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THE TRADITIONAL PUBLIC FORESTRY ADMINISTRATION

* A major player in forestry in view of preponderance
of public ownership of forests

* Fulfils multiple functions related to wood production

e Command and control: Hierarchical, top-down policy
formulation and implementation using regulatory
instruments

 Dependent on public funding, especially when the
scope for wood production is limited

* Lack of flexibility to adapt to market changes makes
them unsuitable for fulfilling commercial roles
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WHY THE MODEL WORKED IN THE PAST

* Low population pressure = low opportunity
cost of land and forest

* Few stakeholders managing forests = less
complex operating environment

* Focus on extraction of wood from natural
forests generated surplus

* Narrowly defined performance parameters
(mainly timber production/ revenue targets)

» State’s role was paramount
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External changes affecting forestry

Globalization éecentrallzatlon

Liberalization> éommunlcatlon
Privatization

Cllmate change
Democratlzatlon < Population
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Changes in the forestry sector

e Expectations of society from
forests — public opinion

* Wider stakeholder spectrum

* Trends in forest ownership and
management rights

 Broadened forest management
objectives (biodiversity,
ecosystem services, climate
change)

 More complexity and potential
for conflict
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THE INSTITUTIONAL LANDSCAPE IN FORESTRY

PUBLIC SECTOR

PRIVATE SECTOR

CIVIL SOCIETY
ORGANIZATIONS

INTERNATIONAL
ORGANIZATIONS

Public forestry agencies and enterprises
Other Ministries and public agencies (e.g.,
environment, energy, water)

Educational and research organizations

Forest industries, logging companies and their
associations

Farmers’ organizations, community groups
Investors, management companies

NGOs, CSOs

International and regional organisations
Bilateral organizations
International civil society organizations
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The challenge

* Forest sector reforms are taking place:

— 50% of countries with forest policy have issued or
updated it since 2000.

— 44% of countries with a forest law had it enacted
or amended since 2005.

— 75 percent of the world’s forests are covered by a
national forest programme

BUT:

* Public forest institutions are lagging behind in
adapting to new policies and laws
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Institutional response mechanisms

Confronting change, public sector institutions
tend to have varied responses:

* Ignore/dismiss the need for reform
* Resist changes

* Undertake cosmetic changes

* Have reform imposed on them

e Undertake substantive reforms
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What is needed

Change of vision, goals and functions
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What triggers reform?

INTERNAL * Change in leadership in the
organization

EXTERNAL * Major policy shifts
* Reduction in public budget
* Across the board

institutional changes in all
public sector agencies
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The change process: Implementing reform

—n
Facilitation of change, including:
Building change coalitions
Harnessing champions
Consultation process and consensus building
Decision making

Communicating change

Internal communication to keep staff fully
informed

External communication to inform stakeholders
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The change process: Implementing reform

Leadership to champion the process

Need team to guide transition (multi-disciplinary,
represent key stakeholders)

Based on thorough analysis taking time to digest
analysis (e.g. Performance assessment)

Sometimes as a response to a crisis (“Don’t let a crisis
go to waste”)

Try to incorporate “quick win” achievable sub-targets
to help create and maintain momentum

Allow for “out of the box” thinking
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Institutional Performance Indicators
S-S

Parameter indicators________

Efficiency

Effectiveness

Optimised use of resources to
reach its purpose: output per
staff, programme completion,
ratio of overhead to
programme costs, timeliness of
service delivery

Successfully achieving the
mandate, goals, strategic
objectives

Indicators: progress towards
the targets at various levels
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Institutional Performance Indicators

Relevance Serving the needs of its main
stakeholders:

Ability to respond to emerging
competition, trends, technologies,
other external forces
Ability to create/exploit new markets
or revenue sources
Ability sustain itself

Financial viability Ability to generate and manage
adequately resources, ensuring its
ongoing existence

The ability to generate enough cash to
pay its bills

Sources and types of revenues

Ability of an organization to live within
its allocation
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COSTS AND BENEFITS

 What are the costs involved in reforming public
sector institutions?

* Are the long term benefits commensurate with
the costs?

e What are the invisible costs of reform?
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Focus of reformed Forestry Administrations

Policy development and updating

Regulatory functions (setting standards, creating laws,
enforcing laws, and creating a level playing field for all players
to become effective and efficient)

Coordination of the activities of different players
Results in:

® Separation of regulatory and management functions helping
to reduce conflicts of interest

® Divestment of managerial functions to other organizations
and agencies

® Facilitative role
® | eaner organization; staff with different skills
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REASSIGNING FUNCTIONS

* Processing industries == independent units or
privatised

* Forest conservation == National Parks body
or similar, incl. private or communal

* Forestry research == Govt funded
independent organisations, universities and
private sector

* Forest extension == NGOs or other sectors,
eg agriculture
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GREATER ROLE FOR COMMUNITIES AND CSO’S

Many new models for
community participation
(JFM, CBNRM etc)

Community based
enterprises

Increasing role of Civil
Society Organisations
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INCREASED ROLE OF THE PRIVATE SECTOR
=y
Privatization:
» Smallholders, households
» Producer organizations

» Collaboration of large companies with smallholders
» Institutional investors
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Institutions as dynamic systems

= Ability to sense external changes

= Every part of the organization is
able to sense the changes

= Continuous adaptation

= Both competition and
collaboration are important
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No more dinosaurs but modern,
flexible and adaptive forestry
Institutions
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