonization through the United
Nations Devel opment Action Framework (UNDAF). T
aligned with nationaldevelopment strategies and processes and creates synergies with all
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development actors in a country. Its priorities are fully aligned with gbev er nment 6 s
developmenpl a n . Much | ike the 6éDelivering as Oned st
togethe to build a response based on this document.

UNODC is integrated in the UNDAF for several countries of the region (e.g. Cabo Verde,
Mauritania, Ghana, Guindgissau, Senegadnd Mali) but not yet for others (e.g. Niger and

Burkina Faso)The cause migtt e a combi nati on of (i) UNODCOs | o
of) to enable follow up OBUNDAF negotiations (ii) local commitment by the UN partners and

their perception of threats treated by UNODC in
interventions with less clear linkages with issues dealt with through UNOAE areas of

collaboration include mainly (but not exclusively) (i) good governance, corruption, citizenship in
collaboration with UNDP, (ii) health through dragdHIV prevention vith UNICEF and WHO,

(iii) rule of law and security institution strengthening in collaboration with UNTH& 'Delivery

asOne" approach of the UNDAF coordination mechanism allows for some level of coordination

within CONIG's projects in Nigeriddowever the practical linkages with the regional programme

remains unclekalUNDAFs do not yet include all aspects of
therefore advocate for a more systematic approach of ensuring that their marela¢fiected in

UN country activites. This would also go towards building up partnerships in a systematic

fashion with other UN agencies who fulfil complimentary mandates.

Other partnerships, which have been systematically formed, are with the Office of the Department
of Peace Keeping (BKO) and the UN Office for West Africa (UNOWA). This can be seen
mainly through the involvement of DPKO in the West Africa Coast Initiative (WACI) project
which looks at combatting transnatiomaanizedcrime in Sierra Leone, Liberia, Guin8assau

and Republic of GuineaandCt* t e d 6 UNODC,UNOWA/DPA, DPKO and INTERPOL

jointly set up WACI to work in synergy to sup
Regional Action Plan to Address the Growing Problem of lllicit Drug Trafficking, Organized
Crime,and Drug Abuse in West Africao.

Other critical collaborations with UN agencies are for example the UN Regional Centre for Peace
and Disarmament (UNREC) for disarmament issues in Togo, Niger, Burkina Faso and Mali, and
the close collaboration with UNIOGBE or at a regional level the agreement MOU with WHO to
ensure training of medical staff on drugs prevention and treatment, and HIV/AIDS related issues

Strategic donor coordination mechanism:

Whilst UNODC is actively working on improving their coordinatiwvith the West Africa Special
Representative to the Secretary General, the UN Department of Political Affairs (through
UNOWA), as well as with the DPKO and the UN Peacebuildiriggre is currently no

coordination mechanisrfor the RP organised by UNOD@it h  UNODC6s main stake
active on these topics (e. g .The @amsancerobg collegmb per at i
decision taking structure (e.ghrough amanagement or steering committee) might have
contributed to some lack of coordinatid@oordiration of donors and their contributioa$so

remains decentralised by clusters of issues, thematic or geographical Arddgh-level

Coordination mechanism can work on coordinating not just activities but also other parties, and

by organizing yearly merigs could compel parties to collaborate to negotiate and reach
consensual solutions and decisions.

Currently UNODC (ROSEN and HQip rais ng d interest though highevel donor

conferences (e.g. on the Gulf of Guinea, ECOWAS-potibn plan, Sahedtrategy, WACI). Tls
pro-activeness of the organization is resultingubstantial donor responses, which feed into the
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RPtransforming intaelevant interventions. Whilst this is an effective way to raise funds for high
profile issueswhen not a wettoordinated mechanism of raising fupdsmay not be capitalised

to fully fund a regional programme. Due to the nature of fundraising and donor interests, UNODC
has not fully managed to strategically raise funds for the RP as a whole, including those areas
which are not popular to fund but by no means less impaddmneficiary countrieg.o fill this

gap UNODC should ensure donor coordination and common responses to shared interests. A
relevant mechanism would be the Steering Committee.

Effectiveness

Extentto whichthe regional progrars objectives and outcomes were achieved, taking
account their relative importance.

As a whole the evaluation has found the RP to be moderately effective in what it has set out to
achieve. The regional approach fostered under the RP, as well a$fdtie that went into
creating platforms and linkages on certain issues between dtategsgmple such as WACAP)

have proven successful and have achieved the goals and objectives set out undérimecRP

was to create stronger interlinkages and to tackle the problems of (drug) trafficking, organised
crime and terrorism at thieansboundarylevel. The RP has also been effective in ensuring that
across the board all countries have in place the legislation to tackle issues through the support of
ratification of essential conventions such as UNCAC.

At the same time, UNODC has struggledhatiwo main hurdles; one is tloperationalization of
concepts and knowledge sharing and the dthplementation of theorffor example how to deal
manage an actual raid after teaching law enforcement operatives the theory of it) through
improved and statardized normative and implementation procedures speciatia@nings
strategic high level meetings, and practical sess&insnto actioni therefore translated onto the
field; and the second is the showcasing of achievements through a propengepatém that is

built on relevant indicators shovgnimpact instead of outps. Thiswas exacerbated by an
undeveloped project cycle structure, which at this time requires more monitoring and evaluation
to enable an adequate and quick response to devefdp on the ground.

The evaluation also found that effectiveness differed pepsaframme; with efforts under SP1

being more effective than for example SP3. This was found to be due to the effort and resources
dedi cated to t he irectcbrfelatiorebetiveededicatedesousciest (finaneial d
and human) and effectiveness. The evaluation also found that a lack of effectiveresse
areasvas mainly due to a lack of sustained éng term funding, backed by propaentoring to

ensure tht actions are sustainably translated on the field.

SP1i lllicit trafficking, organised crime and terrorism

Outcome I Member States take systematic and intelligen@ased action to identify and act
upon drug trafficking, moneyZaundering and other organized criminal activities.

The program has fostered transnational collaboration assisting partners and beneficiaries to

devel op common strategi es aActionPlare. Howevgr severall l evel
regional issueslid not attract donor fundg (e.g. psychotropic drugs, cannabise women &
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children trafficking) possibly because these issues have local roots and consequences, and few
transcontinental spillingver effects that might interest the international donor commuRitg.

was evidened through interviews held with donors, stakeholders in the partner countries and
beneficiaries.

The RP was instrumental to start building regional synerfiiesntributed to sensitize and gather
support amongst partners and beneficiaries by first emmgaits political presence in the region

It has contributed to start coordinating some regional forces against organized crime in the region
(e.g.G8PIl us group, role as part of the
are still required to cavlidate RB presence and isustainability aneffects.

One of the main successes of RP was the consolidation of regional platforms for collaboration
and exchangelhe RP organized and suppori{@dthe Sahel Judicial Cooperation Platform used
by magistrates to foster cooperation on terrorism and to facilitate extradition and MLA on related
topics (ii) the WACAPto enhance collaboration amongst prosecutors on criminal matters related
to organised crime, drugs and terrorissndWACI initiative on diug enforcement and organised
crime unified from 3 separatgostconflict projects in2014&These initiatives need to be
consolidated with a more strategic approach to transnational collaboration, suppegtonal
centresof excellence and training schoalsd mostly by enhancing sustainability of local support
and financial collaboration to the integratiortleése networks to consolidattate institutions

Another important success was the establishmedttraining, under the AIRCOP project, funded
by the EU and implemented by UNODC in partnership with INTERPOL and the World Customs
Organisation (WCO)of inter-service Joint Airport Interdictiofask Forces (JAITFs) to enhance
drug-interdiction capacities at selected international airports. The reselt®gy promisingnine
JAITFs fully operational in West African countriédBe ni n, Cabo Ver de,
Ghana, Mali, Nigeria, Senegal and Togo); 809 &nforcemenbfficials trained, of which 121
women; 48 training actions conducted; 6 Jddygerations, including COCAIR I, lll and IV
successfully conducted; 3 exchange of good practices programmes organized; 2 Canine Teams
trained and established in Senegal and Cabo Verde. Further, AIRCOP JAITs de268de
seizures and 30%rrests 635 kg of cocaine, 449 kg of cannabis, 85 kg heroin, 336 kg
methamphetamines for an estimated value of seizures of EUR 78 M (Europe, retail price) / EUR
20 M (Africa, retalil price), with an overall operational implementation rate of 98.75% (AIRCOP

). The number obeizures and arrests conducted by JAITFs at selected airports has increased by
78% since the launching of AIRCOP project.
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The regional component of AIRCOP establishadaaport reatime operational communication

and to facilitated regional data systematization in terms of drug and illicit trafficking seizures
with WCO CENcomm and INTERPOL-24/7 secured communication systems. Overall,
AIRCOP improved national intesevice cooperation (Police, Customs, Immigration, Airport
Authorities, etc.) in beneficiary countries, which proved to be successful in the fight against illicit
trafficking and improved operational communication between JAITFs, partner organisations and
law enforcement agencies of partner countries in Europe. Further, AIRCOP training and
mentoring activities improved the technical capacities of law enforcement officials of the JAITF
and contributed to the harmonisation of the working methodology. Jointtiopsraspecialised
training and K9 dog units proved to be very useful in increasing interdiction capacities in
beneficiary airports.

Still, despite the Letters of Agreement signed with UNODC, Governments find it difficult to
cover the costs of the JAITFmcluding operating costs, premiums and facility maintenance and
advantages and premiums received by Officers wereetimediscontinued when joining the
JAITFs. As a mitigation measures, all Governradmatve signed inteministerial decreefor the
estdlishment of JAITFsensuring the operability and sustainability of gheunitsbeyond the
project framework showing full ownership on the projedtructures andoutcome. The
consolidation of these efforts requires more innovative solutions to respdreltzél / regional
contexts such as institutional twining and exchanges, and transfer of experts to key institutions in
a rotational manner.

The RP actions have creatasbmentum aroundorruption and drug trafficking and contributed

to generate social date. UNODC has worked with civil society organizations in the fields of
corruption prevention and human trafficking. CSOs were (insufficiently) supported through small
grants, joint advocacy efforts and training. Further awareness raising is necessanyrecsecial
participation and supportnterviews showed that there is a need to balance support between
operational capacity of authorities to enforce criminal justice and enhancement of preventive
action through participation of civil society.

Outcome 2 National legislative frameworks related to drugs, crime and terrorism
established in accordance with commitments taken by the countries.

Member states were assisted in adapting their national legislative frameworks to international
standardsimplementabn has prove to be more difficult due to lack or regulatoiramework

(e.g. UNTOG trafficking in persons, smuggling of migrants and trafficking in fireapnmtocols

-, UNCAC, drug control conventions amegal instruments against terrorism

Most countries shared and exchanged their moded émainstterrorismfinancingresultingl n
their e frdnspose sthe tinternational standards on CFT (i.e. part of the FATF 40
Recommedations), and based on the Treaty establishing the WAEMU, the Central Bank took
the initiative to elaborate a uniform draft law which the 8 WAEMU Member States then had to
transpose into domestic legislatiofiraining was provided for criminal justice aféirs (e.g.
judges prosecutorsFIUs and Ministry of Finance staff) on ass&tezing andcollaboration
strengtheimg and action againstterrorism financing. Several difficulties (lack of political
supportand specialised bodies) still must be overcomes¢ea fully operational network of
antFmoney laundering enforcing institutians

Outcome 3 Member States improve their capacities to fight trafficking in persons and
smuggling of migrants (TIPSOM).
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UNODC supported through thBP awareness raising and prded technical assistance to

strengthen the fight against THhd SOM. Relevant authorities and security forces were trained

and national legislative frameworks are being progressively adapted to comply with international
standardsCountries ratifiedseweral protocols Supplementing UNTOC was ratified in 2012 by

Ivory Coast and Ghana and Niger adopted in 2010 a human trafficking law. In Nigeria, the

NAPTIP supported the strengthening of its ardfficking law to make it compliant with

international stasiards resulting in a new law in 2014. Drafttawe r e r evi ewed wi t h UN
support in several countrie®verall, the RP has endeavoured to ensure regional normative
compliance with international standards with some success but still needs to contimuedbss

to ensure the effective applicability of those regulations in the region.

Trainings were provided irseveral countries orvictim-f ocus s ed responses anc
identification and protection against traffickirigeneficiariesrom most countrieseasserted the

need for these trainings to be extended to the rest of the region and a regional coordinated action
developed (e.g. to protect especially women and children). Hémes isa need to widen

beneficiary coverage.

Several initiatives were st undertaken to raise awareness. For exampldjgeria, awareness
on TIP and SOM was raised nationwide. For Nigefive-year communication and awareness
raising plan about TIP was developed by governmental andjomernmental actors and media,
with a special focus on forced child labour (e.g. children street begdfar@cessary funds are
made available,imilar wide ranging campaign efforts should be replicated throughout the region.

SP2i Justice and Integrity

Outcome I Member States align their comestic legislation on corruption with international
legal standards.

Corruption is a widespreaahd endemic problem in the region that so far has been tackled by
UNODC as a specifrosscuttinggssue requiring attention of its own through specific awarenes
raising, trainings and structures.

Support to anticorruption ratification conventions and legislative framework adaptation
(UNCAC):

UNODC has provided antiorruption technical assistance in West Africa since 2008, mainly
sensitizing national stakeholde about the United Nations Convention against corruption
(UNCAC) and its review mechanism. This usually took the form of national trainings supported
by headquartebased UNODC staff traveling from Vienna, Austria, to countries in the region.

Since April 2013, UNODC has a dedicated Aforruption Advisor (P4) for the West and
Central Africa region based in Dakar, Senegal, to respond to requests for technical assistance
from countries in the region. As a result, UNODC has been able to provide more itensetia
customized support to countries in the region. UNODC has also been able to leverage its
knowledge of the region to organize regional trainings on topics of interest and promote regional
cooperation among antbrruption institutions in West Africa.

UNODCGO6s pr ox-comuptioy actors in &/ast and Central Africa has increased the
demand for technical assistance services over the past two years. Given the large number of
countries covered (23 countries) UNODC is increasingly feeling the sirésgping up with all

the demands for training and capacity building across the region.
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The Regional Programme (20400 1 4 ) d isidnn @nticorrgption as a priorityarea.

UNODCOGs regional activities have maosenutoss, f ocusec
tackling money laundering, and building law enforcement capacity in the ports, on land, and in

airports to prevent the flow of drugs and human trafficking. The Threat Assessment of
Transnational Organised Crime in West Africa (2013), however,orenme nded t hat Afger
effortsd be undertaken Ato reduce corruption in
that UNODC6s | aw enforcement activities can onl
law enforcement units is fully consider and integrated in its programmes.

Until now, anticorruption efforts have mainly focused on the legislative level, trying to bring

national laws in line with the UNCAC. While this approach is still valuable and required, other
types of capacity buildingre increasingly in demand in order to prevent and combat corruption
effectively in the regionincluding support for civil society actors

Some of the accomplishments under this output include the following:

- At the regional level, theNetwork of AntiCorruption Institutionsin West Africa
(NACIWA) has been strengthened. A nBIACIWA Executive Committedas beerstablished

A NACIWA Strategic Plan (20£2017) has beeradopted A revised Constitutiorhas been
adopted for NACIWA, signed by 10 An@orrupton Authorities in West Africa. At the pan
African level, theAssociation of AntiCorruption Authorities in Africa (AAACA)has been
strengthenedUNODC supported the first Executive Committee meeting that allowed for the
AAACA Strategic Plan (2012018)to be adopted Synergies are also being fostebetween the
African Union Advisory Board on AmCorruption AU-ABC), the AAACA, UNDP Regional

Office and UNODC Regional Offices in Afric&NODC has supported both thACIWA and

the AAACA Secretamts with aconsultant. A NACIWA AntiCorruption Academy for West
Africa is also in the process of being established with UNODC support. A memorandum of
understanding has been signed between NACIWA and the Economic and Financial Crimes
Commission (EFCC) Academy in Aa, Nigeria, to this effect. Finally, several regional
conferences, soutouth exchanges and trainings have been organised, systematically for more
than a dozen countries at the time, on asset disclosure for public officials, investigative
journalism, inernational cooperation in argorruption matters, and asgorruption education in
universities. Anticorruption has also been discussed in regional meetings of the Container
Control Programme, in AIRCOP project implementation and at a regional meetingetl on
organised crime in West Africa.

- At the national level, four AUNCAC selfassessment reportsave beercompleted

(Cote d'lvoire, Liberia,Nigeria and Senegal) and one) (5 under preparation (Guineaith
UNODC supporin West Africa.Stronge anticorruption legislationsin line with the UNCAC,

has beeradopted in Céte d'lvoire and Bumka Faso.Three (3) UNCAC Technical Assistance
Action Planshave beendeveloped (Niger, Njeria, and Sdo Tome e Principe). Draft anti
corruption bills have lEn developed in Niger and Mauritania and an asset disclosure system has
been established in Senegal. Capacity to investigate corruption offences has also been enhanced
through several trainings in Niger, Burkina Faso and Senegabu+South exchangkasbeen
supportedbetween Sdo Tome e Principe and Tirheste on building an integrated information
managemet system in the justice sector, and training for prosecutors on financial investigations
has been provided in Sdo Tome e PrinclpeNigeria, CONIGsupported the fourteen national
institutions with anticorruption mandates with the involvement of CSOs.
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In conclusion, in the past two yeatdNODC ROSEN has developed very strong relations with
anticorrugion actors in WesHAfrica. Some countries haveasted bringing their legislation in

line with the UN Convention against corruption. UNODC has also nurtured a dynamic Executive
Committee of the Network of AntCorruption Institutions in West Africa (NACIWA). UNODC

has also started efforts to mainstreamti-corruption in other UNODC programmes, as well as in
university education across the region. Furthermore, UNODC is supporting preventive measures
in the fight against corruption, such as investigative journalism and asset disclosure systems.
UNODC anticorruption portfolio is under increasing demand for advisory services and is no
longer capable of responding to all demands without additional funding and staffing. Additional
resource mobilization is critical now to keep supporting countries in thenr@gia satisfactory
manner.

Outcome 2 Member States identify opportunities for improvement of national criminal
justice systems.

The regional program supported ECOWAS members in raising awareness and sensitization to
ensure access to legal aid and to swupgheir criminal justice systems to comply with
international standards. However, sensitization activities were scattered in the region (dilution
effect because of too few financial resources).

National and regional UNCAC compliance trainings were omghfor magistrates and several
participants from various countries attended a ToT as a strategy to enhance dissemination of
knowledgeUn 't i | t he Ebol a ©OefeneOfice wak supported o @endu® u bl i ¢
training on ethics, management and cmation and in Mauritania, human rights mediation and

conflict resolution trainings were provided to Mauritanian religious leaders on conflict resolution
through community courts and reconciliation.

In Ni geri a, an a nwhistdblmvertAc t 0 supgosed @ provide witness

protection and enable the citizens to report corrupt practices andustodial measures in line

with UN minimum standards and a Human Rights curriculum for Police Officers. UNODC,

UNICEF, and the Nigerian Police were to deyea training programme for investigators and
prosecutong abhi diKAinng, Women and Chil d Protecti
showed how the criminal justice systeespondedo violence againsthildren and drew a picture

of how violence is affeting children in NigeriaFurthermore, nine Justice Sector Reform Action

Pl ans were developed for nine States, a draft
Guidelines and Code of Conduct, Sentencing Guidelines, andrieselly Court User Guides

were developed, workshops hold on draft bills such as the one on Torture or Administration of
Criminal Justice, a police and human rights training developed, computer literacy training for

justice sector officials and training for prosecutors conducted.

Outcome 3 Member States initiate action to increase international and crogborder
cooperation in criminal matters.

UNODC has supported the ratification of three international drug control conventions and

nineteen universal legal instruments against terroirstie region. It judiciously focussed on the

judiciary to enhance its capacity on fighting against organised crime and illicit trafficking and
supported the establishment of WAE. By providing a platform for exchange of legislation and

advice, it aimed at establishing more functional, open criminal justice institutions to ensure access

to justice and judicial integrity and applicability of standards in the protection of suspetts
prisonersd rights. Overall, the regional prog
program but has progressively managed to gather funding and support-#@@upiion section.
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The RP supported the Sahel Judicial Cooperation Platfornmdézs with terrorism cases and
facilitate extradition and mutual legal assistance (MLA) extended in many countries for cases of
corruption. The RRalso promoted WACAP to enhance collaboration amongst prosecutors on
criminal matters related to organisedneei, drugs and terrorism that should be expanding its
scope of action to corruption. Despite these impressive readt#jonal structural and political
support is required (e.g. more focal points, intelligence exchange procedures) to strengthen the
rule of law.

UNODC supported the establishment of networks to enhance capacity of member states to
effectively process mutual legal assistance (MLA) requests and provided trainings and exchanges
on best practices. Beneficiary training were organised with fopoiits in over 10 countries.

Since there is no indicator on ML&jere is no consolidation of daBeneficiaries reaffirmed the

need for centralization (e.g. database to monitor progress and overcoming the language barrier).

WACAP is holding on a reguldrasis meetings for exchanges of experiences, information and
advice from experts. The Network also enjoys the support of the ECOWAS Commission and
Court. The 2010 Sahel Platform aiming at strengthening cooperation between criminal justice
officials on terorism has been useful to enhance the capacity of practitioners to interact with
international counterparts @tandardized forms for MLANd extradition requests. The platform
collaborates witlseveral organisations (e gUROJUST, the EIN

Criminal justce and judicial cooperation on counterrorism was enhanced though trainings
(e.g. magistrates and criminal justice officials in Cabo Verde, judges in Chad and Niger, judges
and prosecutors in Mali and 4ine courses for most countries. UNODC collaledawith
several institutions (Interpol, COMSEC) on MLAs, extradition, Civii and Common Laws
systems, management of corruption cases.

SP3i Improving drug prevention and health

Outcome I Member States in the region initiate action to raise awareness orruly abuse
among particularly vulnerable groups.

UNODC supported vulnerable groups through several targeted activities: e.g. life skills education
of students through an NGO grant and collaboration with CNAD in Togo. The issue of youth and
drugs is a partidar sensitive one in many countries as evidenced in Senegal with the now
widespread consumption of cannabis in secondary schools.

National capacities to prevent drug use, addiction and related health problems were enhanced in
Cabo VerdeRegionwide, thee is aneed for a regional drug prevention strategy to curb drug use
in addition to regional support towards law enforcement.

Through Treatnetsupport has been provided to NGOs and CSOs in Senegal during the annual
Anti-Drug Week and through capacity lalimg trainings olPWID and new prevention methods

provided. These efforts fall short of NGO/CSOs needs, as they are not systematic andaggular (
hocsupports). Senegal 6s CI LD has yet to be suppc
UNODC in Liberiaand in collaboration with UNESCO in Senegal raised awareness of the public

in drug demand / offer issues by training journalists in the framework of WACI to enhance
information sharingThe CNLS in Senegal received assistatacprepare the National Camga

on Human Rights and Universal Access on identifying gaps in accessing to health services for

most at risk population and fighting discrimination and stigma for people living with HIV/AIDS.
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In Nigeria, UNODC supported the development and implementaifothe Nigerian Drug
Control Master Plan in close cooperation with NDLEA and provided support to the Inter
Ministerial Committee (IMC) on the formulation and implementation of the new National Drug
Control Master Plan (NDCMP).

Overall, UNODC has had diffidties in supporting directly NGOs and CSOs (except above
mentioned). However, it does cooperate indirectly through GoverdAshtumbrella
organisations with civil society membetsttle evidence was found on collaboration with CSOs
at a regional levednd regarding psychotropic or synthetic drugs such as Tramadol.

Outcome 2 Improved and expanded treatment and care services for drug addicts and
prisoners.

UNODC has provided specialized treatment and care in prison settings for Benin, Cabo Verde
and Togo HIV and TB training guides were distributed in Benin and Togo.

Treatnet phasell (UNODC and WHO) promoting dependence treatment and rehabilitation
services (including HIV prevention) has been implemented in the region and is being
institutionalized in seeral countries through the establishment of focal poiresatnet supported
through trainings the staff of medical institutes, universities and service providers and the
development of a draft national training plan in Togo and Benin.

In Senegal, intervdions included the support to the creation of CEPIAD, the training of
addictologists for the centr&here is a need to further support countries through the inclusion of
addiction subjects in curricula of medical schools and nurse training schools.

Therewas little evidence of UNODC being active in supporting reinsertion programmes and safe
houses / shelter for the youth. This must be connected with the difficulty of UNODC in
interacting directly with civil society organisations.

Outcome 3 West African Member States initiate action to establish legal and
programmatic frameworks to effectively prevent and address drug abuse.

Several countries have revised their National Aids Strategic Frameworks and signed Statements
of Commitment for health services imigpn. Priorities related to drug demand reduction have
been identified by all ECOWAS states, and awareness has been raised on HIV problems and
alternatives to prison for drug users. There is however no support of civil society organisations or
an indepenent umbrella organisation for checking whether Government statements are indeed
implemented.

UNODC has supported several countries to review tAéDS Strategic Frameworks and
supported the Cabo Verdeds CCAD i nmewakiforewi ng it
action in drug demand reductiddNODC collaborated lbsely with UNAIDS in seven countries

in adopting a common Statement of Commitment on HIV. UNODC supported the NDLEA

(Nigeria) for the development and implementation of a-faar Nigerian Dug Control Master

Planand supportethe development of the Nigerian Action Plan on HIV in 2013. ECOWAS is

currently undertaking efforts to establish a West African Epidemiology Network on Drug Use

(WENDU) that builds on existing secondary data on dalgted treatment demand and seizures

with UNODCO6s support. The objective is to colle
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establish monitoring mechanisms that can inform and guide polédyers. UNODC with WHO

is supporting Ivory Coast and othereRch speaking countries in the region on a common
protocol to harmonize health/DDR interventions. These developments are well received by
beneficiary countries as they help countries to lift up to established global standards.

SP4i Promoting awareness andesearch

The objective of SP4 was to increase public awareness on drugs and related crime. For this

pur pose, (i) regul ar updates of UNODCGO6s websit
events (e.g. AnHCorruption Day, AntDrug Day), (iii) participation to special occasions through

sponsoring an@v) regular press releases and dissemination of reports.

This was a twepronged approach with both specific awareness and research interventions and
project pecific components on awareness raising.

Outcome 1 Member States aware of trends and impact of threats related to drugs and
crime.

UNODCGO6s regional research capacity has increase
ROSEN and CONIaBisReng tuidlédsthrosgh a specific regional intervention on

research while in Nigeria, the position is EU funded throtlgiee projecs, including one

covering drugs and related organised crime (the other two covecaantption and justice

reform, and each have eesearch componeérithis has resulted in a regular flow of information

provided to relevant stakeholders (e.g. monthly reports, Transatlantic Cocaine Market Research

Paper, TOCTA and global papers on amphetamines and heroin trafficking) fBeeigh data is

unreliable, ROSEN has an overall view of drug and crime related issues that can be efficiently
translated into papers and reports (like TOCTA) that provide relevant information to donors. This

is one area where UNODC is viewed as a hightgible organization.

UNODC has been very effective in transmitting information to relevant institutional stakeholders
although it does not necessarily mean that they acted upon it (with new policies for Governments
or increased funding or funding reoriatibns for donors).

Outcome 2 Member States initiate action to conduct research and analysis on drugs and
crime.

Due to the lack of funding, few activities were initiated although UNODC provided specific
trainings on databases (e.g. drug seizure matriOfoAD in Guinea and OCTRIS in Senegal in

2013, and in Liberia and Sierra Leone for police, immigration and TCUs and national drug
enforcement agencies).There is no evidence that UNODC provided assistance to research centres
in the region, possibly because specific tailored project was fundecet, research and analysis
capacities of law enforcement agencies throughout Wgta have been increased thanks to
several trainings and regular exchange.

Outcome 3 Member States have increased capacity to ise public awareness on drugs and
crime.

UNODC has been most active on ardrruption: (i) trainings of journalists, civil society and
private sector representatives on UNCAC, (ii) support of national campaigns against corruption in
member countries, (Jiitraining of the private sector (SMEs) in Ghai@abo Verde raised
awareness on TIPSOM through an innovative caravan around the country with media coverage.
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For GuineaBissau and in partnership with several UN organisations, the RP provided resources
to avil society and law enforcement agencies to raise awareness on human rights and national
strategies on public security, crime management and violence.

There is little evidence that resources were used extensively into supporting CSOs for drug and
crime avareness apart from participation to regular national thematic days/videg&ssupport
focussed on schools and vulnerable groups but it has not been widespread in the region.

Interviews ofbeneficiary organisatiorstaff evidenced that most stakeholdéat tareunaware of
the RP and of the linkages of their interventions with the RP confirming that UNODC approach
still remains project based even with a regional programme.

National Integrated Programmes

NIPs were developed to achieve national goals conwlemh i ng t he regi onal progr
with the RP becomingn umbrella encompassing NIPs as national building blocks to ensure
synergies and cohesion in the implementation of the ECOWAS regional plan. This approach
would have allowed countries to comigleheir strategies and reinforce their structures around the
regional program. However, partners and funding agencies did not finally support this initiative
even though most plans were at least designed and agreed upon (Burkina Faso, Cabo Verde,
Ghana, @ineaBissau, Mali, Mauritania, or Togo). Advocacy by UNODC was not intensively
sought and donors were more interested in funding individual projects with-bwethers
elements than in supporting local needs through NIPs. These were most successftthevbere

was a strong sense of ownership resultingavernmerds taking the lead to (i) assess the needs,

(ii) request support from UNODC or other stakeholders, (iii) monitor changes and make the
necessary reorientations.

Impact

Extend of psitive and negative, primary and secondary {ng effects produced bipne
regional programmaedirectly or indirectly, intended or unintended.

RP Impact Monitored:

The evaluation observed visible impact, which has been established by UNODC throughout the

RP in the form of added cooperation and partner s
interventions encouraging the creation of platforms of exchanges of infomatiknowledge.

For example, the establishment of WACAP that strengthens the capacity of central authorities and
prosecutors to combat all forms of organized crime and impunity has fostered cooperation

between West African central authorities through l@gmeetings, training programmes and

online platforms, enabling central authorities and relevant practitioners to exchange information

about their respective legal systems and procedungshare good practices.

Potential impact per sgtrogrammes

- SP1:several regional/global interventions (e.g. Aircop) have resulted in changing the pattern
of drug trafficking and related crime with increased seizures and arrests. dhaot is no
information on the root causes of these increases, decreases or ge shatmses. This
reinforces the need for a strong research component to establish impact together with actual
interventions. Under WACI 6s TCUOGS, increased
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directly to the trainings, mentorship and equipment pexlidy UNODC though in some
countries, there needs to be more TCU staff deployment to ensure impact (e.g-Eissaea

- SP2: member States have ratified international instruments and made legislative .changes
These are not automatically translated into aremeffective justice system in particular
because support to prosecutors, judges, lawyers remained unbalanced in relation law
enforcement resources despite increasing efforts during the RP (e.g. prosecutors still have
difficulties in using FIU reports).

- SP3: DDR t hrough dr ug a dodigcatnsi Gatratrigtheméngsmdehad a n d

the most impact in a context of severely limited financial resources with better care of drug
addicts in supported countries and improved communication betweenasetédeholders.
Prevention remained the weakest area in relation to DDR with few but effective interventions
(e.g. Togo).

- SP4: despite little funding that somewhat was raised over the course of the RP, in particular
for justice and integrity, the recogioih of effective contextual analysis and information that
has been disseminated to donors and stakeholders is having a strong impact on the donor
community and is seen as UNODCO6s main added

Contribution to changes in the political and security sétion:

UNODC has tried to improve the sequencing of interventions to enhance impact (e.g. 1.
ratification of conventions, 2. adoption of legislative changes, 3. implementation and
enforcement)but much remains to be done to support institutions in afaegéorcement and
control (e.g. operationalization of the new responsibilities through concrete actions). TCUs are
efficient police units but struggle to create linkages to the main police bodies which remain
underresourced law enforcement at policedkis not followed up with enough support to the
judiciary. This leads to cases undertaken by law enforcement institutions not having the right
legal follow to ensure a good prosecution. Unless cases can be concluded successfully at the
judiciary level, tle effort undertaken by the law enforcement agencies have little impact. On
another level, UNODC supports umbrella organizations that work on drug demand reduction but
CSOs and NGOs remain undesourced to tackle the issues holistically. For added impact,
filling the gap between legislative and judicial efforts with civil society control is paramount.

Balance of interventions:

There has been substantial improvement during the RP to balance support between pillars (mainly
SP1 and SP2) and in particular ¢oeate linkages between spimgrammes (e.g. common
trainings of judges and police). These efforts are encouraging but interviews with the
beneficiaries indicated that much more efforts are required to create a true approximation between
these sectors. Thicalk for a much more integrated programming approach where interventions
must be designed to take into account the potential results from other pillars and their effects to
the other pillars.

Finally, the imbalance between sptbgrammes remains an igstor overall RP impact but is
mainly due to donor funding patterasd rigidness, whiclhemains a constrairtb ensure more
financial autonomy and programming capacity of the RP and thus more consistent impact

Issues that limit impact:

The evaluationdentified several factors that limit impact at RP level:(i) emetimistic results in
relation to timeframes as changes in legislation or beneficiary support cannot indtlee on

urt

va

ground i mprovements within pr oj ercathGhat raquirese f r a me s ,
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substantial efforts for combining results that achieve impact, (iii) lack of baselines or detailed
situational analysis from which impact and results could be observed and estahlighed
reporting focussing on the achievement of vditéis and (v) undefined strategic approach to
partnerships between local authorities and civil society

Sustainability

Extent of continuation of benefits fronthe regional programmafter major developmen
assistance has been completedbBbility of continued longerm benefits

Sustainability is viewed by UNODC as the ability of Governments to finance all the activities that
contribute to thesibyepwvepecbadsends Wi thin thi
country alignment (at RP formulation stage) and ownership, and if the latter is not achieved to
additional donor funding.

Long-term sustainability and ownership:

Country demand driven intemBons are also key to sustainability (ex.1: Senegal with a strong
NGO ownership; ex.2: most Cabo Verde national interventions are cairiveyn and UNODC
provides support after a strong natiedében situational analysis). In other countries, thera is

low understanding of the issues at stake gmgernments are favouring UNODC taking the lead

in initiating relevant interventions (e.g. in Sierra Leaothe, TCU concept acceptance required a

lot of lobbying to be taken up by the NSC). This can alsorded with the different levels of
economic, social and political development. Some countries (e.g. Cabo Verde) are quite able to
take over responsibility for the continuation of actions because they have (i) the capacity to
allocateinternal or external fiancial resources, (ii) enhanced technical & human capabilities.

Mentoring has been initiated in several projdmisis not systematically used in trainings for all
UNODC interventions in the region. There is a need to build up fallpveapacity withinhe
institutions that UNODC supports in addition to regular technical capacity building in order to
achieve longerm results.

Under SP1 {licit trafficking, organised crime and terrorism), numerous structures @EaAIT

TCUé) were put i nd spaff, anfrastructures énd miagedalBreeset remain

sustainable as long as governments can ensure minimum operationtie B was positively

evaluated with strong alignment to national needs and ownerBloywever, as with other

interventions (e.g.AIRCOP, gover nment s o commi t ments to mai nt
problematic due to personnel rotation that is either not replaced or resulting in untrained new staff
(requiring trainings again).

WACI supported the establishment of Transnational CrimesUfTiCUs) between five st

African countries:C* t e d GGuinea, i Guieedissau, Liberia and Sierra Leone. The
sustainability of these TCUs varies between countries. It is lowest in GBissau where the

TCU unit is entirely dasphe Stateisniunable fo prayierBsGuices s up p o
for additional structures within the police)

For O6justice and areclaseylinked ty law epfSde@en§ucceseis this t s
sector is dependent on thennections that can be establishethieen these two subsedoln
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addition, the capacity building efforts made within institutions will remain sustainable if there are
long-term follow-up mechanisms so that knowledge is institutionalised. Regional platforms will
remain weak (requiring comiious support) if they are not taken over by regional institutions.

Under drug prevention and health (SP3), the most sustainable interventions are those focusing on
treatment and care because health authorities are committed to keep them operational by
providing the necessary health staff, basic minimum financial resources and/or recovering costs
through patientsdo contributions.

Research and awareness interventigegserate information that is mostly used by and for

UNODC to assess security threats anddfue advice both governments and donors for further
support. These interventions are enttalorel y depen
projects (e.g. at ROSEN) or as combined components of several interventions (e.g. at CONIG).

The 6ReNeasntchfirmcad project has a component on
member states and national survey systems to collect data. Tlseradsvidence that national

capacity enhancement has ledgtwernments taking over data collection and anslgsi a long

term basis.

NIPs:

The sustainability of the RP is as well defined by the level of commitment to fund NIPs: these
should be an integral part of the programming approlterviews by government beneficiaries
and UNODC count r edethlabdby forfdihg NiPs,gshe R aar built mpon a strong
basis for action if there are interventions already responding to national country needs and
therefore complementing regional interventions as was the case for Cabo Verde.

Exit strategy and continuityof results:

There is no comprehensive exit strategy- put in
out is assumed successful by completing the planned trainings, providing the required equipment
and with the Government honouring its initial comments (in terms of additional financing,

HR, equi pment . Bacause df tha shartctiené frames of projects and systematic
implementation delays, interventions are often coming to an abrupt end. UNODC needs to level
out the implementation rate $ projects with a phasingut period with decreased donor funded
activities that should bereplaced by increasing institution funded activities as per initial

i nstituti onand consensus stiateg@es with beneficiaries, donors and stakeholders
Institutions are most often unable to keep initial commitments and consequently, funding to
ensure continuity of actions / results remains a challeiiges issue is exacerbated Iiye
constrai nt gundingmethth@Pd CH6 s
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Human Rights and Gender

Extent to which theegionalprogrammenasimplemented to align and contribute to Geng
Equality and Human Rights as defined by international and regional conveimitunding
specific UN instrumentdike HRBA.

Human Rights:

In the UN Programme for Reform that was launched in 1997, the See@sasgral called on all
entities of the UN system to mainstream human rights into their various activities and
programmes within the framework of their respective mandates.

The goal behind theéHuman RightBased Approaches to Development Cooperation and
Programming adopted in 2003 was to develop a common unders&bdingeen UN agencies,

funds and programmes so that a considtemhan RightsBased Approach is applied.

Under he RP, one of the overall objectives is to promote human rights. Next to the promotion of
human rights, in its sphere of work with law enforcement agencies UNDOC specifically
undertakes extra efforts to ensure that human rights and principles are adhdeed t
enforcement agents benefitting from technical assistance provided by UNODC are subjected to a
vetting and selection process. UNODC also includes human rights principles, professional ethics
and codes of conduct into its training programmes.

Technicd assistance and human rights:

There is no evidence that new institutional structures and equipment led to human rights abuse in
the region.

UNODC6és human rights policy i mplementation:

UNODC has made an effort to ensure that it is not contributing to esgand institutions who
are involved in compromising human rights (e.g. support withdrawn after GBissau and
Mal i 6 s c¢ odlipited Sudortairt Gambia)lJNODC has limited its technical assistance
prospects when it was felt that the provisionegfiipment and specialized technigues aimed at
improving law enforcement agencies could potentially contribute to human rights violations.

RP implementation and human rights vetting:
In theory, UNODC requires law enforcement officials who participateainitrgs or who benefit

from technical assistance to be vetted. This is the application of the UN Human Rights Due
Diligence policy?® In practice, this consists @NODC/SPUcross checking names through a

27Common wunderstandi ng: (i) programmes, policies and techn
t he Uni ver sal Decl arati on of Hu man Ri ght s and ot her int
righmsasds gui de al | devel opment cooperation, (iii) De

devel opment of t hlee acraeprascd tti ;e smeodt otdhueaiyr-h oolbd e rgsaé i toon sc laanidm

their rights

2http:// www. ohchr . or gP//DAovceved® mtgs/SHRBod il eZhe&i0d 8InL otdtf er SG
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database, which lists known human rights offendamd, specific enquiries may be conducted in
case of suspicion that a person has been associated with human rights abuses. Becétase it is
impractical for UNODC to undertake the vetting process itself (numerous trainings, institutions,
trainees coming&rm di f f er e n taw enforcement agenced qwsually requested to

vet their own staff before allowing them to participate in UNODC programmes. This process is
considered normal in Anglophone countries where vetting is done routinefrancophoe
countries where the vetting process often comes up aghfificiilties such agprivacy concerns

for this reason it is not systematically applied across the region. Donors raised this lack of a
strong and uniform vetting mechanismaageakness akeregion is highly prone to corruptipn
whichis present in most institutions.

Human Rights and Justice:

Partially through UNODCO6s support, NGOs and Bar
work together to promote human rights and gender equalityeyyODC6s support of N
working on victimsdé prot €ttt eon.dHoweeemthéreuwaga n t r af f
little evidence of support to normative and procedural changes for the adoption of alternative

justice (e.g. restorative justice, hitgvel trials or indictments of high traffickers, money

launderers, or holding those accountable of administrative or political corrupt practices.

Several aspects of the RP deal with human rights linked aspects such as the protection of victims,
witnesses anthe accused, protection of prisoners, drug addicts. The RP did not focus enough in

the topics that are closely linked with human rights abuse. There are also some success stories

i ke (i) UNODCGO6s project to protéesctnedhgihlbd ub dgpopa
or (ii) the establishment/support of drug dependence treatment centres in Senegal, Cabo Verde

and Ivory Coast.

UNODC has undertaken building a strong partnership with ECOWAS. Whilst most attention has
been directed towards the Commissiomgre attention could be paid to the ECOWAS Court of
Justice. The Court has a specific mandate to monitor human rights violations in the region
through targeted country sittings programmed in countries where violations are raised.

Use of guidance note onuman rights:

UNODCO s somgiipestreingthens governmental institutions theg have suffered from

corruption andhave not always fully respected human rights international standaki3DC

el aborated a O6Guidance Notwemam PRirgphtosd oinn az2@l Ipr
the stance of UNODGCand its role in protecting human rights through its mandates and
operations. There is no evidence of reference of the use ofgthée duringthe RP
implementation. Its formal utilisation by UNODC sta#is yet to be initiated.

Effectiveness of trainings and capacity building of stakeholders on human rights:

Interviews of beneficiaries evidenced the need for UNODC to put forward in a much more visible
way its human rights training modujesspecially wihin the antiterrorist training workshops.
Although participants consider them as an important training component, it seems that they are
approached as secondary and not the basis for an efficient and sustainable implementation
processSo far, UNODC does mdollow-up or is not collaborating with relevant human rights
institutions to assess whether officials that received human rights training do incorporate
knowledge within beneficiary institutions through sharing or institutional chaliglete the RP
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has been able to progressively ensure social protection through learning, training and law
enforcement changes,monitoring to ensure implementation and preventive action of those human
rights standards still needs to be enhan¥ekile issues regarding the peotion of children are
covered by most countries, the issues of gender equality are seldom transformed into legislation.

Gender approach:

In line with UN practices, UNODC seeks to ensure that women and men benefit equally by
integrating their experiencesnd concerns into the design, implementation, monitoring and
evaluation of policies and programmesr this reason, a gendgensitive approach wégreseen

within the RP to be fully taken into consideration, in line with established UNODC criteria for the
provision of technical assistance.

UNODCO6s gender approach in the RP:

A gendefsensitive approach has been considered @ ithplementation of projects in the

framework of the RP. This is in line with the established UNODC criteria for the provision of

technical assistance and with ECOSOC resolutions 2011/5 and 291d/énsure that activities

have a fair percentage of womaas direct beneficiaries. Efforts were made in most projects to

ensure that the needs of both men and women were addressed. These efforts were however not
systematic and more on an-ladc basisThe basic aim and recommendation of gender equality

should preail over artificially imposed gender approachiesoperational terms, gender specific

chapters were included within the human rights training modules that accompanied regular
training activities. As such, g e ndsetechnibah s vy et t
trainings as part of the knowledge transfer approach. This situation might change with the 2013

gui dance note on AMai nsThe doaumennigconipemedseve butihnas UNOD C
yet to be used in the region.

UNODCO6s genderategyooperation str

UNODC has taken advantage of organisations promoting gender equality (eWOUMNEN in
GuineaBissau on strengthening the justice and security sectors, NGO support for combatting
violence against women and children).This is an efficient approackupport beneficiary
countries but requires more coordination efforts.

The RP should ensure these efforts are sustainable and more systematic by integrating gender
aspectsnore systematically into interventions

Further efforts need to be undertaken by tfet® ensure the support to the implementation of
gender equality and women protection normative and procedures through more systematic
synergies with UNWOMEN.

22ECOSOC RegoOnmutbbe role of the United Nations system i

agreed goal s and commit ment s i n regard to gender equ
ECOS®@sol2@ib/nhai nstreaming a gender perspective into
Uni ted Nations system htt R0/l/Awww. un. org/ en/ ecosoc/ docs
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Gender bal ance in UNODCO6s activities:

Though UNODC has on some occasions encouraged women paditici in activities and has

more recently begun to collect and disaggregate data on gender, these efforts remain insufficient
to provide a clear picture on how UNODC is trying to establish gender equality by ensuring that
women and men benefit equally bytegrating their experiences and concerns into the design,
implementation, monitoring and evaluation of policies and programmes.

Somepositive progress has been made by many countries in the region that are incorporating
womeninto the administration andecurity forces (e.g. 10% of the police force in Niger are
women). The RP supported equal access to trainings by women but in practice, this remained
mostly cursorydue tothe lack of female officials in most institutions that UNODC supports.
Whi | e doadiionrth&isfunding. UNODC has had difficulties in conditioning its support to

the respect of UN directives on Human Rights and gender equality. For instance, there were no
guotas set for trainings regarding female representation. This is activedy idoall other
continents and even in other parts in Afriéa. alternative would be to target the inequalities of
gender representation through supporting relevant Government policies promoting gender
equality in association with UMVOMEN.

Gender balance n UNODCOGs recruitment policy:
When recruiting its own staff, the R®following the standard guidelines on gender equality and

tries to ensure that its main projects and activities comply with gender equality principles and
nondiscriminatory treatmentfavomen.

Innovation / Replicability / Scalingp

Development of improved, grourdmteaking and cost effectiwvgays (including institutional
and technological approaches) to address problems and opportunities faced
beneficiaries.

Given its dependency on voluntary contributions, UNODC has always sought innovative ways to
carry out its mandates to ensure that results are delivered despite its constraints. This trend has
continued vith the West Africa Regional Programme.

Innovation and fundraising:

Whilst a comprehensive fund raising strategy has been established at HQ and most interventions
are being negotiated at HQ level with donors, UNODC ROSEN has more recently actively sought
funding at a regional level as of 2012/3 in line with the RP. This targeted fundraising for specific
initiatives resulted in several donor pledges (e.g. Sahel Programme). ROSEN also successfully
pursues a strategy of approaching embassies and coopegaianes with relevant proposals.

Innovation and growth:

Successful interventions are systematically being scaled up in UNODC and the organisation does
take advantage of successes to promote new approaches or types of interventions (e.g. inclusion
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of beneiciary specialised institutions in Nigeria on aatirruption within the antcorruption
programme, building on knowledge gained from a project, which had been implemented before
the RP, CAVE INTECRIN Programme).

Innovation and replication / knowledge diffsion:

Some of UNODCOGs interventions have a multiplicat
and gain footing in the region and globally: for example Ainsopn its third programming cycle

and has become a global programme pulling in airportsiim America and the Caribbean and

Africa, as well, creating a strong international network of information sharing.

One of UNODCs main activities is to build capacity through the dissemination of knowledge,
mainly through trainings. Whilst overall, theieea consensus that the trainings are relevant, and

do disseminate skills which are crucial to those taking the courses, trainings are not systematically
being followedup. Interviews showed that there are rarely mechanisms put in place within the
benefigary institutions or with the beneficiaries to entrench knowledge acquired through
trainings. It is therefore difficult to evaluate the retention of this knowledge and the impact it has
in practice. For this reason, UNODC needs to collaborate more witfitiary institutions on
establishing mentoring programmes and knowledge management (e.g. such as for WACI in Sierra
Leone, with UNIOGBIS in GuineBissau) to ensure that skills and knowledge are retained.

Innovations to be considered:

Interviews showedhat partners (mainly donors) would be interested in UNODC incorporating
more innovative practices or looking at adjustments within projects that can have greater impact
(e.g. more focus on impact instead of outputs or more evidence based reporting).

UNODC in WA does not take advantagetbé potentiakupport from the private sector though
opportunitiesfor this collaborationdo exist in the region (e.g. CSR programmes from multi
nationals operating within West Africa on sponsoring drug demand redustippprtingmore
actively HIV infected persongn prisons through enhanced collaborations with other technical
agenciesrunning awareness campaigns etc.).

Innovation might come from dealing withlesserknown/addressed types dafrimes (e.qg.
cybercrime, fisal fraud, fiscal havens and money laundering, new synthetic drugs (like
Tramadot’). However, UNODC should ensure that it protects its mandate and its niched
knowledge and experience and avoid diluting its efforts and stretching its resources. This is one
of the main arguments for the need to generate networks and syneithiegher UN partners

and international development cooperation organisations

Many intervieweesi including UNDOC staff- highlighted the need to take the time to
consolidate lessonsdmt and good practices to ensure these were applied in future interventions
(e.g.develop strong advocacy channels to showcase achieveagehts been done for CCP in
Togo)

Several thematic / topics affect or can impact all UNODC interventionsorption is one of
t he regions?®o bi ggest ¢ h ahdl neost girestgutions aUNORCc is i n g de\

*¥0pioid pain medication which is used to treat moderate to moderately seagrethat can
induce psychiandphysicaldependence
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supporting (ii) research is an essential component is intrinsically part of any profecm

undertaking situational studies to creating baselines fwhich one can measure impact and

understand the factors affecting the intervention. Both taghosild be tackled in a holistic way
through systematic incorporat i eectomapic.hi n UNODCOGSs

46



[ll.  CONCLUSIONS

RP design:

The logic behind regional programming was to respond better to drug trafficking and organised
crimes by not only considering issues at national level but also recognising thédrdes
aspects of drug & crime issues. By combining under a single regionakllarnb the RP-
components of global projects, regional and national projects, UNODC has managed to
decentralise its operations and enhance regional dialogue and cooperation.

The four components of the RP and their corresponding activities covered ad@N@ndates.

Therefore, a large number of indicators that measured mostly activities/outputs were defined.
UNODC6s assumption was that projects6 indicator
outcomes and outputslowever, the absence of baselines Haitiproject and programme levels

has had repercussions on reporting and measuring impact

The RP has had difficulties in moving away from a project approach to an integrated programme
approach resulting in inconsistencies between donor driven projectseaRe thigher objectives.

Finally, a strong RP design should be based upon sound data that still remains elusive because
research and awareness remain underfunded either as components of projects, as individual
interventions or internally within UNODC. Ne®RP designs will need to address that issue to
encompase Vol vi ng i s s ues aadtdintedratentbemsndre qgphesively with thee s
country and the regional priorities

RP relevance:

The RP is a direct response frasNODC to a request from ECOWA® support its efforts in
tackling increasing drug trafficking and related organised crithés based orthe ECOWAS
political declarationon the prevention of drug abuse, illicit drug trafficking, and organised crime
in West Africa, and their regionalktion plan to address the growing problem of illicit drug
trafficking, organised crime and drug abuse in West Africa

The RP design did not allow for changes (e.g. no governance structure for strategic decision
taking) and therefore remained a static fesarark for reference. By bypassing this, UNODC
looked towards other tools like suégional programming to respond more swiftly to evolving
threats such as terrorism in the Sahel. Overall, because UNODC had to combine donor priorities,
RP outcomes and spéci beneficiary country needs when formulating interventions, the RP
turned into complex program was designed with numerous outcomes and indicators.

Preexisting interventions were included in the RP and, outcomes and results gaps were
progressively filledup with additional interventions. Over time, the initial programme skewed
towards illicit trafficking? SP1- became more balanced with the justice and integrity sub
programme but remained a collection of individual interventions with their own donodaagen
that UNODC had to abide to.
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To date the structure of the RP has not managed to integrate donor funds strategically into one
programme, which would enable it to ensure that it was spent where the needs were the highest.

Donor interests continue to diatatunding priorities’ not always taking into account UNODC

priorities and needsAt the same time, it has been difficult to meet national needs because

U N O D CNiPs resporseto thesedid notinterestdonor$ their link to the RP and rationale were

not talen on board by them It resulted in a growing gap betwegmv er nment s needs to
through NIPs and donorés support through region
RPs are being formulated taking into account both tbamnder and natiaa issues, possibhyith

NIPs integrated into the RP. The RP would then adopt gptaoeged approach: tegown with

transnational issues and bottai with national issues that can be replicated in the region.

There are some areas where UNODC can makdferatice through regional programs (e.g.

innovative technical solutions, research, HR capacity building, and creation of cooperation
platforms) while some areas remain undeveloped (e.g. gender & human rights mainstreaming,

funding of infrastructures) NODC should develop its strongest areas of expertise and seek more

actively strategic alliances (including through institutionalization) and cooperation agreements

with other specialised institutions that can complement better its suppizrtill ultimately lead

t o overall increased efficiency and effectiver
viewpoints).

Efficiency and use of resources:

The RPOGs eifftitelpddpemdgnt df wluntary donatiotimt often take more than expected

to reach the RPThe RP was designed on both existing funded interventions and donor pledges.
This has several disadvantages like the inability of forward /-femg planning resulting in
constant search of funding to (i) meet RPs needs through bridging financialtgaphénce
effectiveness between different issues or ensure continuity of support with different funding
sources) and (ii) respond to donor priorities. The combination of a lack of substantial core
funding and exponential portfolio growttonsequently inelased management requirements and
the incorporation of specialized international staffs and services. This dramatically increased
overall cost leading to the UN Secretariat introducingRB&R system which put UNODC at a
disadvantage when competing for dorfunding with other (UN or not) executing partners.
Though donors continue to be wary of the systelmastthe advantage of transparency over other
financial systems within the UNl'here should be wider discussion on the adequacy of this
funding mecharsiim over other possible tools like more donor involvement in dgaiated funds

or special funds to fund specific activities or programs.

Despite the lack of consistent baselines for interventions or subsequent regular M&E, the RP has

been able to develop ®am of specialists based in the region that coordinate with country
authorities and more and more with UNODCO6s HQ.
priorities and more ownership and understanding of local and regional priorities and is
contributing in bridging the traditional gap between global interventions and regional needs

Overall, the efficiency of interventions has improved over time with a gradual increase of the
number of projects with a higimplementation rate due to of increased stgffevels at ROSEN
and in line with the portfolio growth.

UNODC has carried out various activities to raise its profile in the region but these are
insufficient to match visibility to other UN agencies levels. UNODC misses therefore cooperating
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and partneship opportunities, which might just increase its profile. A more robust
communication strategy must be sought in the future.

Partnerships and cooperation:

ROSEN has successfully sought partnershipsostly on anad-hoc basis-to enhance its
interventions mainly with technical institutions that brought added value through complementary
measures and to avoid duplications, resulting in harmonisation of support to beneficiary
countries. These efforts remainedtamt and not systematically embedded withinWDAF or

in UN initiatives such as Delivering as One with still instances of duplication of efforts.

Due to | imited resources, UNODCGs support t
organisations for maximum effectivenegsinly in the field of TPSOM and DDR. Whilst this is

a good startit remainsnecessary for UNODC to link up with communlitgsed organisations to

gain knowledge on issues faced by the civil society to understand root causes of the problem

so that these can be taken into actovhen formulating activities to address the problem

Most interventions (except in Cabo Verde) remain UNODC driven but are based on countries
needs and issue3he issue of nationabwnershiphowever remains drause the beneficiary
institutions, therefie undermining their knowledge and understanding of the program, do not
drive the process of formulatiomnd the processes involved. An increase in participation can
preventoverambitious objectives and unrealistic beneficiary commitments that do notatisder

by projectds end further endd&ornsgandenaguntbdref s ust ai

countries have reached out to UNODC and expressed interest to join the AIRCOP project.
AIRCOP has been expanding constantly with nine Joint Airpomrdittion Task Forces
(JAITFs) established by inteninisterial decrees promulgated by relevant ministries (e.g.
Minister of Interior, Minister of Finance, Minister of Transport, Minister of Defence, etc.)
including budgetary and operational provisions o establishment and sustainability of the
mentioned unitsThis good practices model could be taken as an example to further enhance
cooperation wi t h beneficiary institutions,
interventions.

Donor commitmats aremostly driven by theiparticularagenda and approachedhis requires
UNODC to adapt to numerousimplementation and reporting procedures with resulting
difficulties. Hence a need to streamline better donor commitments in any future RP.

Effectiveness and results:

SP1 the RP has managed to support and transform regional structures for improved collaboration
against transnational issues with international repercussveral localised regional issues
however(e.g. cannabigpsychotropic drugs, twral issues related to female excisionhoiman
trafficking) failed to receive adequate attention by donors. Much effort was devoted to
strengthening FIUs and fighting corruption but results vary from country to coukithough
UNODCG s e f f ened polices dnd pudicilt doordination, the linkage between law
enforcement, FIUs and the justice sector remains weak in regards to the capacity of prosecutors to
take cases to the courts.

One of the main achievements of the RP has been the creation aod sdpegional platforms
(e.g. Sahel judicial platform, WACARIRCOP, ARINWA) or initiatives (WACI)for exchange
of information and experiences. Further to this, several flagship interventionA(RQOP,
CCP) enhanced regional cooperation and effen#gs in fighting drug trafficking (e.g. real time
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communication system, increased seizures) but these initiabrastimessuffer from lack of
political support and resources, whiofight endanger their sustainabilitfhe enhancement of
forensic capadits has increased with the judiciary winning more cases but efforts are still
required to meet international standards.

UNODC has provided substantial intelligence IT material, software and equipment. It came out
that their effective use does not depenty af trainings provided by UNODC but above all, by

the institutional context that will enable their effective use. This context has not been sufficiently
analysed by UNODC that favoured efiis-all solutions for the sake of efficiency but disregarded
thehighly diverse and specific contexts of the institutions it is suppoitiegionwide -.

SP2 the RP has put an emphasis on -aatruption awareness raising including through the
implementation of UNCAC. Efforts were hampered by external factorsEéaa crisis, coups

d 6 ®Neadrtheless the RP hired new staff and is developing a regional plan seeming more than
ready to start a regional agibrruption strategy

Access to justice support was too general and resulted in few effective results hfctngse
meagre resources allocated to that issue.

Support to prison waselevant butd i ver se ranging to sensitizati on
prison rehabilitation that used up considerable resources for few results with UNODC needing to
guestion its egertise and management capability on infrastructures.

MLA support has been successful with requesffering betweerncountries Language barriers
slowed down some ofthe processs and need to be addressedlhe RP took an integrated
approach to trainingui this could not be systematically and fully implemented due to the lack of
financial resourcesCommon trainings of justice and law enforcement stakeholdens
undertakerwith a view to facilitatecollaboration and exchangeletweenall relevant partof
justice and law enforcement (prosecutors, police, juddesinings have been most positively
received when conducted by local / regional trainers (this is systematic for all UNODC trainings).
Hence the need to invest into building up capacity of tmmto take over ToT including their
capacity to design training&ommon training modules and a roster of African trainers would be
very useful to ensure institutionalization of the region.

SP3DDR has not been high on tfhifending Bppstunitegenda b e
Overall, UNODC has provided support to the countries in a fragmented way with a SP1 towards
Governmental support and in detriment to civil society support. Actions toward the latter are few

and lack impact in particular for locake of cannabis andyntheticdrugs or cheap alcohol

primarily by youth.

UNODC6s strategy has been to support the el abor
and to support umbrella organisations, which is the best option in the mednamethrough

WHOO6s partnership has been successf ul in severa
points. UNODC enhanced countries awareness on HIV in penitential settings.

There are few linkages with the other qabgrammes that might attractrdw funding. UNODC

should review its DDR strategy for the region through integration of DDR issues (e.g.
reintegration of users, treatment centres, prevention, and education).
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CONCLUSIONES

SP4 the subprogramme is fundamental to provide relevant information to feegroject
formulations, gather information to measure impact, and therefore reorient straBitijds is
the least funded area of UNODC although there has been staffing increases during the RP.

UNODC is also recognised as the lead institution for dathcontextual analysis in the region. It
will have to step up research and possibly visibility and communication to enhance awareness
towards both beneficiary countries and donors.

NIPs: underfunded NIPs did not complement the RP components although\8Bsélid have
full government support and were formulated in a participatory manner.

NIP effects were most likely in countries whegevernment owned these programmes and
proactively sought donor and UNODCO6s 9$wspport.
ownership and strong advocacy to get donor funding.

Impact at regional level:

The absence of baselines because of lack of reliablesdagsulting in difficulties to measure the
impact of interventions.Foreseen asults are too optimistic in relatioto resources and
timeframes The approach to reportingostly focused on activities and the fragmented project
approach remairmpediments to achieve impact regionrde.

The fragmented approach of UNODCG6s support i n
sequencing its support (e.g. ratification of conventions, legislative changes, and institutional
support to implement changes).

While it is necessary to tackle the drug & crime issues by adopting a holistic approach, it is most
important to advocate it tthé donor community. The need to rationalise support and the RP into
subprogrammes has to be balanced with the need for integration to enhance. ilact
combination of the project approach atidision into RP components is not favouring integration

of actions between the stfrogrammes. For enhanced impact, interventions will need to take into
account other pillarés results and outcomes.

Sustainability:

The sustainability of UNODCG s interventions [
ownership.

Alignment is successfully achieved because UNODC has acquired a high expertise that enables it

to propose solutions that respond to local / regional needs. As UNODC is systematically taking

the | ead in interventions®d de gsemgnslimtedvandeis shi p by
often translated in the inability of beneficiary institutions to meet initial commitments.

This approach needs to be revised with comprehensive exit strategies based on realistic
timeframes and ownership that is more explatitformulation stage to ensure sustainability of
results.

As UNODCG6s support focusses mainly on capacity
might be enhanced by addition mentoring programmes to regular trainings and creating regional

pools of expertise #t could be contracted at a lower cost to ensure continuity of support

including through institutional changes of beneficiary stakeholders.
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IN-DEPTH EVALUATION OF THE UNODC REGIONAL PROGRAMME WEST AFRICA

Human rights and gender:

There is little evidence of HRBA or a gender approach being implemented comprehensively
through the RP.

Its support is mainly limited to awareness raising through trainings with human rights modules.
The vetting process is relatively weak as it is founded on trust by the beneficiary institutions and
UNODC does not have full control of the progeShere is little evidence of promoting human
rights through restorative justic on raising awareness on security issues by supporting the
respect of human rights as the key element to ensure security and stability

This points out towards more appnation with specialised institutions dealing with human
rights.

A gender strategy has been adopted within UNODC. In operational terms, there was little

evidence of its effective implementation but through encouraging voluntary participation of

women in trinings because institutions remain sovereign in their choices of trainees and there is

a strong bias towards men in the law enforcement and justice sectors. Alternatives must be south

to enhance gender equality within beneficiary institutions, througherattips with relevant UN

agencies. While UNODC is already collaborating with-MKDMEN on specific interventions, it

mi ght be necessary to review how to address genc
a stronger role of UNWOMEN. These issues Wiheed to be addressed in any future RP and

more efforts must be sought to ensure more gender equality within its interventions.
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V. RECOMMENDATIONS

Strategic recommendations:

Planning for interventions(design and formulation) should be condwdtbdclose and

deep involvement dbeneficiary stakeholdersvhere possible they shodleiad the process

to ensure ownership and alignmentiwhe UNODC6s rol e should be |1
of technical solutions that are tailored to the needs of the beneficiaries and bring in at

design level a holistic perspective by ensuring that the relevant stakeholders are integrated

into interventionge.g. combining justice & law enforcement; need for baseline studies and

research in the regipn DDR by associating law enforcement and civil society
Anticorruption by strengthening governmental institutions and strengthening the bargaining

power of civl society).

UNODC (regional office) should review the linkages between gub ogr a mme 0 s
interventions in particular between issues to be tackled and making sure that there are more
complementarities between project§o far, trainings have mixed differentinél

beneficiaries (e.g. police officer and prosecutors) for common knowledge enhancement but
interventions should also be more complementary in terms of activities so that specialised
knowledge for specific target groups is enhanced for an added glgiedtinThis requires

a holistic programme beyond a simple projects

UNODCO6 s Heassess lsotv it is going to support an ever increasing and ever more
dynamic portfolio growth at regional levedystematic tight eanarking is making it more
difficult for UNODC to respond to changing needs, as it does not allow swift reallocation
of resources Hence, HQ needs to alert the donor community, UNGA and member
countries that more flexible funding mechanisms are needecddressing issues at
regional level. Approaching drug issues, terrorism and organised crime at regional level
requires a very lonterm strategy with a flexible programming framework that is secured
with long term core funding.

In terms of fundraising capai t vy , UNODCG6s is responding to dot
to invest funds in certain areas), making proposals to donors for certain topics that might

attract donor funding (UNODC looks actively for funds) and proposing interventions that
targetcertaindnor priorities (responding todspecific
regional officeneeds to actively orient donor priorities through a strong research and
awareness capability (increase funding of that-pnagramme)and UNDOC6és HQ t o
explain beter the FCR system and favour systematically general purpose and soft
earmarking to allow RPs to respond better to changing needs (avoid small funds through
tight earmarking). This wil!/l enabl e UNODC to
UNODC need to lobby at the highest level for increased core funding and seed money to

(i) allow demonstration interventions that can attract donor funding and (ii) facilitate

bridging interventions that provide essential leeway for increasing interventions efficien

and effectiveness.
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IN-DEPTH EVALUATION OF THE UNODC REGIONAL PROGRAMME WEST AFRICA

V. Concerning NIPs, there was overwhelming indication that national programmes remain
fundamental building blocks that support a regional approach. UNOPC r e gi on al of f
must reassess how to fund NHRaking sure that they and RP subpoments do
complement each other and are intrinsically linked for enhanced impact.

VI.  UNODCH s nredds to review how to apprehend global interventions at regional $evel
far, there are contributors to the RP as any other national or regional prbieicteffects
add up with those of other types of interventions and it is assumed that the sum of it all
must increase impact. The role of global prgesttould be thought entirely differently to
increase efficiency: global projects should bring in innovateehniques and ways of
development of beneficiary institutions that can be tested for effectiveness and impact
validation but should be disseminated through the RP with regional and national
interventions by expertise that has been created through thidoatiah of global projects.

VII. UNODCb s r e gi choald seet &pproxanation between law enforcement and civil
societySo far, most of UNODCOGs support is channel
out civil society although it might contribute to resgutrafficking and crime through
preventive actionsand the enhancement of institutional dialogue and transparéscy
crime is also linked with poverty, UNODC needs to look for partnerships / strategic
alliances (e.g. UNODC, VWiRrime th@Athrddgh)combininge f f ect i
action of economic development with law enforcemant though supporting local
leadership building and civil society structuring

VIII. Many interventions havdevelopedactivities related to gender equality and human rights
protection The integration of these cressctoral issues has not been entirely satisfactory
with only training modules. UNOD&s r e g i oshoald reveew hawctee integrate
gender and human rights by seeking operational partnerships UHCHR akdOMEN
through subcontracting. Because corruption is so entrenched into Western African
countries, it needs to be addressed systematically in all interventions. Interventions on
anticorruption should bstrengthene@nd nad only designed as punctual projects ligo
integrated in all interventions as a cresztoral issueThe good gpportalready provided
to civil society (e.gUNCAC trainings for civil society, training of university professors to
promote antcorruption education, training of journalists on inigetive journalismetc.)
should befurther enhance and prioritised YNODC r egi on al of ficeds ac
corruption (e.g. investigative journalism, aotirruption education in universitiesivil
society centregitizen involvement in antcorruption bodie In some countries (eg. Mali)
it would also be useful to nurture the development ot@tiuption NGOs.

IX.  The governance structure of future RPs should be revibmed U N O D Cwith theH Q
integration of formal management and steering committéts decision taking powers,
allowing reorientation of objectives / actions when neces$dmRs should be integrated
within the regular RP cycle for that purpose.

X.  Improving knowledge through trainings should be initiated systematically at regional level
UNODC regional office and HQ (through their contribution through global interventions)
should phase out progressively direct interna
use them exclusively for ToT through platforms, networks that in turn eauported by
UNODC to provide technical assistance througtl

civil society organisationsRegional specialized training centres and rosters of African
trainers should be supported by UNODC.
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RECOMMENDATIONS

XI.. UNODC6s regievhmsl tof feinhhance much more countries
analyse and disseminate it on drug trafficking and related crime. Statistics on crime and
institutions dealing with these data must be overhauled for data already being collected
(drug traffcking, money launderinggorruption, etc.) and developed for lesser known
crimes and patterns leading to crime (e.g. violence on women and children exploitation,
drug trafficking, youth drug use, etc.) This can be done at intervention level (project
compaents) or at RP level by combining different components of projects within a single
intervention or through pool funding. Basic data is required to measuring impact and can
mai ntain UNODCG6s credibility. Wi thout basic
educated guesses on trends and it is difficult to attribute any merit of its support to
changing crime patterns (which is the basic requirement of donors).

XIL. UNODCGCS s r egi oghauld notehghge dnéo activities if they do nabmprise
sequencing oproaesses or are aimed at tacklirgkle root causesf the problems to be
solved and not mere consequences with palliative acfihesRPneed to adoptmore
systematically a holistic approaftom formulation stage somewhat similar tevhat the
Sahel Protamme has dong combining activities should ensure improved impact and
involvement of all relevant parties (e.g. convention signafuregislationA institutional
capacity building [HR, management enhancement, additional means] for enforcement).
This appoach needs to be coordinated with HQ to become effective.

XIII. UNODCb6 s r e gi omust beekoofit néwcways of cooperatioonnecting withthe
private sectoaend supporting international private <co
conductthat often suers from crininal action(this contributes téoosing productivity and
money)i in particular the transport sectorand link up with other development bodies to
offer employment opportunities for the youth that can be turned way towards criminal
activities.

Operational recommendations:

. UNODC©OG s seni or management at ROS BDBputys houl d b
Repesentative to (i) increase RP visibility, give it more priority in relation to single
interventions in order to take advantage of its netwgrkiapabilities and recognised
experience and reputation as an impartial specialised agency, (ii) seek out leaderships for
enhanced ownership at formulation level and for subsequent commitments, (iii) lobbying
for donor support backed by a strong researata dinit that will facilitate future RP
designs

II.  The vetting process should be amended with a reverse (or independent) control system by
UNODC6 s r e gi o rhig Would feduirecaecmore Tobust system of plannifigis
might be achieved through a mechamifor systematic registration or tracking of human
rights violations that occur in the sphere of its projects.

Il UNODCG s overalll visibility mu s t be enhanced
beneficiary institutions with more substantive and more numeroosmation products
like newsletters, (sulregional conferences and distribution of tested tools and proven
techniques through various means (CD, paper, training modtités)is already happening
but at project level and should be disseminated more witieugh a specific expert
department fully conversant with communication strategies (as is done in other UN
agencies) that is funded through communication & awareness raising activities from
interventonand | ocated within. UNODCO&s regional of fi
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VI.

VII.

VIII.

UNODCbs numerous trainings need reassessment of
effectiveness and impact: 1. Mentoring trainees must become a systematic practice; 2.
UNODCGO6s should support institutionalisation
beneficiary institutions of followingip trainees and knowledge transfer within the

institutions The tradingoff is higher costs per trainee per intervention but much lower

costs if these knowledge transfer systems can stay in the institutions ontartorigasis.

This is most important to avoid knowledge loss due to rotation or inefficient knowledge
transmissionThe regional office and HQ should be engaged into this process together as

they both design training method&ere should be common speciatiztraining modules

and a regional roster of African experts developed.

There are stildl weaknesses among UNODCG s st
framework methodology Results and outcomes are sometimes not clearly differentiated

Reporting is activig-based Indicators arenot systematically SMART. This has been

confirmed by the donor communityhrough interviewswhom appr ov e UNODC©OG s
sponsored intervention3rainings on logical framework methodology should be carried

out (preferably externalised) ftf NODC6s staff both within ROSEN,
In additioni at least for largecale interventions the management and M&E functions

should be conducted separately with specialised expertise to avoid mixing functions and

losing focus on implementatidoy the staff in charge of the interventions.

Nati onal staff from UNODCG6s antenna in member
for administrative tasksThis is most important in countries with skeletal staff presence as

they often combine technicaind administrative dutiesThis could be achieved through

induction courses at ROSEN / CONIG when being contracted and on a regular basis (e.qg.

once /year or 2 years) when travelling to Dakar.

UNODCb6 s r e gi shoad engade finto cdiscussions with thstitutions benefitting

from technologybased solutions on the real impact of these in a context of aid withdrawal
(phasingout) and long term sustainability borne by the beneficiary institutions
(commitments). There is often a technology gap withinitinins between areas
benefitting from Governmentsd funds and spec
levels of funding This can create asymmetric capacity building within institutions leading

to tensions (e.g. TCU®ne way to circumvent this issug to view institution capacity

building as a whole by not focussing on high tech support of specific areas but approach

capacity building in a more integrated manner taking into account the entire institution (see
recommendation on mentoring and instdoal sustainability of acquired knowledge) and

therefore raising the capacity of the institution as a whidde main drawback is cost but

this approach will ensure a more harmonious development of beneficiary instiittien.

change of approach shoulé bliscussed between the regional office and HQ that is most
responsible for bringing global solutions at regional / national level often through new
technol ogies (e.g. UNODCb6s tailored softwarebd

UNODCb s r e g i oeedslto emhénteiits aanalytical capacity (cf. research above)

to assess the (lack of) impact of its interventions and reorient its interventions accordingly.
Existing structures within HQ (regular meetings of heads of units) might not be the ideal
solution and might requiréhé creation of a new unit. At ROSEN level, a stronger RP
managing team might be sufficient if it can work in close collaboration with a research
officer.
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RECOMMENDATIONS

UNODCG s rHu&X be more open to the general public to gain more support in its fight
against crime The organisation is little known even by UN staff and Government
institutions. It needs to increase its visibilityand transmit a positive image of its
mandates. Linking UNODC with development work (economic growth, health
i mprovement , a)nsdhe key tb imprevimgsitd imaga, theréfore seeking out
general public empathy.

With regards to RP operationdNODC6 s r e g i showdlconsiderf i c e

() Avoid entering into project agreements where continuation is made conditional on
attainment of spedif milestones. Given the uncertainties and risks involved in project
management especially on politically sensitive issues as corruption, UNODC should
only commit to delivery of highdevel outcomes and objectives (impact). This
approach is preferable kmcse it gives the implementing partners the leeway to review
and change milestones in furtherance of overall objectives and impact.

(i) Plan at formulation stage long inception stagegemruit suitably competent staff,
especially in countries with challengitiving, security conditions.

(iif) Nominate national Focal Points émsure the continuity of partnership with counterpart
agencies|In that context, it is essential to quickly secure meetings of senior official
and/or decision makers in an environment of highnover of civil servants and
complex administrative procedures.
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V.

VI.

LESSONS LEARNED

Ownership is most often the key to success of an intervention. There are several examples

of interventions being funded or initiated because of good interpersonagibmships

(between UNODC and a donor of beneficiary country. There are also many examples of
resultsd | oss because Government could not <co
the intervention. To ensure ownership ine$¥Africa, UNODC needs todentify and

support leaderships (both at political and institutional levels) that can instil that ownership

into the relevant Governmentds institutions.
UNODC intervention concept, they can turn themselves into gtqmmoponents of

UNODC6s initiatives and ensure that Governmen
sustainabil ity o fFurthembore,rthe eadlitical @nvisodment is ofteh t s .
determinant in ensuing ownership of the interventidus in-depth analysis with possible

prer equi site actions is necessary to enhance o0\

UNODC isfor the most pardependent of donor contributiaris that context, it needs to
respond to both WA count r iregq@rémensandopriorittts es and
UNODC needs to reassess how to finance actions not prioritized by dopossibly by

integrating projects into programme (sidomponents and getting rid of the project

approach Ethics and credibility of UNODC are at stakextensive donor dialogue might

be necessary (e.g. donor and member states conferences).

There are currently different views on programming approaches: (i) address all problems in

all countries and seek donor funding according to their own prioritiesnaihal align these

wi t h ¢ o u n tthisiwassthie appreaehdtaken to design the RP leading to fragmented
support (i i) target more specifically common cout
regional and national levels, hence prioritising issuesrdatg to certain criteria (donor

opportunities or pressing needs from beneficiary coutriesany case, RPs must remain

frameworks that are characterised by their adaptability to changing environments.
Therefore, versatility must be integrated intoithdesign and that includes also funding

mechanisms.

UNODCO s r eiggshkighly dtitradt high gublic interest but due to confidentiality,

their results can be contested and gadernments in difficult situations due to sensitive

political contexts. BIODC will have to review or be clearer on communicating research
results, met hodol ogi es and findingsé present
DP A, UNODC6s Threats & Analysis sections, UNO

The reliance of UNODC fov ol unt ary donor contribution in
portfolio is an impediment for optimum efficiency leading management to constantly seek

bridging funding capacities and follewp funds to secure impact and enhance
sustainability of results. Inaddt i o n, this situation -hasdd@&ad UN
that can divert it from its main objectives or add administrative burden to its already
overwhelmed staff for little anticipated impact.

Good practices should be analysed and made public floratign:
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LESSONS LEARNEI

(i) Subregional programming (e.g. Sahel programme) needs analysis as it might bring an
added value (flexibility, governance struct ul
in relation to a static RP as it was conceived originally.

(i) The developmat of broader strategies as tools for fundraising, implementing technical
assistance activities to member states and securing the interest aul fioom
beneficiary member states is more promising than separate individual, national projects.

The four lage multip i | | ar strategies, AUNODC Action in
Praia Strategy: The Way Forward for the ECO\
Contribution to the United Nations I ntegrat

AiSupport toobhhk Tramsesnbhits under the WACI O,
in terms of fundraising.

(iii) Strategic partnership and an integrated approach to drug dependence treatment and HIV
AIDS have been successful in Senegal. Joint fundraising with the Global Fund against
AIDS, Malaria and Tuberculosis, ESTHER, UNODC and national stakeholders (National
AIDS Council) have led to the development of an operational plan for treating injecting
drug users and the establishment of the first Methadone Treatment Programme in the
regon.

(iv) A robust mechanism has been established in Nigeria to ensure the application of the Paris
Principles on aid delivery, in particular with regard to alignment and sustainability. In
addition to jointly designing interventions, the leadership of natimrsiitutions should
also be engaged throughout project implementation to ensure that the project is relevant,
aligned with national partner priorities and jointly owned by the beneficial/implementing
partner institution.

(v) Jointly developing interventiongith national partners and the definition of assigned
responsibilities has especially worked well for ongoing projects in Nigeria. This
harnesses joint ownership for project deliverables, fosters a team spirit, ensures that
activities and outputs are relawt and of priority to the national institutions. This
opportunity has also been used to build capacity in relevant thematic areas, to enhance
programmatic skills and to strengthen accountabiltyery opportunity for handsn
capacity building of partnerinstitution personnel has also been utilized in Nigeria
t hroughout project s i mpl ementati on. Pairin
together with UNODC personnel, seconding experts and embedding them in the partner
institutions, as well as havingnstitutional partners work with consultants during
assessments have been extremely effective in building capapigytoér institutions.

(vi) In Nigeria, undertaking an idepth training needs assessment of beneficiary institutions
and priorities has provekey in developing training programs that are relevant and
responsive to the realities of national institutions. In addition, explaining the training
methodologies and the rationale for the selection of specific methodologies is critical in
creating a condcive learning environment. A programme where more experienced and
exposed professionals of national institutions can share their experience and knowledge
has been found to be very effective.

(vii) A close collaboration with the office of the UN Resident Coatiin facilitates
the work of UNODC in securing meetings and channelling correspondence to high level
government officials (e.g. préonor conference prior to launching NIP in Ghana, closed
sessions with the Parliament in Guirigigsau tord a un c h  UsNppddt @ffes the
coup doé®t at .

(viii) Inter-regional and southouth collaboration to be further enhanced as could be
the case with the collaboration with South Africa on justice reform, Kenya on police
reform or broader initiatives with the AU.

59



ANNEX 1 TERMS OF REFERENCE BTHE
EVALUATION

Independent evaluation of the

UNODC Regional Programme for West
Africa 2010-2014

Sept e2ribled

@
(277

UNITED NATIONS

New York, 2014

60
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ANNEXES

BACKGROUND ANBTCONTE

Pr ogr a mmg Regional Programme for West Africa

Dur at i on: 20162014
WestAffica (16 countries: Benin, Bu

Locat i on: The Gambia, Ghana, Guinea, Guii&asau, Liberia, Mali, Mauritania|
Niger, Nigeria, Senegal, Sierra Leone and Togo)

Li nkages | Thematic Programme on Action againsaiisnational Organized Crime ay

Themat i c | llicit Trafficking 2011-2013

P . .

rogrammg Thematic Programme on Corruption 2€A@ 2 and 2012015

Thematic Programme for Terrorism Prevention 22081 and 2012015
Crime Prevention and Criminal Justice Reform 22025
Addressing hdth and human development vulnerabilities in the contex
drugs and crime 2062011
Scientific and Forensic Services 262011

Execut | n g UNODC

Agency.:

Partner Regional OrganizationsEconomic Community Of West African Stat

Organi z at

(ECOWAS), Eonomic Community of Central African States (ECCA
Intergovernmental Action Group Against Money Laundering in West Af
(GIABA)

International OrganizationsINTERPOL, World Customs Organizatig
(WCO), International Organization for Migration (IOM)

UN System United Nations Office for West Africa (UNOWA), Departme|
of Political Affairs(DPA), Department for Peacekeeping Operati
(DPKO), United Nations Development Programme (UNDP), World He
Organization (WHO), CountéeFerrorism Executive DirectorateTED)

NGOs/civil society/private sectowarious grassroots NGOs in the field
drug dependence prevention and treatment and related health iss
Senegal , Clte doél voi r e, Togo ar
trafficking in the Republicof Cong&G* t e do6l voi re angd

Total * Approved| ;5 190 .9 million

Budget:

Donors: Austri a, Brazil, Canada, Cabo \
Union, France, Germany, Italy, Japan, Luxembourg, Monaco, Netherl
Norway, Spain United Kingdom, Unitede®es, the Peacebuilding Fund
ROSEN: Antonio Mazzitelli: December (2002009)

Representatives: | Alexandre Schmidt (2022012); Pierre Lapaque (202D14)
CONIG : Dagmar Thomas (2062011)Mariam Sissoko (2012014)

Uipe Of. Final

evaluation
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Time period
covered by the January 201@ctober 2014
evaluation:

Evaluation start

and end date: October 2014End of February 2015

Geographical
coverage of the
evaluation:

All 16 countries covered by the Regional Programme will be cov
through field missions aemote evaluation.

Evaluation team | Two international consultants, one junior consultant based in Dakal
national consultants to cover specific countries

Coe Lesiilig) UNODC Managers, Member States, Project field staff (curremd

Fear:ttil':izgl- previous), Partner Organizations and dofrs

Programme overview and historical context in which the programme is
implemented

West Africa had become an increasingly important venue for international drug trafficking and
organized crime. Since 2006, 20 tons of cocaine per year had been transiting through the

region en route to Europe. With 20 tons valued at approximately US$ 1 billion on the wholesale
market (a sum higher than the GDP of some West African countries), criminal behaviours and
corruptionaround cocaine trafficking routes are seriously affecting the security of the countries in

the region. The 2010 UNODC reportdnT h e GI| o b al i zcansiders WesbAfricaCas i me 0

a region where transnational cocaine trafficking had become a majardetb governance and
stability. Another reportentitled Tr ansnat i onal Trafficking and
A Threat Alausckes! snndalyn 2089 at a United Nations Security Council Special
Session on West Africa, showed that drug ic&ihg was not the only concern confronting the
region: evidence of drug production has been discovered and drug abuse was on the increase
Trafficking in persons, arms, minerals, and counterfeit medicines had also been identified
Smuggling of migrants, ibbunkering, and other illegal activities are flourishing in a climate of
instability. There was also a growing concern over the increased pressure from terrorist groups in
the North of the region, which were suspected to be building links with crinmgahiaations.

Beyond the complex heterogeneity of the region (in particular, a number of coastal countries are
emerging from conflicts and concerned with p&aggding), its continuous vulnerability to those
various threats is due to a number of complex and-iimieed challenges, including political
instability, porous borders, overstretched law enforcement and criminal justice systems and high
levels of povety in some parts of the region. lllicit trafficking, terrorism and drug abuse do not
only take advantage of these difficulties, but also contribute to them and constitute a threat to
security, governance and development in the region:

1. the very significanprofits generated from these flows fuel corruption;

31Core Learning Partners are the key sogkammé dectpsh iwdy t he

he

sub

have an interest in the evaluati on. The CLP work closely

process.
32See | i st3 i n Annex
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2. those profits are laundered by criminals, which undermines the integrity of legitimate
economies and the development of the financial system; and

3. the criminal networks may provide significant supporteworist activities across West
Africa and the Sahel.

The United Nations Security Council recognised with great concern the potential for transnational
organized crime and drug trafficking to undermine the stability and development of the West

African region, a threat which goes beyond the boundaries of the sub region and has an impact on

overall global security. A number of special sessions were convened to discuss the threat, and the
Security Council has call ed upemton wite tdUnited St at e s
Nations Office on Drugs and @3ehemakt@®considentdeser e qu e st
threats as a factor in conflict prevention strategies. In this regard, in January 2009, the UN
Secretargseneral made an appeal to theeimtn at i onal community to Asupp
facing the formidable challenge posed by drug t
building capacity in the countries of the sub region and mobilizing resources to help regional
Statesincof ronting the threat at the national and cr

In that context, the West African States decided to unite their efforts in order to meet those
challenges, which led to the endorsement by the Heads of State and Government, on the occasion
of the 35th ECOWAS Ordinary Summit of Heads of State and Government in December 2008, of
the Political DeclarationandRegional Action Plan to Combat lllicit Drug Trafficking, Organized
Crime and Drug Abuse (20a811) The development of the ECOWAS Regioaition Plan

(initially 20082011, now extended to 2015), with support from UNODC, aimed at addressing the
threat of illicit drug trafficking and transnational organized crime, which had been significantly
increasing over the precedent years.

The Political Declaration urged UNODC strengthen its technical assistance in the region to
support the i mplementation of the ECOWAS Regi on:
to design its Regional Programme for West Africa 20004, a crosscutting, multilateral

strategy, based on theimqmiple of shared responsibility, where peacebuilding, security sector

reform, national institutiafipuilding, and capacipuilding efforts would be implemented in the

most effective manner with a view to contribute to the creation of an environment prone to
socioeconomic development to the benefit of the people in West Africa.

The overall objective othe UNODC Regional Programme for West Africa, 2014 is to
contribute to and support the efforts of West African States, as well as those of regional
organizations and the civil society, to respond to evolving security threats, such as drug
trafficking, promote human rights and the rule of law, and good governance. Through this
programme UNODC seeks to deliver assistance in the most effective manner, thus adopting a
multidisciplinary approach, and complementing roles and efforts with multilateral kxtelrdli
partners.

With the Regional Programme being designed as a common umbrella to all ECOWAS countries,
the development of specific national responses became appealing and many West African Heads
of States called UNODC to assist them in developing natiaction plans in line with the
Regional Programme. The National Integrated Programmes (NIPs) were to provide the building
blocks for the former. The NIPs are national development frameworks elaborated with UNODC
support through an inclusive approach auaftiress all thematic areas covered by the Regional
Programme consistent with the priorities of the ECOWAS Regional Action Plan, under the
following SuliProgrammes:

1. Organized Crime, lllicit Trafficking and Terrorism;

2. Justice and Integrity;
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3. Drug Prevention and Health; and
4. Awareness and Research.

The Regional Programme covers 16 West African countries, namely the 15 ECOWAS Member
States (Benin, Burkink a s o, Cabo Verde, Cite dobélvoiZe, The
Bissau, Liberia, Mali, Niger, Nigeria, Senegal, Sierra Leone and Togo) and Mauritania.

Justification of the programme and main experiences / challenges during
implementation

Justification

The UNODC Regional Programme for West Africa 2@D14 aims at supporting ECOWAS in
achieving the goals outlined in iBolitical Declaration and Regional Action Plan to Combat
lllicit Drug Trafficking, Organized Crime and Drug Abuse(2028L5)(See also pevious section
on the context)

Main i mpl ementation experiences and chall enges
Some of the main chall enges faced during the i mpl e
which shoal §sleehe context of the evaluati on, are th
T Stabilaind security i s f20elcs20 uims Wad8 ®t aAtf riBaMabhu and
have caused the suspension of UNODC activities ir
Gui Badassau and Nigeri a, especial | ynpirne dtihcet aNbd ret haenrd
hinder ed travel and project i mpl e me nd anfiloinct | mpl
countries has proved difficult: under the West Af
activitieBi dmmauGuihielmeri ahasdb&erruaedsepynand, bec:
political and security situation faced by Ctte d:f
project has been extremely slow in these countr.i e
adequately quahi tioedtpéersomnmaeli ng serious stabilit

1 Design of the Regional Programmnife Regional Programme document included too many
indicators of which not all could be reported against. Some of the projects contributing to the
implementabn of the Regional Programme have set embitious objectives. Moreover,
the lack of baselines makes it difficult to report on results and measure change. This being
said, UNODC is working closely with the ECOWAS Commission to define the most
appropriaé means of evaluation for the Regional Programme that has been designed to
support the implementation of the ECOWAS Plan of Action. ECOWAS has established a
Monitoring and Evaluation Mechanism (MEM) to assess the degree of implementation of the
ECOWAS Regdnal Action Plan by the Member States and the Commission,based on the
principles of transparency, inclusiveness, and-pepeer. The ECOWAS MEM is supposed
to report on progress to the United Nations Security Council in order to maintain political
attenton and secure the required technical and financial support from the international
community. The implementation of the MEM provides an excellent additional framework for
UNODC monitoring and evaluation of thiRegional Programmeand its finding will be
incorporated in the evaluation.

T Bal ance betpreeqnr dlhteepgsruobved di fficult to attract in
in the region apdodoammsesto the sub

T National I ntegrated aPramgrgemnieosc u(SNIwRds)uti niitt i asbbyg p
proved difficult to raise funds for that pur pose.
me mber states that have signed a NIP with UNODC h
pace of their i mpl ement ati sautp Sisncece pleNQ@Debts ofni ep
funding, and UNODC is not pr esernai siinngalalt ctohuen tnraite
|l evel has proven difficult.
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T Governanbdte Regional Programme does not have a spe
SahelegSyt,r atthe WACI and Al RCOP.

T Sustainabhéit@psorption capacity of nati onal aut hoe
equi pment and responsibility has been handed over
Africa, in particailmatr dfr omi eaw.f i Bmsiwcriiang pt he ownet
nati onal and regional counterparts has al so been

T Donor involi vemarst someti mes proved difficult to a
greater inveleresnemitngvhtine effectiveness and auton
It as also proven difficult to r@aicegr dmmes at t hi

itments: byondeonpraej ect agreements mad e contin
attaiaofmeapeci fic milestones rather than higher [
whi h made the project vulnerabl e.

T Partnerships within the UN systemeahdpwi ih obhdat
di fferences in appravac hseosmedndnesbjgenteirmweaedh compet
tension, and ineffective coordination.

T Partnership with :natthe nadntcionumnitteyr pafr tsartner shi ps
the high turnover of a number of key institutiona

T Midterm iewvrd lhiea Regi onal Programme itself provided
pl ac201iln/.2 OHlo2we v e r , due 2t0ol 2tLlhNODODGi cdi d hmat bhyave | ar
a portfolio and no funds available taceeport on i

T Communication of research resaoften mas bdd®lno gcyo nd
information and sources, they have someti mes been
be politically sensitive in West Africa.

T New rules oof tHestsi Goungryhdadgeeemept ex rules that
activity, however smal |, have been difficult to
complaints from some West African Governments.

Programme documents and revisions of the waigbrogramme document

The Regional Programme has not been revised since its development and start in January 2010. It
consists of 42 projects (excluding the global programmes), 16 of which have undergone
evaluations (see in Annex 4 the list of fidddsedand global programmes).

UNODC strategy context, i ncludin
outcomes and programmeds contrib
thematic programmes

UNODC MediumTerm Strategy

UNODCO s WNerrd Stnatagies, as presentedECOSOC Resolution 2007/19 and 2012/12,
provides the result based framework guiding the programmatic activities of the Office for the
period 200811 and 20125.

Thematic programmes

g the
Ut

The Regional Programme has operated within the policy framework ofefloev Brhematic
Programmes:

T Thematic Programme on Action against Transnati ona
20121013
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Thematic Progr annel200 mh @6 a220ulpst i o n
Thematic Programme f B0 28elalr2b0riP28 n5 Pr eventi on
CriemPrevention and C20®2nMa&él Justice Reform

= =4 =4 =2

Addressing health and human devel opment vul ner abi
200RQ0 11

1T Scientific and2@&R0disic Services
National Programmes and Frameworks

The Regional Programme hasomprises a number of National Integrated Programmes
(NIPsy2Benin (to be approved by the Government), Burkina Faso (2013), Cabo Verde

(20122016), Ghana (20%2016), Mali (20092012), Mauritania (2002011), Sao Tome &
Principe (20132014), and Tog¢20132017).

DI SBURSEMENT HI STORY

- —
Overall budget Total Approved Budget Expenditure (January Ii);gﬁgg:turzeollnm/o
(20102014) (20102014) 201071 July 2014) July 2y01 2)
USSR 742584 2 usnooo9oo@0O0 usnoo3ygicza2v 53 %

While the programme rght appear to be fully funded, it should be clarified that, while some
parts of the Regional Programme received more funds than planned (for ex: Nigeria), other parts
(such as SP 2 and 4) remained underfunded. Overall, USD 169, 741, 515 could be dolected
Nigeria alone, while USD 101,517,027 was collected for all the other countries.

PURPOSE OF TAITE &NALU

In 2010, the Joint Inspection Unit (JIU) undertook the Review of management and administration
in UNODC. In this Review, the Inspectors recomneshdrecommendation #9) a thorough
independent evaluation of thematic and regional programming implementation to be conducted
and be presented to the governing bodies. As a response to the JIU recommendation, the UNODC
Independent Evaluation Unit (IEU) erggd in systematically undertaking evaluations of
Regional Programmes.

The Regional Programme for West Africa 2@ 4 document provides that independent
evaluations will be conducted under the lead and guidance of IEU in close cooperation with the
Region& Representative of ROSEN, and implementing partners, such as the relevant other UN
agencies, INTERPOL, regional organizations such as ECOWAS, the Intergovernmental Anti
Money Laundering Action Group in West Africa(GIABA); national counterparts, such as
ministers of Justice, Law, Interior and Health and project beneficiaries.

The timing of the evaluation was agreed by ROSEN, the Regional Section for Africa and the
Middle East (RSAME) and IEU. Consistent with the provisions of the Regional Programme
documen itself, the timing of the evaluation will allow for the inclusion of its findings and

3Nl P is the terminology used in West Afriazmamdefore UNODC m
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