S ,M“M@Wg i
:;w
SR m w.nnn c\wfwﬁm
R
L ﬁﬁ. £98
e % L Ww Vwﬁﬁ .M%w. . Tr Z ] ¢
G N%?/&%ﬁw&mﬂm\?m m,“i/fw o mM/ S Wi,mmw%w% %%&«ww? ?;M o o © _m w W m\wfw%ﬂ
P % e , f%.,w\. o \f;,,,mﬁv ,:,W.fa w,w W%gﬂv\w Fww w?wc »x mn o %@/ g - vw,wx,
R :,,/i e @&33 L e f o xﬁm/w 2z ro= L
e . . «ﬂ,.ﬁ_‘,,,m - . mm?u{m,ﬂv M:f% f w wwm L HEO Ooo 1 // o
,.&,,,:”@@x% ﬂ “ @.wﬁ.@i z,@%% f ,,,, %.,,. vﬁ\w :%ﬁ\a@ ..,, mé 5 ?.@% s %c & MM 7 V%.\M wmf, m «Aw» x:m e = o O S St %m&@
Saisn Mﬁ{y L ﬁx,,.q.y,z,ﬂ,?ﬁ e ««y@..w S %}% f,,w ,7 T o Lo 2& w@, o e W o L g fe] = I o L
S SO S \.%%s\ sf,,,,» Lo S i %x S e e S i Lt Ly Sl i
E.e:,.hﬁ%,i Ly Dnaaes e Sriiniad & i h,m, M,,ﬁx G ﬂmﬁ.i"w w f\\ L o uw — - Fou Lo & Mw ﬁ
o %%wa o 3.@ S \%, S e Ty S .é - o ﬁ%,a e e Sl ,,,«%‘m.».mi%m?z.. .
mv%,ff\w L 9%: ?ﬁ@&%ﬁ: awn (aw}x ,\w.n,i iv S G m f:,w W w G ﬁa.,,m,em,ﬂ/(%aﬁ L e [Z BT = I oZ| ,wa,,,%&%.«,,,,mwi i
S pﬂ? N L , L A,,a&% a% i f e L M.;,mw W Mm w\wx\wa e @..w&éw. Ganiaay
o vd Sl .75 o S Lol L o fw S wy,: e \m %&vf S fcéﬁw {&M > %é,w e o <L = RN_ L «\Ww - wm,.ﬁ L
S %m.w Ll ,,/,%yfm%@ .A&x, /M «Mf} S ,{wx,,w nusﬂﬁ w,v - ,,,N.W%,.i%, e o G Mv i o o =20 e i
Ao St e S S m..,» S m}&%z,? o ?f:,,w,// ot ?&,;«a/\,},.ﬁr o mw«iﬂa &m »,Nw,ﬂ,, S L - Sl S
W.Mt.?ﬁwwﬁég (R S {, ﬂw ﬁmz o i o %f% S g e S L “ﬁ o e ' [ nS5ml o
e R e S .&:.; = ;ﬁ L @.zé ,w,m%é L W e o o} o
a% W@,« o o ﬁ,, e o aﬁ;/,:% L e o W.} %m.m S ?%.f L %ﬁ,@ o wamwm&w L w Z hx] o
c; S - Wi%wé o o - L M «,@,vm&é,},m/w e mwﬂw, % é;e: w .p.ﬂm& \,%ww%ww,mm\mmmwz.«@a = Zmx .
?%fﬁ, o ;m%%ﬁ/y/% S T o - Vw:.v S T Lo = = i o
o ,% e /%\,.% L . A o e ﬁﬁ %Mwwfrir%&ww = = o o
o oo o Vé, a % D o »,ww}wxw o f&.‘;%m o %. L :& S ,yéaa &M i w% S vwaw%wm%mvmm%m%m%wm L = . g = o < e S
o i NE syz mmw %u@%% G sw,mv, aa b wﬁ m\ﬁ& o o . Slats e o G I o ‘w.%xw S
e e e :,? G & L L w%@..&wﬁw «.w 0 e e = J o o
. 3/& %mﬁ <w L %%%.a,@ﬁ .i/ i p,% f = L ,,éanmw;v,?ée S va S Sh ———— = L S o
o L &sw P %é,.m&.:x: w/i ,/.wvw.,,ﬂ,;w S 9; S ,& S S m - m%ﬁﬁﬁw&w“M\.MNM.Q:%WAA«%&.&” = z - hea e
Lo L o ey W.% . - SR e e &m\a&@,&ﬁ?: 1 [« P i
ewx,mwzm .,,e\ \.n,,,.w%%wm@%/ww«wﬂﬂ/ S %? c\q% ?:Js T (.mw.,/,y e L m: ; v%, %,vm.ﬁ/@w Sl wm«m%wm%mw_ >l = o) - Lty e
o A,@ifif s . o . o=y = =0 L o
Sl ,,if ¢ et S o w e @J. xe}{@dm, 2 e : e i e S E it o
L 2:« wwiwﬁ\w o /.,%%ﬁmw e mﬂ“ f%wﬁ e Nma@w@%ww& ioQ [ He S urw o
M%@wa ﬁ . ,m%/ w\ i . ,%.g%% . ,Ni,%n..@%% cl W%w X ﬁ@&w@ﬁw @«ﬁg&%aﬁw&@m%i I Z i m ax o= L ww ww‘mﬁm S
c o 4,%»; w SR é?ﬁ e e i ,,,z e o . L .w?,a,cvnwx,%“.wx.m.”\‘.h.,(.\%,, QR =2 x [e] L T
- .n,f Lo e é? i L L L w0 . . S ] Wz b o .
Léx‘ae, s i }fv}/f S e %fm,&, T 5 e o éwwmxcﬁ S >0 1 i m Eien St
mw%.m s e N,c «z S ,:u%fv w.«,,f V.,;max,éﬁ,,/f v S mq, o L S S o @//y{& rw e %w@m,@?%%,?wmﬁgﬁm/ﬁw@%/ 1 & o <L o S L -
L ? L Nw S e e 31 &L vﬁmﬁ o o %,,g.m.m o ,W,;w%%?.w%&%@%ﬁ | v i et
L ﬁ? e / o b - o o % Lo P /erf:@i . ,\,?.m.w.% . I =< C Z | & L ¢,vmwvﬂ,w,ﬂ,m,wm““ﬂw,nw
e o .ww /@M,«%, «,({\%W o e ﬁ}/@m e / e xw?.w o L L o o o [y e L
éx ,Wx??,ﬁ wﬁ e W,/ﬁ«,ﬁ,ﬁ%w.\.wvﬁw,,,m? S ,Jf ﬁ»@ ﬁé y o W?% LE%. M i /ﬁﬁq& \:,uw\%m,&%,w,%fm, | I | =] I [ el fw&w&m .
a .J ﬁs e bt i%y 2@%.,,.,,,,,,,m%%,,‘.,,,,,..ﬁ Son z,/// ,,%ﬁéwv - ,,M,,a L L Mf.a e ﬁ,hmm@.m,,ﬂwm/g&,w%m&w@m@% . s n. N.ﬁ,u,,n.,gwum\@ii vn S
o i ?m e gﬁ%ﬁ@w%@@ﬁ S e R Ll ,,M,x;.@@.wnwx.\r,w S S O wm?fw o ﬁﬁwmé
v\\ L wy;,z et W wk.t.‘.;/,t%, t.wé}.?cmuii/ 3&.& W&&Z LN —— hﬂ\ S .\wwww 175 Tl Lo G I L e u WN,;?.
%,:F e Vﬁ m L w «Ey L WJ/&(W 3 vmrﬂﬁ\nw&wwww ,M&\.wwﬂ.wm,.ﬂv.\% o /w Lo 3 %\, SR = .&&? um« ,ﬁx w %WQWM «\N&M «w«w%«mww» v o r% 5 w - W@W«ﬁ
w},&f o % D @m St 5 wmamfwf:% ,«2% .\mﬁ .,,,w e o G K,\W,m..,n%?wx 1 @%. « q R
o L i Ll ,(&%%,{&m?yfiﬂé. i s V \.\ L SX o «, ,w.&w,w&\%fw...e, Sl Ty ?«M ) w 2 %wa
cew \w e S .%wﬁ%m%@@ e NuR e e N /y S o W,ﬁ&« i écu e S G ,AV % d Qe
T ﬁ:m ,§wm§ «@ SR o Mmy:ww&w.uﬁ,.w&v S ,«2;} S & 2 v o Sh \Q..N.V,.z sv i f,y e %ﬁw e | R 0y Giany m w@«m
o Edee ,;( i A i O i Zw?%« i Sad e G ?:/W ﬁf./,,(t\v 3 2 d I M e iw v
WWW\WWWMWW ,M, mu . ﬂfum »fwﬁwz,«.‘w&? o G wﬁ,@mﬁ% - w.v"w.,x,”/wfm. &@WMM éﬁgﬁ% Wm. e T @%w%ﬁw%@ L & awwww .v w o
w /: %,,W.,.,U,vﬁx w.:\%wf% e {Q,Z ,VM,?,M oy /Aw,x«mwwwmwmmzﬁy w(%vww%wém« s «,wwﬁ.k . / w.%&k%@ W S %Wwww wﬁw&t m e mmw m« W,w e %;wm
?,f o G S :,,,x,:,mﬁéw.%,ﬁ.fx,« e G . e S .ﬁ%; L i
i/m o S S ,,,ﬁt., N ,ef,i Sy L S & o ,.aé?%/ E f:f L o ,3: G
&,v ,v,.zé.ww el i «.%« S a«mw.%,?%%ﬁwﬁ// i m«i%ﬂw f,,f,,wwms.wﬁ.@,ﬁﬁ,m, o ,%,,,,%w L L N [&] e o .f z £ ,% w
f/ué@, L .\vﬁéw P D L S S o L Nu?.mﬁ, S i e o i} Bha Ww& :
o e o 2%; ai%% f:ﬁ«;/a. s e i o b o . Wy o Nﬂw&:w}wf B m\%« - Xvw o
w S v f a ?\, ,,,%,én S %km,& e e e L wvs}pﬁ?&m/ L e S awwmwwv o o -==1 ,@,,M,@mﬁ gi o Mn
%%@ﬁ ,f o i (H“.“Aw%é,,f}ﬂ.; @.ﬁ.«%},km &u@%% L L s.é;e,, o @w&éﬁ(,&wm S = I MM ¢ \
e e e e ) o . L e [t .
o K?m%{, %&L \ S w\v% B S fbi s p/x aﬂ«&,&.ﬁw.“,f/ww,:,m&? o ﬁwz e J,x\wo%,nvw\,ﬁ,?f Seesl | i m %\f
s Tl my, w é} e /éww S L v f& S e ,5&,\, S fv i @%{Mw\\xwwwﬂ.‘m:%w ] > e nx w
wﬁ%ﬁ« G e /WM.\.ﬁp e L &fﬁ L o s w o L o w&%}mw@ Lol s = ] . w,?‘&ml.vwx .
G e L iu‘.\.,& L do 2 ﬁm L {\WW e S jmorn ; ;Y = m‘\w
S e Vs - G St Lo B Ry o e FEnan o A :vfm S Vo
o Lo S v%va,u ﬁ.w.,&w? St e M S %m«v«.,% S L e = N e | Cl x: %:; e
. ,ﬁ?a%«?gw z,@ ; Lo S w?ﬂx&wfw%ﬁw\@é& WMJ fﬁ «ﬁw T Ll (mk%xvf% o fum 1 w0 [ . w;
L L wfﬁ S fx «xfﬂw I i . @Mf,%f%fx; L % &) S W ,W C
. cfw a L @%%mwﬂiwffﬁ L x o m&ﬁﬁx,,x“mza N 1IS29] . = w
o umé;f ,w, . o ?y M% Wm ,,,w\?.m\,m@w%w T . ,,nv,vmm,,wmw%.,m,, JJ%@.M, @WM %‘,\ Mwmw %f\«w./MR\\&.“N?«VMMM»W%Q .@wﬂmﬁ@? ﬂxm st 1= @y -=1 «wmm,w . a\ ;M\ \MVM
. i s s i L L o S e pur L o r= e % c w,.
Lo w Lo . Sl e Nﬁiyz, i inwmﬁ«% o . a; G m&?w L I w:\%yw ’ mw y -
V,wm{.;? M%\"%, Cm,w S G e s 0L S e v xfo e ,mi,n?,i = | (&) ey e w« x .a
,M\.Ww?«w«.ﬁ H w,é wX f%,{ Vf o A« o o e e ay\ z ,7 G L W w@ Zﬁ\ e o | I ?,W?» S ” P
i s./f,,ﬁ p o ﬁ%&vﬁ o \m;m,,.,,,w e W L //@ oo é,,,.“.l m \ %w\ o ,é I M, 5 | 1 Z o @. i .
W,.%VMN%«%M%% L e - «,ﬂ,.,v o - L 5,,“,@ .@%W%v \Nm%w w L . = S | o m W%; o
o e G m%:%.é sﬁzﬁ, m S mmm ,;. ws,, e Mﬁww\ L sﬁi % V - a o msév Zw = =0 e g w& mw,,
JS.L/ o ,,wz%..@ﬁ ZETA ,A St m, o . e Sy Ly 5 uw/ vat,. = 2 doa
i ,N.Myx;;,;v,« chunias e , ﬁw S w»n i by Zneae & o /{f G - .
i s,\m%?m,;.:mk che S L e % @.:.v. e mw,« ﬂm&w,s.aw V«Z m\.ﬁ, b/ﬂ x S i ns% ﬂwame;m% =0 & 3 iy «\c.
e mm,,wﬁm.ﬁﬁm - ; N% o .,%i o %@5&%&? o xvs , {45 - X@,m, &y@y}@% = < wf B % -
L ,/%? mw L é L ﬂ/ﬁ nw o , w M&W mwfw w% wwww@m@ =z -nun =8 “ /& w\wm
e N ) /\;,Nww,wgﬁ»,, ,zw., S ms,}i., S R o 4 <§,J w«a faf{ S ol S L 4 e i o \n o ﬁ\.
R . w,ymzﬁﬁw S o m, .,&.\.;, pw& e S M L L - w%.;. g m o ww -
s o ,E,,uv?. /wz%&?%\(ﬁ« vf, MM & o f i GiTineany mv o N,w i 5] 1 ﬁ% o
sy S ﬁ% 5 :a e S Zw \m 2 M o Nwa,,\.k A o, T L / e 1o w}m o
L ,/a,, us qw Cﬁw meq S S S W 2 %\.: o o M o SR w"wv%mr T vwmwzw.w 4« Q ] i oy wkwﬁ VVYQM
e Py %@ el N .v;s\ S ,{ m xm 2,«:2 :uy:? e ;@% é.f,x@%,,‘\f &g\«\.@m e L [ 4 ag T
L S \?ﬂ, :V,v?z. .(i; o / L . WE = ms/ eﬂmv 4 @w,i»f@&iﬁf Lo - ,/@m . & i &w%
S G M e L L ff.,,,/%,ﬁ oy N sl o e - 1 o g B -
Shinane /ﬁ ,/» S i G i;i(? S V«N% G é C,,,;A:s:,;.m/,,«a, A @(rﬁ G S o [] | AW.M o sﬁ k
L S Shan . - wi b L e G /a zw g T - s,a/,,w% o 1 ] > m, il
s o Mt Sorae S s e 4. s S 5 w,é,,,mt%fﬁ 4 szf/ G 1 . S .\\, T
e Sl f%, Sy >{ x.ffi?%,, o f?, SRy B Q,{vﬁ,\\f%r%ﬁ( R S v.w\% s (,;.Kff
m,w/wé A/ ,M/@wx Vﬁ/;/f .,,.fwg . \%W; & i Y &f%wmm %, f; P . I L %w
\V,.?é.x.w..\ L L e e ?.s?,,% o o a,,%@wx.mw%,x.w&,e.\ \)/ﬁ . S P
i e e f/,, S S ,.J . ?M,,?:,,,u: }« A xw i?,.a.& i e G = [ 1 e mr %&: Shte
- M%«Zﬁ v/ fwvm,/ S it Gonae R x Wi?%w%%ﬁ Slaa gl = wr o é?.ﬁ,w% :} .
e e f</¢9 el %,m/ﬁ w JM i f{ﬂff@%% . %2, [®) - Bl 1 B &i
.WM e ??? W e : xrj G LM Sl miw. .”,,%,,{.,%«%%?xﬁ%@ S -— xa o ﬂ, « -
i; ?vﬂ,zw%, . o L ,w o ﬁﬁ?ﬁwﬁw @ . ﬁé@&rvw, . f«»i%oﬁ:«x L L > io ] v{ff »
ey W B o E G krfs S S Sl Sl Pl m S
e .«w/r ol f// e L w.s g S e e L O e
S e s‘/.n.?%.r.mk S i ﬂ_,f\%.f e , ,/a,m,. %, ,m, I ..:\.\A,,\..ﬂx.,M,,//,.%.m@@,gw,ﬁ?»(s W ] SRR
e N Ao bl e : Nr? %,.fa,:.i\%,,:,w..“;w«a ,,ﬁ { Z i R SRy va“mxv/,mz \
S fwxéfm ,,x% e e \%h,,é ;.,fam,w%w,w o 3,, Y%mﬁ..ﬁ.@ﬁ &%ﬁﬁ,pﬁﬁdw, o i Sy \b
@?:xwx i S S G e L e e o & i e m @@
- ,,p,,%/ ,,»/%/// mﬁm) 2 v@v%vv,vw,ﬂmmm .@w, wwvw w« mew%mm S vwﬂ Mi ;wva | — %mﬂmmm %/ w,wmw /mwww% . uw.wf - a L i wa&ww: 3 y N\«wﬁw
S SR e «n‘@;;.,a Gonna f ,i,%;% o o e = uw? O %ﬁ S S e - Lo !
C«JA i A ,v i e Sad Gy S S mkf T é“ﬁ;& sb ?5 o e a\w mvv&;.é o o ,,ﬁ% s N o 2 i\%
o Nw.?,ﬁww,:, %%ﬂ PRl o wg%jw,ﬁl S r é\?m s ix sﬁwﬁ% o L - L /,é
Hod Sy T e S Sl b Z\:L nc/« %ﬁi,f Sy fwf yx wb 2&; ?ﬁr e W«,,ﬂ,.ﬁk &uﬁ&,\ v wb ww Z“ }c & Bt & b M ":,
e ww x/ xﬁm\%, My S S w e e S L S o b ,mis.%ﬁ,,e. . éi/fww N UanEEE ,%,n, ,,Y,mw%v L ,K
z/« S el o zﬁiﬁf« G ‘.hwawa.% U ,\%, G %«y«\ G Q&Mx é«:ﬁ § a,w?:. T, e 1«\\» e w o xﬁg 2 p«, g S ._mm&ua Aﬁ
g xwvi,% .V\«wu.?wmxw/m h.» L e V.cZN G J,Amm&,& - «% ,% »mw o NX: ,M Pavi iy f mf S L Tw o
Sdnan 0 f.}é S D ﬁ«.‘..vw L o 4 e ae e %, o &:;/ o " " e Sooete fww e
e Z.,«,wmwai,. 3 v /W..w,.i\.\ e G i;f Aw L S w ,\\.MA o ,ﬁiaéﬁ: S M«w ﬁ_.ﬂ ﬁ e T o v w&
J«s.@ww\wﬁﬁ sww S %&Yv&@,, //ff s}%@, /, x@: .smmz S wvm",t) Q Sl 5m G Mx f @Ma S f, - «\& w.&w Ui o T fss,g.ﬁ ,f\. e o
Sy D b e i s w e e w o/ fﬂw L %, e 7, G N w?d S S Soaee .«5 M,ﬂm@ o m : J wé
b L uuww/fw ,&.\n& L B o f?/ ,vcwf wﬁv,c,v = s.m L .,7 NJ o o L R xﬁ » . L S %z e Sl o wﬁ w S ,v %”2 -
el el e % S Somaa g e w #Mﬁ L e % L M,} S ,“?:n,.f S o L w.:;%&,a\y wﬁ nﬁ e %w Dl G S
,/w,,ﬁ%wﬂ.\/,m» /w”(mk,i o o o ,W( e ,,(6 S n,cn S S f;.% o mean s f L% L L S /w o S e o e e
b w%wn i S L o S . A o ; e o ﬂ S . S Sl A S SEiaens St & ,w\:\mu.x\mu,/,.a_%ﬁfr.ﬂf v,:\, o S
S o &ma&,,,ux?mﬁ%ﬁ M:/W%vw,%& o w.,%,w. W LMJ\A - ;M - ,/w ﬁw_ﬂ.ﬁé Nb,w \M % M M%«\m %cf Wv w Wm%% wvmw WEW/M%&/ i wwwwmmw% zw/% Waﬂw . w,ﬁ %ﬂw M,mmw w,x mJ &w ww\mw\&.ﬁf . . mxwmﬂwvmwww/&wM%,ww%m%ﬁ o w, Ww mvk
S L b ‘,éz.wé.és(n} Sl C O e e o :\.c.;f,ﬁwxn - W o ;u,,&. o o SR w\i 2,,/ S L V.@:% x.,w\v,,,ﬁ\@,‘,%ﬁﬁ%?&,.,. e \.@Mx,.,»,\‘pmx,m,.,w}%»w.x.\mm, .%.‘m,,,,@.«w/@( Sy G
% e vy b f o o e G .:\:f Sasiin e e i L &» V o S % i &.«%«Wm)\i Tt ok e o e L
%v v &,,yg&e@ /iwsz o e,ﬁ «.«\%.& B o o MVM&W ,2, mﬂ & .,,,VM,WWWW% 0 itfv,\{«% ﬁw é,,a ot .h,%. .u aM m&v» %ﬁ\& o :ﬁ,@, w,« Sasy »\_.,,.Mv,%@Vm%@&%g% e @iﬁ:ﬁ«% oo @,?&,ﬁ e
:ﬁ,x o %@y%,ﬁf e %.?a o mf,, y S M ﬁ %w@ ol ,;ﬁw ﬁﬁ.,w o W,f.aw Muwva.wwﬂ,ﬁ&%i,,,,m.,b,,w Vi &. L s v.;" .@ e e .,w o VM \vﬁw\. ﬁwé&ﬁl% w&wme,.&ww,xm.%. ,% Lol \,,.Kﬁ.;%wx%mmwm?
,2%9 S mﬁ% N o ﬁ & xf i ,ﬁw.ﬁ,ﬁ%\w i V, / m %u“ e o M.\M T ,,.,@ X SR %{; am, ,.é M 7 o - w {W L Jw@,,,,,.w,&%,,&@,@.@.?2& ;m}%%@:,h%»ﬁ Gy va i fflw\waw%méf
: o ‘..w..w.x%, o o ﬁmw 4%,«% L a? L i M x\fm. fw S ,,,5 T .f,fk, = /5 - ,,,:% G o ,w,v o :,5 o ﬁz/,&&Waﬁ.vw@@%& D &\W{m&éﬁ:.@\w L gémc;%qf%
z,w,w, L mw?& 0 ?ﬁé e JZ - &. w - S /W,‘w. w o w e f%/ e «?v\,,? . . . &2 wwﬁ,ﬁ%ﬁﬁf& L % o . e ﬁ..w,f,,k“.m,hw,&w S
e D ‘,mv%mxc.% e ,mﬁwﬁﬁ,}s L \s.éxzaé L @ w, o w iaﬁ &w,} 5 ,.N T e L o x%k.x;%@fz %Q\sx, % § fwm i X"M/ o % ,, } G A,wwmnwp%éw e a»%,&m«vw.ﬁﬁ&%%w 5
ﬂé A o o e Kf o uz&.a Nf&i o ,\é.\.vw@)% . Z e m,w/wa, L Mv%.ﬁw Tt e o ,_\Jx Mﬁxﬁf S u.nwx/,m,wfﬂ c\ - Mw G MW% S Wmv%?%ﬁéx@ﬁ,%/,,%mmv%wwﬁw}%
Nog L V\(ri L oo % b ,f Sl e e &A\N;.kw,ws o L s .n e % :% cn o x,.m R S B #ﬂ?&.h e \x iy s wmm L oo -
i w,,,.q\c Soaw o a,w?,,_.v.ﬂé//f, f,éy\.,. 2 %,A S o :z VMW S ,, T i, :,m i ? g é@ﬁ.@pﬁm%x «,/,?%,w wﬂ%,.»%xz M S w oy ww e L J.w,,\,%?:é: i w o ww walns @Zv.w.v;f e s e
L «,(,.B,wﬁ,; o o e e Gl S x M/ » L L @ L ﬁ.@rfﬁ,ﬂﬂ o e o s ,,i« %Z. %, - x%, i z W .\\ww Nm@:w%%&/ S W@ “ %?2@.&%@% c L Zaﬁ?x@ Lt
S ./ﬁw,/%w e m\& e .\f/% NS o f/, T z imi,ct.w.a . ¢ (m o - s & ,ﬂ,,w«&w",\ﬁww:w% S ﬁ&,%xwwg o ,f.w, ,fz .x, %m ,,@\.M . w\M o e S L ,%,,,N,ﬁwmw%mw@} - ﬁ/ ,‘,ﬁ %}%&w o e o
%@;%?g e el o o ﬁﬁff e e 34 S f w o G ,h%.wmz o 5 o e sz \qﬁ?m@@%msﬁu@ o @r e o ,“ w % ;,W G o S Mﬂ a@ &ﬁr%«»@ o ca e W i
s n,wv,«?,wsﬂ/,p ;E%si Savlag L - % S /w . \.w fa MZ,. M V\ a S o V.Mﬂ@%.; e w.,/w,f.“,,m,mw,@m%, L M:xn o oy mmm N%w%.m.wm{aw o e éﬂm & ?23 o o o o e .x\wam,,m,m.,m,w.ﬁ,ﬁv%&« L
U ;kw, Neon iy o Yeas e el ?é, 3 ﬂ S %w zv S S W\m s ,w&» L o na %,,m}\m/fﬁ m@ A \“W,Q.w\.w ,< m&m f&»w%ﬁ iww,,,&w o f o S o m\f\x ﬂ 2 Z,,@ S w\y,vw:mm,fﬁm“y«w Lo
/&.,:J sy ol e s«,éﬂ .?s,v,w m‘,[m::u,wsf ﬁ/.w, e wm,,,.:z f.,,:i.;, o ) ,w.@\;/ ,, s S - w, ,vé S ﬁ\ c.wmw .2 @ bv i Sua e ;; S .,ﬂ,,.w@x&%\mw,.m, o { i :,.m,wm& e X
e S anb o f fi{ }é L e .m e f Lo STaT [w w 2 o v w «mm x\L WM (, oy fx,ﬁ\%ww S ?, .,5 N% &, G Nwm(m,vé \\Y,w// b &?f e w % ﬂf o M, ,f 7 Nﬁ%&.@ﬂ e
S xm&g o o ﬁé,ﬁ.vo/w/ L - ,,w ,%3 @%% e L v S 4& a& L emw e,,w%n,u, o o MMx ww vm «ww&,@cﬁiﬁ o - ;\@&w . rfv . m w :.m%m%mmg?,ﬁw,w,w,w
N m;,i@.c,“f,.i, N Loy / D e e 7 i ,z,fﬁﬁ m%ﬁ% P f T ,w ,, S 2 L ﬁ%wﬁ mm,,:, m e , ? o NQM%?.\,%WM«Mw%fi,2 wﬁﬁ - w\ Zw «@UW e \\%»,«,wv,«.,w,\é,%/,,,x,@\w%
e S " - S \,/:%& S wi ﬂ o o %M w e . ol aw.x o g i:ﬁ,aﬂ,m&mw S o L S 5 «“\:Wﬁ« a0 & - G /N e S .
E - o e S e o ,w »KN,E: S e /,,; o e T,m« L L ,a,uw.ﬁ «w o L w mwﬂ(, L ,ﬁww«%(?«@wv\w&ﬁ/r o = o L L e e
S ..ﬂw,xw.,\g%w.,% - o W;ﬁ/g e Avm e Myf R («e 3 L &\« .M e o :,N m\,, e ﬂ,w o %ﬂ w.«ﬁ%n o /,w: ﬁm: o ﬂﬁ, - o e o ey i L w M fw N%AA.\,,M, @Tvm &V%WWV e »mezv«:&w?i@ S
92/0/( L e S fs,,yw,,w.,. S e « u w ;W,. 2; L o S : ,n\ e S S L e : o Mm,afiw Q Lo w&@m&&;? e( L
ey ey o ?.,/}v,.«fv e v x. W& D ,mé S @ev e QA r@ L L fz,mv %imir?@@ S S WQA,M,%:,Q%X 630 \NM ca e ? L e .
Kb,.?zé%év:w e fm—; o \« L ,.,%?M ﬁ e 2 e «?2 } . .Mm\at o @%ﬂ S Axf:%.,, o zi s xﬁ e e e T . ;x{%w.g., S . 0 L «w&w@& 0
G v &@ﬁ i S D L .\.x:m., m o ,:2, %x - ,v,m,ﬁmswaf",@mx%.ﬂ M J,,w Me,»w w. »: - Z m@@x,wﬁ.mm%z?%&w%%.&M)wﬁw.,m.«mf%ﬁm@ﬁ. o L mx&:m,fw/.,,ﬁwx%w,%«% - meﬁ\v . L m 4] vawxﬂwﬁ
S ,(.f.«,,u Pl s . o e o L ﬁﬁa;@ %ﬁ%@& i e w 0 ;w w : .& ﬁfmy e ﬁv&.@?m&% N e m@m L i%w.é@@%é\v\ o aenn m,. Lol S
S o ,V@fw ,As.s,.}ia T ///M\.,,&/f S %\i L &?&f e w o ? \\%w S0 L S m e Z s L 2,,,‘?};,,«5&.,,,,%%) i .m» - e CEa o g L detirden Goidl o
T St Ww.zw S ,,m.é: SR o %rw 1 /, \%&ws M w w %f o swwwv»mwf& % S ? s w.uw wi :c%s L L &,C,,.m\@\wx L i ca S S So N Mw G %,mw,m,..,@v & Fihn)
P d e e L S iw L e /WM o e \W,w e @wyw%&%%) ‘.E « G Ww«x\ o M,m o . Mw e L m\w\m o L e e o
T e o aa,.z.fa S e L Nw G w ‘y o ? - z: ,sm L %M.. ,Mw?t oy %, o ﬁww e 2 o ,ﬁa\.w.w . x,.@ o ﬁ W,w;,wa . &tw& i T o m. &@kaﬁ«?@&%w&;%ﬁm\\mwr
& .x«,,n,%.%ﬁ{,.r./u.m &,y%,.;%x o h/e@vﬁt@f .,;? z/ ,@,, o ; - L o aﬂ;z T L L e ,xm,w - 7& L L %: - @i «M m“w o w&w«\w o ,@.?w.vmmw:w/wm«. e mv.mm..::.««mvm L N& o
finn S ﬁy Aoy S @w,.:.%&? ﬁﬁy 4? \«i L :&w v L L :u s S S o \W m, %«w‘a \%W@@V,@%m D o . n o ,«w\m W w,,cm o L e \%&w e Rii cﬁmmm&m@ o
b B ol | 4,,,,55,‘%ﬁ? b el S M e e S %fe L S o ﬁiﬁ = @% e %.:%w S & Lo o S e w:w i 7 :ﬁ:w e e m\w&%.\% o o o \m\
o R e ﬂ,, S f,,ﬂ(%%w L ,,f«vfﬁ /, i e o ,M.?%,,,? Mn. o M,&w e o L.u..wm;x L ww % % o t.&%mw.}w%y;% %N.A@?\\M .
i ,,,/fu,.,w%,,m%w e G o o Q.mé,wk,,fﬁ o S e Lo G /f 3 L ﬁ f/ .«ﬁ.,,ﬁ,,f:yﬁﬁ,e o L %Wé«\ e ,2, &w&ﬂw i ww o VW,?. 3 mw Lo &éﬁ?\ o o %@w,&.:« \:m .
Q,.M,‘\V,,.,,\f,,/,i S s e M Sl Sl V\ww.;,%%m%; P ,&v.w : WN ,K x,fm,...m@wx w o t wx%a,a s mﬁ@?.mﬁm@ e e w, ,w, sty T m& mﬁ ;M,,% o Xv e L .
E \,«é@.ﬁ ¢ (o ﬂ%z L &i? s L @ww?ﬂwﬁ L m,».wwwfw\q % L T &%&% i .fxw o L éw w .\ﬁ%\m@»ﬁ e .xm % . m&w%:&% o W.M& w
[ 3&.:}” . L e z.,.,,,f L . %@ﬁﬁ,@g&{@ ,,w,,w,w.ﬁx %{ \ 21 i oy o e x ixm\ o V\.wvw« L (D aﬁf mwm& M%M o :&V% A \ &% o A,;W.mmﬂgx.sm i \\\,\A\M
£ = i o Vmo.h,,.ﬂ,, %.N,%“.i@m S o 3%,«» é@w %.x.,%.,,m,;.ﬁmﬂw%%x«.,/% ,..\.ﬁ,%w G " %@i e zm.wi z\ ﬁi?ﬁ o , L ,\wm,&w\uwév s «« ,A & Wﬂw MWM o Y .w k \« w L ;w%wv b «ww%\: \ A\
fass S N oan i e i S ,@ﬁ..3.#\\.:“\«,.&&%2%N%vymv. 1; i S s v\ i w - ,@.:\,3 e L o L M e L Q ::? T \% w . V
o L S %42 V.x.,,w,ﬁ ,,xawz,v - w}r&%ﬁ?w S é\ o ?, .hv w;ff; \y G wfiéﬁ L o L i 3 L L \ ;W A\ e .
o e s Shtaiea ,,::3,,,,,:,.,.i.%.k%ﬁ o A % é e L a0 e daman MV taw:v i i % Y e o o
P : o Talaay m?ﬂ/w ?vé,vf o rc%wwy\w.«:%&.«\K:»W%wQ@\M»M@W. Gy w e ?m sl«% xw,v L S M,f Sl /a o L w/m S . ” & . wv\ v 3
b e v« joalke foney ;k,/&& %.zxm ;%vv}{ u:«ﬁz&wﬁm S L xx« o S %« WA,W,, @mxmw o %WW G %@M«%&W\? «avw M L S \ (N xf ﬁ.my ,4 x%\ . ,w\ . o
o CE T o i S o S . S i L ,im:m?w&,«.ﬁ:? L o \mi\\\ »; y: ¢ m e
b e /Nz, Z? A e L S ﬁ%m.,w%.mz S ,? amw u i o LW%M..:M o o éc@«a a.w.“‘mm,%ﬂ?,w,,é&\w.w@%& S { o mz » ? v MQ o - :\«& w x | \ Ww i
pre e o ey ,,Z?\. S Qﬁ wm e e« wwswm e L Md\%w r,; 3 4«« w»ﬁ&% P %A S S S xw wmwv nu .w W\ \w\k?tﬂw x \ o
%N@:é, e i ,/M?\ o ,w&mv . ¢.,?W/ T e - s »w,m,.% - Xxm % w% W,wnw o m w%ﬁ«?aﬂ@&»ﬁz.wmw - ,iwwx mwamw,,\\“\w%w.\.xmm.%.\mz&x%w% o &wm ,w . \WA vwwwx w&% \mm?w f« A % »m \M \W& \
o %ﬂ.ﬁ. 5 ,M t ,%% L ,f/{, o fﬂ} L o ﬁﬂ:@? mﬂ um%@%&%&é?w;:. m.m&&m% e o ﬂ «x . m v % i i
S . e \\,, L a/m o L e o Gl ZC n M ﬁ.a.,,umm{&%mmww/.m\%w% L ‘. w m«%\% v o \ w/\ Vw s
& e e S ,MW v&@ L S g mww ww «Mgw L N - 5 wo m o o
: le. e i Em,, S @f, wf e - . \\ o o Mf?cwf D : i } ﬂ o .\\
Po o x@& o :w,i;,.,e% uv o ;“ ? y B ,w ﬂZ i 2&,@%; ,,xgé % @ L . & - S A .wn : » h\ ﬁ SEREE]
B bf o L e e w\. ,ﬂi, e - L e e o w,ém . w%v L T wy o vwmmmw x - o ,A SR
W v i S o vwv v o o \a S M A,ﬁ e \W? L i Q\“\mww& i o ?
o % ?, ,sw,ﬁw, i ,%wy/«m%m,m i e @w? Lo L gl c \“ . o i e ? w S ot S
e S Sk D i - S %w v G i PR S ‘ e S : S m:
m,ﬂ,m%w,,f% e 5%.% %M@w; &,% mww % Aﬁv\%wﬁ ,,«,%,m«% @ﬁﬁ,&ww . %@W.%w e zmmw.ww&wa am g . ? 3 Vﬁ&ww\wﬁmw %\M\mv& S
b cffw/ . .,“,w@iw o f L mf WW m,m« L a o @w&ﬁ.\.ﬂ«&%@ S o % Een Gk
o mw.\x/v}smmwf, Vi o S é\m i ,,m,y.,\, . e ,«w o fwmii Lo S
Mw.,mw,ﬂ.w.ﬁ J,JX ”&w,{%w% Mﬂf e Z.,,w Mmmf,w; w o a sm e u\»w%@«%%wy«%ﬁ\ o
o e .\n,w,,«%%y/w\s L ciw . o % ,Ne S
Hai | S .%\,/,.,,f g W,i,;xwé? ,a S b
PR .w, {% i ;,,.4%%,& ;»&w S m,,\«ﬁ&smmﬁ.ﬁ A
hr L o e
foe N - Eo w«.@g A A
.m@%» smw&«.?,.vxf i w,?»wﬁfw A
SR S {.,fw.w GasEr et IS




FAO FORESTRY PAPER 25

public forestry administrations
in latin america

by
j. prats llauradé and g. speidel

TURE ORGANIZATION OF THE UNITED NATIONS
FOOD AND AGRICUL Roimn 1081



The designations employed and the presentation
of material in this publication do not imply the
expression of any opinion whatsoever on the
part of the Food and Agriculture Organization
of the United Nations concerning the iegal
status of any country, territory, city or area or
of ite authorities, or concerning the delimitation
of its frontiers or boundaries.

M-36
ISBN 92-5-101051-X

The copyright in this book is vested in the Food and Agriculture Orga-
nization of the United Nations. The book may not be reproduced, in whole
or in part, by any method or process, without written permission from
the copyright holder. Applications for such permission, with a statement
of the purpose and extent of the reproduction desired, shouid be addressed
to the Director, Publications Division, Food and Agriculture Orgenization
of the United Nations, Via delle Terme di Caracalla, 00100 Rome, italy.

FAO 1081



- 1ii ~

Summary

In this study, the mein features of the Pudlioc Forestry Administrations are
systemetioally desoribed and analysed., In the first chapter, the purpose,
soope, limitations, methods and sources of the study are presented. The
next five ohapters review the institutional base of the Public Forestry
Administretions; their functions, place in the government organization and
internmal structure; their manpower situation and training systems; their
planning activities and systems, and their financing arrengements; their
means of adjustment to ochangs. Of the last two chapters, one deals with
approaches to, and methods for, improvements, and the other with a system~
atic review of main problems and oonolusions.

The "Comparative Study of Public Forestry Administrations in Latin America™ was
prepared by the suthors and collaboretors mentioned in the preface, A provisiomal
version of the study was submitted for review to the Seminar on Nodernisation of Publio
Aduinistration in the Forestry Seotor of Latin Amsrioa held in Lima, Peru, from 10 %o
29 November 1975, and to the 12th Session of the Latin Amsrican Forestry Commissiom held
in Bavana, Cuba, from 2 to 7 Pebruary 1976. The present version has been slightly amende<
a8 a remult of these reviews. The oonclusions and recommendations of the Sexinsr and the

Trelevant seotion of the Commission report are given in jnnexes III and IV respectively.

Ths reader will fipd in II the numbers of pages and tables whare easch latin
Amrican oountry is mentioned. presentation of the material ocontained in this publio-
ation and the terms employed therein do not imply any opinion with regard 4o either the
legal status of a oountry or territory or its government suthorities and boundaries,
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PREFACE

The Spanish original of this Comparative Study of the Publio Forestry Administration in
Latin America by J. Prats Llaurad$ and G. Speidel was published in 1975. Similar studies of
selected public forestry administrations in Africa, by S.K. Adeyoju, and in the Asia~Pacific
Region, by D. Palin, were published in 1976 and 1960 respectively. Because of their broad
coverage and ocomparative approach, these three studies represent together an important and
original contribution to the understanding of public forestry administrations in develoving
oountries. This contribution will be complete with a fourth study ooncerning seleoted ocoun~
tries in the Near East Region.

The Latin American study, the first and most comprehensive of the series, is now being
made available to the readership in English. While certain facts and figures given will in-
evitably appear obsolete, the basioc contents of the study should be as valid and useful today
as they were when the work was first published. The study should be of particular_interest
to the reader in view of the faot that, with a very few exceptions, the publio forestry ad-
ministrations in Latin Amerioa were born and grew outside the oolonial legecy that has in-
fluenced so much the origin and development of other forestry administretions in the majority
of African and Asian developing oountries. In this oconneotion, the seotions of the study
dealing with the institutional base of Latin Ameriocan forestry administrations, their person-
nel, their place within the government organisation, their financing arrangements and their
means of adjustment to change should partiocularly be of interest to the reader.

This English version of the study inoludes, in Aunex III, the oonolusions and recommend-
ations of a Seminar on Publio Forestry Administration held in Lima (Peru) in 1975, with the
provisional text of the study as its main dooument. Anmpex IV inoludes an excerpt from the
report of the 12th Session of the Latin American Forestry Commission (1976) with the views
and recommendations of the Commission on thes subject "Nodernisation of Public Administration
in the Forestry 8Seoctor in Latin Amerioa". These two annexes represent an invaluable addition
to the study in that they reflect the colleotive wisdom of the direotors and senior of ficials
of Latin Amerioan forestiry administretions with respect to the subjeots oovered by the study.

Nany important trends in the world situation point nowsdsys towards new tasks for the
Publio Forestry Administrations and towards new ways of performing these tasks., These trends
inoclude the new developmental approaches with their emphasis on improving the destiny of the
rurel poor; the high oost and soarcity of conventional energy and the rediscovery of forest
biomass as an important source of energy; and the world-wide concern over the future of
tropioal forests and the spread of the deserts with the renewed importance attached to in-
tegrating silviocultural, agrioultural and pastorsl forms of land use.

There is no. doubt that developing oountries must ocarefully re—exsmine the role of their
Publio Porestry Administreations and the means at their disposal. In many cases this re-exa-
mination will lead to unoonventional solutions. The Forestry Department of FAO is ocommitted
to assisting member oountries in this task. I am convinoed that one of the best means of
assistance is that of. disseminating information on approaches and solutions adopted by the
developing oountries themselves, so that these oountries may learn from one another's expe-
riences in tbe spirit ef "Techniocal Cooperation Among Develoy Countries” so foroefully
and repeatedly recommended by the United Nations.







CHAPTER I

SCOPE AND METHOD OF THE STUDY

"Muinistrative reform is inseparable from the genmsral
evolution of soociety. The public that comss daily into
contaot with government offices, or is the benefioiary
of their work, has not only the right to demand timely
and full attention, but is also under an obligation to
oontribute by its oonduct to the proper functioning of
inatitutions,™

LUIS RCEEVERRIA ALVAREZ

1. BACKGROUND

That the streagthening of Publio AMdministration is an inveluable means of fostering
development has deen recognised by the Eoonomic and Socoial Council of the United Natioms.
In the assessment of the achievemsnts of the First Development Decade (1961-70), the im-
sufficient administrative capsoity of Publio AMdministrations was recognised as omes of the
rincipal handicaps, & point wvhich received much attention in preparing & new strategy for
the Second Development Decade (1971-80).

This is true generally speaking, btut in partiocular in the case of Forestry Mministrat-
ions, bsoause the methods of mamaging public or private forests can have very sigaificant
reperoussions on society as a whole,

The recent United Nations General Assembly Resolution 3201 (S~VI) on the essablishment
of a New Intermational Boonomic Order declares inter alia the prinsciple of "Full permsnent
sovereignty of every State over its natural resouroces all ecomomio activities, In
order to safeguard these rescurces, each State is entitled to exerciss effective oomirel
over theam and their exploitation, with msans suitable to its own situation, imcluding the
*ight to mationalisation or transfer of ownership to its matiomals, this right being an
exyression of the full permanent sovereignty of the State, Jo State may be subjeoted to
eoomomio, politioal or amy other type of coercion to prevent the free and full exercise of
this inalienable right.”

Presumably, governments will be making ever greater efforts to apply this primoipls, as
far as their forest rescurces are ooncerned, im view of the growing ecomomio imperdance of
these resources and their oontribution to matiomal developmenti this onlls fer more effect-
ive plamning and exeroising greater oomtrol than hitharte ia regard to forest wiilisationm
and regeneration. Asocordingly, stronger Ferestry Mministrations, better staffed with
technioally asd administratively trained persommel, will be required, On the other hand,
the rapid growth of the reural population in many countries msans emcrocachment upon forest
land, In some cases efforts will have $o e made to apply sound primsiples in the tremsfer
of land now undsr forests to agricultural uses, In other casses, forest resouroes and
industries will have 40 do more to oreate employmsnt opportunities and d¢ foster rural
develepment. Nany Forestry Administrations mast take om new tasks: promotiom of rurel
oommunity developmmt, introduotion of agro-silviculturel practioes oombimed with arep
farming smd stookraising, and cooperative management of forests. Furthermore, the reper-
oussions of forest operations on the enviromment must de Eept in mimd. To that ead it will
be msoessary that Porestry AMministrations redouble their efforts in exvirommextal )
and that they cooperete with other institutions amd expediticusly apply forestry
findings in prectical work.



For all these reasons, the need to improve the effioiency of Forestry Administrations
is beooming ever more evident in developing ocountries. In the case of Latin Amerioca, as
far back as 1962, a basic ECLA/FAO studyl/was made setting forth, with order of priority
and urgency, a series of measures for the development of forest resources, first and fore-
mont. As mentioned in
Chapter III, ¢ n stxry Co pted several recommendat-
ions along the same lines; particularly signifioant are those adopted at the 11th Session
of that coduion.z/. But the signifiocance of this prodlem is also felt at the mational
level, One proof of this was the holding of the first mational seminar on publio admin-
istration for professional foresters in October 1973 at Oaxtepso, Mexioo. Even more
significant instances are the many government appliocations to obtaln UNDP and FAO assist-
ance in the strengthening and modernization of their Forest Servioces. This modernization
is more feasidle today than years ago thanks to persistent efforts already made in
forestry sducation and training. In turn, the improvement of Administrations will doubt-
less opsn new opportunities for productive employment for recently trained forestry
persomnel.

Ve feel that the appliocation in the Publio Administration of new Imowledge and new
methodologies and policies will be all the more reapid the more enocouragement is given to
their transfer to nmational oirocles where forest poliocies are framed and guidelines laid
down for the development of the seoctor. This ocalls, of course, for full participation of
the interested countries and for their greatest possible share in the experienoe that is
being gained. The present study was carried out with this in mind,

2, PURPOSE, CONTENTS, LIMITATIONS

The purpose of this dooument is to analyse and desoribe the present status and trends
of Forestry Administrations in Latin Amerioan countries and what these ocountries are doing
to improve them. The ongoing UNDP/FAO projeots in this region in support of such action
have been the main sources of information for this study. That is why it was presented in
dyaft form to the Seminar on MNodermisation of Pudblio Administration in the Forestry Sector
of Latin Amerioca (Lims, Peru, 10-29 Novemwber 1975), in which all oountries having projects
of this vg- participated. (See comolusions and recommsndations of this Seminar in

1.

Anpex 111,

This study was also presented at the 12th Session of the latin Amsrican Fores
Commission (Havans, Cuba, 2-7 February 1976), which endorsed the study (mee #o_x_g.

It is hoped that the present, slightly revised version will be of help to all countries in
the region that wish to find and adopt structural amd functional innovations to enhance the
officienoy of their Forestry Administrations, considered as instruments of the government
for promoting development and improving the environment,

In the next five chapters, the following topios will be discusseds (a) the imstitution—
al base (forest polioy and legislation) of Publio Forestry Administrations in Latin Amerioa;
(b) their fumotions, place within government, and their inmternal struoture; (o) their
power resources and treining systems; (d) their plamning units and aotivities, and their
finanoing arrangements; and (J'thoir msans of adjustment to ohange (information, research,
publio relations work)., Of the last two ohapters, ome will be devoted to the approsch to,
and ;.Ml for, improvemsnt, and the other to a systematio review of min problems and
oconolusions,

1 - "Latin Amarioan Timber Trends and Prospeots”. UN, New York, 1962
v M/su and PAO/LAYC 62/5). ' '
2/ lLatip Amsricam Yo opmigsion - "Report of the 11%h Bession” (Quito, Bousdar,

I'A GHN ms AR

. 1970

— ad Boc, K G/10/7: "Nodernisation of Institutions for Promoting
Yorestry Development in latin Amerioca”,
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Thanks to the invaluable assistance of many colleagnes amd collaborators, this study
is based on a wide range of information. Yet this is neither so oomplete nor so uniform
as not to admit many shortoomings and gaps. We could not visit all ocuntries; although
soms were visited and others have seat us their national reports, we know that omissions
and misinterpretations bhave ocoourred. DBut we alone are to blame for this. Dealing with
oountries in the region that are neither Spanish- nor Portuguese-speaking presented obvious
diffioulties dus to their different legal, administrative and oultural traditions. It is
hoped that these difficulties were at least partly overcoms and that the referenmces to
thess oountries will be among the most interesting for the reader.

3. NETHOD AND SOURCES

In the broad field of Publioc Administration there has in the past quarter of a
oentury a plethora of oomparative analyses and pudlicasi o There has been much re—
search dedicated to comparative amalyses of Public Administrations in relation to the
Third World development prooess. On the other hand, to date, no ocomparative study seems
to have been made in the more mtr:lotog ield of Publio Forestry Administrations. About
20 years ago, FAO published two volume ocontaining data on resources, polioy, legislation,
sdministration, lumbering and forest industries for about 20 Buropean oountries. Although
these present much informative material in an orderly fashion, they oonstitute a mmre juxta-
position of data by country with no intent of analysis or oomparisen.

One important point is that virtually all ocomparative amalyses of Publio Administrations
have recognized the special features of each administrative system without suggesting that
one or another system should be taksn as a model, that is to say, is intrinsioally better
than the other, nor implying that the prinoiples or edures that have proven good in one
oountry are applioable to another without adaptation.

The question then arises: Is it worthwhile making comparisons? In faot, the probdblea
of oomparability is the peremnial, basio one in a study of this kind, In this oase it was
decided to maks comparisons becmuse, first of all, we feel that there are identifiable
similarities and differences among Public Forestry Administrations in latin America that
my, as a whole, be generaliszed. Seoondly, we believe that none of these Administrations
is unique in all respects, although their originality should mot be denied, nor are they
unrelated to oertain basio primoiples of administrative behaviour. Thirdly, becsuse many
of these have given proof of great dynamism in self-improvemsnt, and a oomparison of their
efforts towards improvemsnt might accelexwte this mrocess. Finally, let it be said,
oomparison is useful in stimulating a purposeful setting of standards, which, in essenve,
means seeking or suggesting possible solutions to what may today appear to be the key
problem of these Administrations, namely to arrive at the point of providing them with san-
power resources, organisational facilities and materials commsnsurate with their tasks and

PUrposes.

There are precedents as illustrious as they are ameient for comparative amalysis in
the sooial soiences. Aristotle composed his "Politios® haviag to hand a vast amownt
of information on 158 oomstitutions of Greek and barbarian States. Instead of
writing his treatise by philosophioal deduotion, he imvented comparative oonstitutional
lawj he travelled and collected, with the help of his disciples, an enormous mass of

data and them observed, compared, systematised, and interpreted "*-
2 ~ "Jgtional Forestry Polioies in Enrope”, Roms, 1954.
Y m "Le Monde fcrestier”, Vol.I (Burope et 1'URSS), Roms, 1957.

. = "Conjeturas aceros de la administracién pdblica compareda®, in
——_T6n Pfblioa - Ensayos en honor de P,E. Appledy”, ocompiled by
R.C. Martfn, Herrero Hermsnos, Mexioo, 1967.
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In short, the working hypotheses have been: (a) that Latin Ameriocan Publio Forestry
Muinistrations have smfficient similarities of background, status and objectives for
meeningful comparison; (b) that making such a comparison is wseful and pertinent in so far
a8 it shows the relative progress of the various AMdministrations and reveal lines of
action that may help them adapt better to their stated purposes; and (o) that this ecomparis-
on oan be made startiag out from oertain general theorstioal ideas axd arriving at oertain
models whioch are not presented as prototypes to be ocopied, but simply as useful devioes for
intermeting reality.

Yor this exsxrcise in comparative analysis the approach has been primarily empirioal,
with emphasis on the systematio description and analysis of a oconsiderable amount of data
and paying special attention to the operationsl aspects of the Admimistrations observed.
Apart from imevitable conceptual positions at the outset, this method is actually intended
to b s oertain oonslusions bhaving been reached only after an amalysis of date,
that is say after & hopefully adequate oconfromtation with actual faocts,

The essential information base comsisted of: (a) 16 ocomntry reports prepared in
response to & standard "Natiomal Questiommaire® by the Public Forestry Admimistretions of
the various oountries or im oclose collaboration with them; (b) ex profese visits %o 14
osuntries; (o) adundant imformation and substanmtive Snﬂ»iﬂol..ml;. B 10 UNIP/FAO prejects
with imstitutional development compoments in forestry; and (d) material availadble in FAO
archives, imoluding mevw information that FAO receives regularly from governmamis, education-
al aad re institutions, Public Forestry Administretions, experts and individual
osllabors o

¥e believe that the amount of information derived from these reporis justified extend-
ing the study to 25 ccuntries of Ilatim America (Argemtims, Belise, Bolivia, Bresil, Chils,
Colombia, Costa Rica, Ouba, Domimioan Repudblio, Eowador, El Salvador, Guatemala, Guysas,
Eaiti, Honduras, Jamsica, Naxioco, Ficaragna, Pamsms, Pareguay, Perw, Surinsm, Trinidad,
Urugenay and Venesuela). However, we must admit that the informstion forthooming from
oartain sountries was far less sbundant amd reocent than that from ethers, which will
osrtainly be reflected in the treatmsnt of these countries in this doomment.

olaim to exact definitions, tut merely ia ordsr to svoid oonfusien,

the meanings of ocsrdain tarms and expressions employed in this stwdy are given in FIGURE 1.
_ erms (for imstance “feresiry seotor®, "line ergamisation®,

o) that are used less frequently, or that require fuller explam-

ation, are given in the text vhem they appear for the first time,

. Rlea, Iwuador, Kl Salvador, Guatesnla, Guyanms, Jamaioa, Nexioe, Eicaragua, Pareguny
Peru, Urugeay The ceuntries visited ex 090 ware: irgemtine, Rrasil, Chile
Celosbia, Costa Rioa, Nouader, El Sal ’ Henduras, Nexieo, Hicaragua,

Rioa, ) '
Pareguay, Feru and Vonesuela., The UNIP/FAO Jeots from whieh we reesived
are actually engoing (er yecent) in conjumetion with the gevermments
ls, Colembis, Costa Risa, Oudba, Deminican Republic, Nowader, Bl Salvader,
3, HMearagua, Fanam, Paregaay, Pers, Surisam and Vemssuela.
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FIGURE 1
GLOSSARY OF TERMS USED FREQUENTLY IN THIS STUDY

POLICY — Govermment policy-making includes the setting of objectives and providing of
implemsntation instruments in the form of legislation, organisational set-up anmd
miterial

PUBLIC ADMINISTRATION ~ The aggregate of activities for implementing government polioy
and programmes, and ususlly the administrative body that plans, organises, direots,
coordinates, oontrols and, at least in part, exsoutes such sotivities.

PUBLIC FORESTRY ADMINISTRATION (PFA) — The techmical and administrative agenoy of the
government to0 whom specific tasks and powers are sssigned in order o attain the
goals of forest polioy and lagislation. In some oases this agenoy is an autono—
nous or semi-eutomomous government body; in others it is a olearly identifiadble
ranch of oentrelised national Administrations. In federated countries, the
Pablic Forestry Administrations may include a national agency plus several state
or provinocial Forest Servioes,

ENTERPRISE — Rither a publio or a private agenoy that permanently performs an soonomio
funotion (produotion of goods -ln\on. services) and enjoys comsiderable sutonomy
in decision-mking.

FURLIC AGEICY - An agency in which entrepmrensurial fumotions are exsroised entirely or
%0 a great extent by publio sutherities.

CONCENTRATION - Elevation of the hierarchical rank in whioh authority to exerocise a
osxrtain sype of fumotion or t0 make ocertain types of deoisions is vested
(of. DECONCENTRATION).

DECONCENTRATION ~ Gewerally speaking, this msans lowering the hierarchiocal level in
which smthority for aotion or decision-making is vested (of. DELEGATION OF
AUTHORITY). It ususlly refers to the transfer of funotions and activities from
the cemtral units of an agency to field offices or units of that agency.

DECENTRALIZATION - Transfer of fumotions and activities of a natiomal public agenoy to
other agemcies, usually "subnational®, that is to say either muniecipal, depmrt-
mental or regional ("state” or “provimoial® in federsted countries).

DALEGATION OF AUTHORITY - (iving subordimates the suthority to take asction or make
decisions; delegation differs from deconoeniration in that it is only temporery
and readily revokable.

PRAINING — Imparting kmow-bhow about a task or duty.

FJORESTER -~ A graduate of a university, ocollege or equivalent sohool having completed
s minimmm of feur years of full-time study, generally in forestry or related
fields.

FORESTRY TRONNIOIAN — A person who, after & minimum of 9 years of primary amd secondary
sechooling, has taksn full-time training courses for at lsast 2 or 3 years in an
aboredited sub-aniversity level imstitution.

VOCATIONALLY TRAINED FORESTRY PERSONNEL ~ Persons maialy supervising forest workers.
Nermally they have had at least 6 months of formal training and very often they
4aken from the labour force (forest gumrds, foremen).



CHAPTER II

IRSTITUTIORAL BASE

1+«  CORTEXT B

1.1 Beoent Histor

The solemn DECLARATION of the Seventh World Forestry Congress recognised that "in many
countries declared forest polioies are not in acocord with new knowledge, new precooupations
and new aspirations"” and oonsidered it "urgent to redefine forest polioies in view of these
new o:lrcu—ta.nou"l/.

Aocording to FADgl new circumstances in today's world can be grouped under four headings!
(a) population growth; (b) ecomomio development; (o) techmologioal advance, and (d) social,
political and institutional changes. Latin Aserica has been participating in the reocent
evolution, sharing the destiny of the Third World, although with its own speoial features.
Nost latin American ocountries became independent more than a oentury ago. Their level of
development is, as & whole, higher than that of the rest of the Third World. Of the 25
oountries identified by the United Nations as being among the least developed, only one is
in this region. Although the rete of population growth is very high, population density
is low, except in El Salvador, Haiti, Jummios and Trinidad. On the other hand, the
acoelerated prooess of urbanisation margo amount of road infrastructure-building as
well as technological advances have changed the context of forest polioy and forestry work
in Latin Americs as much as, or more profoundly than ia other regions.

Among these new oiroumstances, the most decisive have doubtless besn of & socio-
soonomio and oulturel nature. On the one hand there have been rising individual aspir-
ations, not only in material terms but alsc in terms of partioipation and desire for human
dignitye Om the other hand there is the ever firmer will of nations to achieve complete
eoonosio self-determination and to exeroise to the full their sovereignty over their own
naturel resources.

FIGURES 2 and 3 present socio-economio data and baselins data on forests for the 25
oountries studied in this doocument. FIGRE 4 gives information that ocan illustrate
schematically the degres of activity and technologiocal advance in the forestry seotor.

1. 2 Mew umh.-

We shall further on driefly recount oertain changes in the attitudes of countries,
commnities and individunals that are affecting, or oan comsideradly affect, the forest
polioies of these countries and that seem %0 be identifiable and signifioant in the case of
Latin America.

1/ UNASILVA - Special Blition (dediosted to the Seventh World Forestry Congress), No.104,
[] -' 1972.

2/ 2A0 Seoretarist ~ "Dvelving Responsibilities of Nationmal Forest Servioces".
Wﬁi.'!;o%‘fs. (1), Wo.100, FAO, Roms, 1971.

P.8, King ~ "A plan of action for the next 6 years". Document for the Seventh
orld Foresiry Congress, Buenos Aires, Argentina, 1972,
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PIQURE 2
LATIN AMERICA - SELECTED SOCIO-ECONOMIC DATA

"Popalation Gross [ Galorie
(in millions Area Inhaditapts| Domestic |Inhabitgnts | intake
Country of (in 1,000 kn?) | (per ka®) | Produot |(per of Kper caput
inhabitants) (po:no:gut farmland) { per day)
(1) (2) (3) (4) (5) (6)
ARGENTINA 23,2 2,1 8.3 1,160 90 3,150
BEL 1ZB 0.1 23 4.3 640 .o .e
BOLIVIA 4.9 1,099 4.5 180 160 1,840
BRAZIL 92.8 8,512 10.9 420 310 2,600
CHILE 9.8 157 12.9 720 210 2,460
COLOMBIA 21.6 1,139 19.0 340 400 2,250
COSTA RICA 1.7 51 33.3 560 180 2,470
CUBA 8.4 115 8340 530 240 2,500
g 4a1 49 83.7 350 410 1,060
ECUADOR 61 284 21.5 290 160 2,040
EL SALVADOR 3¢5 21 16647 300 550 1,890
GUATEMALA 5.2 109 AT7.7 360 350 2,120
QUYANA 0.7 215 3.3 390 90 2,080
HATTI 4.9 28 175.0 110 1,320 1,720
HONDURAS 2.5 112 22,3 280 310 2,180
JAMAICA 1.9 11 172.7 720 830 2,300
MEXICO 5067 1,973 25.7 670 210 2,560
NICARAGUA 2.0 130 154 430 230 2,380
PANAMA 1.5 76 197 730 260 2,520
PARAQUAY 2.4 407 6.0 260 250 2,800
PERU 13.6 1,285 10.6 450 480 2,310
SURINAN 0.4 160 2,5 760 1,030 2,360
TRINIDAD 1.0 5 200.0 940 760 2,360
URUGUAY 2.9 178 1643 820 150 2,860
VENBZUELA 10.4 912 11.4 980 210 2,460

8 1 2) ad (4 World Bank: "Trends im Developing Countries".
= ( )' ( ) ( )' H”Hmon’ DeCey USA, 1973.

(5) and (6)s 1970 datas "State of Food and Agriculture”, FAD, Rome, 1974.
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FIGURE 3
LATIN AMERICA ~ SELECTED FORESTRY DATA

Area Yorest Froducts
Yorests
(in % Dense Imports: Exports: between
Country Forests of total | Forests Total Value |[Total Value 5)(4)
(1,000 has) | area of | (1,000 ha.)| $ 1,000 $ 1,000 $ 1,000
country) (1974) (1974) (1974)
(1) (2) (3) (4) (5) (6)
ARGENPINA 60, 300 22 7,000 157,106 15, 360 -141,746
BELIES 2,000 91 1,630 843 2,564 + 1,72
BOLIVIA 47,300 43 47,300 3,496 4,860 + 1,364
BRAZIL 320,000 38 240,000 14%5,018 208,015 + 62,997
CRILE 20,686 27 5,000 7,812 122,581 +114,769
COLOMBIA 51,200 45 50,000 27,018 10,891 - 16,127
COSTA RICA 2,200 43 1,800 24,4217 3,173 - 21,25%
CUBA 1,600 14 1,100 68,900 .o .e
o oaX 1,100 22 990 22,486 3 - 22,455
ECUADOR 18,085 63 8,085 38,810 6,417 - 32,393
EL SALVADOR 260 12 200 13,604 407 - 13,197
GUATEMALA 6,500 60 5,000 18,198 11,825 - 6,373
GUYARA 18,230 85 18,230 4,869 2,458 - 2,411
HATPI 200 7 200 1,089 147 - 942
HONDURAS 7,049 63 7,049 15,302 27,098 + 11,796
JAMAICA 430 44 7 28,702 81 - 28,621
MEXICO 40,000 20 30,000 167,297 6,160 161,131
NICARAGUA 6,700 52 6,400 3,482 8,542 + 5,060
PANAMA 4,080 54 4,080 16,897 9 - 16,888
PARAGUAY 21,000 52 8,000 3,389 23,175 + 19,786
PERD 71,500 56 65,000 39,422 4,069 - 35,353
SURINAM 14,800 92 14,800 4,440 6,018 + 1,578
TRINIDAD 235 47 235 27,950 38% - 27,565
URUQUAY 456 3 456 16,031 2,051 - 13,980
VENEZURLA 48,000 53 48,000 48,869 2,474 - 46,395

Sources: (1) and (3)s R, Pexsson - "Horld Forest Resources”. Royal Oollege of Forestry
= ﬁﬁ 1974, !

(4) and (5): PAO. Yearbook of Forest Produots: Review 1963-74. FAO, Rome, 1976.
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FIGURE 4

LATIE AMERICA - INDICES OF ACTIVITY AND TECHNOLOGICAL ADVANCENENT IN FORESTRY

Produstlon ]
. o; on no on [—Frod:: $1on hi:;ﬁon
plantations sawn wood wood panels wood mulp industrial
Country tim
(1,000 ha.) (1,000 m3) (1,000 o) (1,000 m. t.) (1,ooob:§(r))
(1) (2) (3) (4) (5)
ARGENTINA 325 167 186 138 2,913
BEL IZE 3 .o .o oo .o
BOLIVIA 25 115 2 - 275
BRAZIL 1,350 8,935 1,087 741 21,765
CHILE 440 1,085 56 400 3,97
COLOMBIA 40 1,876 115 55 4,775
COSTA RICA 0.3 387 25 - 685
CuBA 215 96 70 - 380
noﬂ mnmnx o 2 100 - - 412
ECUADOR 45 603 19 - 1,205
EL. SALVADOR oo 201 - - 79
GUATEMALA 1 (£} 12 4 850
GUYANA 0.2 87 - - 236
HATTI 0.3 14 - - 225
HOXDURAS .o 457 6 - 800
JAMAICA 12 1 8 - 6
MEXICO 50 1,572 174 319 5,302
NICARAGUA .o 197 13 - 453
PANANA 4 50 24 - 180
PARAGUAY 21 224 9 - 1,031
PERU 20 245 42 - 635
SURTHAM 5 53 35 - 193
TRINIDAD 12 45 - - (g
URUGUAY 154 13 18 6 148
VEREZUEL A 7 328 81 - 585
Sourcess (1) R, Persson - “World Forest Besources". Eoyal Collsge of Forestry,

0. ? 1 974'

(2) to (5): G.D. Fox st al — "Technological Opportunities for Tropical Porestry
lopment®, Agemcy for Intermational Development,
H’nlhin‘ton, DeCoy 1973.



(Pig.4, oontimed)

- 10 -

Production | Produotion | Production | Production
Seleoted Mon-made of of of of
countries plantations sawn wood wood panels wood pulp industrial
in other 3 timber
regions (1,000 ha.) (1,000 »3) (1,000 °) ] (1,000 m.t.) | (1,000 m3(r))
(1) (2) (3) (4) (5)
INDIA 1,100 2,825 161 78 9,863
KOREA 1,713 879 15 2,986
MALAYSIA 3,026 183 - 18,389
PHILIPPINES 100 1341 661 39 14,400
GABON 25 49 80 - 1,835
GHANA 1 359 32 - 1,920
MADAGASCAR 200 90 1 2 1,436
1.2,1 Eoomomio self-determination and permanent sovereignty over

natural resouroces

Latin America has effectively contributed to the aasertion and defence of thess rights,
today oonsidered fundamental by the Third World. Of the fifty founding member countries of
the United Nations, twenty were Latin Amsrioan (1945). As early as 1952 one of the
strongest and most legitimate aspirations of these countries was incorporated by the General
Assembly in ite ruol;}ion asserting the "right freely to use and exploit their matural
wealth and resources”.l/, Subs tly & body of dootrine of the United Mations on this
point became firmly established2/. In 1974 the 3ixth ad hoo Session >f the General Assembly
issued a "Declarsation oz the establishment of a New Intermational Economio Order” refleoting
the achesion of the entire Third World to the principles of economio self-determination of
all peoples, and sovereignty and equity among nations in the internatinnal sphere. Illus-
trations of the application of these mrinciples to conmorete nmational situations in the field
of foresiry range from the mrohibition to export unprocessed timber (Par ) to the striot-
est oontrol or the abolition of forest concessions (Venesuela) and plascing iotures on
fareign capital investment in forestry enterprises urag). The foresiry projeots of
the Andean programme for technological development freamed by the sigmatory ocountries of the
Cartagena Agreement are one instance of the conorete application of these principles by a
&oup of oountries.

1¢2.2 The mooial funotion of fores develo t

4 universally aceepted view nowedays is that forestry development must direotly bemefit
the rural population, and that the rural population must be directly involved. Reoently
this ides has gained strength and precision in latin America. This is shown by reports
from several oountries, especially from Honduras, Mexioco, Eouador and Peru. 4As will be seer
further on, Bonduras' vigorous polioy of forestry reform stresses the participation of rural

1/ General Assembly, Seventh Session, Resolution 626 (VII), 21 December 1952.

2/ In view of their special importance we ocite General Assembly Resolutions 2386 (XXTII)
of 19 November 1968; 2692 (XXV) of 11 Deoember 1970; and 3016 (XXVII) of 18 Deoember 1972,
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commnities and the promotion of their welfare. In Mexico there is a olear determination
on the part of the authorities, institutions and professiomal foresters to direot forestry
sotivities towards betterment of ihe ecomomic situation of the rural populationl/.
Ecuador's forest polioy oalls for the offering of inoentives to mobilisze the people for
establishing new forest stands. Peru's recent Forest Law is inspired by the ides that
natural resources must be used for sooial development. Its forest polioy calls for
doubling of employment in this sector by 1977, while its projects for new settlements in
parts of the country where there are forests and wildlife call for a combination of
forestry with orop-growing and stock-raising via farmers' associations.

Recently, partioipauts in a FAD/SIDA seminar on timber transportation in Latin Averica
(Oaxtepec, Mexico, 1975) stiressed the point that employment opportunities needed to be
oreated in woodland areas and their vicinity in order to halt the flight of the rursl pop-
ulation to urban centres. The seminar adopted specific recommendations cn education, voo-
ational training, association, and on the forest workers' soccial seourity aanl their working
and living conditions.

1.2.3 Proteotion of the maturel environment

In the past few years oconoern over preservation of the matural emvironment has oaptured
the imagimation of the man in the street. In Latin Amerios this is evident especially in
large cities and is acoordingly being translated into poliocies, deoisions and aotivities of
oountries with large oities. The envirommental mrcblems of Mexico D.F. were discussed at
the Sixth Session of the North Amsricun Forestry Commission. Si-imﬁ, in Argentina
Brasil, Colembia and Veneszuela, consoiousmess of this problem has beoome maﬁ! in am
wys: in the press, in T.‘E, in administretive set-ups rod in research work. Up to now ome
of the principel institutional consequences of this oomoern for the environment has been the
promlgation in Colombia (18 December 1974) of a "Natiomal Oode for Renewable Katural
Resources and Protection of the Environment®, Artiole {1 of which begins thus: "The environ-
ment is & publio asset. DBoth the govermment and the prblic must help preserve the naturel
environment and ensyre its management for the publio bemefit and iu the interest of scoiety”.

13 Development of Imstitutions

Virtually all Latin Amsrioan countries have set up PFA'sd/ and other forestry instis-
utions sinoe 1920. Previowaly mone such existed in most of these ocountries, mminly dus to
the lack of proper forest laws or rather ihe lack of cogent forest policies oonceived for
the national benefit in line with which laws might have been promilgated. As discussed in
Chapter IV, this sitwation reflsots the dearth of professional foresters whose joint sfforts
oould create and propagate a clear understanding of the oonssquences of misuse of the forest
TeBS0UIves.

As the revages due to reckless exploitation and unsound management of ferests
more and more patent and the ill oonsequences evident (loss of soil fertility, floods amd
degredation of the landsocape and of biotypes), the meed for appropriate forest laws cams to
be clearly appreciated. In general,the first forest laws called for setting aside selected
wooded areas as reserves or parks. In order to implement amd enforce these laws, only
small PFA's, such as those usually set up as seotions or subsections of the Mimistries of
Agrioculture, were meeded. As a rule these small PFA's were staffed by agronomists. Mo
permanent administrative network of field staff but simply ococasional oheck-ups were oon-
sidered necessary. At any rate, these elementary forest laws provided an initial stimlus

for the establishment of the first real FFA's.

1/ Subsecretaria Forestal y de - Statement prepared by the Direcoién Genersl del
Desarrolleo . or the Nationai Executive Committee of ANPFAC, Mexioo D.F.,
1973.

2/ PPA = Public Forestry Administration. This stbreviation is used throughout this study.
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In the face of the growing exploitation of forests and the disappearance of the most
valuable species, as well as tks serious consequences of forest devastation, many oountries
strengthened and broadened the soope of their forest laws to embrace all forests. Beoause
of this, more supervision and control were necessary. To fulfil these new tasks, territor-
ial or distriot servioces were also needed, and the struoture of many national PFA's was thus
expanded to imolude psrmanent outposted servioes,

During the 1950's ocuntries became ever more oonsoious of the faot that, aside from
timber production, forssts have a great influence on the environment, affording also re—
oreational facilities and tourist atiractions. Again the structure of many PFA's was
broadened to cover these new aspescts. Speoialized, skilled staff had to be reoruited to
ocope with these additional tasks. The need to oocordinate PFA's with other agencies
became evident as it becams apparent that forests are an integral part of the physical basis
for sooio-eoconomic development.

These new responsidilities of the FFA's entailed their undertaking the exeocution of
regional development plans within the areas under their jurisdiotion and the furnishing of
appropriate technioal assistance to forest owners other than the government. This further
broadening of their activities and the existence of more active field offices presupposed
greater competence and a lar mmber of forestry staff, whioh refleoted in the addition
of a third lewel (i.e. local) in the organizational struoture.

From the 1960's until today, the development and diversification of PFA's and instit-
utions oame into general acoeptance at an accelersted rate. Starting in 1967 sutonomous
PFA's were created, and since 1970 several state forest enterprises. Semi-governmental
forest agencies were organized, large industries developed, and research was fostered. In
many countries there was a traunsition from mers oonservation of forest resources to system—
atio inventorying and management. The main stages of the evolution of these institutions,
vhose variety and strength has inoreased until present times, are shown in FIGQURE 5.

FIRIRE 5
LATIN AMERICA - IMPORTANY STEPS IN INSTITUTIONAL FORESTRY DEVELOPMENT, 1965-1975

Year Legislative Neasures Orgenizational Neasures

1975 PERU - Law on Forestry and Wildlife BRAZIL - Move of IBIF Hesadquarters to
Brasilia
1974 BOLIVIA - General National Forest Law BOLIVIA - Creation of the Forestry

COLOMBIA - National Code for Natural Development Centre (CEDEFOR)
Renewable Besources and for C(UATEMALA -~ Creation of the National

the Proteotion of %he Porestry Institute (INAFOR)

Exvironment HONDURAS - Creation of the Honduran
CHILE -~ Deores for the Promotion of Forestry Development

Forestry Corporation (COHDEFOR)

GUATENALA - Forest Law

voefeoe



(Fig.5, contimed)

Year Legislative Neasures Organizational Measures
1973 ARGENTINA - Law modifying the Law for| ARGENTINA - Creation of the National
the Preservation of Forest Forestry Institute (IFONA)
Wealth
ealt GUYANA ~ Creation of the Timber Export
EL SALVADOR - Forest Law Board
GUYANA ~ Law on Timber Marketing MEXICO - Creation of the General Director-
P _ ate of Forestry Development (of
ARAGUAY - Forest Law the Forest & Wildlife Servioe)
PARAGUAY - Creation cf the Forest Servioe
1972 GUYANA - Forest Law HAITI - Creation of the Special Fund for
BONDURAS - Forest Law Reforestation
PERU ~ Organic Law of the Agrarian Sector
1971 ECUADOR - Law for the Promotion of
Agrioulture, Animal
Production and Forestry
1970 CHILE - Creation of the National Foresiry
Corporation (COMAF)
1969 COSTA RICA ~ Forest Law
1968 URUGQUAY -~ Law for the Promotion of COLOMBIA ~ Creation of the Institute for
Forestry the Development of Natural
Renewable Resources (INDERENA)
1967 NICARAGUA ~ Law for the Conservation,| BRAZIL - Creation of the Brazilian Imstit-
Protection and Development ute of Foresiry Development (IBIP)
of Forest Wealth CUBA - Creation of the National Institute
of Forest Exploitation and
Development (INDAF)
NICARAGUA - Creation of the Forest Servioe
(Mnistry of Agrioulture)
1966 | BRAZIL - Law on Piscal Incentives
for Forestiry Enterprises
PANAMA - Forest Law of the Bepublic
1965 BRAZIL - Forest Code
VENEZUELA - Forest Law on Soils and
Hydrology
1964 ARGEFTINA - Law on the Preservation
of Forest Wealth (1948)
CHILE - Forest Law (1931)
1931 MEXICO - Porest Law (1960)

Sourge: Beparts in reply to the *National Questiomnaire™ and PAO data.
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1.4 Method and Analysis

A forest polioy is far from being a simple matter, it is neither statioc nor does it
correspond to any univerual prototyps. As W.B. (Greely stated, "forest polioy oammot be
expressed with the olarity of a geometrioal thomn".l/ T. Frangois, on the other hand,
said that "a national forest polioy is not a combination of principles laid down definitely
and forever®2/, Acocordingly, we do not intend to try to give a standard definition for
"forest policy®. What we will do abowve all is to try and find an anawer to the following
questions:

- How have forest policies been emunciated?
- Wbat is oontained in these stated forest policies?

Seoondly, we will examine how forest policies (whether explioit or implicit) became
manilest. In order to do so we shall have to determine the nature and extent of inter-
vention of the public authorities in the field of forestry deveiopment. Such intervention
=~ or inhibition in soms cases - of the pudblic authorities can be desoribed mainly be exam-
ining the following pointss

= The sphere in whioh forest policies are applied;
- the funotions entrusted to PFA's; and
- the legal instruments for implemsnting a forest poliocy.

The rest of this ochapter is devoted to the disoussion of these points. There are at
least two other oonorete expressions of forest polioy, namely: forestry development plan-
ning and allocation of funds for forestry development; these two points will be dealt with
in Chapter V.

2, FOREST POLICY STATEMEN?S

2.1 Forms of Brmnciation

In Latin Amerioca, the most usual form of emunoiating national forest polioies has been
by statements in the first articles of forest laws that oertain polioy objeotives and speo~
ific funotions and duties of the government are in the "national interest™ or "for the
benefit of the people™. Argentina's Law No. 13273 of 1948 is one of the earliest among
the laws in foroe which e sclarations. Statemsats similar as to form, although
varying in content, are found in many other laws, some of them no longer in force /fvis.
Honduras' Law of 1961, Guatemsla's Law of 1962, and that of the Dominio. epublic of the

yoar/, while others are still in foroe /vis. that of Mexioo (1960), Venesuela (1965),
s }932}7@.“ Rioa (1969), Bomdurss (1972), Paraguay (19713), El Salvador (1973) and
Bollvia (1 .

Such an emunciation of forest polioy in forest laws -~ traditional in Spanish—speaking
ocountries ~ is not found in Inglish-spsaking countries, which as a rule have separate
forest polioy declarations. DBeliss, for instance, has, even after its acoession to self-
government, retained the emmnclation of forest policy published by its Governor in 1954

~ Reoently there has been a trend towards smnoiation of forest polioy either by presid-
ential or government declaration or by & statement of polioy normally issued dy the PFA

1/ M3, Greely - *Forest Polioy". IloGraw-Hill, Wew Yerk, 1953.
2/ 2. _Frengois - "Politique, législation et administretion forestidres". PFAD, Rome, 1950.
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and approved by the higher axecutive authorities. An instanos of the first is that of
Honduras, whose forest policy was recently set forth in an intent and policy message of the
President of the Republic. Eouador's ferest policy was stated in a dooument entitled
nFilosoffa y Plan de Acoién® of the Government. Other recent examples of the second type
are Colombia and Uru » Colombia's INDERENA set a draft nationmal forest polioy that was
approved by the MinIsiry of Agrioulfure and the President of the Republic. In , &
resolution of the Presidsnt of the Republio approved the guidelines for forestry develop-
ment, ocontained in a report of the Office of Forests, Parks anl Wildlife, laying down the
polioy of the Ministry of Agrioulture and Livestook-Raising in this field. In other
oountries, Ouyana for example, forest policy is from time to time determined by the Govern—
ment in the context of general development policy on the advice of the head of the PFA, In
El Salvador, although the Forest Service has laid down a forest policy, it hes rot been
emmolnted officially by the exsoutive anthority. In oertain countries (Mexioco and Peru),
the PFA has deolared its forest polioy which is inoorporated in full or in part in the
national development pians in order to make it operative. It seems that this approach of
inserting government purposes and aims in the field of forestry officially in national
development plans and programmes is coming into general praciice (see Chapter V).

It is significant that the statement of these policies tends to bsoome an executive
funotion instead of being a basioally legislative one. The formulation of general, perman-
ent and to a oertain extent static purposes is giving way to more dynamio, more instrumsntal
formlation, deliberately consonant with national socio—economio development policies.

2.2 Contents
2.2.1 Policies stated in laws

Articles 1 and 3} of Mexico's Forest Law (1960) serve to illustrate the oontents of
forest policy statements incorporated im the basic forest law. In this statement, the
Congress of the United States of NMexico decreed essentially that: (a) certain goods and
services generated by forest rescurces are of public interest; (b) the forest law applies to
all forest land, whatever the form of temure; (o) oertain fumotions of proteotion, conserv-
ation, restoration, utiliszation and industrial use of forest resources are in the publio
interest and shorld be so performed as to derive maximum sooial benefit; and (d) it is up to
the national anthorities to organize a forest servioe.

Many later statements of national forest polioy hark back to this prototype, although
with certain variations. Panama's statement (1966) inoludes the oreation of forest owners'
assooiations and forest workers! cooperatives as being "in the national interest and a funda-
mental aim of the Government". That of Venesuela (1965) declares it to be in the publio
interest to establish national parks and to oonduot & natiom-wide forest inventory. That
of Costa Rica (1969) calls for the establishment of forest settlements, the promotion of
forestry research as well as forestry education and training and informing the publio about
the value of forest resources. That of El Salvador (1973) deoclares it to bs in the pudblio
interest to have forest rescurces utiliszed for maximum social benefit. That of
(1973) speoifioally embraces all renewable natural resouroces under the system established by
the Forest Law. That of Bolivia (1974) deolares it to be in the publio interest to extend
the benefits of forest produotion and developwent to the whole rurel population. On the
whole, the more modern polioy statements make wnol refarence to touristio, and wildlife
protection and environmental protection services. As regards forest polioy instruments,
ever greater imporisnce is attached to public information, education, research and cooperat-
ion.

Despite notable differemoces, all forest polioy statements uphold the principle of the
sooial funoiion of the forests, the use of whioh is subordinated to the publio interest.
In the case of Mexioo this primociple emanates direotly from the Comstitution of the Republio
whioch proclaims the Tight of eminent domain of the nation over the country's matural
resources to be inalienable and imprescriptible, Other oconsiitutions proclaim similar
prinoiples. Bolivia's Forest Law (1974) states that "all forests and forest land belong to
the State and are publio domain governmed by the provisions of that law, whatever the land
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temre system under whioh they are held". Peru's recent Forest and Wildlife Law (1975)
states (Art. 1) that "forest and wildlife resources are public domain and no private person
mey aoquire rights thereto", Other oountries (Costa Rica, Guatemala and Venesuela) also
emunciate the limitation of the right of private fores ownership in the pusﬁo inzorost,
though in a less forceful fashion (see Section 4 of this ohapter),

2.2.2 Statementas of forest policy by executive decree

As already mentioned, such statements of forest policy are very closely tied with the
ourrent socio~economic policy of govermments. For instance, ooncern over the use of forest
resources for the maximum social benefit, expressed in Mexioco's Foi?t Law of 1960, was made
more specific in 1973 in the following principles of forest policyl/: (a) forest utilization
is a good means for promoting rural developwent and bettering the socio-economio oconditions
of the rural population; and (b) forests afford employment opportunities and should oontribute
as much a8 possible to capital formation,

In the case of Honduras, the Presidential Decree of 3 Jamuary 1974 oalled for "placing
ocomplete and effeotive control over forests in the hands of the State” and gave speocial
attention to the rural commanities in the vicinity of forests. The priority goals set are:
(a) development of forest industries; (b) control over the domestic market and exports of
timber; and (o) oreating an effective PFA with ample executive powers. Peru's national
forest polioy oalls for the strengthening of the sotivity of government agcnoIon; laying
down guidelines for, and establishing, settlements in forests; obtaining more informetion
about the forest resocurces; promoting cooperative and workers' enterprises; utilization of
forests with an eye to economies of soale; conserving wildlife; inoorporeating maximum value
added to raw materials obtained from forests; optimizing industrial output, gaining a better
foothold on world markets; inoreasing domestioc supplies; guiding publio opinion; and assert-
ing national sovereignty.

2.2.3 Polioy statements in English-epeaking oountries

The major lines of forest polioy in reflect government aims of (a) developing
the nation's forest resources within the framework of an integrated land-use polioy;
(b) managing forests on a sustained yield basis; (o) inmoreasing production with a view to
oovering the oountry's requirements, developing seoondary prooessing industries and exporting
a maximum of forest prodnots; (d) guaranteeing good yields from foreat utilisation; (e) dev-
eloping new markets; and (f) providing access to forested areas.

The main aims of Jamaica's forest polioy — a model of oonoision ~ are: (a) to oonserve
the nation's soil and water resources; (b) to supply raw materials for future wood-using
industries; (o) to afford employment opportunities, espsoially in rural areas; and (d) to
inoorporates under-utilized land or wasteland into the production system.

Belize's statement of forest polioy (1954) underlines the need to oreate, maintain and
develop the country's forest rescurces on land that (a) is unmitable for agriculture
(v) is capable of producing more on a sustained yield basis under a forest regime, (os nesds
to be kept under forest for proteotion purposes, (d) is required for the produotion of fire-
wood and timber for local use, and (e) should be get aside as nature reserve.

1/ Subssoretarfe Forestal y de Feuna, op. oit.
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3. OPERATIONAL FEATURES OF FOREST POLICIES

3.1 Socope of Implementation of Forest Poliocy

The expression "forestiry sector", which originated in eoconomic analysis, has aoquired
in recent language and literature a meaning closer to the "scope of implementation of forest
poliocy "l/ . This analogy of meaning is useful, although it may introduce a restrictive or
overly static idea of what is meant by foisst polioy. For the purposes here, the term
"forestiry seotor" covers all aotivities based on forest land as well as the goods and
services that society derives from such land_z/. K.J. Mastano 3.}/ desoribed the forestry
sector as a system (FIGURE 6). The more or less broad interpretation each country gives
to the term helpe define what might be oalled the "apparent scope of forsst polioy” in
that country.

In Latin Ameriocan oountries this apparent scope inoludes, as a minimum, all work
having to do with oonservation, proteotion, administration, managemsent and utilization of
natural stands and man-made forests. Certain aspeots of environmental protection (soil
erosion oontrol, regulation of streamflow) are also considered typioal oomponents of the
forestry sector in all the ocountries disoussed. The administration of national parks and
wildlife protection are considered as belonging to this sector in most of the countries in

question, save Argentina, Colombia, Guyana, Haiti, Jeamaica and Nioaragua.

Forest industries, domestic marketing and foreign trade in forest products belong to
the foresiry seotor in most oountries. This does not imply that their PFi's necessarily
have sxclusive responsibilities in these areas. It merely means that the development of
forest industry and trade has been taken into acoount in defining forest poliocies and
their objectives.

In ahort, the following points as regards the soops of forest policy in Latin Amerioa
seem to be the ones most liable to change, being now in oourse of evolution: 2:; environ—
mental proteotion; (b) management of renewable natural resocurces in general; (o) forest
industries development; and (d) organization of the commodity market for forest products.

3.2 'The Institutional Role of PFA's

Nost basio forest laws in force in Latin Amerioca dedicate a chapter, or at least
several paragraphs, to the role of the administrative organisation responsible for the
accomplishment of the purposes of the forest law. What is oalled "Public Forestry Admin-
istration™ in this study, receives various denominations in Latin Amerioan oou.nt:;io-, such
ast "Administracién Forestal™ in Costa Rioa, Mexioco and Venesueslaj "Administracién Forestal
del Estado” in Honduras; "Organisaciln Forestal® in El Salvador; "Servicio Forestal® in
Panama; "Serviocio Forestal Naciomal" in #?. Certaln sutonomous PPA's (those of
Brasil, Cuba, Honduras and Guatemala) have their terms of refsrence spelled out in the resp-
ective foundational laws. Th some instances, the purposes of the PFA are set forth, or
explained, in provisions pertaining to the orgmnisation of the entire agricultural sector,
as happens in Ecusdor (Organic and Pumotional Law governing the Ministry of Agriculture) amd
in Peru (Organloc Law governing the Agricultural Sector). The legal instrument establishing
the 'A's is always of high standing, even in the case of such administrations that have only
very modest means. This oonfirms the fact that the role of PPA's is not ocircumsoribed to
the provision of certain services, but as a rule also embraces policy-making and regulatory
activities whioh cammot, becswse of their very mature, be assigned by regnlations of lower

l/ This is true for legal texts as well. Nonduras' Forest Law of 1961 (which has mow
lapsed) already used the expression “forestry economic sector”. Bolivia's Law of 1974

speaks of the "forest resources sector”.

_zj J. Prats Llsursdé et al — "Fomento Forestal y Beforme Agraria®. Document of the ¥orld
Conference on Land Reform. FAO, Roms, 1966.

3/ K.J. Mustanoja - "Public Administretion and Organisations for Forest Industries®™.
Document presented to the FAO/FINLAND Seminar on Sawmilling and Other Mechanised
Industry in the Amagon Basin". November 1974, Beslem, Brasil.
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status, In faci, acocording to the principle of publio interest whioch, as was said, is a

feature of forest polioy statemsnts, the PFA's of latin Amerioa have to a greater or lesser
extent two fundamental institutional purposes, namely: (a) to administer state—owned forest
rescurces and (b) to perform work in the public interest on all land defined as forest land
no matter under what form of land tenure. Such work may inoclude promotion, guidanoe, and

supervision of private enterprise (as in Quatemala) or may call for a oonsiderable amount of
direct intervention (as in Honduras).

Another special feature of PPA's oommon to all of them is the heterogemeity and multi-
pliocity of tasks inoluded in their terms of referenoe. Article 12 of Forest Law 22 of
Par (23 Kovember 1973) illustrates this point (mee FIGURE 7). As will be seen in
Chapter III, the complexity and geographioally dispersed jurisdiotion of PFA's are signifi-
cant factors in determining their organizational set-up and manner of funotioning. The
institutional terms of referenoce of PFA's will therefore be gone into in some detail in the
next seotions,

FIQURE 7

LATIN AMERICA: INSTITUTIONAL TEKRMS OF REFERENCE OF A PFA
(PARAGUAY)
(a) To frame forest policy in conjunction with other government bodies working in the
field of eoonomioc development;
(b) to administer the forest fund set up by law, as well as its assets and installations;

(c) to inventory the country's forests and renewable natural resources;

(d) to prepare forest maps, maintain cadastral records and claecsify forests and forest
lands

(¢) to control forest cperations, forest management and managemsnt of renewable natural
resourcesj

(£) +to undertske studies on technology and standardisation of forest products jointly
with the National Institute of Teohnology and Standardisation;

(g) to establish forest nurseries for the produotion of plants for afforestation and
reforestation;

(b) to set sales prices on commoditie¢s derived from state-owned forests and murseries;
(1) to manage and administer state-owned forests;
(3) to demarcate forest reserves;

(x) to supervise and establish regulations oonoerning the oonservation, restoration and
utilisation of forest land;

(1) +to apply the sanctions envisaged in the law;
(m) to proteot forests against fire, pests and diseases;
(n) to protect wildlife and regulate hunting and fishing throughout the country;

(o) to promote the establishment of forest settlements and foresters' cooperatives as
well as the oreation of community forests; and

eesfone
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(p) to lay down rules and regulations governing the utilization of both government and
private forests on the advice of the Consejo Asesor (Gonsulta.nt Boa.rd) as approved
by a deocree of the highest exeocutive. In laying down these rules and regulations,
the following points have to be taken into acoount: cost of production, sales prioe,
species, quality and end use of products.

Source: Artiocle 12 of Law No. 422 of 23 December 1973.

Framing of forest policies and plans. - Among the main funotions of all PFA's studied
is the framing of forest poliocy to a greater or lesser extent, In some cases the PFA is
expeoted to "put forward proposals' regarding policy; in others, it "studies and prepares”
poliocy; and in still others, it "formulates™ policy. As a rule, PFA's collaborate with
other branches of the Publio Administration. The same applies to seotoral forestry develop-
ment plans which are normally an integral part of overall national development plans.

In order to fulfil this task, the PFA's require at least: (a) machinery for liaison and
cooperation with high-eohelon public agencies involved with planning and decision-making;
(b) the means for obtaining, analyzing and prooessing economio and statistioal data; (c) the
means for surveying and inventorying forest resouroces; and (d) machinery for oollaboration
with public and private bodies active in the forestry seotor, and for maintaining pudlio
relations and publio information services in general. Polioy-making usually entails parti-
oipation in the preparation of bills of law and draft rules and regulations, which also
requires speoifioc ocapabilities in this field.

Enforoement of forest laws., - This is one of the best defined and moat traditional
funotions of PFA's. Almost all basio forest laws are very explicit in stipulating that the
PFA's are the main publio agencies responsible for emsuring enforcement of forest laws in
oollaboration with the exeoutive and judioial branches of government. Honduras'! Forest Law
of 1972 states, for instanoe, that the "Aiministracién Forestal del Estado™ 1s the adminis-
trative body under the Ministry of Ratural Resources having the specifio funotion of imple-
menting the law, There are analogous provisions in the forest lawe of Argentina, Bolivia,
Bragil, Chile, Colombia, El Salvador, Ouatsmela, Mexioo, Peru, Uruguay and Venezuela.

The minimum requirements of any PFA so as to enable it to fulfil these funotions are:
(a) a field orgemnization capable of preventing, discovering and demounoing infractions of law
often in the most remote and least popunlated parts of the country, i.e. a forest guard corps;
(b) the means for technioal and fisoal control over forestry operations; (o) the capability
of assessing the ecologioal impact of any kind of intervention in forest stands, and (d) the
power to issue rules and regulations governing such action and ensure their enforoement.

Administration of the oountry's publicly—owned forest resources. - This too is a task
invariably assigned to the PFA's, 1f the State owns only very little forest land, as in the
oase of El Salvador, Paraguay and Uru s this may be a seocondary task, but as a rule it is
an extremely important function that is usually beyond the actual oapability of most PFA's
today.

In order to be able to perform all these tasks, the PFA's require efficient teohnioal
and managerial staff capable of identifying, delimiting, surveying, mapping, managing, pro-
teoting, improving and utilizing State—owned forests., This is a genuine entrepreneurial task
whioch a bureaucracy of the kind that is oommon in Public Administration can hardly perform.
This is why this role has muoh importanoe in shaping a type of organiszation that is approp~
riate for the PFA's.

Forest tection. -~ PFA's have the general task of forest proteotion (primarily
against Hro, pests and diseases) throughout their ocountries. Acoordingly, in addition to

the protection duties that are part of the administration of the government-owned forest
resouroes, PFA's must have servioces that provide a minimum of information, as well as
organisational support in order to protect all forests, whether privately owned or belonging
to commnities. This requires a broad logistio base and communication facilities as well
as specific technical lmow=how and effective coordination with looal bodies and other groups.
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Other funotions often assigned to PPA's include:

- the establishment of new forest resources, whethsr direotly or by supporti
private enterprise (national afforestation plan, teohnical assistanoce, oto'.lg;

~ administration of national parks (although certain oountries, for example
Argentina, have separate administrations for this purpose );

- protection of wildlife and fisheries; promotion of recreation amenities and
tourism;

~ development and regulation of forest industries;
— development and regulation of transport of, and trade in, forest commodities.

4. LECGAL INSTRUMENTS

4.1 The Law as a Means for Implementing Policy

Legislation is an important tool for bringing about or encouraging social attitudes and
behaviour that conform with the values and objeotives set by the law-makers, and producing
effects consistent with their polioies. Forest laws, like any other laws, mst be viewed
as something dynamic,. Their adequacy must be judged acoording to the effioacy of the msans
brought into play in order to induoe sooial behaviour favouring the implemsntation of the
policies that underlie the law,

Legislation pertaining to forests usually takes the form of either ocodes, laws, ordin-
anoes, deorees or regulations. A distinotion bhas to be made between a code and a normal
law, as well as between laws and subsidiary legislation (regulations). In the Latin Amerioan
Juridioal hierarchy, a code ranks, as a rule, on a higher level than a normal law, as oan be
appreociated from the prooedures for enactment and amendment. Colombia's promlgation of a
national code governing its renewable natural resources and proteotion of the environment
makes an interesting case, as its Conastitution requires the fulfilment of ocertain requisites
for the enactment or amendment of oodes, thereby rendering them an enduring entrenchment for
basic legal provisions, while at the same time imparting a oertain inflexibility to them,

Colombia’s new oode raises the interesting question as to whether or not it ims advisable
to legislate on all renewable resources as well as on environmental proteotion in one single
oode, No doubt the resolution of this issue ultimately hinges on circumstances in eaoch
oountry. Nevertheless it must be stated that a single ocode has the advantage of postulating
a oomprehensive, integrated policy towards all renewable matural rescurces and the environ-
ment. On the other hand it must be reocognised that oertain parts of the law governing
natural resources may be less ripe than others for oodifioation. So one must be ocareful not
to allow that pressure to promilgate a unified ocode leads to the premature entrenchment of
basic provisions pertaining to any given sector before all the issues involved have been
analysed and before the corresponding policy bas been settled.

In the case of federations it is best to keep in mindi the respeotive jurisdiotions of
the Federal Government and the federated states or provinces in legislating in the field of
forestry. Brazil's Constitution oonfers upon the Federal Uovernment exclusive power to paass
laws on foresis ting and fishing (Artiole 8, XVII-4). According to Mexioco's Constitut-
ion (Artiole 275 it is up to the National Government to regulate the use of al] natural
resources subjeoted to appropriation. In Arsgnntim, on the other hand, ths responsibility
for legislating on forestry mmtters is incum upon the provinoes under the oonocept of
residual legislative powers (Artioles 67 and 104 of the Constitution). The approach adopted
in its Forest law (1948) for the solution of this jurisdiotional problem has been that of
negotiating and reaching agreements with the variocus provinoes whioh ocommit themselves to
enforoing the forest law within their respeotive jurisdiotions in exchange for federal aid.

4.2 TForest Resources as Publio Assets

Although not stated clearly in all laws, publio forest land in Latin Amerioa is usually
oonsidered a national asset (or as belonging to townships or communities, as the case may be)
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which the PFA's hold in trusteeship or oustody. Frequently the law presoribes that certain
forests and forested lands '"belong to the State" or are "State property®. Still, even in
this ocase, such state-~owned property is not interpreted siriotly as implying full ownership.
The State, represented by its PFA, exercises possession and oan oolleot remt or draw revenue
or inocome from the forests, but oannot exercise all ownership rights, sinoe these foresis
are public assets that have to be administered in a oertain way in the publio interest or for
social purposes. Precisely in order to achieve these purposes it ie left to the PFA's to do
the inventorying and be responsible for the oonservation, improvement and utilization of
these assets, That is why these administrations are given their own "private" property
(buildings, instruments, etc.) and are allocated funds.

The publio assets for whioh PFA's are responsible in Latin Amerioca vary greatly. In
844 of the forest land belongs to the State, 15% being set amide for Amerindian com-

munitles, with only 1% in private hands., In Uru , on the contrary, 96 to 98% of the
forest land belongs to private owners and the situation in Par and El Salvador is some-
what similar. In absolute figures great amounts of public land are under the jurisdiotion
of PFA's in Bolivia, Colombia and Peru, to mention only some significant instances. Even
in countries where prIvnto stands are abundant or even predominant there are still vast
tracts of public forests (Argentina, Chile, Mexico, etc.).

In the face of thes problem of effeotive administration of tremendous expanses of land,
whioh in the past were virtually oonsidered vacant land or res mullius, some countries, like
Brazil, seem to have opted for turning a good portion of suoh land over to private owners,
setting acide the rest as forest reserves, national parks and similar kinds of reserveal/.
The policy as far as Brazil's Amaszon is concerned is to encourage ihe establishment of
private estates (1nolﬁ!ng production forests), always provided that this is in oonsonance
with the aims of national and regional development. The sale of vacant public land lying
along major commniocation routes is generally in the hande of INCRA and requires the approval
of either the State Legislative Assembly or the Federal Senate acoording to the size of the
traots of land. The most recent legal measures governing the purchrse of rural property
are found in Decree No. 74 965 of 26 November 1974.

But most cocuntries where the eminent publio domain over vast traots of forest land has
not yet been made good in terms of aotive possession seem to be opting for a solution based
on the development of the publio sector. This appsars from the restrictions which many
countries are imposing on alienation of publioc forest land, especially when it fulfils
important sooial funotions. n Honduras, for instanoe, inalienable public forest domain
has been established by law, comprising Ia.nd, title to whioh oan only be changed b, passage
of a law by the National Congress. In Paraguay, State forest land declared to be forest
reserves is inalienable save for land whioh, in the interest of society or as a result of
pertinent technical research, is deemed appropriate for land settlement (Forest Law of 1973,
Artiole 10). Argentina's Forest Law contains a similar provision.

Apart from the inalienability of public forest land, the laws as a rule oontemplate the
possibility of expropriation of private forest land, Normally this right of the State to
expropriate is based on a system of land oapability olassification by whioh it is possible
to identify those tracts of land where firm State control for the benefit of society is most
necessary. Paraguay, for instanoe, (under its Forest Law of 1973) oan expropriate forest
land when this is essential for erosion oontrol, watershed and oropland proteotion, or for
public health reasons. Argentina's Forest Law permits the expropriation of forests "olass-
ified as protecticn nnd/or permanent as well as of any other real estate where afforestation
or reforestation is oonsidered the best land use™, Law 20 531 (1973) presoribes that IFONA
shall set aside at least 15%, but no more than 30%, of its funds for land acquisition.
Expropriation prooeedings often run into great difficulties of a practioal nature (finanoial,
politioal) so that it cammot normally be considered an important means of implementation of
forest polioy. Only in a single country, Belisge, where most forests were onoe in private
hands, has the Government been systematiocally acquiring land in lieu of colleoting taxes.

Y

tituto Brasileiro de Desenvolvimento Florestal: "Amasonian Forestry: present
situation, perspeotives for its development"®, Rio de Janeiro, 1975.
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In general, as we will see in Section 4.3, although new forest laws envisage recourse
to expropriation in extreme cases, they sstablish other easier means of implemsntation
(i.e. without fundamentally changing the land tenure situation) in order to achieve greater
public control over ths use of forest resources.

A very important aspect of legal oontrol of the public forest resources pertains to
their utilisation which is often left to private enterprise through the granting of ooncess-
ions, lioenocee or felling permits, FIGURE 8 shows the relative size of the publio dorin
forests now granted under utilization oontracts in various countries of South Americal/.
Forest laws presoribe the main features of sush ocontraots: their duration, maximum area,
period for which the licenoes are granted, prerequisites, mammer of payment, supervision,
obligations, eto. In Bragzil utilisation oontracts are granted only in reserve production
forests. In Peru oontraots are granted on the basis of teohnical and economio feasibility
studies for up to a maximam of 100,000 ha. and for 10-year periods (renewable). 1In that
country the granting of oontracts to smell entrepreneurs is favoured. In almost all
oountries a management plan, worked out by professional foresters and approved by the PFA,
is required for the working of any stands (as in Bolivia, Colombia, Costa Rioa, eto.). In
some countries, namely Honduras and Peru, preliminary oontracts Tor Torest surveying may be
granted; the findinge of surveys must be oommunioated to the PFA, however.

In recent years many governments have attempted to define more olearly the oonditions
under whioh they are prepared to issue oontracts for utilisation of publio forest land and
for strengthening supervision over suoh operations. It is now recognized that such oon-
tracts involve a wide range of problems, not only legal ones, but also eoonmomio, technioal
and social ones, and that they are an important feature of forest polioy and administration.
Several countries (Ecvador, Honduras and Surinam) are engaged in a thorough reorganisation
of their ocontract system and ailmost all of them are paying greater attention to matters suoch
as land olassifioation, atand inventorying, menagement plans, plamning of indusiries, super-
vision of operations and determination of forest taxes, On the whole these important
aspeote of forest utilization oontracts can be said to have been given little attention until
recently, In Latin Amerioa there is muoh evidence of how the traditional system of oontracts
("oonoessions™), in addition to being improved upon, is gradually being obanged to more
advanced forms of organization of forest utilisation on publio land, the new forms ranging
from semi-governmental ventures to the adjudioation of "supply areas" to forest industries.

4.3 Forests as Private Property of Public Interest

As has been said, in the oase of private forest holdings, the purpose of the law is to
govern social behaviour for reasons of publio interest. This is acocomplished in several
ways: (a) by placing oonstraints on property rights; (b) by classifying forest land acoord-
ing to its degree of publio intereat; and (c) by extending the public forest regime to
private forest holdings. Other means oonsist in offering eoonomio inoentives, informing
and eduoating the publio as well as providing technioal assistance, matters which will be
dealt with in another oontext (Chapters V and VI respeotively).

4.3.,1 General oonstraints

To a oexrtain extent all forest legislation will imply ocertain resiriotions on private
property rights. For this reason most forest lawr in Latin Amsrics begin by declaring
forests to be assets of value to the publio, and by stressing the sooial benefits of the ocon-
servation and sound use of forest resources, Werse it not for this feature, doudbt might de
oast in many oountries upon the constitutionality of plscing restriotions upon the exercise
of private ownership. Although in many cases suoch oonstraints are not of great soope, in
other instances the impact is so great that property owners actually have no real freedom in

Sohmi thfisen ~ "Forest Utili-ition Contracts on Publio Land in the Tropies:

Pods
v ﬁr!omu, Problems and Trends®, FAO, Rome, 1976, See also by the same suthor:
"Handbook on Forest Utilisation Contracts on Publio Land", ¥YAO, Rome, 1972,
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FIGURE 8

PRODUCTION, EXPORTS AND AREAS UNDER WOOD UTILIZATION CONTRACTS

Year 1973
Total annmual “Export value “Estimated
log produotion of forest area under
(industrial produotsl/ utilization
roundwood )1/ ocontracts
Million m3 Million $US | Million ha.
FAR ms'zé/ 93 2,314 = 40
Indonesia 27.3 633 12.5
Malaysia 26.4 642 5.5
Papua New COuinea 0.8 16 1.1
Philippines 13.8 406 8.5
arr1ca?/ 43 633 = 50
Camsroon 1.3 38 9.0
CeAsR. 0.5 1.2
Congo 0.7 49 1.7
Gabon . 2.4 105 T.0
Ghans 1.9 119 2.9
Ivory Coast Se¢7 278 6.7
Liberia | 0.5 14 4.8
sovrs mmr1ca/ 42 377 =10
Colombia 4.9 8 0.5
Ecuador 1.9 6 0.3
French Guyana 0.5 0.1
Guyana © Oe2 2 0.9
Peru 0.8 4 0.6
Surinam 0.2 4. 7 1.5

1/ Yearbook of Forest Prodmots, 1962-1973, FAO.
‘'2/ Total for the region.
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the management of their forests, although they retain their basic righte to iransfer their
property (seale, inheritanoe, donation) and to enjoy the benefits, produce or income there-—
froms The most usual resiriction is the requirement of a licence or permit m the PFA in
oase the owner wishes to changs the form of land use (e.g. in El Salvador, Argentina,
Colombia, MP!' et0. ), such permits usually being required exocept in speoial cases

loxpunnion of irrigation districts, establishment of murseries, construction of buildings,
eto.). Very often felling licences are only granted on the basis of a working plan.

4.3.2 Lland oapability olassifioation and special restriotions

Yany Latin American forest laws contain land ocapability classifiocation systeme intended
for the application of special restrictions. Suoh classifications are usually based on the
best land use or the main influenoe or attribute of the land in question, forest stands
generally being olessed in either proteotion, produotion or special use categories. Suoh
is the case in the forest laws of Bolivia, Colombia ("Cédigo"), Honduras and Panama, for
instance.

Even if there is no such land olassification, forest laws, as a ruls, oall for the de-
limitation of areas over whioh spesoial ocontrol or supervision is exercised in the publio
interest. Thus the Forest Law of Costa Rioa (1969), founded on the principle of multiple~-
use forests, prescribes that forest zones (inoluding private holdings) may be set aside as
soil protection areas, for streamflow regulation or for the proteotion of the olimate or of
the environment, In ArF_ntim, deolaring a forest a proteotion forest automatically
entails oertain restrictions on ownership and certain obligations upon proprietors; the
latter are also entitled to compensation if they have suffered loss of inoome due to these
restriotions.

4.3.3 Adherence to the regimes governing public forests

Certain laws, for instance those of Costa Rioa, allow for voluntary adherence to the
publio forests regime by forest owners whose holdings are inoluded in a speoial register.
In compensation, the owners receive oertain benefits such as technical assistance, tax
exemption and priority in obtaining oredit. Similar provisions are found in the Forest
Code of Brazil. Speoial interest is shown by Mexioo in the idea of the Forest Management
Unit throna whioh oooperation between the FPFA, forest owners and industry is fostered.
For each large-soale unit, forestry operations can be soundly organized acoording to eoconcmic
and sooial prinoiples, such units often being composed of several holdings each under a
different kind of land ownership.

4.4 Legal Obstacles to Oood Management and Development of Forests

So far we have considered forest laws as instruwents for implementation of policy. In
point of faot, individual polioies adopted to deal with various requirements of eoonomin and
sooial life are not always well coordinated. Furthermore, it is diffioult to foresee ail
possible repercussions of any law intended to implement a speocific polioy. It may happen
that certain laws having nothing to do with forests, or even oertain provisions of a forest
law itself, may actually run oounter to foresiry development.

This fault is often found in laws governing ohanges in land use or in fisocal laws.
For instance, unless great oare is taken in writing laws to promote agricultural settlements,
they may beoome an induoement to clear forests instead of achieving permanent viable settle-
ments. The repercussions of fiscal regulations oan be seen in comnection with the new
Forest Law (1974) of Guatemala, whioh rules that land ocovered by either growing stamds or
stands in whioh lumbering is being done or that are set aside as forest reserves may not,
acoording to this law and its bylaws, be oonsidered as "uncultivated land or vacant land;
land under man-made plantations is oonsidered oropland, as is also land under national
forests managed by, or under the teohnioal supervision of, INAFOR", Pronmab:_ly this provis-
ion corrects a prior precept placing on forested land the omus of considering it indisorimin-
ately as idle, vacant or uncultivated and oonmsequently capable of being cleared for pastures
(perhaps of low produotivity) contrary to the real intention of the law-makers,
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Among forest law clauses that have proven counterproductive should be inoluded first of
all those that overestimate the real capacity of the PFA's, of forest owners and even of the
Judioial system itself, Examples are the generalized and detailed oontrol over timber haul-
age and transport, the detailed statistiocal processing even of unreliable data, the oblige~
tion to submit to PFA's forest working plans or management plane of disproportionate oom-
plexity and the exacting of penalties so severe in oomparison with the seriousness of the
infraotion that the judges cannot, or are reluotant to, enforoe them. The corollary to all
of this is that forest laws must be judged largely by the effiocacy and seleotivity with
whioh they guide the PFA and ooncentrate its efforis on achieving a pertinent and realistio
implementation of forest polioy.

4.5 Law Enforcement and Sanotions

Forest laws are enforoed partly by persuasion, inoentives and education, and partly by
ooercion in the form of sanotions for violations provided for therein. Normally a distinot-
ion is made between serious orimes (delitos) and minor offences (faltas). Since orimes or
felonies fall within the jurisdiotion of ordinary oourts of justioe and are punishable by
penalties including prison terms, the responsibility of the PFA's is normally oconfined o
their reporting and mroviding of proof, and to apprehending the presumed oriminals and
delivering them to justioce. As for misdemsancurs whioh are punishable only by monetary
fines or penalties, in many oountries they ooms under the administrative law (that is, the
rules of the PFA itself) with possibility of recourse by the presumed perpetirators of the
misdemsanour to higher administrative suthorities (for instance, the minister) and ultimstely
to the regular oourts (see the forest laws of Argentina and Honduras). The important duty
of reporting infractions and apprehending the presumed perpstrafors is normally entrusted to
the forest guards oorps (as in BHonduras), the members of whioh are usually oonsidered agents
of the administrative/judicial authorities when on duty within their own areas of jurisdiot-
ion. .

Yany oountries have adopted provisions to make payment of fines and possibly payment of
damages commensurate with the seriousness of the offences., In Guatemala the fines depend
on the number of irees out or damaged (Forest Law, Article 58); In Nexioo the fine depends
on the volume of timber illegally extracted or the area deforested (Forest Law, Artioles
127-129). It is interesting to note that in Brazil the impact of inflation is reflected
in the setting of fines in terms of the minimum wages in force at the time and place of the
infraction (Forest Law, Article 26).

Control to ensure observance of oontracts for utilisation of public forest land and
related problems is a separate matter dealt with in various ways and not always suocoessfully
by different oountiries (compare with 4.2), Very often no specifio rules are embodied in the
laws in this regard, the olauses of the oontraot itself constituting the sole basis for the
control and implementation thereof, Yet, as & rule, the laws do lay down general guide—
lines, as does the Forest Law of Argentina which presoribes that any transgression of the
spproved plan is to be oonsidered a misdemsanour. Peru's Forest Law (1975) specifies
possible reasons for the rescinding of contracts for the extraction of timber and the
oorrect proosdure for denounoing them, JMany countries (including Hondures and Costa Rioca)
have laws requiring that bond be deposited by the conoessionaires, whioh oan be oonfisoated
in case of demonstrated failure to comply with the terms of the oontracts. Ome very
general and important rule is that PPA agents shall have free acoess in the course of duty
to lumbering sites and to roads, plants and offices of concessionaires for supervision and
surveillanoe purposes (see Forest Law of Panama, 1966, Artiocle 52).
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CHAPTER III

FURCTIONS, ESTABLISHMENT AND STRUCTURE

1.  FUNCTIORS AND ACTIVITIES

The mandate and powers of the PFA's examined in Chapter II determine the activities
these administrations perform. One cay say, therefore, that these activities are specifio
to the PFA's, On the other hand, the mere faoct that the PPA's are organisations means
that certain funotions common to any organized system mist take place in the PFi's. This
ie made clear by comparing an organization with a living organism whioh has certain funot-
ions (physiologioal funotions such as respiration or nutrition) common to all living beings
and indispensable for their survival.

In simple terms it oan be said that the forest polioy determines the mandate and
powers of the PFA; the mandate and powers in turn determine the PFA's activities. On the
other hand, the functions of the PFA will be those of any organization (see 1.1 below),
although the relative importanoce and detailed character of these funoctione will be influ~-
enced by the type of aoctivity oarried out by the PFA.

The whole process of implementing a forest polioy consists of the funotions and work
performed by the staff of a given FFA in a specific context, acocording to oertain laws,
regulations and mamuals, and using ocertain physical means. All of this must be reflected
in the field office structure of the PFA and in its type cf management, division of labour
and allocation of responsibilities. The formal and physical aspects of this aggregate form
is the so-oalled "organizational set-up" of the PFA.

1.1 Funotions
According to administrative science, the functions ¢f an ~rganization are:

~ deocision-making - execution (putting decisions into effect)
- cooperation ~ gupervision and countrol.

Sometimes the furnishing of supplies, production, marketing end administration are also
considered funoctions. This interpretation is valid for the analysis of the various partis
of & business or private enterprise, but not for that of a publio administrative body.

By deoision—mking is meant the wise choice of the best option or alternative among
all possible ones in order tc accomplish a specifioc task, In PFi's several kinds of
deoisions have to be talken. There are the datory decisions as to implementation of
laws, decrees, contracts, etc., i.e. those regarding the structuring of the organigation at
different levels, its geographical set-up, and its liaison and interrelationship with other
public agenoies or institutions (especially in federal ocountries like Arggntiu, Brasil and
bnoo). Into another, analogous category fall deoisions relating to the es ablIshment
and organization of fire-fighting servioes (Colombia, Chile) and to the control of pests and
diseases, the creation and administration of national parks (Argentina, Peru, Venesuela),
forest inventorying (Chile, Mexico, Peru) and, in all countries, report writing and statis-
tiocal work in the forestry seotor. Th all oases it is necessary that PFA's make detailed

deoisions acoording to legal presoriptions.

Another oatsgory of decisions inoludes those relating to planning and programming. As
a rule these deoisions are taken on the basis of laws and decrees (seotoral plamning,
regional planning, etc.) and therefore can be desoribed as mandatory deoisions. There is
a difference, however, in that in this ocase the PFA is normally allowed great flexibility
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and can influenoce deciseions. In planning for State forests, for instanoce, the PFA reschee
deoisions virtually independently, although of oourse within budgetary constrainta, Deois-
ions on the anmual programme of work of the PFA's (see that of Peru, 1974) also ooms under
this heading, as do the budgeting and assignment of duties and Tanks. In making deoisions
of thies type one normally adheres to manuals on the subjeot (Chile: Manual para planes de
mane jo), and in all countries, rules governing budgeting must ollowed.

A third oategory o' deoisions are those whioh PFA's taks on their own initiative,
sometimes following formal rules cn manner of presentation, but without having to adapt
decisions to substantive norms. The bringing of bills of laws before legislative bodies
for passage and the subaission of recommendations for necessary changes in the organization—
al set-up illustrate this point.

Cooperation inoludes all liaison between PFA's and other agencies or institutions of
either !E pusﬂo or the private seotor. This very important funotion is desoribed in
Subochapter 2. Cooperation has manifold purposes suoh ass oocordination, planning (whether
regional or natiomal), budgeting, information (pertaining to sirategies and policies of
other institutions, forestry research findings), presentation of joint initiatives (ohang-
ing the forestry education system), teohnical assistance, social welfare, eto.

Cooperation is usually developed on the basis of internal rules of procedure (regional
planning, budgeting), oonventions (eduocation, research), or statutes (associations of
various categories of workers). Very often ocooperation expedites the work of the PFA's,
outting red taps and avoiding overstaffing of speoialised offices within the agenoy itself,

Exeoution means putting decisions (plans, etc.) into effeot, using variocus ways and
means and zoohniques.

On State forest land, the PFA itself normally implements plans and ocarries out anmual
programmes of work through its own organiszational efforts. Exeoution may include reforest-
ation work, silviocultural treatment, lumbering, timber haulage and transport, oconstruction
and maintenance of roads, proouremsnt of equipment, payment of salaries and wages, book-
keeping, etc. Where there are speocial agencies for this purpose, the PFA also does
research work (Chile, Ecuador, Mexico). Other examples of direot execution are measures
for the establis t and maintenanos of national parks, erosion oontrol work, personnel
training, inventorying, eto.

In areas where land does not belong to the State, execution may, for instance, entail
the enforoement of laws (determination of which land is to be under forest ~ as in Chile;
reporting on what oonoessionaires are doing - as in Eouador; oompilation of statistioal
data, etc.)e Also inmoluded is the furnishing of teohnical assistance to non-governmental
landowners; in the latter case, the PFA acts as a servicing agency.

Surveillance and ocntrol work may apply to both Stats forests and private forests.
In the first instance, the PFA exercises control through its higher—echelon staff. The
purposes of oontrol are, among others, to discover differences between the original goals
in the anmmual plans and actual performance, or how the budget is used, or the mammer of
acoountanocy and auditing, what treining has been given, or how publio relations programmes
are conduoted, eto. The control and surveillance of private land may have several goals,
suoch as: to ensure that felling operations oonform with laws and regulations in foroe; to
check on the exeoution of obligatory tasks swsh as reforestation, stand proteotion against
fire and erosion; to ensure oompliance with timber marketing standards as well as witn
rules and regulations governing imports and exports, hmnting and fishing, and so forth,
In this senne the PFA aots as a ocontrol noye The details of control and surveillance
work are found in olauses of laws, in oks, and in rules and regulations (those of
MNexico, for instanoe).

Dutivs and funotions for each office or unit are sst forth in organisational oharts
or dis
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1.2 ivities

Aotivities oan be defined merely by the results to be achieved, viz: reforestation,
lumbering, techniocal assistanoce, and so forth. A breakdown can be made into oomponent
tasks, For instance, reforestation embraces the delimitation of areas, seleotion of tree
speoies, land preparation, roourement of planting material, eto. This definitiom of work,
which does not indicate the maxner of execution, does not lend itself to analysis of the
organizational set-up. Another definition of the term “aotivities™ indiocates how the ocom-
ponent tasks are to be accomplished, taking into acoount the means (teohniques and methods),
areas of oompetence, staffing, sequence of work, oocordination with other tasks, as well as
deadlines and time allowed for execution; in short, this definition inoludes all pertinent
organizational work for job execution. This is a more operatiomal definition of “activity”,
as it indiocates not only the tasks and the methods or teohniques for performing them, but
also the units (manpower or staffing, machinery, etc.) needed to solve the probdlem of organ—
ization.

It is neither possible nor desirable to list here all activities and tasks of PFA's,
since oircumstanoces vary greatly from country to country. It seems better to explain the
prooess of analysis of the organizational work normally involved and neocessary for PFA's,

This proocess of analysis oonsists of eight steps, vizs

(1) Breakidown of activities into individual tasks;
(2) assignment of funotions inherent in each task;

(3) indioation of the organizational level at which each task is to be performed
and the level at whioh the functions for fulfilling these tasks are set;

(4) determination of methods, teohniques, implements and information neocessary
for executing the tasis;

(5) establishment of sequences (with deadlines) for performanoce;

(6) determination of know=how required by the staff for the execution of tasks
and for the various functions implioit in exeoution;

(7) setting the obain of command and oontrol; and
(8) analysis of the iype of organization.

The breakdown of activities into separate tasks gives a better general idea of their
magnitude and of details; 1t 18 also recommendable in order to identify linkeups and inter-
relaticns between various tasks.

Mot:lo‘;g are assigned in response to the questiions: Who makes deocisions? Who oo~
opesrates executes tasks or subtasks? Who checks on performance?

(the forest servioce, upper—echelon staff, the President's offioce, eto. lo-
echelon (regiomal offioes) and the lowest ranks (local or area offi om this,
organic units have to be identified where tasks are aggregated, namely the sub—departments,
the seotions, sub-sections or units, and so forth.

Then, tasks have to be assigned at different levels, from the upper or highest level
to
oes E.

In addition, it is necessary to know wbat options are open as regards methods, tech-
es and implements or means for the acoomplishment of tasks, as well as the oriteria
or norms for ibelir seleotion. The assignment of tasks and subtasks, and decisions regard-
ing techniques to be utilised, implicitly ocalls for decisions as to s noe of individual
or piecemeal jobs, their oommections and link-ups as well as the dates or sadlines for the

oompletion of eaoch task.

Purthermore, responsible staff must be found with lifioations (professional
preparetion, special education, personal qualifioation, eto.) for the performance of the

oorresponding tasks,
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Onoe it is determined that each task is being properly performed there must be a
clsar aggregation of fumotions (for desision-making, ocoperation, eto.) for each task and
subtask. The ideal result of all this should be a contimuous ohain of command and oontrol.

The basis for analysis of the type of organisation is derived from the findings in
these eight steps, and espeoially from the solutions adopted fors (1) breakdown of activi-
tier into tasks; (2) assignment of funotions to units; (3) assignwent of funciions by
leveis; (6) manpower qualifioation; and (7) determination of the chain of command.

1.3 Zypes of Organisation
Four types of organisation oan be distinguished:

- line organisationg - collegliate organization;
- staff-and-line organisation; -~ funotional organisation.

In a line or%ution the head of each unit makes all the deoisions (wkich other
persons imple exeoute) and supervises execution. The advantages of this type of
organisation are olear assignment of responsibilities and, in general, rapid performanoce.
The disadvantages are: possidble overloading of the chief with work; scarcity of special
skills and mowledge; lack of direotion in oase the ohief ig ill or absent; and a break in
oontimuity in ocase the chief is transferred. For that reason this type of orgunization is
good only for the lower organizational levels (e.g. in forest disiriots). It is also
advisable that the head of a staff unit be assured a minimum of offios tenure and that com-
plete and full documentation on all baockground, expsriennes and results achieved be avail-
sble for use by his sucoessor.

In the staff-and-line or%uﬁon, the head has under him one or several teams of
specialists who aot as his sers prepare decisions for him, each from {the stand-
point of their own speoialties. Responsibility for decision-meking still rests olearly
upon the chief in order to maintain a olear chain of command, ¥ormally the specialists
have no oomsand over lower-echelon staff, Only ir speoial circumstances mey the ohief
permit & speocialist to give direot orders to lower-echelon staff, Of ocourse, the special-
ist does have command over his subordinates in his own unit, whether this be & meotion or
subeseotion, eto. The advantages of this typs of organisation are: relieving the chiefs
of the respective offices of soms workload in the preparation of decisions, the positive
influence of speoialists offering their expertise, and greater oontinuity in management.
All this must be weighed against possible disadvantages: sometimes it slows down deoision—
making, or the speoialists or experts may fall inio the temptation of exeroising direot
oommand over line offices — all drawbacks which can easily be &voided,

In the %no%uto type of orﬁution, & board of direotors has muoh the sams suth-
ority as the otor=-general, oisions and orders &re the results of mutual oconsult-
ation; the director=gensral or chairmen is merely acting as spokesman for the board.

Decisions may de well thought out, but as a rule decision-making takes time and in orwoial
miters it is not clear where responsibility lies,

Ina tional or sad the heads of departments or seotions (production, forest
industries, protection, e, oto.) assume command in speoifio fields, each according
to his ovm specislty. They make deocisions and issus commands within speocified restriot-
ions. The advantage of this type of organisation is that the workload of the chief is
lightened to & greater extent than in a staff-and-line organisation and as a rule all pro-
ceodure is expedited. The mrinoipal drawback is a possidle lack of coordimation between
the different departwents so that there may be overlapping or even contradiotion in orders,
oreating oonfliots in exsoution. To some extent it is possible to eliminate this dis-
sdvantage by making commnioation between the various departments mandatory. Another dis-
sdvantage is the greater likeslihood that department ohiefs exoeed ths jurisdiotion or area
of their competence; for that reasom it is neoessary to define very olearly and rigidly the
restriotions placed on them,



In Latin Amsrioa all these types of organisation are found exveps for the ocollegiate
typs. At the oeniral level of the PFA's (whether they be oalled in Spanish 'Subsecresarfa’,
'Direcoién General', 'Direcoién', 'Gerencia' or !'Presidencia' (as in the IFONA of Argentina,

the IBDF of Brasil) the staff ~line organisation is in use. At times there is a =
ency at that level tional ox sation (Bouador, Homduras, 00)s A% the
regional level the organisation is wvery often of the st ne or instance,

Chile and Peru). In Mexico, at the regionsl level, is sometimes only ome forest
inspector, that is to say & line organisation; the same situation ocours in some States of

Bragil, where there is only one agent. At the regional level in Colombia (INDERENA),
the set-up is reminiscent of the functional organisation, beosuse the forest agents are on
the staff of an office also oonoerned with u@gadm. At the looal level (in the forest
distrioct or the forest unit, eto.) logioally line organization is used.

1.4 Desoription of Munctions and Activities

A clear and goneral understanding of the marmmer of orgmnisation and sssignment of
funotions and activities, diversificstion of competence and formetion of units is indispens-
able for the efficient funotioning of an administration with such wide geographical coverage
and suoh oomplex functions as thoss of a PFA. Aocordingly it is neoessary to have a olear
pioture of the procedure in each unit and for each post.

There ars several ways of resenting the procedure:s sither in a desoriptive form,
through graphs and/or synopses, or by mumerioal progremmes and forme.

The do-oriﬁin form axpresses 7erbelly the tasks, responsibilities under normal and
exoeptional o anoes, the interrelations, liaison and commnications between the
various units, the techniques to be applied aoccording to oconditions, eto. Instanoes of
this desoriptive form are found in the PPA's throughout Latin Amsrioss intermal rules of
prooedure, administrative mamals for organisational procedures and techanical mamuals for
execution, inoluding instruotions for the proper ure of mmohinery, imnstruments, ocomputers
and tools, sio. The descriptions of the wvarious posts im the organisation also illutitrate
this mamner of desoription. This lends itaelf very well to the explamation of appropriate
work under various siroumstances, exceptions thereio, and of detalls of links and restriot-
ions,. .

Organisationsl obharts, flov diagrzam and disgrame of funoiione are instances of <
and/or -gﬁio B-%t.tion. This ferm giver an oversll view and helps idensify the
of oo oontrol, as well as sequenocss of teskw and manner of assooiation of parsonz
(for instance the flow diagram). S+¢ill, the graphic presentation is a simplified form

that does not explain exceptions mor does it show how cxecuticn ass to be fitted 1o cirouw-
stances. For this reason desoriptive and graphio prewsriaticons ocomplemsnt sach othar,

Among numerical ammes, computer programuing is coming more and more iato wase,
sinoe it oan provide ﬁﬁo% varied informatioa. Its schematio ocutline shows the souroes
of information and links Detween units. Arithmetioal opsrations and the coxrrespomding
sequences illusirate partial aspects of crganimation. I% is also pousidle %o develop
formal systems of informaiion (for computerization) im order o improve exmoutica from tze
organisational stanipoint, as for instance inforsation sysiess having 4o do with florect
manugement or staff administration. Am effiolent supplement or substitute for admiaicstrat-
ive amd teohnical regulatioczs is the so-called PERT Syster (Programme Svelustion and Roview
Teohniques) which shows the logioal sequsmoes and conmeciions as well as deadlimen fer the
completion of partial tusks in a-whole aggregate of tasks, Anothber mmerical typs of ro-
is simlation, on the basis of which adminisirative and dschuisal decisiens osn b

Among the maxy instsnces we mentien two of the mest reoemt, aumely the "Descripeién
funciones pars los pusstos de prefesionales de la Direccién 4 Desarrolle Feressal®
Desoription of fumotioms fer professional posts in the Ferest Servioce) of *

Maroh 1975) and the "Normas ¢ instrucciones téonicas y administretivas pare
operacién de los Distritos Forestales® (Norms and technical and admimistrative ims

ioms for the forest distriots) of Paragnay (19 July 1975).
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reached in acoordanoe with oertain presumed conditions, thvus anticipating administrative
processes, For the time being, however, such simlaticon systems are not commonly used.

Finally, forms are another means of presenting functione szd sotivities in planning,
execution and control work, The struoture of suoh forme, as well as the instruotions for
ocompleting them, show a oertain aspsct or portion of the crganization, Imowledge about which
may lead to the oollation of information refleoted therein and may serve the purpose of
rationalizing administrative work.

2. PLACE IN THE PUBLIC ADMINISTRATION AND INTERRELATIONS

As desoribed in the powers, functions and activities examined above, the PFA's of all
countries are expeoted to meet fundamental needs that can be summed up as follows:
(a) developing and implementing of unified forest polioy; (b) assuming a ocertain degres of
governing authority; (c) taking a minimum amount of the initiative and exhibiting the flexi-
bility ordinarily asoribed to private enterprise; (d) being oapable of operating at a high
level of executive deooncentration; and (e) taking pert in integrated or oonocerted asotivities,
wadinly at the national and regional planning level, in land use, in produotion and in the
processing of raw materials derived from forests.

Suoh requirements govern not only the internal organisational features of the PFA's, but
also their fitting into the publio administration system a2 & whole, as well as their inter-
aoction and interrslationship with other bodies and institutions.

2.1 Place in the Publio Administration

In an FAO docu.n‘b]/ the main ways for placing the PFA's in the state mmohinery were
described in general terms, with their respeotive advantages and drawbacks, namely: sa) as
part of a ministry; (b) as a separate ministry for forests and forest industries; (o) as a
publio forest authority or corporation; and (d) as being attributed a certain autonomy
within the oivil service, In latin America the type (a) above was practioally the only one
existing up to 1967 and is still the most oommon form at present. During the past eight
years, however, six countries have introduced type (d) and two others type (o) Thus far
there is no instanoe in this region of any Ministry of Forests and Forest Industries, the
solution applied in several countiries of Eastern Europs and West Afrioea.

In FIGURE 9 the ourrent institutional set-up of 25 PFA's in latin America is shown from
the standpoint of theiir place in the government, The first oriterion adopted for this
olassifioation is whether the PFA is sutonomous or not, since this feature of antonomy has
beooms of key signifioance among the innovations recently introduced in Latin Amerioa with
regard to the placemsnt and organisation of PFA's in the government machinery., In deorsas-
ing order of importance, other olassification oriteria have been adopted, namslys whether or
not the national oivil servioce is organized 25 a federsl or a unitary body; whether the PFA
belongs to the Ministry of Agriculture or some other ministry; and the rank and administrat-
ive level of the FFA.

Turning once again to the fundamental requirements ihat all PFA's must in some way meet,
it oan be stated that in the last few deocades Latin Amerioan occuntries have as a rule
satisfactorily wet the requirements of a wnified polioy and of institutional rank, although
there are still soms instanoes of dispersed public authority in the field of forestry, and
soms oountries have no PFA at the desiradble level., 8Still; the trend towards an unequivooal
Torest polioy and the setting up of a PFA with recognised suthority in each country has
beooms guite olsar in this region., PFor that reason the emphasis in efforts for reform or
organi sational set-up has moved towards the attainment of othor roquirements mentioned above,
namelys initiative, flexibility, organisational deconcentration cad conoerted action. VWithe
out taking sides in favour of ome or another set-up, whose advrntages and disadventages have

o¥e8, King - "Nodernisation of Institutions to Promote Forestry Development®.
of Food and Agriculture, 1969, Part III,



FIGURE 9

LATIN ANERICA:
TYPES OF PUBLIC FORESTRY ADMINISTRATIONS

1. AUTONONOUS OR SEMI-AUTONOMOUS PFA's

1«1 In oocuntries with federal governments

1¢1.1 Brasil (IBDF and state services)
1¢1.2 Argentina (IFONA and provincial services)

12 In oountries with state governments

1¢2.1 Centralized state body: Cuba ~ INDAF
1.2.2 Deoentraliged state bodies

142:.2:,1 Bolivia - CEDEFOR

1¢2.2.2 Colombia ~ INDERENA

102:.2,3 Guatemala - INAFOR
1¢2.3 Publio law suthority: Honduras - COHDEFOR
1.2.4 Private law authority: Chile -~ CONAF

2, INTEGRATED PFA's

2.1 In oountries with federal governments
2.1.1 Nexico (under the Secretarfa de Agricultura y Ganaderfa)
2.1.2 Venesuela (under the Ministerio de Agriculiure y Crfa)

2,2 In oountries with state governments
2.2.1 Under the Ministry of Agriculture (or a similar agenoy)
2.2.1.1 With the rank of a Forest Department (or a similar departiment)

2¢2+1.1+1 Costa Rica
202¢141+2 Eouador
2:2.1¢1.3 Jamaioa
2¢2.1¢1¢4 Paraguay
262.1+1+5 Poru
2¢2¢1+1:.6 Trinidad and Tobago

2,2.1+1+T Uruguay

2.2¢1+2 With the rank of a department of renewable natural resources
or a similar department having a forestry seoction among its units

242.1+2.1 El1 Salvador
2+2¢1+2.2 Balti
2.2¢102.) Nicaragua
2¢2¢1¢2:4 Panama

eeefoee



(rig.9, ocontimed)

2.2.2 Under a ministry (other than agrioulture)

2.2.2,1 Belise (Ministry of Trade, Industry, Cooperation
and Consumer Protection)

2:2:2.2 Ouyana (Ministry of Energy and Natural Resources)
2.2,2.3 Dominican Republic (Seoretarfa de Estado de las Fuerszas Armadas)
2.2,2.4 Surinam (Ministry of Development)

N. B, ¢ COLOMBIA - The Corporacién iuténoma del Valle del Cauca, within the area of
its jurisdiotion, is endowed with the compestence and funotions
ocorresponding to those of INDERENA in the rest of the ocountry.
There are 11 other public authorities (corporacicnes) with greater
or lesser sutonomy doing forestry development work.

CHILE ~ The “aotive members” of CONAF and the Corporsciones de Fomento de
la Produooién y de Reforma Agraria are state services.

NEXICO - Each of the federated states has its forest commission., In
addition there are 10 decentralized bodies (semi-governmental
forest agencies).

VENEZUXLA - The Corporsciln Venesolana de Guayana and the Corporacién de los
Andes colladborate with the PPA,

NICARAGUA - The Imstituto de Fomento Neoional (INFONAC) works in the Atlantio
sone, The establishment of an Institute for Renswable Ratural
Resources (Instituto de Recursos Faturales Removables) (IRENA) is
under study.

GUATEMALA - The national forests of Petén (35,000 kmZ) are administered by the
Empresa de Fomento y Desarrollo EoconSmioc del Petén (FYDEP)
(Boonomic Development and Promotion Agenoy for Petén). The oreation
of an Instituto de Reourses Naturales Renovables (IRENA) is under

lw.

to be judged by each ocountry in the light of its oircumstances, it seems olear that the main
recent reforms im various PFA's of latin America (the establishment of autonmomous PFA's in
the form of either “institutes®, “oemtres® or “ocorporations®) must be interpreted in this

T™he sutonemy or semi-antonomy of a PFA is not merely struoctural but is normally achieved
at top level through a deoisi ('Directorio’, 'Jumta', or 'Consejo Direotivo'),
inoluding in its me P 030 (government ministers). The PFA's are under
the jurisdioction, or "area of responsibility”®, of some ministry, usually the Ministry of
Agrionlture, QGiven the importance and mewness of this type of set-up, FIGURE 10 has been
drawn up %0 show the main features of the eight PFA's of this type in Latin Amerioa at

Faturally, restrucsturation intended to impart greater or lesser autonomy to PFA's has

not been the oaly e Now PFA's have been set up using the approach of an integrated
publio admimistration )y or olme the administrative rank of certain agenoies has

been reised (* in) and a trend, the cutoomes of whioh is still unkmown, has
ooms into being in 8 Sowards assuming wider responsibilities in the administr-

ation of renewadle natural resources (as in Nicaragus and Guatemala).
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2,2 Interrelations

As pointed out in speaking of ococoperation, PFA's, aside from ocertain relations of auth-
ority and jurisdiotion that determine their place within the generel publio administration,
have a wide range of links with other agencies or institutions of the most varied ocharscter.
Soms ocomneotions are essential in any publio mschinery, such as those with the Ministries of
Finanoe or the Comptroller-Uensral's Office; it is well to mention them here if they are of
Tecent origin or are still in the prooess of formation, as is usually the ocase with planning
bodies. Other ties are attributadle to specifio aotivities which tend t0 beoome diversi-
fied and to grow as the PFA's develeop and gain in prestige. Due to the information received
on this point in the replies to the Natiomal Questiomnaire it was possible to olassify the
main kinds of links of PFA's under the nine following headingm:

(a) Interrelations with Eﬁ'&%ﬁ ;_w:lu. = These are of great importance in
mmny o, as oa n Chapter ¥V, and are msntioned in most
national reports, somstimes with reference to an agenoy at the sectoral lewel
(sach as the Ofioina Sectorial de Planifacasién Agraris (Agrioultural Seotor
Planning Office) of Peru) and sometimes with reference to the top plamni
agenoy (vis: the Junta Nacional de Planificacién (National Plamning Board) of
Iooador

T the Mniotey of Afrionitene) o
us stries (as a e the Ministry of Agrioulture) or, if
they are amtonomous, are attached thereto, Jaoh of their work ties in with
that of the ministry axd comes within its sphere of responsibilitys land
settlement, land reform, extension work, etoc. There is also liaison between
PFA's and & mamber of offioial agencies and bramches of offices that, whatever
their names in the various oountries, funotion at the matiomal level in
industry, domss4io and foreign trade, publio works, sducation and government,
The reporis also mention, though less frequently, liaison with other depart—
ments, vis: tourism, national defence and foreign affairs.

(o) Lisisoy with looal sdminisirations. - In a ooumtry with a federal comstit-
ution the PFA oonsists of the forest servioe of the natiomal government,
together with their matohing agencies in the federated states (as, for
instance, the Provincial Forest Servioes in Argentima). 4Aside from this,
the PFA's of many countries (Homduras, Nexioo & ) maintain active
relations with manioipalities, part oularly if the latter own forests
(*ejidos’, for instance). In countries with centralised governments there
is also liaison between PPA's and provinces or departmsmts (as in Colombia),
as well as with mltiseotcral regiomal offices (as in Chils).

(4) Liaison with al or semi tal agencies or entermrises.
R T e e e Tresty o7 rimset Torortesss T oo tale sonstiee ke
Colombia and Mexioo, and it seems will becoms so in several others like
m. Bolivia and o In Colembia there are 12 forestry
corporations tioning as ed economy ocorporations cocrdinating their
work with INDERENA., Nexico bhas 10 semi--governmental foresiry enterprises
that can be desoribed from one of the most reoent, namely the "Forestal
Vioente (Guerrero® set up ia 1972 for lumbering in the State of Guerrero.
The Federal Govermmsant allooates funds to it and it may inoorporate any
profits it earns by its own enterprise, as well as any capital invested
by other semi-goveramental or private companies and profits that ejidos,
commnities and private parties earn from their partioipation.




(¢) Liaison with development and oredit ies. -~ Nany PFA's have aotive
liaison with development banks (as do Argemtina and ) or with funds,
like the Fondo Nacional de Fomento Ejidal onal lopment Pusd)

Nexico) and with oentral banks (Costa Rica) and similar bodies which as &
rule not only extend oredit lines for forestry but usually also msimtsin

development, extension, support and supervisory agenocies.

(£) Liaison with educational and research institutions. - PFA's alwost without
sxoeption ocoopers th a oresiry rese educational institutes
in the oountry, if the latter are not already part of the PFA itself (ses
Chapter IV). Such cooperation is mot oonfined to that with forestry
faculties, Dut extends to cther colleges or faculties that offer courses
in any field of forestry or related fields as well as with secomdary amd
vocational schools. The oooperation of PFA's with forestry faculties
normally includes research work, but PFA's alsc collaborate with oemtres
like the Instituto Cemtrcamerioano de Investigacién y Teonclogie Industrial
(Central American Industrial Technology and Research Iastitute) (Guatemsls),
the National Scientifio Researoh Goumoil (g%% and the Institw stal
Latinoameriocano de Investigaoién y Capsocitacidn (IFLAIC) (letin Americsa
Forestry Research and Training Institute) (Vemesuela) (see Chapter YI).

(g) Liaison with fessional foresters' associations. - Professional
Toresters' assooiations im Latin Amerioa that are known to us are listed
in Chapter IV. Some of these amsociations are very imfluemtial, have a
long history and, togethar with more receantly oreated ones,; have showm
great dymamism in oolladoreting with the relevant PFi's in mtters of pmblio
interest suoh as the framing of feresi pelioy.

(h) Liaison with nom~profit-~making bodies. -~ Imto this ocategory falls the
1ialeon that meny %"l a%n wilk assooiations such a3 the Ascoiacién
de imigos de la Tierrs {(Friends-of-the-land Association), the Aseciacién
Boolégica Salvadorena (E1 Salvador Beology Associatiem) ZII Salvador), the
Asooiacifn de Amigos del Bosque (Friends-of-the-Furest issooiation

Guateme la), and other similar groups generally dedicated to protection of
the nment sad of renewsble matural resovroes, which are purtioularly

aotive in ocertain ocountries, mamely Argentima, Oolombia and Vimemssla.

(1) Lisison with private @ mioc societies. <~ Such liaisom of the PPi's is
E*-u'-'.-i? Imdm i{n saxy countries. Ve may oite as an example the
Cémara de Empresarios de¢ la Nedera y Afines (Chasber of Timber and iAllied
Prodwots Enterprises) and other similar bedies in Eﬁ%ﬁ; the Aseciseila
de Industriales de la Naders (Assoaiation of Timber .alists) of
Costa Rica, the Federaciénm de Madereros {(Paraguaysa Federatsion of
Fisber Producers), the Cémara emal de las Industrias Derivadas de la
Silvicultura (National Chasber of Forestry-iAllied Industries) in Nexioce, and
ihe Asociacién de Productores de Madera (Tisber Preducers' Association) ia

3e

The stiructure of PFA's shown in 2o erganisatiomal charts and explamatory motes smd
ted by the various coumtries in reply %o the FMutienal Questionmaire will be 430 basis for the
snalysis of this subjeot. In most Latin Americam couniries with well sirwotured PPA's,
these are usually organised at three levels: ocentral, regiomal umd local. Ix the case ef
integrated PFi's, the cenmtrel level (Hsadquarters) is wsually a Gemeral Directorate or in
other cases & Directorate or Under-Seoretariat of a mimistry, ususlly the Miaistry of Agri~
oulture. Im the case of antomomous or semi-sutomemous PFA's, the IEsadquarters is called
"Presidencia® (President's Office) or “Geremois Generel® (General Manager's Office) (as in
Ar , Brasil and Hondures). The regiomal level pertains o the yrovimces, states er
rosm. or t6 siministrative distriots. Sosetimes there is no regiomal level aad it
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coinoides with the looal level (as in El Salvador and )e The local level may have
different names; usually it is called a "distrito" (aistrio Bouador, , oto.), but

it may also be sermed "frea”, as in Chile, "mroyeoto" or ™unidad de manejo™ (management unit).
Bere we shall mainly e e the central level of the PFi's and then their main links with
agencies at other lewvelal/.

3.1 The Central Lsvel

3.1.1 ZTypical werk ani struoture

At the oentral level there is the head of the PFA and ths various speocislised units
whioh operate as his staff units or as functional units (compare with 1.3 of this ohapter).
These units are struotures in a hierarchy of from two t0 four echelons within the HQ unit,
i.e. the "Direcoién”, "Departamsnto”, "Seooién” or "Unidad™,

The typioal work at the mational, oentral level inocludess

- studying future prospects and developing soocordingly an integrated forest polioy
and a strategy for achieving its objeotives;

= drafting bills of law or updatiag old laws and rules and regulations goveraing
the forest seotorg

~ partioipating in, and counselling on, all mstters of procedure (plans, laws,
changes in pudblic administration) related to the use of the forest resocurces
with a view %0 fostering socio=eoonomio developments

- maintaining liaison with the forest industry sector and other allied sectors;

- setting goals for publio relations and diffusion among the publio of kmowledge
relating to forestry;

= developing a techunioal assistance orgaaisstion for non-goveramental forest
owners;

~ developing applied forestry research and partioipating thereing

= participating in the formulation of policies for ocontimuing education and
traiaing in forestry;

- preparing direotives and publishing mamals (rules and regulations) for the
operation of the entire PFi and for supervising lowsr-level offices.

Froa an exaxination of the organisational ocharts and pertinemt desoriptions it appears
that the central offices of the PFA's studied actually do work that may be termed either
substantive or sapport work.

Substantive work is the most important and signifiocant im relation to forest polioy.
This work ocan oensist of aotivities whioh no other part of the publio administretion is in
& position 40 oarry out., Obviously there is no single definition of suoch work that is
absolute and valid for all oountries. One may distinguish bdetween tﬁul and n&o-ngz
sbstantive work, The latter may not fit in perfectly with the definition of ] ive work
given above.

Su work may not necessarily be inocorporated in the PPA's; in other words, it is not
typiocal for the work of the forestry seotor. Obviously suoh services are just as meocessary
for FFA's as for say other bremch of the publio administration, viss the agricultural seotor,
publio works, eto.

1/ The term "Distrito Forestal" (forest distriot) in soms cases refers to the regiomal
level. In Honduras, for instance, the seven distriots of COHDEFOR are authorised to
plan at the regional level and it is intended to sub-divide thes into sub-distriots,
regions apd management units.
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Aoocording to these definitions the work of PFA's may be olassified as follows:

Substantive oal) work

Forest production
Forest management
Forest proteotion and conservatioan

Wildlife (bunting and fishing) and national parks; recreation and tourism
Yorest industries and timber marketing
Forest engineering and technology

Sapport work

Applied research
Information and publio relations
Education, training and extension

Planning and programming
Muinistration

As regards substantive work it should be pointed out that in lieu of the Sexrm “produo-

oién forestal®, o erms may be used in Spanish, namely "fomsnto® (development)
( ina) or “aprovechamiento forestal® (forest utilisation) (Costa Rioca and 00)e
Despite se variations in terms, what is msant is virtually iden e Bometimes the

term "forest production® is also used to cover non~timber products (Msxioo) or marksting

(Gube).

By forest ment is msant silviculture and silvicultural techaigues, stasd -
ment and, sometimes, p ng Awﬂ.»jv. In » the departmsnt in oharge of forest
management is also responsible for natiomal ’ ife amd forest imventorying. In
other cases oertain sotivities of this department are also assigned to other departmsmts or
to technical units, vis: "forestacién" (afforeatation) (Cuatemala).

st 81

In almost all ocountries, work that comes umder the headimg of £ and

deotion is practically the same, namsly: prevention and contrel o re, pos die-
seses] soll conservation (Colombia) and watershed protection (Chile, Colombis, Jameios) amd
or protection of matural resocurces in general; such gemeral protection u.omon.-. Tor Hs'oo.
to the forest land-use regime (Chile) or oontrol over the olearing of forests for agri-
oultural purposes (Veneswela). some imstanoes, protection of the environment is inoluded
(Colombia and Vemesuela). Oolombia, national parks and wildlife coms under the respons-
i y of the Torest conservation and proteotion unit,.

Nork coming umder the heading of wildlife and national ks inoludes: preservation of

fauns and flora, the oreation and managemsnt of nat 1l Salvador, Peru), hunting
and fishing (Colombia, Costa Rios, Niearagus) amd recrestion (Jamsios).

aotivities inolude:

- oducation and training;

= plamning; )

- information, research amd publio relations;
- organisation and methods.

These will be dealt with im full in Chapters IV, V, VI amd VII of this study. As for

strative su it oan be said that the treditiomal components are: fimamce, budget,
i persomnel affairs, dooumentation, registry, archives amd special
library services. These components are almost always part of the administrative machimery
of the PPA's. Some countries (amomg them Colombia) have also an organisation amd meibods

(04X) unit.
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In some oountries, the administration body inoludes less usual components; Bolivia,
for inatanoce, has a forest fund, El Salvador a forest conoessions and forest proteotion
unit, Chile a unit for sales and oxpoﬁl, Chile and Colombis a unit for rural welfare.

Ococasionally there are within this administrefion body, or in a speoifioc unit, auxiliary
servioes for legal counselling (Par and Colombia), ocommodity storage, ocommnioations,

esto. (Colombia). As an exoception, Paraguay includes planning and administration among
these ary servioes.

3¢1.2 Instances of struotural solutions

As a first illustration, FIGQURE 11 shows the intermal organisation ohart of the oentral
offices of an integrated PFA, the Direcoilén Ueneral Forestal y de Fauna (General Direotorate
of Forestxry e) of Peru. In this oase, produotion is handled in the Divisions of
Forest Management and of Extraotion and Forest Produots. Stand management is in the hands
of the Directorate of Forest Management, while forest industries and marieting of forest
produots coms under the Division of Wood Extraction and Forest Produots; forestry engineer-
ing and technology come under the subdivisions Stand Management and Beforestation; protect—
ion and oonservation, as well as wildlife, are handled by the Comservation Division., There
is a plan to set up a new research unit, Bucation and training do not appear in this
organi sational ohart beosuse this work is done at the University of la Nolina, by CENCIRA,
and by the National School of Publio AMdministration. Programming and planning and other
pertinent matters ocoms under the offioces of programming and administration; the latter
offioe not only does administration work, but also provides support services., The offioes
of Asesorfa Juridica (Legal Counselling) and Estadfstios (Statistios) also provide support
servioes.

Another illustretion is that given in FIQRE 12 whioh shows the functional set-up of

an autono PFA, namely the Usrencia de Bosques (Porest NManagemsnt Offioce) of COHDEFOR

. this case the work of technical support embraces two main areas, namely

forest techniques and protection. The first inocludes ocontrol over land use, mapping and

location of forests; trees stoock assessment (inventorying); and economio and silvicultural
treatment to sescure sustained yield.

Forest protection involves organising fire prevention and fire~fighting systems, as
well as pest and disease oonirol. It also involves oolleoction of seed, establishment of
tree murseries and romotion of natural regeneration of stands, planmning for watershed
managenent, control over shifting agriculture, and inoculcation of the idea of multiple use
in forest managemssnt,

Planning on howv ths publioc ocan benefit from the sooial funotion of the forests is dome
by a forestry extension unit through campaigns to raiss publio consoiousness with regard to
forests and their role, through encouragemsnt of assocoiations of forest workers and foresy-
ors, and through cooperatives for resin collection and committess for forest protection.

The produotion function consists in genereting amd ocontrolling the production of raw
materials for the loosl industry, This imnvolves the conduct of a continmwous mu/oolt
analysis for raw materials, the costiag of raw materials, purchases from private holdings
and determining of out, quantities, pricrities, methods and techniques for forest utilis-
ation, and exercoising oontrol and vigilance to emsure 4he fulfilment of purchasing and
sales oontraots.

.In this instance %00, the substantive tasks, both typical and supplemsntary, mentioned
above are evident. In the case of a forest suthority ("eorporecifm®), the aspsets of rod-
uotion aad ocosting mst receive special attention. It is worth noting that COHDEFOR
considers the sooial fumoiion of foresis as one of the most imporsant, as is shown by the
place assigned t0 this function in its orgmmimsational chart, It is also worth noting that

1/ Information derived in part from the FAO/IIB report on the forest projeot of Olanoho.



FIGURE 11

PERUs ORGANIZATIONAL CEART OF THE DIRECCION GENERAL FORESTAL Y DE FAUNA (BIENNIUM 1975-T6)
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FIGURE 12

HONDURAS: FUNCTIONAL ORGANIZATION OF THE HONDURAN STATE AGENCY FOR FORESTRY DEVELOPMENT (COHDEFOR)
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for more effective performanoce of field work an operations unit has been established right
under its forest management offioe ("Gerenoia de Bosquu‘, which is direotly responsible
for direotion, ococordination and execution of work in the forest distriots. This means
that, despite the foous on functional organiszation, it was deemed desirable to emphasise in
this way a staff-and-line type of liaison between the staff of the Director's Office and
the field or distriot agenoies, whioh appears to be a very good arrangement in a maricedly
operationsl organigzation, as is the ocase with COHEDFOR's Forest Management Offioe.

3¢1.3 Consultative and deoision-making oollegiate organs

The consultative or (oounoils, oommissions or committees) are oomposed of members
with expertise in oe n seotors of publio life or in oertain specialities relating to the
forestry seotor. Certain members of these oounoils ocoms from the PFA's themselves or from
other parts of the oivil service. Others represent seotors affeoted by deoisions taken in
the PFA's (private forest owners, forest industries, eto.). On the advice of these con-
sultative bodies it is possible to broaden and oheok the information on the basis of whioh
PFA's make their deoisions. Furthermore, through these organs, the FFA's oan evaluate the
feasibility and the acoeptability of their deoisions. Instances of suoh oonsultative
bodies are Colombia's oounoils or oommittees on forests, fisheries, watersheds, wildlife and
national pcrs. Bolivia has both & oonsultative oounoil and a technioal oounoil to advise
the Director~Jeneral and the rrogramuing and ooordination units; other similar examples
ooour in Jamaica (Consultative Forestry Development Committee of the Direotor of the PPA)
and El Salvador (Technioal Committee in the Head Office). Some countries also have
rogioud—!mf oouncils. In the case of a federated oountry, like Argentina, a National
Forestry Commission, in addition to advising, suggesting and proposing, also helps to
ensure that national-level work is properly organized by having among its members a delegmte
from each province responsible for the enforcement of the Forest Resouroes Proteotion Law.

Consultative organs must not be oonfused with M n—making ocollegiate bodies or
boards of many autonomous PFA's. For instanoce, of Colombla of Quatemala
have a Junta Directiva (Board of Directors); CONAF of Chile and COHDEFOR of Hondures have &
Conse jo Direotivo (Direotors' Counoil), while IFONA of Argentina has a "Oonngo de Admin-
istracién (Administrative Council) and CEDEFOR of Bolivia & "Directorio" (Directorate) (see

FIGURE 10).

3¢2 At the Regional level

Work of the PFA's at the regional level must correspond to the objeotives and strateg-
ies set at the oentral level, adjusting them in a manner that suits regional and looal oon~
ditions. From this level it is possible to direot and supervise the execution of field
works That is why it is necessary to delegate deoision-making to the regional level.

The main tasks at the regional (or zonal) level inolude:

- setting of goals and terms of reference for the implementation of national
forest polioy in the region (or zone);

- laying down of guidelines, analyzing, spproving and ohecking on the execution
of long~term plans (management plmss and annual programming at the loocal level
for all distriots, areas or individual enterprises, eto, in the region whioh is

under the jurisdiotion of the FFA;
- organizing and monitoring of the technioal assistanoce system;

- ooordinating of foresiry plans with those of other seotors (region-mide
plamning);

~ suggesting ohanges in staffing, administrative proocedures, etc., with a view
to enhancing the effioienoy of the organigzationy

~ preparing the regional budget and being responsible for finanoing.



- 46 -

The execution of this work requires some speoialists or professionals whose speocialties
oorrespond in part to those of oentral office staff, That is why it is necessary at this
level to have units analogous to those at the oentral level, although the regional ones are
oriented more towards operational work. FIQURE 13 gives the organisational ohart of the
regional services of CONAF, Chile. In this ocase the teohnioal, financial and administrative
departments correspond to the same departments as the oentral level, and the smeotions of the
regional departments oorrespond to those of the oentral offioe. This similarity between
organio units at the oentral and regional levels facilitates ocommunioation and squarely places
responsibility where it belongs.

3¢3 At the Looal Level

In order for any PFA to funotion well, to ensure oorreot and full implementation of
forest polioy and projeot a good image of the agenoy in the minds of the publio, it is
vital that ocompetent staff be assigned in suffioient number to the looal offioes. As
discussed in Chapter IV, muoh still needs to be done along these lines in all, or practically
all, PFA's in Latin Amerioa.

The main tasks appropriate at the local level inoludets
« drafting of annual plans for all forest work in the form of integrated programmes
in line with the regional forest polioy;

- exsoution of approved plans or programmes in order to achieve the goals set;

- enforoement of obedience to laws and adherence to norms by oonoessionnaires
and non-government forest owners;

= supplying of teohniocal, economio and financial data for acoountanoy purposes;

- improving of forestry work in the light of analyses of previously attained
results;

- updating and oompleting of inventories and oompiling of information and
factual data, inoorporating results achieved;

- improving workers' oonditions, inoluding permanent on—~the-job training.

4., STRUCTURAL OPTIONS ARD MODELS

4.1 Conditioning Factors

What has been stated above regarding the organisation of PFA's gives a good idea of
the many variants that exist as to number of exeoutive levels, the hierarchiocal set-up,
assignment of funotions, eto. Aside from these alternatives taken from actual examples,
other possible options exist for whioh different models will be proposed below. But first
of all it is neoessary to analyse the prinoipll factors affeoting the ohoice among options
a8 to struoture.

Forest ownership, whether federal, state, communal or private, affeots the balance
between teochnioal work executed by the PFA itself (managemsnt of state forests, for instance)
and supervision or legal oontrol over activities in private forests. In partioular it
affeots the sise of forest distriots and the number and training of PFA staff, BSimilarly,
the dispersion of forest holdings in a oountry and their sise govern the density of the
looal administrative network and the intensity of ocontrol at higher lewvels.

The assi t of funotions and duties also affeots the organisation, and espsoially
the struofure u.nE Tormation of its units and consequently its staffing (nusber and type).
It also affeots liaison with other institutions or bedies. JMuch also depends on whether
or not responsibilities for furnishing technical assistance to private forest owners, as
well as for forestry researoh, education and training, watershed managemsnt, O+, eto. are
assigned to the PFA or not. In soms instances oertain responsidilities oan be disoharged
through contracts or arrangemsnts with other bodies - education, training and research, for



FIQURE 1

CHILZ: ORGANIZATIONAL CHART OF THE REGIONAL OFFICES OF CORAF
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instance. Peru's Ofioina Nacional de Evaluacién de Recursos Nacionales (ONERN) is the
agency rupouﬁ!o for forest inventorying. Another example is the system of granting
lusbering oonoessions in state~owned forests. In these cases ths advantages of the sav-
ings on staff and means must be weighed against the disadvantages of losing direot oontrol
over sotivities,

Another signifioant point is the st of advencement of the PFA. For historical
reasons in latin Amerioa, oertain FFA's ﬁw been established onF very reoently, others
are just developing and soms are well developed; their structures differ accordingly.

In the case of one recently established PFA, most of the work is still oentred at Head-
quarters; it has only s eold offioes and many of them only with a single offioer. The
osntral body handles almost everything, from laying down forest polioy to field work. 1In
this oase work is neocessarily conocentrated in a few organio units, the heads of whioh have
many diverse responsibilities (production, national parks, research, eto.).

The developing forest servioes delegate some of their funotions to lower-level (usually
regional) offioces, tut do not have enough field staff. Erxecution of work and control are
oarried out in part by the field offioces. In addition there are more speoialiszed orgamnio
units at the oentral level.

The already well dewvelo administrations have staff at all necessary levels with
greater diversifiocation in the organio units of the oentral and regional offioces. One
typical oonsequence of the growth of PFA's is resistance to deocentralisation of funotions
and activities, This resistance is shown not only in the numeriocal deployment of staff at
different levels, but also in the soarce delegation of authority to lower-ranking staff,

The mumber and capacity of available staff is a oruoial faotor in the struoture of PFA's
and is olouF Tinked 5%5 itofr lingo of Imiopnon't. In oxrder to deoonoentrate it is
necessary to have expsrienced executive staff (professionals, teohnicians, vooationally-
4rained workers).

There are many alternative struotures depending on the composition of the specialiszed

units. Some speoialisation is neocessary for the oarrying out o% aotivities as complex as

80 of a PFA. But there is a limit to the degree of specialization, namely the exoessive
sub-division of funotions. Any excess in these not only entails overstaffing and is expen-
sive, but also leads to overspeoialisation, with too many hierarchical levels in each unit,
and favours oentralisation of authority, oonfliots over duties or overlapping of work.
This also ocoours at the regional level whenever there too there are spesoialised units like
those at the oentral level. '

The struoture of the PFA's in countries with a federal ernment depends on where
sathority is lodged, whether in the mational government or in 55: federated states or prov-
inces, Sometimes the federal set-up oonmists of two levels (the oentral government ope and
federal delegations to the states). The oentral government is responsible for forest
polioy and promulgates it with law-setting standards. It is at the state delegation level
that the testing of the execution of work in the forests ooours to determine whether it
oonforms 0 these legal norms. A decentralisation is possible here through delegation of
oontrol to state or provincial forest servioes whioh with their stronger field struoture
can do supervisory work more easily and efficiently. Suoh devolution of authority may be
formalised by conventions or sgreemsnts (as in Argentinma).

4.2 S4ructurel Options

FPor 2%3%; offioes of the PFA's there appsar to be twe main optioms: either their
integreation into the regional administration or their separation from it. If the state
owns vast forest lands, separate regiomsl branches of the PFA seem best, sinoe these
brenches should function virtually as business enterprises on their owm. Otherwise, that
is to say where private forest holdings predominate, the PFA is mainly responsible for
approving managesmsnt plens, providing technioal assistance, seouring oompliance with legal



obligations, and so forth, In such a case the PFA becomss essentially a control authority
and it therefore seems best that it be integrated in the appropriate regional set-up of the
oivil service; it is recommended that the manner of its integration allow it to make use of
means and resouroes already available to that administration in order to minimiss ocosts.
However, in suoh & case bureauoratization should be avoided and independence in technioal
deoisions safeguarded.

Various structural options can be put forward, talking into acoount the scope of the
oontrol and the types of mansagement.

Henri Fayol, in his famous book on ndniniltrutionjj, investigated the problem of scope
of control, He did expsrimsntal research to determine how many workasn a foreman could
direot and supervise; how many foremen a teohnician oould have under him, ete. What he was
trying to do was to devise a rough numeriocal soheme for staffing with effioient oontrol.

The mumerioal ratios derived by the Fayol method are not striotly applicable to all
administrations, but show that a staff pyramid should be constructed on a broad base. Ir
the soops of supsrvision is too narrow, there is overly striot oontrol, which wastes the
time of the supervisor, lowers the personmal satisfaction of the staff and eliminates the
inoentive to worke At the other extreme, if the soops is too broad, control can only be
superficial, so that it beoomes impossible to ocatoh errors, ocordination is weakened and
the influenoce of the chief on achievemsnt of the goals is diminished,

At present the soope of most PFA's is too narrow and they are heavily oentralised,
espsoially at the national government level and sometimes even at the regiomal level, This
has a ready explanation (need to strengthen forest polioy and to ensure liaison with oentral
institution; unfavourable living oonditions in the field, eto.). Despite all this, efforts
have been made towards deoconoentration of staff, although with uncomvincing results (see
Chlp‘t.r IV).

The ¢ of ment depends mainly on how deoisions are made and how and to whom
rupouibIH%y 1s E.E...R!. There are two possible extremes in deoision-making: the

first is sutooratio management, and the seoond is vollegiate managemsnt. Autooratio
#g_t_lgx_'g (a single person makes all deoisions without consulting anyone) Is good ia times
of emergenoy (fire, eto.) and is often applied at the local level if the forestry offioer
really has no one to oonsult. Autooratio management is not advisable at the highest lewvels,
although it is sometimes resorted to because of diffidemce or professional inseourity. ™he
autooratio form of management at levels where the staff is highly qualified paralyses init-
iatives and suffooates self-oonfidenocs of the staff. Furthermore, when the ohief is away,

work oontinuity is more or less suspended,

Collegiate ment is based on demooratio deocision-making of a group of direoctors
with a oﬂo% who 5- merely pri inte « Under this system, in oases of dissemsion
or confliot of views, dooilfonl are &n Ey a vote, This deliberative form of management
is not usual in business enterprises nor in government, because many problems require quiok
deoisions, Furthermore, it is important that a single person assume full responsibility
for most decisions. - In practice there are many variations between these two extremss. A
very good solution at the highest levels is to have a general or headquarters staff, as more
baseline data are available on whioh deoisions oan be made, and oonsequences of deoisions in
various seotors oan be antioipated more acourately, although responsibility still falls on

the ohief alone. .

Another oriterion for deoiding on the type of management is the extent to whioh
ibility is delegated, For oertain important deoisions it oammot be delegated at all, ﬁ%

1 = "Administreation industrielle et générale: prévoyance, organisation,
oo ement, ooordination, oontr8le®, Dunod, Paris, 1925. PFirst published in
the bulletin of the Sooiété de 1!'Industrie Minérale, 1916.
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there are many instances in whioch it can be delegated tc subordinates in the same office
or in lower~levsl offices. There are two main ways of delegating responsibility, namely:
mansgemsnt b* obaoot:lvu and ment by exoeptions. In the first case the responsible
person is we ormed, through prior accord re with his chief, as to the objeotives
to be attained both in quantitative and qualitative terms as well as regarding deadlines
and available rescurces for attaining these goals. So he oan deoide upon the teohniques

and methods to be used within his ares of responsibility and apply them without need for
prior aunthorization.

ment by exception requires that responsibility and its limits be oarefully
defined. person in obharge may make deoisions within these limits without any restriot-
ions, needing only to consult or place the deoision before his superior when some problem
beyend his own terms of reference arises.

By avaliling themselves of these methods of delegation of responsidbility, chiefs and
supervisors oan free themselves from dealing with minor details and oonmocern themselves with
major problems. Delegation of responsibility is absolutely essential for deconoentration
Purposes. It gives good results because through systematic deoonoentration responsidility
is spread over the entire staff, with oonsequent personal satisfaction, greater identifioa~
tion with the agenoy or imstitution, and greater dedication to work and henoce better perform—
anos,

The requisites for oonsiderable delegation of responsibility are:

-~ adequate planning (for operational purposes, imdiocation of optioms, eto.);
clear determination and delimitation of responsibility;

an effective oontrol systen;

good professional competence of staff}

training and readiness of staff to assume responsibility,

Professional oompetence begins with sohooling that should include training in deoision-
making, including praotical work, In addition, on=going training in advanced methods is
neoessary, and it is recommended that the abiliiy of officials to make decisions and
shoulder responsibility he evaluated regularly. In order to induce staff to acoept respons-
ibility it is very important for the PFA's to provide a good, human personnel management
based on equal treatment for all members of the staff, whatever their eduwoational bdackgroumd.

4.3 Jdodel Or‘u_r_x_gntioul Charts

Present-day FFA's are very diverse as regards organisationmal struoture. So an obvious
and quite justified question arises as to whether there is any one optimum organisational
model, The truth is that there is no single optimum model that is universally applioable,
National situations and problems differ so much that no one form of organisation offers the
answer to all,

Any speoifio solution bas to be based on the conditions in imdividual ocountries amd
take into acoount extermal and internal oiroumstances that influence the struoture, The
diversity of influenoes affeoting struoture explains why it is not possible to devise any
simple model organisation Mﬂn’. If an attempt is made here it is for purely heuristic
reasons: the idea is to present certain besio models that oan be useful in a discussion of
this subject. Perhaps these models may fit actual oonditions in oertain oases, beosuse,
in 00 far as possible, they combine features already fouml in existing PFA's.

J_/ In this case "model™ means an abstract image that presents in a simplified form the
main features of one part of reality and the intermal relationships within that part.
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The main influences that must be reflected in the organization of PFA's are the
"oconditioning factors" mentioned in Seotion 4.1 of this ochapter. The features that have
the greatest impact on the struoture of these models are the three stages of development
already defined: developed, developing, and inoipient) PPA's. Since the structures
of the young and eveloping" P s are transitional, they must be so oonstruoted as to be
readily oonvertible at a later stage into the permanent "developed" struoture.

Under each of these three types possible differences must alsc be examined, depending
on whether the administrations sre autonomous or integrated into the publio administration.
In addition to these three models of unitary PFA's, two models of federal PFA's are of fered.

Model 13 A developed PFA (unitary)

FIGURE 14 shows Model 1.a with three levels (oentral, rsgiomal, looal) and some indio-
ation of departments or support servioes.

FIQRE 15 gives Model 1.b with some details of the headquarters structure. Obviously,
in the presentation of a structurs at this level it does not matter whether the PFA is an
integrated one or an autonomous one, but it is assumed that it is a highly developed one,

The terms of referenoce of the Direotor—(eneral ocover the entire forestiry seotor. It
is recommended that he be advised by a ocounoil or board, especially for the framing of
forest poliocy. In an autonomous PFA it seems even mors essential than in the case of an
integrated one ithat there be suoh a board, althoughk a board is very useful in either oase
in order to make the maxrimum of information available and to be abie to cheock on the feas-
ibility of implementing the forest policy.

In order to ocover all funotions and activities of a PFA it seems best to create as
many as six offices or departments (although there may be fewer), viz:

Produotion - Researoh and Eduoation
Forest Utiligation - Programming
Proteotion and Conservation - Administration, inoluding the

Legal Counsel

Six departments are suffiocient to make adequate control by the Direotor—General
possible, This model also provides for committees to advise heads of departmenis. The
degree of specialization is olear from the sssignment of funotions and duties among the
divisions or sections in sach department. Sometimes analogous activities are grouped in
a single division in order to eliminate overlapping of similar work and exoessive special-
ization. The nmumber of higher-bracket general staff echelons oan also be reduced, This
does not mean that there cannot be several senior expertis or specialists in eaoch unit, but
they will not all be chiefs of a unit but rather assistants to the ohief, The mumber of
such assistants should not exceed that required by major duties. Another reason for a
maximum of six divisions is that of keeping a manageable soope of oontrol. The model for
such divisions applies to a country with vast tracts of forest land and a highly developed
PFA. In a country with less forest land, some of these divisions oan be comvined,

When a PFA is a part of the general oivil service it may at times share oertain
servioes. Those divisions or departments that lend themselves to being transferred to
other parts of the publio administration are marked in FIQURE 15 with asterisks. Normally,
autonomous PFA's must have suoh units, but at times they may do without, provided there is
an arrangement for lending of servioes.

At the oentral offioe, the appropriate type of organisation is the staff-and-line one
or else the functional type (the latter for very large oountries).

In this model the regional office (in FIGURE 14) has only one consultative or advisory
board and two departments. board reflects regional requirements and is oomposed of
representatives of forest owners and forest industry as well as other branches of the
regional publio sdministration. The technical departments embrece all matiers involving
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MODEL 1 s DEVELOPED PFA (headquarters structure)
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produotion, lumbering, protection and conservation of forests corresponding to the respeot-
ive central offices. Normally it suffices for the head of a regional technioal office to
have a maximum of three specialists, one each for the fields referred to, avoiding if poss-
ible the formation of sectione in the technical department unless there is a great amount

of work in the region in queestion. The regional office of a PFA is mainly responsible

for budgeting and control over the use of the budget, finances, personnel and legal counsel-
ling. By special mandate it may also be placed in charge of public relations, project
evaluation, etc. The handling of special affairs depends on whether the regional agency is
autonomous or ies part of the public regional administration.

The looal office (whether dimtrict or area) normally coneists of a chief and his staff
{acoountant, storage facilities, secretariat, eto.). The technicians, vocationally—trained
workers and forest rangers or wardens work out in the field. In oountries with very little
forest land the PFA may consist of only twc levels. In that case it would be advisable to
eliminate the regional office and strengthen the loocal one, to which two small units might
be added, one technical and the other administrative. The problem of control at the
seoond, or local, level can be solved by having several inspectors of else having depart—
mental chiefs from the central office (production, lumbering and/or proteotion) supervise
one or two districts.

Model 23 A developing PFA (unitary)

FIGURE 16 shows Model 2, namely the oentral office of a developing PFA. In this oase
certain departments can be merged. The department for produotion combines the produotion
and utilization offices of Model 1.b. The department for protestion and conservation cor—
responds ezactly to that in Model 1.b , although with some merging of divisions. The same
is true of the administration department. The programming offioe inoludes the usual div-
isions plus the research and education office of Model 1.b.

As in Modelj.b, the divisions or departments are indiocated which can be eliminated in
the case of sharing of the services of the general administration (marked with asterisks).

The most appropriate type of organization for a developing PFA is the staff-and-line
one and, as a second possibility, the funotional organization. In case the latter is
adopted, it would be advisable for the terms of reference of the chiefs of departments to
be ciroumscribed.

Por further details see explanations given for Model 1.b. Model 2, without further
growth, is suitable for countries with little forest land.

In any case, a Model 2 PFA oan easily grow into a Model 1 PFA through a splitting of
divisions and departments.

Model 331 A young PFA sunitele

PIGURE 17 shows Model 3, namely a oentral offios of a young PFA with two departments,
one for forests and the other for administration and planning. In this ocase too, gradual
growth towards Model 2 is feasible. Otherwise there is no need to oomment on details.

Models 4-I and 4-II: PFA of a federal government

In countries with federated states there is normally a national forest servioe respons-
ible for the general forest polioy throughout the oountry, for management of To!orally owned
forests and for ocoordination of federal funotions, suoch as s ation and research, in states
or provinoes. In addition there are state forest services’/, each responsible for the maw—
agement of state forests and for forest policy in each state in line with the overall

federal forest polioy.

l/ The adjeotive "state" applies here to federated units, whioh may also be oalled
"provinces”, as in Argentins.
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FIQURE 17B

MODEL 4-II: FECERAL PFA (decentralised)
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The typical administrative problem in the relations between federal-level and state-
level services is how to maintain oontrol or ensure surveillanoe over enforoement of laws
and implementation of forest polioy in ocommunity or privately-owned forests. There are
basioally two ways of solving this problem, namely (1) the federal service enforces the law
and implements federal forest polioy among all owners (whether state, munioipal or private)
through its own branoh offices throughout the oountry; or (2) the federal service delegates
such functions to state servioes,

Model 4-I (FIGURE 17A) shows a type of organisation oorresponding to the first option.
In this oase the oentral office of the federal servioce has almost the same organs as shown
‘= the previous models. Given the importance of the task of polioy-making it would be
aav.. “le to oreate a forest polioy department to draft forest laws, ocoordinate federal
forest laus with the forest polioy of the states and, possibly, to take charge of publio
relations, education, training and research. In each state there should be one branch of
the federal forestry %ﬁi in obarge of implemsntation of federal forest polioies through-
out non-fed orest in each state. To that end it would have a supservisory or sur-
veillanoe seotion cooperating with a legal ocunsel and an advisory board. If the federation
has its own pudlio domain forests in a oertain state, it will manage them direotly., For
that reason Model 4-I shows the departments of management and proteotion placed at the feder-
al agency level, r offeotive oontrol over field work it is neoessary that there be
oreated, as a third level, a forest rangers' or wardens' corps for regular surveillance of
work being done by non-federal forest owners. In the case of federal forests, anmal prog-
rammes and plans ocan be executed through district or area offioces.

Model %-_-n (FIGURE 17B) shows the seoond option, based on complete delegation of super—
vision, oontrol and surveillanoce to the forest services of the states in order to ensure
implementation of federal forest polioy. The head of the federal servioe supervises the
implementation of forest polioy through state bodies. This solution implies offioial dele-
gation of these responsibilities to state servioes whioh polioe all forests, irrespeotive of
ownership, but always and solely through federal delegation of authority. The federal
servioe should maintain ocntrol over the work thus delegated through on-the-apot inspeotion
and reports submitted by the state servioces.

Again, none of the possible options can be stated to be the best in absoclute terms.
The actual solution will depend on oiroumstances, vis: the oonstitutional form of government;
the provisions in the forest laws; the existence nnd/or phase of development of state serv—
ioces; the sige and geographio distribution of the country's forests; and the availability of
manpower or personnel.

The first option would be speocially advisable if forest mervioes of the states are
lacking or if the federation possesses large forests. The second would be recommended, in
rrinoiple, wherever well organised and developed state or provinoial servioes exist or where
there is a dearth of forest personnel.

1/ The liaison of this federal forestry delegation with other federal agencies in states
or provinces will not be examined here.
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CHAPTER IV

HUMAN RESOURCES

1.  BACKGROUND

The availability - or dearth - of trained forestry personnel has besn onme of the main
oonditioning faotors in the development of PFA's in Latin America. The history of their
growth and affirmation in almost all countries refleots the achievements in university-
level training of staff, The as yet incipient expansion of the field gervioes of these
administrations is explained in part by the relatively slow advances in training of inter-
mediate-level techniocal and vocationally trained manpower in this field. About 15 years
ago, the mumber of PFA's of the region that were suffioiently staffed to be oconsidered true
organizations oould be counted on the fingers of one hand. Quite a few schools from whioh
many of the foresters now working in the PFA's were graduated did not even exist in 1960.
Only Argentina, Chile, Colombia, Mexico, Venezusla and the Inter—imerican Institute of Agri-
cultural Solences (Turriaiba, Costa Rioa) had Dy then been engaged for some time in the
training of higher-level forestry siall. The dearth of university-educated foresters was
partly overcome - as is still being done in oertain other countries -~ by the recruitmsnt of
agronomists (ingenieros agrénomos) with some specialisation in forestry. For the training
of intermsdiate-level forestry technioians there were only six sohools (in Chile, Cuba,
Guatemala, Mexico, Uruguay and Yenezuela), whereas there was virtually no systematio vooat-
ional training.

In the decade 1960-1970 there was & very vigorous expansion of university training in
forestry with the establishment of four foresiry sohools in Brasil, Bolivia, Colombia and
Peru. In addition, intermediate-levsl technical forestry sohools were set up in Chile,
Colombia, Cuba, Dominioan Bepublio, Eouador, Honduras and Prinidad. It was during that
dooac, onos trained staf? were available, that tThe rapid srom of PFA's became a general
trend (see FIGURE 18). :

Also during the period 1960-T0 the Latin American Forestry Commission emphasiszed the
need to strengthen PFA's above all by the training of manpower and fostering careers in
forestry. The Seventh Session of that Commission (held in Mexioo in 1960) noted the slow
progress recorded in the organisation of publio administrations responsidle for forest
resources and recognised as the fundamental reason the lack of any real comprehension of
the importance of the foresiry profession. The Tenth Session (beld in Port of Spain,
Trinidad, in 1967) pointed out that the main obstacle to progress in this seotor was the
lack of strong servioes in oharge of forest resources. It noted the definite oorrelation
between the progress achieved in oertain oocuntries in the field of forestry and the strength-
ening of their forest services. The Eleventh Session (Quito, 1970), while recognising the
valuable work done by most forest servioces, stated that despite the great responsibilities
placed upon forest servioes, their funotions, rank and place within the goverament machinery
were not always wvhat they should bej their budgets did not emable them to acocomplish their
functions; the salaries with whioch the staff was working did not permit full-time dedication
40 the work, job terure was uncertain, and there was a lack of balanoe in the deploymsnt of

techniocal staff.
1 ama of forestry education in Latin Amerioa at the end 17 4he decade
The general panor : .

1960~1970 was described systemstioally by H.L. Shirley and J. Prats
of the faoctual information published by these two writers is already cutdated, which shows

Y/ rley and J. Prats Llsurads — Forestry Biuoation and Training in latin Amsrica.
FAO, Rome, 1569 !ﬁ:ﬂ-o73975,-
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ths remarkable dynamis:a that hss characterised most of the foresiry eduoation systems in
this region. ™is by no mesans signifies that all shortoomi or diffioulties have been
overcoms. As a mtter of fant, as J. Bucarey pointed out 1/, some of the bamic limitations
to availability of trained staff for forestry development still have to be overcome; there
is a dearth of intermediate-level ferestry teohnicians and vocationally trained workers;
many university curriocula have still mot been properly adjusted to actual circumstances in
the region; mmnpowsr resources and meterial meanz for educational use are atill inadequate,
and good instituiiqnal arrangements for fostering ococoperation among training institutions
still hokinéj.

On the other hand, listing of achievements in latin Ameriocs in training and employment
of forestry staff in recent years would be interminable. In general it can be said that
higher education in forestry has improved in quality and thers has been oontimuous quantit-
ative expansion. With some exceptions, thers is not yet any saturation of demand, even
though the mumber of sochools and programmes has already exceeded the forecasts for 1980 (mee
PIGURE 18). Some countries, Brasil Yeing one, have in thase few years multiplied the mumber
of their professional foresters and have officially reocognized foresiry as e caresr, so that
it is now casier for forestry professionals t¢ find employment. Other countries, Argentina
and Colombia among them, have furthered the prooess of deoconcentration of prof-niomE and
teohnioclans in the field of forestry by deploying them throughout the country. Other
oountries, Chile and Nexioo for imstance, have launched advanced systems of contimming eduo-
ation. s<Inl others, Prasil and Venesuela in this case, offer oonsiderably developed post-
graduate forestry studies. Som small oountries, inoluding Honduras, have recently reached
the “eritioal mass" of trained techricians and managerial staf?, whioh enables them to under—
take with oconfidence truly ambitious forest®ry development programmss. Cuba, pursuing its
enlightensd general polioy of promoting eduoation, has vigorously developed its system of
forestry education and applisd the "study/work® concept tc all levels, inoluding the univers—
ity level whiock was introduced at the University of Havana in 1972. There are about a dosen
oountries whiok, bdecause of their small geogrephioal size, sparse population, and the relative
insignificance of their forestry sector, or bscause of other physioal and socio-economic
faoctors, still have no real demand for trained forestry persomnel that would justify & full-
soale forestry education system. Among these countries some have, however, made notable
efforts to provide scme training, for example by serding students abroad, through on--the-jod
treining, and through the establishment of milviculture departments in faculties of agri-
oulturs, and of soheols for forest

There are stil]l many gaps and oconsiderable difficulties in the region with regard to
training of forestry manpower as a whele, Still it must be said that there is universal
agreemsnt that weil treained munpower is the prinoipal motor of forestry development and that
this ooncept must be constantly pursued. - Among the purposes of the movement for strengthb~-
ening institutions and sdministvative roforn, in whioh smany of the PFA's of the region are
ongaged, two have definitely to do with education, namely: providing more information to the
publio as $0 tke impertance and signifiocance of forest resources and specifio ocontimuing
training and eduoation of servimg psrsommel for forestry development work.

1/ J: Ducarey - "Forestiry Miwocation in South Amsrica®.  UNASYLVA Vol.27, No.107.

2/ An impertant step towards Satering institutional ocopsration was taken during the
FAO/SIDA Perestry Muocation Development Seminmar held in Quito, Souador, 10-28 May 1976,
during which an "Associstion of Centres of Forestry Bincation in latin America"wvas
establishad.

}/ Useful suggestions en how to train forestry persomnel at all levels in oountries whioh
oannot afford a complete system of forestry edusation are found im the paper: "Los
‘reoursos humanos on ol desarrollo de admimistraciénes forestales jSvenes” (Haman
rescurces ia the development of young forestry administrations) by R, Delphin and
Jole layton, presenied at the Seminar on Nodermisation of Publio Forestiry Mministration
in ‘the Forestry Seotor of latin America, Lima, Peru, 10=29 Novesber 1975,
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FIYORE 18
» LATIN AMERICA:
SCHOOLS OFf HIGHER EDUCATION AND ACADEMIC FORESTRY EDUCATION PROGRANIGS

in 1968 and 1974, with 1969 o jections
of 1980 requirements

Region or ccuntry 1 96&1/ 1 914-" 1 9301/

Argentina
Bolivia

Bragil
Caribbean
Central imerioca
Chile

Colombia
Eovador

Mexico

Paraguay
Perm

C W iw = O d O N

Q =
- O e LW N = s O N

-l

O (W = = O Wy =S -

Surinam, Ouyans, 0
French (uines

Uruguay 8]
Venesuela 1

o

- b
-d e

TOTALS 17 26 ' 18

o ¥ - mar vo_xomm

B.L., Shirley and J. Prats Llsuradé - *Foresiry Rlnocation and PTrayning in
rica¥,

. [} -' 1 [ ]
2/ JForesiry Depariment (FAO) - Werld List of Foresiry Sehools. FA), ume,
1 -

2, STAFFING

2.1 Situation and Trends

At the beginning of 1974 most PFA's of the region had permanent staff of betwesen 50 and
3,700 persons (see PIGURE 19). For lack of oomplete informmtion, dsta for the PFA's of
three large ocountries -~ Argentins, Peru and Venesusla — were not inocluded in this Figure, but
the number of their umiversity-trained staff may be estimated at 100 %o 200 each, with a
proportional msber of staff in the other categories.

The staffing of the PPA's should not be confused with the manpower in the forestry
sector as a whole. Comparing FIGURE 19 with FIGURE 20 it oan be seen that in Oolombia ard
Urn , for instance, a great musber of the professionals snd tschniciams ao
Jobs outside the PFi. Bowever, in virtually all oountrius the PFA's are the prinoipal
employers of higher— and intermadiate-level forestry siaff. The diversifiocation of jobs in
this sector, marked in oountries such as Argentina, Chiie, Nexico and Vemesuels, refleots a



- 64 -

FIGURE 19

EMPLOYMENT IN THE PUBLIC PORESTRY ADMINISTRATIONS IN 16 COUNTRIES OF LATIN AMERICA
(a8 of 1 Jamuary 1974

NUMBER OF PERSOKS EMPLOYED

With With With With no
university intermediate- vooational specifio
COUNTRIES training level technical training training | TOTAL
training or
squivalent
(Engineers, etc.) | (Technicians, etc.)| (Forest guards, etc.)
Forestry Other Forestry Other Forestry Other
Belise 5 - 2 4 3 - 9 51
Bolivia 7 21 6 18 - 20 30 102
Brasil 2 127 64 - 58 156 506 453 | 1,364
Chile 84 45 281 107 26 64 242 849
Colombia 79 - 56 12 336 92 19 766
Costa Rica 5 16 - 6 - 36 51 114
Ecuador 64 8 96 4 18 6 8 204
El Salvador 1 36 2 24 1" 120 182 376
Guatemala 4 7 36 19 23 20 508 617
Guyana 4 1 39 3 22 13 45 127
Honduras 4 20 5 112 27 42 15 99 320
Jamaica 5 5 62 30 40 - 65 207
Nexico 291 247 830 382 9 198 1,695 3,734
Roaregoa - 6 - - - - 2 30
Parsgaay 15 1 5 8 3 14 2 48
Uruguay 15 5 9 6 - - 177 212
TOTALS 726 467 1,536 708 799 1,104 3,18 99121

Source: Replies to the National Questionnaire.

Footnotes:

Washington D.C., 1974 (3rovisional text).

1/ Or at the date oclosest to 1/1/74 for whioh informstion is availsble.
2/ Bstimates for the IBDF only.
3/ IKDERRNA only.
_4,/ Aoocording to the FAO/IDB Report on the Olanoho Forest Projeoct, IDB,




ENPLOYMENT IK THE PORESTRY SECTOR FOR UNIVERS ITY-TRAINED
OR TECENICALLY-TRAINED STAFF IN 10 COUNTRIES OF LATIN AMERICA
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FIGURE 20

NUMBER OF PERSONS EMPLOYED
with university with intermediate~
COURTRIES education level, tecknicel |RAH0 &Y
training (approxi~ Totals
() (v) mate)
Belise 6 6 1a1 12
Colombis 556 224 5a2 (i
Costa Rica 33 10 Jai 43
Ecuador 116 106 181 222
El Salvador 43 27 4a3 70
Guysna 11 67 1a6 78
Jamaica 10 93 149 103
Ficaragua 10 7 1a1 17
Paraguay 23 14 583 37
Uruguay 41 20 2a1 61
TOTAIS 849 5T Ja2 1,420

Souross Heplies to National Questionnaire.

degree of maturity of the forestry profession that seems to be correlated with the age of

the sohools.

ers' associations, of which there were 11 in 1973 in nine countries in the regi

{

1t

a
E

leos

£

lombiai

Asociacién Forestal Argentina
Centro Argentino de Ingenieros Forestales

Sociedade PBrasileira de Engenheiros Forestales

Asociacién Chilena de Ingenieros Forestales

Asociacién Colombiana de Ingenieros Forestales
Sociedad de Ingenieros Forestales de Antioquia

Another analogous index of maturity is the existence of wofout::ls} forest-
H
s

EI. Kelts - International Direotory of Professiomal Foresiry Associations and their
noipa.

blications.

Journal of Foresiry, Washington, D.C., August 1973, and

ternational Union of Societies of Foresters "Directory of Professional Foresiry
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BEouadort Sooiedad Forestal Ecuatoriana

Hondures: Asooiscién Nsciomal de Profesionales Forestales de Honduras
Nexioos Asociacién Mexiosna de Profesionistas Forestales

Uruguay: Sociedad de Méonicos Forestales

The oldest professional foresters' association, and that now has the largest membership,
is that of Mexioo (founded in 19%51). This is natural, because from the first graduating
olass of the Dsouela Naocional Forestal at Santa Fe and Coyomoin, D.F. in 1911 up until the
olase of 1971 of the Forestiry Klunation and Research Unit of the National Sohocl of Agri-
culture, Chapingo, & total of 706 professional forestsrs has besn graduat e It oan there~
fore be stated that the level attained dy Nexioo's PFA and the development of the country's
forestry seotor have been based on a oontimous supply of university graduates in forestry
for over 60 years.

Brasil's situvation is quite different. Although it has had a federal foresi service
sinoe 1975 and subsequently a well organised state forest service (in the State of Sao
Pmulo), its first higher school of forestry was opemed only in 1960, The establishment of
six highar scbools of forestry within 15 years which oan graduate foresters at an anmal
rate of over 200 is doubtless awong the most spectacular and significant events recorded in
Iatin Amerioca as far as supplying Zorestry manpower is conoerned. The rapid growth of the
IBDP (established in 1967), that had 193 professional officers in 1974, shows the jmpact
that availadility of qualified staff can have on the development of a PPA.

A partionlarly notswortihy instance of the oorrelation between trained manpower and
institutional development is provided by Honduras, whose government adopted an approach
based on the dewvelopment of manpower resouroes coupled with the strengthening of the
operational oapmoity of its PFA. At the end of the 1960's, thanks to a professional staff
training pro ¢ Bany professional foresters were trained abroad. During that same
dooulo’!%‘)’. 4the Escuela Nacional de Cisncias Forestales — ESNACIFOR (Matiomal School of
Foresiry Soiences) was established. Since 1959 already the Govermment has had a Forest
Guards' Corpé. DBy about 1973, FHonduras oould rely on a considerable pool of nationals
trauined in forestry, capadle of vigorously promoting the country's forest deveiopment. In
1974 the Government estadiisbed COHDEFOR, whose forest management office is now staffed as
follcwss

Profescionals 25 (of whom, 20 foresters)
Teohaicians ‘ 139 (of whom, 112 foresters)
feahnios) field asnistants 136
0f2ice aides o]
Total: 320

In the sase of Chile's PFA,; tks recent inorease in staff has been as followss

1971 55 employees
1972 450 =
Jnes 1973 T10 »
December 1973 849 "

An important point regexrding the staffing of the PFA is the kind of training received
by staff of every level., PFINURE 19 indicates the percentage of university-edmeated staff
that had reesived training im forestry; in ocertain countries, namely Colombia, Bouador and
Homlures, there is a largs musber, while inm other coumtries, viss , Jbile and Nexico,

Zosionistas Forestales. Tercer Censo de¢ Profesionistas
00, L X} .
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the mumber is still high, while in yet others, Bolivia and Guatomala, the nmumber is smaller.
The overall average of 61% indioates the impact of graduates of Latin Amerioan torestry
schools on these numbers. By way of compariscn with a FFA, the Liatory of which has
always depended on the mumber of professional foreaters (ingemieros ae ontes), 3¢ should
be noted that in 1974 Spain's ICONA had 496 professional foresters out of & total of 564
university-educated staff, oquivalent to 89.7% of the total. Sisoce the ¥Fi's deal mainly
with technical mmtters, most of the staff in the line of ocommand are either psrsons holding
degrees in forestry (ingenieros forestales) or else persons holding degrees in agriculturs
(1ngenieros agrénomos) with speoialisation in forest:ry. -‘Only among unigher—echslon staff
at the central office level, and sometimes at the regionsl level, are there alsc other
kinds of professionals (lawyers, oivil engineers, gradunates of commroial soboois, sconom-
ists, and so forth) in speoialist posts,

2.2 Staff Deployment

This study confirms ihe ourrent opinion that unbalanced deployment of stalt, and not
merely shortage of siaff, is a very common shortooming of FFA's in Latin Amerioa. Thyee
aspesots of this staffing will now be discussed:

a) spatial deployment: ises looation of staff
b) funotional deployment: i.e. work assigned to staff

o) struciurai deployments .8, mumerioal ratic bhatween staff at different levels.

Spatial and functional deployment are ciosely ocorrelated. VWhersas it is normal for
rractioally all the managerial and planning staff to be looated ir ths capital, most of the
ataff engaged in forestry operations are assigned to the fisld offioces. Stili it may
happen that the field offices do not actually have operational functions, but do mainly
bureamcratio work. Inversely it may happer, especially in small aountries, that almost all
genuine operational staff is based at hewdquexters.

226 1 S Etiﬁl de gloxgnt

The need to achieve a suffiocient degreec of spatial dsconocentration is a fsature of all
PFA's throughout the world. This is due tc the functiows of supervision am novsally also
of management whioh PFA's met exsroise over vasuil tracts of lamd, fremummeliv in ivacoessible
areas far away from the oapital. Information on the spatial depioreen. vi uiwi’f given here
refers principally to oountries with a federal structure amd illustraies mastly the distrio-
ution of staff between the nationsl capital and provincial towns, while it wovides little
informmtion on dsoonoentration dowm to the field persoms!l lewsl-  Suoh in“mation, how-
ever inoomplete, shows that the lavels of spatial Aeconcantratlion and Aeosnirslination are
still not satisfactory, although there is a tendency to improvemsnt as manpowsr resources
inorease and more funds are made available to FFA's,

Argentina's IFONA is not very deconcentrated considering that 47 of its professionals
work In 550 oentral office and only 18 out in the field, Still, IFONA, together with the
provinocial forest services, constitutes a fairly decentralised system, sinoe the 18 provina-
cial forest servioes have a total of over 100 professionals and a total staff of over 2,500.
There is oonsiderable deconcemtration of the DirecoiSn General de Bosques of INDERENA in
Colombia, sinoe 4ihis agenoy has 18 foresters in its oentral offioces and 51 out in the field,

other hand, many of Colombia's foresi offioers work in the decentralised system made
up of the Seoretariats of Agriculture of the Departments, and above ail of the 12 ‘coryora~
ciones forestales' that funotion as sutonomous, semi-governmental agemoies. Venssuels,
with its Guyana and Andes suthorities, offers an analogous oase.

In Brasil, the growing availability of high-level forestry staff bas speeded up the
rocess of fleld deconcentration that the IBLF has been fosteriug in recent years in the
Amason. Deoconoentration is schieved through state delegations of the IBDF that cooperate
with the forestry commissions of the various states (Amasonas, Paxrd and, reocently, also
Aore). In the oase of Nexico, an idea of the spstisl distridution of forestry staff (in
general and not solely that of the PFA) oan be obtaimed from the national ocensus of Nexioan
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professionals of 1972, vizs

Professionals in the Federal Distriot 176

Professionals in 10 states (from a maximum
of 35 in Miohoaokn to & minimm of 10 in
Veraorus) 178

Professionals in 22 states (from a maximum
of 8 in Chiapas to a minimum of 1 in
Aguasoalientes, Hidalgo, Queretaro, Tabasoo,

Zacateoas) 68
Totals 422
In Central Amsrioca, duras stands out for having greatly deocnoentrated its FFA staff,
mainly sinoe the establi of COHDEFOR (in 1974).

2,2.2 Deployment by funotions

FIGURE 21 gives an idea of the funotions of the higher—echelon staff in 15 PPA's in
Latin America, broken down under the following headings: a) managerial or exeoutive;
b) planning and programming; o) research; 4) staff training; e) field opsrations. Note
the high percentage of staff in the first three groups versus the low proportion of staff
doing field work and training.

FIGURE 21

NAIN FUNCTIONS OF UNIVEES ITY-EDUCATED STAFF IN 15* PUBLIC
FORRSTRY ADMINISTRATIONS IN LATIN AMERICA

University=educated staff
FUNCTIONS . ('ingenieros', eto.)
Forestry Other Total <
(a) (v) (a4d)

Managerial and exeoutive 161 106 267 22.8
Plaming and programming . T2 100 172 14.7
Research 97 89 186 159
Staff training 22 20 42 3.6
Pield operations 197 92 289 24.7
Other 157 55 212 18.3
TOTALS 706 462 1,168 100

Source: Replies to the Mational Questiomnaire.

® Belise, Bolivia, Presil, Chile, Colombia, Costa Rioca, Eouador, El Salvador, Guate rla.
Guyana, Jamaioa, Mexioo, Nicaragua, Paragnay and Uruguay.
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FIGQURE 22

SUBSECTORAL DISTRIBUTION OF UNIVERS ITY-EDUCATED OR TECHNICALLY TRAINED STAFF
DNPLOYED IN THE FORESTRY SECTOR IN 10 COUNTRIES* OF LATIN AMERICA

Subsector

Number of employees

With university

With intermediate—~level

education technioal training
or equivalent
Forestry Other Yorestry Other
Public forestry
administration 188 12 2T 97
Forestry education
and research 84 4 6 2
Private forest enter-
prises (including industry 208 46 73 32
and commerce)
Other (including other
seotors) 243 4 90 -
TOTALS 723 126 440 131
Source: Replies to the National Questionnaire,

# Belise, Colombia, Costa Rioa, Esuador, El Salvador, Guyana, Jamaioa, Micaragus,

Paraguay, Uruguay.

FIGURE 23

SUBSECTORAL DISTRIBUTION OF UNIVERSITY-EDUCATED OR TECENICALLY TRAINED STAFF
IN 4 FUROPEAN COUNTRIES

Austria Denmark Finlamd Rorway TOTAL
Subseotor

P T ) 4 T ) 4 T P T P T

Public forestry
dministration 427 (1,053 871 250 3581 240 | 170] 590}1,04212,133

Forestry eduoation of 8 [ 110] 110 s12| 2
and research 115 56 41y 10 24 3 56
Private ¢ t enter-
m:-.(im:un: 221 942 | 89} 300 85413,060 | 320] 900]1,484}5,202
industry and commerce)
Other (inoluding 2) 100 380} 310} 170§ 1 838] 608
outside employment) 216] 48| T2 1 Sj
TOTALS 979]2,009 | 295] 660 |1,832]3,690 | 770]1,750] 3,876]8,100

Sources Replies to a questiomnaire for the Muropean Foresiry Commission (1975).
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if one comniders trosder functionsl groups for the entire forestry sector (see
PIGURE 22) one gets an idea of the rslative employment opportunities offered by: a) the
PFA'c; ) elucational and rezsarch ins4itutions outside the PFA's; and o) private enter-
priss, It is interasting to comparse FIGURE 22 with FIGURE 23 which give the same kind of
informetior. with veferenie ir four sourniries of central and northern Eurcpe. In the 10
countries of Lstin Ameriocs, as in the four countries of Burcpe, the distribution of univer-
sity-adocated steff in the ‘our Mnotioual groups is virtually the same: 25-30% in the PFA;
10-15% in education and research; 30~40% in privats enterprise and the rest in other active
ities (i.e. neinly cutside the foresiry sector or cutside ithe ocuntry). The situation is
quite difforent as regards technioal staff, since in Latin Amerioa over S0% of the technio-
ians are working in 4he PFA's, while in Buropean ocuntries over 65 are working in privats
enterpriaes,

22,3 Strmotural deploymsent

Sinoe mont sotivitiesr of the PFA's are either operational or svpsrvisory, but always
field opsrations, their ideal structural mcdel is a pyramidel one. At the apex of suok a
mddel there iz the direntor, and beiow thers are the professionals, technicians, foremen,
skilled vorkeres, and unskiliel worksras, It is wery diffioult to oconform to this ideal
wodel 1f the pvallability of teohnicians and of skilled labour is inadequate. Certain PFA's
of Latin Amerios have disproportionsiely more university-educated foresiers than teohnioians
and skilied workesrs (ir some instannes %he ratio is 3 foresters to 1 technician).

Beuador’e PFA stuff hae inorsased steadily in the past sight years as followss

Cutegories 1566 1970 1974
Professionals . 39 59 72
Technioiane 64 89 100

While the gradual iporesse of trained staff inu geneval is s positive fantor, the im-
balanot Letween professionals and tachnicians is svident and has even slightly inoreased with
the pasning cf time, frex 1/2 %o 7/10,

The numerioxl reiic of profersionsl staff to technical in Costa Rina's Forestry Depart-
ment hes ovolwud as fellowas

Catogories 1911 1972 1973 1974
University~educated staff 13 14 17 21
Chalf Wi, Lrnteemelicte- 7 6 6 €

level technisal training

e »allo of professions: to technical staff rose from 2/3 to 7/2, that is to say,

wbat has bsen formsd is really an invirted pyramid, The general situation for the 16
oountries of Lnsin Amrica cxm e uween in FIGURE 195. Only Chile, Guatemals, ?g,
%ndnru. Jusa’ica asd Mexico hiuve s pumeriocal Tatic of professionals to technicians compat-

. The pyresd 82y structure. This means that frequently the professional forester
has to perform many tasks =hat oculd be assigned to mroperly treined subordinates if they
wers 2ot Y00 few in aeaber. Although the number ¢f technicians and skilled labourers is
groving, ouly rovsly 19 thers o retic of even 1/1 between professionals and teohnioians.
Under these sircumrtancez the professioral cannot exsroise his supervision or control
funstions with walferwity, uwrd this may cause joroblems in human relationships, Farther-
more, such distortions complicate the Aslegation of respomsidbility, the sine non for
deconcentration The date in FIOURE 19 show the following deployment of s in 16 PPA's
aooording s¢ levsl of training:
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Smf with university education

Porestry 726 Basio of university-oduostsd wis?l o
Otaer 467 To el Trotala s ey = 10 ¢ epmos,
TOTAL 1,193

Staff with intermediate level techniocal treining
Forestry 1,536 Batio of iechniocal ataff
Other 708 o vooatlonally-trained utaff = o | approx.

T0TAL 2,244

Staff with vocational trnuio&

Poresiry 799 Ratic of vooationally~trained stafl
W‘ko - ey = 1 to 2 approx,.

Other 1,104

TOTAL 1,903

Unskilled workers
CGRAND TOTAL 9,121

A oomparisorn uf these mumerioal retios wiih thooe in FPIRRE 24 refersring to {iwve European
countries gives & good idea o the comsiderabls diffurence in stxvoture:

15 ocountries of Latir Awerioat
 JE

b *12_44____‘

v 1203

5 oountries of Buropes

P 2682

T'm
v 16222

If we now consider the foresiry seotor as a vhole, ihe gumerical Tatfo o7 vniversiiy-
sducated to techmically trained staff seums evex leas favourable, !hi: is tree in the ten
countries of Latin Ameriocs licted im FIGURE 20, ermiuding .mﬁ Jwrniode This Mgure
oan be compared with FIGURE 25 which gives data fer Ewrcpe T ASXicR.

These comparisons oconfirm the diagnosis of many writers wio davn gointd Smt %hat tha
scarcity of teobnioally and vooatiomslly traimid eteff is omd o.f tho w3t mriens shost-
comings not only of PFA's but of ihe entire foresixy zeoler of iaiin .macics.
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FIGURE 24

ENPLOYMENT IN PUBLIC FORESTRY ADMINISTRATIONS OF FIVE
EUROPEAY COUNTRIES ACCORDING TO LEVEL OF TRAINING

(data referred to 1973)1/

Fumber of employees

With university

With intermediate-

With vooational

COUNTRIES sducation level teohniocal training only
training
(foresters, eto.) (skilled labourers, (forest rangers,
eto. ) eto. )
Austria 427 1,053 785
Finland 358 240 4,950
Hangary 1,163 2,598 3,000
Norwy 170 590 2,000
Spain 564 758 5,487
TOTALS 2,682 5,239 16,222
(a) (v) (o)
Ratio % = 1 t0 2 approx.
Ratio -:- = 1 to 3 approx.
FIGURE 25
DBPFLOTMENT IN TEE FORESTRY SECTOR OF UNIVERS ITY-EDUCATED OR
TECHNICALLY TRAIWED STAFF IN 11 COUNTRIRS OF EUROPE & AFRICA
(data from 1970 to 1974)
Number of eamployees
COUNTRIES With university With teohniocal Ratio &
education training °%
(a) (») (approx. )
zuropsl
Austria 979 2,099 1% 2
Denmark 295 660 1 %0 2
Finiand 1,832 3,690 1t0 2
Bangary 1,700 2,880 3%S5
Norwvay 770 1,750 2%5
TOTALS 59576 11,079 1% 2

1/ Replies to a questionnaire for the European Forestry Commission (1975)

ooo/u




(Pig. 25, oontimued)

Number of employses

COUNTRIES With university With teohnical a
ednoation training Batio ¢
(w) (v) (apmrox. )

A’HIOE[
Camsroon 37 126 3t 10
Congo 50 260 1t t05
Gabon 18 30 3t 5
Ghana 25 300 1 to 12
Ivory Coast 50 260 1% 5
Liberia 25 20 1 t0 1
TOTALS 166 155 2+%% 9

g/ ¥o Sohmit - Contribution to & World Bank study on the Forestry Sector in
s oa (unpublished).

2,3 Persomnel Admipistration

2.3.1 Qeneral policy

As is normal in all oivil services, the seleotion, recruitment, promotion and
remuneration of PFA staff are adjusted to prevailing gemeral practics. But adherence to
these common norms does not mean that the PFA's should not legitimately enjoy some degree
of freedom, As a Tule the PFA of a oentraliszed type allows little margin for variation,
especially as regards salaries, which are determined acoording to point systems, scales,
or sochedules established centrally by the oivil servioe.

Antonomous or sexi-sutonomous PFA's seem to have wider latitude in appliocation of
general polioies in force for ocivil servants. % GCOHDEFOR, for instance, enjoys
wide powers of recruitment of professional staff, ino ng foreigners, INDERENA of
coﬁnbis has its own Industrial Relations Division for the reoruitment, sslection,
contracting and olassifying of its staff. In both oases, of oourse, it oamnot be said
that the PFA's have their own persomnel polioy, but rather that the special features of
their imstitutional terms of reference are recognized, and oonsequently they are allowed
a oertain flexibility in recruitment and retention of whatever staff is required under
their mandate. Normally the variants in this matier are attributable either 4o the faot
that no general persomnel polioy has been defined for the oivil service, as in the oamse of
) »8 s Or else that the PFA has as yet not been brought under the general provisions
ﬁ:_: administrative careers, as is the oase in Bolivia, As has been seen recently with
regard to Brasil, the incorporation of foresters in ihe oadres of the public administration
has been one E %o making the PFA's more highly technioal, and oconsequently to promoting

forestry development.

Nexioo, an exception in Latin Americs, has a basio forest law (the Forest law of

9 Jamary 1560) d.uosbing the foresters' profession, their professional functions at tbe
Bead of the field servioes of the forest administration (the forest regicns or distriots),
and also desoribing the professional forestry corps. This is in fact the sole case in
Latin Awerioa of whioh it oan definitely be said that there is a specifio persomnel polioy
for the PFA. Mexioo's ocase is comparable to that of France and Spain, whose professional
foresiry corps were set up over & oentury ago as the backbone of their respsotive forest
servioces, so that the principal explioit funoction of the higher schools of foreatry has
been to train upper—echelon civil servioe staff for the PFA,
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23,2 Begruitwent

Only rarely is recruitment of new staff a responsibility im whioch PFA's enjoy complete
sutonoxy, at least as far as tbs upper~ and middle—level posts are oomvernsd. 4As & rule,
PFA's share this responsibility with some outside organisational unit, usually the persomnel
servioce of soms ministry., The recruitment process leads to a deoision, i.s., the making of
offioial appointmsnts whioch, depending on ths case, ocours at various levels and in different
offioces in ocompliamce with the laws in foroe in each country. The oarrying out of the
decision then dsvelves on the personnsel offices The deoision to appoint is somstimes taken
for reasons or under oircumstances beyomd ths oontrol of the PFA but the important thing is
that the latter be fully imvolved in normal procedures that lead to objeotivity in the saking
of the decision, namely in making the job desoripiions and in syveluating the oandidates,

The job desoription for eaoch of the posts in the administration is a firm and clear
basis for the staff recruitment proocess. Many oountries have a more or less broad desorip-
tion of posts for their PFA's. A few illustrations are given in FIGUHE 26. As a rule there
are formal desoriptions only for the highest posts. In some cases these descriptions hold
closely to the general mamual for job olassification for the oivil service. The form of the

desoription may wvary. It seonm advisable to divide this desoription intc basic fumotions
and activities, indicating also the extent of responsibility,

FIKRE 26
THREE ILLUSTRATIONS OF JOB DESCRIPTIONS FOR PFA'S IN LATIN AMERICA
CHILE
DEPARTANEWSO TECKICO ZONAL (Zonal Teohmioal Department)

Organi sations Zonal
De ment: Technioal

Post: Departmsnt Chief

PrinoiE duties: To direot and coordinate at the highest level the work of
progy ng plaxning, sand oontrol and technioal assistance to be rendered

by the Zomal Offioce to mamagement distriots or units for effioient implemsntation
of plans and prog

i3 To ococrdinate, and colladorste in, the framing of new plans and
For the some.

To prescribe how technioal assistancs and training is to0 be furnished $o managemsnt
distriots snd units.

To supervise, coordinate and control work in all seotions under the responsibility
of the offiocer.

To coordinate and monitor programming and check on performance of work in fields
related to the training and security of 4bs suthority's workers.

To ooordinate and control programxing and check on psrformance of work in mutters

rol::ug to ths oare of machinery and wvehioles, construction of oivil engineering
works, eto.

To coordinate and oontrol the elabdoretion of programmss and supervise the perform-
anoe of duties of specialists in the Forestry Section.

To coordinate collaboration among sonal specialists of the loa.ml Plaming Office
for the framing of manogemsnt plans.

To oompile information for each Zomal Director in acoordance with imstruotions
issued, and to advise the latter in mtters having to do with work plamning and
management of forests.
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fioations of De mont Chief
Eduoations A degree in forestry (title of ! Ingeniero FPorestal')
Experiencet 3 to 4 years of professional work.

Other ﬁ%-ntu Proferably knowledge of, and some experience in, planning
s on work,

Staff Relasions

Lipe subordination: The Department Chief ocomes under the Zonal Direotor.

Supervision: The Teohnioal Departmevt is comprised of the following unita:

- Programming amd Control Seotion

- Forestry Seotion

~ Infrastruoture and Drefting Seotion
= Training and Seourity Secticn.

COLOMB
XIDILB-LEVE]L, THCHNIC IAN
%ﬂuﬂom: Schooling to the level of "perito® or the squivalent in
mne.
i t Overseeing semi-akilled or unskilled labour. TaXing detailed dsocisions
n course of operations.

Res ibilities: Exscution of cxrders of his supsrior (Tonioco Superior) and
nﬁh on use of manpowsr and staff assigned to techniocal work.

P, N, FORIS?T

Sualifioationss
- Peruvian by birdh

« Discharge froa the Armed Foroes

= Secondsry schooling .

= Completion of a oourse as park wardem or ferest ranger
- Good condnot oertification and aptitude for the job.

Spesific fymoticns:

- To advise the Director or the Chief of the park or forest reserve on oontrol work
apd performmuce of ‘asks

= %0 crganise patrols of varisus semos

= To taks part in the patrolling

- To make animal

fications for each post are written wp in the jeb desoription.
-at-m-t“:"om“ 1y specified as regards ednes “"ﬂ experience (in various fields),
professienal or vooational aptitude, memagerial akility, persomal qualificatiens.

I% is very siguifiocant that INDERENA ) is giving preference in premotiem o
eandidates with oa:idn:\bh field expariemce. principle this is very seund beocause
decisions takem at higher levels will usually be better amd £it in more with the astual
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situation when the person appoinied has had such experience., It would be interesting to
examine the advisability of having every foresiry officer bagin his career with at least
s minimun mandatory period of field servioe.

24303

Employees of the PFA's are paid acoording to regular oivil servioe wage soales,
Bven though sutonomous PFi's do have soms bDudgetary flexibility within the limits of their
own statutes, it does not appsar from informstion to hand that this flexidility io normally
reflected in higher salaries for their staffs, although they may enjoy more operational
looway and have at their disposal a greater amount of equipmeni, vehicles and a better infre-
struoture, all of which oonstitutes a real inoentive,

The principle that oivil servants should - aside from such perquisites as family sllow-
ances, in-grade steps for years of servioe, and so forth - have salaries on a par with posis
that are considered oomparable holds true gemerally, though with some exoceptions. In

lor, for instance, it seems that the offioers of the Ministry of Public Works receive

fer salaries than those of other winistries in view of the oompetition due to the priv—
ate sector's recruitment of oivil engineers. This same phenomenon is beginning to be felt
on the employmsnt mariket for foresters, especially in ocountiries where forests are privately
owmed or that have a well developed forest industry seotor, or whose laws on fisoal inoent-
ives open wide opportunities for oomsultant firms. In such cases an exodus fronm the oivil
servioe ocoours and it is difficult for the PFA to retain highly compstent professional
foresters.

Soms oountries have furnished speoifio data on the remuneration of their forestry
staffs. In the Forest Servioe of El Salvador the average initial salary for a professional
forester is equivalent to roughly belween USS 250 and 300 per month and the salary rises to
US$ 450-500 per month after 4 to 5 years of service. In Costa Rica's Forest Department,
the average monthly salary runs from 3,400 to 3,600 oolones ent to US$ 390/420).

2.3¢4 Bvaluation

There is always at least one way to evaluate staff, viss by the direct supervisor,
often by imtuition. Up to a oertain point the evaluation affects the professional oareer
of the subordimate. Individual svaluation by the supervisor, on the basis of his personmal
views and his interpretation of achievement, aptitude and so forth, involves a oertain risk
for a subordinate, since there can bde misinterpretation and either over—- or underestimation
of one or another aptitude., Jor this reasen it is advisable to have some objeotive method
of evaluation, using well defined oriteris and verifiadble results. Yot there is always
some resistance 40 any system of evaluation based on a selected set of oriteria and applied
by more than one ewvaluator,

The PFA's of Eouador and Peru have systematio prooedures for staff svaluation. In the

case of Peru the sysiem is based on its persommel qualifiostiom rules (1971) whioh presocribe

evaluations at two levels: the qualifying level (three persons) and that of approval.

There are nine qualifioation headings, of which two are of speoial interest: 2&21;{#!_.—
4y, serenity

f%““ﬂ (education, ability to express oneself, self-confidence, personali and
s comprebension, modesty, commitmsnt, ocourtesy, solidarity, loyalty) amd perf
(professional adbility, documsntation, entlmsiasm, initiative, punctuality and @ ’

respoasidility, devotion to duty, disoipline, intelligence, method and organisation, physi-

oal aptitude, perseversnoe, personal appearance and self-suffioienocy). The final grading

or evaluation obtained as a weighted average of these nins points may be ome of the follow-

ing: suitadble for promotion, not suitable for promotion, or unqualified. Any pesrson rated

unsatisfactary has $0 be re-svaluated three months later. The evaluations obtained are
loated imdividually to the interested party omly.
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3. TRATNING OF SERVING PERSONNEL

A very signifioant trend in the evolution of the PPA's in Latin America in the past
fow yoars has been the growing attention that virtually all of them are paying to the
training of their own staff. This trend is partioularly marked in those PFA's that have

large staffs, but is also apparent in those with smaller staffs, as in Belise, El Salvador
and Jamaioca.

Training of staff in servioe within the context of oontiming education is oarried out
in various ways. Some PFA's have developed their own systems and intermal training facil-
ities, while others rely on existing institutions outside their own organimation. Still
others oombine both methods, as in the case of INDERENA (Colombia) whioh has both its own
training sohool for imspeotors of forest resources in Pereira as well as an arrangesent
with Coloxbia's National University for the iraining of forestry technioians at the Piedras
Blancas Sohool in Nedellin,

Training inside the PFA itself is advocated for forestry work imvolving much biologiocal
and techmiocal oomtent, especially if this work is of a permmnent type and of suffioiemt
volume o justify the imstitutionalisation of training and the furnishing of equipment,
proxises, eto. If these oomditions do mot exist, it is advisable to have recourse to
institutions not under the PFA, namsly universities, training oentres for other branches of
the publio administration, and private schools. Such coopsration with institutions outside
PFA's is partioularly suitabdle for training in specialities or in subjeot fields that
normally do not constitute part of the ocore of the forester's eduoation (for instance,
sdministrative techniques, business msmagement, socoio-economio development, eto.). Among
such imstitutions are the universities (variows faculties), public administration schools
and speoialised sohools (for instamoe, for bLusiness managemsnt oourses). Recourse is had
to these edwoational facilities prinoipally for highest-echelon staff of the PFA's (looal
chiefs, regiomal chiefs, heads of specialised departments and top headquarters staff), If
one relies on waiversities, it must be remesbered that the ocourses they offer are usually
highly theoretical, whereas the trainiag required is acrmally for practical purposes.

The Natiomal Forest Autherity of Chile is a noteworthy example of an inside staff
treining system. The Subsecretariat of Forests amd Wildlife of Nexico is imstituting a
very interesting pregramme of comtimning edwoation. It may be oned that in doth
instances, although the PFA's will initially traia their owa staff or manpower olosely
oomnected with their work, they imtemd to gradually ealarge the soope of their training

%0 all workmrs in the forestry

™ of forestry training which Chile's Natiomal Forest inthority is develop~

ing with mmm frea a t?l;/ﬂb ;:Jm 1s Sased om recognition of the faot that in the
forestry sector, mamnpower and technolegy are oruwcial factors that determine the degree of
dynaxisn and the eoenomio sounimess of opsrations im this seotor. The general goal of
this programmes is te raise the technical kmow-how, performsmoe, efficiemoy and safety of
workers im the forestry seoter. The programms is cemtred om the training of middle-level
staff and skilled labourers. The training of the former in various forestry techniques by
motheds of on~the-job training, supervision and instruction oomverts them into tme teachers
or imstructors of their own worksss or persons for whese supervision they are respomsible.
In 1974 this programme offered mobile ew-the-jeb training oourses for middle-level manpower
and skilled worksrs; technical semimars for techmiosl amd professiomal staff; preparetion
of glo material and instruction mauuals; teacher trainiag (in pedagogy aad teaching

theds); and regular oourses, -FIWEE 28 shows the strwoture of this trainming mp-u

1/ UNR/Ti0/ONF - Forestry Training Project, ONI/66/526, Satiago, Ohils, 1975.
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J. Buoarey recently reviewed the work of training in forestry oconduoted in Chile amd
pointed ocut the need for cocrdimationl/, This author gives ths following summary
(FIGURE 27)s

FIQURE 27

SUMMARY OF COURSES AND STAFF TRAINED IN CHILE, AS
RECORDEC EY THE SCHOOLS WHICH SUPPLIED INFORNATION

Courses Institutions m’ ,‘:i”d
4 Centro Forestal Llanocacura 30
1 Corporacifn de Fomento de la Producoién (The Produotion
Promotion inthority) 8
1 Mnisterio de Agrioulturs 20
CORA -~ SAG 300»
DTICA - INFOR 500%
DIAP 900w
Others 8,000%
Carabineros de Chile (Police Poroe of Chile), Patrulla
Forestal (The Forest Patrol) 1, 500%
57 Corporecién Nacional Forestal 863
2 Universidad Téonica del Estado 20
4 Universidad Catélios de Chile 160
1 Universidad Austral de Chile 60
131 Instituto Jorestal 1,486
Espresa (private enterprise) 600
201 OVERALL TOTAL 14,447

» DEptimated figures.

J. Bunarey points out that there is laock of voocdinmotion in forestry training sad reo-
ocommends that work being dons in isolation by state bodies, universities, private entar-
prise and religious bodies be institutionalised and coordimated. He urges cooxrdination
for the betier utilisation of existing forest re o8 through the organisation of a
progremme for forestry training for all of MQZ‘"

In Mexioco, the oontimuing education progremms of the Under-Secretariat for Forests
and Wi1413%e has the following long-term goalss %o update 500 professional foresters and
800 subprofessionals in service; to ocover the training mseds of 30,000 forest worksrs; to
eoducate and train forest owners and managers; %o offer guidelines to government offiecials,
directors and journmalists; to advertise technological advemoes and collaborste in research

. - Informs sobre la oapacitaoiéu forestal em Chile. ‘Termss de Catillo,
Chile, 1975.

2/ 3. Buoarey - "Progrems ds Perfeocicnamiento del Persemal Fovestal de Chile",
TS Catillo, Chile, 1975.
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jrogrammes. By means of intensive theoretical and practical oourses an attempt is being
made to improve short-term training of staff at all levels as regards timber and fuelwood
moduotion and training of imstructors in basio logging and extrection operations. At the
same time the Undersecretariat for Forests and Wildlife will ocontimue to encourage small
forest owners and forsst workers to take training oourses,

Cuba's INDAF is organising a wide range of oontimuing eduoation and extemsion courses.
The pnrpolu of suoh training can be summed up as follows: to raise the oultural and eduoat-
ional level and improve skills of workers through training, to inorease work cutput, awaken
a forest ogonmsoiocusness, expedite soonomic and soocial development and promote sharing of
experienc

One oountry whose forest service avails itself of outside educational institutions for
training purposes is Bolivia whose manpower training oentre of the Ministry of Ladbour and
Soocial Security has been aﬂu oourses in say maintenance and saw dootoring. One very
frequent treining practioe is the granting of fellowships or scholarships abroad, but it is
the universities, and especially the sohools of forestry of sach oountry that can play an
important role in the training of forestry manpowsr in special or advanced subjeots. The
ideal would be oclose coopsration between the universities and the forest servioces in the
preparation and offering of training oourses, as is exsmplified by the forest servioe of the
State of Sao Paulo (Brasil). There are also applied forestry research imstitutions that
oan offer training in specialised fields, as is happening in Nexioo.

In Peru there are interesting ocases of coopsration with special training institutions.
For instance, the Centro Nacional de Capacitacién ¢ Investigacién pare la Beforms Agraria
(CEXCIRA) (National Training and Research Centre for Land Reform) of the Ministry of Agri-
oulture is doing training work in forestry. Training offered by CEXCIRA reaches pudblio
officials in the field of agrioulture and other parts of the oivil servioce, whatever their
rank, as well as farmers and farm managers. Another instance worth msntioning is the
training of offioials at the Instituto Nacional de Administrecién Pfblioca (INAP) whioh,
among its other funotions, has the task of "training and motivating oivil servants®. The
Escuela Supsrior de Administracién Pfblioca (ESAP) under INAP is in charge of training work
and offers appromriate programmes for oivil servants at different echelons, including those
of the Porest Service. The methods applied have been worked ocut carefully and permit the
evaluation of the results of such teaching.

In Paraguay the National Forest Servios is organixing with Swiss techmical occopsration
17-month oourses for forestry techmiocians. There are good prespects that this country will
reach a paot for such assistance with the Government of Vemesuela in order $o train
Paraguayan forestry staff,

(iven the trends observed in the PPA's in the regiom, the need for training of all
staff needs hardly any justification. Axy PFA that ignores the importance of, or need for,
iraining will be unable to attain its goals, to funotion efficiently or improve its achieve-
ments, The administrations themselves must be the first omes interested in their owmn
efficient functioning from the stanmdpoints of teckmology, eoconomios, and sooial and human
relations thanks to the application of all available knowledge. This explains the need for
oompulsory training of staff, Nowadays most PFA's of latin Amerioca understand this to be
80, but in wany oases they still have to know more about issues such as:

- groups of serving staff that need training;

= purposes and subjects in which training is required for these groups;
~ institutions, methods of training and assessment of resulis;

- repetition and periodioity of training efforts.

1/ Sed m%g “Aspeots of Foresiry Riuoation and Training in Cuba®.
y 1 Teohnioal Report of UNIP/FAO pwoject.
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Staff members have to be mﬁg, preferably acoording to tasks, funotions and respons—
ibilities, for example into area chiefs; forest rangers engaged in forest fire fighting;
book~keepers and acoountants; sonal or regional ohiefs, etc. If there are no formal job

desoriptions grouping has to be based on an analysis of tasks, responsibilities, relations
and ranking of staff.

The ﬁﬁnl and nubeoot- for training may include: updating kmowledge, diffusing
research ngs, niroducing new methods. 4All this serves to improve daily work out-
put and at the same time enhances staff satisfaotion and provides greater motivation. It
is advisable that for each homogeneous group a oomplete catalogue be compiled of whatever
know-how the PFA's oonsider necessary, indiocating also whether there is any need for profes-
sional practice, on=the-job obssrvation, theoretical kmowledge, and so forth. It is also
advisable sometimes to indioate the most appropriate methods for dissemination of know-how.

The Q_Enoiu rol%iblo for training should have adequate facilities and high~level
teachers, r their programses and methods exactly to requirements. In the

field of pure forestry, the agencies themselves are normally the ones providing such train-
ing; however, for high-level training and for training in spsoialities it is also advisable
to have recourse to sxternal institutions and spesoialised sohools.

The methods and types of bddg aotivitéu may include: short, mediums-length and long
sourses, seminars, symposia, leo » wor! « IMNllowships and study tours are also
useful. Usually all the various types of training should be ocombined. The subjeots and
aotivities that have to be studied, whioh atitach much weight to practical training, are
covered in the main through on-the-job training. On~the-job training msans training under
the oircumstances in whioh normal work actually takes place and is therefore highly commend-
able for work the exscution of which depends on actual loocal oconditioms. Typicel kinds of
on=the-job training involve workmen's sotivities (felling, logging, mursery work, and so
forth) and sdministrative tasks, Nowadays the training oentres for forest workers are the
ones that offer most on~the-job training, But on-the-job training ocan also be provided foxr
high~echelon staff.

In order to judge the training methods it is necessary to evaluate achisvemmmts. Such
evalustion can be done by the training institutions, by the trainees themselves or by the
PFA's. What is to be svaluated includes the work performance of staff that has received
such training, comparing their work before and after training, the methods and means used
for training and the satisfaction derived by the trainees. In some oases results can be
measured (amount of felling actually done, and so forth). In other oases it is diffioult
t0 establish exaot oriteria for suoh svaluation. In any case, it is advisable t0 make an
evaluation not only at the end of the training oourse, but to repeat it after a ocertain
lapse of time. ’

The evaluation findings are useful in the revision of the ocontent of training courses
and to deoide whether or not it is necessary to give repeat courses and at what intervals
these should be given. Assessment of staff tmnncTF a!:Ilo valuable for development of
recurrent training programmes for different groups of offiocials and workers of PFA's.

Many countries already offer regular, periodical ocourses for workmen and foremsn engaged in
forestry work. However, it must be kept in mind that manpower training of higher offioials
is also very important to enhance effioienoy. It is therefore to be highly recommended
that training programmes be tailored to the needs of PFA staff and manpower at all levels,
not negleoting careful costing of such programmes, expeoted achievements, and implioations
as regards needs of teaching staff, premises, means and equipment.

4. RENPLOYNENT
4.1

svailad tion, however incomplete, it is possidble to state that PFA's in
ht:ln’:::riu :.:;.inl;o: not'hrp direot employers of forest worksrs, FIGURE 29 shows
that proportionslly the mumber of workmen is high only in Belise and Jamaica (although the
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informstion received may refer to employment throughout the forestry seotor) and only moder-
ately high in Colombia and Eouador. Some PPA's, like INAFOR of Guatemalsa, whose statutory
taak is mainly one of survelllance, supervision and control, do not need large platoons of
workmen., Nevertheless, virtually all PFi's do have som task foroe doing work of forest
protection, plantation anmd utilisation. On the other hand, some of them;, COERDKFOR of
Honduras for instance, are sxplicitly required to promote employmsnt among the rural popula~
tion 5 organising cooperatives or other types of associations for the oare, protection and
regeneration of forests (the so~called "forestry social system®). Therefore ome should not
underestimate the funotion of generating employment on a large socale that falls to many
FFA's of latin Amerioca, given the great amployment potential of forestry development, and
espeoially beoause most forests in almost all these countries (exvept for Cuatemala and

P and to a lesser extent Argentina, Brasil, Chile and w) are of publio domain.
a of the r of jobm that the PFA's are oapable of offering oan be gained from the

faot that in 19741/ ICONA of Spain gave direct employment of the order of 3 million man/days.

FIGRE 29

DIRECT MMPLOYNEN? OF WORKNEN BY TEN PUBLIC FORESTRY AIMINISTRATIONS

Man/days worked Eaployment
Country in one year # Year trend
Belise w+ 600,000 1974 +
Bolivia 4,800 1973 +
Colombia 180,000 1973 +
Eouador 120,000 1973 +
El Salvedor 50,000 1973 +
Ouyans 20,000 1973 -
Jamaica 256,935 IV/13 to III/74 +
Fioaragua s 46,285 1973 +
Paraguay 3,600 1973 -
Urugnay 27,540 1973 -

Source: Replies to the FNational Questiomnaire,

# Data homogenised using the following couversion factorss
8 man/hours = 1 man/day; 1 man/year = 240 man/days.

#*#% This oountry's report does not speoify whether or not these workmen are
employed direotly by the PPA,

#s» TNFONAC 85%; Depto. de Dasonomfs (Department of Forestry) 19%.

4.2 Bsploywet ip the Forestry Sector

Whether PFA's offer direot employment or mot, thers is a0 doubt that they should all
have a prime promotional funotion in the development of employment in foresiry. The case
of COHDEFOR of Hondurss already mentioned is onme of the most significant in this respeot.

A COHDEPOR projeot Tor forest development, that of the Olancho Reserve, calls for the org
isation of seven cooperatives, one for each forest maxrmgemsat umit, with a joinmt permanent
workforoe ¢f 1,670 %0 2,580 (depending on the ocutting cyole adopted) engaged in operations
of forest proteotion, managemsnt, resin tapping and lumbering, in addition %o 1,100 jobs for

1/ 2: Ortuiio - "la Administrecifn Forestal Pfblioca en Rspens®.  IOONA, Medrid, 1975.
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road construction and maintenamoe. Eaoch coopsrative will further have over 160 to 200 ha.
of grassland plus 0.5 ba. of farmland per family, im order to ensure some 3,000 rural famil-
ies & good standard of living within a forested ares of onme axd & half million ha.

Hondures' case is not unique. An offioial report of Pmyl'htu that"its forest _ .
ources ourreatly generate only about 80,000 psrmanent jobs Tor the tasks of afforestation,
timber extraction and primary oconversion of timber. At the end of the biemnium 1977-78
this figure should have risen to 183,500 jobs for both the privats and public seotors. The
further development anticipated after 1978 is mo great that it oan be estimated that over
50% of the sotive population in Zorested arvees will find direot or indirect work in this
seotor. By the end of 1930 the exiraction of timber from forests - whiok today forms one
link in the most ominous obain of haman exploitation that utill exists — will have been
turned over to & large extent to what one calls today "small® lumbermen and extreotion firms
Joperly organised in coopsratives nd/or scocial ownership enterprises; as for the rest of
the timber exiractionm, it will be placed in the hanis of a publio forest agemoy, still ¢o
be set up, while the rest will remain in the hands of private enterprise™. Aocording to
Buoarey (op. oit.), the Corporacién de la Nadera in Chile plamned for 1975 the employment of
65,000 workmen, of whom 20,500 in timber processing; 17,300 in silvioultural mroduotion;
21,500 in reforestation and 7,200 in the julp and paper imdustry.

The total employment potential in the forestry seoctor in certain ocountries of latin
Amsrioca ocan be gsuged roughly by compnrisen, oomsidering that the employment potential per
unit of forest may be somewhere halfway between that of Burope and Asia.

In fc(mr Iropean ocountries (see FIGURE 30) with a ocmbimed forested area of 34.2 mil-
lion hae (& forested area of the exrder of that in Colombias or Vemesuela), but in a more
advanced phase of socio-soonomio development and wiih highly mechanised foresiry operations,
employment in the forestry sector (exoluding forest industries) in 1970 amounted to
24.4 million man/days (equivalent to 122,500 permament jobs)s  PIGRE 31, which refers to
three of thess countries, shows the marked trend towurds a decline in forestry jobs in the
past 15 years, a trend paralleling growing mechanisation.

In Indis, whick has a total forested area of 74.6 million ha. (99% of whioh is publio
domain), the total mumber of jobs in forestry (imcluding forest industries) i‘z 2 came to
a figure of 969 million m/dm (equivalent to some 4 million permanent Jjobs)S/. An
estimated one-third of this figure ocorresponds to jobs ia forest operatioms.

Consequently it appears that under present oircumstances in Burope 1 million bas of
forest oaa mvgo direot employmsnt equivalent to about 3,600 permaaent jobs in forestiry
operations, vhereas in India in 1972 the same ares ted about 17,500 permament jobs.
This oan be compared with dats published by U. Sundbergs/ who studied the employment oppor-
tunities afforded by ferestry operations inm Asis. Dus to socio-eoonomic conditioms in
that wegion, he reached a figure of soms 40,000 permanemt jobs per million of forests on
the Lusis of inmtemsive stand rehadilitation. On the other hand, B. in studying
the 2 euployment potential in Ghana (whose populstion demsity is omly 36 imhaditants
per m:«:w an equivalent of 4,100 permsnent jobs per million ha. by 1985,

v a % Loe. ‘ﬂ Je %s %g - "Informs del Perf a la Conferemcia Tomioca
80 s Bosques oales Mnedos®, NMiaistry of Agrioulture, Lima, 1975.

2/ Gevernmext of Jadia — Repart $o the Temth Commouwealth Ferestry Oomferewos, 1974
iy u - "Porestry Work Operations — Efficiency and Employment Potemtials”,

DT Submitted to the FAO/ILO/SIDA Symposium on Ewpleyment in Foresiry, Chisng Nai,
™ailand, 1974), PAO, Rome. . .
l,,_m-o-uﬂﬂiunmwmsdlhfm operations

Y 1)e PFAD, Rome, 1571,
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FIGQURE 30

KANPOWER INPUT IR FOREST NANA AND UTILIZATION IN
FOUR BUROPEAN COUNTRIES (1972)

Nan/days worked during a year
Country (in thousands)

NManagement Utilisation Total
Bulgaria 6,576 5,265 11,841
Hangary 3,144 1,546 4,690
Yorway 2,045 2,070 4,115
Sweden » 2'475 6'284 8'759
TOTALS 14,240 15,165 29,405

%’?’ Replies t0 a questiomnaire on employment in the forestry sector for the
pean Forestry Commission (1975).

#* Pigures obtained expressing -n/hmr- in m/dm. using a oonversion factor of 1:8.

 PIGURE 31
TREND IN NANPOWER INPUT IN FORESTRY OPERATIONS

Country 1960 1965 1970 (folflf.t.)
Bulgaria 16,853 12,088 12,607 10,744
Hangary 9,960 T+410 5,170 4,400
Sweden 14,447 13,422 10,360 7,628
TOTAIS 41,260 32,920 28,137 22,712

s Replies %0 & questiomnaire on employwent in the forestry sector for the
Forestry Commission (1975).

of India sheuld be kept in mind, Decause the systenm formed by the forest
servioe of the Union, plus ths state forest services, has played a great role in promoting
omployment in forestry work that has expanded greatly thanks to the so-ocalled "forestry
soocial systen” and the plans for afforestatien,

With all doe reservations required im a hypothesis of this kind it seems reasonable to
assume that the employment capacity per forest unit im many ocountries of Latin Amsrica will

be somewhat$ higher that in Barepe and lower than that in Imdia. It be recalled
hare that B, 8 basing his s on the estimated mumder of fore ‘echniocians

1/ W - "Yooational Trainiang in Forestry”. (Paper presented o ths World
e on en Forestry Biucation and Treiaing, Stockholm, Sweden, 1971), FAO,
b | «
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required in Latin America, given by Shirley and Prats lendd/. and applying the suggested
supsrviscry staff quotas of those two authors, deduced that by 1985 about 180,000 foremsa
and 1,440,000 skilled workers will be needed. In order to reach these figures all ocountries
mst fully develop vooational-level forestiry training. This work of training should de
guided initially by quantitative goals based mot on the manpower requirements mentioned
above, which give long-teram indicatioms only, dut rather on the requirements derived from
existing plans for afforestation, forest management and roduction,

Oapsoitacién Forestales en Anfrics Latim. yO1MI8C/69/5.



CHAPTER V

PLANNING AND FIKANCING

1. PREADSES

Dealing with planning and finanoing in one and the same chapter does not seem illogiocal,
since one of the main purposes of plamning is correot allocation and use of finanoial resour-
oces. There are reoent examples in Latin Amerioca - notadly in Honduras - illustrating how
strategic and operational planning of forestiry development combined with other political and
institutional factors have given rise to an abundant flow of public and private funds into
the forestry sector.

The planning of national socio-eoonomio development —~ usually mandatory for the publiec
seotor and indiocative for the private seotor — started in Latin Amerioa in the 1960's, prao-
tioally speaking. This gave rise and impetus to the planning of forestry development, i.e.
to the systematio antioipation of forest development activities phased over several years
and ooordinated with one anothsr as well as with development work in other economio seotors.
Still, not always has the forestry seoctor, or subseotor, received attention froam plamning
agencies commensurate with its potential. Although many oountries today do have forest
development plans, very few of these are detailed and opsrational, few embrace both publio
and private investiment, and they often fail to pay adequate attention not only to finanocial
resouroes but also to the institutional sei-up and other measures necessary for the suocess-
ful achisvemsnt of goals.

Progress in the field of forestiry development planning during the past decade has been
partly emoouraged by oertain advances at world level. For instance, the FAO document
*Pimbers World Trends and Prospeots”, presented to the Sixth World Forestry Congress (1966),
stimlated planning work, as it presented a general freamswork whioh anticipated a
inorease in the oonsumption of industrial timber throughout the world and almost 100% in
Latin Amerioa between 1962 and 1975. The desire to plan the development of this seotor
made the nmeed to improve organisation and planning methods obvicus. The FAO/SIDA Seminar
on Forestry Develgpment Plamning held in Quito in July/Angust 1975 and ths main dooument
for that seminarl/ were helptul in meeting this need as regards Latin Amerioa. JFor this
reason, the topio of development planning will not be disoussed at length in this ohapter,
but available information on actual plans for forestry development in Latin America will be
presented, including national, sectorsl and regiomal plans. Sinoe plamning is part and
parcel of virtually all professional forestry work, it sesmed advisable to select oertain
topios especially pertinemt to the ourreat situation and requiremsnts of PFA's in Latin
America. In particular the following will be dealt with: (i) the ooncept of planmning,
emphasising its general soope and mltiple applications in the field of forestry; (ii) the
main types of planning of iaterest in forestry and their goals, not overlooking the oldest
and most ususl type of plan as far as ths PFA's are ooncerned, namely the forest management
plan; (111) mechanisms and prerequisites for plamning; and (iv) two tasks of special interest
in the ordinary work of PFA's, vis. evaluation of plans and supervision of their execution.

As regards financing, in addition to syntbesising available information on material
means and funds sctually available to PFA's, a desoription wall be made oft (1) the usual
ways of finsmoing PFA workj (ii) particular ways and means of obtaiming financing, vis.
establishment of mational forest funds, of publio forest agemocies and enterprises, and

1/ J:Eske Armold - "An Imtroduction to Planing Forestry Development®. PAD, Roms, 1975.
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adoption of oertain fisoal inoentives whioh are gaining special signifioanoe in Latin
Amerioa; and (1ii) prospeots for greater allooation of funds to PFA's and the prerequisites
for this, notably in the areas of forest polioy, plamming and public information.

2. PLANNING
2,1 The Conoept of Planning

The world and the enviromnment in whioh vwe live are greatly affected by past planning.
We plan in all seotors of life and ocur plsns comsoiocusly or unsensoiously affeot us in all
our worke Deoision-making and planuing sre inalierable humar oapacities.

Planning can be defined as the intelligent seleotion between alternative oourses of
aotion whioh under existing circumstances seem appropriate to attain ocertain goals within a
set time, The outoome of such seleotion is the plan. In planning, therefore, the follow-
ing points have to be oconsidered:

the objeotives;

existing oircumstances;

possible courses of action tc attain the goals;

oriteria for making an intelligent seleotion among several possible
oourses of aotion.

The plamming process oan be illustrated by FIGURE 32. This Figure refers to a forest-
ry enterprise but similar systems would apply to any type of enterprise.

First, the present situation has to be analysed. The analysis may, in the case of a
forest enterprise for instance, oover the following data: area, tree speoies and their dis-
tribution, soils, volumes, road networks, machinery, mampower anc its deploymsnt, organis-
ation of the enterprise, physioal, teohnioul anxl economio resulis, eto. Conditions on the
geographiocal site of the forestry enterprise must also be oonsidered, i.e. both the natural
and the socio-eoonomio environment (the timber market, manpower availability, infrastruoture,
roeds, commnication facilities, eto.). In addition, legal and administrative restriotions
mast be taken into acoount. Certain past events also affeot results. These events have
to be analysed, beoause the knowledge of canse—-and-effeot relationships may throw light on
what activities may (or may not) prove appropriate in the future.

Once an analysis of oiroumstances has been made, the evclution of the aituation has to
be analysed too (trends in the distribution of types of foresis, tree species, volums,
inorement, labour foroe, markets, eoonomio oosts and returns, influences of the population,
infrastruoture, eto.). As will be seen, all this fund of information will bs useful in the
attainment of the goals of the foresiry enterprise.

The entire potential stock of factual information, inoluding lnowledge of methods, is
useful in deciding on the most appropriate course of aotion for attaining future goals under
existing oircumstances. Normally there will be a wide range of teohnioal measures that oan
be formulated as alternatives (A;, A, ®tc.). From among these alternatives the one or
several will be seleoted that best f£It the criteria on whioh deoisions have to be based.
These oriteria are derived from the goals set, keeping in mind priorities among them, The
outooms of this prooess of ohoosing between alternatives will be the optimum plan.

Eight planning phases oan be distinguished, namely:

(1) formlatien of objectives (the system of objeotives);

(2) inventory-taking:
- to determine the ourrent situation of the forest enterprisej
- to determine how existing oonditions affeot the work of the forest enterprise;

(3) analysis of cmuses as apparent from the ourrent situation;
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(4) analysis of how the situation will evolve (trends and prospeots);

(5) finding oriteria to be applied in deociding between alternative oourses
of action;

(6) formlation and evaluation of alternatives;
(7) melection of the best altermative; :

(8) detailed development of the alternative ohosen.

Normally these eight planning phases cannot be oonsidered separately, as their inter~
relationships and link-~ups must be kept in mind, with constant feedbaok being essential.

This definition and these phases of planning are walid for any plan (scotoral, regicm—
al, national, management, budgeting, etc.). The differences between plans oan be seen in
their purposes, oourses of action and oriteris for decision-making, The term 'plamning'
and the procedures (planning phases) in use for the preparation of plans are valid in any
form of political economy, whethsr it be the free enterprise system or the planned, oentral-
ly organised form of economy. The type of politico-economio system is reflected in the
choioe of the main objeotives, in the oriteria used in deoision-making and in the setting
of priorities (for instance, whether the objeotives will be sooial or economio; whether
prioces will be fixed or will be those prevailing on the open market; whether optisum profit-
making is aimed at through high mechanization, or whether the aim is maximus employment of
manpower in the region, eto.).

2.2 Types of Plans

There are several types of plans, but neither in the literature nor in the FFA's do
they receive a standard olassifiocation. For the purposes of this study, the plans of
interest for the forestry sector can be systematised as follows.

2.2.1 Seotoral plans

Seotoral plans refer to the various seotors of the nationsl economy, namely: forestry,
agrioulture, stookraising, fisheries, tourism, industry, commerce, exporis and imports,
eduoation, health, eto. As will be seen, several countries of lLatin Amerioca have secioral
or subssotoral development plans for forestry that mormally have many links with other
seoctors of the national eoomomy. The topios that appear most frequently in the plans for
ths forestry sector ares

- wood utilisation (volume, tree species);

- development of forest industries, wood mamufacture and handiorefts;
- exports snd imports of tisber and/or other forest rroduots;
- reforestation and afforestation; seed and plant production;
~ grosion oontrol and watershed mamagement;

- improvement of the emvironment}

- wildlife (and somstimes fisheries);

- oreatiom of mational parks and mature protection;

- forest inventorying;

- soientific researchj

= investment}

- forestry eduoation and publio relationms.

The ideal thing would be to frams plans for the forestry sector based on & matiomwide
inventory of all f::-ut- and woodlands and on the results of forest menagement plans. But
up to now the plans for the 1atin Amsrican forestry sector oould not be bamed on really
satisfactory data.



202.2 Regiemal plans

The wain murpese of svah vlans is sooic-oosromic development within well-defined geo—
graphio aveas, tha preremisite bdeing & regiomal soning of the country. For the purpose
of seming, varicus oriteris sxe uvtiiised in desoribing & set of physiocal, olimstic, demo~
graphio, historical, soocial and economic facters. Bowadays quantiiztive gecgraphy methods
are svallable throngh asing themetioc mapa, perzit very clear delimitations of the
wrious regious,

The main aix of regionsl planning is tha grester socio-econowic development ol =
regicn for human welfare and in the insoresta of tbs nstional economy; this presuprposes
mopar integretion of all sectors. in this commeotion, the forestry secior has a very
important role, empecially in less developed aress, primarily in commeotion with manpower
employment, the production of timber as a rav material for varicus industrial sectors, and
ths mrotection of agriounitwrs and watersheds. Also imporiant in this ocumsctiion is the
fect that & great part of forestry work oalls nelther for large investment nor for highly
tkilled labour. Consequently, foresiTy osn piiy & key role in the early phusses of
regional development.

2.2.3 HNatiopal plans

Tationsl plans ere conoerned with socio~economio development at the highest level,
lutegrating all aspacsim of soolety and of ke eoonomy. Natiomal plans sre all ths more
offective ths hetter they are ovordipated and harmonissd with sectorel and regions) plans.
Jor much ococidination a olear polioy is needed as regards priorities among otjeuoctives and
realistio jxospects for achieving them, taking into acuount any requirements regarding
phywioal, finanoisl amd ssnjower resvurces,

In actual faot, the forestry sector should ocoupy an important place in the national
plan,. Jowever, when amalysing natioval plans nowv in foroe, one finds that many have only
little space devoted to it. Sometimes, vhat appears ip the nationai plans is pot oonsist-
ent with the oomtents of the meciorsl Tforest plans. Henoe it is of utmost importance to
work out plans fox she Zorestry seotor carefully, realisticsliy and in a ooherent mammer,
»0 ‘hat touey omn bs reniili; integrated into the national and regiomal plans without
inocompatibilities or comtrwaioiions,

he instiwtions or persons who prepare natiomal, seotoral and regionmal plans are
uwsuaily not the same. Thus the implementation of plans may be very prodlemmtic. Plans
axre often based on differsnt infourmation and oriteria, and the purposes set are different,
Therefore, ths results, gouis, ssthods and tevchniques of execution require different msans.
ihen plans axe jucorwisrtent, ihare is a risk thet execution will be wanting and there will
be oonflices of compevenmse; the resuit is failure, with consequenoces normally fallimg baok
on the PPi, That is why it is nf fundamental importance that the plans bs well thought ouf

In acdition there is the problem that national, sectoral and regiomal plans are only
rerely ocoordimiuted with thome of urivats forest owners. JFregquently the owners do mot know
of highelovel governamnt plavs or de not follow them in their own aotivities. In other
words, the intentions o’ official forest polioy are not fultfilled in practioce. These
discrepamoivs and divergeriies could be reduced if governments publiocised mational, seotor-
al and regional piase betser, informing forest owners of them through spesial information
gexrvioss of the PFA or in the orurse of providing technioal assistance. Other msans for
stimlating oertain forestry aotivities among forest ownere according to ihs plans are tax
inoentives, special lines of oredit and submidies.

W -~ "Quntitative and Nuvirommental Plamming Problems®.
of'omun » PP» 53=T1, Journal of Fhysiocal, Human and Regional Gsosoience.
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2e2¢4 MNanagewsat plans

Such plans embracs all teohnica., 200nouio owi Leuisl SL LT A8 Ol A TR eeenrial
venture in accordanve with long-term (5+10 ar 2¢ JeRPH; Objevilwez. U eatreyezourial
unit may coincide with the land area of the forss+ holding or, iz the vase o° mxt estates
(national, ocwmuzal or private), it may coinmcide wiil tho sorzliiorial furisdisction of the
sdministretive divisions. Usually a forest eniarm-ise is maanged by a person holdiag a
degres in foresiry: i4e grrphicel exnanse wariss greatly (resacking 2p % several thous=—
ands of hectares in -»-owwo Normally, in order fur awma’ taskx to be perforacyd on &
oontiming basis snd with & relatively stable oatmus, large trects of laxd are nvoesasry

»nogzou.nu..nwo-»noonwrsa.cno-»ﬁ—-»we-gﬁ‘aunﬁu ao-»dwooo-evuﬁ.z-o‘.».-l
ciple of sustained yield. .

The work oovered in the mansgement plan should inolules

-~ felling, sarwing and bauiags of tiuber:

= »eforentation, afforesiation, natwrnl regeneraticn, and seed ani plant
produotion;

=~ cultural ocare andi thinning;

= road building snd asintenance, and opening of hauluge roukess

-~ forest proteotionp

- oonstruoticn and maintensnne of Luildinge;

- snoll improvement;

-~ purchase, iustallation asd seintenanvs of maohinery, oar ponla, implemewts
and msterisls;

- installation, maintenance and mmnagessni ol parics}

. = %orrent conirol and uril protection aguinet aroeion}
- narketing wnd/or pracessing of timber.

Nanagesens plans wloc oover %echaiquses to be applied smd mmans ¢f exwmoution, inoluding
NANPOWOT . In addition to coorddunting all idess sotlivities, 4o plac can analyze the
budgetary requiremonts s»l economic resyltes us well, -

Mary private venture= do bhave managemat Llans. sapwdially 1o vas.anally iwerirated
industries that om both forest laxnd anl ipdvstrlal pluais, at Tex ..:m.. s waly ard pepes
industries. Bowevar, up to now managenwmt PLacs &4vy Ye's Twea T DL, Loed ...u.ug..w
in latin Aserics. Apparently only Chile hay redsrtiy nedu it abligat oy %or meangemeed
plans t0 be prevsented fuor sll holdiage vhrue craers widk 40 arall basrmtives of ) 10000
tiver (Dsoree-Law No. 701 of Pebruary 1975). Im d3ter sruvirine plass want ¥ Trtitde’
for speocial purposes, ss foxr instavos reforestation Dlano. “n ardsr v tr? ».'wRANm of
fisoal inosrtives {(Brasil).

very significant advan of generalising the praotioe of preparing  _ _
Bbluhl uon-»v“»nﬂ. uﬁndd-u..w“:h.- - would be not only the sound maagament of stands,
but also the laying of firmer foundations for the freming of regional, sectoral amd
national plans, To that end it is recommended that the ..S‘u‘cil_unﬂ.!rlm’ll.-
plans be provided. Eugﬁuoou»»unﬂaawogegﬁnu‘%ﬁunﬂ.
such plans (inventories, felliag plans, reforestation ..S.w.sl.qo.!oau fer od.&. ® e 20h
potential cut, e%0.), excluding aokivitied thal osn dnxags *ho covdryeex ! s &
oortribute to the aaticmal moonsmy.

2.2.5 um of ©lemd

2.2.5.1 T fawotiopel plan

_ % £ picaings Rin is iy my
The teru "fuuctiozal® ~efurs 5o e formsl sTudiuces of p

plan (nstioual, seotoral, regrenmal, e¥c. ), inoluding the ioresi i» val-l_.- HI b a
fenotional one. Adjusting plamning work %o a 2....5»3& struwoture is uae gloal
bYecanse it emsures full comsideration of ke probiem ani remiers ihe evaisation of the plaa

easier,
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Plans of the funotional type involve three steps:

- framing of the plans;
= implemsnting their exscution, inoluding:
« plamning of necessary opsrations and flow of operationss
- plamning to mset manpower and material requirements for execution
of works;
- ocosting and plamning of cutput.

In the first stage all activities (i.e. the various tasks imoluded in the management
plan) are programmed. In plamming the mecessary tasks, the most appropriate techniques
and wethods for the exeoution of sach programme are spelled out. This stage is basio for
ostimiing manpower and materials requirements on which costing will be done, and ocutput
figures derived will be incorporated in the preliminary budget. By comparing these
figures with the approved budget it will be possible to revise plans and schedules and
plan the operetional tasks; in other words, the plans are thus adapted to aotual oircum-
stanoes,

Nodern computers allow a praoctiocally unlimited repetition of functional planning,
faoilitating the Arawing up of several simltaneous plans and the immediate spotting of
plans that are not feasible,

A distinotion is made bdetwesn the general plan and the detailed one based on the
degree of elaboration. As a rule, thes natiomal plan is a general one that cammot go into
all the details of execution. A generel plan leaves many ocomorete deoisions to lower—
level staff, whioh msans that properly trained and experienced staff are necessary for its
exsoution. A mamagement plan is already a rather more detailed one,

2,2,5¢3 Work and oomti lan

Apart from the actual work plans, contingenoy plans may be drawm up. Under normal
oircusstances the pexrsons responsible carry out the work plan. Should emergencies arise
(due %o fire, very low prices, bad weather, etc.), & substitute ocontingenoy plan that has
been drewn up in advance to meet simulated situations of this kind may be put into effect,

2.3 Purposss of Plans

The term "purposes" refers to the ocombination and hierarchiosl set-up of all require-
mnts that the unit has to meet in the future im oxrder o0 serve the publio or priwvate
landowner, ithe national economy und/cr loocal commnities. The purposes or goals have a
normative dimension ocorresponding to the pelioy of which they are the expression and which
they define far a given body or area (the goverament, parliamsnt, the public administration,
s commnity or a private owner, etc.).

Another distinotion is made between substaniive goals and formal objectives, The
latter determine the manner in whioch the substantive goals are to be attaimed. The
ecoonomic primoiple, the prinmoiple of retionality and the prinociple of sustained yield are
exauples of formal ocbjectives. The substantive goals may be divided as follows:

= (oals psrtaining to economio products and servioes;
-~ human welfare and sooial goalsg

- memedary/finsncial goals;

- physiocal safety geals.
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atteaohe’ to %he water supply, a decision may be taken to restriot the expansion of conifer
ataedr m to £ oertain area.

Ae resmrdr the orltsrion of measurability, obviously a logical point, it should be
noted thet normlly it mast be poseible to tals measurements (for instance, using the
weiric systex or ths CGS system). However, it may suffioce to be sble to taks measurements
or &a ordine! soale, 1.8, to determine of two things that they are equal, or that one is
higmer or mmaller them the cther.

2.4 Planpirg Institutions and Prerequisites

Anmual plane, inoluding draft ammual budgets for any forest unit (whether it be a
forest disirici or other) normally coms within the competence of the forester in oharge.
Toe mropnasls for these anmual plans are almost always subjeot to approval by landowners
e & higher offios (the regional office, zomal office, etoc.). Such approval will not only
deopInG on checking oaloulations but also on on-the=spot inspesotion based on random cheocks
of the justification of the work plan and of its feasidbility. The set of plans revised
and apywoved by the PPA then beoomes the baais on which national-level pilans ocan be prep—
ared. Onoe the anmual national forestry programme has been apyroved, the final version
will be communicated to the regionmal (or sonal) levels and then to the local levels (for
individual forests or forest units) where the proposed programmes will be revised to fit
into the approved overall plan.

If mansgement plans exist, the ammal plans for each forest unit must refer to them,
In other words, the anmual plan is a phase in the exeoution of the management plan. The
preparation of each management plan should result from coopsration between the head of the
unit and a plarning expesrt (the plammer). It is neither feasible nor proper for the head
of the unit to prepare a management plan all by himself. Aside from the fact that he does
not have enough time to do so, he normally cannot possess all the specialised know-how
required for inventory-taking as well as for applying all planmning techniques. sm
should be a speoialiged service within the FFA for the preparation of managemsnt p .

Plaoming at the highest level (regional, seotoral and national) also requires special
bodiesn, For regioual pl there is normally a plamming board (offioce or division)
within the publio strations of the provinoes, zones or states, Sometimes there are
foresters on the staff of these public agencies or oollaborating with them. In Peru the
"Oficine de Programmcifn® of the "Direocilén General Forestal y de Fauna" supports
ssiginste the agrioultural sones in the framing of polioy and in determining what oontribut-
ion forests are supposed to maks to regional development. In certain ocases (e.g. Eouadar)
aatonomous or semi-governmsntal agencies .are responsible for regiomal plans; these agencies
funotion as advisory commissions for regional plamning. These commissions are composed of
experts draxn from various mectors of economio and social life.

The preparation of seotoral plans may be left to the PFA itself or else to a speoial-
iand division aof the Ministry of oulture or some other ministry ("Departassntc Neoional
in Colesbie aand “Junta® in Eousdor) responsidble for plamning at the national level (sector-
Al =nd naticnal plans). In Peru, in 1962, the "Ofioina Nacional de Bvaluacién de Recursos
Maturales® - ORERN (National Hﬁeo for Assessment of Fatural Resouroes) was set up as a
degontralised agsnoy of the Offioe of the Presidenoy under the control of the Prime Minister.

ONERF's stated purposes are:

®{a} 45 conduct integrated surveys of the natural resources of Peru for the
puarposes of eoonomic and sooial development; :

{v) %o ocllaborate with the Instituto Nacional de Planifioacién in the framing
o polioy for resource use and conservation; and

.L'; 3ee the FA0 report on the organisation of the forest plamning service in CONAF, Chile.
CHI 26/7%, Roms, 1973.



- 95 -

(o) to study at the nationel level man's interdependence with the nature.i
environment, proposing alternative courses of action for the preservation
of & wholesome environment.™

ONERN is technically and administratively autonomous in seaeking to achieve these
purposes, It is responsible for planmed inventorying and assessment of Peru's resources
in the light of national and regionsl development plans. In addition, OKERN compiles and
evaluates basio documente for the programming of development and furnishes teohanical agsis—
tance to other governmeni agencies in the field of research and assessment or natural
IeBOUTOSeS, ONERN's first surveys and estudies were dome in the forestry sector.

In assessing institutional alternetives for planning at the highest levels (regional,
sectoral and nl.tional), the implications of various institutional solutions have to be
appraised with reference to:

~ specifio professional imowledge;

the oombination of planning tasks with ourrent workload;

— the overall view, possibilities for ocoordination and oonsietency of plens;
the independence from private interests or group interests;

- plaming methodology;

- bringing points of view of interesied parties imto harmony;

~ ocosts and benefits,

Normally it is the staff of any PFA that is most knowledgeable about the gituation in
the foresiry seotor anmd about appropriate techniquss, eto., but the workload involved in
continuous planning is so great that PFA's need at least speoial sub~divizioue or sectione
to ocope with this speocifio task, Suoh units or sections must meintain permanent iiajocon
with similar ones in other sectors of the Ministry of Agrioulture and ealso with planning
bodies in other minisiries in order to ensure ooordination and oonsistency of regional,
seotoral and national planse and the conformity of such plans with gemeral polioy.
Apparently the need to oomply with other oriteria (independence, standard metihodology)
favours the solution of having such planning done ouiside the various ministries, that is
it argues for integrated regional, seotoral and national planring by some special pizaming
body outside of the ministries. In ithe long run this solution probably offcrs the best
oost/bonofit ratio. One very important problem in all high-—level plamving ia the pariic-
ipation of the interested parties, that is to say, of representatives of the wariovs
sectors of the economy and society. The exeoution of plans will be all the mics «ffioiaat,
the better lmow-how, experienoe and support of the authorities of these sectore omn s in
corporated. That is why it ie very useful to analyze the possibility of settiing wp zon--
sultative commissions for planning agenoies, composed of sector representatives abie *¢
exert a positive influence on the execution of the said plans.

It is also necessary to meei oertain EM%ilit.l for expediting the framing and
sxecution of plans for the forestry sector, of whatever typs they may be.

Moreover, it is necessary to define what is meant by the forestry seotor aud o lup
down an operational forestry policy integrated in the overall policy and especially in tha
polioy governing the use of natural resources. The guidelines and standards mocecrding to
which land is deolared suitable for forestry only, whetiher or not it is actuvelly under
forests, hinges on this policy. Onoe these standards or’oritoria have been approved --
for all types of land use —the bases are laid for delimiting the forest area for the
future. Among these criteria one oan discern those applying to proteotion foresis, to
forests in watersheds, to forests and parks open for recreational purposes around cities,
etoc. Countrywide aerial photography inventories provide data that can be transposed onto
maps and rechecked in the field, These findings are registered in speocial land reocords
and publioised among landowners. Only on suoh a clear and sound basis oan any long-term
planning be done. All this requires sppropriate forest laws and deorees (see, for inst-
ance, Chile's Deoree-Law No. 701). Also required are legal presoriptions and rules and
ﬂnhm raing neosssary nnd./cr prohibited opsrations in various types of woodland
and forests (for instance, reforestation or oompulsory afforsstation of suitable lund by
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a oertain desdline or the prohibition of olear-ocutting in protection stands).

When there is a great demand for reoreation areas in the vioinity of urban oentres it
may be necessary to oompel landowmers to allow publio acoess to forests. The opening of
proteotive firebreaks, especially in large softwood plantations, is essential. If manage-
ment plans are to adhere to the prinoiple of sustained yield it will be necessary to stipu-
late appropriate methods to determine the feasibility of muoh managemsnt. MNany private
owners do not possess enough teohnioal knowledge in the field of forestry. They will
therefore be unable to ocomply with the said rules and regulations. In other words, it is
essential t0 have a good technical assistanos servios when suoh requisites are laid dowm.

2,5 Quantitative Evalustion of Plans

When plans are being framed, all alternative ways of schieving the purposes need to be
oonsidered., Choosing the best alternative means evaluating and ocomparing all possidble ways
for achieving the goals set. Technical judgemsnt is not enough for comparison of alternat-
ive oourses of action. A unifors soale for such comparison, using criteria derived from
the purposes themselves, is required. It is very diffioult, if not impossible, to devise
such & soale in which, as far as possible, each feature is quantified and the weight of non-
quantifiable objeotives judgeds This is usually acoomplished by expressing the extent to
which each criteria ie met in terms of relative weights, as shown below in FIRURE 33a.

FIRRE 33a
ASSIESS)MENT OF ALTERNATIVES FOR A MANAGEMENT PLAN

How well the alternatives
Sequenve of meet the oriteria set
Criteria Criteria
A B c D

1 Work foroe employed 3 1 4 2

2 Social amenities provided 2 1 4 k]

3 Contribution to infrastruoture~building 1 3 2 4

4 Ensuring supplies to induetrial plante 2 ) 4 3

5 Total cost 1 3 2 4

6 Other factors

The prinoipal objeotive of maximum employment is rated first (1) in the vertiocal
columnj this figure and that attached to the other oriteria express the priority rating of
the ocbjectives. There are four alternative ocourses of action (A, B, C and D) for attain-
ment of the goals, Alternmative B allows attainment of the "maximum employment™ objeotive
with the best results (first line across); then follow, as far as this goal is comoerned,
the alternmatives D, A, and finally Co Tor eaoh row aoross, a weight oan be assigned; for
instance, rows 1, 2, 3 and 4 can be assigned weights 4, 3, 2 and 1. Normally weights are
alwo assigned to vertioal rows in avoordance with the esiimated signifioance attached to
each oriterion. In this example, vertiocal row 1 can be assigned weight 5, weight 4 to 2,
weight 4 to 3, weight 3 to 4, and weight 1 to 5, eto.

Applying the said weights, we get the following figures:
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FIQURE 33b
Vertical rating T Borizontal weight »
Criterion
Sequence Weight A B c D
1 5 Work force employed 10 20 5 15
2 4 Social amenities provided 12 16 8
3 4 Contribution to infrastructure~building 16 8 12 4
4 3 Supplies to industrial plants 9 12 3 6
5 1 Total cost 4 2 3 1
Other factors
Total weight 51 58 27 Y|
Total rating l 2 1 4 3

Depending on the priority attached to each of the varicus objectives, and also consider-
ing the rating as far as attainment of each objective is ooncerned, (horigzontal rating) the
ssquence of alternatives is B, 4, D and C. This means that alternative B fulfills the
combined cbjectives and meets the set of oriteria best.

~ Another illustration is given below; it shows the internal method of Colombia's
Departamento Nacional de Planeacién for the evaluation of projects financed with ?oroign

aid (FIGURE 34).
PIGURE 34

INTERPRETATION OF SCALE FOR CORRELATION OF PROJECTS
WITH EVALUATION CRITERIA (COLOMBIA)

Weights &/

Criteria

V]
E-N
n

e s mm e o o wn e e e -

A. Eoonomic Criteria

Subgroup I
1. Cost/benefit ratio, internal rate of return

M

2. Poreign oredit inoorporated

Subgroup II
3. Expansion of production capecity

4. Enhanoemsnt of productivity

o~ wm e e wm am mw e e e am e P -
M M
————-_---_’_‘_

_1/ Excerpt from a dooument of the Depariasento Kacional de Planeacidm.

low, medium
2/ Weights O — 2 ~ 4 ~ 6 oorrespond to findings as regards scopes , .
Y hiahshmd very high or nil, significant, important, very important.
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(*ig. 34, continued)
Subgroup III

1 ! |
% Mseting priorities set in the development plan (for t 1 (.
the aector) | [ I
' [
6. Transfers to other seotors | X : |
7« Impact on balanoe of payments I x | '
| 1
8. Regional integration x : I 0
| 1 |
B. Social Criteria I ) )
1. Direct and indirect generation of employment : : x :
2 eneration or extension of basic services | x | |
(health, housing, eduoation) ! | |
3. Redistribution of income : : x :
C. Operational Criterie A
1¢ Freedom in use of funds : : : x
2. Financial aspeots I x 1 |
3. BExtent to which domestic irvestment is attracted : : x :
Sum 2 16 14 12
Sum x weight ( O :12 :16 :12
Total weight 40

The firct column gives the oriteria to be oconsidered in this evaluation. The other
columns show the extent to which the goals are attained. In this illustration it is not
necessary io decide on the horizontal rating for eaoh alternative., So it may occur that a
"good oost/benefit" ratio is reached by the use of more than one alternative.

Another difference between the system of Colombia's Departamento Nacional de Planeacifn
and the first example is that in the former no different weights (or priorities) are estab-
lished for the sub-groups. FPIGQRE 34 shows how en alternative oan be evaluated, The same
caloulations have to be made for all others and the sums of the weights must then be ocompar-
ed.

2.6 Control of Exeoution of Plans

Control is a part of planning, because the oomparison of results antioipated with
results actually achieved is extremsly important for improving information and revising
future plans. Disorepancies between planned figures and actual results of execution
stimlate the analysis of why these have oocurred. There can be many reasons, for instanoe:

~ uge of the wrong techniques;

defective machinery and instruments (due to poor maintenance, for instance);
timber losses or waste;

- use of incorrect data in planning (poor methods);

poor quality of material (seed, plants, construction material);

poor estimates of manpower and material requirements;

budgetary oonstraints;

incorrect estimates of oosts, prioes, eto.;

= lack of coordination of related tasks;
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- lack of ocurrent monitoring and commnication;
~ inadequate training of workmen, mechanics, etc.;
-~ lack of oompetence of the administrative staff, of the chief, eto.

_ To make oontrol easier it is recommended that a eystem of indices and mignifioant
figuree be used. A comparison of these figures and indioces with thomse of previous years,
or of comparable units, will show trends and point out discrepancies requiring analysis.

Systematio, constant control and its findings oan be based on a Management Information
System (abbreviated NIS). This MIS oan be sc organized that all inventories oanm be automa~
tioally oheoked out. It also gives an idea of available oapacity and allows for the set-
ting up of in-service triale for the improvement of techniques and methods,

It should be regarded as a permanent prinoiple that the main purpose of control is to
improve worke. Control is not primarily an instrument of staff surveillance in order to
detect errors committed. Most Latin American oountries have well developed systems of
budgetary oontrol, but supervision to improve forest management or to effect savings and
ensure the flow of information is still little developed.

2.7 Current Plans for Forestry Development

We have already disoussed plans for forestry development (see points 2.2.1 and 2.4 of
this ohapter), indicating their general oontents, who prepares them and what prerecuisites
are neocessary for their preparation. We now return to this topio to present suocinot
information gathered on ourrent plans for forestry development in latin America., Most
countries of the region now have forestiry development plans either being implemented,
already prepared or in oourse of preparation. 4As a rule these plans are part of broader,
general plans for nation-wide socio—economio development, Lome oountries translate their
national polioy objeotives into annual plans whioh are not incorporated in overall forward
planning. Others have forestry development projects, some of them covering several years
but not formally part of a plan oovering the entire sector.

In reply to the National Questionnaire, several oouniries supplied information pertain-
ing to their forestry developmwent plans, This information is summed up in FIGURE 351/ .

The plans of Aantim., Colombia, Chile, Mexico and Peru are noteworthy either for tihe
vastness of their moope or for their advanced methodology. Argentina's plan is outstanding
for the great impetus it gives to the pulp and paper industiry ﬁ because of the coordination
of the aotivities of IFONA with those of the provinces in the exscution cf the plan.
Colombia's plan is notable for the oreation, on private initiative, of the "Corporacifén
Naolonal de Investigaoiones Forestales" — CONIF, a semi-governmenial body with 50% partioi-
pation of INDERENA. CONIF provides the institutional set-up for fostering forestry res—
earoh, afforestation and socio-economic development of areas where lumbering is being done.
Chile's plan is noteworthy for a treatment of regional development that implies a refined
methodology for plamming and an advanoed coordination mschinery oapable of oreating and
exeouting mltiseotoral projeots, Mexioo's plan, the so—ocalled National Forestiry Develop-
ment Programme, is an instrument for plamning, diagnosis, promotion and fostering of federal,
state and private forestry. Due to its features of oontimity and involvement of the
people, this is a real institutional instrument for the development and utilization of
forest resources for maximum sooial benefit. Pinally, the National Forestry Development
Plan of Peru (1974-80) is not only remarkably ambitious for its material goals, but also for
its instITutional and structural features. It aims at incorporating effeotively the

forestry subseotor in the eocnomy of the oountry.

1/ Soms data in this Pigure were kindly provided by p-.;uoip.:tm;)m PAO/SIDA Seminar
on Forestry Development Planning (Quito, 30 June - O Augus .



FIGURE 35

FORESTRY DEVELOPMENT FLARS IN LATIN AMERICA

Investment
Status | Tears | (i, millions .
COURTRY of in : Main Features
the Pl Foroe of the natio-
an ro nal currency)
Part of the Three-Year National Plan. Calls for afforestation of
200,000 ha., an inorease in anmal roundwood mroduction from 9.5 to
ARGENTIRA [in effect |1974~T7 54,268.0 12,7 million m3, a major effort to bring about industrialization
(that should absorb about 95% of the planned investment) and
cooperation of IFONA with the provinces,
Part of the National Plan. Covers forest oonservation, stand
BELIZB prepared |1974-T6 2.4 working and marketing of timber. Includes administretive and
sducational improvements.
HILE - _ Includes forest plans made consistent with those of other sectors
¢ in sffect through regional development projects.
Fosters forestry research and supervision over forest utilization,
inventorying, standardiszation of industiries and marketing research.
COLOMBIA prepared J1975-79 478.4 The central planning agencies are the Consejo Nacional de Politica
EconSmica (National Political Economy Board) and the Departamento
Nacional de Planificacidn.
COSTA RICA }in effeot - - Part of the Rational Development Plan,
- Consists mainly of anmual plans for reforestation, prepared under
CUBA in effect | anmal the direction of JUCEPLAN, taking into acoount manpower resources.
Calls for reforestation of 50,000 ha., better silvicultural treat-
KCUADOR in effect [1973~17 481.4 went and utilization, as well as fostering of training and experimen-
tation.
Part of the agriocultural sector plan is dedicated to conservation and
B SALVADOR{in effeot 1973-77 79.6 proper management of forest resources, development of specific areas,

land clagsification and promotion of agro-foresiry communities,

eosfoes

- ANl -



(Pig. 35, continued)

Status Years (im::;ﬁzt
COUNTRY of in ? the matio Mein Features
the Plan | Force °
nal ourrency)
Part of the National Development Plan and includes sub-projeots for
GUATEMALA | in effect - - reforestation as well as others as part of the programme for conser-
vation of renewable natural resources.
. 1972=T6 13.0 Calls for the development of forest industries as part of the
GUTARA in effeot 97580 9.0 General Plan.
. Purt of the National Development Plan (Consejo Superior de Planifi-
BONDURAS in effeot [1974-78 173.2 oacién Econémica /Higher Board for Economio Planning/).
A permanent plan for the diagnosis, promotion and fostering of
MEXICO in effect] 1973 6,000,0 regional forestry development. Thers are support projects for
institutions and education.
. - - Partial plans for forestry development of the Atlantio Zome for
VICARAGUA | in effect which INFORAC is responsible,
: Part of the Five-Year Plan. Calle for completion of the forest
PARAGUAY in effect 197175 - inventory, better utilization and intensified reforestation work,
operatio~ As part of the Agriouliural and Forestry Plan, the plan already
nal 97576 363.0 being executed is devoted mainly to the development of the National
PERU (bien- 97480 9 379' 0 Forests of Bumboldt and Iparia. The 1974-80 Plan calls for
nial) y217e 500,000 ha, of plantatione, the creation of 164,000 jobs and
prepared effective incorporation of this sub-sector in the overall economy.
URIGUAT in effeat - - Partial plans oalling for reforestation and development of priority
ferest areas.
Note: Bolivia, Panama and Venezuela too are preparing forestry development plans,

- toL -
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3. FINAKCING

3.1 Usual Msans of Finanoing

Governments finance forestry development through a variet) of instruments and measures
ranging from direct investment to opening of oredit linss, tax exemption and pother incentives
whether econcmio or other, This topic was recently dealt with by L. Voh,yl/: We shall now
disouss this range of finanoing instruments, .t shall deal mainly with forestry work oonduoc-
ted by governments through their PFA's and funds administered mainly by them, whioh ocomprise
only a part of govermment finanoing of foresiry development.

As has besn sesn, the PFA's have multiple funotions that require oomplex finanoing
systems, T™e provision of services, surveillance missions, entreprensurial work, infra-
struocture~building, ocare of natural resources and the creation of new resocurces are funo-
tions that ocanmot all be finanoed in the same mmnner. On the other hand, the various
sctivities of the PFA's need toc be organized in accordance with long~term planning, the
monetary and finanoial returns for which can only be expescted after a great lapse of times.
This explains why funding out of anmial govermment budgets is not oonsidered muffioient for
the purposes of PFPA's. T™is is the reason wvhy special ways and means for finanoing have
been evolved “or them,

The main types of public financing of forestry programmes uvg/:

(a) Jovernment budgets
as part of regular appropriationsg
as extraorainary buigets appended to the general bhudget;
through allooation of publio reverme speoifiocally for
expenditure in forestry. '

(v) Autonomous funds

i) as part of funds for general economio expansion {Eoonomio
Development Plans, eto.);
ii) as funds allocated exclusively for foresiry (National Forest Funds).

(o) Credit institutions

ig government-backed banks (agrioultural credit banks, etc.);
ii) governmeni agencies.

(d) Indireot aid

i§ tax exemption, speoial fimcal regimes;

ii) eduoation, itechnical assistance, ertension work;
iii) research.

FIQUKE 36 shows total funds made available to 16 PFA's in latin Amerioca in 1973 acoord-
ing to data supplied in respoase to the National Questiomnaire. From this FMgure it
appears that the most usual form of finanoing of these PFA's oonsists in making treasury
funds available, as is usual for other pudblio administration services, This is done
Fimarily by allocations in regular annual nationmal budgets, In some instanoes these
regular appropriations are supplemsnted by special funds also allooated out of the publio
treasury. Many PFA's are authorized to lump together budgetary allocations with income
derived from their own forest resources or from other sources, often deposited in a forest
fund.

Le Ve = "La Organisacién Administrativa Forestal en Paises in Vi{as de Desarrollo™

ministrative Forestry Organisation in Developing Countries). Paper for the
Seminar on Modernisation of the Publioc Administration in the Forestry Seotor of latin
Amsrioa, Limm, Peru, 197%5.

2/ J. de Vaissilre - "Eléments de politique forestidre®, Doo. FAO/BCM-65/7. Amm.1,
1 4 -' 19 5.
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FIGGRE 36

LATIN AMERICA: TOTAL FUNDS AT THE DISPOSAL OF 16 PFA'S IN 1973

1. Available funds
COUNTRY Nonetary [ ~(in nationsl Remarks
units .
ourrercies )
GENT Carryover t 48,000,000
AR IxA pesc 82,300,000 Carryover of the bucget: 21:000:000
Beli
BEL IZE doll:.; 1,171,970 | For investment: 625,686
2,508,680 out of the government budget;
BOLIVIA peso 5:871,1M1 the remainder out of its own funds
29% for ourrent expenditures;
CHILE esoudo 1,901,305, 360 65% for operational expenditures;
104 for capital expenditures.
COLOMBIA peso 38,816,000 | 79 out of the budget; 29f out of its own funds
. 2,860,187 out of the Forest Fund; the remainder
COSTA RICA colon 5,491,377 out of the budget
100% out of the budget; 8,333,464 for zonal
ECUADOR suore 20,023,361 | o 0 ent '
EL SALVADOR | oolon 1,331,619 100% cut of the budget; for investment: 805,000
GUATEMALA quetszal 400,000 Approximate figure
Guyana b
GUYANA dollar 751,900 100% out of the budget
(in_1974): 141,100,000 from its own sources of
HONDURAS lempira 146,200,000 income; anticipated net profit: 25,400,000
AMAT Jamsican For sdministration purposes: 1,118,210; the
J cA dollar 4,219,421 rest for development purposes
in 1974)s 192,500,000 for invesiment, inoluding
MEXICO peso 256,200,100 19,000, out of the Forest Fund
in 3 for the entire RNR, exoluding funds
NICARAGUA ocordoba 9779440 from the INFORAC
PERU sol 47,996,000 For the most part out of the budget
URUQUAY peso 36,000,000

Somo ]

Reports in reply to the National Questicnnaire.
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In some ocountries there has been a trend towards inoreasing the funds for the PFA's.
For instance, the trend in El Salvador between 1971 and 1975 is shown below:

Operational Investiment
Year expenditures (in colones) Total
(in oolones)
1971 169,500 164,400 333,900
1972 253,413 541,240 794,653
1973 526,619 803,000 1,331,619
1974 172,393 1,360,000 2,132,393
1975 691,361 1,387,500 2,078,861

On the other hand, oertain foresiry development plans (see FIGURE 35) also reveal this
trend towards inoreasing funds. Espeocially significant is Peru's Forestry Development Plan
for 1974-1980, which oalls for a very considerable inorease in the work of the PFA and in
the financing of the development of the forestry seotor. No doubt there are other ocases in
whioh the finanoing of PFA's appsars to have become stabilized or levelled off, In fact,
from available data it is not possible to deduoe that there is a general trend towards
inoreasing the financing of PFA's, especially if one oonsiders the impect of inflation.

By wvay of illustration, FIGURES 37 and 38 give recent figures on the fi ing of PPA's
in West Afrioa (whose work is centred on tf; production of ocommeroial timborm and in Spain
(whose TFA has very diversified funotions)2/,

FIRRE 319, whioh also presents data culled from the replies to the National Question~
naire, refleots the main speoifio responsibilities of 12 PFA's in latin America today.
Even though, as shown in FIGURE 36, allooations are large in oertain countries, a comparison
of FIGURES 36 and 39 shows unequivooally the limited, and in some ocases the truly miniscule,
funding allooated for the tasks that the PFA's are to performs Considering the total area
under forests in Latin Amerioca, it beoomes all the more patent that by far the majority of
these PFA's - with some rare exceptions, Honduras for one - need oonsiderably better financ~
ing than at present in order to fulfil their long-term funotions. 1In this regard it is
worth recalling, so as to get an idea of the magnitude of the investments required in
forestry and the forestry sector in latin America, that, acoording to FAO's Indioative World
Plan, target investments should in the period 1962-1985 amount to US$ 1,013 million in
forestry and US$ 4,668 million in forest industries (on the basis of 1962 prices), respeo-
tively. These estimates -~ whioh are almoat ten years old by now - are no longer acourate,
but do give an idea of the order of magnitude of the promotional and catalyzing function of
investment, even if not direot investment, that the PFA's in this region ought to fulfill.

In West Africa, budgetary appropriations for FPA's range from 0.5 to 1.5% of the total
national budget, apparently quite independently of returns from log produotion. The case
of Spain's ICONA is interesting as a reference, comsidering that this agenoy receives about
Us$ 88,000,000 per year mainly to administer and improve 4 million ha. of forest land, to
protect another 5.3 million ha.,, to maintain surveillance over another 2,5 million ha. and
to reforest still another 70,000 ha.

3/ P. Schmithtisen: op. oite
2/ ICORA - Reply to the FAO Mational Questionmnaire. Madrid, 1975.
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FIGURE

37

PUBLIC EXPENDITURE ON FORESTRY ADMINISTRATIONS COMPARED WITH THE TOTAL VALUE
OF LOG PRODUCTION, THE TOTAL GOVERNMENT BUDGET AND INCOME FROM FOREST TAXES (1973)

(Amounts in millions of CFA francs /0S8 1 = 225 CFA francs/)

Total ,
Tot;llva.lue expendi ture (2) in | (2) in | (2) in % of
COUNTRY ol -ogse on foresiry % of incoms from
produced administrations of (1) | budget | forest taxes
(1) (2) .
CAMEROON 13,000 360 2.4 0.50% 15%1/
CONGO 14,000 350 2.54 1.50% sV
IVORY COAST 63,000 1,079 1.7% 0.87% 12%
1/ Estimated 1974 figures.
FIGURE 38

FINANCING OF THE INSTITUTO NACIONAL PARA LA CONSERVACION DE LA NATURALEZA

Uss

1 = 57 pts.)

(NATIONAL IKSTITUTE FOR NATURE CORSERVATION)
(Spain, 1974;

Funds made available to ICONA

Source of funds in miilions equivalent in
of pesetas millions of dollars

Government budget (for investment 3,854 67.61
purposes )

Government budget (for expenditures) 283 4.96
ICONA resources 585 10426
Revenue from enforoement of the laws

on forest, hunting and fishing 294 5.16
TOTALS 5,016 87.99
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FIGURE 39

LATIN AMERICA: FOREST LAND ADMINISTERED BY, OR UNDER THE CONTROL OF, PFA'S
(Areas given in 1,000 ha. units)

Publio Forest Land

Private forest

holdings pro-
COUNTRY Area Otber land teoted and/or Remarks
direotly | for which
- under PFA
adminis- | the PFA is trusteeshi
tered by | responsible P
the PFA
(1) (2) (3)
The PFA is responsible for
ARGENTINA 18,150 39,000 20,850 protection of land under (2)
The PFA is responsible for
BELIZE 471.6 3595 810.2 protection under (2)
The PFA is responsible for
BOLIVIA 2,400 42,489 ' control undar (2) and (3)
CHILE 12,261 - 10,450
The PF4i is responsible to a very
COLO¥BIA 45,200 - 6,000 limited extent under (3)
Public forest lani is estimated
COSTA RICA 648.4 35 * o at 1,900,000 ha.
” - (3) includes all private forest
EL SALVADOR 32 2,000 holdings
- 50,000 ha. of private forest
GUYANA 2,000 14819.7 holdings
JAMAIGA 109.6 - 0.8
(1) includes national parks and
MEXIGO 1,011.5 - 43,491.2 other public domain
The PFA is responsible for
PARAQUAY 0.7 433.3 ' oontrol under (3)
URUGUAY 14 12 .. The FFA is responsible for ocare

under (3)
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3.2 Special Ways and Means of Finanoing

Among the main purposes purrued with special means of finanoing are reinvestment in
the forestr,? sector of soms cf the earnings from forest utilization and the achivement of
some financiel autonomy with impliocit flexibility and contimuity of investment in forestry
deve lopment under the zeneral rules governing public funding.

The idea of reinvestment of a portion of the returns from siands in foreatry dates way
back. S%n'a Law of 11 July 1877 oalled for the payment to the Treasury of 10% of receipt
from all itimber out in publio foreste far restocking and improving these forests. For
over a century this law contributed considerably to the oonservation and improvement of
over 6 million ha. of minicipal and commnal forest stands. In Italy, it was with muoch
the same idea of acaieving finanoial independemce that ite government agenoy for public
domain fcrests {the Azienda di Sta.o per le Foreste Domaniali) was established by the Law
of 2 June 1910 during the initial phase of tke creation of Italy's public seotor. In
Spain, the finanoing of the Patrimonio Forestal del Estadc (State Forest Fund) in 1941 and
of the United w“ﬂs Forestry Commission reprssents variants of the precedent set by
Italy.

In Latin America, one of the special means of finanoing most commonly used is the
National Forest Fund. (ther means of great interest are those used by semi~autonomous
forest authorities and publio forest enterprises. Finally, systemr offering eoonomic
inoentives for foresiry development, based primerily on tax exemption, have had a spsotac—
ular impact in ocertain countries.

3e2:1 National forest funds

A national forest fund oan be defined as a special account of the national treasury,
set up for separate financing of aotivities with well defined purposes of forestry develop-
ment. In Franne, the Fonds forestier national was established by the Law of 30 September
1946; this m',_whioh is fed by a tax on sawmill and lumbering produots, bhas made possible
the reforestation of over a million and s bhalf heotares and has served as a model for
various national forest funds in Latin Amerioa. In recent years too, -m;al :g:n;rio: of
Afrioa (Cameroon, Co y Ivory Coast, Ghana, Oabon and the Central African Republic) se
up their own utiona% %orut &;ds using special Torest taxes for ihe financing of long=
torm forest management and reforestation programmes and woj-ct-l/- Thailand and the
Philippines have similar funds.

In Latin Amerioa, according to our information, Argentina, Bolivia, Costa Rioa,
Ecuador, Guatewala, Haiti, Mexico, Panama, P_;r__o'ﬁgg and Uruguay now bave thelr own
national forest funds. The main features of these funds are shown in FIGURE A0. The
main souroces of inoome for these funds are: (e.) either a one=time lump sum allocation or
regular appropriations out of the general rnment budgets; (b) taxes, duties, fees and
money penalties derived from foresisj and o) receipts from sales of forest asssis and

rroduocts.

Bolivia's recent forest law contains provisions relating to a forest fund (see
FIGURE Z‘l ;, illustrative of the usual manner in which suoh funds were started, funded and
administered, how acoountancy and comptroller checks are oonduoted and how funds are used

in Latin Amerioa.

feoted, doubis have arisen as to
As eoonomic planning beoame. more widespread and per '

the value of a fiznncinggformh such as the national forest funds, based largely on auto-
matic reinvestment of part of the returns from forests. These funds have alsc heen
oriticized because they might not striotly oomlstri:i:;‘ the ;rinoip:: u::rlil::ine :’ s;:ﬁ;d.
national budget, which is prescribed by the constitutions ol many .

this last pof;t’ note that national forest funmds, by law, come under the oentral comptrol-
lers' offices and must oomply with general rules and regulations pertaining to the ocolleo-

tion, mtﬂ and disbursement of gnblio funds.

1/ P, Sohmithtisen - op. cit.



FIGURE 40

NATIONAL FOREST FUNDS IN LATIN AMERICA

Source of Funds

Use of Resources

Ingtruments | | Admini ion b Mann
COUNTRY for creation Tues{'fees, n::tratJ-Oh For pur- Mainly For pur- cmt:orlloit;»g
of the fund | Rationa s::ia:o:;, the fund poses set for poses the fund
budget out in refores—~| specified
products, the Forest| tation | in the
sto. Law work Law
ARGENTINA Law on Proteo-
tion of Forest
Resouroes yes yes The Forest - yes yes
(Arts. 47-562, Authori ty
25 Sept. 194
BOLIVIA Oonel('al Forest Porestry
Law {(Arts. 79~ Development Comptroller—
85% 13 August yes yeos Centre yes yes Ceneral
1974
COSTA RICA | Forest law
Ar‘t L] 2-
(and551§ 38 no yes yes
25 Nov. 1969
ECUADOR No. O
l(::ta. 24‘: 25, Foresiry Comptroller—
26) 24 January no yes Deve lopment yes - - General of
1958 Department the Nation
GUATEMALA Forest law Rational
(Art. 70) no yes Forestry yes
21 June 1974 Institute
BAITI Law of 5 July
1966 and Dec~
ree of 20 no yes - yes

November 1972

cosfoee

- goi -



(Fige 40, comtimed)

Source of Funds Use of Resources
oy | for crestio T R A I R et
COURTEY | “0f the fund | Natiomal]| "S2°MOR8y | tho rung poses set | for posss the mndng
bud nt sales of . ) out in reforee-| specified
g products, the Foresl tation in the
etc, Law work Law
NEXICO Forest Law
(Arts. 58-5%) yes ‘ yes
29 Septs 1946
'ﬂln- -'~—--.-v~'~z»(m..£,m.. o~
i
PANANA Porest Law ;
{ (€8] - : .
{(arts, 58-57) yes 729 i yes
20 Septs 1966
O SR T ,, e -{p—m‘ —
‘ Kinistry of
PARAGUAY Foregt Law ( otions! Agrioulture
(A}"ta. 48_5“) vee LR f -“oregt yes - - Comptr()llexh
L 1% Rove 197, ( Trrvice (leneral
ot s S TR PN T e e S e e "% + -
{
URIGUAY Iaw Wo. 1377
(Artg. 54=5 yer o ! -
- [N S

- 60t -~
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FIQURE 41

BOLIVIA -~ FOREST FUND

FOREST LAW
13 Magust 1974

CHAPTER XV
ON THE FOREST FUND OF THE RATION

Article 79 - In order for the Centro de Desarrollo Forestal (Forestry Development Centre)
to be able to perform efficiently the funotions and duties ascribed to it by this Law, a
Forest Fund of the Nation is hereby eatablished.

Article 80 - The Forest Fund of the Nation shall have the following sources of income:

(a) Anmual allocations out of the General Budget of the Nationg

(b) 75% of any forest fees set by the Ministerio de Asuntos Campesinos y Agropecuarios
(Ministry of Campesino Affairs and Agrioulture) and the Ministerio de Finanzas,
according to the requirements of the said oentre during the first two years, after
whioh this inoome shall be used direotly by the said centre. The remaining 25%
will go into the Tesoro Ueneral de la Naocién (General Treasury of the Nation) for
annual budgeting for the sector;

(c) Proceeds from lumbering by the said oentre;

(d) Prooeeds from sale of plants grown in forestry nurseries and from seed of forest
tree species;

(¢) Inoome from sanotions levied for infractions of this law;
(f) Bunting and fishing fees;
(g) Fees paid for utilisation of natural forest produce;

(h) Contributions and donations by private or public persons or agencies, whether
national, foreign or international;

(1) Payment of pending debts plus legal interest payable as forest fees or for other
forest aotivities;

(j) Prooeeds from sale of forestry property.

Article 81 -~ Funds collected as above shall be deposited in a special acoount of the
General Treasury of the Nation in the Central Bank of Bolivia.

Artiole 82 - The Forest Fund of the Nation shall be managed and administered indepen-
dently by the Forestry Development Centre,with supervision by the Contralorfa General
de la Repfiblioca (Comptroller-(eneral of the Republic).

Artiole 83 -~ The Direcoisn General de la Renta (Internal Revenue Department), through
its regional offioces, shall be responsible for the above~mentioned collesction of funds.

Artiole = The Forest Fund of the Nation shall be used for the full or partial
nano ofs

(a) Porest inventorying aad research projects and programmes pertinent to all aspeots
of development of this seotor;



- 111 -

(Fig. 41, oontinued)

(b) Projects and programmes for restoration and management of timber resources in both
production stands and protection reserves;

(o) Stand treatment or plantation works assigned priority in olassified watersheds and
protection distriocts;

(d) Infrastruoture-building - whether roads or other similar works — having a direct
impact on the development of the oountry's forests;

(¢) Projects or programmes and scholarships for training or specialization of technioal
staff of the Forestry Development Centre;

(f) Participation of technicians of the said sector at oongresses and meetings, whether
regional or international, direotly relating to forestry or forest solences;

(g) Payment of salaries and wages to manpower of the Forestry Development Centre.

Article 85 - The Forestry Development Centre shall submit its annual projeots and budgets
for operational expenses and investimeni as well as for wages and salaries, for approval
by the Ministerio de Asuntos Campesinos y Agropecuarios and the Ministerio de Finanzas.

This National Forest Fund is organized to meet the requirements of a PFA whioh, it
should be remembered, must secure supplies of raw materials for industry, conduct long-term
activities and counteract the trend in a market economy towards drainage of capital out of
the forestiry sector. This explains the great achievements due to national forest funds in
various parts of the world and the fact that many oountries have recently oreated their own
national forest funds, while still others, notably the Dominioan Republic and Surinam, are
planning to do so. Furthermore, as national forest mterod with relative
ease, they can also be adapted to meet the needs of greatly diverse economies. For ins-
tance, Argentina's National Forest Fund has recently been strengthened and, coupled with
other incentives, has proved an important faotor in promoting forest plantaticns. In
Uruguay, the assets of the National Forest Fund go into anmual investment plans that are
part of a nationwide programme to promote afforestation. Although in certain countries,
notably Mexioco, the national forest funds contribute comparatively little to the invesiments
of the PFA (19 million pesos out of & total of 192 million in 1974), in other oountries,
Costa Rica in particular, the assets derived from the national forest funds are greater than
those allocated for the PFA in the regular government budget.

In short, it should be noted that the administration of oertain national forest funds
mist be made more efficient and expeditious, especially in fund disbursement, eince funds
must be made available only for systematio forestry development purposes jointly with other
resouroces of tne PFA's. Other suoh funds need to be revitalized by increasing their in-
comes. This oan be achieved in part by making it olear that inoome of the PFA from the
sale of timber from public land is not merely a tax or duty, as is alleged in oertain
oountries, but is the sum of two oomponents, namely: returns on forest capital plus retri-
bution to the PFA for its management work.

3.,2.2 Public enterprises

Out of eight antonomous or semi-sutonomous PFA's in Latin Amerioa (see FIQURE 10), five
are called institutes ("institutos"), one a centre ("oentro") and two, public enterprises
("oorporaciones”). The finanoing of Chile's Corporacién Nacional Forestal - CORAF (1973),
and of Honduras' Corporecién Hondurena de Desarrollo Forestal - COHDEFOR (1974) are of great
interest beosuse of their imnovative character, although in view of the reoent establish~
ment of both of them it would probably be premature to try to draw firm oonclusions regard-

ing the advantages or drawbacks of this method of financing.

her government appropriat-
The initial assets of these forest nuthoritien’oonsilt of eit )
ions (as is the case with COHDEFOR) or else appropriations from each of four active partners
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in the enterprise (the case of CONAF), one of which contributes more than the others (the
Corporacién de Fomento de la Produccién). Such initial assets subsequently grow by the
addition of some of the earnings of the authority which the executive branch assigns to it
through the board, as in the case of COHDEFOR, or else out of the "natural or oivil returns
on the assets of the enterprise, including fees agreed upon with third parties for lumbering
rights or use conoeasions" (CONAF). Furthermore, the resources of these bodies can also be
increased by regular or extraordinary allocations of the active partners (CONAF) or by asaete
of goods transferred to it by the government (COHDEFOR), by payments for work, legacies,
donations, subsidies, loanz, etc. Both these enterprises were established with the idea not
only that they would produce goods and services, but aliso that they would be self-financing
and, at least in the oame of COHDEFOR, earn net profits whichk, save for that portion that
went to inorease their resources, would go into the public treasury. CONAF, whose 13974
budget calls for a 75.9% increase, aspires to self—-financing starting in 1975. 1974 budget-
ary sctimates of COHDEFOR already envisage a gress noome of 141 million lempiras (equivalent
to US$ 70.5 million) and net profits of 25.4 million lempiras. As can be seen, the finan-
cial aims of both of these amuthorities are similar, although COHDEFCR's mandate is particu—
larly ambitious and its funotione very broad, since it is responsible for the utilization of
the forests of the entire country on ocondition that it pay a fixed fee for the working of
private stands.

3e2.3 Fiscal benefits

Le M. BombInl/recently studied the many economic incentives now offered in Latin America
to promote forestry develcpment. Jt seeme advigable st this point t¢ underecore the
nctable impact of several kinds of fiscal benefit Bystems which are operated by PFA'e at
least in part, i.e. the fiscal benefits granted to capital investora in forestry development
and particularly in afforesiation and reforestation work. In the case of Brazil, which has
promulgated laws and detaiied rules and regulations in thies connection, this is of great
interest.

According to recent datagé some 1,700,000 hectares were reforested in Brazil thanks to
trhe system of fisoal incentives for capital investment, having generated investment of cloae
to US$ 500 million through a total of 8,815 reforestation projects approved over § years (se
FIGURE 42).

FIGURE 42
BRAZIL - REFORESTATION IMPLEMENTING LAWS ON FISCAL TNCENTIVES FOR CAPITAL
INVESTMENT
Investments
g Legal Instrument {equivalent in Are7lrefor?ated Fericd
. o N ir ha. )
; US doilars) . ’
{ Law No. 5106 ~RO 687 D n , R
% of 2 September 1365 280,687,202 1,200,611 up to 31 December 1974
JJsorea~law Nn. 1124 ‘ A Y 07
3 of 16 November 1370 206,575,563 504 , 350 up to & May 1975
5 TOTALS 496,262,765 1,705,567 -

LeM. Bombin ~ "Incentivos Ecunéwicos Forsstaies on Ambésica Latina"™, a papsr for the
Seminar on Modernization of Public Administration in the Forestry Sector of latin
America, Lima, Peru, 1975,

g/ Hs Oliveira ~ Data submitted to the FAO/SIDA Seminar on Forestry Development Planning
(Quito, 10 June ~ 8 August 1975).

g
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The possidbility of exoluding from taxsble inoome whatever oapital is used for affores-
tation, in other words, the fiscal incentives for oapital investment - a dynasdo factor
rather than benefits to landed proprietors (usually passive) - has given rise to the organ-
ization of hunireds of enterprises specialising in afforestation work and in the submission
of thousands of afforestation projects to the IBDF, the agenoy responsible for approving
suoh projeots. Reoently (Deoree 465 of 8 Pebruary 1974) Argentina, a oountry with great
experienoe in the use of oredit for forestry development, ntroduced a system of deduo~
tion of investment in afforestation from inoome taxes. In this case too, the PFA - IFONA -
handles one key to such fisoal incentives, beomuse it is responsible for approving the
respeotive afforestation plans.

3.3 Physical issets and Equi pment

From oertain replies to the National Questionnaire rather detailed information oan be
gathered on this point, whereas others merely give indications of a general character. In
any oase, some of the information received oonfirms the multiplicity and geographic disper—
sal of the tasks of the PFiA's, In several countries, the PFA's have considerable material
means: Colombia's PFA, for instanos, values the plant and equipment at its disposal at
120 million pesos (equivalent to US$ 4,138,000). As & rule, one gathers the impression
that only a few PFA's in Latin America have material means ocommensurate to their staffs or,
in other words, adequate funds for their staff to be able to perform their duties normally
and efficiently.

It appears obvious from the replies that the mein aim of the oentral PFA's oonsists in
maintaining their staff well deployed over the oountry (with housing or living accommodation,
shelters, et0.); in making sure that their staff have the necessary mobility (roads and all
kinds of vehioles, inoluding boats, asroplanes and helicopters); and in maintaining a good
system of observation, and especially of ocommunioations (radios, radio-telephones, etc.).
This funotion of "being present" out in the fisld must be developed further, since it is
indispensable for the acoomplishment of the main tasks of the PFA's. In addition they have
other assets - squipment and basioc facilities - for inventorying, mp-making, oonduoting
research, produoing nursery plants, road building and construotion of oivil engineering works,
lumbering, transport, sawing, preservation and prooessing of timber, fire-fighting, and mo
forth.

As for real estate and holdings, the PFA's either own outright or have usufruot of
buildings for offioes, laboratories, warshouses, housing, schools, eto, ?Fntim'l PFA,
for inmstance, has 21 forest stations throughout the oountry, normally consisting o o8
or living accommodation, offices, warehouses, electrio power plant, nurseries, experimen—
tation plots, workshops,.water supply, and other equipment.

As for wvehioles, the PFA of Mexioco has over 800, that of Chile 106, Bouador's 60,
El Salvador's 34, Juyana's 24 boats - just to mention a few limifiou:t figures.

As for equipment, several PFA's have complete sawmills (either fixed or mobile) with
timber impregnation plants, oarpentry workshops, eto. The frequent mention of traotors and
land-moving equipment indioates that many PFA's also cultivate nurseries and build roads.
Very often, mention is alsc made of eguipment necessary for timber felling and clearing
(chi;o, for instance, msntions its 245 motor saws), heavy transport vehioles, and cultiva~
tion and planting machinery. Among the teohnioal and scientifio instrumsnts mentioned,
note is made of the oomputers for the use of the PFA @_-_x_i_o_o), research squipment or'.n
types (Argentina), and topography and cartography instrumsnts used by almost all PFA's,

If one compares the figures on oapital assets and equipment of PFA's with their staf-
fing, it appears that in many ossee the ratio of these two factors has improved, It
would be abwurd for PFA's to have assets and equipment that they camnot use for laock of
staff. But this does not mean that all PFA's have mterial msans and staff proportional
to the tremendous scope of their functions. A glance at PIQURE 39, showing forest nl;:lnd
which P¥A's must administer, protect or oare for, as the oase may be, suffioces b:o oconfirm
this. What can be said, though, is that during the past few yoars there has been
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progress in many oountries in the region in providing their PFA's with adequate material
means to prevent their staff from being immobiliged for lack of wvehicles or being ill-
informed regarding the real oiroumstances in the forests for lack of map information and
obssrvation means.
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CHAPTER VI

INPORMATION, RESEARCH, PUBLIC RELATIONS

1«  QENERAL PROBLEMS

Like any other human aotivity, administrative work involves deoision-making. : To make
rational deoisionsl/ means ohoosing betwsen several courses of aotion through whioh a
speoifio goal oan be reached within a oertain period of time. For the making of suoh
ohoioes one must rely on kmowledge of facts, cause-and-effeot relationships, consequenoces
and trends. All this information oan be obtained bscause of the human aptitude to peroeive,
make systematio observations, learn skills, gsin experiemce and antioipate the future.

Normally the quality of a process and of its component steps depend on the quality of
deoisions made. This quality, in turn, depends on the nature of the information available,
Given suoh a ocorrelation it is understandable that the key to improvement of the performance
of PFA'e is better information.

Bvery PFA requires information as complete, valid and reliable as possible on: forestry
teohniques; relations between soil types, tree speocies and their inorement; wooded areas,
their quality, standing volume and technologioal propsrties of timber; ownership and sise of
forest estates; consequences of silvioultural treatment, etc. To securs a smooth adminis~
trative funotioning of the PFA's, information is alsc required on human relations, on the
oonsequenoes of various types of management and various forms of organisation, on work
methods and oontrol, eto. These examples show ths socope of the informmtion problem within
the PFA's. In addition there are problems related to information about other institutions
and the pudblio, including kmowledge of demand for productis and services derived from the
forests, and about communioation methods and msans.

Well founded deoisions require in theory a osrtain amount of information. For lack of
time and reasons of ocost it happens only rarely that all the necessary information can be
assembled, In other words, the information available is normally less than what is really
required. The ratio of available information to necessary information is ocalled "level of
information" (L.I.).

available informstion
Lels = Hecessary Informstion
The level of information may range from O (absolute ignorance) to 1 (full information)e
In making economio, administrative or other deocisioms, it is not possible to reach the L.I.
1, not only beoause of the time fastor, but also beosuss one cannot expeot to base decisions
exclusively on osuse-and-effeot relationships. It would also be uneconomical to achieve
the L.I. 1, given the inorease in the oost/benefit ratio when the level of information

approaches 1 (see diagram).

The diagram indioates that obtaining all the necessary information entails an exponen-
tial rise 1:’;0“, whereas the corresponding bemefits tend to decreass. The most esoonomioal
level of information will be determined by the maximam difference ( A ) between benefits and

oost (in the diagram maximum /\ oorresponds to a LeIe 0¢5)e

1/ Irretional or spontaneous deoisions will not be disoussed hare,
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cost
benefite

, levsl of infermation (L.I.)
0 0.5 1

The L.I, refers only to the amount of information. Nothing is said regarding the
quality of such information, whioh oan be defined in terms of “acouracy" (precision) and
nreliability” (improbability of error). Informaticn is derived thanks to thres humsn
faculties: the ability to observs (facts and processes); ihs ability to learn by anmalyzing
the oause-and-effect relationship; and finally, the ability to foreses or anticipate. By
using these faoulties one obtains measurements, verbal desoriptions, tested azporgonoo,
explanatory models and models for decision-making. The main sources of informticr for
the PFA's are: research, resource inventories, statistios, analytical findings {rom techni-
oal, ecomomic and acoountanoy oontrol, publiocations and ad hoo triale (speoial experiments)

2, RESEARCH

Almost all Latin Amsriocan oountries already have their forestry research prograzmes o:
are oonsidering the launohing of suoh programmss. FIGURE 43, which is based on the replic
to the Fational Questiommaire, shows whioh problems are already being, or will shortly be,
investigated and the percentage of countries having research programmes for each set of
problens. FIGURE 44 shows that the number of forestry research bodies that are regular
constitutional members of the International Union of Foresiry Researoh Organisations (ITUFR(
doudbled in Latin America in the past ten years.

With regard to the sets of problems mentioned in FIGURE 43, research on i ment of
tree species is generally oonocenirated on fast-growing exotic speoies (OI”OIIE% the
various speoies of Pinus), sc that valid data obtained oan be rapidly applied. lJost tria
are oondnoted by using correct methods (with encugh repetitions to eliminate statistioal
errors). Lass research is bsing done on native speoies, although research on the inore-
ment of these species in correlation with site olasses and silviocultural treatment is
needad.

Whu t0 wood properties for various forms of timber uses
(density, o oity, vu 1lity to fungus snd inseot infestation, impregnation, etec.).
For reasons of oost only a few countries (Brasil, Chile, o and Venesuels) have well
equipped laboratories for full-soale timber te logy res . That 1s why PFA's of
some countries cooperste in this field with universities (e.g. Costa Rica) or with institu
tes of the wood-using industry. Csrtain PFA's limit their techuologioal research to
prooessing (impregnation, drying, sawing, eto.). When research requires considereble
investment, it is edvisable t0 examine seversl possible solutions such as oontraocting the
ssrvioces of university or industrial institutes or laboratories and cooperating with
industry, mschine mamufacturers, or producers of chexiocals for the treatment of timber,
Costly research may also be conduoted jointly with ocutside laberatories.
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FIGURE 43
ONGOING OR PLANNED FORESTRY RESEARCH PROGRAMMES
No. Sets of Problems ; of oountries
investigati them
1 Incremsnt of tree speocies, including genetic and
provenance trials i
2 Wood technology 11
3 Silvicultural treatmsnt, including scologiocal trials 62
4 Forest inventories 54
5 Soils (types, classifioation, fertilisation) 46
6 Forest pests and diseases 16
7 Boonomic trials 16
FIRIRE 44
LATIN AMERICA: ITUFRO MEMBERSHIP
in 1965
Argentina Nexioo

Direcoifn de Investigaciones forestales
(Forestry Research Department)
Buenos Alires

Bresil

Ewoola Nacional de Florestas
(Mational School of Forestry)
Universidade de Parand
Curitidba, Paranf

Costa Rioa

Instituto Interamsriocano de Ciencias
Agrioolas

(Interamsrican Institute of Agricultural
Sciences) .

Turrialdba

Instituto Naocional de Investigaciones
Forestales

(National Forestry Research Institute)
Coyoaoan, D.F.

Venesue la

Fecultad de Ciencias Forestales
(Sohool of Forestry Soienoes)
Universidad de los Andes
Wrida

Instituto Forestal Latino~-Amsrioano de
Investigaocién y Capaocitaoién

(Latin Assrioan Forestry Research and
Praining Institute)

Nérida

.../.
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(Pig. 44, oontimued)

in 1975

Argentina

Instituto Forestal Nacional
Buenos Aires

Centro de Investigscién y Reoursos
Naturales

(Natural Besources & Research Centre)
Instituto de Boténioa Agrfoola
Buenos Aires

Brasil

Facultade de Florestas

(School of Forestiry)
Universidads Federal do Parané
Curitiba, Parané

Chile

Facultadi de Ingenierfa Forestal
(School of Forestry)
Universidad Austral de Chile
Valdivia

Instituto Forestal
Santiago

Colombia

Instituto de Investigaociones y
Proyectos Forestales y Madereros
(Forestry and Timber Projects
and Research Institute)
Universidad Distrital

Bogotd

INDERENA
Bogoté
Costa Rioca

Institutc Interamericanc de Ciencias
Agrfoolas
Purrialba

Cubg,

Centro de Investigucibn y Capacitacién
Forestales

(Forestry Research and Training Centre)
davana

Nexico

Instituto Nacional de Investigeciones
Forestales
Coyosoan, D.F,

Paraguay

Instituto Naoional ds Teonologia y
Normalizacién

(National Institute of Techmology and
Standardizetion)

Asuncién

Trinidad y Tobago

The Forest Department
Bational Forest Researoh Institute
Port—-cf-Spain

VYenesuelisn

Faocultad de Cisncias Forestales
Universidad de Los Andes
Mérida

Instituto Forestal Latino-Americano de
Investigacifn y Capacitacién
Mrida

Asocliesoifn Naocional de Forestadores de
Arboles Marderaltles

(Fational Association cf Pimber Tree
Poresters)

Salom, Estado Yaraouy

Souree: IUFRO: Annual Report, 1965; exoerpted from IUFRO News No.10, Maroh 1975.
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Silvicultural tresiment, inoluding soologioal trials, often takes third place. As a
rule research is done on clearing, thirming, reforestation (toohniquu, spaoing, etc.),
produotion of certified eeed (ssed barks) and rursery plants, natural regemeration methods,
etc. Suoh research can rapidly give valid results, and significantly inorease yields and
improve quality without incurring high costs. Moreover, in view of the low cost of sush
trials they can be syetenatioally intensiried,

lethqdologicfl forest inveritoryi constituter one form of research. The standard
methods of stand invenfor;ing {oovering types of etands, species, volume, tree diameters,

eto.) are well kmowm and already well deveioped. A special methodology oan be devised

by adjusting the standard methode vo naiionul, regional and icoal circumstances. Once

the special methodology has been worked oui, the question arisen as to whether inventorying
is to be oonsidered as reseurch, statistice or in a special category per ao.l/

Soil research is included in the programme of sbout half of the oourtries. By clas-
sifying forest solls acoording o & clear typology it 12 possible to select appropriate
tree species for eack type of soil and consaquently enbance increment, improve quality, as
weﬁ :a prevent peste. Certain ocuniries (Cuile, Peru) are preparing maps showing forest
80 ypes.

Research on forest pestis and digeaser is being done by only 16% of the countries,
Logically, PFA’s ought not to be expeoied to do bamic rasearch, but it is necessary that
each of themw has within its own research set-up a plant healtl and entomology servioe that
deais with peat and discase prevention by making regulear inspeotions and that advises on
controlling foreat pests and diueaseg,

Little research i teing done on forestry eccmomioe (only 164 of the countries or 30%
of them if one includes technical trisis thatr oan provide data for research in forestry
©000NomL0B ) It meema very neoessary fcr thia orench of research o be strengthened.
Provided svoonomists are azvailabie, 1t wouid be relstively easy to oonduct forestry economios
research, as no great outlay of financial resourves is imvolved. Moreover, the application
of the results gives wery rapid returns, sc that there is normally a very high benefit/oost
ratio,.

In the replies to the National Questionnaire nc mention ir mmie of researcn on work
techniques (organization models for tochnical proosasea, suitable implements and instruments,
ergonomiog time/output studies}, nor is there any mention of research on administrative
processe or information systems and public relstions )
to ressaroh on willdlife, recreation and the oxrvironmonti/.

2,2 Systems and Assignment of Rusponsibilities

Nany countries have special research de ments in their central offioes (Direocién
Gc :eral, eto.); for instance Bo a (p T Coste Rica, El Salvador, Guyana (unit of
the Silviculture Department), and P . These units of the central offices draft

programmes of work and ocontrol their axecution ‘jointly with ressarsh workers. As a rule
it is on the basis of medium-term programmes that anmual programmes are drawn up, as the
former set the objectives, define methodology and suggest trial sites. Normally the PFA's
have permanent expsriment centres (i.e. Argontina, Bras:l and Paragaay).

1/ 1In this study the last alternative is used, since forest :nventories ars an essential
source of information for PFA'e in any case.

Countries with O+M units (Colombia, Esuador, Nexico, Paru) have dealt with some of
these aspeots.

Aside from resesrch on watersheds (Ecuador) and some aspeots of wildlife (as in
Argentina, Venesuels).

Sometimes each depariment (protection, utilization, eto.) is in oharge of research
in its own field (Surinam).

w

AL
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A variant of this type of full integration is found in countries that bave their own
research oentres as intermediary agenoies between the oentral offioces of the PFA and the
experiment stations (i.e. Cuba, Ecusdor and Hio&r&). Sometimes these ocentres are also
in ocharge of training work.

Some oountries have set up forestry institutes, for instance Argentina (the INIA),
Chile and Mexiool/ These institutes coms under the oentral offices of the PFA's, although
they enjoy a greater degree of independenoce in their programming. Chile's INFOR oomes
under two ministries, that of agrioulture and that of economy, thus providing liaison
between the PFA and the forestry industry, whioh are both represented on INFOR's Board of
Direotors.

Jolombia has started using a new mesans for the development of forestry research.
hed a national forestry research programme (1972-1982), Sinoce then the

Government and mrivate enterprises in the national forestry seotor have emtablished the
Corporecién Nacional de Investigacién y Fomento Forestal (CONIF) (Mational Research and
Forestry Development Authority) with a threefold purpose: to give deoisive impetus to
forestry research; to promote reforestation; and to foster sooio-economio development in
parts of the ocountry where forests are being lumbered. INDERENA's share oapital in CONIF
amounts to 50% and therefore it has oonsidersble voioe in the selection of problems on
whioh research is to be oonduoted.

In Bregil, a semi-autonomous federal agency, the "Empresa Brasileira de Pesquisa
Agropecuaria® (EMBRAPA) was empowered,by Deoree No. 75376 of 14 February 1975, to take up
the responsibilities for research in forestry and forest produots previously assigned to
the IBDF,

Another alternmative is oooperation between PFA's and university or other soientifio
institutions. FFA's define the problems and set the main goals, whereas the university or
private research institutes are responsible for methodology and execution of these program-
mes on a oontract basis (as in Costa Rioa, and in Peru up to 1974). Whether or not good
results are achieved thereby depends on the availabl1Ity of research workers and the amount
of interest shown by the institutes in the research requested. A very similar arrangement
is used by the research oentres at certain universities in Brazil. These oentres obtain
oontracts with the PFA and then entrust the research to teams of research workers.

In all the solutions desoribed above, save the oontracts for oocoperation, it is dif-
fioult to evaluate the axasct influence of the PFA's on the ohoioe of problems on which
research will be oonduoted and oconsequently on the priorities and alloocation of funds to
the various programmes. The programming of applied research is the key to progress in the
forestry seotor. In prinoiple it is very olear that the ultimate deoision as to program—
mes and priorities is the exclusive responsibility of the heads of the PFA's. If this is
not the line followed, the programmes will as a rule largely depend on the speoialties and
personal inolinations of researoh workers, This does not mean that researoh on important
problems is necessarily relegated to seoond place, but there is no assurance that due
attention will be paid to them from the outset. It seems advisable for the executives and
field staff (regional heads, ohiefs of distriots, nmursery operators, industry managers,
etc.) to have a osrtain amount of influenoe in the programming of research. It is there-
fore recommended that ressaroh oocunoils be set up in the PFA's as advisory bodies to the
direotors or chiefs of researoh departments.

243 Prerequisites

Researchers need speocial preparation in forestry ressarch, for instance in methodology
and plamning of expsriments, statistical analysis, application of operational research
teohniques, eto. It is highly recommended that young researchers work for soms time under

1/ JMaxioco's National Institute for Forestry Research is not responsible for inventorying,
which Task falls to the Natiomal Inventery Office.
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the direotion of an experienced researcher, and in many instanoces it would be advisable
that they be assigned to teams of certain large institutes.

For applied researoh, acoess to good libraries is needed (for books, mpecialized period-
icals and other publications) that have ourrent card indexes of international research and
dooumentation centres (for instanoe the ones in Oxford, Reinbek and the IFLAIC).

Permanent experiment stations play an essential role as they facilitate regular observ-
ations, immediate corrections and efficient ocontrol. It is reocommended that some research
workers become acquainted with the area in the vicinity of such stations so as to save time
by concentrating on a series of trials there. Due to daily oontacts among researchers this
solution generates a better atmosphere for researoh work. It is best to disperse the
stations over the main ecclogiocal regions, although suoh decentralization will not be
feasible for all lines of research. As regards timber technology and photo-interpretation
laboratories it is preferable that they be looated at a oentral point.

3. RESOURCE INVENTORYING AND STATISTICS

Any type of planning (forest policy; national, seotoral and regional plans; stand
managemsnt plans) must absolutely be based on resouroe inventories and statistios.
Regular oompilation of statistios and inventorying is also essential for the analysis of
forest development trends, for forest management, for oontrol over execution of work, and to
lay the grounds for organizing the supply of raw material to sawmills and other forest
industries.

A complete set of inventories and statistics would inolude:

(a) Forest inventories

- Areas

-~ forested
produotive
non-productive
protection

- not forested but suitable for forestry
~ soils (and climatio data)

~ forest stands

(v) Socio~economic siatistiocs
~ forest industries
- employment situation
~ influence of other seotors

be made from general maps, land surveys and asrial photographs.
In thzh:t%n:n;;ﬁ:fyd:::nod photographio mosaios are used as an initial ;pwoxiut;on to
reality. It is very important that non-forested land suitable for foroat;yo\dng b.d ::
limited (as in Chile, Colombia and Mexico), as well as woodlands that o:;d e ogmrto y
non~-forestry use Surinam)e it is also interesting to make an area bre ownny p:pﬁo
administrative units |states, provinoes, regions, minioipalities, eto.) as “h as by
holdings and size. Normally aoourate geographioal data are available :;x l:o m;:,t
although the breskdown by land holdings and sise is usually based on estimates. .
countries are improving their inventories in this respect.

t most apmropriate for the eco-
f tree spesoies and the type of mapagenen

logicg.l;;i::ﬁ:n :- well up.tho determination and delimitation of soils suitable for
b ntins, Bresil, Chile, Cuatemals, Jamaics and

11 based on soil imventories (Arge 3
;:::;fry ;;.n:tio ;:t.. are very useful for judging ecologioal oonditions and as a guide for



- 122 -

management, ‘They may be obtained from existing maps and be compl :mented with observations
made at the PFA's own meteorologioal stations,

Forest stand invontoriu oan provide various types of information, namelys type of
stand (natural or ardwoods or softwoods, various mittures of species. eto.);
volume of standing timbor (total, acoessible); timber mass distribution according to diameter
quality, extraction conditions, eto. Primarily for reasons of oost, only a few oountries
are systemstioally inventorying their forest stands (Ch:llo, Colombia, Mexioo, Peru), although
almost all of them have done partial inventorying (Brazil, Bonduras, Venezuela). In large-
scale inventories, a distinotion is usually mads by typca of stm, representative samplings
being taken (from aerial photographs and through land oruising) in order to determine
volumes, diameter olasses, and sometimes even quality and lumbering oonditions,

Thus far ther. are only a fsw oountries that have statistios on forest industries based
on industirial ocensuses and showing the volume of prooessed timber, Tormally only global
figures are given with no indioation of geographio distributinn or industrial oapacity. It
would be advissble to obtain better statistics o1 forest industries, preferably by inoluding
them in the national and regional oensuses which are regularly repesated. It would be desir-
able to have data scoording to administrative distriots or regions with respeot to various
branches of “he industry (from sawmills to pulp and paper plants), and on speoifioc oommodit-
ies, annmual produoction, oapacity of indusiries and supplies of raw materials. Such data
would make it poasible to orgenize and plan for the timber market - balancing supply and
demand - and to provide guidelines for reforestation programmes, regional development plan-
ning, eto., pointing up priorities and trends.

The employment situation oan be gauged in broad ocutline from regional and national
censuses, w&oh .Eowloago serves to indioate the availability of manpower as well as what
manpower the forestry programmes can absorb in order to diminish unemployment. General
information from oensuses should be supplemented by the PFA's with spscifio surveys and
studies on topios suoh as the impact of forest industries and road infrastructurs. upon
internal migration (Brazil, Colombia, Panama), on employment cpportunities in sgro-forestry
settlements, etc. (Honduras, 00, PerulJ,

The influenoes of other seoiors inolude the socio=eoconomio impact of the forestry seotor
upon urbanization, population density, publio works, reoreation and tourism, watersheds, eto.
and espescially upon agriculture (crop and animal produotion). In planning forestry work
the actual impact as wel) as trends should be oonsidered, Also in this ocase, some of the
rertinent data oan be derived in part from available statistios, although additional studies
and speoific surveys carried out by the PFA's will be required to supplement them.

Changes in forestry development, land use, industrial and socio-economio trends as well
as advances in socienoe and technology make it necessary for inventories and statistioal sur-
veys to be repeated, Soil inventories are valid for the longest time and it suffioes to
repeat them in oyoles of 20~.30 years. As far as other inventories and statistioal surveys
are oomcerned, the following (approximate) repetition periods should be adhered tos on
forest areas svery 10-20 years, on forest stands every 10 years, on forest industries from
1 t0 5 years, on the employment situation from 1 to 3 years and on the impact of other
seotors from 2 to 5 years.

In some oountries speoial divisions of the central offices of the FPFA's are solely

responsidle for the preparation and evaluation of statistios and inventories (as in @
and Mexico). In many other countries this work is spread out amung various lower-leve
units "(?or instance, in Bouador it is the Photointerpretation Seoction; in Ouatemala and
mtm Porest Inventorying Seoctions). Chile's Porestry Institute has taken upon

) th research and inventorying. lpcﬂf solution is that of Peru's Oficina
Nacional de Evaluscién de Reoursos nm-.ln (ONEN) (wee Seotion 2,4 in Chapier V).
Colombia's CONI¥, in ocooperation with private enterprise, is inventorying 300,000 ha. of
fornio, compiling maps showing types of stands in lumbering sones, and is doing research on
land suyitable for economioal afforestation.
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For the future development of forest industries and forestry statistios it seems advis-
able to have catalogues compiled for all the subjects for which fresh data are parmanently
required. These are considered sine qua non for laying down forest policy with full lmow-
ledge of facts and figures as well as %or preparing national and regional development plans,
establishing guid: nes for forest management and planning, and organizing supplies for
forest industrieal/, Onoe partial facts and figures and specific data have been oompiled,
they must be collated and assembled or logically &rouped, Suoh data then beoomes the basis
for various plans, programmes and directives. Ways and means for such inventorying and
oompilation of statistios for each fiscal year need to be found, inocluding the appropriate
methodology, periodioity, cooperation with offioial institutions, staffing requirements and
required materials and funds. Finally, priorities among the various types of inventories
and statistices to be provided by the PFA's need to be set and the possibility of using
available inventory and statistical data for forestiry purposes investigated.

4. TECHNICAL AND ECONOMIC CONTROL BASED ON ACCOUNTANCY DATA

One very important souroce of information, thus far little developed if not entirely
ignored, is technical and economio control based on accountancy data. Such oontrol supp—-
lies valuable information for the improvement of forest management and techniques. This
information ie useful for the development of local activities (area, zone or district)
along eoonomically sound lines, and for the whole forestry seotor {through extension work).
Not only oan produotion be increased in thie way, but ooBts can be reduoced and output bet-
tered. Such information is generated by normal acocountancy preciioe and through techniocal
annotations made in the course of the annual cycle. The sole point of difference from
normal aocountancy is the special grouping of data according to the spec: fic problems
oonsidered, For instance, one might oonsider: roundwood produotion; the production of
nursery stock; the results of different silvioultural techniques; thimming; road counstruo-
tion and maintenanoce. Notes have to be taken cn variants in technclogy and on technical
date, economic data, time spent, eto. in oonnecticn with the particular problem being ocon-
sidered, and these must then be assembled acocording to oonditions (moils, mccessibility of
stands, slope of terrain, eto.). In the next stage, results within each group will be
compared (for instanoe, data relating to one and the same prooess for which different tech-
niques are used) and the reasons for the discrepanocies will be aualyszed. Once the differ-
ences or disorerencies and their reasons or causes are known, the techniques and the organ-—
ization of processes oan be improved. If this internal oomparison is repeated year after
year (eliminating differences attributable to itrends in prices, wages, eto.), it ims poseible
t0 achieve permanent progress from the technical/economio standpoint through what oan be
termea "experimental msgamont".? .

Another possible way to stimulate progress is through "external oomparisons", that is,
oomparison of results between several areas o» distriots. For such exiernal comparisons,
prior grouping of distriots or areas into homogeneous types is essential in ox_~der to
identify those whose prinocipal natural features (topography, climate, vegetation, ato.) are
practioally the same. The oomparison of the sams sets of data for similar distriots or
areas opens opportunities for oollaboration among staff and stimilates professional emulation.

It is not diffioult to devise a conorete system for the grouping of already available
data. It suffices to utilise date that des-ribe logioslly the problem being investigated.
Such collation of data can be done, as was said, by ordinary acoountancy, but in the long
run it is best to devise a standard information system for all distr_ots (as well as Gecide
on a oomputer programme), thus laying the groundwork for s managewsnt information aystem

(Mzs).

1/ Most information, facts and figures deemed necessary on & permanent basis have already
been listed in Section 3.

2/ A olassic example of this procedure is the

-/ applioable lil\l:ioulturnl techniques for natural and man-made stands oan be improved.

the district or area ohief ocan
By a this experimental management pattern,
dzvi:flﬁzgh trials which in most instances need no great theoretiocal knowledge,

but rather aocuracy and oarefulness in taking .sasurements.

"3wiss Control Method" by means of whioh
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It is recommended that the resulis or data be condensed every year, using desoriptive
indices of results of production, stand management and other types of work in each area or
district (FIGURE 45) Comparisons between distriots, zones, regions, etc., and ultimately
evaluation or assessment, are rendered easier by collating the findings by regions with
comparable ecologioal and economic conditions. Suoh information, derived from economic
and teohnioal control based on accountanoy data, is useful for an inexpensive and simple
improvement of the forestry seotor.

FIGQURE 45

TABLE OF DESCRIPTIVE INDICES
(partial, schematic model)

Yoar: 19-. Rtgion: sesecsssvscenne Tpr of Area or DiBtrict: secececsscccccessces

Numbering of Distriots

Measurement or Areas
Factors Unit Average

1 2 etc.

Areas

Total
Forested
Of productive forest

w N -

Production

Total roundwood
Roundwood species "x'"

(6, P -3

Distribution of Main Szciu
Szcies Yyt

Claass ...
Clasg «e.

8 Total 10
Species "y', etoc,

Nursery Plant Production

9 Species "x¢ 1,000 pl.
10 Species "y 1,000 pl.
11| “Total 2,000 pl.

-3 O

-0 mw

Reforested Area

12 Species nx" ha.
13| _Species "y ha.
14 Total ha.

15 Silvioultural Care ha.

16 Thinning ha.
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mbering of Distriots
Factors Measurement or_Areas Average
Unit 1 2 etc,
Staffing
17 Foresters
18 Teohnioians
19 Slkdlled workers
20 Administrative staff
21 Foremen
22 Ungkilled workers
Manpower Employment
23 Total employment hrs
24 Average employment per man hrs/year
25 Average employment per area unit hrs/ha.
26 Timber produotion hrs/m3
27 Furseries hrs
28 Reforestation hrs/ha.
29 Road oonstruotien hrs /100 m.
30| Road maintenance hrs/100 m.
Use of Machinery
3 By type of machinery hrs/year
32 By type of task hrs/unit
of task
Cont(OutEt
Average price obtained
33 = timber o /m3
M = plants ee /1,000 pl.
35 - otc.
Cost of
36| - timber extrection Ry
37| = reforestation vo/ba,
38| - road oonstruotion oo /me
39 - road maintenance oo /e
40 = produotion of nursery plants »s/1,000 ple
41 -~ manpower ee/h.
42| -~ produotive manpower oo /.
43 ~ machinery --/h-
Cash Returas
44| Quotient cost/returns /:g-
45 Quotient cost/returns oo/
Inorease in Productivit
46 Timber production $
47 Plant produotion 1
48 Thinnings %
49] Total <
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5« PUBLICATIONS

As instruments of information, PFA publications ocan be for either external or internal
use., The former are intended for persons or groups not direotly oomnected with the PFA nor
even with the farestry seotor (for instiance, researchers in specialties other than forestry,
soonomists, plaxmers, industrialists, etc.). 4s will be seen, these also include publicat—
ions pertaining to publio relations (see next seotion). The seoond type of publiocation is
intended for staff of the PFA and persons ir. the foresiry sector (forest owners, officials,
eto.), the main purpose of whioh is to inform professionals and add to theoretioal lmowledge
and practical kmow—how pertinent to their activities and functions. Consequently the con-
tents, manner of presentation, language, soope and other features need to be adapted to the
interests, aims and level of instruotion of professional staff, The well-known. types of
publioaticns: books, periodiocals (reviews, bulletins), pamphlets, oiroulars, notes, etc.,
have a variety of purposes. Books on forestry, written by reocognised authorities on the
subject, are essential for any oentral service of a PFA. There are many well-known texts
in each speoialty of forestry and related fields, althogh n~t 80 meny in Spanish or Poxrtu~
guese, and very few on conditions in Latin Amerioa. In any case it seems necessary for
any oentral servioce to have & oolleotion of suoh books both in the national tongue and in
foreign languages (for instance 's PFA has a librarian for this purpose). Also
regional and looal offioces shou small libraries of books by reocognised aathorities
on subjeots pertinent to their work. To oomplete the list of Spanish books it is advisable
that oonsideration be given to the translation of texts by speocialised translation servioces,
possibly with bilateral or multilateral finanoial aid. It is Just as neoessary that
forestry research institutions have oomplete libraries of authoritative soientifio books.

Many oountries (Argentina, Braszil, Cuba, Chile, Mexico, Veneguela, for insiance)
publish foron% %13&17‘(”‘61'5,‘ bulletins). The main probiem is that these national
periodiocals relatively siall press runs, with the consequent impsst upon their ocost.
Still, such forestry periodicals are very valuable for publishing the latest research find-
ings and providing other information useful in deoision-making. Cooperation among oountries
with similar forestry conditions (as, for example, the Andean countries) oould render it
feasible to have larger press runs for forestry periodicals, It would be advisable, as an

immediate measure, to intensify the exohange of forestry periodioals among countries and
support the bulletin published by the IFLAIC.

Bulletins, oiroculars and notes oan be published either regularly or occasionally.
Such NSEOIEIOBI, of a -EI&G Internal charaoter, spread practical facts and figures,
explain new techniques and desoribe regional or looal experiments oonduoted. If written
for field staff, they are very useful for improving day-to~day work. Their advantage is
that they oost very little and oan therefore be readily made available to all staff as
required. ‘Through suoh bulletins it is possible to disseminate conoise information as well
as abstracts of books and periodiocals of most interest. It would be advisable that ocentral
service units be oharged with the prepmration of bulletins, ocirculars and notes, Suoh
units oould work hand in hand with extension servioes such as those already existing in
several oountries (Eouador, Jameioa and Bonduras).

These publiocation servioces could also take oare of the said oentral libraries as well
as of dooumentation work. By oooperating with the forestry doocumentation oentres of world-
wide renown the PFA's would be able to oolleot and catalogue all titles and bibnofr phio
data found in national and international publications for their work at all levelsl/,

In the international sphere, the best kmown dooumentation oentres are the Commonwealth
Forestry Buresmu (Oxford, U!s and the Bundesforsohungsanstalt fiir Forst~ und Holswiri—
sohaft (Reinbek, FRG). On the regional level, the IFLAIC (Mérida, Venesuela) intends
to expamd its forestry dooumentation work with bilateral financial ald. THeoently in
FAO's AGRIB programme an AGRIS-Forestry System has been started for the coordination
ad strengthening of intermatiomml work in forestry dooumentation, primsrily for
research purposes,
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It is very important that efforts be made to produce good publiocations and oheok on
their practiocal impact. The essentials for the first are olarity of presentation, objective
and reliable information, as well as an explanation of the circumstances under which such
information is appliocable, simplicity of language and abstracts with the maximum information—
al oontent, In order to determine to what extent suoh Publioations beocome known and what
application is made of new information and faots diffused in them, it is advisable to organ—
ize seminars, practiocal demonstrations and study tours for disoussing practiocal experience,

6. PUBLIC RELATIONS
6.1 The Need for Publio Relations Work

Public relations, in general terms, embrace all activities intended to oreate greater
harmony and oonsistency betwsen the interests of the forestry seotor and those of the pablio.
The main goal of publioc relations is to raise public oconmoiousness regarding forests or, in
other words, to give a clear and well founded idea of the ranewable natural resources and
their importance for human 1ife and for the national eoonomy, thereby inoulcating in the
publio an understanding of the need for forestry development and for msupport of efforts
intended to promote this development.

The publio oonsists not only of individuala or private persons, but also of eminent
people in high posts, opinion-makers and influential institutions. Somstimes the term
"publio relations" is oonfused with advertising or pudbliocity, These, however, are direoted
towards an audienoe economically interested in the foresiry seotor, for instance merchants,
industrialists, foresters, forest workers, etc., whereas pvblio relations work is direoted
to the genseral public, with no immediate material benefits nor with the idea of gaining
immediate financial profit. Advertisement pertains to products or servioes of commercial
value, whereas publio relations provide general information regarding the influences or inter-
actions between natural resources and their benefits to mankind, hinging on their management
on the one hand, and the general community on the other.

Publio relations are neocessary in forestry to inorease knowledge regarding nature as a
whole and biologioal relations within forests as a speoial type of vegetation; this is a
oontribution to eduoation in general. Also, through public relations work, knowledge is
spread regarding the relations between forests, wildlife, water, soil fertility, floods,
olimate, eto., thus stimulating the spirit of observation. Ry this means mors information
is aocumulated and an understanding of factors importet to mankind (water, olimate,
reoreational amenities, food, protection, eto.) is guined.

Publio relations work is also necessary in order to teach what contribution forestry
resources make to the national eoonomy, and to the supply of raw materials and timber
products, as well as to food stooks, and how they protect other seotors, provide employment
in rural regions and promote infrastructure-building. :
ations work the significance of forestry work (afforest-

thinnings, fellings, haulage and traansport, fire
foresiry teohnigues and forestry's

Furthermore, through publio rel
ation,erosion oontrol, watershed management,
and pest control, etc.) is explained to the publioc, as are
ocontribution to publio welfare and the nationa. eoconomy.

jo relations is their aim to put aoross the obligations of
£ forest law) and the obligations of correct behaviour of
and all other renewable natural resources. The public
governing reforestation, deforestation, soil oonser-
eto. This aspect of publioc relations work
1 support of the btroad pudblio for forestry

One important aspeot of publ
forest owners (basic principles o
the publioc im relation to forests
should Xnow the rules and regulations
vation, wildlife conservation, fire preveation,
is mainly direoted towards gaining objective, mor
work. .

Finally, another purpose of publio relations is to enhance the prestige of the ﬂf:nm
seotor, whioh should not be held in less esteem than othsr mm.o:':h”:?:uq, b o
services, education, research, sto. [Enhanoing the prestige o maas strength
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ening support to the forestiry sector in terms of staffing and financial means.

Virtually all PFA's have recognized the need for good public relations and are concerne:
with this matter as part of their work. Many oountries have special public relations unite
in their PFA's, or else they make use of suoh units in other parts of the oivil servioce,

For instance, the PFA's of Colombia, Chile, Cuba, Eouador, Mexioo and Peru have their own
public relations units under different names. The pInoomont of the m'ﬁlic relations unit
direotly under the head of the PFA seems best because of the kind of work done (Colombia,
Mexico, Peru). The PFA's in other oountries have joint public relations units with the
¥nistries of Agrioulture (Costa Rioa, Jamaioa). Chile ooordinates its public relations
unit for forestry with that of other mioﬁtural seotors through a oommwnioations cqordin-
ation committee that also has acoess to the "Ofioina de Informaciones del Gobiernmoml/,

6.2 PFA's and the World in whioh they work

PFA's maintain liaison with the world outside through publio relations work; in other
words, by addressing individuals, groups of persons and public or private institutions from
the president of the republio down to the worker, the man in the street, the housewife and
the ohild. All these persons have some ties, experience or familiarity with forests, oom-
prehend their influence, and have opinions regarding their own relations with the forestiry
seotor and the importanoce thereof, Publio relations units must oarefully consider publio
opinion and attitudes in order %o obtain good results in their work., Eight different
groups of people have to be reached, viz:

(1) The general public, oomposed of individuals with any sort of social, eduoational
oocupational background. In this instance the main purpose of the public
relations unit is to build up a favourable attitude and behaviour with regard
to the forestry seotor, to gain support for the protection of natural resources
and to enoourage their use for recreational purposesi

(2) Groups of interested persons: sports, tourist and nature lovers' olubs; hunters
and gilhormn; Eﬁtopq-ﬂu-s, eto. Public relations work should be slanted to
the speocial interests of such groups and their speoific requestsj

(3) Journalists and nﬂuszr writers interested in obtaining general information
regarding forestry airs, especially in ourrent problems (reforestation
programmes, water supply, pest oontrol, fire prevention, etc.). It is very
neoessary to maintain contact with journalists and newspapermen not only as a

means of reaching the general publio, but also to dissipate false ideas and
opinions oiroculating among the publio with regard to the forestry sector;

(4) A1l other seotors of the national eoono% that form part of the world outside
t FA's, liaison with whioh varies in degree of intensity. Publio relations
work with these seotors has to be differentiated in acoordance with the speoific
ties between them;

(5) A very significant seotor of the world outside the PFA's is the civil servioce or
the public administration, ranging from other departments within the same
ministries to other ministries and regional, provincial and communal administrat-
ionss The foundations for oreating a situation favourable to forestry projects

can be laid by bringing the interests of all these administrations into line with
that of the forestry sector (see Chapter III; "Interrelations");

1/ Representatives of Belige, y Jamaioa and Suri partioipated in an FAO/SIDA
Seminar on Porestry Sooial ons for Mulﬁpﬁing Countries in Afrioca and the
Caribbean, held in Rome from 1 to 26 April 1974. This seminar recommended that all
PFA's have their own sooial relations units.
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(6) The official planning agencies, a special branch of the public administration
responsible for national plans, regional plans, town- and country-planning,
and planning for water supply, eleoirification, road construction, etoc. In

Chapter III reference was alsc made to the interactions with this important
branch of the administration;

(7) The educational system. The familiarization of school children and students
h the foresiry sector in the long run promotes better understanding among
the public and the future ruling class. Eduoation has a multiplier effect,
that is, studenis transmit ideas to their families and assooiated groups of
persons. In order to prepare and channel this type of public relations work,
it is essential to earn the collaboration of professors and teachers by offering
them detailed information and information materiale;

(8) Finally -~ also very important -~ the national OOﬁgss, which has to be supplied

with all information neocessary for the ng of deoisions by deputies with
regard to forest laws, other laws pertinent to the forestry seotor or the budget
and staffing of forest servioces.

To sum up, in public relations work the worid outziie the FFA needs to be taken into
acoount, The ways and means for conducting public relations need to be adjusted ascording
to the persons for whom they are intended inrough well planned short-, medium— and long-term
Programmss,

6.3 Information Media and Programming of Public Relations Work

The main media at the disposal of public relations servioces are:

-~ bulletins - radio and television

- leotures - practioal demonstrations
- press releases - exhibitions

- films - gpeoial archives

As a rule, bulletins reach the largest number of people. The texts should be very
clear and the presentation attractive. Many countries use this medium for their pubdlio
relations work (Chile, Quyana).

lectures or talks offer two advantages: personal contact and opportunitiee for asking
quest-i-o_ns. They are therefore very suitable for schools, universiiies and industrial
unions and trade unions.

Press releases or ss conferences with journalists and newspapermen. It is odvis;ablo
that written material be distributed ahead of time in order to prevent 1ng.oo-urate reporting.
Contact with members of the press is vital and should be made at regular intervals, though
not to the exclusion of ad hoc conferences in case of important evenj:s. {tvary attrs9tive
form of press inform’tiomg.-oup study tours, during which very direct information is
obtainable, It is also advisable for forestry authorities and_experts to prepare original
press releases from time to time. All countries use this publio relatione medium to vary-

ing degrees.

Films are direoted primarily to the general publio and to sohool children in particular.
They can therefore deal with problems of general interest (forest fires, inssct pests and
diseases, the environment, soil erosion, reforestation). It would be advissbi:oio 1nti~o-l
duce such films in public oinemas and also in regular school courses., For so ourr.d:;x t:
it is advisable that written information be distributed so that the teachers oan give
ional explantations.

evision, and these are used by the PFA's of
e e e e aourey e t.:.m Ol l”ar )e Suoh droadcasts should be

many countries (Argntim Bragzil, Colombia, '
carefully prepared an g.h’n the m;.ximm =T real information, olear explanations, and be
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presentad in an attractive form. An interesting weay for ansvers to be given to questions
of interesi to the public is through interviews between a journmalist and a forester.

Practical demonstrations are suitable for fairly small, homogeneous groups. The
advantage is that par partioipants oan anquaint themselves with the forest environment or the
forest industry thus stimulating dissussion and comprehension of preaotical problems.

Exhibitions offer the possibility of bringing a great many people interested in the
sub jeot {nto oontant. Samples, explanatory models, photographs, graphs, films and some~
times short telks offered from time to time ocan be used. Aside from the material preeented,
the location nf the exhibition is very important in order to attraot the publioc. From the
answers to the National Questionnaire, some instances of the use of this medium emerge

Chile, Jamsica). PForestry exhibitions oan be crganized as part of exhibitions on broader
subjects as well.

Teaching materials for interested persons (publications, models, eto.) are kept in
archives, where all kinds of other useful materials for publio relations work are stored.

Whatever the media used by the publio relaticns units, the following ethiocal principles
must be observed: franimess, truthfulness, love of justioe and self-critioisme Observance
of ethioal principles is not only essential per se, but is a prerequisite for the suooess of
the work of public relations units and for oﬁl‘iﬁeung the publio. One methodologiocal
rule is that public relations work has to be pursued regularly and ocontimuously. The
suocess of publio relations work hinges to a large extent on reaching those persons or groups
of psrsons who form publio opinion. Influenoing publio opinion makers (politicians, high
public offioials, oburchmen, soientists, representatives of the people and radio oommentat-
ors of high reputation) has a very important multiplier effeot.

Public relations work also requires appropriate planning based on analysis of require-
ments. The best sources for such analysis are public opinion polls among a representative
sampling of the population, ocomprisings

= pounding of individual opinions regarding the forestry seotor, i.e. forestry
work, programmes, plans, projeots, the attitude of forestry staffs, eto.

- determining what servioes and influenoces individuals expeot from the forestry
geoter, i.0, demand anrlysis; and

~ identifying existing and potential conflicts between individuals and the
forestry seotor.

The selection and development of topiocs to be dealt with by the public relations units
will depend on the outoome of suoh soundings. The next step is to seleot the most approp-
riate media for such publio relations or extension work (the press, television, eto.).
Finally, checking on results of the work of publio relations units needs to be planned.
Here again, public opinion polls oan be used, although normally personal interviews with
representative persons is more fruitful, The outcoms of suoh feedbaok is fundamental for
the improvement of subsequent programmes or information oampaigns.
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CHAPTER VII

ORGANIZATIONAL IMPROVEMENT

1. ADJUSTMENT TO CHANGE: MIRWPS AND PROCEDURE
1.1 Determination of the Need for Rooreniution and Dimosis

The organio structure, and the sdministrative/technioal prooedures of PFA's, like those
of any other agenoy, are determined at a given moment aooording to the ciroumstances of that
moment,. But even then, the actual organization is a ocompromise between an ideal solutirn
and existing constraints. So, to & oertain extent, any solution already entails a need for
reorganization when it is being adopted. Furthermore, oonsidering changes in external oon-
ditione, goals, teohnology, eto., as time goes by it beocomes evident that any agency needs
oonst;.nt readaptation as far as its struoture and administrative /techniocal PTO:08808 aX'e Con—
cerned.

It therefore seems necessary to systematize the process of problem andlysis to achieve
a purposeful and effeotive reorganisation. The main steps in systematic reorganization nay
take the following sequenoe:

investigation of the need for reorganization;
diagnosis of the present situation of the agenoy;
devising models for different oombinmtions of funotions mnd activities;

comparing the current situation with the models and identifying the

necessary ohanges; and
5) cheoking and evaluating the results of reorganization.

Onoe a decision is taken in principle that a reorganization should take place, a prelim-
inary sssessment of the present situation is made in the light of long-term goals. The our-
rent situation is reflected ju the organizational set-up, type of msnagement, administrative/
techniocal prooedures, eto., and above all in the performance. During this initial phase it
is neither possible nor necessary to make an aocurate diagnosis of the mituation. Sub~
sequently, the present achievements are compared with the objectives of the PFA, such as
they are presoribed in the forest polioy, always taking into acoount whatever oomstruints
exist. Suoh ocomparison tharows light on how well goals are being reached amd on shortoomings
and deviations, It oonfirms whether or not there is a need for reorgmnizationl/. The
question then arises as to whether ali these difficulties or soms of ‘hem oan be resolved by
non-organigational measures (amendment of laws, a better definition of the forestry sector,
improvement of relations with other institutioms, and so forth). If the conolusion is
reached that it is advisable to reorganigze, the problems have to be olearly defined, that is
to say, an accurate diagnosis of the situation had to be made.

manage eoides then who will oarry out the reorgmnization. If there
is mN:::,];ilyu:::n and ..:ﬂ:d: unit (O+N), it should be oonsulted from the outset, as this
unit is the one that usually beoomes the "reorganiser”. Otherwise the managemsnt seleots as
reorganiser either a task force from its own staff, a specialised oonsultant firm or, better
still, s combination of botn., Its own staff usually lacks the necessary perspeotive or

' hievemsnts, certain other symptoms
1/ Apart from obvious disorepancies betwsen gosls and ao .
J may indicate a need for reorganiration, namely overlapping of oompetenoe, ocomplaints
from users, dissatisfaotion of personnel, acoelerated rise in oosts, eto,.
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objective approach to problems as well as specialization in O+M methodology. In any case,
the "reorganirer" must have free acoess to all necessary information, an opportunity to
participate in the practical application of administrative/tochnioal procedures, and a
ohance to attend meetings at top managerial level, Only thus will the reorgenizer be in
a position to put forward a reorganization plan. It is essential that management identify
itself olearly with this reorganization plan and give it full support.

1.2 The Reorgmanigation Prooess

The reorganization plan will analyze and offer solutions to problems in fields such

gtructure of the organization;

delegation of responsibility;

partioipation in decimion-making, in managing and in instructing:;
the proocesses of managemsnt and direotion;

breakdown of administrative/techniocal tasks;

teohnology applied to administrative and field work;

methods of oontrol, evaluation and information.

In dealing with problem areas suoh as these one begins with a detailed investigation
of the present situation. Then an ideal model for each problem area has to be worked out
and developed by the reorganizer, taking into acoount the ultimate goals. The third step
will coneist in meking a ocomparison of the current situation with the ideal model, thus
identifying whatever disorepancies or melfunctioning there may be, always analyzing the
oauses. Depending on the canses, the necessary ohanges will be planned in detail, inolud-
ing implemsntation measures.

Onoe this has been done for each problem area, the ohanges have to be ooordinated in
order to avoid friction and inoonsistenocies. All measures bave to be harmonized and oom=
bined to arrive at a funotional set-up. During this phase, supplementary measures should
also be considered (staff training, cooperation with other institutions, changes in working
relations with other agencies, and so forth).

Finslly, the restructuring of the organization will be put into effect, taking care
that the results correspond to the overall purposes of the reorganizational plan. During
this phase oonstant watoch will be kept on the progress of this rationalization, eliminating
whatever material or perscnal obstacles there may be and keeping the process geared to the
desired results. Some details of the analysis and suggestions as to appliosble method-
ology will be found below,

1.2:1 Organisational struoture

The first step is to get a clear idea of the set—up of the PFA, e.g., of its different
levels (oentral, regional, looal) as well as of the vertiocal segmentation at each level
(departments, divisions, sections, eto.) including the bodies assooiated with the principal
set-up (research institutes, oounoils or boards, eto.). The type of organization has to
be taken into account (line, staff-and-line, etc.). All this is done by studying organig-
ational oharts and interviewing staff.

The second step oconsists in analyzing the aotual and the presoridbed tasks of eaoh
unit. These tasks will preferadly be grouped by kinds of aotivity and by the purposes set.
The sources of information are the agenoy's rules and regulations, special instructions
(orders), job desoriptions and staff interviews in order to determine what work is actuslly
being done. Any malfunctioning or deviation from presoribed work will be noted and the
reasons analysed.

The third aspsot to be analyred are the mutual relations between ths units of the ver-
tioal and horizontal divisions within the PFA as well as those between it and outside
bodies (other agencies of the same ministry, other ministries, other agencies of national
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and local sdministrations). Not only shouid the contents or substance of suoh relations
bf analyzed but also the flow and manner of oommunication and the compesition of the inter-
disciplinary groups. Mutual relations must also be studied both from the standpoint of
the organic structure and from that of assignment of duties,

This analysis has to be completed by comparing the stated objectives with aotual work
accomplished, noting the ties among various institutions, any duplioation or failure of per~
formanoe of work, communications, eto.

1e2e2 Daloetiqn of ruggnaibilitx

By means of suoh a stiructural analyeis it is poseible 1o get vo lmow how work is
assigned to variocus posts and orgunic units. At this point it is posaible to analyre the
asgignment of functions to each mat of iaske or sotivities, It should be remembered (cf.
Chepter I1I) that the basio functions are: deoision-maki y commanding, partioipating,
instruoting, executing, controlling or mom‘.torzng, and cooperating. In general, it oan be
stated that for each set of tasks or activities it is necesmsary to stipulate clearly who
makes the decisions, who issues orders, who Zves instruciions, who exeoutes orders and who
controle (and in muny cases, who participates and who cooperates), For such analysis it is
advisable to use funotional diagrams. FIQRE 46 gives suob a diagram, indiocating functions
having to do with the preparation of a management p.an.

Should there be no functional diagrame or charis, thess must be preparei on the tasis
of mamuais, rules and regulations, job desoriptions and interviews. In this exercise it is
advisable to see who substitutes for the inoumbent of & post when he is absent, The func-
tional charts indicate first of all whether all functions have beern assigned. In actual
fact, very often one or another function may not have been assigned, leaving gaps and con-
flicts of competence, The charts or disgrams alsc indioate which groups of activities are
conneoted with a certain function of two or more persons or units, and show up any lack of
cooperation between units that are partially responsible for the same work. The diagrams
also disclose the extent of ocommuniocation of key functions (decision-making, transmittal of
instruotions and, tc a oertain point, implementation), that is, the degree of ooncentration
of responsibilities within the PFA. This oan be ocompared with the desirable degree o
Eoioga.ti’on of responsibilitieas or deconcentration, keeping in mind the principle that
deoision-making and exeoution responsibilities should be delsgated to the lowest level oap-
able of fulfilling these funotions. This principle also corresponds to that of "management
by exception" and "management by objectives". (In Chapter III, Seotion 4, these
principles were defined and their advaniages explained,) The functional diagrams also make
it possible to analyze the soope of contrcl (see Chapter III) and to ocompare it with the

ideal solution.

1243 Partioipation in deoision-making, direoting and instruoting

In organirzing each task, the responsibility for funotions related to deoision~making
(taking decisions, direoting amd instruoting) must be placed squarely upon & single peracn
or a single post, because the responsibility for making deoisions is indivisidle. Of
course, this does not refer to either the work of preparing decisions or to their execution.
The funotions of direoting and instructing are part of a process involving many persons and
consist of several phases: motivation, information, orisntation, taking of resclutions,
decision-making and implementation. Of these phases those of information aml orientation
or guidanoe are very important beosuse it is on them that the quality of the decision talen
will depend, During these phases thers mst be access to all neoessary and available know-
ledge, and this bas to de evaluated. That is why the participation of experts who assemble
and evaluate information and data, weigh the v!l.lr:mxgor;::;md:::::::: 2:::11-];-1»0-

s most valuable. The quallty o .
::::h::n:;ﬁ.g:;:;dito a large extent on the degree of geruine partioipation in th;u various
phases, since suoh decisions can only rarely be taken by a single person beosuse of the in-
numerable consequences many of them have and the limits of individual oapacities,

partioipation is open and frank discussion whioh does
it is mainly the higher-schelom staff of the

The absolute requisite for suob
not prejudge the final result. Of oourse,
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FIQURE 46

FUNCTIONAL DIACGRAM

Preparation of a Management Plaa

Units of the PFA ) CESUEY O fipgrg,  [Heg ona Area
;-. . e try v nage— (100'1 Plan-| Dead-
of the | ment || 0SYi- |Chief [ oot office ner line

Tesks or Aotivities PF Dept. tute Dept.
1 Start of the planning :

rooess Dex Dn ! i i l i Jan. 1
2. Seleotion of planner i l i D P ' i i Jan., 15
3. Report on results of

past management Ca ! i C4 E i Feb, 15
4. Report nn the current
5« Proposals for the plan

(problems, solutions) C2 1 i C4 E P Nar. 10
6. Baskground analysis and _

definition of speocial D (P) P P P P ¥ar. 25

goals and methods
7 MNaps, cadastral records

asrial photographs ' ‘ P C2 C S Yar. 15
8. Demarcation u(xd division

of land ares (sections,

sub-geotions), topograph- B2 ¢ P B | My 15

ioal survey
9. Map preparation ) l E2 C2 Ci1 P E1 Sept. 30
10. Forest inventorying (type

of stand, tree speocies,

diameters, volumes, C2 E C4 i P May 31

inorement, etc.)
11« Plamning by noti(on and

by sub-saotions (felling,

reforestation, road i ¢ P 5 July 20

construotion, eto.)
12, %olht!).on of results

No.11), caloulation of

probability, with i i ¢ P E | kg5

slternatives i

.oo/ooo
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(Pig. 46, oontinued)

Units of the PFA Pores—] Be&ional
t Office
Ty Dead-
Insti-| Chief vl line
Tasks or Activities tute ment
_2._2*0
13, Assessment of impaot of
alternative plans on
employment, sustained i @) c Auge 31
yield, research, oost/
output analysis, finances
& proposal of final plan
14. Check-up and evaluation
of activities from No.7
to No. 15 (out in the E(D) F P P Sept. 20

field)

15« Approval of a draft
plar incorporating D P P P p P {j0ct, 10
agreed ohanges

16. Reformulation of the

plan Co i ¢y |(o4) 3 E [Nov. 20
17. Justifiocation for the cq 1) p £ Vvov. 20
plan
18. Approval of the plan . . i .
and its implementation L 2 - : i fDec. 3
Nomenclature
D = Deoision The suv-indices '"n" and "ex" signify normal and
tional oaser respectively.
P = Participation (Consultationm) excep pe Ly
. The sub-=indices "q", "2", etc. indicate the
E = Execution sequence in the processes; for instance: Cq, C»o
C = Control : indiocate first and seocond checkup; the higher
. figure corresponds io the higher level of
S = Supplies responsibility.
i = Information

PFA's whioh have to participate in suoh disoussions (tho Direotor~OJeneral, the heads of
departments ani regional offices, etc.), as their decisions have thu widest scope.

Finally, it is advisable to analyse the kind of participation in whioh staff should be
involved, and for this purpose it is well to observe how meetings are oonducted, because
rules and regulations or manuals do mot often oontain precise information on this point.

The study of rules and regulations can offer somes guidance as to the formal aspeots of
decimion-making, but the organizer himself is the one who must personally know how deoisions
are reached in discussions and meetings. In order to analyze a discussion methodioally,
the organiser oan avail himself of a form like the one presented in FIGURE 47. By applying
a scheme worked out by Schein (1949) various sspeots of participation in the work of any
group oan be analysed, e.g. the managerial staff, boards, departments, seotions, eto,, or



Date

Problem

FORMAT FOR ANALYSIS OF A DISCUSSIORN

Personnel administration

Organi zational structure

Budget

Forest policy

Administrative prooedures

Technical proosedures

Public relati

etc.

Sggcial togic

ons

Baokground information

Type of discussion

For information only, no discussion

Proposal, oonsenti, no discuseion

Discussion and final decision

Discussior. and decision requiring
additional information

0000000

0 000

none 4

e of esoh |Ertens of | Brected |Gomuwiog | Comre | Inter
. tici .
participant p:zoiiyp&~ whom? whom? whom? whom? Remarks
| No. (funotion) No. No. No. No.

1
2
3
1/ Initiative: 1

Partioipation in the disoussion: atrong 2

weak 3
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FIGURE 48

(acoording to Schein)

Sub jeot
(Problem)

Quality Crade 13
poor

Quality Range

11213

4

5

6

7

10

Quality Grade 103
excellent

Purposes

Confused, oontradic-
tory, unknown, non-
existent

Clear, specifio,
accepted by all

Partioipation

Dominated by a few
participants; tha
ma jority passive;
persons speaking
at the same time;
interruptions

Balanced discuasion
by many partiocipants;
constructive oontri-
butions by all

Leadership

In the hands of a
single person;
other capable per-
sons are ptymied;
leaderehip require~
mente not satisfied

The function of
leadership oan be per-
formed by several
members; each takes
part if required by
goup

Decisions

Lack cf decisions;
deoision taken only
by a single person
without real oon-
dent of the rest

Concurrence in deci-
sion is sought; dif-
ferent opinions are
accepted; finkl
deoisicns supported
by ali

Creativity

Routine~bound atti-
tude; inflexibility;
lack of progress

Flexibility of the
team; seeking of best
solutions; "progres-
sive" group

Confidence

Mutusl lack of con-
fidence; criticism
avoided; no frank
expression of
opinion

Matual oonfidence;
frank information;
sxpression of contra-
dictory opinione not
repressed

Personal
Reactions or
Feelings

Not accepted and
personal reactions
criticized

Free expression;
acoeptanoe even of
vehement reactions

Group
Diagnosis of
Problems

Spontaneous propo-
gals without prior
analysis; symptoms
rathar than causes
are dealt with

Careful diagnosis;
oauses are looked intoj
alternative solutions
are worked out
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administrative units (computer seotions, acoountanoy seotion, etc.). This soheme ocan also
be used by any member of a group to examine his own judgemsnt or opinions (FIGURE 48).
By oomparing the real with the ideal extent of partioipation it is possible to examine
with the ohairmen or moderators of the meetings what changes it would be advisable to intro-

duce.

1.2.4 Prooesses of direotion and management

The heads of the PFA's and the ohiefs of the regional and looal offioes are responsible
for direction and managemsent, In speoial oases it is possible to include in the analysis
the heads of branoh offioes (or researoh institutes, eto.) and heads of departments. For
suoh an analysis thers are no standardised sohemes, rather the methods have to be suited to
various oiroumstanoces and situations. Therefore only a few suggestions will be made here.

The first topic for analysis may be time spent by heads on various blems and matters
(forest polioy in the striot sense of the term, organisation, planning, budgeting, relations
with other institutions or agencies, inspeotion and travel, publio reldtions, and so forth).
The neoessary information oan be obtained from the daily reoords of the heads, from instruo-
tions issued, from minutes of meetings and from observation. It would be very valuable to
have their own explanations as to actual time used versus desirable employmsnt of time.

The seoond topio may be time spent by the heads in exeroising various funotions, e.g.
how much time they spend on decision.mng, in the exeocution of plans, in oontrol and ins-
pection work, on information work (receiving and disseminating), participation, etc. in the
light of their various responsibilities. Suoh an analymsis oan be based on the functional
diagrams, as already mentioned, In this way it is possible to determine the real weight
of the variocus funotionr and to oonsider how more responsibility oan be delegated to others.
It would also be worthwhile to investigate the amount of time that heads spend on in-the-
house and outside meetings.

The third topic for analysis is decision-maki and the varioue forms of oommand. The
methods already mentioned in speaking of participation oan be applied in analyzing how heads
make their decisions. Their knowledgesbility, their weighing of alternatives, the clarity
of their final decisions as well as the arguments in favour of their decisions, the means
for implementation and the manner of oommunioating decisions to subordinates (instructing)
should be analysed. Finally, it is advisable to study humen relations and how the chiefs

organize their work.
12,5 Breakiown of toohnioal[ndminiltrative work

Baving analyzed the tasks and activities carried out in the various units from the
standpoint of struoture (of. 1.2.1), it will be well to oonsider them again from a differ-
ent standpoint, namely breaking them down into a series of "steps" to see how they are per-
formed and exeouted. Each set of tasks has to be broken down into a sequence of steps,
alwaye making sure that all individual steps are logioally oongruent and serve the overall
purpose, There are various guidelines for a breakdown into a step-by-atep mequence: the
need for speoialisation of staff, the similarity of purposes, the use of the same machinery,
similar or oommon sources of information, ocommnioation oLannels, etc. It is also neoes~
sary to investigate how much time each step of the task requires, applying the vork/tim
researoh method,.

The first thing to do is to examine the existing breakdown of jobs by organio units.
Then the possibilities of reassignment or shifting of tasks and the variations in their
composition need to be analyzed without taking into aoccount existing units or rules. In
this way the step-by-step flow of work, the transmittal of results to other units and posts,
the deadlines for the various steps of the task will be analysed too., Any possibilities
for speeding up the work, improving acouracy and communiocation, eliminating confliots and
reduoing oosts — in short, the possibilities for improving effioienoy = will also be asses-
sed, In this analysis it is highly advisable to use the PERT system to analyse each step,



- 139 -

the sequence of, and connections between, steps as well as the setting of deadlines. It

::d.dﬁ?n:.:bh also to plan for the provision of the necessary staffing/manpower, materials

1.2.6 Teohnigues applied for administrative and field work

First of all the techniques used in administrative prooesses must be analyged, but it
is alsc necessary to analyze field work (in distriots or areas). It is recommended that
teohniques be analyzed in oonjunction with the job breakdown oonsidering the teohniques
used in each step,

Given the scope and diversity of the teohniques requiring analysis, mention will be
made only of a few typical eublects: implements and tools, machinery, reocords, archives,
soheduler, documentation aystems, Jorms, commnication media (letters, telephone, radio,
eto.), periodioal reporis, maintenance and repair servioes, messenger servioces. The tech-
r.iould-prooouos mst be analyzed as coherent wholes and the work/time study method is reocom-
mended.

The technical instructions on exeoution of various steps and proocesses (budgeting, use
of machinery, and o forth) provide valuable information for such analysis, In this res-
peot it would be adviscble to asoertain the degree of standardization of teohnical proces—
ses, as compared with the desirable extent of standardization,

1¢2.7 Methods of ocontrol, evaluation and information

The main purpose of oontrol is the improvement of the technical/administrative
processes in the light of achievements. The material, financial, eoonomioc and sooial
results have to be analyged, oomparing them with the corresponding plans or instructions,

By analysing the disorepancies it is possible to discover their osuses and oonsequently to
change future procedures, while enoouraging efforts of the responsible staff. Control is
a vital funotion, yet appropriate methods of control have been developed only lately,

except as regards auditing of budgeta. Control implies neither confidence nor lack of oon-
fidenoe in individual staff members, each of whom is entitled to undergo controls tc obtain
an efficiency rating or to opsn the way for correoting or improving ocertain aspeots of his
worke.

The most usual oontrol methods are: regularly written work progress reports (with ad-
ditional forms, statistios and explanations), acoountanoy, spscial written interrogation and
on-the-spot inspesotion. Both regular and ocoasional on~the-spot inspections ars to be
reocommended as they offer an opportunity for dialogue between the staff member and his
supsrior, frank discussion being the best msans for bringing about improvement,

Evaluation of achievements through suoh oheolk=upa or oontrol oonsists in oomparing the
plan with aotual achievements in material, finanoial and sooio-soonomic terms. For svalu-
ating the economio results analytioal methods are used, one being oo-t/bonofit analysis,
Bvaluation should both explain the reasons for good or bdad functioning and give an idea of
consequences for future processes. Those responsible for systematio evaluation are the
immediate superiors’ nnd/or the respective departments, sometimes jointly with experts of
the O4+¥ unit, In studying the ocontrol funotion it is necessary to analyse how information

comes into play in all activities and procedures of the PFA,

2, O TON ES_(O+)

2,1 Te 10,

"Opgani ion and Nethods® (abbreviated 0+) oovers above all the efforts
mon‘l‘h.;.t::. 2: 1.;0:00221. PFA or any other administration or oivil servioe and/or
enterprise at all levels. Inproving a PFA may entail restructuring and reorganising its
procedures with regard to both physical means (scocuntanoy, informstion system, teckniques,
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etc.) and persomnel (management, transmittal of instruotions, commmioation, eto.). The
term O4¥M is also used to designate the organic unit in charge of suoh work.

The task of organizational improvement dates back to the earliest organisations, such
as the administration of the Roman Empire, the Church, the Armed Forces, the Navy and State
Public Administrations. In o0ld times, the heads and officials of organizations ococasional-
ly themselves attended to organigational matters as a marginal duty to their permanent
functions. Reorganisation used not to be oonsidered a specifio, permanent task. But in
reoent deocades the improvement of organigation has been recogniged as a well-defined, oon-
tinuing task worth being entrusted to a unit having specialized staff for that purpose.
Nowadays big business and public administrations usually have organio unite charged with the
funotion of organisational improvement. Not all PFA's are mufficiently large to have suoh
units, but all should have scoess to such servioes,

In order to designate the work of organizational improvement the foliowing Spanish
terms are used: “racionalisacién administrativa" (Peru), "mejoramiento de 1la organizacién",
"desarrollo de la org:.y.lmi&n" and "ocambio planeado de la orgmnizacién®, although the term
O+M is the most usuall/,

2,2 Tasks of O+M Units

The main tasks of O+M unite periain to the improvement of: (a) orgaunizational structure;
(b) administrative procedures and technical processes; and {c) management. We have already
indicated in this chapter what these tasks oconsist of and what purposes are intended to be
served, Here we shall oonfine ourselves to referring briefly to how these tasks are assig-
ned to O+NM units servicing the PFA's of Latin Americas.

How an O+M unit is conoermed with structure, for instance, is shown by the rules and
regulations governing the organisation and funotions of Eouador's Ministerio de Agricultura
y Ganaderfa. These rules require the O+M unit to "analyze ..., the organic struoture and
physical space arrangementis inside the ministry; prepare struoture and funotional organiz-
ational oharts for the various administrative units of the ministry; and coordinate the
structure of the various brenches of the subsector", Msxioco's and Peru's rules and regu-
lations oontain similar provisions.

Prooedural i ment is sometimes foocussed on a single technique, for instanoce the
changeover froa ﬁ oaloulations to the use of oomputers or from individual stenographioc
service to oentralised pools. A point to be talen into acoount is that the ohange of one
technique is likely to entail changes in other motivities as well, sc it is recommended
that the set-up be reviewed as a whole.  With relation to administrative roocedures and
teohnical prooesses, Mexioo's O+N unit is expected to "analysze oconstantly the administra-
tive funotioning of the Seoretariat and study the administretive aspects of plans and pro-
grammes of work of the Secretariat with the idea of suggesting aprropriate measures®, In
Peru there are similar provisions to "advise the organs of the Direotor-Ueneral's office
‘and the exeoutive bodies of the subseotor on the improvemsnt of administrative proocedures
in sccordance with directives of the Oficina Sectorial de Planificacién Agraris (CSPA).

Procedures for i mont of ment are contained in memals of Colombia, Eouador
and Peru, dealing for fuimoo with miu Tor commnioation with branches oY The Central
Office. In Eouador the problem of ocommniocation between the ministry and regional dele-
gations is also oonfrontod, as is the coordination with assooiated bodies. In the latter
country oertain provisions oontemplate assistance in preparation of rules and regulations
and forms, oalling for "assisting the administrative units of the ministry in the formulation
of rules and regulations, mmuals and instruotions; designing, reocasting and reviewing forme
required by the administrative units of the ministry”.

1/ Sees % = "Plamning for O+} Bervioes and their Utilisation in Publio
Fores strations®. Doo. FO1NAYP/LA/75/7 presented to the Seminar on Noder-

nisation of Public Administration in the Foresiry Seotor of latin Amerioa (Lima,
Peru, 10-29 FNovember 1975).
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263 Organi zation of O+M Work

There are several possible modalities or variants in the organioc structure of those

O+M services that now make up part of PFA's in Latin America or assist them within the
framework of larger administrative systems:

(a) 1In Colombia INDERENA has an O+M seotion in its Administrative Office that
advises management on the setting of norms for all its branches. This
solution offers the advantage of ooncentration on probleme of the institute,
whioh ie important if the O+M unit also has to deal with the teohniocal
aspects of field work (at the looal level), because it is easy to have the
staff of the unit familiarize themselves with these. In Peru an O+M unit
within the Programming Office, aside from making basic stuﬂies, also tralns
staff at all levels in streamlining administration according to directives
of the OSPA.

(b) The PFA's of certain other countries have O+M servioces rendered by other
units. Cuatemala, for instance, has a technical unit that, aside from its
main activities, deals with some O+M matters.

(c) The third and most frequent solution, from an organizational standpoint, has
a special O+M unit servicing all branches of the Ministry of Agrioculture,
In suoh a case any problems of the PFA are dealt with as part of the whole
ministry. Bolivia, for example, nas a special commission inside its
ministry. In Par:gt_x_a; the Auditing Office covers administrative aspeots
while the Director's Office of the Ministry of Agrioulture renders O+M
services in technical matters, In Ecuador, the Administrative Programming
Department of the Planning Office has an O+M section. This seotion
{founded in 1966/67) has three officials speoialized in publioc administration
2holding a degree in this subjeot).

In Mexioo, the Oficialfa Mayor (Head Office) of the Secretarfa (Ministry)
de Agrioultura Y Ganaderia handles problems of a wide range through its O+M
unit which has a well developed infrastructure. This O+M unit has branoch
offices in each major organic unit of the Secretarfa; these branoch offices
are oomposed of a Director—Qeneral, administrative delegates and appointees
of the Director. Thus, on the one hand, specialized cadres are assembled
and on the other hand the various parts of the Secretarfa are organized on a
broad information base, which smoothes the way for implementation of any
planned changes. The O+M unit of the Oficialfa Mayor has 13 analyste with
interdisciplinary backgrounds and receives assistance from the university.
The organic struoture of this unit is shown in FIGURE 49.

(a) has a fourth type of O+M servioe. The rules and regulations that
are applicable to the PFA are drafted by other servioces, e.g. the Management
Service or by other ministries, e.g. the Personnel Division of the Ministry

of Publio Sexvices.

(e) Finally, mention ocan be made of the variant which is based on systematio
staff training in organization analysis and improvement. In Peru, the
" Instituto Nacional de Administracién PSblioa" (INAP) offers oourses on
administrative improvement for all public offioials. This is a very impor-
tant oontribution for O+M purposes and helps inoculocate in the staff an
understanding of the neocessary reforms. Suoh personnel training not only
atimilates the work of O+M but also induoces employees to reorganise their
own work. It would be worthwhile oreating within PFA's a service for the
colleotion and examination of staff suggestions for improvemsnts. In
addition, one might oonsider offering prises or bonuses to staff members who
make suggestions on reorganisation, techniques, eto. that can improve the

PFA in any respect.



FIGURE 49

STRUCTURAL CHART OF AN O+M UNIT
(Mexicos Secretarfa de Agricultura y Ganaderfa)
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CHAPTER VIII

PROBLEMS, CONCLUSIONS AND RECOMMENDATIONS

1.  PROBLEMS CONFRONTING PUBLIC FORESTRY ADMINISTRATIONS

The National Questionnaire sent to the PFA's for the preparation of this study contained
the follewing important question: "Which, in your view, are the principal orgenizational and
administrative problems confronting the PFA?"1

The replies to this question are summed up in FIGURE 50. In some instances the replies
came in writing and in cther cases they were expressed in interviews or at meetings. Ococas~
ionally, the degree of sericusness of the problemes was mentioned; at other times this could
be inferred from further exnlanations and the order in which the problems were put. All in
all, a fairly large and diversified sample of opinions of qualified persons (heads of PFA's
or officers with oonsiderable experience and responsibility) was assembled on the main prob-
lems and their relative gravity. '

Without claiming that this sample has any statistiocal validity - whioh is not the case -
it seems possible to utilize it by assigning numerical values to the problems mentioned.
These problems, classified acoording to their importance, were given ratinges that range from
1 to 5. If more than five problems were mentioned, all those mentioned in fifth place and
all that followed were grouped together under 5. Then a rating of 5 to 1 was given to those
in first to fifth places respsctively. The sum of the weighte thus assigned to each problem
is given in the last colurm of FIWRE 50, In this way some idea of the ~rder of importanoce
was obtained (first colummj.

The iack of adequate financial resources of PFA's is mentioned eleven times (rating 1).
Only five times was it mentioned that there are not enough posts to secure propsr function-
ing of the organization (rating 6) The question arises as to whether the lack of financial
resources refers mainly to the exeoution of field work. Sinoe dearth of funds is a problem
common to all publio administrations, it would be interesting to investigate whether the PFA's,
in view of their relative importance, are less favoured in budgeting than other seotors of the

publio administration.

The seriousness (rating 4) of insufficient staff training is alarming. One of the main
handicaps of any organization is having staff unable to perform its work, either in volume or
in quality of ocutput, due to inadequate professional oompetence. Appa.ror.rtly the problem
arises in part because education in the field of forestry is not always direoted towa.rc.is
meeting the practical needs of the FFA (rating 14). Another reason may be the exoessive
workload due to the fact that there are not enough posts available, whioh obliges the staff
to deal with problems for which it is not trained. Low salaries also depress work output
and quality; some officials are foroed to work outside the PFA, others, very often the best,
go into the private seotor. Conoentration of decision-making, with little delegation of

j/ This same question was pui to the heads of oertain PFA's during visits tc their
oountries and to the partioipants in the FAD/SIDA Seminar on Forestry Development
Planning (Quito, 30 June — 8 August 1975). It also took into acoount the problems
exposed to F, Barrientos (F. Barrientos - "Informe al Gobierno de Venezuels sobra una .
misién preparatoria de un programsa de asesoramiento sobre recursos naturales renovables",
Caracas, 1974). In all, the replies of 28 qualified persons from 15 oountries
were reviewed, namely: Argentina, Bolivia, Brazil, Chile, Colombia, Eouado]:, El Salvador,
Guatemala, Ouyana, Mexico, Nioaragua, Paraguay, Peru, Uruguay and Venezuela.
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FIGURE 50

SPECIFIC PROBLEMS OF PUBLIC FORESTRY ADMINISTRATIONS
(in estimated order of importance)

Number of times mentioned

Order
of rating Total
ova
Import-~ Specifio Problems .
ance Total 1 2 3 4 5 Weight
Number Wel dlf Bﬁrm ted
to problem
514131241
1 Insufficient funds 11 3 1 4 1 2 a9
z Lack of well defined forest policy 8 4 3 - 1 - 34
3 Shortage of technioal staff 8 -1 3t21t 211 22
4 Insuffioient staff training 8 211 1 -1 4 2t
5 Poor relations with the rest of 5 1 - - 1 17
the public administration “1° {
6 Inadequate number of posts 5 1 2 1 - 1 17
7 Smali size of the PFaA 3 2 - 1 -y - 13
8 Dispersal of functions pertaining 3 21 -1, 1 13
to forestry among other agencies
9 Over~concentration 4 1 1 - 1 1 12
10 Inadequate definition of the 1 .
> - 3 - - - 12
forestry sector
11 Dearth of professional staff 4 1 - 1 1 1 11
12 Dearth of administrative starf 5 - 1 1 1 2 11
13 General shortcomings in the organi- > st -1 -1 - 10
gational structure of the PFA
14 Poor orientation of forestry
education in the light of 3 1 1 - -1 1 10
requirements of the PFA
15 Lack of regional or looal 2 1 1 -]z - 9
offices in the PFA Z
16 Too many forest laws 2 1}1=-f{t1t})-1- 8
17 Salaries too low 4 1 -1 -1 -1 3 8
18 Deficiencies in the administrative 3 M I 8
procedures - -
19 Imbalance of different levels of 3 1 - _ 2 7
the organigation -
20 Laock of public interest in 2 1 -1 -1 €
forestry affairs -
21 Dominance of other sectors causing 4 - 1 3 6
unsound exploitation of forests = =
22 Failure to implement administrative > 1 R I 6

and technioal processes

cesfene
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(Fig. 50, oontinued)

Number of times mentioned
Order
rati:
of Specific Problems > et Total
Import-— Total |} 34 Weight
ance “ Number| Weight attributed
to problem
51 41 31211
23 Laock of forest guards 2 -1} -} 1) - 6
24 Poor relations with non-governmental
groups and associations 1 T"1=1-)-1- 5
25 Insufficient independence in
decision-making and in staff 1 1 -] =] =} - 5
activities
26 Lack of control systems 3 ~f -1 1] -1 2 5
27 Poor coorcdination among federal 1 -~ 1 I B 4
and state forest services
28 Poor discipline 1 -1 1 -t -] - 4
29 Lack of definition of responsibil- 1 N -1 - 3
ities
30 Poor internal communication 3 -l -t -1 -] 3 3
3 Poor results from public relations 1 S B P R 3
work
32 Lack of clear job desoriptions amd 1 -l =-111-1 - 3
post classifications 1]
33 Poor research to solve the problems N
1 - 1 1
of the sector
TOTALS s 111 28 |22 119 |12 | 30 339

Sources: Replies to the National Questionnaire; interviews with the heads of PFA's and
with participants in the FAO/SIDA Seminar on Forestry Development Planning
(@uito, 30 June - B August 1975).

responsibility (rating 9), not only blocks growth of ability, but may also give rise to the
false impression among superior officials that their staff abstains from making decisions

because it is inocompetent.

The problem of inadequate oompetence can be solved through 'better‘university and tech-
nical education. It is also advisable to establish an On—ﬂ'IO—JOb training system (see
Chapter IV). The good results of such training can offset in part the inadequate number of
staff (ratings 4, 11 and 12). In order for this problem to be properly‘solv‘d, a sufficient
number of posts with oompetent staff to fill them, as well as adequate finanoial means, mst
be made available. To obtain more posts and better financing, PFA's must have olear object-
ives and well conceived programmes that are justifiable, and well prepared and presented.
Good relations of PFA's with other branches of the public administration, goed public relat-
ions (rating 31), and good commnioation with decision-making bodies (pul:;a.menti :ong.-?u;
national planning bodies, etc.) are also helpful in this respeot. 4 furt d.rt:: utio: 1:m°
improve university- and technical-level education in forestry, attract good students io : 8
field through wide and effective publicity, offer job temure, good salaries and, above all,
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a PFA with a good reputation which it can earn with a convincing forest poliocy.

In fact, some of the most serious problems are the lack of a well defined forest
polioy (2), the lack of an accurate definition of the forestry sector (10) and poor rela-
tions with other branches of the administration (5). Apart from what has been said already,
these three problems, whioh are closely linked, oan have many negative oconsequenoces, for if
they are not solved, the proper funotioning of the PFA is not possible due to oconfliots of
oompstenoce, poor ococordination Petween regional and national plans, insuffiocient nunber of
posts, inadequate funds, low prestige and lack of authority in dealing with forest owners
and industrialists.

What are the reasons behind these problems? Is it the understaffing of the PFA? The
shortoomings of forest legislation? The soattering of responsibilities in the field of
forestry among government institutions? Or is it a partioular stage of development in
whioh the PFA finds itself (e.g. initial phase, recent expansion of tasks, eto.)? Before
trying to find the causes outside the PFA it will be necessary to make a thorough, self-
oritioal and objeotive analysis of the possible internal oauses. Onoe this is done, it
will be possible to examine oonstraints from outside and document their consequences (by
maicing an analysis and a realistic prognosis) for the renewable natural resources, the
nmational eoonomy, foreign trade, regional development, employment, the environment, eto.
Suoh dooumentation must be transmitted officially to executive and legal authorities,
inoluding the Office of the Compiroller. It will oertainly be diffioult for the PFA to
have its memorandsa reach the top oonstitutional authorities, It is therefore advisable to
establish an independent institution that is oapable of dealing with forest polioy matters
direotly with the highest authorities. The members of suoh an institution (a national
forestry oounoil, for instance) should be appointed by the PFA and by state, commnity or
rrivate associations of forest owmers, offioial forest worlkers' associations, professional
foresters, forestry education and researoh institutions, eto. Thexre are preocedents for
suoh an institution that have actively oontridbuted to determining a oclear forest polioy.

From FIGURE 50, factors oan be grouped under four typioal organizational oriteria:

organizational struoture;

personnel administrationg

technical and administrative prooeduress

oonstraints upon the organisation (foro-t polioy and legislation,
finanoial resources, external relations and liaison).

This grouping of data under the main subgroups is presented in FIGURE 51, It has the
advantagns of pointing up "families" of ooherent, interrelated problems.

The problems included under "oonstraints™ (with a total weight of 151 and an average
of 3,64 for each problem) are the most serious of all, It is most significant that the
subgroup "forest poliocy and legislation" (total weight 78.5 and average 3.92) is oonsidered
the most serious problem, more ssrious than the problems of external relations (37.5 and
3¢57) or the lack of funds (35.0 and 3.18), the latter being of the greatest weight as an
individual problem. In reality, the problem of constraints is normally the most diffioult
one te resolve besoause its solution requires further fundamsntal ohanges that must be aocoep-
ted Dy other seotors of the pudblio administration and the mational polioy. For that
reason it has been said that befors trying to deal with these external diffioulties, it will
be nscessary to eliminmats, in so far as possible, the ocauses of the said oonstraints whioh
are actually emanating from the PFA itself,

From the replies received it appears that the two groups of problems whioh come after
“oonstrainta™ in order of importance are of similax weight. Onm the one hand, the group
“organisatiomal structure™ has a total weight of 77.5 and its ocomponent problems an average
weight of 3,04, whereas the group "personnsl administration” has a somewhat grester total
weight (90,0) and its components a lesser average weight (2.74).

Finally, according to the replies, the set of problems "technioal and administrative
Frooedures” seems t0 De less serious (total weight 20.5 and 2,16 average).
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FIGURE 51

GROUPING OF PROBLEMS BY ORGANIZATIONAL CRITERIA

Numb:
Groups of Problemst/ WEIGHT | of times | Average
Mentioned Weight
ORGANIZATIONAL STRUCTURE
Organic Structure
6; 9(F): 1335 153 19; 345 37(z) 5740 17.5 3.26
Ma.mnt and Direotion
9(3); 25(3)s 26(2)s 28(%)s 29; 30(3); 32 20.5 8.0 2.56
TOTAL T7.5 25.5 3.04
PERSONNEL ADMINISTRATION
Quantitative Ca.witz
3 113 123 17 53.0 21.0 2.52
Qualitative Capacity
45 143 25(%); 28(%); 30(3) 37.0 13.5 2.74
TOTAL 90.0 34.5 2.61
TECHNICAL AND ADMINISTRATIVE PROCEDURES
21(%); 223 26(%); 18; 33 20.5 9.5 2.16
TOTAL 20.5 9.5 2.16
CONSTRAINTS UPON THE ORGANIZATION
Poligx and Legislation
2; 10; 21(&)s 83 27(%); 7(3); 16 785 20.0 3.92
External Relations
55 24; T(3); 313 20 4 37.5 10.5 3.57
Fipancial Resources
1 35.0 11.0 3.18
TOTAL 151.0 41.5 3.64
GRAND TOTAL 339.0 111.0 31.05

Notes: 1/

(3)

Specific problems are designated here by their ordinal numbers in the first

column of FIGURE 50.

Indicates that the weight of one problem has been equally divided between

two groups.
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Concurring with the opinion of the persons consulted, we do not believe that the mere
fact that numbers have been assigned to the replies permits going beyond the rating of
these main sets of problems listed acocording to their gravity.

2. CONCIUSIONS AND RECOMMENDATIONS

2.1 Situation and Trends

The first conclusion to be drawn from this study is that the forestry institutions of
Latin Amerioa, and in partioular their PFA's, have shown unprecedented dynamism for the
last few years, The many institutional measures adopted, the affinity between these meas-
ures and the similarity of the reasons behind them make it poseible to identify a series of
significant trends, which became constantly stronger in the recent past and pereist today.

The PFA's of Latin America have now attained different levels of development. Some
of them still have little politioal influence or eoconomic impact, while others have achieved
considerable vigour and a great volume of activity. Many of them are in a position to ap-
praise realistioally what needs to be done to develop the foresiry sector, how this should
be done, at what cost and with what reperoussions on the economy as a whole, Nevertheless,
even the most modern of the PFA's must oontinue to improve in order to accomplish these
tasks. All of them need to develop their field services in order to extend and oonsolidate
their presence in the immense forest zones of the regiocn. In addition, the responsibilities
of the PFA's are sure to inorease in the future and to ohange in the light of new concepts
and requirements. Therefore, after summing up the main trends in institutional changes,
these oonolusions inolude some remarks on problems still pending and on prospects for the
next five years.

2.1.1 Trends in forest polioy and legislation (of. Chapter II)

(a) The formulation of forest policy tends to be increasingly dynamic and
instrumental, There is a trend towards elaborating these policies in
the form of strategic and operational plans for forestry development
(PIQURE 35).

(v) The oontents of each forest policy are thus becoming more markedly
tailored to the partioular needs of the respective country than in past
yeare. However, there is a notioceable general trend towards promoting
forest industries and afforestation work and emsuring that forestry
development will directly benefit the people living in or near forest
areas.

(c) The policy of development and of a better and more permanent utlization
of the potential of forests for the proteotion of the environment and
wildlife and for the promotion of reoreation and tourism, as well as the
oreation of national parks, is gaining strength.

(d) There is a tendency to inorease the areas of public forest land whioh ie
under the direot management or effeotive oontrol of the M‘-, and to

ensure that the latter intervene more effectively in delimiting and
determining the end use of the land presently under forest whioh ocan, and
should, be used for purposes other than forestry.

(e) As far as private holdi are oonoerned, owners ars being guided and
stimilated &;cua oo\mniling, soconomic inoentives, techniocal assistanoce,

information and mandatory oontrol.

(f) On the whole, sooial attitudes and behaviour favouring forestry development
among the entire population are enoouraged through publicity, pudbliec
relations work and coopsrative movement.



(g)

(h)

(1)

=149 -

Mapy basic fo?est laws and by-laws have been promulgated (FIGURE 5) in
which ?he sooial function of both publio and private forest holdings is
recognized. The State tends to translate this function into fact by

active measures, although, on the whole, without radically ohanging the
land tenure situation.

Thgrg is‘a tendency to define more clearly the conditions for granting
utilization contracts on public forest land and to increase the control
over the execution of these contracts.

There is a trend towards classifying forest land according to its main
use and characteristices in order to graduate the intensity of public
control and, whenever warranted, to open certain areas to uses other than
forestry.

2.1.2 Trends in forest administration (of, Chapter III)

FIGURES 5, 9 and 10 reflect the diversity and extent of changes that have ocourred in
the PFA's of Latin America. These changes have had to do with the rank of the PFA's, the
degree of autonomy they enjoy, the manner in which they fit intc the overall public adminis-
tration, and their institutional function and organic structure. They reflect trends

towards:

(a)

(v)
(e)

(d)

(e)
(f)

(a)

(v)

(c)

concentrating primary responsibility for implementation of the forest policy
at the national level in one single agency or branch of the public adminis-
tration;

converting certain PFA's into semi~autonomous agencies or, in some instances,
into corporations (public enterprises);

broadening the terms of reference of some PFA's by making them agencies for
the conservation and development of all renewable natural resources or con—
verting them into the cores of such bodies;

further integrating some PFA's into the administrative system, incorporating
their field services into local or regional public services that have a
scope going beyond the foresiry field;

raising the administrative rank of integrated PFA's;

strengthening the central offioces of the PFA's through the establishment or
expansion of services for planning and programming, training, public relations
and information, research, and organization and methods (0+MS.

2.1+3 Trends as regards availability of human resouroes (cf. Chapter IV)

Ever greater recognition and applioation are being given to the idea that
well trained staff at all levels is the main motive force of foresiry

development.

The number of posts in most PFA's is growing (FIGURE 19). Several of these
agencies have in the pasti decade reaohed the "critioal mass" of technioal

and managerial staff necessary to undertake ambitious programmes for foresiry
development. Nevertheless, most of the PFA's still lack a suffiocient number

of posts in their field servioes.

The school systems are graduating more and more professional foresters )
(FIGURE 18), Whereas demand for such staff seems close to the gaturatzon
point in certain countries, most of them still need more professionals in
order to develop and exploit their forest resources. On the whole there is
a dearth of professionals for forest industries.
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The rate at whioch intermediate-level forest technicians are being trained
has grown, although starting figures were low, Such staff is therefore
still scarce, ani the ratio of professionals to technicians very high in
many countries (FIGURES 19, 20, 24 and 25). There is a shortage of tech-
nicians for forest industries practically throughout the region.

Vocational-level training in forestry has expanded considerably in some
countries, but there is still marked understaffing at thias level, This
insufficiency is the reason why many PFA's fail to take root in the field.
Vocational training for forest industries is far from meeting potential
demand.

Many PFA's have evolved on-the-job training systems for their staff. In
many cases these are very ambitious programmes that have already reached
notable proportions. Some countries have ooncrete activities or plans
for training forest workers in general.

2.1+4 Trends in funding (cf. Chapter V)

Most PFA's have been fairly suocessful in getting better allocations of funds,
Eight new National Forest Funds were established during the past decade
(PIGURE 40). Considering inflation, however, there is no evidence of a high,
or at least constant and generalized, rate of increuse of funds for PFA's
(FIQURE 36).

Public finanoing of forestry development has grown considerably in some
countries, primarily through tax exemptions for capital invested in affores-
tation (FIGURE 42) and through the establishment of semi-governmental
forestry enterprises, The credii systems, exemptions from land taxes,
subsidies and other benefits have also ohannelled public funds into forestry
investments.

In some countries, forest industries enjoyed strong State finanoing, sometimes
as direot aid, and sometimes indireotly in the form of credit lines, fisoal
benefits, facilities for the importing of capital, technology and machinery,
customs duty rebates and incentivea to increase the value added for export
commodities,

2.1.5 Trends in adaptation to change (of. Chapters VI and VII)

Many oountries have made notable efforts to promote forestry research. The
growing ocooperation between the PFA'as, the academic world and private enter-—
prise in this field is significant.

The current programmes of forestry research are centred primarily on affores-—
tation (especially with exotic species), silviocultural treatments, and indus-
trial processing of timber (FIGURE 43). The research institutions affiliated
to JUFRO inoreased in mumber from six to fifteen during the period 1965-1975
(FIQURE 44).

Many PFA's have improved their systems for compilation of data on forest
resources (espeoially through inventorying) and their units for data and
statistics colleotion and proocessing. However, the baseline data compila~
tion by the PFA's is still not satisfasctory, partioularly as regards forest
induetries and the socio-economio aspeots of forestry development.

The need for improving publio relations is recognized by most PFA's in view
of the growing interest of the public in forest resources and the neoessity
of public support for the success of the PFA. Henoe the trend towards
developing public relations as a permanent, systematic aotivity.
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2.2 Prospescts and Recommendations

In view of the dynemism shown by Latin American PFA's, it seems logical to try and
envisage their desirable medium-term evolution (up to 19805. Future improvements will
presumably tend to: (a) overocome the weaknesses and shortoomings that still persist in the
PFA's; and (b) enable them to ocope with new developments that seem necessary in view of
foreseeable changes in their current responseibilities (of. Chapter II), Suggestione and
recommendations for the future improvement of the PFA'e are given in subsections 2.2.1 to
242¢3 below, taking into account the problems mentionsd by the persons interviewed by the
authors (see Section 1 of this chapter), in addition to those identified by the authors
themselves, which coincide largely with the former (see FIGURES 50 and 51).

2+.2.1 institutional development of PFA's

The efforts being made by most countries of latin America toc strengthen their PFA's
prove their conviction that these need to continue to be perfected and strengthened so as
to be able to improve their funotions and be in a position to confront new circumstances.
It is recognized that general development polioies will be able to take greater account of
the forest resources and their potential contribution as the PFA's grow more mature and
their reputation becomee more solid. In turn, the appliocation of general development
policies to the forestry sector will be all the more effective the more the operational and
promotiona. capaoity of the PFA's increases, It i recommended that in the next few years
institutional development efforts be fooussed oni:

(a) formulating forest policies that are more deliberately oongruent with
national socio-economic development poliocies, whioh implies constant up-
dating of forest policies at relatively short intervals without inter-
rupting ocontimuity or losing firmness of intention in the long runj

(b) studying and olearly defining the respective funotions and interrelations
betwean the public and the private seotors in the process of forestry
development, with the aim of strengthening and diversifying tlis process
and bringing it intoc line with ciroumstances in each oountry;

(o) assessing, quantifying (if possible) and publioiszing the eoonomio, social
and ecologiocal benefits that derive or oan de derived from the work of the
PFA's in order to lay firm foundations for their financing and future

strengthening;

(d) amending forest laws realistiocally, considering them above all as {.mtrumnts
fors (ﬁ oreating and enhanoing commnity behaviour favourable to i(he aims
of forest polioies; (ii) ooncentrating PFA resources in the most pertinent
and feasible aotivities for the implemsntation of the said policies; and
(141) simplifying and bringing into lirs the profusion of provisions mow in
foroe whioh govern forest resouroces in many oountriesy

ging that planning is a fundamental instrument for forestry develop-
() ::3.9}1 (?§ lp«dpup th:gtrnning of professional foresters in planning
oonoepts and methods; (ii) improve links between planning levels and seotors;
(1i1) strengthen, or establish if lacking, planning and programming m:;d i:
PFA's; (iv) pay speoial attention to the plamning of forestry researoh ot
changes in land use, considering the impaot of the latter upon the rnvironmn $
(v) improve oocoperstion between planners and exeoutive staff of PFA'sj

ions of the FAO/SIDA Semirar

Thi int comprises the conclusions and recommendat

v on kﬁ.’iﬂ D:n?rlopmut Planning (Quito, 1975) that are particularly relevant to
the subjeot of this study.



(£)

(g)

(h)

(1)

(a)

(v)

(c)

(a)

(e)

(£)

- 152 -

in the light of the options chosen with regard to (a) and (b), reviewing
the degree of autonomy, the functions, the provision of funde, and the
manner in which PFA's fit into the picture of the whole public administ-
rationg

considering also the advisability of restructuring each PFA internally in
the light of the relative weight of its responsibilities with regard to
supervision, servicing, field operations and work of promotion of forestry
development;

increasing efforts to deconcentrate and decentralize PFA's by strengthening
their field offices;

strengthening the indirect instruments of forest policy, particularly fiscal
systems, cooperative arrangements and credit lines.

2.2.2 Adjustment of PFA's to change

PFA's should redouble their efforts to improve their machinery for
ad justment to change, viz: (i) public relations and cooperation;
(ii) research; and (iii) information systems.

In order to frame good programmes for forestry development and get the
support which their implementation requires, PFA's must continue to try

to improve the whole range of their public relations, including the
contacts they maintain with top~level officials, industrial executives,
landowners, workers' associations, forest practitioners, educational and
research institutions, finanoiers, lawyers, journalists and the public in
general, and, above all, with the rural population. The establishment of
National Forestry Boarde or National Forestry Commissions, such as already
exist in certain countries, can serve a very useful purpose,

It seems desirable to strengthen the speoialized public relations units

of the PFA's, or oreate such where they do not exist. Public relations
and information programmes should be based on a study of the views and
preferences of the public, and such a study should be subject to evaluation.
It is indispensable that the socoial relations of the PFA's with the rural
populations living in or near forest areas be improved.

Research programmes should be strengthened and fitted better to national
requirements. Such programmes should be implemented with the partiocipation
of representatives similar to those who assist in framing forest policies.

In particular it will be necessary to improve the planning and organizetion
of forestry research, and the formulation and analysis of researoch projects.
Research results should be systematically publiolzed not only in scientific
circles but also among forestry personnel in executive positions. Research
is an absolutely essential function of higher schools of forestry, especially
if they offer post—graduate oourses. Effeotive cooperation between the PFA,
the educational system and the private enterprise in the field of forestry
research must be strengthened.

I+ seems necegeary to strengthen especially research programmes in certain
fields: forestry economios, sooial implications of forestry operations,
studies on work improvement, wildlife, etoc. Research work should be
decentrelized to cope with speoial ecological and socio—~economic conditions.

It also seems neoessary for PFA's to establish special units for the purpose
of improving, broadening and making better use of their information base
(inventories, statistios, eto.). Along with this, any information deemed
essential on a permanent basis should be catalogued (for instance, in order
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to know how to determine forest polioies, development plans
guidelines for management, supplies to the industries, eto. 5.
PFA's should set priorities among such types of information and
subsequently evolve programmes for developing their information
base, determining the necessary methodologies and know-how.

Technical, eoconomic and acoountancy controls ought to be considered
& normal duty of the Heads of field units so as to improve teohniques
without inocurring high expenditures.

It is also recommended that publicatinns and extension work programmes
be strengthened in order to publicize usable know-how through period- .
icals and bulletins that are acoessible to the entire responsible staff.
Dooumentation work jointly with interneticnal documentation centresn

(e.g. AGRIS -~ Forestry) should be promoted and regional cooperation
stimilated by publilshing and disseminating forestry journals.

2:.2.3 Development of human resources

All countries should at regular intervals oonduot surveys to obtain
reliable data on forestry employment opportunities as well as on
training and educational needs at all levels, National plans for the
development of forestry and forest indusiries should oontain accurate
epstimates of the manpower necessary for their implementation. Forestry
sohools and the main employers of forestry personne. (especially PFA's
and representatives of the industry) should participate in mtudies on
manpower requirements.

As part of these studies of seotoral scops, PFA's should prepare prospeo—
tive plans regarding trends in terms of numbers and qualificstions of
their staff, in whioh speocial attention should be paid to the strengthen~
ing of field offioes.

In the light of the studies mentioned under (a) and (b) above, it is
advisable to establish in each country, after oonsultation with forestry
workers and students, overall programmes for advanced training of forestry
staff based on the concept of ocontinmuing education.

Better coordination of eduocational work, especially of post-graduate
education, in the region needs to be ascured,.

There is also an urgent need for a systematio study of the employment
capacity of the forestry seotor and its expansion possibilities, trans-
lating requirements into aotual offers of employment. Special attention
mist be paid to providing permanent employment for forest workers, to
employmsnt of women, to safety and hygiene on the job, and to the oultural
and sooial advanoement of workers.

te of
Forestry eduoation should attach more importance to the aspec
prooouﬁng, industrialisation and marketing of forest products so as to
be able to supply forest industries with trained and qualified staff at

all levels,

neuf is bei ven in the field of forestry education 40

f-.ho “f:::;n:c::::!::' and t:‘wd rial aspects in industry anmd in thnfpubno
administration. This shortcoming must be overoome through systiems oi oon~
tinuing eduocation and training and by offering po-t-cndu:to o.:ur-u n
administration, organisation and sociology ss applied to forestry.
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Great preference must oontinmue to be given to the training of inter-
mediate~level forest techmiocians,. Thought should also be given to
struoctural changee that will reduce the need for such manpower: strength—
ening of vooational eduocation, compulsory field work assignments of a
certain duration for young professionals, and greater mraotical work ocon—
tent in higher eduoation.

Finally, vooational training in forestry operations and forest industries
merits top priority. Such training should aim at attaining the goals -
both numerical and qualitative — ariming out of specific plans for affores-
tation, forest management, forest utilization and industrial prooessing of
forest products.
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.

COMPARATIVE STUDY
OF PUBLIC FORESTRY ADMINISTRATIONS IN LATIN AMERICA

NATIONAL QUESTIONNAIRE

Country

Notes: (a) The answers to this questionnaire will be the prime source of information
for FAO's Forestry Department in its preparation of a oomparative study of
public administrations and services for forestry development in Latin
America., Please be as specific as possible in your answers. However, if
any queation does not fit the conditions in your oountry or if the requested
information is not available to you, please say Bo or draft your answer as
you see fit, We will also appreciate your enclosing with the filled-in
questionnaire material (publications, statistioal data, oharts) that will
amplify or improve the information requested.

(b) The most important questions are those that are boxed in, and you may con~
fine yourself to them. However, we would greatly appreciate your answering
the other questions as well, if only partially.

1. Forostrx develomnt policy and plans

Please:

1«1 Describe how the "forestry secior" is defined in your oountry from the stand-

point of publio administration (for example: does it include forest industries?,
the trade in forest products?, national parks?, wildlife management?, environmental
proteotion?).

1.2 Desoribe the broad outlines of your oountry's foresiry polioy and its relations
to general land-use polioy. State whether the forestry policy was formulated
explicitly and officially and how: in a presidential declaration, in the preamble or

purview of a law, etc.

1¢3 State whether any specific plan or plans ‘for f‘oros:try dovolopm?nt are in effect.
If so, state briefly: <the periods oovered, the primary objectives, u_xd total
investments provided, State whether, in addition to technioal and economic goals,
the plan includes goals of administrative, legislative or educational improvement
such as: the ocreation of a programming unit, the organization of an in-service per-
sonnel training system, amendments to forestry legislation and regulations, etc.

mic development.
1.4 State whether there is a general plan for national sooio-econo

If so, state the period oovered, the primocipal objeotives, total investments
provided and how the development plan for the forestry sector fits into it.
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1.5 Desoribe briefly the methodology used in formulating plans and policies for fo-
restry development., By whioch public administration agency was the plan prepared?

2¢ Loggl and normative base of forest!x devtlogmant

Pleane:

2.1 List, by title and date of enactment alone, the oodes, laws, regulations and
other oomparable provisions deemed of considerable importance as a legal and

normative base of forestry development in a broad sense l?ﬁ%t 1e, including water-

shed mnnagam-nts national parks, wildlife, forest industries and the marketing of

forest products Please also take acoount of provisions not relating exclusively
to forestry which considerably affect the foreatry sector.

2.2 Describe the present situation and tendencies in relation to.the ownership of

forest lands. Include figures if possible (percentage of (a) national forest
lands, (b) forest lands owned by publio bodies such as communities, municipalities
and provinces, and (c) privately-owned forest lands).

2.3 Summarige the principal features of the legal and contraotual base for the

utilization of public (national and other) forests. If such utilization is
subcontracted to private enterprises to a considerable extent, briefly state: the
total area 8o allocated in the country; the usual duration of contracts; how the
public forestry administration controls the performance of these oontracts, and
what part it plays in awarding them.

2.4 Indioate the principal criteria for government intervention to regulate and

promote private forestry activities, particularly in regard to reforestation
(the polioy on associations and cooperatives, taxes, credit, subsidies, insurance,
technical assistance, marketing, information and extension, and infrastructural
development ).

2.5 Describe briefly the legal and administrative basis for the promotion of forest
industries, particularly as they relate to economic development, employment,
personnel training, and environmental protection.

2.6 Describe briefly the policy and legal basis for the exportation and importation
of forest products. State whether legislation exists to favour the industrial

processing of forest raw materials within the country. Describe the repercussions

of free~trade zomes, commercial treaties or other international agreements, if any.

3. Descriptive analysis of the publio foresiry administration

Please give pertinent information on:

3.1 Institutional status. The administrative rank, and formal functions and powers
of the PFA (reiations to information supplied in boxes 1 and 2).
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3.2 Performance

3.2.1 Principal quantifiable operations in 1973* (ha. reforested, nursery plants

produced, area protected against fire, area
ocontrol, etc.).' ’ under management and under

3.2.2 Principal operations unquantifiable or difficult to quantify oarried out
in 1973 (new regulations, improvements in the organigation, collection
and processing of data, in personnel training, etc.).

3.2.3 Date of establishment of the PFA; brief acoount of the development and
evolution of the PFA.

3.3 Eteruations

Please:

3.3.1 Enumerate the prinoipal agencies of public administration, para-govern-
mental bodies, autonomous public institutions, associations, etc. that
play an important part in forestry development.

3¢3+.2 Describe the principsl interactions (ocollaboration, coordination, eto.)
of the PFA with institutions, aiministrative agenciea and organisations
in and out of the public administration system suoh as those mentioned in 3.3.1
(for example: with teaching and research oentres, autonomous agencies, associa-
tions of members of a profession, of owners, of entrepreneurs, or of peasants).

34 Internal struoture

3.4.1 Please supply an organizational chart of the PFA.

3.4.2 Please indicate which units or persons in the PFA have charge of the
following functions:

(a) Plaming and programming
(for example: "in the PFA there ies a Programming Offioce under the
direot supervision of the General Direstor");

(v) drewing up the buiget
(who prepares it, when, how);

(6) improvement of orgenization and methods
(for example: "there is no organisation and wethods unit in the PFA,
but rules are handed down by the existing Organisze-
tion and Methods Offioce of the Ministry of Agricul-
ture as & whole");

% or in the nearest year for Whioh adequate data are avallable.
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(d) evaluation and control of operations;
(e) personnel administration;
(f) in-servioe personnel training.

Please state the number of upper-level staff (professional foresters,
lioentiates, engineers and others of comparable level) working in: (a) head-
quarters units and (b) field posts. Please indicate whether there are provin-
cial or state services distinoct from the national PFA and, if there are such,
their relations with the latter.

Oggration

Please:

3.5.1 Convey the degree of centralization of the PFA. Indicate, for example,
who can take each of the following decisions (without consulting higher
authority):

(a) approve a management plan for 5,000 ha. of public forest land;
(v) hire 50 workers for reforestation work;

(o) buy 10 sacks of fertilizer for a tree mursery;

3

(d) issue a permit to cut 10 m” on public lands;

(e) authorize a service trip by a forestry expert in a service wvehiocle
for three days.

3.5¢2 Describe simply how intermal commnications operate in the PPFA. For

example: approximately how many circulars, memoranda, letters, com—
munications, etc., are generated each ysar in the headquarter's units? Are
there technical and proocedural manuals at the disposal of the staff? What use
is made of the telephone and of radio communication? Are staff meetings held
(occasionally, regularly)?

Persommel

Please:

3.6.1 Fill cut Table 1 and, if posmible, Table 2 as context. (See Appendix)

3.6.2 Indicate whether there are cofficial descriptions of powers, responsibi-
lities and qualifioationss (a) for each post in the PFA and (b) for
some postis,

3.6.3 Oive, if possible, sample descriptions for (a) a high-level techniocal
post, (b) an intermedimte~level techniocal post, (c) a forest ranger post.

3.6.4 5State the special features ~ if any - of the personnel policy applied in
the PFA in the context of the polioy applied in public administration in
general (salaries, personnel selection criteria, etc.).
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3e6.5 State how much manpower (man-days worked by forest workers) was employed

directly by the PFA in 1973«. Describe (no figures required) the trend
(inorease, decrease) in the direct employment of forest workers in the PFA since
1 January 1969.

3.6.6 Deporibe the functions and activities in the training of (a) new staff

and (b) in-service staff in the PFA at all levels (exclude activities of
faculties and schools not connected with the PFA but include cooperation by the
PFA with those institutions).

3.7 long-term adjustment mechanisms

Please:

3.7.1 Describe the FFA's machinery for public relations and for informing the
population at large.

3.7.2 Describe the PFA's research activities in the broad sense (for examples

activities for learning more about the forest resources, forest produots,
the soocio-economic context, the techniques and technologies best suited to the
oountry's forest resouroeas.

3¢.7.3 Indicate the existing plans or intentions for improving the skills,

tivations end remuneration of the personnel; for improving the functional
effectiveness of the PFA; for making its objectives and performance inoreasingly
responsive to the sooio—economic requirements of the oountry.

3.6 Inputs, material and finanocing

Please:
3.8.1 State as acocurately as possible in figures (in ha.):

(a) The area of publio forest land in the country;

(b) +the area of publio forest land administered directly by the PFA;

(c) the area of publio forest land that the PFA controls under
utilization ocontraots;

(2) the area of public forest lands for the general protection of whioh
the PFA is in somes way responsible;

(e) the area of privately—owned forest land in respect of whioh the PFA

im responsible in soms way for 1 protection
3 pe ii) the appliocation of government

control standards.

3.8.2 Indicate the general finanocing mechinery (forestry fund, eto.) and the
total funds available to the PFA for investments in 1973.

3.8.3 Indioate the reourrent s (ordinary operating and msintenance expen—
ses) available %o A in 1973.

% or In the nearsst year for Whioh sdequate data are available.
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3.8.4 Desoride briefly the principal plant and equipment of the PFA (buildings,
installations, vehioles, instruments, etoc.).

Other aspects of the forestiry institutional framework

4.1 Whioh, in your view, are the principel organiszational/sdministrative problems
oconfronting the PFA? To what extent are those problems peouliar to the PFA
and how do they relate to those of the public administration as a whole?

4.2 1If, in your view, there are important features of the PFA and other institu-
tions relating to forestry development in your country that could not be de-
scribed under headings 1, 2 and 3, please desoribe them here,
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APPENDIX
TABLE 1
Employment in the Public Forestry Administration
(on 1 Jamary 1974) #
Number of persons employed
With With With With no
university intermediate- | vocational specific
training level technioal| training training
Functions training or
equivalent
(Engineers, (Technicians, (Forest guarde,
etc.) etc, ) etc,)
Fore- Fore-~ Fore-
stry Other stry Other stry Other

Managerial and executive##
Planning, programming
Research

Personnel training, public
information

Processing, secretarial

Field forestry
operations wen

Forest guards

Others (specify)

TOTALS

# or on the date closest to 1/1/74 for whioh this information is available.

## Professional and technical staff normally working in the capital of the country or in
provincial capitals and giving more than 50 percent of their itime to the supervision,

organization, ooordination ar evaluation of the work of others,

w#% Personnel of any level giving more than 50 peroent of their time to field work,
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TABLE 2

Estimmted mlomt in the Foresiry Sector

(on 1 January 1974) *

Subsector

Number of persons employed

With With With With no

university intermediate~ vooational specific

training level technioal] training training
training or
squivalent

(Bngineers, (Technicians, (Forest guards,

eto.) eto. ) eto.)
Fore- Fore- Fore-
stry Other stry Other stry Other

Publio forestry
administration

Foresiry education

and research ##

Private forest activities

Forest industiries

Forest trade

Others (speocify)

TOTALS

# or on the date closest to 1/1/74 for which this informstion is available,

#* Exoluding persons enumerated in Table 1 because they belong to the PFA,
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ANNEX III
SEMINAR ON MODERNIZATION OF PUBLIC FORESTRY ADMINISTRATION
IN THE FORESTRY SECTOR OF LATIN AMERICA

Lima, Peru, 10 - 29 November 1975
CONCLUSIONS AND RECOMMENDATIONS

I, FOREST POLICY

The rational use of the natural resources implies the formulation of a forest resource
development polioy which aims at the optimum utilization of these resources for the benefit
of man, It is therefore necegsary to oreate for the development of forest resources an

effioient, speoialized agencyl s or to strengthen the existing one, which proposes, lays down
and implements the forest polioy of the State.

The Formulation of & Forest Policy

The minimum background information whioh is necessary to formulate a forest polioy
oonsists of the following:

(a) Survey and present use of the forest resource;
(b) Determination of the sphere in whioh the polioy is applied;

() Current and potential oontribution of the forest resource to the oountry's
economy;

(4) Impact of the natural resources on the environment and on the quality of human
life.

Ways of Enunciating a Forest Polioy

The ocountries of this region have various ways of enunciating their polioies:
(a) in development plans;

(b) in presidential declarations;

(o) in laws;

(d) in oonorete activities.

Speoifio Goals

Within the priorities met by each country in the light of existing oonditions, the
following specific goals may be determined:

~ Maintaining national sovereignty over the natural resouroesj
~ Building up & publioc forest domain;

the eoology
- Inoressing the quantity and quality of forest products in harmony with
’t]):; pho:l.n: the g‘;rostlyuudor management plans with a view to odbtaining a sustained

yield;

1/ Hereinafter oalled "Public Forestry Administration” (PFA).
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« Enhancing the social usefulness of the forest by involving the local population in
its use

- Regulating the marketing of forest products with respect to quality, quantity and
price;

- Foastering the conservation of the environment by including the relevant measures
to be taken in the management plans;

~ Ensuring the proper management of watersheds to stabilize the water regime and
regulate water use;

- Ensuring protection and management of flora and wildlife in order to maintain the
natural eoclogiocal equilibrium;

~ Raising publioc conscicusness of the fcrests and gaining public support for forestry
work through education, publicity and extension programmes;

- Ensuring a harmonious management of the natural resources by establishing close
collaboration between agenocies in charge of the administration of these resources.

In order to achieve these objectives, it is recommended tot

-~ Make forestry activities an integral part of the country's socio-economic develop-
ment, aiming at inoreasing the national inoome through dovtlopmnnt of the forestry
sector and proper forest administration;

- Organize and fund PFA's suffiociently to achieve an adequate and timely execution of
their programmes;

~ Provide or strengthen indireot forest policy instruments, particularly through fiscal
inocentives and cooperative and oredit schemes;

- Examine and clearly define the respective funotions and interrelations of the public
and private seotor in the prooess of forest development, so as to strengthen and di-
versify this process as warranted by oonditions prevailing in & particular country;

- HEHstablish forest industries in line with the forest potential;
— Make plans for the establishment and management of national parkes and similar areas;

« Organize and develop campaigns and programmes for the prevention and oombat of forest
fires as well as for pest ocontrol;

= Seek permanent souroes for employment in forest zones;
~ Foster national and international techniocal assistance in forestry;

- Organise and develop researoh programmes in accordance with national requiremsnts
with the help of representative authorities similar to those who define forest
policies. In particular, the planning and organisation of forestiry researoh, as
well as the formulation and analysis of researoh projects, should be improved;

- Ensure a systematic diffusion of research findings not only in socientifio circles
but alsc among exeoutives in the field of forestry; strengthen the cooperation in
forestry resenxrch between the PFA, the educational system and private enterprises,
and deocentiralize research aotivities acoording to ecologiocal and socio-economio
oconditions.
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I1. FOREST LAWS

From the statements and discussions of the Seminar participants it beoame evident that

the?e was & negd for revising and amending existing legal instruments in order to achieve
their correct implementation.

Les&l Trends

It was noted that present legal trends are as follows:

1+ Trends pertaining to the management of the forest resource:

b) Semi-integrated laws;

ga% Special laws;
¢) Integrated laws.

2. Trends as regards the place of the PFA in the overall system of public
administration:

(a) Autonomous PFA;
éb Semi-integrated PFA;
°

Integrated PFA.
3. Trends as regards the utilization of forest resources:

Sa Contracts to private enterprises, assooiations, government agencies;
b) Direct management by the State.

Since legislation should take into consideration the needs, aspirations and aims of the
countiries in the region, it is recommended that:

- Countries adopt, strengthen or improve their legal inatruments to achieve an optimum
development of their forest resources in line with their policies;

~ Legal instruments be adjusted to loocal oonditions in order to make them applioable
to, and effective in, the management of natural resources;

- Laws governing natural resources effectively meoure the conservation, proper
management and complete utilization of these resources.

III. PLANNING

Planning is a prerequisite in the operational work of the PFA, Acoordingly, in the
light of the conolusions of the FAO/EIDA Seminar on Forestry Development Planning (Quito,

1975), it is recommended that:

- PFA's be endowed with manpower and resouroes which allow them tot (a) be integrated
in the national planning system, and (v) organise their institutional work in line
with well formulated programmes and projeots;

Planning programmes be aligned with the objectives and targets of administrative
reform;

Management plans be prepared as basic oomponents of regional arnd seotoral plans in
order to: (a) standardise methods for their preparation; (v) develop the system of
basio inventories as part of the statistioal system of the foresiry seotor;

(o) improve the ocntrol over the exeoution of sansgement plans; and (d) promote

the exohange of information between PFi's.
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- Countries include programmes for specialization in their development plans in order
to train forestry staff at all levels,

IV. ORGANIZATION

The Concept of "Forestry Sector"

From the standpoint of the PFA, the term "foresgtry sector" covere in most Latin Amerioan
countries all activities pertaining to the adminietration, managemsnt and utilization of
forests and forested lands. It also covers other aspects suoh as conservation of the envir-
onment and wildlife, national park administration, development of forest industries, domestic
and foreign trade in forest produote, and especially the functions of planning, researoh,
training and development.

The Field of Activity of Public Foresiry Administrations

Since PFA's are public services, they refleot the State's political approaches, that is
to say, they evolve and operate in accordanoe with the development goals set by each govern-
ment. It is up to the State to determine the field of activities of its forest adminis-
tration according to its political philosophy.

In this respect it is recommended thats

-~ The State's forest policy be exeouted by a single agency whioh, for reasons of
public interest, protects the forest and manages it for the purpose of socio-
economic development, safeguarding its oontimuity through rational utilization;

~ The State assume responsibility for the rational utilization of its forest resources
by setting up concrete standards for polioy implementation.

Structure and Hierarchical Level

The organizational structure will depend on the field of activities of the Forest
Administration according to the responsibilities vested in it by the State,

In this connection it is recommended that:

- PFA's be endowed with means commensurate to the economic and social importance of
the forest resouroes to facilitate their administration and management;

- PFA's, in order to fulfil their funotions, be acoorded an appropriate hierarchical
rank to be able to make their decimsione with suffioient authority;

- PFA's, in addition to maintaining an appropriate oentral struoture, lay special
emphasis on strengthening their territorial structures and field operations tc be
able to execute the forest polioy;

— PFA's be sufficiently autonomous to be able to fulfil their responsibilities
towards the sector in relation to the oountry's socoio~eoonomioc development,

Finanocing

The work of the PFA's has oertain specific features that makes it necessary for them
to be granted preferential treatment in the allooation of financial resouroces. Within the
limits of budgetary laws, governments are urged to let their Forest Services administer and
manage forestry funds independently, in order to oarry out the operational programmes for
the seotor. Acocordingly, it is reoommended that:
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Adequate budgetary allocations be made for foresiry administrations so that they

may fulfil their funetions according to the importance of the meotor and its poten—
tial contribution to national plans; 7

- The budget item "operational costs" be properly balanoed against the item "personaml
servioes" in view of the speocial nature of forestry administrations;

groa.:er finanoial means be made available for teohnioal training programmes at all
evels;

Forestry administrations, when allocating expenditure from National Forest Funds,
acoord priority to operational programmes; .

Additional sources for financing be found for the development of programmes in the
forestry sector.

Re lationshigs

Since PFA's form a part of the overall system of publio administration, olose liaison
with other oomponents of the system is essential. It is therefore noomﬂod that:

- PFA's olearly state their terms of reference so as to ensure full cooperation with
the entire publio administration system and the necessary support for their operations;

- An operational system be established within the PFA's in whioh the phases of planning,
execution and evaluation may be well oocordinated.

V.  MANPOWER RESOURCES

The proper definition and implementation of forest polioy depende on manpower resources
availability. ‘

Formal education provides the necessary training for personmel to carry out planning,
normative, executive and oontrol funotions in the forestiry seotor. Public education, which
uses all kinds of commnioation media, helps to arouse commnity interest in forestry matters.
In-servioe training is a contimuing and important responsidbility of the PFA's, jointly with
educational institutions. .

Sinoe the forest resources play suoh an important role in sooio-eoconomio development,
all graduates from forestry sohools and related educational institutions should aot as agents
for social change and be capable of demonstirating to the oommunity how important the forests
are in their functions of nature proteotion, production of goods, and satisfaction of social
needs,

The manpower problems of the PFA's vary oonsiderably, depsnding on whethsr the respeotive
oountries possess complete or semi-=complete or minimal foresiry education and training systems.
In many oountries, the demand for forestiry personnel justifies only & partial forestry train-
ing system, but such a partial system should at least provide for (a) contimuing training of
the serving personnel; (b) quantitative and qualitative assessment of future requirements for
personnel at all levels; (c) pro ng and promotion of staff treining partly within the
system and partly abroad; and (d) public information and eduoation.

Short of Professional Staff

In virtually sll Latin American oocuntries there is a marked dearth of professional
foresters, so that the requirements of the PFA's and of the forestiry sector as a whole oannot
be met, This shortage is more keenly felt in the early stages of setting up or reorganizing
a forest service. Certain oountries have no forestry faculty of their own, while cther coun—
tries doc have such facilities and even post~graduate sohools. MNost oountries whioh bhave no
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forestry faculties do have faculties of agrioulture where many basic subjeots of the forestry
ourrioulum are taught, and in some countries the shortage of professionals is beooming criti-
cal, although there is no justifioation for setting up a higher—level forestry sohool. It
is therefore recommended that:

- Countries which do have forestry sohoole assist those that do not in training their
gtudents by way of ourricula leading to the obtention of academic degrees and titles,
and that the former countries also organize short apecial training courses to meet
the needs of the latter;

- Certain countries whioh have no practioal possibility for training foresters, offer
oourses in forest sciences in the faoulties of agriculture for the last two study
yearsj;

- Programmes for specialization in forestry acienoes be introduced in post-graduate
schools for the benefit of agrioulturists and professionalis in other fields by
granting full~coverage scholarships.

In particular, in view of the present situation in Central America with regard to the
training of foresters, and in compliance with the wishes expressed by the participants from
Central Amerioan countries, it is recommended that:

~ FAO sponsor, with the support of the interested countries, a specific study and
meeting to review the situation and look into the possibility of setting up a project
for higher forestry eduoation in the Central American sub-region,

Shortage of Technical Staff at Intermediate Level

The shortage of intermediate-level forestry staff, in the public as well as in the pri-
vate sector, is becoming critical in most Latin American oountries in spite of the fact that
several new sohools have been established. It is reoommended that:

- Teohnical forestry schools in oountries endowed with a great economic potential
turn to training persomnel in speoific areas of forestry and forest industries;

~ Countries with limited forest resources make every effort to establish schools to
meet the teohnical manpower requirements of particular groups of countries;

- Central Amerioan countries support the Escuela de Cienoias Forestales of Siguatepeque
by sending students there on fellowships and by providing facilities for practical
study in different areas.

Sho! of Vocationally~Trained Personnel #

There is a very great demand for vooationally-trained manpower, although it is diffioult
to establish exmot figures, Sinoe most PFA's of latin America provide training courses at
vocational level, usually for their own staff, it is reoommended that:

= Such courses be expanded and be held at regular intervals;

- The above activity be extended to vocational personnel in private enterprises and
that the latter collaborate in this matter;

-~ Voocational training in forestry operations and forest industries be given the high
priority it deserves and aim at quantitative and qualitative targets derived from
actual afforestation, management, and utilization plans,

Vooationally-trained persomnel are forest guards, park wardens, topog-spher assistants,
skilled workers, foremen in nurseries, plantations and forest operations, mechanios and
equipment operators, etc.
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Inadequate Manpower Training

The Comparative Stiudy of Public Forestry Administrations in the Forestry Sector of
Latin America reveals that inadequate manpower training is considered to be a very serious
handicap. Since the problem is partly due to the faot that forestry education is not always
oriented towards meeting the practical needs of the PFA's, it is recommended that:

= PFA's in all countries maintain close liaison with eduocational institutions,
solicit the inclusion in their curricula of subjects which are of interest to them,
and collaborate with these institutions in agsessing the practical results of
training;

= Experienced professionals of the PFA's collaborate in educational work whenm‘nr
neoessary;

- PFA's request the collaboration of the forestry schools in order to organige and
conduct special courses for their ctaff;

= Professional forestry sohools include in their syllabuses or give more empbasgis in
them to specific subjeots pertaining to forest administration;

- Post-graduate foresiry programmes include the training of speoialists in public
forestiry adminietration and manmgement of forestry enterprises;

- PFA's organize, in ocollaboration with foresiry schools, special courses for the
training of instructors to teach in teohnical and voocational schools;

PFA's produce, in ocollaboration with professional schools, textbooks and manuals
for ithe use of teaching staff, especially for vooational courses,

Overooncentration of Staff and Insufficient Independence in Docision-ﬂddy

There should be balanoed deployment cf staff with regard to its location, nature of work
and the nmumerical ratios between staff at different levels.

Overooncentration of siaff at headquarters has a negative effect on forestry development.
It makes the delegation of responsibilities diffioult and thus hinders staff participation in
decision~making, From this it can be deduced that deocentralization is necessary for a more
efficient administration and for better relationships with the commanity.

Most of the upper-level staff in Latin America ie oarrying cut managerial and executive
work, is in charge of planning and programming and, to a minor extent, also research work,
while & small proportion is doing rfield work or is engaged in training activities. Although
the latter two funotions are largely the responsibility of techniocal personnel at intermediate
level, upper—level staff must devote itself to such tasks a great deal more than is the case

at present,
In almost all Latin Amerioan countries, the staffing pyramid in the PFA's has too narrow

a base due to a relatively greater shortage of techniosl~ and vooational-~level staff, FFi's
should therefore lay greater emphasis on employing personnel at these lower levels.

Poor Internmal C oation’

The offiocials of many PPA's bhave no knowledge of what is going on in the various branches,
and human relations within the agencies are rather poor. It is therefore recommended that:

- Regular meetings at different levels be held with teohnioal personnel working in the
various offices of the PFA, in order to discuss past and future programmes and work
plans, and exchange ideas so that all may become familiar with the work done by each

branoch}
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~ The activities of the different units be coordinated in order to avoid duplioation
of work and improve collaboration and mutual understanding;

— Information bulletins on various aspects of importance to the agency be published
and disseminated periodioallys;

= Publioc relations work be inoreased and informative material distributed not only to
the public but also to the PFA's own personmnel at all levels,

- Publications and teohnioal material be made available to all staff, and especially to
staff members in the field, It would be useful to have a central library and a bib-
liographic bulletin, and to establish a system for the use and oirculation of all
available material;

-~ Human relationships be improved among all staff through informal meetings (sports
activities, social gatherings, trips to the field, etc.).

Incentives for Staff and Job Tenure

The insuffioient inoentives offered by the PFA's make it difficult to attract and keep
the necessary personnel or to inspire enough interest among young students to opt for forest-
Ty careers. It is recommended to:

- Revige, whenever neocessary, the salary soales of PFA's to ensure that salary pay-
ments are not lower than those offered by other sectors of the Publio Administration
for similar postss

- Pay supplements in reocognition of work oonditions whioh, in general, are harsher in
the PFA's than in any other branches of the Administrationg

~ Establish a fund for subsidies or low~interest loans for fellowship holders in order
to solve their financial problems in view of the low stipends they reoceive. The
fellowship holder who returme to his country should be offered a job in keeping with
his training and should oommit himself to render servioes to the State for a minimum
period of time in returm for the fellowship he reoceived;

- Ensure that offioials of the PFA enjoy stability of employment in jobs where
functions and duties are clearly defined.

In addition to economic incentives there ars other incentives that PFA's should try to
make known in order tc attract more professionals to the forestry oareer: (i) opportunities
in the forestiry sector to develop the individual's initiative as well as hig desire to serve
the oommunity; (ii) oontaoct with nature; (iii) the vast range of activities that can be
developed; (iv) research facilities and opportunities,

Employment in the Forestry Seotor

Sinoe PFA's, apart from training their own staff, should make every effort to increase
the availability of speoific jobs in both the public and private seotors, it is recommended
that:

= All oountries make regular surveys to ocllect reliable data on employment
opportunities in forestry and on training requirements at all levels;

« National plans for forestry and forest industries development oontain acourate
assessments of staff neocessary for their implemsntation;

- Forestry eduocational centres and the main employers of forest manpower (partioularly
the PFA's and industry representatives) partioipate in surveys of manpower
requirements;
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- Forestry educational institutions pay greater attention than hitherto to aspects
related to the utilization, processing and marketing of forest products to be able
to supply forest industries with trained staff at all levels.

VI. SUPPORT OF INTERNATIONAL AGENCIES

The Seminar endormes the ooncerns and oonolusions expressed in the doocument prepared by
the participants in the Round Table on Forestry Education in Latin America, held during the
Seventh World Forestry Congress (Buenos Aires, Argentina, 1972) and recommends:

- that all international agenciss ooncerned with the development of Latin America
(UNDP, FAO, OAS, IDB, AID, SIDA, CIDA, etc.) assign high priority in their
programmes of work to the implementation of the above recommendations.

In this comneoction, the Seminar is of the opinion that forestry projeots may be identi-
fied at national level, national level with a regional projection, and regional level.
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ANNEX IV

EXCERPT FROM THE REPORT OF THE 12TH SESSION OF
THE LATIN AMERICAN FORESTRY COMMISSION

(Havana, Cuba, 2-7 February 1976)

MODERNIZATION OF PUBLIC ADMINISTRATION IN THE FORESTRY SECTOR IN LATIN AMERICA

39. The Commission oonsidered dooument FO:LAFC/76/4, "Modernization of Public Administra—
tion in the Forestry Seotor in Latin Amerioa", together with supporting dooument
mzmsc/75/22, n"Comparative Study of latin American Public Forestry Administrations" (draft
version). Many countries joined in the disoussion and oontributed information on their
major problems and acoomplishments in institutional development in the forestry field,

The disoussion olearly oonveyed how dynamiocally many Latin Amerioan public forestry adminis-
trations wers aocting to improve the performance of their present tasks and ocope with new
circumstanoces,

40. The following conolusions emerged from the discussion:

Forest polioy should faithfully translate in the forestry sector the general
socio-economic guidelines of the country.

The publio forestry administration is the prinoipal instrument for implementation
of the government's forest polioy. Henoe the publio forestry administration
should be placed on a level of authority oonsistent with the present and potential
importanoe of the forestry sector,

The public forestry administration should be so organized as to sirengthen and
decentralize the territorial struotures with a view to operational effioienocy,
while leaving the principle of normative centralization intaot, and the activities
of the forest servioe should be integrated with those of the other public services
in order to harmonize the various uses of land and oontribute to rural development.

In addition to the public forestry administration it is necessary to reinforoe the
indireot instruments of forest poliocy, partioularly taxation, cooperation and
oredit,

4 staff well trained at all levels and actuated by the idea of service for the
public good is the principal engine of forest development.

41. The Commission recommended:

(a) +that forest plans be straightforward and practical, and an integral part of the

national sooio-sconomic development plans;

(b) +that the member oountries sugment their exohanges of information and share as

fully as possible their experiences in forest development through meetings,
working groups and other arrangements; it recommended in partioular that
working groups be set up ons

(i forest administration
(11 organizetional patterns for forest production
(iii the development of ocommercial forest plantations
(iv the development of pulp and paper industries, with special
attention to medium-sized plantsi
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(c) that the member countries and FAO make an effort to establish a regional-level
projeot for studying the possibilities and problems of agro-silvi-pastoral
management in Latin Amerioca and promote the rational utilization of renewable
natural resources through a balanced combination of their various uses;

(d) that the interchange of forest seed be intensified, on a commercial scale
whenever possible;

(e) that in the education and training of foreatry staff at the professional and
technical levels, greater weight be given to the disciplines of administration,
organization and espescially sociology in its application to forestry work, and
that training be more closely related to the oocupational aspectis;

(f) that the countries promote studies and exchanges of information on the safety,
hygiene and organization of forest work;

(g) that the FAO/SIDA Seminar on the Development of Forestry Educstion, to be held
in Quito in 1976, study how to conneoi the academic and oocupational aspeots in
forestry training;

(h) that FAO intensify its forestry eduoation and training work, chiefly through
the publioation of practioal manuale tailored to the needs of the region. 1In
particular, FAO should publish a manual on the colleotion, compilation and use
of statistioal data of practiocal interest to forest administrations;

(i) that interested countries and FAO promote researoh on Latin American moist
tropical forests, oreating a new research centrs for Latin America and/or
strengthening the existing ones and coordinating their work,

42, The Commission degided to record in the report of this Session its support for the
"Comparative Study of Latin American Public Foresiry Administrations" and its congratulations
to the authors thereof,
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